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Literature Review: History from
Operational Excellence (OE) towards Operations Excellence (OsE)

OE 2.0: Value discipline of cost minimization
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Operations Excellence (OsE) 1.0
Working definition

OE 2.0: Value discipline of cost minimization

: : ~Which enablers
Reliable products or services |l | |3 are needed
Manag ’ ; ; - .

roduct] OF 30° | . . , Strategic Operational Key to gain high
Conveni_ rmance

custome

=i “The philosophy of Operations Excellence is a management approach "

service &

weedy 7 hased on the continuous pursuit of creating a superordinate, agile system

fulfillme_

 Cperatq] as a setting lever
Ainerd aimed at the maximization of the operations ability

ano— to identify and provide the adequate and optimal setting of enablers
that are brought into alignment down and across the business strategy
to gain sustainable, customer-driven results at the process level .
over the entire value chain.” 3.0 i}

“In the setting of enablers, particularly but not only intangible criteria
such as culture, strategy, development, and empowerment are considered.” ?4-0 |
OsE 1.0

y

(Working definition by Jaeger; publication in progress)
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EFQM model for business excellence

Mission

B To assist organizations striving toward business excellence, the EFQM provides
» fundamental concepts of excellence
W the EFQM excellence model

“ the RADAR scoring system

as basis for self-assessment

Enablers

Results ’

Leadership Processes, People Results Business Results
Products &
Services

Strategy Customer Results

Partnerships & Society Results
Resources

QEFQM 2012 Learning, Creativity and Innovation
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EFQM model for business excellence
Terminology

B “EFQM allows people to understand the cause and effect relationships between what their
organization does and the results it achieves.” (EFQM, 2012)

“ Enabler criteria are regarded as drivers that positively influence other enablers or
related results.

" Result criteria represent achieved effects through the promotion of enablers and the
prevention of inhibitors.

Enablers i Results l

Leadership Processes, People Results Business Results
Products &

. Services

action

W resources

Learning, Creativity and Innovation
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EFQM model for business excellence
Praise and approval

EFQM

is globally accepted by both academics and industry.
(Wongrassamee et al., 2003)

is proven towards its relative success in application.
(Lee and Quazi, 2001; Rusjan, 2005)

is, as any other excellence model, not scientifically verified ... but has a positive

economic impact as it strengthens a company’s competitiveness.
(Bergholz, 2008; Gavrila et al., 2005; Hertz, 2012; Jacob, 2004)

is confronted with the criterion problem. Thus, “not to be complete”.
(Blessin and Wick, 2014; Garvin, 1991; KuBner, 2003; Leonard and McAdam, 2002; Simms et al., 1992).

But EFQM'’s useful configuration of enabler and result criteria is proven.
(Bou-Llusar et al., 2009; Russell, 2000)

is famous for its pioneering role in drawing correlations between enablers

and results.
(Calvo de Mora et al., 2005; Eskildsen et al., 2001; Gomez et al., 2011)
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EFQM model for business excellence
Criticism and need for improvement

EFQM

M requires high efforts for assessment preparation and execution. “No explicit
methods for successful implementation exist (...) and research should
concentrate on how to implement strategic performance frameworks, i.e., the

EFQM Excellence model, effectively in specific types of organizations.”
(Ahsen, 2010; Eskildsen et al., 2001; Lee and Quazi, 2001; Wongrassamee et al., 2003)

®m does not explicitly draw the cause-effect logic between specific enablers and

results.
(Calvo de Mora et al., 2005; Sadeh and Arumugam, 2010; Ulfers, 2007)

B does not offer any specific guidelines for problem identification or potential
formulation and does not provide a structured approach to exploit strengths

or to classify and prioritize areas of improvement for the future.
(Kanji, 2001; McAdam and O’Neill, 1999; Rusjan, 2005; Ulfers, 2007)
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Challenges and need for research
Transformation into the context of operational & personal excellence

B For many organizations, the definition and ) ‘ Business Excellence
interpretation of business excellence as well as the o 8 =r =
transfer to excellence in operations is too abstract. 47 <

(Estampe et al., 2010; Gomez et al., 2010; Hohmann, 2009; (_‘ b
Hughes and Halsall, 2002; Sandbrook, 2011)

B In recent years, the interpretation of excellence in
operations moved towards the development,
composition and expansion of enablers as basis for

continuous improvement and change.
(Schwientek and Schmidt, 2008; Sutton, 2012)

B The EFQM statements and scoring criteria are too |
generally defined, as EFQM needs to be applied to a

wide range of industrial sectors.
(Li and Yang, 2003; Sandt, 2005)

P | :
AIrsoO oF
) Fxcellence

Professional
Excellence

B The EFQM self-assessment criteria need to be adjusted
to fit an organization’s specific requirements and

to be adopted in any industry-specific language.
(Dalluege, 2012; Medhurst and Richards, 2006)
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Challenges and need for research
Transformation into the context of operational & personal excellence

B The dilemma of business, professional and private l i l Business Excellence
related objectives and its procedure of measurement y = 3
is especially present in countries where labor plays a key y (,| EFQ%‘
role in manufacturing plants. & Yy

(Kalman & Liu, 2010)
B Organizations

face the challenge to design organizational
personnel development and to support individual
personal development in a coherent and balanced
way.

(Throop and Castellucci, 2010; Wiese, 2004)

are failing to introduce sufficient measures to ensure

a sensible work-life balance for their employees.
(Bloom et al., 2009)

lack in having skills, methods and a mind-set for

assessing their employees.
(Garvin et al., 2008)

xceHence

encounter problems in how to approach the a7
measurement, for example through self-assessment, Professional

and how to get the evaluation process started. Excellence
(Hillman, 1994; Ritchi, 1999; Samuelsson and Nilsson, 2002)
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Challenges and need for research
Research questions

Main research question:

How can operations and individual excellence be assessed

by applying the EFQM model for business excellence as fundamental approach?

Business Excellence

Operations Excellence

Personal Excellence

Evaluation Object

organizations

operations management

individuals

Context

business

Business of production and logistics

private and work life

Evaluation Subject

managers, external assessors

managers, shop floor workers, and
their supervisors, external moderators

oneself, supervisor

Assessment Target

organizations’ enablers
and results

operations’ enablers
and results

personal, personnel and

professional maturity and results

KPIs, management interview, expert

Data Basis reports, analysis, surveys, KPls : . L ) inquiry, feedback, self-reflection
discussion, site inspection
Stakeholders business environment Related o private and occupational sphere
production and logistics
Model EFQM excellence model Vialriols it ot loEiEe o [2AUIM need for research
need for research
Methodology award modus, assessments, need for development need for development

questionnaires
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Challenges and need for research
Research questions

Main research question:

How can operations and individual excellence be assessed

by applying the EFQM model for business excellence as fundamental approach?

Sub research questions:

B What is the interpretation of excellence in operations and of individuals in the organizational context?
What are reasonable working definitions?

B What is the design of a for operations excellence and personal excellence?
based on the philosophy of the EFQM model for business excellence

with clear terminology of criteria for the production and logistics sector

B How can the model frameworks be operationalized through ?
with high transparency of cause-effect relationships and instructions how to assess them

with a clear assessment structure for a simplified and user-friendly applicability
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Challenges and need for research
Objectives

Development of an integrated management systems approach
by transforming the EFQM model for business excellence
into the context of operations arlmd personal excellence
=

Enabler

< (}1: =1 ;I‘ "—I
Operati s Excellence
Leadership

LINIY LI

Enabler

Personal Excellence

= Assessment and increase of “joint optimization” of sociotechnical systems dimensions

\
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Systematic proceeding

SECTION TASK Operations Excellence (OsE) Personal Excellence (PEX)

£

% 1 Introduction; analysis of existing approaches
0

o

£l 2 Review of EFQM model

o

% 3 Need for research

Transformation to enabler-oriented model frameworks

4

Identification of criteria and interrelationships

5

% Research of Assessment

% 5 assessment methods development

g and characteristics and design

Design of EFQM based

integrated management systems approach

c

= I Case study and validation

S

aQ

o

<K Conclusion and outlook

RESULTS

» Differentiation of OskE & OE » Interpretation of PEX in an
to Business Excellence organisational environment

» Potentials and gaps of EFQM

» Challanges, research questions and objectives

= OsE 1.0 model framework = PEX reference model
= OskE assessment dimensions, | = PEX criteria definition

» OsE 1.0 supervised = PEX self-assessment:
self-assessment: objectives, maturity model,
requirements, phase model phase model

» State-of-the-art of integrated management systems
* Integration of EFQM, OsE and PEX into an IMS

= Application at 24 companies = Application at 12 companies

» Case studies of 3 companies applying both approaches (IMS)

» Summary, need for further research
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First results

EFQM-based approach for operatiol

Enablers

Leadership

£
3
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Products &
Services

I Strategy I

Partnerships &
Resources

A O Equipment manufacturers @ Batch manufacturers
Continuous T [
assessment & ) Traditionalists Erontrunnars
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o o Aspirants . O |
Results - | o I . o
People Results Business Results Isolated i
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in few areas ® @©
® : i
Customer Results f !
General lo) O ® o i
Society Results awarenezsfof e T 1 _ Potentialists
need for Hesitators
improvement | . .
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©EFQM 2012

Learning, Creativity and Innovation

Cost minimization

process focus

enabler focus

Business

AD2a

Operations

AD2b
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Operational Process

N Business Business N
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AD2a

Dperationsgmperations
o Team

I A02b0 I AD2b

Organisat

Business
Results

AD2a

Phase

1  Opening Meeting
Pre-Analysis for Data Collection
Annual Financial Statement Analysis

Quantitative

Operations
Results

Operational KP| Evaluation |5| |?

Application of EFQM OsE Tool
Expert Discussion

Plan

Process

Deliver

Results

Technology Support
Level

Maintenance | Quali

Innovation

AD3
Support
Results

| Site Inspection ||
3]
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ENABLERS RESULTS Phase 5 Potential Identification
- . Phase 6 Report Discussion
— TECHNISCHE ?
© Vienna University of Technology 16 | lj i EITAT % Fraun hOfer

WIEN
W | E N Vienna University of Technolegy

AUSTRIA




First results

EFQM-based approach for personal excellence

Enablers

N Results -

Processes,
Products &

Services
Strategy

Leadership

Partnerships &
Resources

yi

People Results Business Results

I Customer Results I
| Society Results I

OEFQM 2012 Learning, Creativity and Innovation
Enablers Results

Life-work
results

Personal
results

Customer
results

Society
results

Learning, creativity, innovation

Personal Excellence in Lean Logistics

77777777 Nomination of leamers and s;l;e;v;s;o;si o
J
Setting up of leaming and development agreement $
ot | [ e —
Introduction and first execution of self-assessment ‘
|
L] ___EEX@FQMbased) | | LOPEX (Maturity level based)
2 Stakeholder Analysis : ' RRviey StianmEiG ‘
»1 2 | Training in Leaming Factory |
e | Personal SWOT Amlysis | Priorstion of relevant 95@°L‘E> '
= - | RS RRRS
i Detironlor poeeol : : Selection of pilot area }
W TS Deintion of projectgoals
- cmmoe RS RS ‘
B De‘*“““"f "f:adt execttion of I | Realization of |
: POTSona stralecy, 5 : optimization activities |
Ll SEEEEN T T
o Repeated execution of self assessment ‘
4 1 |
| PEX (EFQM based) LOPEX (Maturity level based)
: Defintion of potentials and adequat measures
5 i
3 Realization of optimization activities
LEGEND:

LL —Lean Logistics
PEX - self-assessment tool for personal excellence

LOPEX - self-assessment tool for professional excellence in Lean Logistics

VAL]])AT[ON

Ex-ante questionnaire
# Present knowledge in LL

:'Trdceability PEX, LOPEX E
-' Usability of software tools E

-Group discussion E

i
l' Personal excellence results !
-' Logictics optimization results i

Review of ratings
= LOPEX: maturity level increase
* PEX: excellence level increase

Ex-post questionnaire
= Gained knowledge in LL

'Fmal questionaire and interview !
"Results interal effects, follow up-
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Open points
to be discussed

B Integrated management systems approach

Definition of system boundaries (demarcation or focusing options)

.~

Questions e
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Thanks for
your attention...

Transforming EFQM to operational and personal excellence

Ing. Andreas Jager, MSc, MBA
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Fraunhofer Austria Research GmbH I n .
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Vienna University of Technology

Institute of Management Science
Division for Industrial and Systems Engineering

Theresianumgasse 27 | A-1040 Vienna | Austria
Mobil: +43 676 838 616 25
andreas.jaeger@fraunhofer.at
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