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   6: «Total Quality Management and Evaluation: Similarities 
and Differences», 23  2006 . 
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 : Thank you very much for the invitation and for this opportunity 

to speak to you. I will tell you about Total Quality Management and Evaluation. And I know that 

you are all experts in evaluation. So I will not talk much about evaluation because you know 

theories and some methodologies in evaluation. I will concentrate on total quality management 

and I will try to make comparison between evaluation and total quality management.  

I’ll start with the subject. In the Western European countries evaluation and quality man-

agement are isolated from each other. Evaluation is mostly used by social scientists and has its 

own tradition. Quality management is used in economics. There are books about it - they mostly 

discuss quality management and do not look at evaluation. 

I will try to merge these two subjects together. I would like to concentrate on the com-

parison between evaluation and quality management.  

What I will do! I will first say a few words about evaluation just to make it clear what I 

understand within evaluation. Then I will speak about quality management in general. I will con-

centrate on the European Quality Model EFQM, the most famous total quality management in 

Europe. Then I will look at differences and similarities between quality management, and espe-

cially EFQM, and evaluation.  

In the first place I will tell you what I do not understand within the realms of evaluation. 

Its everyday meaning. My colleague, Prof. Dr. Kromney - a professor at Free University in Ber-

lin - defines evaluation in its everyday meaning: something which is assessed by someone ac-

cording to some criteria in some way. So very often evaluation is conducted that way. When be-

ginning new research you should find out whether it is really an evaluation or just something that 

looks like that. For example, in the morning we get up and compare the weather with the weather 

forecast. And the weather forecast is evaluation in its everyday meaning. But it is not really an 
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evaluation - if we look at evaluation from a professional point of view. The everyday meaning of 

evaluation is not the tradition I accept.  

It is not the same what we do in social sciences. In social sciences we have empirical re-

search to get some information or maybe you use it before using some methods. Sometimes we 

use theories, compare them and then start to form the data. But usually, we use empirical re-

search methods for gathering information.  

We also use evaluation when we do something systematical. For instance, we usually 

need to compare two times: before and after. You should use the criteria which would measure 

precisely or unfolded, untersubjectively verifiable criteria. We need better criteria, precise crite-

ria for evaluation. 

Then we have a methodology. We use the comparison, we have methods, we have criteria 

and then we assess the use of an object. That is what evaluation does. Our project can be a pro-

gress project and go on; and this is really the difference what is evaluation like. We should make 

some people able to make decisions. So there is a principle: researches can be used for decision 

making, for example. But there is really a difference between social science in general and 

evaluation. Our researches should help other people,  so they can use our research. So, I hope 

that I’ve said enough about my understanding of evaluation, and therefore,  I will move to the 

topic of quality management.  

What is quality management really? If you have read something about quality manage-

ment, you should know the definition of quality. This is where the problem starts. If you look at 

all technical or economic aspects of quality, you will see that there is no specification of quality. 

There are many definitions of quality and these definitions have changed in the course of time. In 

the discussion we have a technical definition of quality. High quality is high technical power, 

high resistance, high durability, faultless function and no mistakes. You should try to define cri-

teria for high durability and so on, but it is difficult to define what it really means. Every product 

will show some deficiencies over the years. It means, that this criteria is not absolute. They are 

subjective. What does it mean? You can look at a car or a telephone, or maybe even at a pace-

maker which you need for your heart. It is for example acceptable if a  television has to be re-

paired once or twice a year. But if we take a pacemaker, it is not that easy. It should work with-

out defects. You see, that interpretation of criteria – high resistance and high durability – are 

more and more subjective. It’s part of the quality discussion and it is clear that quality and espe-

cially high quality are quite subjective things.  

We have the quality definition of the 60’s which is used in norm DIN EN ISO. Quality is 

the totalness of attributes concerning their ability to fulfill defined and preconditioned demands. 

All European norms use this definition. And you see that the main thing is to fulfill the defined 
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and preconditioned demands. Who defines these demands? In this model, the customer or a cli-

ent defines it, he is in the center of interest. In all theories the customer is in the center.  

But it is clear that quality is not just a form based on subjective considerations and it 

makes quality more complicated – that depends on some additional objective information of a 

product: a food or a machine or even services. So quality depends on some context. What do I 

mean by context? For example, in Somalia the quality of water as a product will be not the same 

as for a  German person with another cultural background. For a German citizen the quality of 

water is high if it is clear. But in a desert I will drink water even if it is not clear and you can 

drink it. The context is very important. And the quality is a complicated thing. I think that the 

most important aspect is the reaction of a customer – that is what he really thinks.  

Ok. We came to the summary of quality. It had to be considered, that quality of a product 

or service can not be generally appointed, but it is measured by the assessment of use by the cus-

tomer. This assessment can be done according to various criteria which again can be of very dif-

ferent importance according to the situative context, the cultural characteristics or the nature of 

the product itself.  

Now we know what quality is like. The next step if you are a quality manager and if you 

are responsible for quality is to solve some tasks.  

First, you have to determine the usability of a product or service to form and constantly 

improve as well as to guarantee its flawlessness. Here again we have flawlessness because there 

is a hypothesis: if a customer is satisfied then there will be no problems with a product or ser-

vice. If you are a quality manager you should use a quality management system. First about qual-

ity management system in general. You would not criticize that the customer is in the center. He 

decides if he is satisfied. In the quality management you start with finding out what the customer 

is like. So the first step is quality planning. You should decide the needs of the customer, what he 

wants, when you plan a product or a service.  

The next step is quality control which means that if you want to understand how the 

product should be produced and how the product would fulfill the needs of a customer, you need 

to be sure that the quality is really to be produced in our company. In former times we had qual-

ity control which was called the end of a tight control. First the product was produced, and after 

producing it was tested and improved. So this is a high-quality intensive way. But quality man-

agement instruments have changed. They control the quality in a different way. But anyway it 

would be a quality management system. 
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 1. Tasks of Quality Management  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The next step after quality control and assessment is quality improvement. Event if a cus-

tomer is satisfied and says everything is good you should produce a better product. Otherwise, 

your concurrent will do that. So quality improvement – is another very important item in quality 

management.  

After you improved your product you come again to quality planning. So you start a new 

cycle and go on and on and this is called quality management system. Quality management is a 

system which is based on optimized and organized processes. This is quality management in 

general. But actually every person who tries to produce should form his own quality manage-

ment systems. Even if you write your Master thesis, you should think that your professor is a 

customer. You need some quality planning and some quality control to make your work secure. 

But there are two kinds of quality management models. 

First is series of standards. I will not talk about that. And the other possibility is the Total 

Quality Management (TQM). In this case there are some principles. It is client orientation again. 

Then process orientation. It means that we try to organize process of production in that way that 

we have an idea of continuous quality improvement. And that is the next principle. One more 

principle is quality assurance. And finally management itself. 

One of specifications of Total Quality Management Models is The European Quality 

Model EFQM. This model has two blocks of different items. First are potential factors. It means 

factors which makes us able to produce a product of high quality. The European Quality Model 

EFQM is close to American model.  

Management 

 

Quality planning Quality 

Quality control  Quality assurance 

Customer/
client

Quality management system
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Secondly, potential factors. What enables the organization to produce something of high 

quality? First it is a competent leadership. Leadership is very important. The company should 

have policy or  strategy. How they are going to create a new service or a new product? Employ-

ees are very important – they are very qualified and very motivated. And again you see proc-

esses. The processes which run in a right way with maximal efficiency. Below you see the per-

centages which which show the importance of these aspects.  

 
 1. The European Quality Model EFQM (Part 1)  

 
 
 
 
 
 
 
 
 
 
     
 
 

 
 
 
 
The other block is results. These are factors which enable a company to produce products 

of high quality. The first thing that you see is employee satisfaction. Without employee satisfac-

tion it is not possible to produce anything of high quality because the personnel are not moti-

vated. As well as client satisfaction, business results and your societal responsibility or image. 

Societal responsibility is put here, because if you have bad news and some negative aspects it is 

societal responsibility that will help you to create image. Here we are also speaking about the 

customer. It is important to form a good image for your customers. If you look under value in the 

chart you will see the importance of these items. You first look how good is the leadership in 

your company, how good is the strategy formulated and so on. Finally, you will see what the 

quality is like. As you see client satisfaction is the most important factor – 20%, one-fifth. And if 

you look at business results, another 15%. So more than one third is composed of client satisfac-

tion and business results.  

Potential factor (Enablers) 
factor value 
Leadership 10% 
Policy and strat-
egy 

8% 
 

Employee ori-
ented 

9% 

Resources 9% 
 

Processes 14% 
 

Total 500 points 
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 2. The European Quality Model EFQM (Part 2) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
I will not speak about business results and how you do that, but mainly about self-assessment. 

People come together to assess themselves. So it is not an external method. For example, if you look 

at ISO – external people are dominating, they come to assess quality by some criteria. But here in the 

European Quality Management Model, it is mainly self-assessment. There is such a quality award 

assigned by the European Quality of Management every year. If you apply for that award, then ex-

ternal people come and look at your self-assessment – if you did it correctly or not. 

So there are some advantages and disadvantages of EFQM. The first advantage of this model 

is that it is a closed quality management system. It does not need other contacts. The focus is very 

clear. It is based on the target group and the target group is your client.  It comprises their organiza-

tion and all people work to guarantee quality. The parameters are all influenceable. Finally, EFQM 

activates processes. Even if you do not apply for Quality Award, activation of processes is secure. If 

we take all these aspects together, people will say that this procedure is positive. 

But there are also some disadvantages. It depends on acceptance. If the organization will 

not accept EFQM model, it will not work. Moreover, it is complex and abstract. To convince the 

employees can be quite difficult. There are big discussions about the parameters. The dispute is 

that there is no theory in the parameters and procedures. The emphasis of parameters is baseless. 

There are also discussion about internal assessment.  

So I want to close with the comparison between EFQM and Evaluation. There are several simi-

larities.  The first one is that both instruments have common goals and that is the improvement of qual-

ity. Moreover, both EFQM and Evaluation are of American origin. The Total Quality Management 

was started in the United States and then Europeans adapted this concept. What is more common of 

both instruments is that they are both instruments of modern, rational business management or policy. 

All the people who use Total Quality Management or Evaluation believe that business process can be 

controlled. Then the use of these instruments makes sense. They can help to change processes. And 

Results 
factor value 
Employee satisfac-
tion 9% 

Client satisfaction 20% 

Societal 
responsibility/Image
 

6% 

Business results 15% 
Total 500 points 
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both instruments have problems of acceptance. Not all people in an organization will stand for quality 

management or evaluation. Then  that will not do well for using these instruments.  

 
 3. Varieties between EFQM and Evaluation  

 
 EFQM Evaluation 

1 Economical science Social sciences 

2 Private sector, especially industry sector (profit 
oriented,competition) 

Public sector, NPO (hardly  any com-
petition) 

3 Comprehensive, complex system, including 
desicion power 

No quality management system, 
no decision power 

4 Top down Bottom up 

5 All employees involved with implementation Participatory, but during implementa-
tion employees partly excluded 

6 Continuous Periodic 
7 Internal (self-assessment instrument)  Internal and/or external 
8 Specific Broad 
9 Defined target group (clients) Amorphous target group (clients) 

10 Internal External 
11 Quantitative Qualitative and quantitative  

 
There are many more differences between EFQM and Evaluation. As I said earlier, 

EFQM is constant with the economical science, economical research, especially marketing field 

and Evaluation – with social science. It means that instruments have different subjects and dif-

ferent methodologies. I think that it is the reason that they are used in different sectors.  

EFQM is used mainly in the private sector, especially in the industry sector. It is also used 

in the service sector, i.e. sector which is profit-oriented. In this sector we have client possibility to 

change the company. The Evaluation is oriented towards public sector which is non-profit-

oriented. There is hardly any competition. For example, in the field of community services. The 

organization in public sector still exists even if you are not satisfied with the quality. 

Another difference: EFQM is a comprehensive, complex system, including decision 

power. In organizations the self-assessment is used. Out of this self-assessment the decisions are 

made. In evaluation there is no quality management system, it is an instrument which decision 

makers can use if they like. In evaluation there is no decision power.  

EFQM is a top down model. Even if employees are involved in the implementation, they 

will not be involved in the decision-making. They are only informed on decisions. In evaluation 

it is a little bit different. It can be a top down evaluation, but it can also be a bottom up evalua-

tion. There can also be a participatory evaluation. There cannot be a bottom up EFQM.  

Evaluation can be participatory but during implementation employees are partly ex-

cluded. In EFQM all employees are involved in implementation. 
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Some more differences. EFQM is a continuous process. You cannot stop it before secur-

ing quality. You have to organize it in a continuous manner. Evaluation is periodic. 

EFQM is a self-assessment instrument, it may be applied by organization itself. Evalua-

tion can be similar. It is an internal evaluation. But it can also be an external evaluation.  

EFQM is very specific. It is basically concentrated on the client. Evaluation is wider. We 

can not concentrate on what we call the target group. In EFQM we have specific target groups 

(clients). But who are the clients within evaluation? 

EFQM is very concentrated on internal processes. Evaluation is the opposite. Very few 

cases of evaluation are concentrated on organizational processes. You look a lot at external ef-

fects. And very little attention is paid to the internal effect. 

If you look at methods used in EFQM and Evaluation you will see that in Evaluation mainly 

quantitative methods are used. Evaluation is a combination of qualitative and quantitative methods.  

Before finishing my lecture I want to say that both instruments have their advantages. It 

depends on the task that you need to do as an evaluator or as a quality manager. In the discussion 

both instruments are not taken on board as alternatives but as complementary instruments. As 

you could see in our discussion nowadays, there is a lot literature on Quality Management and 

evaluation. But in the Evaluation literature there is nothing about Quality Management. I think 

that it will be useful if both sciences would more closely interact with each other.  

Thank you very much for attention! 

 

 : Thank you very much, professor Stockmann! And now we start 

with our second presentation. 

 

 : Thank you. I will be speaking on total quality management. We 

all know quite a lot about evaluation but we know fewer about total quality management. I will 

provide you with some examples of total quality management. I chose examples in business and 

in public sector. In business it is clearly used, but there are some problems in public sector. 

Maybe Professor Stockmann will also comment on that.  

So TQM in industry. As Professor Stockmann had already said there is an EFQM Excel-

lence Award. It is one of the most prestigious awards in this sector for organizations. It is given 

every year and many companies want to make an internal evaluation of what they do. So they 

apply for this award and we will now see what they get. 

I took one company. It is called CCINCA. And it is a European company, providing in-

formational services. This company won the competition in year 2005. They got the biggest 

amount of numbers. 
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It is one of the best examples of how the total quality management model was applied. 

The company wanted to make this top down decision. They wanted to change and to modernize 

the service they had. They were oriented on the client so they wanted to find their competitive 

challenges. They wanted to become a public company managed as a private one with a strong 

customer and results orientation. And how they implemented this? They developed personnel, 

involved personnel in the decision-making process, improved the management system they had. 

They were oriented on their clients. And the main factor was that they reintroduced the subject of 

people management.  

The key elements of their model you can use of this slide (  2). The main thing was 

that they have to develop competencies.  

What did the company focus on? They had developed communication process of the or-

ganization. Of course, it was the idea of top-management and it was this top down model. They 

have used some tools of self-assessment. For example, the EFQM self-assessment. They used the 

satisfaction surveys and key performance indicators. You see, they used mostly quantitative 

methods. They got results concerning the employee involvement, created a culture of personnel. 

They understood that with these results they could provide better services. They formulated 

some recommendations for some companies which are willing to achieve some results. The main 

recommendation was that top management should convince that the implementation of a people 

management system is a key factor in the global performance.  

 

 2. Competence Management System 

 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

 

Strategy 
- Corporate Business Plan (PE) 
- Business Strategic Plan 
- Targets 

Employment 
(Present and future) 

Identifying competencies and aptitudes 
Tools: 

- Recruitment Plan 
- Job and completion matrix 
- Job description 
- Skill matrix 
- Job Observatory 

Human Resources 
Appraising competencies and aptitudes 
Tools: 

- Individual appraisal meeting 

- Career comittee 

 

Adequacy 
Developing and recognizing competencies 
Developing and increasing competencies 
Managing employment 

R
E

V
IE

W
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The other recommendation is that you should use assessment tools in every department, 

everywhere.  

The example of implementation total quality management in public sector is quite disput-

able. Many people think that this tool is only for business. But they use it because there problems 

with the political contacts of government.  

Any questions, thank you. 

 

 : Thank you Ekaterina.    - . -

.  ,  . 

 

 : I have two questions. You have said that EFQM came from eco-

nomical science and evaluation from social science. Can we say that in EFQM we use mainly 

figures? And the second question: which instrument is it better to use in social advertising? 

 

 : Yes. This is a characteristic of EFQM. They use figures which 

mean a quantitative measures.  

 

 : And what instrument is concerned with social aspects? 

 

 : No, not really. They only have business with social aspects only 

if they use some concepts. The example they are not interested in social consequences at all is 

cigarettes. If you will do evaluation on consumption of cigarettes, I think you will have different 

impacts. There are several positive effects: some people like smoking, they stop feeling nervous. 

I think that EFQM will stop here. Because if this is the effect of our cigarettes, people are satis-

fied and they continue to buy our cigarettes. But evaluation will not stop here. So this will inter-

est us if we conduct an evaluation. But it will not be an interest in total quality management.   

 

 : And what instrument is it better to use in social advertising? 

 

 : What do you mean by social advertising? What concrete?  

 

 : For example, advertising against smoking 
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 : Ok. As a campaign of public organization. I think that it is pos-

sible to use both instruments. If we use evaluation, we will assess its strategy, resources. If you 

organize a program as Total Quality Management, you can use it, too, because you will look, if 

the program has the high quality. And the customer in that case is someone who contracts with 

us to make the campaign. We could use both instruments.  

 

 : Next question, please! 

 

 : Can you say just a few words about EFQM model concerning fig-

ures. How do we get them? The information about factors I mean. 

 

 : The EFQM is mostly a self-assessment process. I know how it 

works only from books and from other people who use it. But it is a hard question, a long long 

discussion how we get figures to assess management. There are two possibilities. As we are do-

ing social sciences, it is possible to develop the questionnaire and to send it around and to find 

out, for example, is that decision made bottom up or top down, are you satisfied with decisions 

and so on. Like in social sciences you analyze the data and then you offer it to management. And 

you discuss the results. If you are not finishing process, it is guaranteed that something in the 

company will happen because the management gets information that people are not satisfied with 

the way they manage. There will be some conflicts. And they will think how to change it. One of 

the positive things of EFQM is that even if you don’t contact it will help you to improve the 

situation in the organization. Because very often they use discussion groups. They really sit to-

gether and discuss the situation, they write it down and then they continue. But it is really a re-

source consumer process.  

 

 : Any questions? Please, Dmitry! 

 

 : Are there other models that also use these instruments? 

 

 : No. We discussed both instruments. But evaluation and quality 

management – they do not influence each other at all. Maybe you will find that evaluation in-

strument is used towards a total quality management process. There is no discussion on a scien-

tific level. What I say is really an invitation, but not the discussion.  
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 : As far as I understand EFQM came from the private sector. And do 

governments use this instrument? 

 

 : You are right. It comes from the private sector. It specifically 

comes from the private productive sector, not from the service sector. It is complicated to adapt 

it to the service sector. And it is much more complicated to apply EFQM to the non-profit sector. 

What Ekaterina has told us. There is a big discussion if the EFQM is usable for non-profit or-

ganizations. We try to use it in Germany, but it is difficult. It comes up to a few reasons. One 

reason is who is the client? In EFQM it is important. Who is the client in non-profit sector? It 

does not really work in the example with prison. You can see it in many other fields also. Many 

organizations try to use both evaluation and EFQM but then there is a problem of client. There 

are several different clients in implementation of a concrete program. This is one problem. 

Another problem is that there is no competitiveness in non-profit sector. If you are not 

satisfied with the community and administration, you can select another one. But it doesn’t work 

in other fields.  

The administrations think about using quality management. Not the EFQM, but the cli-

ents. And the problem is who are the clients? They change their minds. The citizens are clients 

and we need to help them. It would help a lot if they change their minds.  

 

 : Alexandre Korelin, please. 

 

 : I would like to ask you about the case in prisons. As far as you 

start thinking about it I will ask a question. Does EFQM help to assess something better than 

evaluation or not? I’m talking for example about war. How to evaluate it?  

 

 : An interesting question to relate war with evaluation and TQM. 

Let me think about it. War is never a solution. I think evaluation and TQM can’t be used for im-

proving quality of war strategies because of ethical principles which are an inherent part of TQM 

and evaluation. 

 

 :  ,         

 .      — -   —  : 

«    ».         

? 
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 : So the goal of this book was to start this discussion. This book 

was published this year. And the reaction was the one I had expected. The discussion has started 

and I was invited to many conferences to talk about it. Because people know a lot about quality 

management and know nothing about evaluation. But it makes sense to use both instruments in 

some situations. For example, when you produce something you use quality management to as-

sess the quality and you can also use evaluation to understand what people say. If you make 

market analysis you can use a kind of evaluation in some way. It is not an evaluation, but in 

some way it is. In some situations both models are usable in some ways.  
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