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The death of Her Majesty Queen Elizabeth Il in early
September affected us all in sore capacity. While the
Platinum Jubilee in June was a time for celebration,
this sad passing gave us cause for reflection.

A beacon of stability through turbulent times, The
Queen was, for many, a constant in a rapidly changing
world. Her dedicated service and commitment never
wavered during her 70-year reign. As our profession
locks ahead to this yvear's World Quality Week in
November, and its theme of ‘Quality conscience; Doing
the right thing’ we would do well to recognise how the
Queen embodied that spirit of doing the right thing.

World Quality Week is an excelient opportunity
to showcase the best of the quality profession in all
sectors. ] know that many of you already have plans
under way for how best to mark the occasion, and |
look forward to sharing some of these events in the
next edition of Quality Worid. On page 11, we share
some bps on how you can mark the occasion at your
own organisation, and we encourage you to share your
plans on sccial media,

Still on the theme of doing the right thing. this
edition of Quality World includes a number of features
focusing on people and organisations that are doing
just that. Cn page 14, meet the team at Hayleys Fabric
PLC, in Sri Lanka, who won the Sustainability Award at

i Wy

GONTENTS

e
11 WORLD QUALITY WEEK 2022

This year's World Quality Week takes place on 7-11 November. Take a ook at our
guide to getting your arganisation invalved.

I; MATERIAL CHANGE

Meet Hayleys Fabric PLC, the team that scooped the new Sustoinability impact
Aword at this year's Internotianal Quality Awords, ond leorn how they are making
a difference.

20 Al: KEEPING IT REAL

Artificial intelligence (Al) is naw part of the fabric of everyday life. Whot da quality
professionals need ta knaw about its future?

TRANSFORMATION THROUGH INNOVATION

Find out what quality pracesses and tools helped the Alfred H Knight team
win the Digital Innavatian Award ot the Intemnationol Quality Awards 2022.

3k QUALITY CONTROL AND STANDARDISATION AMID A GLOBAL
ENERGY CRISIS

As the world tackles the energy crisis, Or Toafeeq lbn-Mohammed autlines the
need for improved quality contrals and stondords in the sector.

GROWTH INDUSTRY

Phil Lattimare exomines haw smart farming con impact an faod standards
and quality.
45 THE THEORY OF EXCELLENCE |

Yves Van Nulond and Grace L Duffy intraduce the SAC Model, an excellence madel |_-1
far delivering success at a national and sacietal level. '

the International Quality Awards (IQA} in June, while, 19 NEWS REVIEW 57 OPINION

on page 26, learn how the team at Alfred H Knlght cul AND IRCA NEWS 58 KNOWLEDGE

used a range of quality tools to develop the mobile :

technology that landed them the Digital Innovaticn /2 QUALITY TO0L 50 IN PRINT

Award at the IQA. 52 TRAINING DIRECTORY 52 AUDITORS UNCUT
How will you celebrate World Quality Week 20227 53 ETHICAL DILEMMA 53 A VIEW FROM THE TOP

Let me know at editorial@quality.org 5k LEARN MY CAREER

Tracy Tyley

ISSN 13528769. Vol 49 lssue 3 Editorial Print and distribution

Cover phato: IStadcam/metamonwarks
Publishad by the CQL.
Reglsiered charity: 259678

CQl Content Manager and Editor: Tracy Tyley
Sub-editors: Malva lzquierdo, Zeina Torlc-Azad
editorial@quality.org

+44{0120 4566 7872

The Chartered Quality Institute Contributions: submlssions@quality.org

Third Floar

90 Chancery Lane Publishing partner +M (011223 378051

Holborn CPL Commissioning Editar: Arey Bennett

London WC2A 1EU Designer: James Baldwin Subscriptions

+44 (0120 7245 BS00 Production Edilor: Phil Minett quality.org/content/subscribe-quality-worid
wWww.quUality.org veww.cpl.couuk awsubscriptions@quality.ong

Warners Midlands Pic

Disply and recrultment advertising enquiries
Krishan Parmar
krishan.parmar@cpl.co.uk

The views expressed in Quality World are those of Lhe authars and do not necessarily represent those of Lhe

CQL The advertising of courses. events, products and services in this publication dees not imply that they have

CQl endorsement. Reproduction of Quality World in whole or part without permission is strictly prohibited.

€)CQI € IRCA

el GUALITY SiNMOE 9

QUALITY.DRG | 1




MOOEL OF EXEELLENGE

theory
of y

excellence

Excellence models are used by senior management
to achieve results for their businesses. Can similar
models be scaled up to deliver excellence at

national and societal levels? The Society and Active
Citizenship Model (SAC Model) has been developed
by Yves Van Nuland in Belgium and Grace L. Duffy
in the US, but what can quality professionals learn
from it in their own pursuit of excellence?

ow do you assess an organisation's
progress towards excellence?
One way is by using an excellence
model. This is primarily a
self-assessment tool used by
internal assessors, although
sometimes external assessments
are made, for example when an organisation submits
a report to a national quality award programme.

It is not, however, only organisations that can
benefit from using an excellence model. If the model
is scaled up, the management of a country, state or
region can also be assessed.

The Society and Active Citizenship Model (SAC
Model) allows a government or leadership body to
systematically monitor the development of a country.
This is not done through the application of one
checklist for the country, but through the regular
(for example, monthly) application of the SAC Model
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by all the country’s public sector organisations.

If that sounds like an ambitious goal, then yes,
it is. It is also feasible, however, and can provide
valuable indicators that government or societal
needs are being met by identifying improvements,
highlighting where lessons can be learmed from
failure, showing where help to tackle challenges
is required, and helping to set clear priorities for
the future.

These, of course, are the rypes of insights that
quality professionals across all sectors will be
familiar with and find useful. So how and where
can the SAC Model be applied?

Public sector management

The tocus of the SAC Model is management of the
complete public sector of a country, state, or region,
and how it can be improved. The public sector is
described as ‘all organisations of the public sector’
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“The focus of the SAC
Model is management of the
complete public sector of a
country, state or region, and
how it can be improved”

or AOPS, and includes two categories: : a steady increase in spending on AOPS. Indeed,

1. Organisations that depend on taxpayer there are some countries (including Belgium, the
funding for at least 50% of their budget Netherlands, Italy and France) where more than 50%
through (in)direct payments or grants, of GDP is spent by AOPS.
including governmental entities such as A government might decide this is too high a
ministries, agencies, and departments, as percentage and wish to reduce it, and applying the
well as regional and local organisations SAC Model can help provide a pragmatic solution,
such as cities, fire departments and holding AOPS leaders to account for their results
police stations. and using feedback from third parties (for example,

2. Other public service organisations, citizens), to discover where and how to manage their
including government contractors, such budgets more economically.
as defence and social service suppliers, and ‘When the SAC Model was tested by Dr Van Nuland
not-for-profit organisations. in a municipality in Belgium, it was observed that

leaders were not accustomed to proving their

When the public sector, or AOPS, is referred to in accountability, nor required to give evidence of

this article, it refers to both categories. meeting agency goals through key performance
The SAC Modet assesses the effectiveness of AOPS g indicators (KPIs).

through various methods. One example is through , Qften, the public sector was not driven by results

expenditure. Since World War I1, there has been "( or being enabled to improve. »
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Foundation
& Context

Figure 1: Overview of the 10 links of the SAC Model.
®© Yves Van Nuland and Grace L Duffy (2021}, All rights reserved

How the SAC Model works

The SAC Model is believed to be currently the only
excellence model that can be used for the assessment
of a country, state or region. While most excellence
models are similar in content, the SAC Model’s
structure and content are different.

The SAC Model consists of 10 linked areas:
1. Foundation and context

2, Initiative

3. Investments

4. Staff recruitment and talent development
5. Production and services

6. Profit

7. Taxes and social support payments

8. Distribution of prosperity

9. Increased wellbeing

10. Lessons learned, fed into next planning cycle.

The order of the links (see Figure 1} is important.
Each link must be well developed to sustain effective
management of a countty, state or region. Each
link is influenced by stimulating facters (indicated
in Figure 1 by a green leaf)) and inhibiting factors
{indicated by a brown leaf). And each link is only as
strong as the management of all underlying entities.

The SAC Model starts with creating and
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4

1 Government services, sectorial lobby groups,
labour unions, employer organisations,
political parties

an, maonopoll lobbying groups

7 Tax inspectors, social control inspectors,
courts & lawyers

Government services, education and
healthcare, social support, social sector,
politicians, pressure groups, labour unions
10 Government services, sectorial lobby groups,
labour unions, employer organisations,
political parties, integration of immigrants

maintaining a foundation (link 1), through which
private entrepreneurship becomes possible. This first
link is managed mainly by all organisations of the
public sector. It includes infrastructure maintenance,
inspection and control activities.

Entrepreneurs then take the initiative (link 2);
they set up companies and make investiments
(link 3); they recruit staff (link 4); manage operations
(link 5); and make a profit (link ).

They then contribute to the development of the
country by paying taxes and employing its citizens
who also pay taxes. The tax money is managed by
the government (link 7). This further develops the
foundation for living, working and leisure (link 8).

Many AOPSs are responsible for the development
of the wellbeing of the people, for example through
education and healthcare. Each AQOPS, when it
employs an excellence model as a self-assessment
method, analyses areas like human and gender
equity, resilience, sustainability, safety, public health,
integration of certain groups within society, and
stakeholder satisfaction (link 9). Organisations from
the weilbeing sector can build on that to improve
the wellbeing of the population in a systematic and
structured way. '

Links 1, 7, 8 and 9 are managed largely by
AQOPS. Links 2, 3, 4, 5 and 6 are executed mainly by




privately owned companies. Link 10 applies to all.

According to Van Nuland and Duffy, the
non-presctiptive nature of the SAC Model, in
which the responsible managers are accountable,
is one of its strengths. This is in contrast with
standards such as ISO goo1 and I1SO 14001, which
are more likely to be mandatory.

AOPS participation

Each AOPS can apply an excellence model, but

this would not necessarily lead to ‘excellence’

as countries are complex entities, with frequent
interactions and overlaps between many thousands
of public sector organisations.

A country will achieve sustainable and excellent
results only when all organisations of the public
sector participate in the application of the SAC
Moedel. Typically, each AOPS leader posts at least
two KPIs monthly on a public sector website. Then,
with interaction among third parties (for example,
citizens and the leaders of AOPS), the country can
progress on its journey to excellence.

For example, in an educational department,
leaders might systematically follow up the results

of the Organisation for Economic Co-operation and
Development’s {OECD) Programime for International
Student Assessment (PISA). This might in time lead
to a top five OECD ranking position for the country’s

schools (bit.ly/3TgmWuB)

Remember, no complete country assessment is
performed in the application of the SAC Model.
Instead, third parties provide their understanding,

b
a
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ideas and suggestions concerning the published
KPIs of AOPS, and AQPS leaders must then decide
whether to accept that feedback. If most of the
country’s AOPS make systematic progress in a
majority of their KPIs, the country will achieve
excellent results.

AQPS leaders can demonstrate through the
application of KPIs how they manage budgets,
human resources and infrastructure, If they can
prove that there is a clear link between their actions
and the results of their KPIs, they can prove how
they create added value for the country or region.
In that way, they contribute to the successful and
sustainable development of the county.

Other conditions that can be assessed, and which
also add to a country’s progress towards excellence,
include enabling freedom of speech, eliminating
corruption or fraud, prioritising education and
developing an entrepreneurial spirit. »

QUESTIONS TO PROMPT A JOURNEY TO EXCELLENCE

When embarking on an assessment L]

ot quality, all types of organisations

nesd to answer ey questions [ ]

such as:

L]
Each AOPS needs to answer

® additional questions such as:
L]

L]

» ¢ .-
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To attain excellence, every organisation - both
privately owned companies and AOPS - need a
well-developed approach for the establishment
and realisation of their strategic plans. This is
what we call ‘doing the right thing’.

Additional tools, such as the Pareto principle

and Kaizen methodology, are important, as

is the self-reliance essence economy (SEE)
principle. Every AQPS leader systematically
applies these three simple principles, reflected in
the following questions:

a) Self-reliance: to what extent is the decision
contributing to an increased self-reliance
on the part of citizens and companies?
Thus, the government only rarely subsidises
citizens or companies,

b) Essence: to what extent are the activities
and corresponding KPIs essential to and
within the scope of AOPS?

c¢) Economy: to what extent are all activities
executed economically? Is the procedure or
process too complex? Can it be simplified,
ie, has Kaizen been applied systematically?

™~ —
sinicy fhie
LOINng TNe

If the answer to any of the three questions is
negative, the leader should redesign or delete that
activity andfor KPI.

There are many stakeholders that have an
interest in the effective functioning of the
society and country. Each AQPS should manage
its stakeholders in such a way that the general
interest and long-term benefit prevails. It is
also a leader’s responsibility to explain any
decisions that affect, or potentially conflict, with
stakeholder interests.

One example of stakeholder interests is
currently being felt in health and social care.

The population of Europe is ageing and, as thart
continues, older people will start to outnumber
the younger people who are needed to support
their health and social care. Can we afford the
costs for retirement and healthcare for this

older population? Related to that, the younger
generation may fear that there will not be encugh
meney left for themselves when they too arrive at
pension age. Will supporting the older generation
leave enough money for the effective functioning
of the country as a whole?
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Management model

Yes.

Yes.

Scope One organisation. One country, state, or region.
Primary Achieve excellent results | Achieve excellent results
objective for all stakeholders of the | for all stakeholders of the
| organisation or company. | country, state, or region.

i Application of the Yes, Yes,

| concept ‘doing the

' right things’

! Application of the Yes. Yes.

| concept 'doing the
things right’

Number of .
stakeholders

Limited number
(10, max 20).

A large number (> 100).

Expectations
of stakehalders

Rather easy to reconcile
i the contradictory

expectations of the

stakeholders,

Difficult to recencile the
expectations of such
different groups in society.

| Lobbying groups Limited pressure. High pressure of these
groups on ACQPS.
Number of One. Thousands or more.
organisations
concerned
Impact of | Limited. Can be very high.

political parties

Self-assessment

Applicable for
the organisation.

Can be applied for every
AOPS separately.

Not applicable for the
country as a whole.

organisations

Requirement No. Moral obligation.

to apply

Relationship Only when the company Multiple interactions of cne
with other is a part of a larger AOPS with other AOPS are

whole (eg, multinational,
large ministries such as
Department of Defence,
Department of Education,
Department of Health).

possible. The relationships
are shown through multiple
URL links for each KPI on
AOPS' websites.

systematic feedback
from third parties

Management Yes. Yes.
by KPls
Continuous No, Yes.

Adding value
for the customers

Yes, better products and
services delivered.

Yes. 1) better services offered
to all stakeholders of the
country;

2} it allows third parties to
easily find reliable, complete,
accurate facts and figures.

i Long-term
outcome of applying
the medel

Excellent results for all
stakeholders.

Long-term survival of the
companies.

Sustainable results for

the country.

Decades of welfare and
wellbeing are guaranteed for
the country.

External feedback

If the crganisation is
assessed by assessors
such as a state or country
quality excellence award.

Third-party s;fstematic
feedback is an integral part of
the SAC Model.

Prescriptive

No, although the
criteria used by the

| model gives a checklist
that canbe usedas a

| source of inspiration for
implermnenting processes
and improvements.

No, the core activities and
strategic objectives of AOPS
are used as guidelines for the
management of processes
and KPls.

”~

Table 2: Comparison SAC Model and Excellence Models. i
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Comparing the SAC Model restructuring, or the application of new technology,
with excellence models then the application of a large change programme
At first sight, the SAC Model may look very similar to across a whole country is even more difficult. Such
standard organisational excellence models, but there a complex process is like piloting a huge oil tanker
are some major differences. Table 2, left, provides an - it takes a long time to change course.
overview of these differences. There are two main approaches through which
The basis of good management for both excellence b large-scale country or community change can
model types is the results-based management - be successful.
approach. This means that the leaders of the
organisations apply KPIs in an active and systematic Q % 1) Changes are done by AOPS. This scale of
way. With both, intentions are not enough; change is more feasible.
measurable and tangible results and progress must 2 Third-party feedback, which gives leaders an
be demonstrated. indication from outside the organisation that
they are progressing well.

Conclusion
If it is difficult for any company or organisation As previously stated, the SAC Model isn’t a
to manage changes and improvements, such as prescriptive model; it guides leadership to identify

their own improvements, which reduces resistance

to change.

PARTIAL LIST OF EXCELLENCE st or Country dhanges, o5 can e sen recendly
Mnn Els AVAILABLE Em B Allv in Venezuela and Greece, and other governments

needing assistance from sponsoring countries or

Usa: EU financial inflows, or with the financial crisis of
2008 in the USA.
Europe: Nevertheless, a country’s population expects
sound management during any period of change,
Iapan: and to see positive progress.
Canada: The application of standardised KPIs allows AOPS
Australla: leaders to achieve their planned results, to solve
encountered problems and to set clear priorities.
UAE: The SAC Model provides the structure for these e
Turkey: changes to be pragmatically achieved at &
South Africa: a countrywide level. The methodologies and £
Public Sector Europe: insights gained from the SAC Model can form a ﬁé

useful paradigm for quality professionals too.




