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Abstract 

The aim of this article is to evaluate the adoption and outcomes of both the ISO 9000 and the EFQM self-

evaluation model, based on external independent data. To this end, we first performed some objective analyzes 

of data regarding the impact of the models, data obtained from the ISO and EFQM international organizations 

themselves. We then conducted an empirical work with a survey of 107 experienced and independent quality-

management assessors and data from 242 external evaluations carried out between 1998 and 2007 in 170 

Spanish organizations that have adopted the EFQM model. The results obtained refer to the different motives of 

organizations in implementing ISO 9000 standards and the EFQM model, the obstacles detected to this 

implementation, and the comparative results of these.  
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6. Introduction 

The aim of this article is to evaluate the adoption and outcomes of both the ISO 9001 and the 

EFQM self-evaluation model, based on external independent data. To this end, we first 

performed some objective analyzes of data regarding the impact of the models, data obtained 

from the ISO and EFQM international organizations themselves. We then conducted an 

empirical work with a survey of 107 experienced and independent quality-management 

assessors and data from 242 external evaluations carried out between 1998 and 2007 in 170 

Spanish organizations that have adopted the EFQM model. The results obtained refer to the 

different motives of organizations in implementing ISO 9001 standard and the EFQM model, 
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the obstacles detected to this implementation, the degree to which both are actually adopted 

and the comparative results of these.  

There are many studies to be found in the literature regarding the impact of both ISO 9001 

and EFQM. For example, Karapetrovic et al. (2008) name 115 empirical studies that employ 

surveys aimed at analyzing the impact of ISO 9001 standard around the world. To these, we 

should add those based on case studies, or the analysis of commercial databases (e.g. Wayhan 

and Balderson, 2002; Heras et al. 2002; Corbett et al., 2005). On the other hand, in parallel to 

these are all the studies focused on the impact of TQM models, the EFQM model among them 

(for a literature review see Sila and Ebrahimpour, 2005 and Heras, 2006).  

However, in this paper, we will be able to compare the results obtained in a new way. In line 

with the literature review, this study focuses its analysis on the points of view of quality 

management system assessors and not of the firms themselves, where focus is generally 

placed on the opinions of quality managers. This provides us a more neutral vision from the 

outset, as the assessors have no clear incentive to distort their responses as quality managers 

have as several authors have already pointed out (Vloeberghs and Bellens, 1996; Heras et al. 

2002; Wayhan et al. 2002 and 2007), and more broadly, due to a greater knowledge of the 

―quality culture‖ in their area than the person responsible for a single firm.   

7. Fieldwork 

The fieldwork was carried out between February and April 2007. The survey was sent to a 

total of 204 assessors, who had conducted at least one external evaluation during 2006. Of 

these assessors, those related to the fields of education, health, non-profit organizations and 

public services were not included. This filter was applied due to the objectives of the study 

being to obtain a perspective of the phenomenon of quality management implementation in 

the industrial and service sectors, and not to focus on the education and health sectors, which 

operate under markedly specific conditions, since most of the organizations that have adopted 

both ISO 9001 and EFQM are public or semipublic organizations. The backgrounds of the 

assessors consulted were distributed among the following sectors: 115 dealt with industrial 

firms (44% of the total), 93 the consultancy sector (35%) and the remaining 56 (21%) the 

service sector as a whole. After two rounds, 107 valid responses were collected, which 

represented a response rate of 40.53%, very acceptable for this type of study, and specially in 

Spain, where the response rates use to be quite low, as several researchers in the management 

field, since there is not a strong tradition of collaboration of firms with researchers (del Brío 

et al., 2002). It carries a sample error of 7.32% for a reliability of 95% (p=q=0.5). Of all 

responses received, 46 (43%) came from industrial firms, 32 (30%) from service firms and 29 

(27%) from the consultancy sector.  

Furthermore, data from 242 external evaluations carried out by the assesors was provided by 

Euskalit, the Basque Foundation for Excellence. The external evaluations were carried out 

between 1998 and 2007, in 170 Basque organizations that have adopted the EFQM model. 

The 20% of the organizations came from the manufacturing sector, the 80% from the services 

sector. 39.6% of the 170 organizations were certified againts ISO 9001 (data by the end of 

2007).  

8. Empirical results: a summary 

In this section we present a brief summary of our work due to the limitations on the number of 

pages of CIO 2010.  

Firstly, we shall analyze the principal motivations highlighted by those surveyed with regard 

to the process of adopting both management systems. Graph 1, based on the percentage of 

responses highlighting the indicated factor or a similar one, shows the most important 
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motivations for implementing the ISO 9001 and the EFQM model. A certain parallel can be 

observed between the motives which lead to the implementation of one system or another: the 

motives which lead to implementing the ISO 9000 are the same as those which lead to the 

adoption of the EFQM. In this graph, we can also see that the majority are internal rather than 

external motivations. Specifically, the motivation related to improving systems, efficiency 

and internal control at the firm is quoted most often as being the most important. 

Nevertheless, the second and third most quoted are of an external character: the demands of 

clients and improving the public image of the firm. These results do not differ much from 

those described in previous studies where the firms themselves were consulted (see, for 

example, Vloeberghs and Bellens, 1996; Buttle, 1997; Jones et al., 1997; Huarng et al., 1999; 

Poksinska et al., 2003; Heras et al., 2006), even if the use of different variables makes direct 

comparison difficult.  

However, another series of factors has been considered in a very different way to those 

tracked in previous studies (based on Ruzevicius et al., 2004). This is the case of 

improvement in the quality of the goods and services sold by the firm, frequently quoted in 

the aforementioned studies, but of little value in this study. Along the same lines, the factor 

related to progress towards total quality, which commanded considerable weight in many 

studies, does not particularly stand out here, perhaps due to the thorough revision of the ISO 

9000 standards in 2000 and the general growing consideration of it as a standard related to 

TQM (Heras, 2006).  

 

Source: 

Own 

data. 

 

 

Graph 1. Motivation for implementing ISO 9001 standards and the EFQM model 

 

On the other hand, the majority of motives that lead organizations to use the self-evaluating 

model created by the EFQM are internal. As can be observed in Graph 1, aspects related to 

improving the planning capability, management and internal control of the organization are 

the most frequently quoted. Far behind are factors related to the participation of workers, 

group work, motivation and communication, as well as other factors related to staff 

management within the firm. Motives related to improving the firm‘s public image are also to 

be found far behind. Once again, we can note the little value attached to the motivational 

factor dealing with improvements in the quality of goods and services sold by the firm.  
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Analyzing the motivations given by people in industry and the service sector, there were no 

differences worth noting in either the case of the ISO 9001 standard or the EFQM self-

evaluation model.  

With regard to the main obstacles the people surveyed said they encountered in their work 

implementing ISO 9000 standards and the EFQM model, Graph 2 shows that the opinions 

offered differ greatly depending on the quality management model they refer to. As with the 

previous graph, this one presents the percentage of responses that highlight the indicated 

factor, or one similar, as the most significant obstacles in each system.  

Thus, in the case of ISO 9001 standard, the difficulty posed by the bureaucratic demands that 

still accompany the implementation and use of the standards are noteworthy, despite the 

revision and reduction of requirements during the review of the standard in 2000.  

Many of the people surveyed also highlighted the low levels of motivation and involvement 

that managers of the respective firms have shown towards these management standards. This 

factor is very difficult to detect in any of the previous studies, as the firms themselves 

responded to the surveys. Also mentioned, though to a lesser degree, was the low level of 

employee motivation and involvement in implementing and maintaining the system. Problems 

related to integrating standards into the day-to-day running of the firm without it being seen 

as extra work, as well as the obstacle of inertia and the resistance to change, also deserve to be 

mentioned.  

Source: own data  

Graph 2. Principal obstacles to implementing ISO 9001 standards and the EFQM model 

 

The opinions collected regarding the use of the EFQM model were much more 

heterogeneous, a point reflected in the significant ―others‖ factor in Graph 2, which captures a 

whole a variety of opinions. In any case, we must draw attention to the frequency with which 

those surveyed referred to the problem of the lack of organizational resources to work with 

the EFQM model; specifically, they highlighted the time and training needs of the model. 

Another frequently mentioned obstacle related to the quality of the external consultancy and 

assessment service that firms receive.   

Among the other factors cited less frequently but with considerable emphasis, we must 

highlight the difficulties that some of those surveyed experienced in the organizations with 
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regard to people assimilating the principles and criteria of the model; in other words, 

difficulties in interpreting ―the language of the model‖. As happened with ISO 9001, the lack 

of awareness among the management and employees of the firms was also pointed out by 

several assessors as something that complicated their work considerably.    

Another obstacle to the spread of TQM and excellence emphasized by those surveyed – and 

afterwards mentioned by some of the interviewees – relates to the difficulties organizations 

have in establishing a new management paradigm for people that must take into account, in 

both the strategic plan and the operational plan, the basic principles of the philosophy in 

question (such as, for example, the participation of employees). Problems with labour 

relations and collective negotiation do not help to overcome this obstacle.  Furthermore, two 

other aspects viewed as obstacles are related to the complexity of self-evaluations and the 

time required to write the report as specified by the directives of the model.  

Finally, in this section we present responses relating to the evaluation of the effect of ISO 

9001 and EFQM use on the firms‘ results. As illustrated in Graph 3, we can see that in the 

opinion of those surveyed, the main result of the implementation of ISO 9001 and the EFQM 

model is improvement of the firm's external image, followed closely by an improvement in 

the goods and services being sold by firms. The improved staff training and improved 

productivity are also noteworthy. Likewise, it is worth noting the low values given to other 

factors that typically figure highly in the literature (Heras, 2006), such as growth in export 

capacity for firms that implement and obtain standard certification, or improved sales 

margins.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Own data. Note: values awarded to each factor by those surveyed on a Likert scale of 1-5, from greater to lesser effect. 

 

Graph 3. Comparative results for ISO 9001 and EFQM 
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The evaluation awarded by those surveyed to the cited factors according to the firms‘ 

background in industry or services also differs: what stood out was the greater weight given 

by those surveyed from the industrial sector to improved staff training (a positive difference 

of 16% above the average), the price-cost ratio of the product (14% differential), the 

improvement of the firm‘s external image and the incorporation of more qualified personnel 

(differentials of about 10%). On the other hand, the industrial firms place less value on results 

related to the greater use of external assessors (valued 22% lower), and the influence of the 

implementation of ISO 9001 on the profitability of the firm (10% lower).  

Regarding the evaluation of the EFQM self-evaluation model, we must emphasize the weight 

that those surveyed awarded to the factor related to improvement of the firm's external image, 

as occurred in the case of the ISO 9001. In second place lies the factor of improved staff 

training and the improvement in the quality of goods and services being sold by firms, 

followed closely by the factor related to improved productivity.  Regarding the evaluations 

awarded to the cited factors according to the firms‘ background in industry or services, the 

EFQM model, as with the ISO 9001, displays some notable differences: the evaluation by 

people from industrial firms differs to that of people from service firms by an average of 10%. 

Specifically worth noting are the differences in the higher evaluation given by people in the 

industrial field to the factors of increased market share (18% higher), productivity (17% 

higher) and the price-cost ratio of the product (16% higher).   

In the comparison of evaluations awarded to the results of the ISO 9001 and EFQM, we must 

highlight the better average evaluation received by the European self-evaluation model. 

Specifically worthy of attention is the better evaluation offered by those surveyed on the 

impact of the EFQM on improving firms‘ profitability, followed closely by the more positive 

evaluation differential given to the EFQM model for the factor regarding improvements 

coming from the use of external consultancies in conjunction with the models. By contrast, 

the effect of improving goods and services is the only factor where the ISO 9001 receives a 

higher average evaluation than the EFQM.  

Finally, we‘ll analyze briefly the impact of ISO 9001 certification in the scores of the criteria 

of the EFQM model. We will analyze here whether the companies certified under the ISO 

9001 standard have different average scores than those that are not certified in the various 

criteria of the EFQM model. For this purpose we have used a nonparametric test: the Mann-

Whitney test (see Table 1). 

 

EFQM 
subcriterion 

p-value 
between 
groups 

Impact of ISO 
9001 on each 
subcriterion 

Impact of ISO 
9001 on each 

criterion 

EFQM 
subcriterion 

p-value 
between 
groups 

Impact of ISO 
9001 on each 
subcriterion 

Impact of ISO 
9001 on each 

criterion 

1a 0.349 No impact No impact 4b (*) 0.000 Positive 

Slight positive 
impact 

1b 0.540 No impact 

 

Positive 
impact 

4c (*) 0.000 Positive 

1c 0.377 No impact 4d (*) 0.000 Positive 

1d 0.126 No impact 4e (*) 0.022 Negative 

1e 0.539 No impact 5a 0.227 No impact 

Slight positive 
impact 

2a (*) 0.000 Positive 5b (*) 0.002 Positive 

2b (*) 0.000 Positive 
 

Slight positive 

5c (*) 0.020 Positive 

2c (*) 0.000 Positive 5d (*) 0.021 Positive 
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2d 0.226 No impact 
impact 

5e 0.833 No impact 

2e (*) 0.040 Positive 6a (*) 0.022 Positive 

No impact 

3a (*) 0.003 Positive 6b (*) 0.043 Negative 

3b 0.066 No impact 

 

Positive 
impact 

7a 0.237 No impact 

No impact 

3c 0.388 No impact 7b 0.436 No impact 

3d 0.999 No impact 8a 0.062 No impact 

No impact 

3e (*) 0.020 Positive 8b 0.111 No impact 

4a (*) 0.000 Positive 9a (*) 0.000 Positive 
Positive 
impact 

    9b (*) 0.008 Positive 

Source: Own data, from information obtained in survey. Note:* indicates that the Mann-Whitney test is significant (p < 0.05) 

 

Table 1.  EFQM scores in ISO 9001 certified and non-certified organizations 

 

The general conclusion is that the companies certified with ISO 9000 are scored higher in the 

EFQM model than those that are not certified. ISO 9001 enables getting a better score on the 

EFQM model. The only two subcriteria where having ISO 9001 certification is an obstacle to 

get a better score are the 4a (Managing information and knowledge) and 6b (Performance 

indicators). A more detailed analysis shows a greater difference in behaviour between 

certified and uncertified firms is in the enablers criteria. Actually, only in the first criterion 

(leadership) there is not found any statistically significant difference between the two groups 

of companies. In all other enablers criteria, the score in the certified companies is higher than 

the non certified group. 

 

In the results criteria, we have not found out significant differences between the two groups. 

There are only differences (favorable to the certified companies group) in the last criterion 

(key results). However, it is interesting to note that criterion 6 (customer results) shows that 

perceptual measures are better in certified companies, but the indicators are worse. How to 

explain this apparent contradiction? The certification helps improve the perception that 

customers have of the company, although the indicators suggest the opposite. The apparent 

paradox confirms that ISO 9001 has a reputation and instill customer confidence, but the 

reality is just the opposite. 

9. Conclusions 

Based on research carried out with the participation of more than one hundred quality 

management system assessors, a set of conclusions can be stablished.  

Regarding the drivers to adopt the models, we have found out that the motivations of 

organizations to adopt the international ISO 9001 standard are diverse in nature, while the 

motivations to use the EFQM model, seem to be generally internal. 

With regard to obstacles detected, it seems that the main obstacles to implementing ISO 9001 

standard relate to the bureaucratic workload it generates for some organizations and also the 

lack of motivation and involvement that this seems to generate. The obstacles experienced by 
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organizations using the EFQM model are, among others, related to the lack of resources to 

work with the EFQM model, and the complexity of the model itself. 

Finally, with regard to the results obtained regarding implementation of ISO 9001 standard, 

the main result improvements pinted out has been related to the improvement of the efficiency 

and internal control of the firm; especially in improvements in the decision-making process 

and as a consequence, an important reduction in the amount of improvisation. Reference is 

also made, though to a much lesser degree, to the satisfaction, guarantee or trust offered to the 

client and the commercial and competitive advantages stemming from the capacity to access 

new markets or client bases. It is worth noting how organizations in the industrial sector place 

greater importance on improving systemization, efficiency and internal control, while on the 

other hand, organizations in the service sector place it on the commercial advantages included 

in the standards.The use of the EFQM model has resulted in an improved view of the firm as 

a whole, improved internal efficiency and an improved decision-making process. It has also 

had a notable influence on leadership, motivation and internal communication.  

On the other hand, the view of the assessors allows affirming that those companies that have 

been certified against the ISO 9001 standard score higher in the EFQM model, especially in 

the enabler criteria. It is interesting to note that criterion 6 (customer results) shows that 

perceptual measures are better in certified companies, but the indicators are worse. A certified 

company instills confidence in its customers, although the real performance may be in 

discordance with these indicators. 
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