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Abstract
Purpose – Although the European Foundation for Quality Management (EFQM) Excellence Model has been
widely adopted throughout Europe, a thorough examination of the factors that contribute to the
internalisation of the model (i.e. a substantive adoption) has been neglected in the literature. The purpose of
this paper is to present a model that analyses the drivers of the real internalisation of the EFQM excellence
model, with a focus on the role of motives for adoption, and appraisal and compensation systems.
Design/methodology/approach – An empirical study was carried out based on a sample of Spanish
organisations that had been awarded EFQM recognition. Structural equation models, cluster analysis and
ANOVA were used to examine the research questions.
Findings – Internal motives concerning the creation of a participative style are the main driver of
internalisation. Moreover, having an appraisal system-oriented towards the development of employees helps
the substantive adoption of the EFQM model. These findings reinforce the importance of the soft elements of
the EFQM model.
Originality/value – This study enhances evidence about the motives for adoption and their influence
on the internalisation of the EFQM model. It analyses internalisation in a novel context, EFQM
recognised organisations, and contributes to the debate about the efficacy of the EFQMmodel to performance
improvement, by unveiling the factors that could foster the internalisation of the model within the
organisational routines.
Keywords Compensation, Appraisal, EFQM, Excellence, Internalization, Motives for adoption
Paper type Research paper

1. Introduction
Over the last few decades Business Excellence Models (BEMs) have emerged as overarching
management frameworks aimed at assessing management practices and results, and
guiding organisations in improving performance ( Jayamaha et al., 2009; Kim et al., 2010;
Mohammad et al., 2011; Dahlgaard et al., 2013; Escrig and de Menezes, 2015). BEMs allow
organisations to improve by encouraging the introduction of best practices and tools for
self-assessment, benchmarking and continuous improvement. In most cases, the existing
BEMs have been supported by national or international bodies as a basis for awards
such as the European Foundation for Quality Management (EFQM) Excellence Award
(Dahlgaard et al., 2013; Araújo and Sampaio, 2014).

To promote the adoption of the model, the EFQM launched a recognition scheme,
through which organisations could be recognised by a way of an internal and external
assessment based on the EFQM model criteria. Consequently, many organisations have
been awarded an external recognition in accordance with the EFQM model, for which they
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must have offered proof that they have adopted a comprehensive range of management
practices embedded within the criteria of the constituting model. The widespread adoption
of the model amongst practitioners has aroused the interest of scholars, who have conducted
interesting academic studies that evidence the benefits derived from the adoption of the
EFQM model (e.g. Boulter et al., 2013).

However, drawing on institutional theory (DiMaggio and Powell, 1983), other scholars
(e.g. Sharma et al., 2010; Ford, 2011; Pipan et al., 2012) warn that imitative behaviour seems
to spread the use of the EFQM model, which would lead to a symbolic rather than
substantive adoption (Escrig and de Menezes, 2015). This theory asserts that
organisations function in a social context in which institutional pressures might build
an isomorphic phenomenon by exerting strong influence and shaping companies’
behaviour to obtain legitimacy. From this perspective, therefore, organisations may be
externally encouraged to adopt the EFQM model and to participate in the recognition
scheme in order to comply with accepted practices in the environment in order to gain
such legitimacy. Hence, organisations tend to copy practices in a search for social support.
As a result, obtaining a recognition could have a symbolic nature that may prevent
organisations from integrating and internalising the good management practices
embedded in the EFQM model strongly enough to reap the benefits that the use of the
model could have for performance improvement. In contrast to this, and as theoretically
supported by the resource-based view (RBV) (e.g. Peteraf, 1993), which holds that
organisations build their competitive advantage from a series of resources and internal
capabilities, organisations can also adopt the EFQM model with the aim of integrating its
principles as resources to improve the processes and functioning of the organisation. That
is, internal (also called functionalist) reasons (Nair and Prajogo, 2009) would be drivers of
the EFQMmodel adoption, thereby fostering the quality culture of the organisation, which
could enhance the internalisation of the EFQM guidelines.

In this context, although in the last decade the internalisation of management
standards like ISO 9000 has been studied in the specialised literature (e.g. Nair and
Prajogo, 2009; Tarí et al., 2013), little is known about what really allows the EFQM
model to be internalised in the organisation (i.e. it is accepted by people as part of
the way they think and behave, which means a substantive rather than symbolic
adoption). However, as both ISO 9000 standards and the EFQM excellence model are used
as frameworks to develop Quality Management (QM) practices, as faithful reflections of
the principles and methods of QM (e.g. Kim et al., 2010; Bayo et al., 2011; Brown, 2013;
Gómez et al., 2017; Suárez et al., 2017), analysis of the internalisation of the EFQM
model can draw on the QM and quality standards internalisation literature. In fact,
previous studies on the EFQM excellence model (e.g. Bou et al., 2009; Escrig and
de Menezes 2015; Calvo et al., 2015; van Schoten et al., 2016; Suárez et al., 2016; Zárraga
and Álvarez, 2016; Raharjo and Eriksson, 2017) have been developed under the wider
umbrella of the QM literature.

Consequently, the purpose of this paper is to focus on this unexplored question and gain a
deeper understanding of the internalisation of the EFQM model from two different
perspectives. On the one hand, previous contributions in the context of management standards
like ISO 9001 have generated some controversial conclusions regarding how relevant the
motives for adoption are for internalisation. In this regard, the literature has shown different
drivers underlying the adoption of ISO 9000 standards (e.g. Nair and Prajogo, 2009). According
to these authors, and taking into account the institutional theory and the RBV, institutional
(external motives) and functionalist (internal motives) drivers can be distinguished. Nair and
Prajogo (2009) stated that both functionalist and institutionalist drivers have a positive
relationship with the internalisation of ISO 9000 standards. Heras et al. (2011), however,
concluded that internal reasons lead to a greater degree of internalisation. Thus, this
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relationship remains unclear. Inspired by the literature concerning the ISO 9001 standard,
the present study will analyse the role of internal and external motives in the internalisation of
the EFQM model.

On the other hand, in separate systematic reviews of the literature on the EFQM
model, La Rotta and Pérez (2017) and Suárez et al. (2017) underline the importance of
employee involvement as a contributor to the successful adoption of the model. Similarly,
some other researchers (e.g. Davies, 2008) have also suggested that employees’ motivation
and commitment are key issues needed to achieve complete integration of the EFQM
model into an organisation’s regular management practices. In this vein, “employee
motivation” practices such as performance appraisal and performance-based
compensation (Huselid, 1995; Obeidat et al., 2016) could reinforce the desired employee
involvement in the adoption and internalisation of the EFQM model. However,
there is some controversy in the literature over the usefulness of these practices in the
context of QM (e.g. Soltani et al., 2006; Jiménez and Martínez, 2009; Escrig et al., 2016),
since some approaches to employee appraisal and recognition overlook system-level
causes of performance variation and consider individuals as responsible for errors that
are beyond their control, which may obstruct improvement efforts. Hence, it is interesting
to examine which performance appraisal and compensation systems can contribute to
achieving this internalisation.

By addressing this question, this paper contributes to the existing literature in
several ways. First, to the best of our knowledge, this is the first study that focuses
on the internalisation of the EFQM model; previous studies have focussed on the
internalisation of ISO 9001 standards (e.g. Nair and Prajogo, 2009) or QM initiatives in
general (e.g. Bello et al., 2014). Second, while previous studies have addressed
internalisation by concentrating on the motivations for adoption, the present study
introduces another variable that may explain the substantive adoption of the EFQM
model, namely, the role of appraisal and compensation systems. Thus, this study brings
together different perspectives to explain the internalisation of the EFQM model. Finally,
the paper contributes to the debate about the strength of the EFQM model as a continuous
improvement tool, since it unveils the factors that could foster the integration of the model
within the organisational routines, instead of being just a management fad. In doing
so, it helps to bridge the research gap identified by La Rotta and Pérez (2017) and
Suárez et al. (2017), namely, the need for research into the reasons that lead to the adoption
of excellence models from an institutional perspective, as well as the barriers that could
prevent real adoption of the EFQM model.

From this introduction, in the next section, we develop our research questions. We then
explain the methodology used to analyse the data and provide details of the findings
obtained. Finally, we discuss the results and the implications of our research.

2. Theoretical background
In what follows, we address, first, the concept of internalisation as the central variable for
analysis, since adopting the EFQM model to obtain recognition may not necessarily imply
internalisation. Then, we discuss the extent to which the motivations for adopting the
EFQM model could be drivers for the internalisation of the model, which leads us to
formulate the first research question. Finally, we deal with the issue of the role of
performance appraisal and compensation systems in the internalisation achievement,
bringing us to the second research question.

2.1 Internalisation of the EFQM excellence model
Over the last few years, there has been some debate in the literature regarding the
extent to which the use of QM in general and management standards, such as ISO 9001, in
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particular have been truly internalised within the organisation. As some scholars point out
(e.g. Redman and Grieves, 1999; Taylor and Wright, 2003) a common cause of failure in
adopting QM is the absence of a true assimilation of the good management practices
embedded in these models by organisations’ members. Consequently, the adoption of the
models is surrounded by rhetoric, without there being a true internalisation in daily
practices and the behaviour of employees. Institutional theory (DiMaggio and Powell, 1983)
is an insightful theoretical explanation for this phenomenon. In the specific case of ISO 9001,
Lo et al. (2011) warn that organisations may be interested in this meta-standard, and in
ultimately reaching a certification, without being completely dedicated to the principles and
practices that the standard advises.

In the literature about the adoption of meta-standards such as ISO 9001, some
scholars have been interested in the concept of internalisation (e.g. Naveh and Marcus,
2004; Nair and Prajogo, 2009; Heras, 2011; Tarí et al., 2013; Ataseven et al., 2014). For
instance, Nair and Prajogo (2009) and Ataseven et al. (2014) point out that internalisation
involves the active daily use of the practices associated with the ISO 9001 standard,
with the intention of modifying behaviour and decision making, and fostering continuous
improvement. In the same vein, Tarí et al. (2013) consider internalisation as a process in
which procedures and practices contained in the standards have become anchored
in the beliefs of the organisation. In the wider QM literature, some scholars, such as Ford
(2011), warn that organisations could make a genuine effort to adopt QM practices but in
some contexts the adoption may be less authentic and would not be performance
enhancing. In this second context, the adoption is more ceremonial and does not foster
internalisation. Transferring the words of Ataseven et al. (2014) to the EFQM model,
internalisation needs to be distinguished from the fact of having an EFQM recognition in
place. In fact, Dubey (2016) caution that some organisations focus more on attaining
recognition than on identifying improvement opportunities and learning from the EFQM
model assessment process.

Therefore, in the context of the EFQMmodel, and inspired by these previous works, we
agree with Davies (2008) in that there is a need to differentiate the adoption of the EFQM
model from effective integration into daily practice. Following the conception of
internalisation considered by Christmann and Taylor (2006), Nair and Prajogo (2009)
Ford (2011) and Asif et al.’s (2009) conception of institutionalisation, we understand
internalisation within the context of the EFQM model as the use of the good management
practices embedded in the model in daily operations, which enables a substantive
rather than symbolic adoption of the model, since individuals in the organisation
are able to assume these practices as routines. Inspired by Nair and Prajogo’s (2009) point
of view, which in turn was based on Nonaka’s (1994) model of knowledge creation,
internalisation of the EFQM model will ensure the true assimilation of its underlying
practices. Thus, organisations dedicated to the model can build knowledge capabilities
that may make a difference.

2.2 Motives for adoption as drivers of internalisation
As Heras et al. (2006, 2011) and Gómez et al. (2016) point out, most of the studies
about the motives for adopting QM have been based on the reasons for implementing
ISO 9000, leaving aside the analysis of the motivations to embrace other models
like the EFQM. In the context of the ISO 9001, the literature (e.g. Nair and Prajogo,
2009; Prajogo, 2011; Tarí et al., 2014) has usually characterised the motives for adopting
ISO 9001 as being external and internal. Regarding the particular case of the
EFQM model, taking into account previous contributions (e.g. Heras et al., 2006, 2011;
Gómez et al., 2016), organisations also seem to adopt the EFQM model for both internal
and external reasons.
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On the one hand, some organisations may adopt the EFQM model for internal
reasons, as a way to have guidance on how to improve both performance and
processes. According to Taylor (1997), Heras et al. (2006, 2011) and Gómez et al. (2016),
some internal reasons for adopting the EFQM model are the creation of a strategic
framework, the creation of a participative style, the improvement of organisation and
planning or the improvement of the quality of products and services. When internal
motivations are present, the EFQM model is an appropriate and operational way to
improve competencies in organisations due to its capacity to generate a set of performance
standards and routines within the firm that encourage continuous improvement and the
creation of knowledge and learning. In these cases, the RBV offers a useful lens to
understand EFQM model internalisation since the fundamental concepts of the EFQM
model can be integrated and understood as organisational resources to enhance
performance, thereby fostering the organisation’s quality culture (Nair and Prajogo, 2009),
and in turn it is internalised in daily practice. As Castresana and Fernández (2005) and
Zapata et al. (2016) contend, the EFQM model is useful to identify and enhance the
resources and capabilities necessary to create value for stakeholders, to better address
changes, and to ultimately generate sustainable competitive advantages. In a similar way,
Kennedy and Fiss (2009) state that organisations have efficiency motivations to adopt
QM, since it is seen as an opportunity to achieve gains in performance and internal
functioning. Overall, in circumstances of internal drivers, adopting the model is more
likely to achieve the commitment, assistance and widespread use among top management
as well as the staff in general.

On the other hand, taking into account the arguments put forward by Martínez et al.
(2008), Nair and Prajogo (2009) or Lo et al. (2011) within the context of ISO 9001 adoption,
institutional theory suggests that some organisations could adopt the EFQM model for
external reasons, to gain high status, in a search for legitimacy to comply with external
pressures. As noted earlier, institutional theory draws on the idea that companies have to
face a range of institutional pressures that shape their actions, policies and practices
(Burbach and Royle, 2014). DiMaggio and Powell (1983) claim that a process of institutional
isomorphism arises as a result, since organisations try to attain legitimacy in the context in
which they operate by copying and adopting the behaviours and professional standards of
key competitors or their particular environment sector. Therefore, in the words of Kennedy
and Fiss (2009), some organisations are interested in QM because they are concerned with
looking good. In this same line of thought, Ketokivi and Schroeder (2004) point out that
organisations may be forced to adopt some practices because of some coercive mechanism,
such as the power of customers. Hence, organisational actions could be driven by
isomorphism pressures that lead organisations to adopt the EFQM model in order to fulfil
expectations from their customers, because of mimetic pressure to match competitors’
actions or because they perceive that the adoption of the model will enhance their reputation
and image. Organisations that act on this motivation would see accreditation as the final
aim of adopting the EFQM model, rather than as part of a process of QM reconversion
(Askey and Dale, 1994).

Previous studies within the context of the adoption of ISO 9001 (e.g. Gotzamani et al.,
2007; Martínez et al., 2008; Tarí et al., 2014) seem to agree that internal motives would lead
organisations to obtain better results from the certification and greater internalisation.
According to Tarí et al. (2014), organisations committed to internal drivers embrace quality
certification with a proactive approach, which is translated into differences regarding the
benefits. Similar conclusions were reached by Sampaio et al. (2011), who stated that when
organisations react to external forces, they may want to achieve the certificate as a goal
in itself and end up adopting a minimalist attitude that results in limited internal changes in
behaviour. Inspired by the conclusions from these studies in the context of ISO 9001,
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external (institutional) factors are likely to promote a ceremonial adoption, since
organisations try to adopt the EFQM model just at a surface level, which would not
entail real internalisation. In fact, Heras et al. (2011) concluded that using the EFQM model
for internal reasons leads organisations to a greater degree of use of QM tools and
techniques, which authors consider a way to analyse how QM is internalised by firms. In the
same line of reasoning, Asif et al. (2009) and Melão et al. (2017) concluded that the adoption
of QM for external reasons and without real internal needs will probably lead to more
difficulties in the adoption process, low commitment and low internalisation.

Nevertheless, some other authors (e.g. Terziovski et al., 2003) concluded that external
drivers are the most relevant for adopting some meta-standards and noted that these
types of motives have a significant effect on performance, which would suggest that these
motives play a role in the internalisation of these standards. Nair and Prajogo (2009),
however, stated that both internal and external drivers have a positive relationship with
the internalisation of ISO 9000 standards. In the same vein, inspired by the conclusions of
Kennedy and Fiss (2009) regarding the effect of adoption motivation on the extent and
content of QM implementation, both efficiency and legitimacy logic may influence the
internalisation and substantive adoption of the EFQM model. The above discussion leads
to our first research question:

RQ1. What is the relative influence of internal vs external adoption motives for the
internalisation of the EFQM model?

2.3 The role of performance appraisal and compensation systems in internalisation
In order to achieve internalisation, employees need to perceive a practice as useful
and the subject of commitment (Ford, 2011). In this vein, some authors (e.g. Davies, 2008;
Bayo et al., 2011; Dahlgaard et al., 2013) suggest that this commitment and involvement with
the EFQM model can be achieved by implementing appropriate human resources
management practices, which in turn can become a relevant factor for successful EFQM
model internalisation. More explicitly, Brown (2013) also suggests that rhetoric and lack of
individuals’ involvement can undermine initiatives to improve and sustain business
excellence, and prevent their integration in the daily organisational practices.

Specifically, among human resource management practices, performance appraisal and
compensation systems can play a role in the internalisation, since they strengthen collective
responsibility for quality improvement as well as horizontal relations, contributing to the
motivation and involvement of people in organisations adopting the EFQM model.

Although some scholars have questioned the practice of appraisal and rewards
in the context of QM (e.g. Deming, 1986), rooted in the idea that performance dependent
on working systems and mechanisms to monitor and reward employees’ individual
performance can lead to dissatisfaction and demotivation, the reality is that these
practices are recognised to play an essential role in encouraging specific conducts
in any organisation (Yang, 2010; Özutku, 2012). As Ooi et al. (2007) or Farndale et al. (2011)
consider, employees expect to be recognised for their efforts at work and their
contribution to achieving the objectives of the organisation. Thus, they perceive
performance evaluation and pay systems as indicators of the organisation’s support
and commitment to them and, consequently, employees display a reciprocal behaviour by
also showing their own involvement and commitment to the organisation. Sharma et al.
(2010) noticed that for QM practices to become institutionalised, a performance
evaluation system needs to be developed. O’Driscoll and Randall (1999) also show that
employee satisfaction with compensation influences their job involvement and
affective commitment to the organisation. As Ehigie and Akpan (2005) warn, rewards
play a relevant role in enhancing the practice of QM, since is a way to gratify employees
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for their input in QM practice and thus a way to demonstrate equity. For their part,
Tarí and Sabater (2006) concluded that organisations should strengthen the appraisal
and compensation policy as a way to develop employee involvement and improve
QM implementation.

In addition, Sekiguchi (2013) suggests that for appraisal and compensation systems to
be effective in employee motivation, they should be designed in a consistent way,
i.e., practices increasing the wage differential should be accompanied by fair assessment
systems. In this vein, some authors (e.g. Jiménez and Martínez, 2009; Escrig et al., 2016)
describe the performance appraisal and compensation systems that could be more
consistent with QM and the EFQM model: employees are involved in the design of the
system, which strikes a balance between individual and group assessment and
recognition; performance appraisal is oriented towards giving feedback and helping
people to improve their skills and performance; and rewards and recognitions are linked to
the appraisal and based on skills and collective performance. Since such practices are
effectively promoting commitment to and employee involvement in excellence, they could
contribute to the effective internalisation of the EFQM model in the organisation.

Although this consistent system is embedded in the EFQM model, the adoption
of the model does not imply that all organisations follow exactly the same approach
regarding appraisal and compensation systems. As stated by Balbastre and Canet (2011),
the EFQM model is not a strategic formulation tool and does not give the organisation a
specific strategic option, but only represents a framework and a guide for companies to
manage themselves. It is a non-prescriptive model and organisations choose what is
relevant for them. Therefore, strategic specifications regarding appraisal and
compensation systems may be different among organisations that have adopted the
EFQM model, and could lead to differences in internalisation. Hence, the following
research question emerges:

RQ2. Does the presence of consistent appraisal and compensation systems increase the
strength of internalisation of the EFQM model?

In light of the debate arising from this review of the literature, the research questions on the
motives, performance appraisal and compensation systems and internalisation of the EFQM
model are formulated for this study, as shown in Figure 1.

3. Methodology
3.1 Data
In order to answer the research questions posed, we approached the population of 462
Spanish organisations that had an EFQM recognition validated by the Club Excelencia en
Gestión (CEG) (the EFQM’s partner in Spain) in March 2013. Organisations adopting the
EFQM excellence model can have their level of excellence recognised at four levels
(Committed to Excellence 200+; Recognised for Excellence 300+; Recognised for Excellence
400+; Recognised for Excellence 500+), depending on the score obtained after a thorough
process of self-assessment followed by an external assessment in which the organisation’s

Internal vs external
adoption motives

Performance appraisal
and compensation

systems

Internalisation of
the EFQM model

RQ1

RQ2 Figure 1.
Research model
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performance is reviewed in each of the EFQM model criteria[1]. The CEG provided a list of
these 462 organisations, categorised according to the level of excellence achieved, size,
sector and region. Taking into account this information, we contacted the 462 organisations
and obtained a representative sample of 180 organisations proportional to the population at
each of the excellence levels: 17 organisations (9.4 per cent) were awarded Recognised
for Excellence 500+, 40 organisations (22.2 per cent) held a 400+, 34 organisations
(18.9 per cent) a 300+ and 89 organisations (49.4 per cent) a 200+ recognition. This sample
reflected an adequate representation of the population (a confidence level of 95 per cent
implies a sample error of ±5.71 per cent for the whole sample). They represent different
economic sectors (mainly health and social services, educational services, public
administration and associations). Small (41.7 per cent), medium (35 per cent) and large
(23.3 per cent) organisations are also represented in the sample.

The fieldwork was carried out between September and October 2013 by means of a
telephone survey using the contact information for the organisations provided by the CEG.
Prior to the survey, the questionnaire was sent to the representatives of CEG and several
EFQM experts for their feedback, which led us to clarify the wording of some questions, but
no changes were made to the essence of the content. In the telephone interview, the
organisations were informed of the aim and the significance of the research project and the
confidentiality of the responses. We gathered information from two different informants for
each organisation. Questions regarding internalisation and motives underlying EFQM
adoption were answered by the person in charge of quality issues in the organisation. The
CEG database provided the names of these targeted informants, who are the management
representatives of the quality system and EFQM adoption in the organisations. Questions
regarding appraisal and compensation systems were answered by the head of human
resources management.

3.2 Measures
The motives for EFQM adoption were developed from empirical studies that have examined
the motives for adopting the EFQMmodel in particular and QM in general (e.g. Taylor, 1997;
Heras et al., 2006, 2011; Kennedy and Fiss, 2009; Poksinska et al., 2010). For external motives
three items were developed to represent isomorphic reasons that may influence the adoption
of the model. Internal motives are captured in five items that represent the assumption that
the EFQM model yields efficiency gains and will contribute to continuously improve
organisational processes and performance.

The internalisation of the EFQM model was measured by adapting the items
from Nair and Prajogo (2009), since their scale refers to the internalisation of ISO 9001.
Bello et al. (2014) also proposed an adaptation of the scale of Nair and Prajogo in the
context of QM practices. In our case, the measures focussed on the EFQM model
and the items developed capture the way the EFQM model has been integrated into daily
practice (see Table I). The essence of Nair and Prajogo’s items (employees training in
quality, explanation and communication to employees of the objectives and procedures;
establishment and updating of processes, daily practices of the members of the
organisation according to quality requirements and results of audits taken as a basis to
improve processes and develop strategies) was captured and translated into our
adapted questions. For instance, instead of audits, our item 2 refers to self-assessment, and
we separated the Nair and Prajogo item on explanation and communication to employees
of the objectives and procedures into two different items in our scale: definition of
annual targets, deadlines and prioritisation of activities (item 3), and meetings with
employees to provide them with the information (item 5). As a consequence, our final scale
consisted of six items. Both this scale and the one measuring motives of adoption are
five-point Likert type scales.
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To assess the performance appraisal and compensation systems, the items proposed by
Jiménez and Sanz (2013) were used to analyse the degree of adoption of human resource
management practices consistent with the EFQM model (see Table II) using a five-point
semantic differential scale. From these items, different types of performance appraisal and
compensation practices were identified by means of cluster analysis.

In addition, as suggested in the literature (e.g. Jayaram et al., 2010), size and the length of
time the organisation has been adopting the EFQM model are introduced into the model as
control variables. The measurement of size was extracted from the information provided by
the CEG, where organisations were categorised by the number of employees as small,

Construct
Composite
reliability Items Mean SD

Internal
motives

0.778 1. Improve the efficiency of internal processes
(e.g. reducing costs, improving productivity)

4.46 0.72

2. Improve the quality of products/services 4.56 0.74
3. Promote a participative style among employees
(improving their motivation, sense of belonging, etc.)

4.32 0.82

4. Improve financial results 4.12 1.10
5. Advance in QM beyond ISO certification 4.27 0.98

External
motives

0.645 1. Fulfil demands of customers and other external agents 4.62 0.71
2. Improve organisation image, as a marketing tool 4.38 0.76
3. Follow management trends by imitating others 3.58 1.04

Internalisation 0.690 1. Organisation members have changed their behaviours
to match the practices recommended by the EFQM model

4.17 0.74

2. Information from self-assessment on the basis of the EFQM
model is taken into account in drawing up the strategic plan

4.32 0.84

3. Annual targets for improvement, agreed with personnel and
specifying those responsible for its implementation, deadlines
and prioritisation of activities, are defined

4.29 0.76

4. Employees are continuously trained in the principles of
quality and excellence, and in teamwork

4.09 0.91

5. Meetings are held to provide employees with feedback
on their performance in the quality and excellence field

3.72 1.02

6. Indicators of all key processes are implemented and
performance targets are established

4.36 0.72

Table I.
Items, reliability and
descriptive statistics

for motives and
internalisation

Concepts Items Mean SD

Performance appraisal 1. Periodic appraisal 4.02 1.45
2. Evaluation of the development of tasks, skills and attitudes,
rather than the achievement of objectives

3.70 1.33

3. Evaluation of group’s performance 2.88 1.22
4. Evaluation of medium- and long-term performance 3.12 1.33
5. Evaluation oriented towards performance improvement
and personal development

4.40 0.93

6. Employees are involved in their assessment 4.50 0.92
7. Employees are informed of the results of the evaluation 4.40 0.92

Compensation 1. Pay above the market average 3.39 0.92
2. Salary determined by the knowledge and skills possessed,
rather than the position held

2.02 1.35

3. Variable rewards 2.10 1.65
4. Employees participate in determining wage components 1.99 1.46

Table II.
Items and descriptive
statistics for appraisal

and compensation

Drivers and
internalisation
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medium and large organisations. Two dummy variables were introduced into the model,
large being the reference category. The length of time they have been adopting the model
was measured via a specific question posed to the quality manager.

3.3 Statistical procedure
The effect of motives on the internalisation of the EFQM model is tested by way of
structural equation models within the EQS statistical programme (Bentler, 2006). With
regard to the study of the effect of the appraisal and compensation systems, a cluster
analysis (using, in two phases, both hierarchical and non-hierarchical clusters as suggested
by Hair et al., 2010) was conducted to identify different performance appraisal and
compensation systems, and analysis of variance (ANOVA) was conducted to test for the
existence of significant differences in the internalisation of the model among organisations
employing each system.

4. Findings
4.1 Scales validation and contingent analysis
We used confirmatory factor analysis (CFA) to evaluate the dimensionality of the three
constructs (internal motives, external motives and internalisation). A single CFA taking
external and internal motives as first-order correlated factors was performed, where each
item was allowed to load only on the target factor, and an individual CFA was performed for
the internalisation construct. As attested by the goodness-of-fit values (Table III), the
unidimensionality of each construct can be stated.

Table I reports the composite reliability (Fornell and Larcker, 1981) for the three
concepts, the value of which allowed us to verify the reliability of the measurement.
Convergent validity was assessed using the Bentler–Bonett index (Bentler and Bonett,
1980). Considering a cut-off value of 0.90, a high level of convergent validity was found for
all the factors, as exhibited in Table III. To assess discriminant validity, for each pair of
factors we conducted a “pair-wise test” (Bagozzi and Phillips, 1982). This test examines
whether a CFA with two factors fits the data significantly better than a single-factor model.
A statistically significant difference between the χ2 values for the two models (degree of
freedom ¼ 1) will enable us to verify the existence of discriminant validity. The scaled
χ2 difference values (Satorra and Bentler, 2001) for all pairs were found to be statistically
significant at the 5 per cent level, thereby providing evidence of the existence of
discriminant validity. Having met the requirement of construct validity and reliability, the
composite measure of each construct was measured by calculating their factor score values.

Next, several analyses (ANOVA and t-test) were performed to test significant differences
regarding the dependent variable of our model, internalisation (INTER), and three
contingent factors (see Table IV ). With regard to the organisational size, no differences in
internalisation are observed. Organisations with more time adopting the EFQM model
report significant higher mean values in internalisation (po0.05). Finally, for organisations
with the highest Level of Excellence (500+), the internalisation mean is significantly higher
( po0.05) than for those of the lowest Level (200+). However, no differences were found
between Recognised for Excellence recipients (300+, 400+, 500+).

Satorra–Bentler χ2 df p-value BB–NNFI CFI RMSEA

External and internal motives 23.573 19 0.213 0.935 0.956 0.037
Internalisation 12.539 9 0.184 0.914 0.948 0.047

Table III.
Dimensionality
of the scales
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Additionally, following the suggestion of an anonymous reviewer, we conducted a
complementary analysis to examine the degree of adoption of the EFQM enablers, as well as
the relationship between this and the internalisation of the EFQM model. To do this, first we
calculated the mean scores for the external assessment of the five EFQM enablers (leadership;
strategy; people; partnership and resources; processes, products and services) as a proxy of
the level of adoption[2]. These scores revealed the “Processes, products and services” criterion
as having the highest mean value (45.71 out of 100 maximum points in the enabler criterion),
while the “People” criterion has the lowest mean value (40.99 out of 100). Then, we calculated
the correlations between the scores for each enabler criterion and the variable internalisation
of the EFQM model. Results indicate that only the leadership criterion shows a positive and
significant correlation with the internalisation of the EFQM model (r¼ 0.25; p¼ 0.05).

4.2 Analyses of structural relationships
To answer RQ1, regarding the motives that drive the internalisation of the EFQMmodel, a path
analysis was carried out. The goodness-of-fit indices of the model ( χ2 S-B¼ 3.0727, df¼ 6;
p¼ 0.799; B-BNFI¼ 0.981; CFI¼ 1; RMSEA¼ 0.00) show the adequacy of the model to the data.

As seen in Table V, the statistical values of the paths reveal a positive and significant
relationship between internal motives to adopt EFQM model and internalisation, while
external motives are seen to have no significant relationship with internalisation. This could
be an indication that when the motivation to adopt the EFQM model is based only on
external reasons, internalisation cannot occur.

Furthermore, the length of time the organisation has been adopting the EFQM model,
which was introduced as one of the control variables, also shows a strong link with the
internalisation of EFQM model ( β ¼ 0.269, po0.01). The size of the organisation does not
influence the dependent variable. Therefore, the general assumption about the positive
effect of internal motives on internalisation, that is, the substantive adoption of the
EFQM model, is demonstrated for this sample. Nevertheless, the external motives for
the EFQM model adoption do not yield the internalisation and the real adoption of the
management practices and routines that this model supposes.

With the aim of obtaining a deeper understanding about the above results, another
model was estimated, linking each motivation item (not as a composite measure) and the

Contingent variable Groups Intern mean Groups showing significant differences

Size of organisation Group 1: small 4.16
Group 2: medium 4.13
Group 3: large 4.16

Time since adoption Group 1: ⩽3 years 4.06** (1–2)**
Group 2: W3 years 4.23**

Level of Excellence Group 1: recognition 500+ 4.41** (1–4)**
Group 2: recognition 400+ 4.27
Group 3: recognition 300+ 4.20
Group 4: recognition 200+ 4.04**

Note: **po0.05

Table IV.
Internalisation and

contingent variables:
means comparison

Path to Path from Standardised solution

Internalisation Internal motives 0.279***
External motives 0.016

Note: ***po0.01

Table V.
Analysis of the

relationships between
motives and

internalisation

Drivers and
internalisation
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factor score of internalisation. This model also fits the data adequately ( χ2 S-B¼ 23.8617,
df¼ 24; p¼ 0.469; B-BNFI¼ 0.916; CFI¼ 1; RMSEA¼ 0.00). The results of this analysis are
reported in Table VI.

Surprisingly, only one of the internal motives has a significant and positive effect on
internalisation. Control variables keep the same influence as in path analysis (time since
EFQM adoption: β¼ 0.278, po0.01). Thus, it can be inferred that when an organisation
decides to adopt the EFQM model due to the desire to promote a participative style among
employees, the substantive adoption of the model is achieved. None of the other internal
drivers or the external ones lead to an effective internalisation of the EFQM model.
In addition to this, the idea that the length of time since the adoption of the model positively
influences internalisation is reaffirmed.

Regarding RQ2, cluster analysis identified three different groups of organisations
depending on the appraisal and compensation system employed. Figure 2 synthetises the
mean values for each appraisal and compensation item in each group.

Path to Path from Standardised solution

Internalisation Improve the efficiency of internal processes
(e.g. reducing costs, improving productivity)

0.115

Improve the quality of products/services 0.008
Promote a participative style among employees
(improving their motivation, sense of belonging, etc.)

0.187**

Improve financial results 0.074
Advance in QM beyond ISO certification 0.010
Fulfil demands of customers and other external agents 0.021
Improve organisation image, as a marketing tool −0.054
Follow management trends by imitating others −0.018

Note: **po0.05

Table VI.
Analysis of the
relationships between
motives (items) and
internalisation
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Figure 2.
Clusters identified and
mean values for
appraisal and
compensation
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Hence, three different systems can be observed in organisations awarded EFQM
recognition. These systems were defined as follows.

Group 1 (48 organisations). Consistent, development-oriented system: this system is
aligned with what the QM literature suggests would be coherent with QM and excellence. It
is characterised by appraisal performance practices oriented towards improvement and
development, where a regular assessment of both how employees perform tasks and their
attitudes (not just the achievement of objectives) is carried out. Variable compensation
schemes that take into account employees’ skills and attitudes and emphasise group
performance-based incentives are noticeable.

Group 2 (31 organisations). Target achievement-focussed system: this is dedicated to
evaluating and monitoring the achievement of targets. Performance appraisal is not
developed regularly and is not oriented towards skills assessment. Likewise, salaries are not
linked to the skills possessed and variable remuneration is not visible.

Group 3 (91 organisations). Unbalanced system: In this system, performance appraisal is
similar to that of the development-oriented system, and thus it is based on regular
assessment that encourages skill development. However, this approach is not aligned with
the compensation practices, which mainly rely on fixed remuneration determined by job
position rather than the skills possessed.

An analysis of variance (one-way ANOVA) was conducted to test for significant
differences in the three groups of organisations described above (depending on the appraisal
and compensation system employed) as regards internalisation. The means of the
internalisation construct for the three groups are shown in Table VII.

The ANOVA results indicate that the level of internalisation is significantly different
between organisations with a consistent system (group 1) and organisations with a target-
focussed system (group 2), and between these and organisations with an unbalanced system
(group 3). Groups 1 and 3, which differ in the compensation system they use, do not show
significant differences in their means. This shows that one of the factors that makes a
difference in the achievement of internalisation is having a performance appraisal system
focussed on evaluating how employees perform tasks and their attitudes, and on
encouraging their skills development (all of these are characteristics of groups 1 and 3),
regardless of the pay system.

5. Discussion
5.1 Research implications
Recognition and internalisation of the EFQM model: two different concepts. This study has
extended the research on the EFQM excellence model by analysing the concept of
internalisation, which has been addressed before in the context of other QM approaches,
such as ISO 9001 (e.g. Nair and Prajogo, 2009), but neglected in the specific case of the
EFQM model. An analysis of the drivers of EFQM model internalisation provides a better
understanding of the factors that contribute to the true integration of the model in
everyday practices, the lack of which is considered to be a determinant of failure in the use

1. Consistent,
development-oriented

system

2. Target
achievement-focussed

system
3. Unbalanced

system
Groups showing

significant differences

Internalisation 4.25 3.88 4.26 (1–2)***
(3–2)***

Note: ***po0.01

Table VII.
Results from the
ANOVA analysis

Drivers and
internalisation
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of the model. Results indicated that only for organisations with the highest level of
Excellence (500+) was the internalisation significantly higher than for those of the
lowest level (200+), while no differences were found in the degree of internalisation
between the organisations awarded “Recognised for excellence”. Thus, for these
organisations, internalisation is not dependent on the level of excellence obtained in the
application for recognition. These findings have evidenced that it is worth distinguishing
between having EFQM recognition and the true internalisation of the model, and suggests
that some organisations may be more motivated by gaining legitimation when adopting
the EFQM model, in line with institutional theory, than by really introducing a process of
change in daily practices.

Drivers of internalisation of the EFQM excellence model. The study identified several
factors that act as drivers of EFQM model internalisation. First, we approached the lack of
clarity regarding the influence of motives on internalisation drawing on both institutional
theory and the RBV. Our findings suggest that internal reasons are more relevant than
external drivers to achieving the internalisation of the model, as expected from the conclusion
of Heras et al. (2011). The findings seem to tally with the conclusions of Jang and Lin (2008) in
the context of the ISO 9001 in that if organisations pursue an external recognition just as a
response to external pressures, they are doomed to failure. These findings suggest that
external drivers may improve internalisation if they are transformed into internal motives, as
derived from previous studies on QM (e.g. Jang and Lin, 2008). From the theoretical basis of
institutional theory this is understandable, given that external reasons make organisations
tend to adjust to the reference models mainly at an administrative or perfunctory level
(Martínez et al., 2008), which prevents the overall workforce from taking the EFQMmodel as a
basis for a real improvement and guidance for their daily routines. In contrast, and as
supported by the RBV, managers driven by internal motives see the adoption of the EFQM
model as an opportunity to enhance their resources. As Tarí et al. (2014) hold, from this
perspective, one could expect that the adoption of the model will imply deeper and more
proactive work with the model and the development of resources by making use of quality
instruments and methods that help to internalise the essence of the model.

Second, of the different internal motives, the search for a participative style among
employees is the motive that seems to drive a substantive adoption of the EFQM model. This
would imply that the motivation linked to people is relevant to the internalisation of the model.
The rest of the reasons, although they are internal, refer to improving processes, quality of
products or business results, that is, they are more related to methodological and technical
issues, tallying more with the “hard” elements of QM (Escrig et al., 2018). Hence, it can be
inferred that, despite the laudable aims of, for instance, improving service quality or financial
results, internalisation cannot be achieved unless the “people” component is taken into
account in adopting the EFQM model. This makes sense if we follow the definition of the
internalisation concept, namely, the true assimilation by the organisation’s members of the
good management practices embedded in the model. If the driver of the EFQMmodel adoption
involves concern for generating a participative style and engaging the workforce,
organisations are seeking a balance between the attitudes and behaviours of individuals
and the aspirations and goals of the organisation. Special care is taken so that people at all
levels engage with the adoption of the model (e.g. participate in the self-assessment or in the
improvement plans), instead of being treated as a stand-alone, ad hoc initiative managed by
the technicians in the quality department. These employees will therefore be more aware of
the importance and usage of the model, so they will make the tools and practices part of their
daily routine way of working.

Moreover, as employee participation is key to the successful adoption of BEMs (e.g. Brown,
2013; Dahlgaard et al., 2013; Escrig and deMenezes, 2015) organisations motivated to generate
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a participative style are more likely to truly assimilate the components of the EFQM
model. Hence, employees will more easily assume the values and systems developed by
leadership, and get involved in deploying the strategy, since they will have participated in its
design and will take on board the objectives and policies derived from it. In addition, people
development and empowerment can be better implemented since the model is designed for
this purpose. Finally, more effective management of resources and processes to deliver
increasing value for customers and other stakeholders is expected since individuals will be
more involved in the management of resources and processes. As Bakotić and Rogošić (2017)
conclude in the context of QM, employees’ involvement is a key to making improvements,
since they will apply their knowledge and capabilities to solve problems and develop
processes, and in turn, contribute to the process of change. All in all, adopting the model with
this participative style enables organisational commitment and a feeling of ownership in the
processes, leading to the reinforcement and deployment of a culture of excellence, which,
according to Dahlgaard et al. (2013) and Doeleman et al. (2014), is critical to integrating the
components of BEMs at the operational level.

Third, studies dedicated to the internalisation of QM have focussed above all on the
influence of reasons for adoption as antecedents of internalisation (e.g. Nair and Prajogo,
2009). Our work unveils motivational practices regarding performance evaluation and
compensation systems as another important factor to facilitate the internalisation of
the EFQM excellence model. Organisations that use these systems to support and foster
the commitment of employees by developing their abilities achieve a more substantive
adoption of the EFQM model. In contrast, organisations that have a system focussed on
meeting targets and neglect regular evaluations for skills development and variable
remuneration, seem to obtain lower levels of internalisation. Having the sole concern of
achieving goals seems to lead to a poorer internalisation of the EFQM model. Overall,
given that there are no significant differences in the internalisation level between
organisations that differ in the compensation system employed, the results suggest that
the type of compensation system is not relevant in the achievement of the internalisation.
It seems that what makes the difference is the appraisal system. Thus, the study shows
that a performance appraisal system-oriented towards the development of employees
encourages further internalisation of the practices embedded in the EFQM model,
compared with a system that is more centred on achieving objectives. This again brings to
the fore the relevance of the human factor for successful EFQM model internalisation, and,
specifically, highlights the importance of intrinsic motivation in organisations, according
to self-determination theory (Deci and Ryan, 2000).

These findings extend previous work such as Ooi et al. (2007) or Farndale et al. (2011), by
showing that employees display greater involvement in a system that evaluates their effort,
contributes to their development and gives them the opportunity to participate in their
evaluation. In this sense, the results of this study contribute to the literature addressing the
effective internalisation of QM, thereby opening up a line of work in the field of more
advanced QM models, such as the EFQM model, while highlighting another relevant factor
to facilitate such internalisation.

Fourth, findings also suggest that having a good leadership approaches are correlated
with the level of internalisation, showing that a challenge for organisations adopting the
EFQM model is to win leadership support so that the EFQM model could lead to a
transformation of the organisational culture and true internalisation. The involvement of
leadership through the provision of the necessary resources and by trying to make the
model meaningful for people throughout the organisation appears to be fundamental for
internalisation. Hence, our findings open new research avenues by pointing to leadership as
another factor that may influence the internalisation of the EFQM model, in addition to

Drivers and
internalisation
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being a fundamental predictor of business results in the context of the EFQM model, as
previous research has found (e.g. Raharjo and Eriksson, 2017).

Relevance of soft issues to internalisation of the EFQM excellence model. Overall, our study
reinforces the importance of the soft side of the EFQM model, and the relevance of human
resources practices in the context of EFQM model adoption, as suggested in previous
studies (e.g. Calvo et al., 2015; Escrig and de Menezes, 2015). When it comes to the true
internalisation of the EFQM model, what really makes a difference is leadership that
institutionalises a structure based on values, which encourages employee autonomy
and participation in the improvement actions. This raises the importance of the resource and
capabilities perspective in the study of BEMs, as highlighted by Zapata et al. (2016). Unless
organisations promote people’s participation in the adoption of BEMs, these models will not
be inserted in the core activities and daily practice and the model will have a more symbolic
and rhetoric value.

It is especially worth noting that these people-related elements are harder for recipients
of EFQM recognition to achieve, which tallies with previous studies such as Escrig and de
Menezes (2015) and, therefore, organisations should direct greater efforts to harnessing the
organisational values that would promote an organisational shift towards a more
participative style.

Some remarks on the controversy surrounding performance-related pay. This study also
has implications regarding the controversy that appears in the literature regarding the
usefulness of performance-related pay in the context of a QM initiative. Some QM scholars
(e.g. Deming, 1986; Bowman, 1994) consider these practices counterproductive as a means of
fostering the collaborative behaviours needed in QM among employees. They argue against
payment based on incentives, claiming that, as performance depends on working systems
and is influenced by factors beyond the employee’s control, what is important is an
appraisal system focussed on the assessment of group results and oriented towards the
development of skills. Our results seem to support this view as the relevance of the appraisal
system for internalisation appears to be stronger than a compensation system based on the
achievement of targets. An orientation towards goal achievement does not seem to lead to
the substantive adoption of the EFQMmodel. As Özutku (2012) highlights, what seems to be
important for implementing QM is the intrinsic reward system.

Influence of the length of adoption on the internalisation of the EFQM excellence model.
Finally, the findings from this study also have implications for the literature regarding the
duration of a QM initiative. The number of years the organisation has adopted the EFQM
model is found to have a positive association with internalisation, thus evidencing that the
greater the number of years adopting the model is, the greater the substantive adoption of
the model will be. As Jayaram et al. (2010) state, the precepts of learning theory could explain
the important role of duration for QM success. With longer adoption, employees become
familiar with the practices embedded in the EFQM model, realise their benefits, some
routines are created and, consequently, the learning achieved may make them more likely to
use them as daily practices.

5.2 Managerial implications
This study offers some guidelines regarding the kind of issues that contribute to the
embeddedness of the EFQM model. Just adopting the model to fulfil the demands of
customers and other external stakeholders is not the way to achieve a true assimilation of
the model into daily practices. This kind of external motivations needs to end up activating
and promoting employees’ active engagement in internal improvements. In addition, to
internalise EFQM as a daily practice, management responsibility plays a vital role in
promoting a participative style among employees. This could ensure that the approach to
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the EFQM model is not merely symbolic. Organisations could improve the internalisation of
the model through regular meetings with employees as a signal that their opinions matter,
and by trying to generate the necessary participative style. For instance, implementing
empowerment programmes that allow employees to make suggestions for improvement and
build an environment of communication (Tarí and Sabater, 2006) will in turn foster the true
assimilation and rollout of the model under EFQM recognition circumstances given that
the workforce feel they are a vital part of the process. Moreover, and given the importance of
the specific practices that organisations develop within the context of the EFQM model,
managers should emphasise consistent appraisal and compensation systems oriented
towards assessing and developing employees’ skills. The awareness of the conditions of
effective internalisation of the model should serve to promote effective organisational
practices that make it possible.

5.3 Limitations and future lines of research
The present study has some limitations, which indicate avenues for further research. First,
we analysed Spanish organisations, as representatives of one country where the use of the
EFQM model is widespread. However, this focus on only one country would restrict the
generalisation of results, and future studies should be proposed to study an international
sample of recognised organisations. Second, we focus on motives and appraisal and
compensation systems as antecedents of the internalisation of the EFQM model. Future
research would need to be developed to look deeper into the role that other human resource
management practices could play in internalising the use of the EFQM model. Moreover, we
intend to examine the findings obtained through a qualitative study in organisations
adopting the EFQM model, which should allow us to complement the analysis of the data
obtained from the survey. Finally, an open line of research involves the study of the
consequences that the use of these performance appraisal and compensation systems has on
the behaviour and attitudes of employees. These future lines of research will enable us to
gain a better understanding of the reality of the organisations that have embarked upon a
path towards excellence.

6. Conclusion
Drawing on the institutional theory and RBV, this study has provided evidence that internal
reasons are more relevant than external drivers to achieve a true internalisation of the
EFQM model. In particular, the search for a participative style among employees is the
motive that seems to drive a substantive adoption of the EFQM model. Moreover, our work
unveils motivational practices regarding performance evaluation and compensation as an
important factor to facilitate the internalisation of a QMmodel. Thus, the study shows that a
performance appraisal system-oriented towards the development of employees encourages
further internalisation of the practices embedded in the EFQM model compared with
systems that are more centred on the achievement of targets. Overall, the present research
has contributed by offering some orientations about the kind of practices that further the
effectiveness of the EFQM model.

Notes

1. In the case of Committed to Excellence 200+, there is no detailed external assessment for each
criterion of the EFQM model, and organisations therefore do not have an external assessment score.
The independent assessors only review and validate the outcomes of the self-assessment and the
proposed improvement projects ( for more information see www.clubexcelencia.org and ww.efqm.org).
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2. We obtained most of the applicants’ score data from their application for the EFQM Recognition for
Excellence (level 300+, 400+ and 500+). As we explained above, organisations with the level of
Committed to Excellence (200+) are not given a score from the external assessment. We therefore only
had information about these scores from 86 firms with the other levels of excellence (47.78 per cent
of the sample).
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