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This article analyzes factors that influence a person’s
decision fo become a quality examiner. Basic motiva-
tional needs, organizational identification, and demo-
graphic measures were the primary conceptual factors
used in this study. Survey responses from examiners of
Jobnson & Johnson's Signature of Quality process and
other employees showed that 1) personal motivations
Jor becoming an examiner were predominately self-
actualization and belongingness, with sone pragmatic
emphasis on improving quality in one's organization
or unit, 2) people underestimated the amount of time
and energy required, and the value, and compreben-
siveness of the experience, 3) the best aspects of train-
ing included hands-on experience, excellence criteria,
case study, and learning from other examiners, and
4) the best aspects of the examiner process were inler-
actions with ather examiners and the applicant compa-
ny employees. The only aspects significantly associated
with higher organizational identification were more
years working with the organization and a greater per-
ception of the usefulness of the process for improving
businesses. This article suggests implications for
recruiting and training examiners, and the undertying
causal role of organizational identification.
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INTRODUCTION

Much has been written about the Malcolm Baldrige
National Quality Award (MBNQA) and its use as a
national assessment tool. Little attention has been paid,
however, to organizations that have adopted and adapt-
ed the MBNQA criteria for their own use. Thus, little is
known about the role that examiners—organizational
volunteers—play in the success of such internal
assessment and award programs, especially considering
how arduous and time-consurning this activity is. This
research provides insight into that issue by exploring
the metivations and influences, especially organiza-
tional identification, behind one’s decision to become
an examiner as part of the internal quality process at
an international corporation. It also describes some of
the examiners' experiences in this challenging role.

NATIONAL QUALITY
ASSESSMENT

In 1987, the MBQNA was established to promote aware-
ness of quality excellence, to recognize quality achieve-
ments of U. S. companies, and to publicize successful
quality strategies (Bell and Keys 1998; NIST 2001;
Vokurka, Stading, and Brazeal 2000). Named for the
late secretary of commerce, Malcolm Baldrige, the
award has come to symbolize the quest for quality in
American business, It is firmly grounded in the total
quality management (TQM) movement. Since its
inception, the MBNQA has been awarded to 41 U. S.
companies in the areas of manufacturing, service, and
small business. Beginning in 1999, education and
health care organizations also became eligible to apply
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for the award. To be considered for the award, organi-
zations are assessed against a stringent set of criteria in

seven categories: 1) leadership, 2) strategic planning, -

3} customer and market focus, 4) information and
analysis, 5) human resource focus, 6) process manage-
ment, and 7 business results,

Winners have included such high-profile organiza-
tions as Xerox Corporation, Cadillac, Federal Express,
Ames Rubber, Merrill Lynch, the Ritz-Carlton Hotel
Company, and others. Much has been written about the
MBNQA (Blazey 2000; Brown 2000; Conference Board
1992; 1994; DeCarlo and Sterett 1990; Fisher 1994;
Garvin 1991; George 1992; Marconi 1993; Reimann
1991; USA Today 1997; Vokurka, Stading, and Brazeal
2000). Of equal importance are the growing number of
1. 8. organizations that make use of the MBNQA criteria
without ever submitting an application. Nearly two mii-
lior: copies of the Baldrige Award criteria have been dis-
tributed since the award’s humble beginnings (NIST
2000; UsA Today 1997). Add to this the growing num-
her of organizations, institutions, and states that have
adapted the award criteria for their own use, and it
becomes clear that the MBNQA has had a significant
impact on American business. Baldrige Award winners
continue to outperform the Standard & Poor’s 500
(NIST 2000; Tai and Przasnyski 2000), in keeping with
TQM research, which shows a significant corretation
between more extensive TQM implementations and pos-
itive financial performance (Dougias and Judge 2001).

Yet the organizational landscape is also littered with
considerable failures, incomplete implementation, and
outright rejections of TQM. An Arthur D. Little & Co.
report, cited in Port et al. (1992), noted that only 36
percent of companies surveyed believe TQM increased
their competitiveness, and benchmarking may be effec-
tive only for companies that already have a TQM pro-
gram. An Ernst & Young and American Quality
Foundation (1992) study found that having a quality
strategy doesn't always lead to effective implementation
of a quality-oriented culture. So clearly there are areas
of quality implementation and management that
require greater understanding.

One area that has received little attention is the
important role of the quality examiner. Essential to
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internal assessment programs and the MBNQA in par-
ticular is the process whereby individuals volunteer or
are nominated to participate as examiners in the
assessment. Severa!l of the major elements of TQM are
reflected in involving employees in internal quality
assessments: placing quality as a top priority, institut-
ing leadership practices oriented toward TQM values
and vision, developing a quality culture, involvement
of organizational members in cooperative efforts to
achieve quality improvement, and the strong role of
quality departments to guide quality efforts (Waldman
and Gopalakrishnan 1996; Hradesky 1995; Jablonski
1994; Stamatis 1996). The role of the examiner can be
an arduous one. He or she is the individual who reads
and scores the applications and visits the sites of the
candidate organizations. Given the demands on their
time and energy, it seems remarkable that individuals
agree to become quality examiners.

Thus, the first focus of this study are the influences
on volunteering for such a task: motivations, organiza-
tional identification, and demographic variables. The
second focus of the study, in line with TQM's emphasis
on ongoing learning through feedback, is to briefly
describe the examiners’ recommendations for improv-
ing their experience. Brief reviews of the literature on
motivation and organizational identification follow. If
research can isolate factors that motivate an employee
to become an examiner, then one can possibly involve
an even broader range of employees in quality assess-
ment and support in the future. Results from this study
could also be useful for learning more about the exam-
iner’s perceptions of his or her role in the quality
assessment process, and how this role carries over to
other areas of employee responsibility.

MOTIVATION

The concept of motivation has always been appealing
to researchers, and since the 1960s, many theoretical
frameworks have been developed to address motivation
and the workplace (Alderfer 1972; Bolles 1975;
Herzberg 1966; Herzberg, Mausner, and Snyderman
1967; Locke and Latham 1984; Maslow 1970;
McCleliand and Winter 1970; Pinder 1984; Vroom



Motivation, Organizational Identification, and Experiences of the Quality Examiner

1964; Wahba and Bridwell 1976). The concept of moti-
vation is wide-ranging, but Daft (1997) offers a broad
definition that is useful for the authors’ purpose:
“Motivation refers to the forces either within or external
to a person that arouse enthusiasm and persistence to
pursue a certain course of action.” But, as Landy and
Becker {1990) point out, different theorists are often
interested in only one aspect of motivation. For exam-
ple, Chadwick-Jones, Nicholson, and Brown (1982)
were only interested in that piece of motivation theory
that helped them to explain employee absenteeism.

Therefore, the first challenge is o identify the aspect
of motivation that is relevant. Here, the authors are
concerned with explaining and exploring factors that
lead to a certain type of behavior—that is, wanting to
becomne an examiner. They are looking for a motivat-
ing force that would lead to a specific behavioral
response. Consequently, Maslow’s (1970; 1998)
approach to human motivation seems an appropriate
framework in which to explore elements that lead indi-
viduals to become examiners.

Perhaps one of the most famous theories of motiva-
tion (Daft 1997, 529, Maslow’s theory, suggests that
individuals are driven by five categories of needs: physi-
ological needs, safety needs, belongingness needs,
esteern needs, and self-actualization needs. Table 1
suggests what each of these needs might be for both
“on-the-job” and “off-the-job” applications.
Originally, Maslow suggested that these needs exist in a
hierarchical order, where lower-order needs (that is,

Table 1 Maslow's hiercrchy\_égi needs. -

Need Fulfillment off the job

physiological and safety) must be satisfied before high-
er-order needs can be fulfilled. He later realized the
timitations of his stairstep approach, however, and
conceded that “human needs are multiple and they
often occur simuitaneousiy in modern society”
{Ivancevich, Lorenzi, and Skinner 1997, 319).
individuals do not always fulfill lower-order needs
before aspiring to fulfill higher-order needs, as Alderfer
(1972} also argued in his existence, relations, and
growth (ERG) theory of motivation. Current downsiz-
ing trends provide ample evidence of how employees,
no longer situated within a secure work environment,
will still strive to fulfill higher-order needs such as
esteem and belongingness.

Maslow's approach is useful here because it helps
explain why individuals engage in certain behaviors in
the workplace that extend beyond the fulfillment of
basic physiological and safety needs. Daft (1997, 531)
offers the example of the “Lend a Helping Hand” pro-
gram sponsored by GMAC’s Albany Quality Council,
where employees are judged for their helpfulness to
other emplovees. Contest winners are publicly recog-
nized and given gift certificates for their efforts. Daft
believes that Masiow would view such forms of public
recognition in the workpiace as fulfilling individual
belonging and esteern needs.

This framework provides 2 concise conceptual typol-
ogy for talking about the kinds of needs that drive indi-
viduals to volunteer. One might hypothesize that indi-
viduals volunteer to be examiners to achieve the type of

Fulfiliment on the job

Physiological food, woter, sex

hedt, air, base salary

Safety

freedom from war, pollutian, violence

safe work, fringe benefits, guaranteed employment

Belongingness family, friends, community group

work groups, clients, cowarkers, supervisors, profession

Esteem approval of family, friends, community  recognition, high status, increased responsibilities,
promotion, awards

Self- education, religion, hobbies, opportunities for growth, training, ndvancement,

Actualization personal growth creafivity; participetion in work decisions

Sources: Daft | 1997}, Ivancevich, Lorenzi, and Skinner {1997); Maslow {1976].
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recognition noted previously (a fulfillment of an esteem
need), but one could also hypothesize that individuals
volunteer because they are seeking growth opportunities
(2 type of self-actualization need), and perhaps even
because organizational members already working in
quality or process improvernent areas think they should
volunteer in order to fulfill latent employment and pro-
fessional expectations (safety or belongingness).

A general motivatien influencing, and resulting
from, participation as a quality examiner may be a
sense of empowerment, an intrinsic task motivation
(Leonard, Beauvais, and Scholl 1995; Spreitzer 1995).
This increased perception of empowerment in turn
increases perceptions of service quality that employees
are able to deliver, according to a study of customer ser-
vice representatives by Goodale, Koerner, and Roney
(1997). In particular, especially powerful aspects of
..empowerment in that study included competence,
impact, and intrinsic rewards for quality service, while
extrinsic rewards provided little or no influence.

The researchers concluded that “individuals who
felt that providing a good quality service was intrinsi-
cally rewarding were more likely to have positive per-
ceptions of their ability to perform dependably and
accurately, more likely to have a perception that the
facilities and equipment used in the department were
consistent with providing guality service, and more
likely to perceive that they were able 1o help customers
and provide prompt service” (Goodale, Koerner, and
Roney 1997, 208).

ORGANIZATIONAL
IDENTIFICATION

Organizational identification is defined as the “per-
-ceived oneness” and alignment that employees have
with their organization, and the extent to which they
“experience the organization’s successes and faitures as
their own” (Mael and Ashforth 1992, 103).
Organizational identification stems from the larger
concept of social identification, “the perception of
belongingness-to a group classification” (Mael and
Ashforth 1992, 104). Organizational identification then
becomes “a specific form of social identification where
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the individual defines him or herself in terms of his or
her membership in a particular organization” (Mael
and Ashforth, 105; Ashforth and Mae] 1996; Mael 1988;
Mael and Tetrick 1992; Scott 1995; 1997). For Cheney
and Tomkpins (1987, 3), organizational identification
provides both descriptive and action-related informa-
tion. Peoples’ identification with a certain organization
not only reveals something about who they are, but it
also reveals something about how they will act, and in
some cases, how others should act toward them.

Often explored alongside organizational commit-
ment {Barge and Schiueter 1988; Russo 1998; Scott
1995), organizational identification typically functions
as an antecedent to commitment. A strong degree of
organizational identification will lead to employee
commitment. Or, a3 Cheney and Tomkpins (1987, 9)
suggest, identification is the “substance” of action,
while commitment is the “form.” Gonzalez (1996, 15-
16) adds: “Individuals who identify with an organiza-
tion are more likely to believe in and accept the organi-
zation goals and values, exert effort on behalf of the
organization, and desire to maintain membership in it,
behaviors that constitute organizational commitment,”
In other words, if individuals feel they belong to the
organization they will be more committed to that orga-
nization (Ashforth and Mael 1989; Mowday, Steers, and
Porter 1979; 1982) and in turn, make decisions that
are in the best interest of the organization (Tornpkins
and Cheney 1983). For example, individuals who
dernonstrate strong organizational identification have
been shown to be less prone to absenteeism and other
types of withdrawal from the company (Tsui, Egan,
and O'Reilly 1992).

Aside from these potential positive outcomes,
Cheney and Tomkpins (1987, 8) point out that “one
may be somewhat identified with an organization and
still not committed to it.” Likewise, one may be com-
mitted to an organization and not identify with all of
the values asserted by the organization (Mael and
Ashforth 1992). In some cases “identification with an
organization can result in feelings of shame, disgrace,
or embarrassment” {Dutton, ‘Dukerich, and Harquail
1994, 242). Such was the case for Firestone executives
in the months following the revelations concerning the
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Firestone/Ford Explorer tire crisis.

Organizational identification has a variety of impli-
cations for the organization. Several researchers
(Barker and Tompkins 1994; Bullis and Tompkins
1989; Tompkins and Cheney 1985) have sought to
examine the power associated with identification, and
it can be argued that managing identification may be
wise for some organizations, especially in light of cur-
rent down-sizing and restructuring trends.

Organizational identification may also play a role
in the success or failure of guality initiatives such as
the MBNQA. For exarmple, “employees resist total quali-
ty because their beliefs about the organization’s identity
constrain understanding and create cognitive opposi-
tion to radical change” (Reger, Gustafson, DeMarie,
and Mullane 1994, 565). In this sense, organizational
identification fosters cognitive inertia against changing
existing schemas for sense-making and interpreting
action. So potential quality participants must identify
with the sponsoring organization, but the organization
must have, or develop over time, an identity that sup-
ports the kinds of changes and values that TQM
implies. Stone and Eddy (1996) propose that such
maiching of organizational values with individual val-
ues and needs is a critical component of 2 successful
TQM implementation. This match improves individual
outcomes such as satisfaction, improvement of process-
es, and learning, which in tum lead to more positive
perceptions of customer service quality, and eventually,
organizational performance.

Organizational identification would seem to have
direct relevance to the role of the quality examiner. One
might hypothesize that those who have stronger identifi-
cation with the organization will be more likely to volun-
teer to become examiners, seeing the opportunity as yet
another way of becoming 2 closer member of the organi-
zation, and, through social learning and role modeling
with other organizational representatives, have a greater
knowledge of the quality management process.

RESEARCH QUESTIONS

Acknowledging the importance of the examiner’s role
in the intraorganizational competitiveness assesstnent

and recognition process leads to the following three
basic questions:

e What influences an individual to decide to become a
quality examiner, and what expectations does he or
she have? Better understanding the motivations and
expectations examiners have might make it easier to
encourage others to participate, and to articuiate the
rewards that participants obtain.

* How do the examiners evaluate their experience?
Assessing past experiences, such as assessing an
organization’s application for an MBNQA, can pro-
vide directions for improving future experiences.

e How is organizational identification associated with
being a quality examiner? Knowing how one's iden-
tification with his or her organization is related to
the examiner process might be used in designing
nomination materials and understanding nonpar-
ticipants’ motivations.

METHOD

Site

Johnson & Johnsen (J&f) recognized the benefits of the
MBNQA process early on. In 1993, J&] chief executive
officer Ralph Larsen requested that all of J&] operating
companies worldwide (168 at that time) complete a
self-assessment using their Baldrige-based, Signature
of Quality (S0Q) competitiveness assessment guide
before the end of 1994, and biennially thereafter.
Managed by the J&] Quality Institute, this tool and
process have come to De ingrained in the culture of all
J&} companies. Based on the self-assessment, compa-
nies may also submit applications for the J&J S0Q
Competitive Assessment and Recognition process.
Those j&) companies that reach certain levels of quality
are recognized as bronze, silver, and gold award win-
ners. The J&F Quality Institute generously provided the
researchers access to its SOQ examiners in all }J&J com-
panies around the world.

In the early years of the SOQ process, potential
examiners were most often recommended by managers
and directors, who also needed to have a clear under-
standing of the time commitment involved. Individuals
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who were able to complete the rigorous and {abor-
intensive training (25 to 30 hours of “prework” fol-

lowed by two to three days of face-to-face training) -

were generally asked to serve as examiners. More
recently, individuals have also been given the opportu-
nity to volunteer as long as they have the support of
their manager and/or director. But training is only the
first phase of their involvement. Once individuals have
completed the training, have been accepted to serve as
examiners, and have agreed to do so, then the actual
assessment process begins.

Examiners must once again complete 25 0 40 hours
of prework during which time each member of the
examiner team reviews and scoes a particular J&f com-
pany’s self-assessment (or competitive assessment)
application. This individual work is followed by team
conference calls through which members strive to reach
consensus regarding scoring as well as strengths and
areas for improvement. During this intervening time
period, the team also begins detailing points that will
become site-visit issues. In other words, certain points
made in the company’s application may be unclear, or
team members may wish to see a particular process in
action. These are referred to as “site-visit issues” —mat-
ters that will be clarified and discussed once the team is
at the site. Several weeks later the team will meet at the
J&{ location for a five-day site visit during which time
they will verify points made in the application and clear
up any questions or concerns, Following the site visit,
team mernbers must prepare a final feedback report, It
soon becomes clear that the contributions required of
examiners are great; nearly one month out of the vear is
dedicated to examiner-related activities.

Pilot Survey

A pilot questionnaire consisting of open-ended ques-
tions was constructed that addressed the three phases in
the “life” of an examiner. Part I (Before Involvement)
included questions addressing how one becomes an
examiner, why one chooses to become an examiner,
and the expectations of the exarniner. Part II (During
Involvement) included questions addressing the train-
ing and certification process for hecoming an examin-
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er, and how their expectations are met, Part Il (After
Involvement) included questions addressing the results
of the experienice, and the perceived value/benefit of the
experience. Nine senior examiners, selected by the J&]
Quality Institute, were asked to complete and comment
on these questions.

Full Survey and Samples

Using the responses from the pilot questionnaire and
additional input from members of the J& Quality
Institute, the questionnaire was revised. Most questions
were reformatted as close-ended (but including the
opportunity to add new categories not identified from
the pilot survey). This combined the advantages of the
open-ended questions of the pilot survey that allowed
the J&] respondents to generate possible categories in

. their own language, with the advantages of structured,

close-ended questions. In this way, even though the sur-
vey used primarily close-ended questions, the content
and wording was generated by internal members of the
relevant organizational population, rather than
imposed @ priori by the external researchers. Some
questions asked respondents to rank their top three
choices. Respondents might choose a particular item,
but consider it of lesser importance than the other two
items. Therefore, each choice was weighted by the
reverse of its rank (first = 3, second = 2, third = 1).
This was done instead of presenting the items as Likert-
style scales, because of the length of the survey and
because the authors wanted to present the list of items
as possible motivations, expectations, evaluations, bene-
fits, and so on, that individual respondents could select
from according to their own experiences, instead of a set
of attributes that each respondent had to complete.

To address the research question concerning orga-
nizational identification, nine questions from the work
of Mael (1988) and Mael and Tetrick (1992) were
included in the fulf survey. In Mael’s pilot study of 161
undergraduates regarding identification with their uni-
versity, 10 iterns emerged as “the essence of the con-
struct” of identity with a psychological group. The
overall reliability was satisfactory (alpha = .76), but
principal components analysis yielded two compo-
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nents, A six-item component represented shared expe-
rience, the perception that one shares the experiences,
successes, and failures of the focal organization. A four-
itern component represented shared characteristics,
the perception that one shares the attributes and char-
acteristics of prototypical group members. The alpha
reliability of the two dimensions were .81 and .66,
respectively. Mael and Tetrick’s (1992) study of business
and psychology students at two Midwestern universities
reinforced Mael's findings. Because of the low factor
loading of the 10th item in their study, the authors
used only the first nine of their iterns (see Table 2).
Included with the full survey in the mailing to J&J
exaniners were two copies of a short survey that
included only the organizational identification ques-
tions and a few other basic demographic questions. The
examiners were then instructed to give one of the short
surveys to a person who had been with the organization
for about as long as they had, and the other to a person
who had only been with the organization for a short
tirme. This allowed the authors to compare organiza-
tional identification levels between examiners and

nonexaminers to see if organizational tenure influ-
enced those differences and fo insure variance in orga-
nizational tenure among the nonexaminers.

Survey packages (which included one revised exam-
iner survey and two short nonexaminer surveys) were
mailed to all 154 J&] examiners around the world. The
sending and return address was the researchers’ univer-
sity, not J&], to emphasize that this was an external
research project, not an internal evaluation. Eighty-
three examiner surveys (54 percent) and 150 nonex-
aminer surveys (49 percent) were returned. This is a
high response rate for a mailed survey, considering that
the nonexaminer surveys were not addressed to specific
people, and surveys were distributed fo a variety of
international locations.

Thus, the full survey included the following sets of
questions for examiners:

» Source of learning about S0Q

Reasons for becoming an examiner

Importance of S0Q

Difference between expectations and experiences

Table 2 Wording of organizational identification ifems.

Organizational/experience aspects:

When someone crificizes [this organization}, i feels like o personal insult.

I'm very inferested in what others say ahout ithis organization).

When | talk cbout this organization, | usually say “we” rather than “they.”

This organization's successes are my successes,

When someone proises this organization, it feels like a personal compliment,

| act like [name of organization) person to a greot extent.

Group/characteristics aspects:

i a story in the media criticized the organization, | would feel embarrassed,

tdon't act like @ typical {name of organization) person,

Iscore reversed for analysis fo maintain similar direction of meaning]

t have & number of qualities fypical of {name of organization) people.

The limitation associated with {rome of organization) people opply to me also. |

fnot used in current study because of low factor loading]

Source: Mae! and Tetrick {1992).
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o Value of training

* Training goals

 How well training met those goals

o Strengths of training

e Training areas needing improvement

¢ Most important examiner topics learned at training

Importance of SOQ for improving business

Topics discovered as an examiner that training had
not prepared them for

L ]

Most valuable SOQ examiner experience

Influence of SOQ on other activities

Personal benefits frorm the experience

Encouraging others to become an examiner

The surveys for both examiners and nonexaminers
asked several demographic questions (gender, age,
organizational tenure, education, position, function)
and the nine organizational identification items.
Finally, the nonexaminer survey also asked about the
level and source of familiarity with SOQ.

RESULTS
Descriptive Statistics and
Organizational Identity Scale

Table 3 provides item stems, descriptive statistics, and
mean frequency for each question. In the summaries,
items are listed in order of weighted ranking, but the
unweighted ranking by simple frequency can be identi-
fied by the item means. For example, the reason for
becoming an examiner “I was nominated” was men-
tioned first seven times, second twice, and third four
times, for a total weight of 29, while “personal develop-
ment" was mentioned first only four times, second 11
times, and third 16 times, for a total weight of 50, near-
ly twice as, much.

Table 4 shows the factor loadings, dimensionality,
and reliability of the overall organizational identity
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Type and level of participation in SOQ over the years _

scale and two subscales (shared organizational experi-
ence and shared personal characteristics). These results
are nearly identical to Mael and Tetrick’s (1992),
except that the “person” question here loads on the
characteristics/personal dimension and the “media”
question loads on the organizational/experience
dimension (both of which make more sense). The two
subscales were highly correlated with the overall scale
(1=.94 for organizational/experience, r=.84 for
group/characteristics), and the two subscales were sig-
nificantly correlated with each other (r=.61).
Reliability for the two subscales was .82 and .72,
respectively, and .85 for the overall scale. The authors
emphasize results for the overall scale but note results
for the separate subscales when appropriate, and the
organizational/experience subscale for the final corre-
fational analyses.

Respondénts '

The respondents come from a variety of countries (29),
mostly from a range of 25 cities within the United States,
but also noticeably from Brazil, the Philippines, South
Africa, Taiwan, Scotland, Mexico, India, and Japan.

Concerning demographics, 59 percent of respon-
dents were male (higher for examiners), the average
age was 43.6 years (higher for examiners), and they
had been working with J&] for 10.5 years (higher for
examiners). Concerning educational levels, overall
(examiners and nonexarminers) 38 percent of respon-
dents had college degrees, nearly 45 percent had some
graduate school or a master’s degree, and 4.7 percent
had a doctorate. Examiners were slightly more likely to
have a master’s degree or doctorate,

Considering organizational position, 44.3 percent
were managers, 7.2 percent were supervisors (all
nonexaminers), 20.9 percent were directors (largely,
but not all, examiners), 2.1 percent were vice presidents
(all examiners), 8.9 percent were professional (mostly
nonexaminers), and 16.6 percent had other job posi-
tions (mostly nonexaminers). Concerning organiza-
tional function, 3.8 percent were general management
{more examiners), 19.1 percent were marketing or
sales {more nenexaminers), 10.2 percent were finance
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| Toble 3 Descriptive statistics and frequencies from quality assessor surveys, from examiners only,

both groups, and nonexaminers only.

. Examiners
Short Question Description Mean s.d.
How Did You First Learn of 50Q?
Company management b5 A8
Quaity institute rep 38 39
Colleagues .08 .28
)} corporate publicity 05 .22
Ofher .02 A5
1 eorporate menagement 0N 1
Why Did You Decide to Become SOQ Examiner?
Professional development 1 87 .34
Beneficial to company 2 81 .40
Personal development 3 72 45
Learn more about other companies 4 59 49
Encouragement from company managerment o 41 49
| was nomincled _ é .33 A7
Opportunity o work J} pecple 7 42 .50
Impraove visibility in company 8 37 49
Beneficial o dept 9 .33 A7
Cpportunity to use quality fraining 10 .35 A8
Opportunity meet other 1) people n 29 A
Opportunity fo Irovel 12 0 24
Value of PREWORK for Your Overdll Training?
{1 little - 5 great velue) 3.87 109
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Table 3 Continved -
Wheot Did You Perceive Gaals of Training to Be?

Understand SOQ criteria 1 93 26
Understand SOG process 2 86 35
Understand scoring 3 82 .39
Colibrote examirer scoring 4 St 50
learn standards best pract 5 A8 50
Eearn conduct as examiner 4 75 A4
Learn work w/team examiners 7 .80 A1
Other 8 04 .19
Examiners

How Well did Training Meet Goals Noted Above?

{1 not at all - 5 very well) 425 44
What Were Areas of Strength in Training?

Hands-on assessment learning 1 71 A4
Learn excellence criferia 2 A5 50
Learn evaluate applicants 3 64 A
Use case study 4 47 A7
Working in feams 5 76 43
Learning from examiners 6 59 49
Interacting w/examiners 7 71 46
Facilitators teainers 8 A3 50
Learn provice feedback 9 81 A9
The prework 10 .39 A9
Use of practice sessions 11 40 A9
Interacting Ql people 12 57 .50
Use appl already scored 13 .28 45
Other 14 01 A4
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Table 3 Continued

Areas of Training thot Could Be improved?

Use best-in-closs-examples 1 82 .30
More emphosis site visit 2 .66 A48
J} case study 3 .34 48
Reduce train exp examiners 4 .23 42
Other 5 a7 .38
Extend training 6 19 A0
Nothing needs improved 7 D4 19
Most important Examiner Things Learned ot Training?

Need fo focus on criferia 1 81 .40
How to score opplication 2 76 43
Consensus-building 3 A1 Ab
Need to read complete applicafion 4 54 50
Language feedback comment 5 59 49
How work with others 6 34 48
Need fo write complete sentences 7 36 A8
Ethics of examiners 8 28 45
Examiners’ conduci code 4 K A7
Cther 10 06 24
How Useful Is SOQ Process for Improving o Business?

(1 net at all - 5 very vseful) 4.64 55

ww,asa.org 73
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Table 3 Continved

Discover Things as Examiner Training Didn’t Prepare for?

Consider differing views 1 .37 A9
Time needed for feedback 2 30 46
Dedl differing examiners 3 .28 45
Consider differing companies 4 .28 A5
Assure balance examination 5 2 Al
Nothing not prepared 6 20 A
Other 18 .39
Handle site visit 8 a7 .38
Interact with applicants ¢ A7 .38
Time needed for site visit 10 .08 .28
Before Getting Involved, How important Did You Think SOQ Process Was?

{1 not so important - 5 very important) 3.53 .99
Differences Between Expected and Experienced SOQ Process?

More demonding 76 A3
More valuable 46 A8
More comprehensive 58 50
Applicable to our business 57 50
More interesting Ab 50
More dynamic 37 49
Less prescriptive A6 .30
More preseriptive 07 26
Other exp-octual differences 06 .24
Less interesting 05 22
Less demanding 04 19
less dynamic 02 15
Less comprehensive a2 15
Less valuable 02 15
Not applicable to our business o1 1
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Table 3 Conlinved

What One Experience as SOQ Examiner Stands Out?

Interactions of examiners 22 A
Reaction of co. nonexantiners .id 35
Other 12 33
Interaction w/ examiners O3 31
Manogement techniques of co. 10 30
Mancgement teams of applicant co. 0 .30
Operaling processes 10 30
Examiner training session 07 26
impact of cultral diff, 05 22
SOQ Involvement lead You to Engage in Other New Activities?

Process improvement 67 47
On feam prepare SOQ application b6 48
Consulting internally A7 .50
Benchmarking 42 50
Training instructing J} 34 .48
Parl in other quality acts. .33 A7
Training instrucling ext. 14 .35
Consulting externally 13 34
Advancement/prometion Ji 12 .33
Additional education 07 26
Other 06 24
No new activities 04 19
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Table 3 Continved

What Personal Benefits Related fo Participation in SOQ?

Learn quality principles i 66 48
Broadened view of quality 2 76 43
Deeper commitment quality 3 45 A8
Valuohle experfise 4 b4 48
Mare global perspective 1) 5 .58 50
Deeper commitment company é A5 30
Network other i8] people 7 .59 A9
Underslending of company 8 A7 50
Work w/internatianal groups 9 .58 50
Meet new people 10 43 4%
No personal banefits 1 01 RN
Other 12 .04 19
Why or Why Not Encourage Others?

Would encourage others 1 1.0 0
Opportunity learn from others 2 .90 .30
Professional development 3 .88 33
Personal development 4 21 A6
Excellent training 5 70 Ab
Networking 6 .52 .50
Helping other companies 7 3t A7
Other positive reasons 8 10 .30
Would not encourage 9 .02 15
Too time-consuming 0 02 135

Nonexominers

Level of Fumiliarity with SOQ Process?

N s.d.

{1 not at oli - 5 very familier)

3.22

119
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Table 3 Continved

How Became Familinr with SOQ Process? N Pt
Helped dept unit company application 22 14.5
Training mestings workshops 20 132
Participation in self-assessment 15 2.9
Informal discussion word mouth coworker 11 7.2
Boss supervisor higher-ups é 39
Printed materials brachures literature 6 3.9
Part involvement w/teams from prog é 3.9
Compony received award 4 2.6
Individual specific person 4 2.6
Human resources 3 20
Adopting the process 3 2.0
This survey 2 1.3
Individual is examiner 1 7
integration programs JJ i 7
interview with manager who is exom i 7
J) participation i 7
Company orientation E 7
Through gip process 3 7
Translated the guidelines 1 7 %_
Involved in gmp (2} ] 7 %
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Table 3 Continved

Examiners Both Nonexominers -
Demagraphics Mean s.d. Meon sd. Meon sd,
Female 1 male 2 1.7 5 1.4 5 1.5 5
Age (22-59; 43.6 7.2 32.2 8.8 37.2 8.8
Years with 1 {<1-34) 14.4 8.3 10.5 8.7 8.4 82
Years a5 SOQ examiner 2.4 1.4 - -
Participated 1993A N 3 - -
Parficipated 1993 A A
Participated 1994 3 5
Participated 1995 8 A
Participated 1996 b 5 - - - -
Perticipated 1997 3 5 - - - -
No. of exams completed {1-6) 2.0 1.3 - - - -
Exam team leader 1y 2n 1.6 5
Education N Pet "N Pt N Pet
Sec high school 5 8.0 12 51 7 4.6
Seme college 2 2.4 8 7.7 16 10.5
College 35 42.2 8% 379 54 355
Some graduate school 6 7.2 3 13.2 25 16.4
Masters 29 34.9 74 3.5 45 2%.6
PhD 6 7.2 1 47 5 33
Position
Manager 40 48.2 104 44.3 64 421
Supervisor 0 0 17 7.2 17 11.2
Director 32 38.6 4% 20.9 17 11.2
Vice president 5 6.0 5 2.1 ¢ 0
President 0 0 0 0 ¢ 0
Professional 3 36 21 8.9 i8 11.8
Other - 19 named . 3 34 3¢ 16.6 36 237
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Table 3 Continued

Function N Pet N Pet N Pet
General menogement é 7.2 4 38 3 20
Markesing sales 13 157 45 19 32 2
Finance accounting 8 9.6 24 1.2 16 10.5
Research develapment 5 6.0 16 6.8 1 7.2
Manufacturing/logistics 14 16.9 40 17.0 26 17.1
Guality assurance 4 7.2 16 6.8 10 6.6
Quality manugement 17 20.5 24 10.2 7 4.6
Human resources 5 6.0 19 8.1 14 9.2
Other + 20 named 4 10.8 42 17.9 33 21.7
Examiners Both Nonexaminers

Organizational identification {1 sirongly disagree - 5 sirongly agree]

Critisizing J) is a personal insult *4.22 81 407 85 3.99 86
Interested what others think 1) 4.36 49 4,32 72 4,30 74
Use “we” not “they” . 4.60 50 454 64 4.51 66
Organization's successes mine " 4.42 72 4.25 79 416 81
J) praise personal compliment 4.3 83 4.14 81 405 79
Act like JJ person *4.33 80 4.07 .87 39 88
Media crit embarrass me *4.8 80 4.01 89 3.92 92
Rev-not act ypical Jj person 384 1.05 379 1.04 376 1.03
| have qualities ypical 1) pers 407 75 3.90 4 KR:A .82
Organizational Ident. Scole * 426 55 413 56 4,05 .55

Subscales:

Organizational/expetience *4.35 55 4.23 57 4.16 57

Group/ characteristics * 408 48 3.92 72 3.83 73

Nate: Examiners N=83; Nonexaminers N=150
Ranking of items for some questions are based on weighted frequencies [see text)
* p<.05, comparing exominers to norexaminers
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Table 4 Factor analyses of organizational identification variables—

for all items, organizational/experience items, and group/characteristics items. - .

Organizational Identification Scales

Orgonizational / Group/

Variables All experience characteristics
insult 76 80

think 48 73

1k 42 b4

success 49 72

praise 78 79

pezson 83 84
media 59 65

typical n 52 T4
typical y 43 81
Eigenvelue 4.2 32 1.9
%. variance "46.7 529 b4.4
Reliability 85 82 72

Note: Caly factor loadings > .60 are shown for the two subscales.

or accounting, 6.8 percent were research and develop-
ment, 17 percent were manufacturing or logistics, 6.8
percent were quality assurance, 10.2 percent were qual-
ity management (five fimes more for examiners than
nonexaminers), 8.1 percent were human resources,
and 17.9 percent named 2 variety of other functions
{twice more for nonexaminers than examiners).,

Examiners had been involved as SOQ examiners for
an average of 2.4 years, completed nearly two exami-
nations, participated more frequently in 1995 (81 per-
cent) than 1996 (55 percent), 1994 (33 percent), or
1997 (33 percent), with 29 percent being team leaders.
These changes in participation levels may be a result of
other organizational initiatives that required the atten-
tion and expertise of experienced SOQ examiners, or it
may be 4 reflection of changes in the SOQ cycle times
that did not make it possible for experienced examiners
to participate several years in a row,

80 QMJ VOL. 9, NO. 1/© 2002, ASQ

What Influences an Individual
to Become an SOQ Examiner?

Sources Two-thirds of the examiners first learned of
S0Q through their own company management, 18
percent through a J&] Quality Institute representative,
and 8 percent through colleagues. The most common
ways nonexaminers became familiar with the S0Q
cempetitive assessment and recognition process
included helping with the department/unit/company
application, training/meetings/workshops, participa-
tion in the company’s self-assessment, and informal
discussion, and word-of-mouth with coworkers and
peers. Overall, nonexaminers were moderately familiar
with the SOQ process (3.2 on the 1 to 5 scale). Note,
however, that nonexamjiners were given their surveys
by examiners, so they are likely more familiar with
S0Q than the general nonexaminer,
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Reasons The highest ranked (weighted) reasons for
becoming an SOQ examiner included professional
development, benefits to the company, and personal
development. Other highly ranked reasons included
learning more about other companies, encouragement
from company management, being nominated, oppor-
tunity to work with J&f people, improve one's visibility
in the company, beneficial to the department, and
opportunity to use quality training. Motivations for
becoming an SOQ examiner include belongingness
(working with others, benefits to department or organi-
zation), esteem {visibility, encouragement), and seif-
actualization (development, learning, training).

How Do Examiners Evaluate
Their Experience?

Training Before training, examiners receive materials
that provide an overview of the SOQ process and train-
ing. Generally, these prework materials were seen as
relatively valuable (3.9 out of 5). The highest ranked
perceived goals of the training itself were to understand
the SOQ criteria, understand the SOQ process, and
understand the assessment scoring. Less frequently
mentioned goals were to calibrate examiner scoring,
learn the Dest-practice standards, learn appropriate
conduct as an examiner, and learn to work with 2 team
of examiners. The highest ranked ways that training
met those goals included hands-on assessment lean-
ing, learn excelience criteria, learn how to evaluate
. applicants, use of a case study, working in teams, learn-
ing from examiners, and interacting with examiners.

The highest ranked areas of training that could be

improved included use of best-in-class examples, more
emphasis on the site visit, and use of a J&] case study.
The highest ranked areas about the examiner
pracess learned during training included the need to
focus on the criteria more, how to score the applica-
tion, and consensus-building, The next highest includ-
ed the need to read the complete application, and what
fanguage to use to provide feedback comments. The
highest ranked areas that the training did s0f prepare

the examiners for included considering differing per-
spectives, the time needed for feedback, dealing with
differing examiners, considering differing companies,
and assuring a balanced examination,

Expectations and Experiences

The greatest differences between what the examiners
expected from the SOQ process and what they experi-
enced included more demanding, move valuable, and
more comprehensive, followed by applicable 10 J&]'s
business, more inferesting, and more dynamic. In spite
of the moderately high importance respondents had
assigned to the SOQ process before getting involved (3.5
out of 5), it seems that the experience was more posi-
tive and useful than expected, implying that the bene-
fits of being an examiner are not well advertised or
understood beforehand, thus generating fewer volun-
teers than are possibie.

Experience During and After
50Q Process

The highest ranked experiences as a SOQ examiner
included interactions of examiners, the reaction of
company nonexaminers, and interaction with other.
examiners. Note that the top categories have to do with
belongingness. The most frequently mentioned other
new activities that SOQ involvement stimulated includ-
ed process improvement, being on the team to prepare
a S0Q application, consuiting internally, and bench-
marking. Thus, involvernent as an examiner also gen-
erates subsequent organizational benefits in quality
improvement areas.

The highest ranked personal benefits related to SOQ
participation inciuded learn quality principles, broad-
ened view of quality, deeper commitment to quality,
developing vaiuable expertise, 2 more global perspec-
tive of J&J, and a deeper commitment to J&]. While the
self-actualization motivation is apparent here {learn-
ing, expertise), there js also a strong belongingness
aspect (global perspective and deeper commitment to
the company). ‘
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Almost all respondents would encourage others to -

participate in the SOQ process. Their reasons included
the opportunity to learn from others, professional
development, personal development, excellent training,
and networking. Again, motivations included belong-
ingness (networking) and self-actualization (learning,
development, training).

Overall, while examiners felt that the SOQ process
was of only moderate importance for J&] (3.5 out of 5),
they felt that it was very useful for improving a business
in genera! (4.6). This may be because J&] already
emphasized quality management and implemented
ONZoing assessments.

How is Organizational

L3 ] L] + 4
|dentification Associated with
Being an S0Q Examiner?
Levels of and differences in organizational
identification
Overall, respondents generally identified with J&], as
indicated by the average organizational identity scale
value of 4.1 (from 1 = strongly disagree t0 5 = strongly
agree). Examiners had a stronger overall identification
with J&] than did nonexaminers {43 to 4.1), with a
greater difference related to the group/characteristics
subscale (4.1 to 3.8) than to the organizational/experi-

ences subscale (4.3 to 4.2) {al] these differences were
statistically significant, p<.05).

Relations among
Demographics and
Perceptions with
Organizational Identification,
Overall, and hy Examiners or
Nonexaminers

Table 5 shows correlations between organizational
identification variables, examiner questions, and
demographic measures, for the full sample, examin-
ers, and nonexariners, For examiners, the ohly sum-
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mary iter even weakly associated with overall organi-
zational identification was examiners’ evaluation that
the SOQ process was useful for improving a business.
That is, the more they identified with J&] overall, the
more they felt the SOQ process would be useful for
improving businesses. Prior perceived importance of
the SOQ process, years as an examiner, number of
examinations completed, and serving as a SOQ team
leader were not assoctated with organizational identifi-
cation. Because organizational identity is higher for
examiners than for nonexaminers, but the extent of
S0Q participation by examiners (vears, examinations,
team leadership) was not associated with organiza-
tional identity, it seerns likely that initial identification
with the organization slightly contributed to the rea-
sons for becoming an examiner, rather than the
assessment experience increasing examiners’ organi-
zational identification. Of the demographic variables,
increased age for examiners, and increased age and
organizational tenure for nonexaminers were slightly
but significantly associated with the overall organiza-
tional identification scale. For both groups combined,
increased age and increased years with J&] were both
slightly associated with the organizational/experience
subscale. Gender and education were not associated
with organizational identification.

Finally, to take into account that age, years with
J&], and being an examiner vs. 2 nonexaminer were
somewhat interrelated, the authors conducted a sum-
mary regression for the two groups overall predicting
the erganizational/experience identity subscale by age,
vears with J&J, and membership in either grouping.
They also conducted an analysis for examiners only
including the usefulness for business measure. Table 6
summarizes the results.

For both groups together, after controlling for exam-
iner or nonexaminer membership, only vears with J&]
remained as a predictor of the organizational/experi-
ence identification subscale (explaining only about 8
percent of the variance). For examiners only, both vears
with J&J and perception of the extent of usefulness of
SOQ process for businesses were significant predictors of
the organizational/experience identification subscale
(jointly explaining 11 percent of the variance).
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Table 5 Correlations of organization identification scales with evaluation measures, and

demographic variables, for both groups, J&J examiners, and nonexaminers. . -

Both (N=207)

Education Gender Age Years
educotion
gender ff=1, m=2) 13
age 03 32
years w/co 04 .30 g4 -
org identity 05 15 .26 25

Orgonizational identification scales

Alf Org Group
Exgminers (N=67)
Nonexaminers [N=135]
gender -.08 -.03 -15
A2 A7 02
age : 21 .28 04
15 B H
education 05 -01 a5
04 02 -13
years w/comapny A7 20 .08
3 23 14

Examiners (N=73)

Organizationdl ideniification scales
All Org Group

Before getling involved, how important did you think SOQ process was for 182
07 10 .0

How useful is SOQ process for improving o business?
.29+ .29 24

How many years have you served as o SOQ examiner?
A5 16 0%

How many examinotions have you completed?

08 a6

Have you served as an examination team leader?
-05 -05 ~04

'p0l ** pe001

www.asq.org B3

B002, ASG



Motivation, Ordanizational Identification, and Experiences of the Quality Examiner

Table 6 Regression and covariance analyses, both groups and examiners oniy, predicting

organization/experience identification subscale.

Both groups, controfling for examiner/nonexaminer (covariance enalysis)

Predictors:
Age not significant
Years with J&J heta=,27"

Examiner/Nonexaminer

not significant

Adiusted R2 .08

F 21209 4.9%
Exominers only

Prediciors:

S0Q useful for improving business beto = . 27*
Years with &) beta = .27*
Adjusted R? A1

F 12,20 4.9%

* p<.05; * pe1; T p O]

The authors expected that organizational identifi-
cation wouid have been associated with being an
examiner, possibly because high identification inspired
people to volunteer. The simple t-test between the
groups showing higher identification for examiners,
and the lack of significant correlations of levels of
examiner experience with organizational identifica-
tion, both implied this was the case. Because examiners
were older and had been with J&] longer, however, the
t-test results were overestimates of the true difference
between the groups. The best single influence on
greater organization/experience identification was
more years with J&]. This is not particularly revealing,
It simply indicates that organizational socializing
processes, especially within a company that fosters a
strong mission and identity, are operating well.

For examiners, higher organizational identification
was also associated with feeling that the SOQ process
improved business in general. This indicates that those
who are more socialized into the J&] identity and mis-
sion are more likely to feel that quality improvement
approaches are good for business.
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CONCLUSIONS AND

IMPLICATIONS

This study was stimulated by the diffusion of both
national and intraorganizational quality assessment
programs, and the work and effort required by quality
application examiners. In particular, the authors were
interested in understanding the motivations of these
examiners for participating in the assessments, whether
this was a function of their identification with the
sponsoring organization, and some of the expectations
and experiences of these examiners, Here, the authors
studied examiners for the worldwide J&] Signature of
Quality initiative and comparable nonexaminers.

Summary of Results

Personal motivations for participating as an examiner
were predominately self-actualization and belonging-
ness, with sorne pragmatic emphasis on improving
quality in one’s own organization or unit {safety and
belongingness). With respect to training, the best
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aspects of training included hands-on experience,
excellence criterig, case study, and learning from other
examiners. The most important focus was on excel-
lence criteria and application scoring. Suggested
improvernents in training included best-in-class exam-
ples and site visits; better coverage of differences in per-
spectives, examniners, and other companies; and the
time needed to prepare feedback. With respect to expec-
tations compared to experiences, people underesti-
mated the amount of timé and energy required, but
more important, with respect to possible communica-
tion strategies for encouraging organizational mem-
bers to volunteer to be an examiner, the value, applica-
bility, nature, and comprehensiveness of the SOQ expe-
rience, With respect to the experfence in general, the
best aspects were interactions with other examiners and
the applicant company nonexaminers, the SOQ process
was perceived as highly valuable for improving busi-
nesses, participation led to more individual activity in
process improvement and being on SOQ application
teams, and personal benefits involved learning and
valuing quality principles.

The only variables significantly associated with
higher organizational identification were, for all
respondents, more yvears with J&, and for the examin-
ers, a greater perception of the usefulness of the SOQ
process for improving businesses. These results raise
the question of whether being an examiner per se,
either through selection or experience, is related to
organizational identification. The simplest explanation
seems to be that people who have been with J&] longer
are more likely to identify with the organization and
are more likely to become examiners, possibly because
of ongoing socialization within this organization’s
strong culture, Although this finding is supported by
other researchers (Dutton, Dukerich, and Harquail
1994; Gonzalez 1996; Kramer 19%1) who have asserted
that higher degrees of contact with the organization
(more years of employment), and thus with aspects of
its identity, leads to higher levels of internalization on
the part of organizationa! members, it does little to
connect examiner participation directly with organiza-
tional identification per se.

The second finding, that for examiners, greater per-

ceived usefulness of the SOQ precess for improving
businesses is associated with higher levels of organiza-
tional identification, might have more significance,
especially when coupled with the findings that partici-
pation as an examiner helped one see the value of S0Q
for improving 2 business, and that most examiners per-
ceive greater personal and organizational benefits from
the experience than they had expected. These relation-
ships might be useful in developing more persuasive
explanations of the role and value of organizational
self-assessments in particular, and general TQM
processes, such as the MBNQA——that is, that these
activities, even when requiring considerable volunteer
effort, as useful for business in general, and not just for
symbolic or promotional purposes within J&].

There are several theoretical and practical implica-
tions to be drawn from this research. In the arez of moti-
vation, it is useful because it brings Maslow's (1970)
framework back to the arena of motivation research.
True, some (Landy and Becker 1990; Pinder 1984) con-
sider it to be a {too) universal theory of work motivation.
In other words, Maslow’s theory has been applied (per-
haps mistakenly so) to explain ali work behavior, rang-
ing from decision-making to quality and quantity of
work. In describing Pinder's proposition for middle-
range theories of motivation, Landy and Becker state:

“Instead of developing new theories to deal with all
behaviors, we should concentrate on developing less-
ambitious theories that deal with a limited range of
behavioral phenomena...current motivation theories
are expected to do too much, to predict too wide a
range of dependent variables.”

However, note that enly two of the many reasons
sources for becoming an examiner were externally gen-
erated—being nominated and encouragement from
company management— while all the others were
internally generated and easily grouped into Maslow's
motivation categories. By highlighting the personal
values and benefits, as well as the formal organization-
al benefits, of becoming an examiner, those that man-
age the 50Q process might be able to develop more
focused materials and encourage greater participation.

In the area of organizational identification, this
study extends the literature by demonstrating that cer-
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tain activities that might be thought to increase orga-
nizational identification (participation 4s an examin-
~er) do not appear to have the expected outcorne (high-
er levels of identification), nor does identification seem
to be 2 mechanism of unobtrusive control (Barker and
Tompkins 1994; Bullis and Tompkins 1989; Tomkpins
and Cheney 1985) by fostering increased SOQ partici-
pation, once organizational tenure is controlled. It may
be that identification controls some work behavior, but
it clearly does not govern all choices. It also may be the
case that organizational identification is not a highly
manageable construct. Here, organizations may have
little success trying to fustify internal assessment partic-
ipation on the basis of organizational goals, identity,
and commitment.

Limitations and
Recommendations
for Future Research

The examiners of the Johnson & Johnson SOQ process
were the sole focus of this study. This can be construed
as limiting the generalizability of these findings to
other organizations. Organizational factors may well
differentially infiuence the extent and form of quality
motivations. For example, Sitkin, Sutcliffe, and
Schroeder (1994) argue that TQM involves two essen-
tially different goals, learning and control, and that
managers must achieve a balance between these two
orientations to match their organization's situational
uncertainty. Carson and Stewart (1996) refer to these
two as the sociotechnical approach and the traditional
approach. The control component of quality involves
minimizing variance, achieving consistent product and
service quality, and meeting customer needs, These
goals imply standardization, routineness, and moder-
ate certainty, which would also work to suppress
experimentation and radical innovation. Under this
orientation, individual workers would be encouraged
to monitor and provide feedback about their activities
but not to take excessive initiative. Thus, they would
be less motivated to take on peripheral activities and
less rewarded by intrinsic job satisfactions.
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The learning component would emphasize inde-
pendent thinking, learning feedback, autonomy, incen-
tives for invention, and so ofx. It may well be that moti-
vations for quality participants would be different, or at
least differently supported, in total quality control
implementations vs. total quality learning implemen-
tations. At the time of this study, however, J&J had 168
Separate operating companies around the world. But
the level of organizational identification for both
examiners (M=4.05 to 4.26) and nonexaminers
(M=3.8 to 4.1) across the responding organizations
was relatively high. Given the highly decentralized
nature of J&], it is interesting to see that there is still a
strong sense of what it means to be a J&] employee that
extends beyond the borders of country and culture, and
thus presumably specific organizational culture or
work environment.

Given that several organizations (AT&T, Intel,
Hewlett-Packard, and others} have shifted to an inter-
nai, Baldrige-based approach for self-assessment that
makes use of employees as examiners (also called
reviewers, auditors, and consultants), this research has
increased relevance. First, such research at least high-
lights the experiences and outcomes for the employees
who are charged with a large part of the completion
and success of such programs, and provides some sug-
gestions for improving internal communication and
training. Second, it offers a way to begin evaluating
and comparing employee perceptions regarding the
viability of such a framework, the value of the training,
and so on. As more and more companies make use of
the Baldrige Award criteria or Baldrige-based instru-
ments, this becomes a more timely endeavor.

It is also recognized that several limitations are pre-
serted by using a survey to tap info the complex con-
structs of motivation and identification. This was espe-
ctally challenging for exploring motivation. The survey
was designed to uncover factors that would motivate an
individual to become an S0Q examirer, but by trying
to develop an exploratory survey for understanding
employee motivation while also trying to preserve the
language and phrasing uncovered during the pilot test
of the survey, the authors may have sacrificed some of
the construct validity. That is, self-actualization and
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belongingness statements may have been oversampled
and thus overrepresented on the full survey. However,
these were the terms generated and selected by the two
groups of respondents. In the future, it would be wise to
reassess the questions prior to administration and to
consider using another pretested instrument to assure
concurrent validity. It would also be valuable to con-
duct interviews or focus groups to augment the survey
findings, and perhaps conduct some participant obser-
vations of how members discuss, or encourage, S0Q
participation. Alternatively, even with a survey method-
ology, respondents could provide open-ended textual
explanations. These could be analyzed to identify the
intraorganizational issues, communication processes,
clusters of meanings that examiners associate with
their role, and accounts justifying taking on the exam-
iner role or dealing with the challenges of the role
(Tompkins and Cheney 1983).

The second construct measured through the survey,
organizational identification, posed fewer challenges
since several instruments are available for measuring
both organizational identification and commitment. It
was decided that Mael and Ashforth’s (1989) instru-
ment was more manageable and appeared to have the
greatest conceptual clarity. It would be interesting and
valuable, however, to see if Cheney’s (1983)
Organizational Identification Questionnaire (01Q),
which has high reliability (Barge and Schlueter 1988),
would yield similar results, Of course, it is also worth
noting that the Cheney instrument has been subiected
to considerable criticism over the years (Miller, Allen,
Casey, and Johnson 2000; Miller, Johnson, and Grau
1994; Sass and Canary 1991) for the negligible distinc-
tion it provides compared to the Mowday, Steers, and
Porter {1979) organizational commitment instrument.

" As such, the Mael and Ashforth instrument may have
been the better choice,

Another recommendation might be to follow the
steps of Scott (1995; Kleinfeld 1996) to determine if iden-
tification levels differ across targets. In other words,
aithough examiners and nonexarniners identify strongly
with J&] as a whole (though slightly higher for examin-
ers), they may show different levels of identification with

their respective- companies. This might, in turn, have
implications for the recruitment, training, and manage-
ment of examiners within specific companies.

A final limitation of the present study involves the
sampling technique used. There is little question that
the process used to select the nopexaminer cohort may
have led to some bias in the cohort group. Examiners
may have selected others who shared their orientation
toward SOQ and quality in general. In terms of practi-
cality, however, there would have been no other way to
include this nonexaminer group in this study, and ask-
ing for explicit differences in organizational tenure
among the nonexaminers was one way to increase pos-
sible variability in respondents.

A final recommendation for further study would be
to conduct 2 similar study on a national level, to assess
motivation and identification for MBNQA examiners.
Although the general role is the same, several aspects
are different. For J&J examiners, participation is
absorbed into their role as a J& employee. For examin-
ers on the national level, participation is in addition to

regular work expectations and hours. There are finan-

cial implications as well. On the national level, exam-
iners must cover the costs of their trip to and from
Gaithersburg, M. D., for examiner training. Given
some of these factors, it would be interesting to see if
individuals were motivated by the same needs, and
derive the same personal and organizational benefits,
as those who function within the safety and constraints
of a single organization,

In summary, this research begins to pave the way
for exploring what is becoming a key organizational
role: the internal assessment examiner. As potential
“change agents” (Hutton 1994) for the organization,
and as a sound way for involving employees in corpo-
rate quality efforts (Riordan and Gatewood 1996),
examiner actions and behaviors have significant impli-
cations. Finally, as more and more organizations con-
tinue to use Baldrige-based instruments and criteria for
internal assessment, it will become increasingly impor-
tant to understand ali of the facets of participation in
such a programn, from the stahdpoém of the individual
as weli as the organization,
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