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Carla Brunetta traveled to Turkey as part of the team assessing a local firm, but was

unable to advance the investigation, despite Timothée Scribble’s audacious

intervention. Will the others be more successful?
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CHAPTER EIGHT

Where the end draws near

While all these events were happening in Turkey, the investigation
continued in other European cities, though with much less drama.

Natalie arrived at the Central Station in Brussels at the same time
as Carla was landing in Istanbul. The following day, she went with
the team of assessors to the South Hospital. She could remember 
the message that needed to be deciphered57: “using market research,
customer surveys...to determine customer current needs and expecta-
tions for products and services.”

– The wording is too vague, that can mean anything. I wonder what
I can do with it.

And she thought that their common approach was no quality at all.
Everybody had left hastily in a carefree mood without the least method,
and without a clear vision of what they had to search for. Fortunately
she had been entrusted with the process criterion. This way, she would
be at the heart of the problem, which wasn’t Carla’s case.

She teamed up with a Dutchman, Hans Peter, who was a charming
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57. Criterion no. 5.c.1 of the model, which was quoted 5.3.1 in the Sudoku puzzle
deciphered in chapter 6.



man with a frank look and who was a professional physician58. As he
had more experience than her, she decided to follow his lead. She
needed some room to observe things, and to spot the least sign or
hitch. Her experience as an auditor would be useful. One could learn
a lot from the behaviour of the audited parties: sometimes they eluded
embarrassing questions or embarked in endless discussions about
issues they felt it was safe to address. The first method was to spot the
doors that were clearly locked. And to drive the audited parties to
make a mistake, allowing all of them to speak, even those who were
not supposed to do so initially. Sooner or later, one of them would
supply a piece of information. She was quite aware that, acting this
way, she was not pursuing the actual objective of the site visit, which
was identifying practices that did not appear in the submission
document. The exchange she was supposed to trigger needed to be of
benefit to her interlocutors and help them demonstrate their practices
more clearly.

– Doctor Witt, how do you identify your patients’ needs or, in other
words, how do you adapt your service to their needs? Hans Peter was
speaking to the department head in the hospital.

Obviously, he had prepared his reply, which came quickly. It
underlined an area in which the hospital was particularly proficient.

– Naturally there are the health care needs of the general
population and those of our local people. We monitor the population
thanks to regular epidemiological studies. For example, we noticed
a strong aging trend in our geographical area. Since geriatrics is a
growing field, we try to find solutions to the health problems of older
people. Our teams are presently working on stimulating the potential
of older patients with dementia through music therapy to improve
their food intake.

As everyone looked surprised, Dr. Witt went on:
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58. There is no obligation, but it is better to have a team of assessors including one or more
experts in a discipline similar to the one of the applicant.



– Since 2000, we have seen that popular music can be beneficial
to people with Alzheimer’s disease. We wanted to go further by
teaching patients how to eat on their own again by associating food
intake with a type of music that refers to the collective memory of
the patients’ youth. You see, as Hélène Payette from the Quebec
Centre of Gerontology explained it very well, “the food taken by an
older person is a primary factor of the nutritional risk and plays a key
role in the delicate balance...”

– Thank you, Doctor, Hans Peter interrupted him. I can understand
your enthusiasm. However I must be mindful of the time available to
us and concentrate on practices. Although I can see that you care about
your patients’ health, I do not understand how you identify their needs
since you cannot work in all directions simultaneously.

– It is the result of a method and a concern. Our method consists
in observing; our concern is to improve our patients’ health, that is to
say the result. Let’s take the example of cardiology. We were informed
by surgeons and cardiologists in the region that some needs were not
covered, and this information lead to developing a specific programme
that mobilizes all the capacities of the hospital. Observations can also
be made by our agents: our programme to prevent people from falling
results from what our nurses noticed about the cost of treating this
type of problem within the institution. So we created a software to
collect data that help us to better understand the circumstances in
which people fall and, consequently, to select our preventative
measures. Actually, we did not realize the extent of that phenomenon:
we estimated at 600 the number of falls each year. In reality, the
systematic collection system that we put in place showed a number of
1,500 cases. The disclosure of such a large figure silenced all the
opponents to the programme. Management by facts helps all parties
to agree. Here, employees are strongly associated with all the
programmes. I’ll end with another example: in response to an express
demand from our staff, we started thinking about the issue of pain
management. Our patients suffer and there was some reluctance in
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the medical sphere to address that. Like an old reflex! In fact, you see,
we realize that the quality approach makes it possible to bring changes
into cultures, preconceptions and habits, forcing us to take a hard look
at reality, without bias or pretence. We trace each problem one after
the other and we commit to treating them.

– Well done, Natalie said to herself. That guy was able to dish out
four of the quality principles without answering the question:
listening to customers, continuing improvement, management based
on facts, and people involvement.

He did not fool Hans Peter either. It would be surprising that the
institution did not apply the quality principles. The doctor’s remarks
did not answer the question. So Peter went on the offensive again.

– I surely can see that a host of initiatives enable you to supply
services that are constantly closer to your patients’ needs. In your
submission document I also noticed that you mentioned Snoezolen
rooms and telepsychiatry. Could you explain to me how you prioritize
the problems, and what mechanisms imply that a project takes
precedence on others because, in the final analysis, all these projects
require a lot of time and will mobilize resources?

– In other words, how actions are aligned on policy?
– Or how is policy deployed? the Dutchman answered tit for tat.
– Our actions must fall within the philosophy of our institution,

and we have a guidance committee that decides to carry on with the
projects that are submitted to it in light of the institution’s objectives.

– Do you have decision criteria?
Natalie Knight could see where Hans Peter was driving at. Every

department head likes to boast about his work. If the orientations of
the institution are not understood well and accepted, deviations will
happen, as everyone will try to take all the credit, which is quite
normal when the employees are invited to make proposals and to take
initiatives. How can we reconcile these antagonistic strengths, to
channel energies onto challenges without drying up inspiration as
well as the capacity to exceed what is required by standards? This
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requires good team work and flexible minds. The winning firms are
those who are able to create that flexibility. However, there is no
process included in management maps for this key factor of success,
although managers should worry about it. The necessary conditions
must be set for a firm to last!

And the conversation went on, with Natalie as an observer. If
something goes wrong and if the doctor is aware of it, he may try to
pass a message to keep us out of things. She was listening. The figures
in the Sudoku puzzled her. If something happened here, it must
concern a patient. We should have a 6 or a 4 c if an apparatus was
involved. The denunciation under the form of 5.c.1 was definitively
too vague and totally useless. It was as if they had applied an unsuited
indicator59.

– Medicine is not a science that is set once and for all, the doctor
explained. We still have a lot to learn and research is at the centre of
our activity. Every physician makes efforts to find solutions suited to
his patients.

– “Using market research, customer surveys... to determine
customer current needs and expectations for products and services.”
What if the cause of the deviation was there? the young assessor
wondered. Maybe experimentation was favoured over basic care.
How to make sure of it? The denunciation refers to a practice and
not an isolated case. If services are not designed and supplied in
conformity with expectations, the measurements for customer
satisfaction under criterion 6 should match. In other words, I should
find a link between #5c, 6.a.2 and 6.b 260. The results at 6.b.2 must
anticipate the ones under #6.a.2: the performance improvement
must generate an increased satisfaction feeling in the customer.

She asked to see the results of the customer surveys and then the
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59. Indicators have undesired effects that can be summed up by this maxim: “People do
not respect what you expect but what you inspect”. Just a reminder: an indicator is intended
to have people react, to give food for thought.

60. This is the assessment of causes for the result criteria (6, 7 and 8).



figures given by the internal indicators on their satisfaction. The levels
they had reached were high and on the rise. The conclusion was
obvious: she was going the wrong way.

She had done enough work for today. The visit was exhausting and
she was keen on playing her role correctly.

Back to the hotel, in the evening, Hans Peter was surprised by her
attitude.

– Sometimes it seems to me that you are not concentrating on the
issue we were entrusted with. Aren’t you confident that our colleague
can get through the assessment? When it is time to reach a consensus,
you will have the opportunity to make comments and to defend your
point of view. At the moment, you must gather all the information
you can to answer their questions.

She blushed suddenly though he had used a friendly tone, as if he
was her older brother. She could not offer him any explanation.
However she reacted swiftly and took the bait.

– The company is a whole system, but we only examine a few
aspects of it. I need to have a global vision in order to better assess
each element.

– I do not share your concerns, although I understand them. As a
group we examine the way processes are working and, so, the
transversal relations. However, each one of us examines only specific
processes. For that reason, we have a limited understanding of
interactions. That’s why we need consensus meetings. This morning
we spoke of innovation under criterion 5.c., that is the design and
development of services according to the customers’ expectations. In
that context, we referred to the different ways we can use creativity
and the employees’ abilities. But to measure creativity put in practice,
we have to look at many other sub-criteria: the stimulating and
encouraging role of supervisors (1.a.), the use of creativity as a
support to policy (2.b.), encouraging the creative and innovative
behaviours (3.c.), the use of information and knowledge (4.e.)…
That is what we call the red threads of the model61, which make it
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consistent. In other words, our understanding of #5.c will be
compared to what our colleagues could get on the sub-criteria I just
mentioned to you62.

– And what happens if we disagree?
– That’s not the proper term. We do not have differing opinions.

Together we put on the table all the facts that were submitted to us
and together we rebuild the puzzle.

The week passed by. Nothing happened and the consensus
meeting did not cast any light either. On Friday afternoon, Natalie
took the train back to Paris with the feeling that her mission had
failed. What had the others done? She would find out very soon. The
whole group was due to meet the following day. She had been affected
by the prohibition from making phone calls to avoid suspicions.

She was the last one to push the door of the Russian restaurant
“The Three Violins,” a wonderful place where music and vodka go
well together. Everybody was there, Daniel, Tim, Carla, William and
Pedro, as happy as schoolchildren reunited after a long summer
break. The state of Tim’s face, which looked like a boxer after a fierce
match, immediately started a group discussion. Scribble had nobly
refused to give them the least explanation until Natalie’s arrival.

– Now, listen to the feats of Lord Tim!
He told them how he had taken the form of an American tycoon

and given a course of economics to an audience of officials who were
amazed by the vast extent of his knowledge and wisdom.

– They were in my hand and too happy to do business with me. It
was a character role perfectly suited to me. Believe me; I could not
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61. The red threads are links between the sub-criteria of the EFQM model. They appear
under § 3.2 at the beginning of the model then under § 4.4.

62. In the case of price, the quotation consists in searching for a consensus between people
who differ in sensibility, education, competency, and even in culture, each with their own
knowledge and understanding of one part of the firm. Bringing together and comparing the
various points of view make the assessment an invaluable tool.



be truer to life! Then, he went on pompously, I slipped into the skin
of another audaciously comical character which enabled me to
disappear out of my pursuers’ sight. And I joined a stunned Carla.

Brunetta interrupted Scribble’s speech to describe his arrival in
full Scottish dress kilt and they all cried tears of laughter. The secret
agent accepted this tribute to his talent and then he picked up the
thread of his story.

– I left the hotel in plain clothes and made my way to the
warehouses. I was convinced that consignments contain something
other than mechanical pieces, and what will come next can only
confirm that I am right.

– So what, did anyone spot you? Charmé asked.
– Someone must have betrayed me. They dropped on me like

cowards, in incredible numbers. Obviously they had been informed
of my presence. I demolished them and knocked them out. My word!
They were unable to collect all their pieces! Scribble told them
whirling his arms around.

– It would appear that you received some blows, though, when we
look at your face, Charmé insisted.

– Not a scratch, Sir! What you see here is the result of the
fortuitous encounter between my car and a wall. I freed myself
realizing that it was not a proper day of a thorough investigation and
I left with my car. They chased after me – at least those who were still
alive – spraying me with bullets. A careless native crossed the road
and, to prevent a needless tragedy, I chose to park my car a bit
violently against a wall. The police kicked up a huge fuss about it!

– And your old buddies got you out of the sorry mess that you
created, endangering Carla and the mission! the Police Chief yelled.

A silence followed Charmé’s outburst.
– Anyway, said Brunetta, nothing happened. The visit was done

and the plant stays in operation.
– Same thing for me, added Natalie, who told them her week.
Pedro Amoroso nodded. He had nothing to report. Then they all
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turned their heads towards William Rubio. He had been in Greece.
– I got to know a remarkable man, a very pleasant Swedish guy,

who studied maths and with a huge literary culture. He was our senior
assessor. We talked a lot and he taught me a lot about quality and the
way it has changed in recent years. He has a vision of the EFQM
model that differs radically from the perspective of a new assessor
who sees in the model a method to determine a mark in view of giving
an award. For this expert in quality, “the EFQM model is a wonderful
management instrument that synthesizes the functioning of processes
within the firm. The manager has in his hands an account of the
running condition of every process, providing one remains distant
from the official separation between the strengths and the points to
be improved.” He insisted: “We have to learn to read the model
moving away from the blocks made by the nine criteria and doing a
transversal examination of the “red threads.” The model is based on
eight principles, so let’s check the strength of these principles when
they are present. The model is built on the practice of the PDCA;
again, let’s check the vitality. What is deployment if not the degree to
which practices are implemented? Consequently, a low deployment
reflects flaws in the quality of management. When employees say they
are overworked, look at the deployment level: it means a waste of
meetings, of decisions, of development activities for procedures that
won’t succeed, in other words a poor use of time and energy. To sum
up, when you fiddle with figures the way accountants do, you will get
a host of information on the running of your company. And when
you apply the logic of the model to design the process assessments,
you will acquire a very, very efficient guiding tool.”

They were listening but obviously their friend’s explanations did not
interest them excessively. He didn’t care and went on, staring at Pedro.

– He told me his life story. As a soldier in the Navy, he sailed all
over the world, from one harbour to the other, here one year, there
another. He discovered Casablanca, Barcelona, Alexandria, Istanbul,
and Piraeus. Since he remained unmarried, he was not disturbed by
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this nomadic life. Then he became passionately interested in quality
and represented his country in international organizations like ISO.
As such, he participated in the different conventions regularly held
in the world, in Busan in 2006, Berlin in 2004 and Cartagena, from
memory, in 2005.

– Just a minute, said Natalie.
But, deep in his demonstration, William did not pay attention to

the young woman and carried on.
– He showed me very well how ISO and the EFQM joined forces

and progressively got closer to each other while keeping their own
raison d’être. For a while, in the early 1990’s, there was a kind of
competition between them. On one hand you had the supporters of
strict quality control and quality assurance, and on the other hand those
who thought of quality as a culture. Quality management was opposed
to management through quality. The convergence happened with the
2000 version of the ISO standard, with a reinforcement of the concept
of a process and a greater emphasis placed on the management’s
responsibility. And then of course standards were launched on the
environment and reference frameworks were established on safety. To
build a system of excellence, you cannot avoid ISO standards63.

– Just a minute, Pedro Amoroso said at his turn. You mentioned
that Peter Magnus was in Busan in 2006 and in Cartagena in
2005.Do you remember which month?

– He was in Busan in November.
The young man turned pale. Natalie stared at him: she had come

to the same conclusion.
– And his name is Peter Magnus, like the P.M. initials we found

on the postcards.
There was a pregnant pause. The situation had just become clear

for all of them.
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63. However, obtaining the certification according to ISO standards is not a precondition
to compete for the award. Rank Xerox and Selectron Corporation where not certified when
they were granted the European Award and the Malcolm Baldrige, respectively.



Could Excellence, too often mistaken for mere perform-
ance, kill people? This very topical question will need to
be answered by our team of investigators, once again
united around the spirited Carla Brunetta and grappling
with a new adventure. The discovery of Jean Latour’s body
in the dawn’s early hours is a prelude to a vast investigation
all around Europe to understand the meaning of the
EFQM acronym and the foundation of the EEA Prize
award that is given every year to the best firms.
At the end of this innovative educational thriller, you will
know the reasons why this management tool is the key to
sustainable Excellence.

Jacques SÉGOT and Christian MARÉCHAL: two doctorates (in mathematics
and history), 38 years of professional experience promoting quality and, finally, 
a great thriller mixing unexpected situations, humour and passion to help under-
standing the approaches to Excellence. 
Christian Maréchal is a management consultant and the creator of the ESP
assessment method. 
Jacques Ségot has been very involved in teaching and coordinating activities 
for several years to promote quality within the ISO (he is chairing the AFNOR
Quality and Management Standards Committee in charge of the advancement of
ISO 9000 standards) as well as within La Poste where he initiated the system
certification policy, the development of the Professional Equality label, the
implementation of the Investor in People reference framework and the Working-
to-Excellence approach.
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