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ABSTRACT

The early 1990°s saw the rapid increase in interest in quality initiatives as
operational costs increased together with the stronger lobbying power of interest
groups and environmentalists. Moreover, the stronger presence of the Japanese and
other Asian economies in the world market, which is generally attributed to improved
quality and lower costs, has threatened the traditional stronghold of Western countries.
These developments, coupled with advances in technology and product development,
has encouraged many organisations to adopt Total Quality Management (TQM), as
they search for approaches to improve their competitive positions in the world market,

and more importantly, their own survival in these highly competitive conditions.

However, attempts to implement TQM have not uniformly generated its
promised benefits of improved quality, lower costs, customer satisfaction, and higher
market shares. These mixed results have been attributed to a variety of reasons using
theoretical and conceptual arguments, or empirical approaches such as surveys or case
studies. “Some of these attempts to explain the inconsistent performance of TQM have
been criticised for failing to follow more rigorous methodologies, but more
importantly, for pursuing objectives that do not necessarily lead to the better
understanding of the TQM implementation process. Moreover, from the TQM
perspective, some researchers have highlighted the weakness of this literature to
address issues on definitions of quality, TQM and its related concepts; its underlying
assumptions and conceptions; and, the contexts and contingencies that affect the

s R
implementation process. Furthermois,: the generally prescriptive nature of TQM
- 7

literature has overlooked the inherent complexity of the entire TQM implementation



iii
system as its variables are intricately linked to each other to form feedback loops and
as a result continuously adjust to each other. These weaknesses are addressed in this
research through an extensive literature review, in-depth interviews and a computer

simulation model with the goal of understanding the reasons for successes and failures

of quality improvement efforts.

The empirical findings of the study identified financial and temporal resource-
factors that affected the quality initiatives. These resources provide for top
management visibility, middle management involvement and support, budget
availability, training, facilitation, an incentive system, opportunities to participate and
contribute, and acquisition and development of new skills and ability. Moreover, the
interviews and case studies generally supported the initial proposal that the TQM

-

process is indeed a dynamic process with complex interdependencies and contextual

factors.

The theoretical findings from the computer simulation revealed the multiple
mode behaviour patterns of the TQM implementation process. The tests showed that
the same factors can lead to both improving or declining trends for levels of
participation and total project generated, depending on the conditions prior to the
launch of the TQM programme and to the level of resources that are made available
throughout the implementation process. Furthermore, it was demonstrated that some
dormant feedback loops that involved the complexity of the problems and
improvement areas addressed by quality circles were activated in the long run, causing
the outcomes of the programme to slide down and collapse. As more efforts to identify

further improvement increases, the next set of problems become more difficult to
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identify and complex to solve. This leads to frustration, de-motivation and decreased

interest to continue idea generation and solution activities.

This apparently inevitable collapse of a TQM programme in the long run was
not resolved by the more traditional approaches of extending the life of the quality
initiatives. Additional top management support and attention, more TQM staff and
increased incentives were found to be largely ineffective in arresting the collapse of the
programme. Indeed, these solutions only hastened the decline of participation and
projects, More integrated solutions such as the cpntrol of frustration and difficulty
through better training methods or TQM staff support also failed to prevent the
eventual fall of the TQM programme. However, the approaches that were adopted by
the Japanese, as they expanded the areas of operations of quality circles and the

constantly improved products, equipment and processes, were found to be successful

in sustaining participation efforts and improvement ideas generation.

Fhe results of the study suggest that the traditional conception of top
management commitment needs to be expanded to include more active tasks such as
the search for new ways to sustain employee efforts to become involved in quality
improvement. As the complexity of potential improvement areas increases, the time
left for top management to act on this impending collapse decreases. Thus, inattention
to this concern at the beginning of the programme can only let the reinforcing loops
operate and aggravate the situation as to lead to a condition where it is difficult, if not

impossible, to correct the situation.
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CHAPTER 1
INTRODUCTION

The recent years have seen an increased awareness and involvement in
quality related activities. “Manufacturing to quality standards” was rated as the
highest concern from among 32 chqices by respondents from North American,
Western European and Japanese‘bg?rlpanies in a Ferdows, et al. study in 1989. Dale
and Cooper (1992) also found that a majority of Western Europe’s topfé?_@ .

~ corporations considered quality as critical to their operations. Indeed, the Scottish
Enterprise (1991) reported an increasing number of firms that adopt the quality
philosophy. Similarly, an Arthur D. Little (1992) survey showed that as much as 93

percent of America’s largest 500 companies had adopted some form of a quality

. programme,

Mortiboys (1990) suggested that three developments motivated this shift in
focus to quality. He opined that the emergence of consumerism as a commercial
force in ‘the United States, the rise of the environmentalist movement, and the entry
of Japan and other Far Eastern economies in the Western dominated world market
have influenced the change in management thinking. In addition, the increased costs
of doing business and the blurring of the distinction between products and services
helped in “fuelling the flames of the quality movement” (Sey.mour, 1992).
Wilkinson, et al (1997:172) observed that in the recent years where product markets,
technology and legislation have been changing, “enhanced quality is no longer seen
as an option for management, .but essential if market share is to be retained, let alone

developed”. Indeed, the British Deming Society recognises the necessity of



transforming the traditional Western style of profit orientation “to halt the continued

decline of industry” (Scottish Enterprise, 1991).

Kanji, et al (1992) observed that “many have insisted that quality be viewed
as a competitive weapon and have treated it as an integral part of the value chain
which enters into the process of long term strategic planning”. Deming (1986)
asserted that there is a chain reaction resulting from imp;oved quality to customer
satisfaction and continuance of the business. Moreover, the Scottish Enterprise
(1991) views quality not only as an important factor in competition, and ultimately
organisational survival, but also instrumental in achieving growth, prosperity and

personal, corporate and social development.

Total Quaiity Management (TQM) pro&ides the means to operationalise the
quality concepts in the organisatioﬁ (Seymour, 1992). TQM s seen as an integrated
programme or a management philosophy (Ross, 1993) that involves a set of
practices that, as clé.imed by its adherents, generates improved products and services,
reduces costs, and leads to more satisfied customers and employees, and improved

bottom line financial performance (Walton, 1986).

Nevertheless, the literature showed that the results derived from the
programme have been mixed and rather inconsistent. Whilst a number of studies
(Guimaraes, 1996; Harber, et al, 1993; Redman, et al, 1995; Ryan, 1992; Shiba,
1984; Zairi, et al, 1994) Have shown the successful implementation of TQM with
positive results and benefits, other writers have cited statistics that showed otherwise

(Baatz, 1993; Kearney,1992; Poe and Courter, 1992). Cherkasky (1993) noted that



“TQM has come under attack for not living up to expectation;”. He suggested that
although the programme worked well in Jépan, it is not likely to work as well in the
United States. Indeed, statistics from the American Electronic Association’s survey
(1992) showed that the percentage of their members with TQM programmes
dropped from 86% in 1988 to 73% in 1991. In addition, the number of Malcolm

Baldridge National Quality Award applications in the United States declined since
1990 (Jacobs, 1993),

1.1  Issues in TOM

The inconsistent results of quality initiatives suggest that there are certain

limits that prevent full and successful realisation of the objectives of the TQM
“efforts. Two related issues explain these mixed results. On one hand, TQM has
become a very popular management approach that offers managers a solution to
many of their concerns. Its diverse concepts, initiatives anél‘ programmes make it a
seductivg philosophy of management (Pfeffer and Coote, 1991). Moreover, it holds
out a promise of “a unified set of principles which can guide managers through the

numerous choices [open to them] or might even make choosing unnecessary”

(Huczynski, 1993; 289).

However, Gill and Whittle (1992) have noted that the attractiveness of TQM
principles to managers is also partly attributed to consultants who are pressured into
developing packéges, products and services that will hélp their own companies
through the more demanding and competitive consu'lti.ng market. As a result, a

number of quality principles are simplified and its underlying principles glossed over



and not examined closely. Thus, it obscures the inherent difficulties of the
programme and still encourages managers to adopt its simialiﬁed methodologies.
Moreover, Pov‘vell (1995) observed that a number of earlier studies of TQM
programmes were intended to show that TQM works. In this way, the interests of the
sponsoring organisations, which were mainly consulting groups, were promoted. As
a result of the widespread adoption of quality related activities and the failures and

abandonment of many initiatives, TQM was dismissed as just another fad that will

pass away (Jackson, 1995).

~ The second issue stems from the avoidance by management scholars to study
TQM, partly as they may be seen as joining the ranks of “snake oil salesmen”
(Abrahamson, 1996; Wilkinson and Willmott, 1995). Grant, et al (1995) also
) suggested that since TQM bypassed the leading management schools, management
researchers have not been inclined to engage research in the area. One consequence
of this disdain by academics is the virtual monopoly by quality gurus over
definitions and djscussions of this field (Wilkinson and Willmott, 1995). This is

further complicated by leading advocates of quality management who are disinclined

to refer to previous management literature, or, generally to any writings outside the

quality management field.

Thus, Wilkinson and Willmott (1995) observed that whilst there are so many
books that champion the cause of quality management (e.g. Dale and Cooper, 1992;
Macdonald and Pigott, 1990; Oakland, 1989; Schroeder, 1994; Walton, 1986), there

are so few studies that address quality and TQM’s actual meaning, or reflect upon its

practical implementation. Rees (1993: 2) noted that:



There is usually very little discussion of the problems that managers may
experience in applying the techniques, and little or no information about
how TQM is perceived by employees. Moreover, the principles vof TQM
are assumed to be universally applicable, and one organisation is

assumed to be much like any other.”

Similarly, Morrison and Rahim (1993) report that literature “abounds with
testimonies of the efficacy” of worker participation (which is a central tenet of
TQM), however, information about successful participation is absent. They
concluded that:

“Perhaps the major shortcoming of the TQM literature is its failure to

address substantially the barriers to implementation. In doing so, it

depreciates the complexity of ‘adopting a new philosophy’ and limits its
prescriptive value to managers it is intended to serve. What is needed are
prescriptions informed by more rigorous examination of how the TQM
approach is limited or \supported by the existing culture of the

organisation striving towards quality goals” (ibid. p. 148)

1.2 Research Aim

The foregoing issues suggest that TQM has not been fully understood nor
appreciated. The popularisation and simplification of its concepts and techniques,
the urgent need of managers for a ‘cure-all’ package and the disdain by academics to
closely examine TQM principles all indicate that its underlying assumptions have

not been properly investigated so that they can contribute to more successful



adoption and implementation. Thus, this study aims to contribute to an effort to

closely assess TQM from different perspectives and levels.

First, the concepts and p?inciples of TQM are reviewed as it had been
suggested that quality and TQM definitions have. received scant attention in
management research. A review of these definitions allows for the surfacing of the
many of the underlying assumptions as well as hidden issues lthat may prove to be
stumbling blocks to quality initiatives. Second, the factors' that influence
implementation efforts are also examined from the perspective of organisation
theories as well as empirical and experimental literature. This may contribute to a
better understanding of their criticality and the difficulty of managing these factors.

Finally, this research investigates the TQM implementation efforts of some

practitioners and their companies, and similarly analyses the critical factors that

determine the performance of their TQM programmes.

~This research takes the system dynamics approach and views the critical
factors of TQM, as well as other organisational val;iables, from a dynamic
perspective (as opposed to the implied static assumption of most studies). This
research conceives the TQM variables as forming an information feed back system
where the facto;s constantly interact and influence each other. This system
perspective allows the analysis and inclusion of some underlying assumptions and
hidden beliefs as they affect the more visible and concrete variables. Moreover, the
system dynamics approach provides for a simulation facility that replicates the
results of the factor interactions. Specifically, this study simulated the number of

quality circles; the number of meetings and the participation rates and showed close



relationship with the actual data from the company case. The simulation also
generated the pattern of changes over the years of intangible variables such as
per.ccived support from management and -satisfaction with participation efforts.
Furthermore, the simulation engine allows for extension of the behaviour into the
future, as well as what-if experimentation and scenario ‘analyses that would not be
possible or practical in real systems. These experimentation and tests not only
provide a facility to analyse current efforts as they impact on future trends (such as
declining membership in quality circles) but also allow for the design and test of

policies that aim to correct undesirable behaviour patterns. In system dynamic terms,

this is known as policy design.

Ultimately, the research hopes to contribute to a better understanding of the

processes inherent in, and underlying, the implementation of TQM.

1.3 Contributions of the Study

o

Eskildon (1994) suggests that one of the reasons why some companies are
able to implement successful programmes whilst others derive little or no benefits is
that implementers’ TQM mode}s are inadequate. Their knowledge and
understanding of TQM is usually superficial. Furthermore, poor understanding of
TQM “encourages simplistic process-improvement efforts that over treat symptoms
and ignore or irritate root problems”. Indeed, TQM programmes .have been treated
and promoted by consultants as simplified mechanistic processes to attract
managers. This simplification obscures and neglects the more important underlying

principles and processes (Gill and Whittle, 1992). Examining the details of the



‘implementation process and including most of the important factors, and taking the
dynamic perspective, can lead to a more comprehensive representative model. This

resulting dynamic model of the current research overcomes the weaknesses of more

prevalent static models.

Secondly, the present study can contribute to a growing literature that
systematically and rigorously analyses TQM implementation processes. This
growing literature, as evidenced by special editions of the California Management
Review (1993), Systems Research (1994) and Academy of Management Review
(1994), takes a more theoretically robust and objective perspective that correct the

poorly designed and interest-biased TQM studies (Dean anhd Bowen, 1994; Powell,

1995).

Moreover, it has been pointed out that TQM lacks a solid theoretical
foundation (Jackson, 1995). Academics such as Waldman (1994) and Sitkin and his
colleagues (1994) have tried to propose theories for TQM. In the system dynamics
field, theorising about TQM is beix\lg pioneered at the Massachusetts Institute of

Technology (Sterman, et al, 1996). The present efforts hope to contribute to both

areas of theory building.

1.4 Summary and Overview of the Thesis

The thesis is divided into two volumes. The first volume forms the essential
reading the gives the reader an overview of the gaps and problems in TQM research,

the findings from the study, the simulation model and the results of the simulation



experiments. The second volume, on the other hand, provides the details of the tests

conducted to verify the consistency of the model with its results.

The first chapter of Volume 1 introduced the general field of TQM by
highlighting the main goals of the programme as it positions itself as a competitive
strategy or weapon. It presents an broad overview of the studies that showed the
rnixéd results of the performance of TQM in practice. L‘astly, the chapter briefly

described the system dynamics perspective of this study and how it can contribute to

the better uriderstanding of the TQM implementation process.

The thesis continues by providing a more comprehensive baékground of
TQM: its historicﬂ roots, its main concepts and principles. Chapter 2 then concludes
with some observations about issues and controversies of some TQM concepts as
they affect the implemeritation process. Chapter 3 deals with a review of past TQM
studies and identifies the more important factors in TQM implementation. In
addition, these factors are discussed from organisation and management theory
perspe_ctive. These factors are organised and integrated into a préposed dynamic
model. Chapter 4 discusses the systerﬁ dynamics approach focusing mainly on its
main arguments and concepts based on feedback and simulation. Some relevant

system dynamics studies are also reviewed in this chapter. Chapter 5 presents the

research methodology.

Empirical data from the interviews and cases are ﬁresented in Chapters 6 and
7. Chapter 6 documents the results from the interviews with 14 academics,

consultants and practitioners and indicates the interviewees’ support for the



10

proposed model. In addition, this chapter also presents two small cases that highlight
the interactions of the proposed critical TQM variables. Some observations are made
about the interviews and cases that provide further details for the model. Chapter 7
confirms the proposed model through the detailed experiences of Company C. This

chapter prepares the ground for the development of a formal model in Chapter 8.

Chapter 8 integrates the information from the literature reviews and
empirical observations into more specific relationships that are represented by non-
linear differential equations. The output of this chapter is a formal simulation model.
Chapter 9 presents an initialised model based on the data from Company C. The
ability of the model to replicate the actual observed behaviour in the company case
of the key indicators of number of quality circles, percentage participation, number
of presentations and percentage meetings is tested in this chapter. Chapter 10
presents some e>.(perimen‘ts that show the reactions of the system to the more
common measures and policies that have been implemented to support and sustain

. the TQM programme. Other possibilities to help improve the performance of TQM

are also explored.

Chapter 11 concludes the thesis and the first volume with a summary of the
observations from the literature, empirical and theoretical findings, theoretical and

managerial implications, and possible extensions of the present work.

The second volume presents some of the technical details of the study.
Chapter A2 reviews some system dynamics models of TQM programmes and

compares their structures and logic, Chapter A3 presents the initial runs of the model
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developed in Chapter 8. This chapter shows 31 runs that involve different
combinations of resource (factor) availability. These combinations, with varying
presence of the factors, represent the different possibilities that TQM has been
implemented in companies. Some companies provided for all the factors while
others provided for only some of them, Chapter A4 tests the reaction of the system to
changes in the availability of the resources (or factors). These are initial tests that-

aim to identify the criticality of factors in the success or failure of the programme.
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CHAPTER 2
TOTAL QUALITY MANAGEMENT AND ITS CONCEPTS

The recent years have seen the rapid diffusion of quality issues in both
manufacturing and service sectors and its growing importance has been well
recognised. It has been referred to in various surveys as “critical” to their
operations (Dale and Cooper, 1992; Ferdows, et al., 1989; Zeithaml, et al., 1990)
and that its importance has significantly increased from its previous state in the
1970s (Dale and Cooper, 1992). Quality has also been described as “the single
most important force leading to the economic growth of companies in international
markets” (Feigenbaum, 1982:22). Together with quality, TQM has become a
“ubiquitous orgaﬁizational phenomena” (Dean and Bowen, 1994: 393) that has
generated much interest from across different sectors of the economy, including
public and non-profit organizations, and different countries. Krishnan, et al (1993)
noted that in comparison to all other management innovati(;r;s and initiatives, the
quality movement has been the most influential or pervasive.

However, the recent years had raised some issues regarding its concepts.
The meaning of quality and TQM has been characterised by ambiguity, haziness,
inconsistency and lack of consensus (Dean and Bowen, 1994; Hackman and
Wageman, 1995; Reeves and Bednar, 1994; Wilkinson and Willmott, 1995).
Wilkinson and Willmott (1995) suggested that the various kinds of management
techniques that have been identified with ‘quality’ generates an appeal that relates
to its widespread adoption as “it can be used to legitimize all sorts of measures and

changes in the name of a self-evident good” (p. 1). Moreover, they observed that
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the diverse and fluid meaning attached to quality also make it an elusive topic to

study.

This chapter, thus, aims to review and examine some of these conceptual
issues as they influence and affect the implementation process. The different
conceptions of quality have diverse implications (Reeves and Bednar, 1994).
Indeed, they suggest that “definitional difficulties account for the many of the

inconsistent and often contradictory empirical results found in extant literature” (p.

436).

The second and third sections deal with TQM as a developing concept with
a number of central principles and practices. The second section reviews the
evolution of TQM and traces the roots of operational quality verification and
maintenance practices. These activities, as they were influenced, refined and
improved by theories, particularly, ste'ltistics, led to the development of what is
presently 'known as TQM'. The chapter briefly mentions the ideas of Walter
Shewhart, as well as the work of his protégés, W. Edwards Deming and Joseph
Juran. The latter two persons proved to be influential in the introduction of quality
management in Japan, The section also presents the development of quality
management in the West, the final stage in the widespread use and practice of

TQM in the world.

! According to Walton (1990), the name Total Quality Management was first suggested by Nancy
Warren, a behavioral scientist in the United States Navy.
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The third section deals with the core ideas and practices of TQM. It was
observed that the theory and practice of TQM may not necessarily be the same and
consistent. Indeed, Hackman and Wageman (1995) asked, “whether there really is
such a thing as TQM” (p.309). The strategies for implementation are also
examined in the fourth part of the chapter. It is recognised that the
conceptualisation of the programme can have an effect on jthev strategy adopted to
implement the programme, The fourth section thus reviews literature that reveals

some of the issues and controversies about these concepts and the implementation

strategies.

The chapter concludes with the impact of the concepts and principles on the
operationalisation of TQM. The historical context and conceptual development
provide some general insights and observations that can affect the implementation

of TQM. Moreover, managerial perspective and concerns are observed to

contribute to implementation decisions.

P

2.1 The Meaning of Quality

A review of the definitions of quality has yielded a diverse set that highlight
different ideas and perspectives. These definitions have emphasised various
features such as excellence (Tuckman, 1980), value (Abbott, 1955; Feigenbaum,
1951), loss avoidance (Taguchi, 1986), fitness for use (Jurén, 1988), predictable
degree of unifonﬁity and dependability at low cost (Deming, 1986), conformance

to specifications (Gilmore, 1974; Levitt, 1972), and, conformance to requirements
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(Crosby, 1979). The more widely adopted definition in the present refers to quality
as “meeting or eXcecding customer expectation” (Buzell and Gale, 1987; Gitlow,
et al., 1989; Gronroos, 1990; Zeithaml, et al., 1990). More lately, quality is being
defined as “‘delighting the customer by continuous meeting and improving upon

agreed requirements” (Macdonald and Piggott, 1990).

The various definitions of quality have been analysed by different writers to
provide a better understanding and insight into their.similarities and differences.
For example, Ggrvin (1984) categorised the definitions of quality infco the
perspective taken by each. These five groups are tr_anscehdental quality, product-
based quality, user-based quality, manufacturing-based quality and value-based
fluality. Later, Garvin (1988) proposed the seven dimensions of quality -
performance, reliability, conformance, durability, serviceability, aesthetics and

perceived quality - on which companies can choose to competé on.

On the other hand, Shiba, et al (1993) explained that the concept of quality
in Japan evolved over the years. The meaning of quality in Japan changed with its
practical considerations. The first definition referred to quality as ‘fitness to
standard’, highlighting the product’s conformance to established standards and
specifications. The weakness of this deﬁnitipn, particularly, the inadequate
reflection of the needs of the customer, led to the second definition, ‘fitness to use’,
which assures that market needs are satisfied. The third development, ‘fitness fo
cost’ built on the previous definitions by including another need of the customer,

low costs. Finally, ‘fitness to latent requirement’ anticipates changing customer



16

needs and meets them even before the market are aware of these needs. Shiba, et al

(1993) further noted that the evolution of the quality definitions reflected the

historical context.

Reeves and Bednar (1994) reviewed the various definitions of quality in
literature and found that the definitions are related to the context of the time period
at which quality was examined. Thus, the roots of the customer-based definition
can be traced in the marketing services literature. They suggested that the important
catalyst for this shift in focus was the increased importance of the service sector in
the US and other Western economies®. The second factor that contributed to the
focus on customer satisfaction highlights the difficulty in applying the traditional
concepts of qualii;'y in the services sector. These two factors together led to a new
conceptualisation of quality as being governed by the extent to which a service met
the expectations of the customers. They noted that the adoptien of this new concept
was reflected in the changes integrated into the definitions of quality in successive

editions “of books written by two acknowledged gurus of the quality movement,

Joseph Juran and Armand Feigenbaum,

Analysing. these definitions, Hardie and Walsh (1994) observed that the
different definitions of quality are related but are not saying the same thing. They
noted that possible contradictions are inherent in these definitions, observing that

“it is possible to meet a specified requirement, but not satisfy the customer. It is

? Reeves and Bednar reported that in 1900 there were only 3 out of 10 workers in the US who were
employed by the service sector. In 1990, the number was close to 8 in 10,
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possible for something to be free of defects, but not fit for the purpose. A service

may be of superior performance, but not conforming to requirements” (p. 54).

Nevertheless, by adopting a definition based on customer satisfaction, the
other definitions are subsumed under its operations. Indeed, these customer
expectations may involve established specifications and requirements as in many
industrial producfs. Thus, in products and services that have specifications that
reflect customer desires and requirements, customer satisfaction is directly related
to conformance to specifications and requirements. Moreover, the focus on
customer needs allows the inclusion of other attributes and weights in evaluating
customér expectations. This can lead to competition among firms based on the
different dimensions of quality (Garvin, 1988).

In reviewing the various definitions, Smith (1993) took a more
philosophical approach. He argued that a concept’s meaning is entirely different
from its.method or measurement or operationalisation. In particular, he criticised
Crosby’s advocacy of quality as “conformance to requirements”, which, Crosby
(1979) argues, is measurable, in contrast to “goodness” or “excellence”. “Here,
Crosby is making the mistake of equating the concept’s meaning with its
operationalisation or method of measurement .. What a ‘concept means is one
thing; how to measure it is another. .. more 'operational definitions like
conformance to requirements run the risk of being exactly wrong” (p. 237). He
noted that the definition as conformance to specifications also reflect a highly

operational notion. Smith pointed out Juran’s (1988) definition of quality as
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“fitness for use’ as having problems of operationalisation. He, however, favours
Garvin’s typology’ (1984) as it bridges the gap between needs and product
speciﬁcationé. “The attributes (of Ishikawa (1990) and Garvin (1984)) identify
what constitutes a quality product for users - what users want of a product - as well

as performance measures and physical characteristics implied by those wants” (p.

239).

However, Reeves and Bednar (1994) found that quality defined as customer
satisfaction when evaluated and compared with other definitions is the most
complex definition. Whilst this definition allows for market responsiveness as it is
externally focused, rather than establishing standards that are based on
management judgements that may or may not be accurate (Wilkinson and
Willmott, 1995), the measurement of customer expectations is very difficult.
Indeed, Ackoff (1992) suggested that customers themselves do not know what they
want. In addition, researchers do not agree on the causal order between customer

service ahd customer satisfaction (Reeves and Bednar, 1994),

A second criticism against prevailing definitions of quality is the focus on
the customer as the only relevant stakeholder (Smith, 1993). He noted that this
notion of quality is founded solely on the customer/user as the stakeholder whose
interest should be satisfied. He argues that both the producer’s point of view of
manufacturing should also be adopted with marketing’s consumer perspective.
This, he points out ensures that “they satisfy user needs as well as being profitable

or otherwise beneficial to the firm” (p. 242). Considering the'points on the abstract

? See Garvin’s typology on page 14.
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but relational nature of quality, and the importance of assessment to standards, he
offered the following definition:
“Quality is the goodness or excellence of any product, process,
structure or other thing that an otganisation consists of, or creates, It
is assessed against accepted standards of merit for such things and

against the interests/needs of producers and other stakeholders” (p.

240).

This definition, Smith (1993) pointed out, expands the notion of quality. It
accommodates the concept of internal customers and other relevant organisational
things, such as policies and structures, and, recognises other stakeholders other
t—han the customer. Indeed, Juran (1988) earﬁer extended the notion of customer to

include the internal customer, whose needs must also be met.

This extension of the concept further complicates the concept of quality. It
opens up the topic of the various needs of employees. Ackoff (1992) brought the
argument further by contending that the most important stakeholders in the
organisation are the employees. He argued that:

“If they are dissatisfied with the quality of their work lives, it doesn’t
make a difference what kind of quality program is imposed on them.
Under such conditions they will not produce a quality product or
service. On the other hand, if employees are provided with a very high

quality of work life, one that is a challenge, exciting, fun, and offers
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opportunities for advancement, managers don’t have to worry about the

quality of products or services; the employees will” (p. 69).

However, Wilkinson and Willmott (1995) noted that the pursuit of quality
does not neccssa;fily bring better working conditions and higher pay and benefits,
even if improvement could have been generated by successful quality initiatives.
They observed that “paradoxically, the very _proinotion of ‘participation’,
‘teamworking’, and ‘empowerment’ by quality management itself may prompt
questions about the extent to which employees are treated and rewarded as full
members of the organisational ‘team’, the extent to which they participate in key

decision making, and the degree to which they are able to exercise control over

their work” (p. 15).

The Japanese, on the other hand, do not seem to mind the complexity of
customer-based definition of quality as they hold a still broader and more holistic
perspective of quality. Ishikawa (1985, p.45) wrote: “Narrowly interpreted, quality
means quality of product. Broadly interpreted, quality means quality of work,
quality of service, quality of information, quality of process, quality of division,
quality of people including workers, engineers, managers, and executives, quality
of system, quality of company, quality of objectives, etc.” Imai (1986, p. xxiii)

offered a similarly broad definition that “quality is anything that can be improved”.

Bounds et al (1994) noted that the Japanese definition of quality provides a

total view that encompasses all the themes suggested by others. They argued that
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“managers who are committed to this view of quality have pragmatic solutions for
translating the word “quality” into organizational realities” (p. 80). They noted

further that these integrated themes provide a comprehensive approach to -

continuous improvement.

2.2 Historical Background of TQM

Quality is not a recent concept and quality practices have been recorded by
ancient cultures (Juran, 1992). Quality was the traditional concern of the craftsman
as he provided for the needs of his customers. Gehani (1993) noted that prior to the
industrial revolution, the craftsman followed a highly integrated approach in
producing goods in which he interacted directly with the customer to assess the
needs and desires for the required goods. “The quality of a craftsman’s output also
embodied integration of creativity, managerial decision making, cost control and
all other aspects of quality that modern organizations strive \;c;ry hard to integrate”
(p. 33). MWilkinson, et al, (1997) pointed out that the craft guilds of the Middle
Ages functioned as standard setters as only those workers who proved capable of

achieving the acceptable quality standards were admitted for membership.

HoWevér, the limiteci production capabilities of craftsmen did not match
increased demand for their quality products and were. forced to specialise
operations and delegate functions and tasks to others. With the division of labour,
the responsibility for maintaining quality was taken away from the workers.
Workers were assigned simplified and standardised tasks whilst supervisors and

managers planned and inspected their performance. 'Tﬁus, the role of the worker
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was simply to ensure that the products were made according to specifications

(Taylor, 1911).

The subsequent development of quality management can generally be
grouped by the concentration of efforts in geographical locations. The first
developments were undertaken in the United States. This can be traced to the
publication of Walter Shewhart’s book, Economic Control 'of Quality of
Manufactured Produéts, in 1931, Shewhart argued that manufacturing processes
involve inhereni; variability that is beyond the control of the worker. Moreover,
such variability is random and as long as the variability can be computed as
random, then the process may be said to be ‘under control’. However, when the
process variability moves beyond the limits that detegnine randomness, an
investigation is necessary to identify its causes. These causes are not usually part of
the process and must therefore be eliminated and prevented from occurring again.
Shewhart, who worked for Bell Laboratories, developed some statistical techniques

that would enable management to determine whether processes are within control

or out of control.

Two other Bell Laboratories scientists, Harold Dodge and Harry Romig
also made some advances in sampling techniques. Recognising that 100 percent
inspection to sort good from defective was inefficient, Dodge and Romig
developed sampling plans that provided for the number of items to be checked for _
each lot size. A reference-sampling table (based on probability) that determined

whether a lot is acceptable or not was devised (Bounds et al, 1994).
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These two statistical c-oncepts helped Bell Systems to improve its telephone
equipment and service for its customers, but found little impact outside the
company. It was only during World War II when the US Army required large
volumes of arms and ammunition from multiple suppliers that the Waf Department
considered establishing a more systematic and efficient inspection system. A new
set of sampling tables were developed using the concept of acceptable quality
levels (AQL), which indicated the maximum percent defects allowable for a
supplier to still be considered satisfactory. These techniques relieved the primary
bottleneck, the understaffed inspection process, which was slowing down the

production of war materials (Bounds et al, 1994).

) The second set of developments in quality management was located in
Japan. After the war, the Japanese Union of Scientists and Engineers (JUSE)
invited W. Edwards Deming for a series of lectures. He taught executives and
engineers to study and reduce variation through process control charts, and
emphasi§ed management’s responsibility for continuous improvement of systems
of production. Other concepts on quality such as the Plan-Do-Study-Act (PDCA,

also known as the Deming cycle) and approaches to consumer research were also

introduced by Deming (Bounds, et al, 1994; Walton, 1986). -

The initial years of quality improvement in Japan were not an utter success.
Senior management were not closely involved and the period saw an overemphasis
on statistical methods, which many workers disliked because of their complexity

(Ishikawa, 1985). The specifications and standards that were established often had
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limited influence on the workplace, and top and middle managers showed little

interest (Wilkinson et al, 1998).

Ishikawa (1985) suggested that the turning point in Japan came with the
arrival of Joseph Juran and Armand Feigenbaum in 1-954, who encouraged
management to 'make use of quality control. JUSE continued to support and
promote quality. Indeed, JUSE facilitated the development of other quality
innovations. These involved quality circles, problem solving work groups, which
were originally conceived as study groups for foremén. ‘Simple tools and
techniques, such as cause and effect diagrams, that were éaéily understood and
appreciated by workers, were introduced to support the use statistical process
control in quality circle activities. Moreover, the quality circles evolved from a
focus on small group operational task.;: to a broader scope that involved compaﬁy
wide control - sometimes called Total Quality Control or Total Quality
Management, Ishikawa (1985) observed that the development of this TQM has led
to many managerial innovations such as supplier partnerships, cellular

manufacturing, just-in-time manufacturing and hoshin planning.

Shiba et al (1993) traced the developments of TQM in Japan to parallel
needs in the environment. In the 1950s, following the devastation from World War
II, the primary aim of Japanese industry was to increase production. At this time,
inspection, statistical techniques and standardisation facilitated the mass
production goals of its industries and adopted the ‘fitness to standard’ definition of

quality. The 1960s, which saw the availability of most essential goods, required
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manufacturers to compete based on satisfying the customers through the variety of
available products. This shift to market requirements involved the use of market
- research and cross- functional involvement. The oil crises of the 1970s suggested
that quality must alse reflect lower costs. To identify cost centres and to improve
processes, techniques and tools such as quality circles (QC), the seven QC steps
and the seven QC tools were developed. Finally, the trade surpluses of Japan with
~ the rest of the world led to foreign currency exchange rates that made Japanese-
made goods‘moré expensive in the 1980s. Moreover, other Asian countries that

adopted Japanese ‘technologies were able to produce comparatively cheaper
| products at the same quality levels because of cheaper labour costs. In this period,
there was a shift to the concepts of continuous change in the market needs that led
to continuous shortening of product development cycles. To support this shift in

focus, the quality deployment function (QFD) and management tools were

developed and used.

The receptiveness of the Japanese to the quality message can be explained
by three factors. First, the Japanese tradition for detail and fine craftsmanship
matched the quality ideas of waste reduction and process reliability (Juran, 1993).
Second, the statistical perspective of quality also matched the Japanese penchant
for numbers (Crump, 1992). Thifd, Lillrank and Kano (1989) explained that quality

was seen as a condition for survival for the nation.

The third set of developments in the quality movement was again centred in

the United States and the West, in general, where the Japanese “economic miracle”
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began to attract managers and executives, Tuckman (1995) characterised this
period of interest. in the Japanese quality approach as involving four phases. The
first phase, late 1970s to early 1980s, saw an increased adoption of quality circles
(Collard and Dale, 1989) and the development of a huge ‘Japanisation’ literature in
both academic and popular press. At the end of this period, the quality circles were
largely seen as a failure. The second phase ushered in a wider programme of TQM.
In this phase, TQM was seen as the means of organisational survival in a period of
world recession. The quality activities were focused on the quality of suppliers and
the adoption of quality accreditation standards. From the middle of the 1980s, there
was a growing c;)ncem with customer service in the services sector. This third
period saw the translation and application of TQM principles and practices to the
§ewices sector. The final phase in the re—introduption of quality management in the
West occurred in the late 1980s. TQM began to be adopted by the public sector as
quality management was seen as “possessing the potential to facilitate a
programme that would address the criticisms of inefficiency, wastefulness and

remotenéss of public services” (Walsh, 1995).

In sum, tﬁe history of TQM may be viewed as a continued (continuing)
refinement and extension of concepts and practices aimed at monitoring and
maintaining quality. It steadily evolved from one form and complexity to another.
Its roots can be traced to simple inspection procedures whose simple objective was
to detect non-conforming products. This later developed to the concept of quality
control wherf_:ix{ additional operational techniques such as pfoduct testing, basic

quality planning and basic statistics were used to fulfil the requirements for quality.
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The third stage in the evolution of qualify management dealt with quality
assurance. This level involved a more comprehensive set of activities to prevent the
occurrence of quality defects through quality systems development, advanced
quality planning, statistical process contro! and other techniques. Finally, the last
stage of development is represented by TQM. In this stage, quality management
principles are applied in all levels of the business, including suppliers and

customers (Dale, et al., 1994),

Garvin (1988) offered slightly different labels as he focused on the
emphasis, orientation and approach to quality at each stage of the quality evolution.
Inspection emphasises product uniformity and “inspects in” quality. Quality control
similarly emphasises product uniformity, but with reduced inspection, and
“controls in” quality. Prevention of quality failures is tﬁe concern of quality
assuranc;e, and “builds in” quality. Finally, TQM (or strategic.quality management)

extends its emphasis to the market and consumer needs and “manages in” quality.

2.3 The Meaning of TQM

Seymour (1992) refers to TQM as the “means” to achieve the desired
quality that ultimately leads to a competitive position in the market. A chain
reaction results from quality improvement through reduced variations in output
(Deming, 1986). He proposed the following relationship (p. 3): improve quality —
costs decreases due to less rework, etc. — productivity improves —> capture market

with better quality and lower price — étay in business — provide more jobs.
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Moreover, Deming (1986) explained that: “Improvement of quality
envelops the eﬁtire production line, from incoming materials to the consumer, and
the redesign of product and service for the future” (p. 4). He proposed ‘The
Fourteen Points’ to embody the elements of his theory for managerﬁent, suggesting

that top management is responsible for maintaining quality in the organisation.

- Anderson, et al (1994), on the other hand, proposed and articulated a theory
of quality management to describe and explain the effects of adopting the Deming
management method. They organised a panel of quality experts who identified 37
concepts underlying the Deming approach. By further analysis and clustering, they
came up with seven concepts: visionary leadership, internal and external co-
operation, learning, process management, continuous improvement, employee
fulfilment, and customer satisfaction. A relational analysis of these concepts
yielded to the following proposed theory of the Deming method:

“The effectiveness of the Deming management method arises from
leadership efforts toward the simultaneous creation of co-operative and
learning organisation to facilitate the implementation .of process-
management practices, which, when implemented, support customer
satisfaction and organisational survival through sustaineq employee
fulfilment and continuous improvement of processes, products, and

services” (p 479-80).

Other definitions of TQM similarly focus on quality as satisfying the

customer through continuous improvement. Definitions of TQM also highlight its
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related concepts, methods and activities. An example of such a definition is given
by BS 4778 Part 2 (1991):
“A management philosophy embracing all activities through which the
needs and expectations of the customer and the community, and the
objectives of the organisation are satisfied in the most efficient and cost

effective way by maximising the potential of all employees in a

continuing drive for improvement.”

Dean and Bowen (1994) proposed a more organised presentation of TQM’s
broad concepts. They viewed TQM as a philosophy or an approach that is
characterised by principles, practices and techniques. Most of what has been
\zvritten about TQM is explicitly or implicitly based on the principles of customer
focus, continuous improvement and teamwork. Each of these principles is
implemented through a set of practices such as customer.information, process
analysis, or formation of teams. Techniques such as customer surveys, quality
function”deployment (QFD), flowcharts and statistical process control (SPC), and

team approaches in turn support the practices.

However, whilst there is general agreement on the general objective of
TQM, Bounds et al (1994) observed that there is no complete agreement on the
definition of TQM nor is there a consensus on how to put it in practice. Moreover,
Wilkinson et al (1998) observed that TQM as an approach or philosophy of
management is not self-evident. They further noted that despite the large literature

on the subject, few studies have been made to address its actual meaning.
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In general, TQM suffers from a number of conceptual and pragmatic
definitional problems. One of the conceptual definitional difficulties involves the
vague meaning of its central concept. The earlier literature review in Section 2.2
showed that quality is a “slippery” term (Garvin, 1988). The word quality “conveys
notions of nebulous factors that are not readily measured or tied down” (Wilkinson,
et al, 1998: 8). Thus, the ambiguous definition makes evaluation of the effects of

quality management on business outcomes difficult (Reeves and Bednar, 1994).

Secondly, definitions of TQM have variously described or defined TQM as
“a set of techniques and procedures” (Steingard and Fitzgibbons, 1993), “a system
of means” (Brocka and Brocka, 1992), a “management system” (Rampey and
Roberts, 1992), “prdgramme”(Wilson, 1992), a “business discipline” (Hill, 1993),
“a commitment and approach” (Schroeder, 1994), and “theory” (Anderson, et al,
1994) and “philosophy” (BS 4770). Other broader descriptions suggest that TQM
represents a “paradigm shift” (Bounds, et al, 1994) referring to universal ideas that
provides'a model for solutions such as in a normal science that is being challenged
by an alternative science (Khun, 1970). Each definition has its own implications on
the understanding of what it exactly is. Moreover, each definition has its own focus

that impacts on operationalisation concerns.

A third definitional problem of TQM lies in the variety of names and terms
used to refer to TQM. It has been similarly known as total quality (TQ), total
quality control (TQC), continuous improvement program (CIP), quality

improvement (QI), quality management, strategic quality management, and some
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other names (Burr, 1993; Galgano, 1994; Hackman and Wageman, 1995;

Schroeder, 1994; Seymour, 1992). Deming himself, Bounds et al (1994) noted, did

not recognise the term TQM.

The history of TQM when it was adopted in Japan partly explains this
multiplicity of TQM terms, Xu (1994) observed that when the Japanese adopted
the concept of quality, quality control was translated into Hinshitsu Kanri. Kanri,
however, literally translates to ‘to manage’ or ‘supervise’, and that the Japanese do
not necessarily separate ‘quality control’ from ‘quality management’. Later, the
Japanese concept of Total Quality Control (TQC), which was originated by
Feigenbaum (1951), was translated into English as Total Quality Management

‘(TQM).

Fourth, a review of the main components of TQM shows that the number of
features common among the quality experts can range from as few as four (Fine,
1985) t8-eight or more (e.g., Dale, et al, 1994; Macdonald and Pigott, 1990;
Seymour, 1992). Schroeder (1994) proposed eight major premises of quality
improvement: organisational’ mission, continuous improvement, customer
ofientation, leadership commitment, empowerment, collaboration/crossing
boundaries, focus on processes and focus on data and statistical thinking. Powell
(1995) combined the features promoted by Deming, Juran, Crosby and the
American Baldridge Awards and came up with twelve factors: committed
leadership, adoption and communication of TQM, closer customer relationships,

closer supplier relationships, benchmarking, increased training, open organisation,



employee empowerment, zero-defects mentality, flexible manufacturing, process
improvement and measurement. Anderson and his colleagues (1994) identified as
many as 37 key factors in Deming’s management theory. Moreover, the differences
in the focus of the various national quality awards (Ghobadian and Woo, 1996;

Tummala and Tang, 1996)‘ also similarly reflect the lack of consensus on the key

features of TQM

The diverse interpretations on the core concepts of TQM stem from the
number of leading proponents and practitioners who viewed and advocated quality
improvement from various perspectives. Gehani (1993) summarised the work of
some of the most influential persons in TQM and suggested that each had a

different concept of how to address the quality issue (Table 2.1).

The ideas of the. major quality proponents do not.necessarily agree on
certain issues. Some researchers (Cambridge Management Consultants (cited in
Schroedér, 1994: p 6) listed the differences in the concepts advocated by Crosby,
Deming and Juran. These differences lie in the use of slogans, the conception and
effect of fear, the triviality of problems to be addressed to, the use of cost of
quality, the definition of quality and the main thrust of TQM. However, when
asked about the differences among the quality experts’ differences in ideas, Crosby
(1989: 79) pointed out that it is not possible to put Deming, Juran and him “in
boxes with cle;ar labels like in a zoo”. He suggested that there are overlaps in

their ideas. But nevertheless, he claimed that his approaéh focuses more on
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practical ways of dealing with the introduction of the quality improvement

activities and the handling of organisational problems.

Table 2.1 Frontiers of the quality movement (Source: Gehani, 1993)

Frontier Main points
Original Frontier (Taylor) simplified and standardised tasks for
Inspected Quality workers, whilst supervisors and managers
planned and inspected their performance
Deming Frontier process control and process variation

Process control Integrated Quality

reduction; active management participation
and leadership necessary to reduce
variations; stress on statistical training,
constancy of purpose for continuous
improvement, organisational pride and self
esteem in workmanship

Juran Frontier
Company wide integrated quality

-

hands-on leadership and involvement by
senior management; quality trilogy of
planning, control and improvements;
quality breakthroughs; quality improvement
as an integral and essential part of business
plan, linked to each manager’s performance
review

Feigenbaum Frontier quality is determined by the customer;

Total Quality Control quality improvement lies in product design,
basic production processes and scope of
service.

Ishikawa Frontier

Prevention Integrated quality

quality begins and ends with education,
cause-and-effect diagrams; preventive
aspects of quality; notion of internal
customer; cross functional integration of
quality

Taguchi Frontier robust quality of design; design of

Design Integrated Frontier experiments

Crosby Frontier cost of quality; conformance to

Cost Integrated Quality requirements; prevention of quality defects;

zero defects performance standards

Kearns Frontier
Market competition integrated quality

leadership through quality; meeting the
requirements of the customers;
benchmarking

Next Quality Frontier
Innovation and market creation integrated
quality

product personality dictates quality; new
markets; product development not based on
transitional market surveys
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This last point leads to another definitional issue of TQM. The various
versions of TQM, as advocated by the different quality experts, dealt with practical
implementation considerations in different ways. First, .thé earlier review of the
definitions of TQM'’s central concept, quality indicated varying concerns and foci.
As previously indicated, each of these definitions of quality implied different levels
of operationalisation. Indeed, Dale’s (1991) found that managers typically favoured

Crosby’s approach mainly because of its ease of implementation.

Moreover, the expanded motion of quality that also involves internal
customers proves to be an additional implementation difficulty. Indeed, Harber, et
al. (1993) observed that “while TQM promotes the notion of internal and external
customers and value of employees as a resource, many organizations adopting
'-TQM appear to have some difficulty in translating this to employee equity.
Employees seek equity for their involvement in and commitment to a TQM

programme in a similar way to external customers expecting equity in exchange of

money for products and services” (p. 24).

Secondly, the \quality experts and consultants fa\‘(our different - practical
approaches, tools and techniques that can be adopted to support quality
improveme;nt activities. Indeed, Hackman and Wageman (1995) observed a trend
wherein a number of interventions, including some that are not related to TQM, are
being pr‘oposed under the name of TQM. Thus, “the sharp and defining edges of a

management program become blurred as more and more initiatives are launched in

its name...” (p. 339). Hackman and Wageman (1995) explain that the introduction
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of various interventions is an attempt by practitioners and consultants to deal with
implementation difficulties. Thus, these new ways of coping with implementation
problems may bring TQM practice away from its original conception. Moreover,
practitioners pften mistake these tools and techniques for the entire concept of

TQM (Bounds, et al, 1994).

Furthermore, Gill and Whittle (1993) observed attempts of consulting
organisations* to make TQM more attractive and easily gré.sped by managers by
obscuring of the subtleties lying under what is being proposed. Such developments
on marketir;g of packaged approaches, coupled with the use of tales and stories
“about the magic that the package has done fof other managers” (p 290) contribute

toa broadened and ambiguous definition of TQM.

Another implementation issue lies in the variations in the general approach
that TQM takes in translating its concepts to reality. Xu (1993) categorises the

practice “of TQM into three manifestations. These different possibilities are

also

* This development can be closely related to the marketing of OD and the increasing competition in
consulting services, Krell (1981) wrote: ‘

Mainline OD consultants recognised that companies were “buying” OD to increase

organizational effectiveness. ...Faced with increasing competition in a lucrative field, some

OD consultants began to concentrate more upon the product as perceived by the customers

- organizational effectiveness. ... Brand naming and packaging now give managers the

opportunity to select the approach they like best” (p. 319).
Similarly, Darwent (1988) noted the intense competition among consulting firms and points that
“differentiation is becoming more important ... the onus would seem to be on finding a product
which is - or which can be marketed as being - as concrete as possible. The real politik of a falling
market demands tangible results and quantifiability.... Today’s nominalist consultancy catch-phrase
is implementation” (pp 71-2). The results of such events are the development of seemingly different

and more effective packages, and the use of simple packages devoid of theoretical, or academic
terms. a
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reflected in the British Quality Association’s (BQA) three alternative definitions of

TQM (Wilkinson, et al, 1998).

Xu refers to the first manifestation as “programme-TQM”. It is a new
working framework that is dominated by an engineering mode of techniques.
Moreover, it is characterised by a prescriptive package with a set of
implementation steps or stages, supported by the tools and techniques. Programme-
TQM highlights the structures and logic of TQM and assumed that participants are
rational and co-oi)erative. Moreover, the notion of a programme suggests that a
new one with another set of assumptions and a promisé of improvement and
benefits can replace the old programme. Xu further noted tﬁat the “techniques and

rules (in the programme) unwittingly turn out to be ends instead of means” (p17).

The BQA deﬁnition similar to this manifestation fecuses on production
aspects of quality, This involves systematic measurement and control of work,
setting §?;andards‘of performance and statistical procedures to evaluate quality.
Wilkinson (1992) refers to technique-driven quality approaches as the ‘hard
approach’ and involves less discretion for employees. A typical definition in this
approach refers to TQM as “a set of techniques and procedures used to reduce or
eliminate variation from a production process, or service delivery system in order

to improve efficiency, reliability and quality” (Fitzgibbons, 1993).

In contrast to programme-TQM, the second manifestation, non-programme-

TQM, “suggests -an awareness that there is something fundamentally different
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about TQM” (Xu, 1994: 18). This, among others, includes the change of culture.
She describes the culture change in TQM as a transformation of states of mind
from the traditional rational scientific management. Galgano (1994) pointed to
three elements of quality culture: mental mechanisms that involve critical thinking
approaches; management rationales that provide the criteria|or guidelines that drive
managerial activities to continuously suppoﬁ TQM; and, a company wide
mentality, shared beliefs that are consistent with TQM principles. Wilkinson et al
(1998) suggested these ‘soft’ characteristics of TQM typically involve themes
proposed by US consultants such as customer orientation, culture of excellence,
removal of performance barriers, teamwork, training and employee participation.
' This manifestation views TQM as being consistent with open management styles,
c_ielegated reéponsibilities and increased autonomy to the staff. Evans and Lindsay
(1993: 28) offer a definition that reflects all these concerns: TQM is an “integrative .
management concept for continuously improving the quality of gbods and services

delivered through the participation of all levels and function”.

The third manifestation, holistic management, challenges the mentality of
reductionist and functionalist thinking in management. This view represents a
departure from tﬁe conventional management mental models and leads to a more
philosophical framework (Xu, 1994). It is a mixture of ‘hard’ and ‘soft’ TQM and
comprises three features: an obsession with quality; the need for scientific

approach; and the view that all employees are to be involved in this process

(Wilkinson, 1992). -
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Grant et al (1993) viewed TQM as representing a challenge to the
prevailiné paradigm of the economic model of the ﬁrmsi. Bounds’ et al (1994)
suggestion that TQM can represent a ‘paradigm shift’ that involves a shift of the
whole field of management. Following Khun’s logic (1962), they suggested that
the managerial stage of normalcy, which was dominated by Taylor’s scientific
management and Weber’s theory of bureaucracy, was threatened by anomalies
characterised by declining competifiveness of American industries. They observed
that the emerging paradigm that is set to replace the old paradigm highlights three
themes: customer value strategy that is supported by the cross-functional
organisational systems and driven by the pursuit of continuous imp;'ovement. | The

shift in paradigm implies that TQM will become a “way of life” in organisations.

Hackman ‘and Wageman (1995), in comparing the theory of the original
gurus (Deming, Juran and Ishikawa) with the current TQM: practice, found that
some of the proponents’ “sharpest and most distinctive ideas ... have been sanded
down a”bit”(p 318). However, they concluded that there is a substantial
convergence of the TQM philosophy with its practice but cautiously concluded that
“one can in 1995 still pbint with some confidence to the constellation of ideas and
interventions that form the core of TQM, and one can, with iess confidence, show

how that constellation differs from others. At least for now, there is indeed a

“there” there for TQM” (p 319).

5 The main premises of the economic model of the firm are: the firm’s objective is maximization of
shareholder wealth; individuals are self-interested; rational decision makers driven primarily of
economic goals; economic relationships between individuals are governed by contracts; and, cost
efficiency determinés the contractual form and institutional structures (Grant et al,1994).
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On the other hand, other writers view such conflicts and issues in TQM
definitions as rather tramnsitory and necessary in the development of TQM.
Wilkinson et al (1998) observed that the list of TQM features provides an ideal
template that few organisations can match. Thus, Xu (1994), suggest that this

holistic TQM is a direction towards which the current practice of TQM should be
headed for.

2.4 Some Implementation Issues

The conceptual and practical issues in both quality and TQM are
instrumental in the practice of TQM. The evolution of TQM in Japan (Shiba et al,
1993) revealed that quality management was dependent on the changing meaning
of quality, which in turn, was determined by changing requirements of industry and
the market. Thus, as the market shifted from product availébility to more specific
product features and requirements to cost efficiency, the ;ppropﬁate tools and
techniques were developed to support and facilitate quality management. This
parallel development of quality and TQM implies an understanding of what quality

comprises so that it can be exploited and developed to successfully compete in the

market.

Indeed, Eskildon (1994) argued that successful implementation of TQM
partly relies on the model that outlines what TQM is. However, the variety of
combinations of the various conceptions of quality; the numerous elements and
principles of TQM; and its diverse practices, tools and techniques can bewilder an

organisation that embarks on a quality improvement programme (Krishnan, et al,
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1993). In one case, after the training sessions on TQM were concluded, the middle
managers of the facility were left wondering, “Where do we go from here?”

(Hemphill, 1996).

The literature review showed that efforts by consﬁltants to minimise the
confusion and difficulty brought about by such great possibilities of concepts and
techniques of TQM led to simplification of its basic tenets. This seeming
improv‘ement to address the problem perhaps led to a different problem of
understanding — one of suiaerﬁcial knowledge and understanding of TQM
(Eskildon 1994). In particular, he suggested that following any prescribed approach
can lead to a very narrow :I«md simplistic understanding of TQM. Flood (1993)
added that slogans such as ‘quality is free’ create an impression that quality
improvement efforts can realise its promised benefits without much effort. Some
commentators have suggested that TQM is simple in theory, but proved difficult to
implement (Giles and Williams, 1991). Indeed, the review of literature in Chapter
3 includes some empirical studies that indicated inadequate understanding of TQM

among managers contributed to the limited success derived from TQM.

Furthermore, as the literature review revealed, a number of concepts and
issues are not explicitly resolved by the definitions. One particular issue is
employee participation. Wilkinson, et al (1991) observed that there seems to be a
contradiction between employee involvement and TQM’s emphasis on clearly laid

down instructions. In addition, Morrison and Rahim (1993) pointed out that:
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“A major shortcoming of the participation prescription is its simplified
view of the worker. It uses the concept of participation as a social process
to summarise the complex effects of human interaction. Clearly,
‘participation’ is not sufficiently comprehensive to capture the r_nulﬁ-
dimensional and complex world of human inte}action; the TQM
prescriptions ignore such elements as. interpretation, biography and
impulse. While emphasising the criticality of employee participation to
quality processes, the consideration of the role of employees - their
perceptions, skills and intérests - is remarkably neglected. The
prescriptions widely assume that workers have both the skills and the

desire to participate.” (p 145)

Another impliéd assumption deals with organisational politics. Wilkinson
and Witcher (1993) observed that TQM implicitly follows a-management strategy
that is seen as'a rational and linear process. They grgued that this neglects some
managcr?lent literature that‘ emphasised management as a political process, where
groups compete for influence and power. They pointed out that TQM needs to
recognis;e the political reality of organisational life. However, “this does not mean
TQM cannot get off the ground, but merely that an awareness of this is likely to

lead to a clearer picture of the obstacles to implementation” (p. 55).

The model for implementing TQM is critical to the success of the change

efforts (Eskildon, 1994). This echoes the common view in strategic management

T
1
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literature that “every failure of implementation is, by definition, also a failure of

formulation” (Mintzberg, 1994).

These models for implementation are usually operationalised by
programmes that specify the ‘how’ of change rather than the ‘what’ (Wilson,
1993). The quality experts or quality consultants typically provided organisations
with a set of procedures or guidelines in implementing TQM. However, these
procedures are not necessarily free from ambiguity. For example, Crosby (1979)
proposed a 14-step programme, which involves carrying out a set of activities.
Each step is intended at building on the preceding steps so that the shift to quality
is systematically introduced in the organisation. However, Crosby (1989) himself
.pointed out that “the steps are taught in sequence only because they need to be
discussed in some logical fashion” (p. 70). He specifically, suggested that step 8,
which deals with education actually starts before step 1, which is management
commitment. Mdreover, he noted that the timing of the steps depends on the
situation, such as management’s readiness to commit itself to error cause removal

or zero defect philosophy. He added, “the 14 steps of quality improvement were

never intended to be a calendar”.

Similarly, Deming’s (1986) 14 points needed some clarification. He pointed
out that “failure of top management to act on any of the fourteen points ... will
impair efforts on the other thirteen”. Thus, caution has been stressed against the

interpretation of or embracing each point independent of the other points (Gitlow,

et al, 1989).
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Mor«;over, Eskildon (1994) noted that the typical activities that dominate a
culture change api:roach involved widespread training on TQM concepts and tools,
creating empowered teams, involving staff in complex planning processes; creating
statements of mission, vision and values; and developing various Baldridge
Award-endorsed activities. However, the value of these activities is “often undercut
by a wide-spread tendency to implement them without clear, measurable goals for
improving customer-valued outcomes or without a plan for objective activity
assessment and improvement” (p. 62). Thus, some confusion, long implementation

time frames, ineffectual and inadequate efforts, frustration and resistance usually

follow.

Another implementation issue is suggested from the broader organisation
change literature that claims that change programmes such as TQM do not work
because they are guided by a theory of change that is “fundamentally flawed”
(Beer, et al, 1990). “While senior managers understand the necessity of change to
cope with new competitive realities, they often misunderstand what it takes to
bring it about” (p. 158). The common belief is that the starting point of the change
effort is with knowledge and attitudes of individuals as this will lead to changes in
individual behaviour, and eventually the entire 6rganisation. “Buzzwords like
“quality,” “participation,” “excellence,” “empowerment,” and “leadership” become
substitute for a detailed understanding of the business, They argued that the most
effective approach to changing behaviours is through new organisational contexts
that imposes new roles, re;ponsibilities and relationships on people. They

concluded that companies need a specific mind set for managing change: “one that
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emphasises process over content, recognises organisation change as a unit-by-unit
learning process rather than a series of programs, and acknowledges the payoffs

that result from persistence over the long period of time as opposed to quick fixes”

(p. 166).

2.5 Discussion

There seems to be two important threads of thought that run fhrough the
issues suggested in this discussion. First, there. is the underlying issue of
functionalism and pragmatism against the more theoretically based conceptions of
quality and quality improvement. This observation has been reflected in different
ways: in Crosby’s (1989) emphasis on his experience as a manager, in contrast to
-the teaching experience of Deming and Juran; in the importance of measurement
implied by other deﬁniﬁons of quality as opposed to the real, albeit, abstract
essence 6f quality (Smith, 1993); and, to the expanding ye:c‘ simplified notion of
TQM by consultants and other advocates, as compared to the more complex
concepm;xlisaﬁon and interpretations (e.g. Bate (1993) chose to discuss culture

change as a complex field).

Such points re-surfaces the old arguments between theory and practice, one
that can be traced to the Platonic-Aristotelian view that knowledge was acquired
for its own sake rather than for some use (Gill and Johnson, 1991). Academics
charge the leading TQM advocates as being disinclined to refer to previous
management literature, or indeed, refer to anything outside the TQM field

(Wilkinson and Willmott, 1995; 1996). They further observe that other academics,
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“who are not busy promoting the quality revolution have been inclined to be
contemptuous of its triviality, dismissing ideas about quality as merely the latest in
a long line of management fads or ‘snake oils’” (p 2). Thus, they conclude that the
result led to a virtual monopoly of the definition and discussion of quality issues by

the quality gurus.

Thus, it is interesting to note that discussions on TQM have leaned on the
more practical positions, reflecting the consultants’ biases and managers’
preferences. The concern for practice and adoption of the more “common-sense”
actions and techniciues has, in turn, largely led to a second thread: the lack of
awareness or ignorance, or the neglect, or the disregard, whether consciously of

_not, of many of the theoretical debates in the management and organisation fields.
Hackman and Wageman (1995) observe that the implementation efforts face a
number of dilemmas on employee motivation, commitment, continuous learning,
and issues on empowerment and control. The interventions adopted to deal with
'these difemmas do not necessarily reflect the use of theoretical considerations as
proposed in management literature. Moreover, there has also been the common
'approach of learning and adopting the ‘best pracfice’, which to a very general
extent, ignores the contingency theory wherein context in which change is

introduced is considered an essential determinant of a successful implementation.

Thus, TQM literature generally seem to straddle both sides of these
management and organisational debates, or at an extreme, take the less popular

position, or one that is contrary to more accepted position. For instance, TQM
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emphasises interdepartmental co-operation. This stand reflects a disregard for the
long-standing concepts of departmental specialisation. TQM also seem to take a
stand against organisational control, and advocates autonomy and participation for
Aits employees, This, needless to say, has been one of the long-standing discords
among the rationalist school and the labour process school. On the issue of
rewards, TQM has been rather ambivalent: gurus have generally emphasised
intrinsic motivation, yet in practice, extrinsic monetary rewards have been used.
Finally, TQM has focused on employee commitment to action whilst management

and organisation research has been more concerned in employee commitment as

reflected and indicated by turnover and absenteeism.

Ovérall, Grant et al, (1995) view this as the challenge posed by TQM to
conventional management. They note that TQM is in the centre of the conflict
between the broad rationalist schools typified by scientific..management and the
human relations school. Drucker (1990) positions TQM as the bridge between
these two irreconcilable schools. However, Grant et al (1995) argue that the real
conflict lies more in the contradictions of the more conventional practices of
strategic change and restructuring and, not only the management practices of TQM,

but also, more importantly, with its theoretical underpinnings.

Nevertheless, Dean and Bowen (1994) conclude that there is significant
consistency between TQM and management theory. In particular, there are close
correspondence between TQM and HRM prescriptions on practices such as

employee involvement, the use of teams, training needs and evaluation, and career
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management. However, they also note that TQ should be informed by management
theory in areas such as strategy formulation, as well as consideration of

contingency theory. On the other hand, TQM suggests new research directions for

management theory.

2.6 Conclusions

This chapter focused on the various definitions of quality and TQM. Its
main objective is not only to provide an overview of these concepts but also to
examine the diverse issues involved. The literature reviewed in this chapter showed
that both quality and TQM are broad concepts that have been interpreted from
different perspectives and that it lacks a general consensus on its meaning. The
“ambiguous meanings are further distorted by the different approaches, techniques
and tools, including concurrent engineering and just-in-time, that have been used as

»”

part of TQM. It is made more complex by the use of unrelated techniques and tools

to resolyﬁe some of its difficulties.

The ambiguities of the concepts are not exactly resolved but continue to
develop and expand as theoretical definitional issues are left for managers and
implementers to clarify. A number of writers have noted the evolving nature of
quality and TQM was mainly the attempt by practitioners to deal with changing
conditions, especially reflected in Shiba’s, et al, (1993) account of the development
of quality concepts in Japan. Indeed, Gehani (1993) observed that the Japanese
have now shifted their concept of quality as they now consider the competition-

based view of quality as traditional, obsolete and obvious. He reported that since
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the middle of the 1980s, Japanese manufacturers have concentrated on mirhyoku-
teki hinshitsu or admi.rable quality and market-creating quality products and
services. Shiba et al (1993), on the other hand, foresee that quality will be referred
to as ‘fitness to corporate culture’ to reflect the entire organisation, from
production to the product’s place in corporate strategy. They also noted that
increasing pressure for environmental concerns can lead to a definition of quality
as ‘fitness for societal and global environment’. These shifts in the meaning of

quality are expected to lead to a new search for tools and techniques to promote

quality improvement.

Taken together, each organisation is offered a vast number of possibilities
_of implementing a version of TQM that may cater to its own needs and
requirements (Bounds et al, 1994; Gehani, 1993). It has a choice of a different
conception of quality and TQM. Because of this, each organisation may develop its
own brand of TQM, one that may not be exactly the same as the next
organisation’s programme. Because of this, TQM, indeed, becomes an elusive

topic to study (Wilkinson and Willmott, 1995).
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CHAPTER 3
LITERATURE REVIEW: THE PRACTICE OF TQM

The preceding chapter reviewed the theoretical conception of the related
aspects of quality and TQM as they impact on the TQM implementation. In contrast,
the first part of the present chapter deals with the real issues faced in the
implementation process. These issues form much of the concern of TQM literature
(Motwani et al, 1995). This chapter seeks to identify the weaknesses of this literature
and its failure to satisfactorily explain the mixed results of TQM efforts. Secondly, it

proposes a model that integrates these factors.

This chapter explores the empirical literature on the implementation of TQM

and examines how organisational factors support the TQM process. These factors
“are also examined closely to find related issues that can account for the difficulties
and problems of the practice of TQM. In addition, the results of these researches are
viewed from the broader organisation and management theor;/ literature to utilise the

experience and understanding of these more developed fields of research.

The first issue that is raised in the literature deals with the benefits that are
derived from TQM practice. The realisation of these expected gains impact on the
satisfaction with the quality efforts, and thus determines the perceived success or
failure of these implementation attempts. The second section focuses on the studies
that identify the critical factors lzthat support or hinder the successful implementation
of TQM. The most common critical factors are derived from the comparison of ten

empirical studies. These factors are discussed and supported by other surveys, case

studies and commentaries.
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Finally, the chapter proposes an integrated TQM implementation model and

makes some concluding observations from these studies.

3.1 Benefits of TQM

As noted ip Chapter 1, quality has been seen as an important, if not the most
important, basis for competitive success (Ferdows et al, 1989; WIRS, 1990)). The
argument suggests that business results will improve with efforts to improve quality
(Deming, 1986). This section reviews some studies that investigated the impact of
quality on profits and other business and organisational results,

Profit Impact Marketing Strategy Associates (PIMS) (Buzell and Gale,

-1987), using its database of over 3,000 businesses in North America and Europe,
found a positive correlation between quality and profit. The study revealed that the
higher the customer perceived quality index, the higher both the average return on
investment and sales. In addition, the PIMS database suggested that improvements in
perceiv;d quality led to higher capacity utilisation, higher employee productivity,
reduced unit marketing expenses, and improved market share. However, Buzell and
Gale (1987) noted that the impact of quality to increase i)roﬁts came mainly from the
ability to charge premium prices. They explained that the cost reduction derived
from improved quality is offset by additional cost involved in enhancing

product/service attributes and features.

On the other hand, Wilkinson et al (1998) cited some studies by Andersen

Consulting (1993; 1994) and IBM (1995) that showed that lean production, which

§
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share similar characteristics with TQM, has considerably reduced costs. It was noted
that non-world class plants pay a considerable penalty in terms of higher costs,

particularly in higher direct labour costs and higher material costs, than world class

plants.

A number of writers have reported that TQM programmes have achieved
similar results. These companies achieved improvements in defects and yields
(Kofman, et al, 1994), cost reduction and lead times (Dugan, 1993; Welch and

Geissler, 1992), spoilage (American Printer, 1993) and sales and profits (Dugan,
1993).

Wider industry studies also showed that there have been improvements in
‘organisation results with the implementation of TQM. The ASQC 1992 Gallup
survey (Ryan, 1992) of 600 executives revealed that 73 percent of those pursuing
quality improvement reported significant results or were pleased with the results. A
survey of 30 TQM companies by Kendrick (1993) indicated that average revenues
increased by 54.7 percent whilst new product development went up by 52 percent.
Anothex; study that analysed the five-year performance of 29 TQM organisations
found that a majority (76 percent) had positive returns on total assets and had
healthier profit margins than the industry mean (Zairi, et al, 1994), Ginnodo and
Wellins (1993) surveyed 6,429 personnel in 84 North American companies, and
reported that the majority believed that TQM had moderate to high success in

improving operational outcomes, customer satisfaction and retention and

organisational climate. A more recent survey of 880 UK managers (Redman, et al,
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1995) reported improvements in quality awareness, customer satisfaction, teamwork,

customer complaints, cost efficiency, employee morale and productivity.

Harber et al (1993) compared two sister companies and found that the
‘experimental’ company with a TQM programme in place had statistically
significant positive results than its ‘control’ sister company. The TQM company,
which shared its structure and history with the other company until TQM was
implemented, had employees who believed their ideas were valued and that
management was more likely to make improvements in jobs and workplace.
Moreover, they were better informed, have greater involvement in decision making,
are more committed, and are more likely to give their best performance. Another
study (Guimaraes, 1996) which compared employee perceptions before and after a

-TQM programme was implemented showed that there were | significant
improvements in employee attitudes about the job and th¢ company. Employees
reported a significant reduction in role ambiguity, and higher job satisfaction, job
involvement, commitment to the organisation, and intentions to stay in the company.
A study, cited by Shiba (1984), of quality circle leaders in Japan indicated that the
programme led to improvements in teamwork, human relations, morale, skills and

personality of quality circle members.

However, these positive reports have been contradicted by other studies that
showed otherwise. Arthur D. Little summarised findings from 500 American
executives by stating that “only one-third believe their TQM efforts made them more
competitive” (Poe and Courter, 1992). A.T. Kearney (1992) reported that 80 percent

of the TQM companies they had surveyed had not yet demonstrated success. More
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speéiﬁc results were indicated in the American Electronic Association (1992) survey
of 458 of its members. The study showed that 63 percent of those with TQM
programmes in place failed to reduce internal defects by 10 percent or more, despite
the programmes being in effect an average of 2.8 years. Moreover, 80 percent failed
to reduce supplier defects by 10 percent or more, despite the programme being in
effect an average of 2.4 years. Eskildon (1994) cited a report from Electronic
Business that showed that only 16 percent of 138 surveyed executives said their
quality programmes brought higher market share and only 13 percent brought higher
operating income and profits (Baatz, 1993). In examining statistics on unrealised
benefits from TQM initiatives, Eskildon (1994) concluded that “typical TQM

implementation is a practice that will probably fail” (p. 61).

A more methodologically rigorous research is the Fisher (1993) study of the
performance of four Australian organisations during a_five-year period. He
concluded that TQM did not result in significant direct improvements in overall
company performance. Although some improvements in internal and external quality
factors and isolated cases of productivity improvement were observed, Fisher
questioned the significance of these gains. He explained that the “impacts of the
quality management processes are greatly overshadowed by effects of internal
factors (such as tile decision to invest in new capital equipment) and the generally

uncontrollable external (economic and competitive) factors” (p. 51).

Moreover, the pursuit of quality initiatives does not necessarily bring back
the organisation to financial health. Eskildon (1995) noted that of 52 TQM-like

improvement programmes he studied, only one or two were successful in improving
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their financial conditions. The Wallace Corporation went bankrupt a year after it was
awarded the Baldridge Award (Hill, 1993) whilst Analog Devices Inc.’s share prices

and return on equity fell in the same period that they improved some of their

operational indices (Kofman, et al, 1994).

Other studies revealed that organisations were finding it difficult to
implement TQM. Cruise O’Brien and Voss (1992), in ‘their self-evaluation of
organisations against the Baldridge awards criteria, noted that the “over-riding
picture is that most UK firms are a long way from TQM and finding it difficult to get
there”. They reported that whilst there is widespread use of quality systems
(especially BS5750), most organisations were in the early stages of TQM and having
problems developing it. Indeed, other studies confirm that a majority of TQM

adopters are in their early stages of implementation (Ginnodo and Wellins, 1992;

Van de Wielle et al, 1993; Witcher and Whyte, 1992).

Nevertheless, Witcher and Whyte (1992) noted that TQM appeared to be
moving away from its narrow quality management origins to a fuller version of
TQM. They suggested that the TQM experience is associated with greater long-term
planning, a co-operative interpersonal climate, joint problem solving, enabling
management style, dynamic attitude to change and market focus. Van de Wielle and
his colleagues’ (1993) study showed that building TQM principles into the

company’s culture can take at least ten years although A.T. Kearney (1992) argued

that success should be demonstrated within six months.
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Zairi et al (1994) suggested that whilst TQM was shown to have a positive
relationship with tangible results, TQM was simply a “license to practice” and does
not directly lead to improvements in bottom-line results. Success is also founded on
right strategies, right products and services, the right commitment and righf
investment strategies. Moreover, “the seeds of success and failure lie in every
company’s experience with quality management” (Krishnan, et al, 1993). They
argued that “signing up a ‘quality guru’, swearing devotion to Dr Deming’s Fourteen
Points, or rigorously following the series of steps and checklists that comprise some
of the most popuiar and proven programs still cannot guarantee that the benefits of

quality improvement will outweigh the uncertainties and dislocation that these

programmes can stir up” (p. 8).

3.2 Critical Factors in TQM implementation

There is a large anecdotal literature describing the fadtors and characteristics
that are needed to effectively implement TQM (Reeves and Bednar, 1993).
Howevé:, there are fewer empirical studies that deal with these important factors. A
content analysis of the findings of ten surveys revealed that a number of factors were
commonly seen as critical to TQM implementation by the various groups of

respondents, a large majority of which were managers. Table 2.1 shows the top ten

most frequently mentioned factors in these surveys.
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The table shows that top managément commitment and the supporting
structure of the programme are the most common factors identified in these studies.
These are then followed by other support functions provided by management:
training, resources and rewards. The next three common factors, which are employee
involvement, culture and middle management support, involve the rest of the
organisation’s role in the TQM initiative. The last two factors represent an

understanding and appreciation of the concepts and principles of TQM. These

factors are discussed in the following sub-sections.

The review of prescriptive TQM literature showed that these factors are not
necessarily separate and mutually exclusive. Top manaéement commitment and
leadership can be viewed from a broader and more encompassing perspective as to
~include the other factors. Macdonald and Piggott (1990) suggested that the task of
top management in the TQM programme involved defining a“constant organisational
purpose improvement principles; ensuring a continuous programme of training and
education; removing barriers to quality performance; providing the necessary
resources; and, ensuring actions that demonstrate the integrity of the improvement
processes. Moreover, it requires active involvement in the quality programme. An
extensive literature review by Kasul and Motwani (1995) indicated that top
management support is demonstrated in four distinct ways: planning for change,

allocating budgets and resources, control through visibility and monitoring progress.

These activities are inherent parts of the other TQM factors.

The results of this content analysis are comparable to Reeves and Bednar’s

(1993) review .of TQM literature. They similarly found that top managers’
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commitment is the most frequently cited factor in the papers they analysed, most of
which were anecdotal writings. The other factors were also mentioned, albeit, not in

the same order of frequency.

Table 2.1 was also found to be consistent with Sheffield and her colleagues’
(1993) study that reviewed quality circle literature and identified eight core factors.
These factors were ranked based on their perceived impact by quality circle members
in their company case. In both lists, top management commitment emerged as the
most critical factor. Training was cited second in the literature but was only ranked
fourth by the respondents. Middle management commitment went from third in the
literature to second in the survey results. A fourth factor common to both the
Sheffield et al (1993 study and the present literature review is the rewards. However,
-rewards were rated least among the eight factors in both of the Sheffield et al lists.

The other factors, which included clear QC objectives, following QC process,

voluntary participation and feedback can be classified under the policies and

guidelines of the programme.

Further support comes from the more extensive review of empirical literature
on quality circles carried out by Fabi (1992). He reviewed 40 empirical studies and
came up with the 17 most cited factors, The top 5 factors that were found to be
instrumental to quality circles are commitment and support from top management,
commitment and support from middle and first line management, training,
involvement and support of employees and union and circle leaders’ training. The

other factors that were cited can be categorised in the core factors identified by the

present study.
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Each factor will now be considered in detail.

3.2.1 Top Management Commitment

Top management commitment is recognised by all quality ‘gurus’ as being

an essential precondition for the success of quality management (Wilkinson, et al,

1998).

Van de Wielle et al (1993) found that lack of top management commitment
was not seen as a major difficulty in their sample. However, they pointed out that
their findings on executive commitment were not as positive as the earlier report
from a McKinsey and Company research. They noted that this level could still be

-improved. In contrast, the Redman, et al (1995) study revealed that lack of
commitmeht, particularly from senior managemenf, was a k‘_ey concern. The senior
managers were criticised for failing to demonstrate personal commitment and were
variously accused of being sceptical, unenthusiastic, unwilling to commit resources,

and treating qualify management with a ‘short termist’ perspective.

The data from the Ginnodo and Wellins (1993) study showed that corporate
leaders either “feed” or “starve” the quality initiative. The data indicated that senior
executive resistance was high where there was low overall success for the
programme. Conversely, companies with higher overall success with their quality
efforts had low resistance at their top management levels, Garvin (1986) reported
that high levels of quality performance were always accompanied by an

organisational commitment to that goal and that high product quality did not exist
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without strong top management commitment. Indeed, the statistical analysis of
Powell’s (1995) study found that executive commitment was one of three variables
that produced significant partial correlations for TQM performance. Executive
commitment had 'the second highest mean among twelve factors that they studied.
Similarly, corporate management’s support to quality as a context was also reported
to have strong relationship with actual quality management (Benson, et al, 1991).

Flynn et al (1994) also found that quality leadership had the strongest relationship to

quality management.

However, the study of Indian organisations by Motwani, et al, (1994) do not
support these observations. They did not find strong support for the importance of
top management’s role. They explained that top management in their sample
’manufaoturing firms 'were involved in developing quality policy but that
implementation of these policies were strictly accomplishegl by the efforts of the
quality department personnel. In these companies, cost and schedule objectives took
precedence over qualiiy objectives at the top management level. They concluded that
effective quality levels were obtained even in the absence of top management

support,

This controversial role of top management commitment in supporting the
TQM implementation process suggested by this latter study may be reflected in the
broader literature on leadership. Some writers suggest that leadership is a redundant
concept that can be replaced by aspects of individuals, tasks carried out and the
organisation itself (Thompson and McHugh, 1990). Indeed, Wilson (1992) suggested

that TQM advocates effective leadership as a substitute for organisational structure,
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hierarchy and controls. He noted that such insistence on effective leadership is “a
case of blind faith” (p. 97) considering the paucity of knowledge, conceptual

disagreement and apparent gaps in knowledge in the leadership theories.

The importance of leadership ﬁlay be questioned as its relationship with
predicting subordinate’s responses is not fully established (Stoghill, 1974). In
addition, the romanticised view of leadership “amounts to what might be considered
a faith in the potential if not the actual efficacy of those individuals who occupy the
elite positions of formal organizational authority” (---, 1985: 79). They suggested
that such a romanticised conception of leadership allow complex causal
organisational events that are ambiguous and difficult to understand, to be explained
by the effectiveness or failure of leadership. This was borne out in their archival
—studies that indicated that emphasis on top management significantly varied with
performance levels. They concluded that “because ob's‘ervers are prone to
overestimate the amount of control that leaders exert, .. a subscription to a

romanticised view could be dysfunctional to the goals of an “objective” or rational

assessment of important but causally indeterminant events” (p 97).

Moreover, empirical studies suggest some contingency factors that determine
the importance of leadership. Lynne (1966) found that the experience, ability,
training, motivation and independence of individuals would determine whether they
need leadership or will react positively to being led. Stodgill’s (1974) findings
suggested that the effects of leader behaviour might be moderated by the nature of
the subordinate’s task and the subordinate’s personality. The extent to which the task

is satisfying, entails variety, related to a specific technology and autonomous will
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also influence the reactions to leaders (Scarborough and Corbett, 1992). Thompson
and McHugh (1990) also suggested that organisational structure and culture,

selection processes and reward systems could effectively reduce the need for

leadership.

Nevertheless, the empirical studies in Table 2.1 establish top management
leadership as a ve;ry important factor in TQM implementation. Leadership is viewed
from a behavioural perspective: that the leader’s actions conform and support the
TQM principles and concepts (Dale, 1994), He pointed out that the leadership style
of the chief executive shapes the cultural environment of the organisation and his
action signals positive or negative influences on the rest of the organisation. Harber
et al (1993) noted that individuals observe the behaviour of the dominant role
-models such as the chief executive, and attempt to reconcile these behaviours with
the values espoused within the organisation and their own be“liefs and values. “Thus
if TQM and its associated value system is espoused by top management but is not
seen to.be implehlented then incongruence will result and the TQM programme

itself will be seriously questioned” (p. 21).

Daft and Weick (1984) contended that the signiﬁcaﬁce of leadership does not
lie in its direct impact on substantive matters but in the ability to exert control over
the meanings and interpretations important const-ituencies give to whatever events
and occurrences are considered relevant to the organisation’s functioning. Thus,
Dale (1994) suggested that TQM is more compatible with transformational
leadership, which was found to have a statistically significant relationship with

organisational commitment (O’Reilly and Chatman, 1986).
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3.2.2 Systems, Procedures and Policies

The respondents of the studies mentioned a variety of factors that collectively
refer to the structure of the TQM pro graﬁune. Among these systems, prgcedures and
policies are communication and information systems, programme promotion,
activity prioritisation, process improvement and documentaﬁon, measurement, and
supplier involvement (Calupitan, 1993). More generally, an alignment of

organisational systems to support TQM activities is seen as necessary (Ginnodo and

Wellins, 1993).

Hill (1991) noted that TQM avoids the problem of parallel and dualistic
structures by integrating quality management into existing hierarchies. Companies
modified their operating systems and procedures to include quality management as

part of the normal method of managing and as a component of évery managerial job.

A comparison of Japanese and American supervisors revealed some
important differences in their manufacturing objectives and policies (Garvin, 1986).
The Japanese reported a consistent set of policies concerning quality throughout
their orngatioﬁ, with quality as their primary objective. Corresponding policies
that focused on quality were being formulated and communicated throughout the
organisatioﬁ. On the other hand, US supervisors indicated less emphasis on quality
than meeting production schedules although they were evaluated against goals of
rework, scrap and defects. Morleover,‘ quality was seldom observed to be a dominant
theme, nor was it communicated uniformly on the shopfloor. It was also noted that

although there were written quality policies, the American supervisors did not

always read theri.
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Motwani, et al, (1994) noted that quality policies are “practical embodiments
of an organisation’s attitudes towards quality, and therefore help in improving the
level of quality” (p. 46). Their study found significant statistical support for the
claim that speciﬁg quality policies are related to the level of quality, Three specific
practices were identified in their sample companies; well-doc':umented customer-
directed quality policies; clear objectives determined by government regulations,
customer expectations, market share growth, company reputation and profitability;

and, periodic review of these policies.

Reeves and Bednar (1994) reported that top managers feared that
implementation problems could develop from unclear directions from the executive
board regarding TQM goals, boundaries and authority, Van de Wielle et al (1993)
;naintained that planning is an essential element of TQM as it recégnises the change
from detection to a prevention system, In the absence of a plan, employees were
reported to be concerned with the lack of objectives and strategies and uncertainty as
to what was required of them. In addition, a TQM programme that does not identify

"the mission, vision and quality policies of the business can face three other
obstacles: lack of cohesive forces which drive quality throughout the organisation,
quality may be seen as being foreign to the business; and, missed opportunity to

strengthen teamwork at senior level (Lu and Sohal, 1993).

In a case study of two District Health Authority offices that had TQM
programmes with a “dim future”, Debrah (1994) observed that they experienced
considerable difficulty in developing clear quality policies and operational

structures. They. were not able to give a definition of quality and how it should be
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adapted to health care delivery. As a result, quality standards were not clear and the
position of quality circles was not fully understood. Moreover, there were no
systematic and planned quality control measures, and the absence of monitoring

procedures hindered the evaluation of the success of the programme.

On the other hand, Boerstler (1996), in her study of TQM implementation in
hospitals found séme situations where a formal quality council of senior managers
that guides and oversees the TQM programme, is not necessary. The first situation
involved a ser;iér management that is not committed to the quality initiative. They
cited a case where a hospital consciously decided not to establish a quality council
because they feared that the council would not function well without its members’
commitment. The quick results that were gained without management commitment
-later encouraged top management to become involved in the programme. They also
found that in a few émall hospitals w1th a participative clgture, a formal quality |
council was believed to be unnecessary. The council was not seen as important in
demonstrating commitment to quality because there was ample opportunity to

interact and observe the senior managers. However, they pointed out that the absence

of a quality council might pose a problem in the long term, as it tends to limit

interdepartmental activities.

Indeed, the problems of these health districts were similarly reflected in othef
surveys. Longenecker and Scazzero (1996) reported that their respondents
experienced communication breakdowns, ineffective corrective action procedures,
conflicting and unrealistic goals, poor planning/organising, lineffective measurement

procedures and .unrealistic quality standards. In addition,‘ Redman’s et al (1995)
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respondents also indicated problems with measuring quality, clash with other

initiatives and the lack of infrastructure,

Kuei, et al (1997) suggested that quality management tendencies were related
to the structure and ﬁolicies of the organisation. In a study of 86 middle managers,
they identified three clusters of quality management practices: high-quality tendency,
medium-quality tendency and low-quality tendency. They found that high-quality
tendency organisations tended to have loose and simple organisations in contrast to
medium and low quality tendency organisations that emphasised bureaucratic
strﬁctures. In particular, the medium and low-quality tendency organisations stressed

rules, administrative details and red tape, and had confusing organisational

structures.

3.2.3 Training

Training was ranked as the most important TQM factor in the study by
Ginnodo and Wellins (1993), higher than top management commitment. This

finding supports Ishikawa’s (1985) admonition that “Quality begins with education

and ends with education”.

Van de Wielle et al (1993) revealed that ‘definition of quality’ was ranked by
four of the five sample sets in their study as the first priority in current training.
Other training topics include quality audits, quality systems, ISO 9000 guidelines
and criteria and problem solving. Moreover, the study indicated that the aspect of

TQM most urgently required from training programmes included TQM and
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marketing, quality costs and TQM cost effectiveness, 'top management leadership in
TQM, integrétiori of quality and business planning and ér,nployee involvement in
TQM. They noted that European organisations have not allocated sufficient funds for

TQM education and training. However, the trends show ;hat there is an increased

recognition for the need and importance of formal TQM training.

Powell (1995) found medium relationship between training and TQM
performance, whilst the Motwani, et al 61994) findings showed stronger statistical
support that training improves the level of quality. The latter study observed that
their respondents .employed effective and efficient training programmes that educate -
and commu:ﬂcate a focus on quality to managers and employees. The training
programme involved on-the-job training and classroom lectures on special processes
-and advanced statistical methods. Despite comments that the training were academic
exercises and were not understood by illiteréfe workers, mqst of their respondents
indicated that training played an important role in quality improvement.

Contrary to conventional approach of having all mcfmbezfs of the organisation
trained at the launching of the quality initiative (e.g., Crosby, 1979), Boerstler (1996)

. suggested from her study that it was not necessary to train everyone at the outset of
the TQM implementation, She found that in all her sample hospitals, training was :
conducted on a team basis instead of the conventional widespread approach. “Just-
in-time training” proved more effective in these hosi)itals because it encouraged
physicians to participate and offered the organisations to quickly demonstrate results.

Moreover, team training incurred less expense and caused less strain on the quality

improvement infiastructure,
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The effectiveness of training programmes was shown to be directly related to
the trainers. In the Van de Wielle et al (1993) study, the main resources for training
were company personnel and external consultants. However, Lu and Sohal (1993)
found that the use of consultants who conduct training did not always succeed
because of severai reasons. One possibility is that the use of off-the-shelf training
material may not be appropriate for the organisation. Other respondents suggested
the lack of transfer of expertise and ownership. A t:hird reason was the lack of depth
of knov.vledge of the consultant-trainer. They concluded that the choice of consultant

is critical to the success of the TQM programme.

Indeed, Hemphill (1996) attributed the failure of ,the TQM programme in a
health facility paﬁly to the performance of inexperienced consultants and ineffective
‘training. It was observed that the training methods were not compatible with the
members of the organisation, which were consequently .met with resistance.
Moreover, the presenters were seen as ineffective in imparting the message, partly as
they didnot practice what they had advocated. Furthermore, the consultants’ training

and presentation methods failed in teaching the use of statistical tools and

techniques. The topic was considered ‘foreign’ to the employees and triggered some

fear in them.

A review of education and training in management literature shows common
prescriptions with the TQM literature (Dean and Bowen, 1994). They noted that
TQM practitioners appear to implement techniques such as evaluation and
systematic needs analysis and comprehensive training in a broad range of skills. One

common conceri is in the design and content of training, two factors that Noe (1986)
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found critical in training effectiveness. Similarly, evaluation of TQM training
typically utilise reaction and learning measures, two criteria that have been studied in

training research (Alliger and Janak, 1989).

More recently, there has been an interest in transfer of training, that is, the
degree to which trainees apply the knowledge, skills, behaviour, and attitudes gained
in training to theﬁ jobs (Wexley and Latham, 1991). It was shown that transfer
training is a function of factors within the formal training context and the work
environment. Baldwin and Magjuka (1991) found that trainees had greater
intentions to transfer learning back to their jobs (a) when trainees received relevant
information before the training programme, (b) recognised that they would be held
accountable for learning, and (c) perceived training as mandatory. Ford and his
colleagues (1992) suggested that work environment may limit the employees’ ability
to transfer what ‘they have learned. Their study showed that some trainees who
performed similar jobs experienced significantly different opportunities to apply
recently“fearned skills on the job. Moreover, Pentland (1989) found that trainees
who are not able to transfer their new skills are more likely to exhibit greater skill
decay than those who were given more opportunities to practice what they learned.
Rouiller and Goldstein (1993) showed that aggregate perceptions of transfer climate
were related to post-training behaviours. Extending this latter study, Tracey et al
(1995) concluded that various training-related cues in the work environment can
facilitate or hinder the application of newly trained behaviours. Moreover, a

continuous learning culture was also found to have a direct effect on the transfer of

training, -
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3.2.4 Resources

Reeves and Bednar’s (1993) review of literature suggested that financial
resources that are allocated for the TQM programme are critical to the quality
efforts. These funds are necessary to implement the training programmes to develop
skills and knowledge. Secondly, the budget allocation can create incentives and
rewards that can motivate employee participation. Resource allocation also involved

human and technical resources to enable the required work to be done.

Quality management in the UK generally suffers from resource limitations as
‘lack of resources’ and ‘cost constraints’ were reported as the two most important
difficulties (Redman, et al, 1995). In the US, Lawler, et al (1992) reported that the
impbrtance of resources availability slightly decreased from 28 percent of the
respondents in 1987 to 21 percent in 1990. They attribute the differences to the

economic conditions prevailing during the late 1980s.
\

Some of the Australian respondents of Lu and Sohal (1993) expressed
concern with the high costs involved in quality accreditation. These costs typically
included staff resources allocated to the project, fees of the accreditation authority,

documentation costs and consultants’ fees.

Another important resource that is necessary to support the TQM programme
is time. Ishikawa (1985) estimated that in a medium to large company, the chief
executive needs to devote between 15 to 20 days a year to quality improvement
activities. These activities, among others, include acquiring TQM concepts,

methodologies and tools from training, chairing the quality executive committee,
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participating in periodic presentations of management plans, quality circle projects,
. suggestions and other quality promotion activities, and defining policies and

guidelines to support continuous improvement (Galgano, 1994).

Takeuchi’s (1981) survey of companies with high quality performance
revealed that 89 percent had presidents who regularly attended company wide quality
events such as quality circle contests, visited factory floor and participated in
training programs. On the other hand, a study of automotive suppliers (Lascelles and
Dale, 1988) showed that the chief executive was involved in actual introduction,
steering and management 6f the improvement process in only 25 percent of the

respondents, even as 75 percent of the companies with TQM programmes had been

sanctioned at Board level.

However, »Mintzberg’s (1973, 1975) study of execntives concluded that
these company officials are constrained by time availability. The study showed that
managers ' work at an unrelenting pace and that they are strongly orientated to action
and dislike reflective activities. The chief executives in his study were found to have
spent a 'majority of their activities in short tasks that lasted less than nine minutes,
and that only 1- percent of the executives’ time were spent in open ended
observational tours, Mintzberg explained that the managers were “simply responding
to the pressures of the job”. In fact, the executives terminated many of their
activities, and often left meetings before the end. Minztberg also observed that the
managers seemed to jump from issue to issue, continually responding to the needs of

the moment. Thus, these figures suggest that the executives may find it difficult to

find time to devete to quality activities.
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Other members of the organisation reported that they similarly had difficulty
finding time to devote to quality activities. Dale (1991) reported that 51 of 88
respondents indicated that their main difficulty in sustaining TQM was related to
time pressures and workloads. Similarly, Lillrank and Kano (1989) observed that

Japanese quality circles were also pressed for time and found it difficult to arrange

circle meetings.

3.2.5 Rewards and Recognition

Rewards and recognition are a form of employee motivation in which the
company identifies and thanks employees who have made positive contributions to
the company’s success (Carder and Clark, 1992). Recognition can make a positive
contribution to the worker’s pride. Moreover, in large organisations where the
impact on the overall business of a specific task is often difficult to see, recognition

A}

provides an immediate feedback on the results of individual o‘r.tearr; effort.

I:iowever, the views of the respected authorities in quality management
suggest that financial incentives have little to contribute towards the implementation
of TQM, and that they can be counterproductive (Crosby, 1980; Deming, 1986).
Oakland (199~3: 437) pointed out that “... it (financial incentive) does not form part
of the TQM culture, and would defeat many of the objectives. Recognition and the

chance to participate are the only incentives”.

Deming (1986) views the use of performance appraisal and management by

objectives (MBO) as one of the “deadly diseases” of Western management that is
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characterised By “management by fear”. Inthis situation, the staff is forced to look
for short term individual achievements in attempts to meet their immediate appraisal
objectives. Thus, employees arevdiscouraged from criticising management and the
system, and the emphasis is on avoiding risk. Moreover, Crosby (1980) argued that
to reward an individual’s commitment to quality is to risk demeaning them, by
attaching a price tag to their efforts, He claimed that recognition is the key, and

recommended that organisations present quality awards and prizes.

It was also noted that rewards and recognition may create an expectation
among employees that they should receive increased pay in return for taking greater
responsibility for quality, and that they should share in the financial benefits of
quality improvement (Drummond and Chell, 1992). This implies a risk of being
;lisillusioned with' TQM when these expectations are not met, Moréover, Walker
(1992) suggested that qual_ity\initiatives ‘run out of steam’ th‘r‘ee to five years on, as
e;nployees begin to lose interest with token rewards and praise. This is further

characterised by a growing expectation that they are due a share of thefinancial

benefits of théir quality improvement efforts. !

Nevertheless, Lillrank and Kano (1989) did not find much evidence that
recognition is a strong motivator for participation in quality circle activities in Japan,
of seven motivators in circle activities, quality circle leaders rated ‘one will get
recognition from the company’ least. In the factor analysis of this data, recognition
was clustered w1th _factors that indicated that people participated because they are

expected to do so. They explained that direct monetary rewards for quality circle
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activities are so small that they cannot account for their participation. Their

respondents rejected money as a motivator.

On the other hand, it was noted that systems rewards such as wages based on
total corporate performance, corporate welfare, seniority-based salary increases, may
serve as “lubrication” (p. 184) to participation in quality circle activities. Such
rewards are seen from a broader system’s perspective so that they believe that their
efforts shall be rewarded in the due course. Okuno (1984) also ‘suggested that system

rewards are seen as motivators by inflicting a sense of fairness.

Despite the concerns of the quality gurus against monetary rewards, a number
of managers still believe in the efficacy of rewards in supporting employee
;notivation. Indeed, six of the cited empiricz'ﬂ studies indicated rewards as an
important factor in TQM implementation. Other empirical §§udies have supported
the use of rewards as being conducive to quality management. Ebrahimpour and Lee
(1988) found that the way in which performance was measured and rewarded was

key to high quality levels achieved by Japanese plants.

More recently, a comprehensive empirical study of performance-related pay
and other financial incentives was done by Snape, et al (1996). They found that
managers tended to rate their TQM programmes more successful in cases where
formal quality indicators were linked to performance-related pay and formal
appraisal of émployees’ performance. However, the relationship was not statistically

significant. In addition, the comparison of organisations that had and did not have
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other forms of financial incentives showed no statistically significant difference in

TQM success ratings.

Furthermoﬁa, the study found no evidence that that the use of financial
incentives ﬁndermined the perceived effectiveness of the TQM programme, and that
if anything, there may be a positive impact. The manager respondents indicated that
linking of pay and bonuses to quality management indicators is associated with
greater success in terms of improving quality awareness, teamwork, labour turnover,
productivity, customer satisfaction and complaints, sales and profitability. The
respondents were also compared based on a composite index of overall success from
these fourteen cri?eria. The statistical analysis showed that the index of success was
significantly higher for those organisaﬁons that had formal quality management
i.ndicators in their pay or bonuses. Testing the impact of various forms of incentives
and appraisals by using the success index showed that the:‘relationship was not
significant or significantly positive. In sum, TQM appeared to coexist with financial

incentives.and appraisal practices.

Snape and his colleagues (1996) explained that role of the bonus was to
highlight key qu;etlity improvement goals and to focus employee attention on these
goals. “There was no question of attempting simply to ‘buy’ commitment to quality.
Managers emphasised that the development of a ‘quality attitude’ was a gradual
process and that pay alone was unlikely to bring about the attitudinal and

behavioural changes required by TQM” (p. 15).
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Carder and Clark (1992) argued that tﬂc importance of recognition (which
includes financial rewards) does not lie in improving work by providing incentives
for achievement. Rather, the system makes a statement ablout what is important to
the company. They suggested that the recognition system provides an insight into the
company’s values in action. Indeed, a study of rewards system of Béldridge Award
winners showed that dimensions such as involvement iﬁ continuous improvement
initiatives and contributions to teamwork were emphasised (Blackburn and Rosen,
1993). It is argued that appraisals may contribute towards quality improvement by

ensuring that employees are aware of the behaviours which contribute to high quality

(Schuler and Harris, 1992).

3.2.6 Employee Participation

The objective of building quality into processes rather than simply inspecting
the quality of the end product places the responsibility for quality directly to
operatofs. The organisation is conceptualised as a chain of workers, each
coﬁtribut&g to the final quality of the product or service. Performance failure of a
single individual denotes a break in the chain and the failure to meet quality
standards. Thus, all members of the organisation are enjoined to participate and
become involved in the TQM programme (Oakland, 1993). The programme allows
all employees to use their specialised knowledge and skills as well as their creativity

to identify and resolve problems within their sphere of influence (Harber, et al,

1991). Thus, it needs to permeate all aspects of organisational functioning (Morrison

and Rahim, 1993).
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Empowering employees was ranked fifth among thirteen important variables
of TQM by the respondents of the Ginnodo and Wellins (1993) study. Similarly,
Coulson-Thomas and Coulson-Thomas (1991) foﬁnd that employee involvement and
commitment is very important to the management of change. High and medium
quality tendency organisations in the study by Kuei et al (1997) had a high rating in
the people dimension. Their practice of TQM dealt with an emphasis on
empowerment, people skills and relaxed workir;g climate, Morrison and Rahim
(1993) suggested that the positive relationship found between quality and

productivity may be largely due the use of worker participation schemes to execute

the quality agenda;

However, Motwani, et al, (1994) did not find any significant relationship
between employee involvement in quality efforts and the level of quality. They
explained that in their sample organisations employee p‘art_icipation, particularly
quality circles, failed because employee promotions were not solely based on quality
performapce and that rewards for quality work were done on a random basis. In both
cases, workers were not motivated to participat;e. In another company study that
compared participation levels before and after full TQM imblementation, Harber et
al (1991) found that there was no significant increase in perceived participation.
They suggested that the measurement period may have been too short for the effects
of TQM to be felt or that employee expectations may have changed in the
intervening period. However, the research indicated that TQM may indeed require a

lengthy time span to be properly consolidated.

’
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On the o&ler hand, some reports suggested that employee participation and
involvement are dependent on other issues. In a matiufacturing facility that De Cieri
et al (1991) studied, the importance of employee involvement was recognised at the
outset of the programme. Consequently, the company spent twelve months
conducting meetings with employees to explain the needed changes to gain general
consensus and understanding. Despite these preparations, other problems arose
during implementafion. Issues on car parking, clothing, time clocks and canteens
took longer time to resolve, causing dissatisfaction among the employees. Similarly,
Wynne and Lancaster (1992) reported that their respondents with quality circles and
problem solving teams indicated problems with management commitment and lack
of training, Perceptions of organisational efforts and support were also noted to

influence employee participation.

From a broader perspective, Morrison and Rahim (19?3) suggested that the
limitations of participation processes pose a significant threat to successful
implementation of the TQM approach. Indeed, the participation process is more
complex than what has been generally Suggested in the 'fQM prescriptive literature.
This 1itérature widely assumes that workers have both the skills and desire to
participate. Organisation literature has suggested that factors such as .nature of the
task (House, 1971), locus of control (Mitchell, 1973), work values (Wanous, 1974),
perceptions of self-efficacy (Bandura, 1982), and maturity (Hershey and Blanchard,

1989) could affect the degree to which employees are able and willing to participate.

Reviewing a wide range of empirical and experimental literature, Ferris and

Wagner (1985) closely examined the underlying assumption of quality circles that all
‘ |
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workers want, seek and profit from participation. Theyvc‘ited two Hackman and
Oldham studies (1976, 1980) that found American wofkers who resist taking
enriched tasks tha;t involve increased autonomy becausé they were not accustomed to
participative decision making, Another cited study by Katz (1980) suggested that
workers might be more motivated by clearly defined tasks than by jobs high in
novelty or autonomy. Moreover, some workeré who view pértiéipation as lacking in
real impact are not likely to participate (Kanter, 1982). Ferris and Wagner (1985)
concluded that quality circles programme are not necessarily effective in all cases,

partly because not all workers equally desire to become involved in participation

programmes.

The research .conducted by Miller and Pritchard (1992) revealed that
;mployees who expressed interest in participating in an employee involvement
programme were younger, less senior in their jobs, better edgcated (as measured in
years of school completed), and more interested in job advancement than non-
interested employees. Further statistical analysis showed that the most important
difference among the two groups of employees is due to the interest in job
: advanceﬁlent. This group of interested employees was found to be more positive in
their expectations that the planned employee involvement programme would lead to
benefits for both employees and the organisation. Miller and Pritchard suggésted that
the interested workers were also generally satisfied with their jobs, Thus, this study
supports the view that workers’ interest in participation programmes tends to reflect

their search for self-expression and personal achievement.
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Dean (1985) specifically studied the decision to participate in quality circles
and considered the factors that are involved in such decisions. He similarly found
that people. who desire greater involvement in an organisation and people who
believe that circles will be making improvements are more likely to join quality
circles. Three factors that can explain the perceived instrumentality of quality circles
are the success and failure of previous programmes; belief in the credibility of the
organisation’s management; and the degree of difficulty of problems confronting the
group. In addition, socialisation with friends, family and co-workers and satisfaction

in their current jobs are likely to influence the desire for greater involvement in the

organisation.

Allen at al (1997) used expectancy theory (Vroom, 1964) to model the
&ecision to participate in an employee involvement programme. Expectancy theory
postulates three variables that determine the decision to upglertake a given task:
expectancy, which is the perceived likelihood that the tasks can be carried out;
instrumentality, the belief that the outcomes from carrying out the tasks can be
realised and gained; and, valence, the attractiveness or preference for the outcomes.
In the Allen et al study, the likelihood that the employee involvement programme
can be joined if the individual decides to do so is the expectancy for the decision to
participate. The likelihood that the programme can lead to certain outcomes is the
instrumentality, whilst the attractiveness of these outcomes represent the valence.
The results of the study supported the hypothesis that the motivation-force score,
which is the product of these three variables, is highef' for volunteers in the

programme than non-volunteers. The study found that volunteers appear to view

their social environment (that is, friends and family) as being more supportive and
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have greater confidence in their ability to be éffective participants in the programme.
Moreover, the analysis showed that individuals with high growth needs evaluate the
more intrinsic outcomes (such as enhanced feelings of self-respect, pride and esteem
and the company will be more competitive) more favourably and expressed greater
willingness to participate than others in the sample. They concluded that the findings

that not all employees will uniformly be interested to participate will inevitably lead

to low participation rates in some programmes.

3.2.7 Culture

Hames (1991) pointed out that TQM is “nothing less than a revolution in
management culture - a paradigm shift”. Thus, it is arguefi that with the adoption of
TQM a cﬁltural.changé is necessary for its successful implementation. Harber et al
(1993) specifically suggested that a significant change in values and leadership style
| is necessary When_ the organisation shifts its fdcus to product and service quality.
Pu;;:scripti\{e literature suggests that the two of the building blocks of TQM
are basic assumptions and a quality culture (Galgano, 1994). The basic assumptions
involve basic values and an operational strategy that incorporates the new meaning
of quality, continuous improvement; involvement of all employees and the concept
of breakthrough. The quality culture includes mental mechanisms that deal with
~ problem solving skills and techniques; management rationales that set' the criteria
and guidelines that constantly drive TQM activities; and, a companywide mentality

that places priority on quality, teamwork and critical thinking.
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Grant et al (1994) suggested that the “long TQM road takes companies into a
new landscape where authority, decisions, and innovation are much more widely
shared. ... TQM’s revolutionary impact goes deeper. TQM represents a challenge not
only to conventional management practices but also to assumptions and theories on
which those plzactices are based. The theories underlying TQM and the economic
model of the firm are incompatible” (p. 34). Sinclair and Collins (1994) pointed out

that current cultural forms can hinder the changes required in moving towards TQM.

Indeed, high-quality tendency companies were- found to emphasise top
management leadership, role of the quality department, training, product design,
supplier quality management, quality-data reporting and employee relations more
than any of the other quality tendency groups (Kuei et al, 1997). Powell (1995)
;oncluded in his study that “most features generally associated with TQM - such as
quality training, process improvement, and benchmarking - do jiot generally produce
advantage, but that certain tacit, behavioural, imperfectly imitable features - such as

open culture, employee empowerment, and executive commitment - can produce

advantage”.

In synthesising previous research and experience, Dale (1994) suggested that
fear of change is one of the main barriers to quality improvement. He pointed out
that this fear involves the labour unions and their members, ‘as they are concerned

with loss of earnings and jobs, the formality of the new system, skills and the general

worry about the unknown.
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However, whilst., it is suggested that much depends on the relationship that
exists between management and unions, some surveys show otherwise. Hayward et
al (1985) reported that trade unions were not a significant factor in quality circle
failures: only 5 out of 14 companies had unions that opposed quality circle
introductions, 5 out of 32 companies had unions that causéd the suspension of the
programme, and, 13 of 370 quality circle failures could be attributed to unions
withdrawing their support. A more recent survey (Wilkinson et al, 1998) showed
that trade union resistance was not considere;l a difficulty by the respondents, Only 4 :
percent of the respondents indicated that union commitment was a major difficulty,

in contrast to the 18 percent and 11 percent response for top and middle

management, respectively,

Dale (1994) also noted that resistance to change was ’not only confined to the
lower levels of the organisations. Top and middle management similarly resist
change because the degrees of freedom at the top are higher. Indeed, the survey
results of Ginnodo and Wellins (1993) found that top management resistance was
highest at the least performing organisations. Dale (1994) explained that managerial
fear of change is caused by two beliéfs. Change is perceived as a threat to authority
and that there is a belief that there is nothing wrong with the present quality systems,
~procedures or performance. Thus, he suggested that the organisation’s traditional
environment and individual experience may have bred, over the years, 2 directive,

dogmatic and non-participative management style that is not compatible to those

required in the practice of TQM.
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A five-year study of quality circles in France (Chevalier, 1991) reported that
after some time, many managers even openly showed their opposition to the circles
programme as it affected their long-standing influence in the organisation. The
managers felt threatened as the quality circles began to question manufacturing
procedures and their effectiveness. Middle managers began to fear releasing
information that :the circles needed as this action gives away the managers’
prerogatives and expertise. Those in the line positions were afraid of weakening their
decision-making status, whilst others in the staff positions dreaded losing some of

their influence linked to the information they possess.

Kekile and Kekile (1996) pointed out that there can be a “clash” of two
different cultures: that of the prevailing assumptions of the organisation and those of
tile TQM philosophy, and finding the route of “least-resistance” is an important task
for management.. They proposed‘ and tested a theoretical model that linked three
basic assumptions about man (behaviouristic, humanistic and cognitive) to the three
TQM versions offered by the British Quality Association (Wilkinson, 1992). Their
findings showed that the best results were gained in the situations where there was a
match between the basic assumptions that act as a base of the organiéation’s culture
and the assumptions that are inicluded in the approach. They suggested that choosing

other quality approaches will entail extensive “cultural re-engineering” and are not

likely to succeed without a large investment of time and a suitable external threat

such as from demanding customers.

Another impoftant aspect of culture that impacts on the TQM

implementation ‘process deals with perceptions of organisational support. Gardner



85

and Carlopio (1996) found statistical support for the relationship between employee
perceptions of organisational quality efforts and employee affective reactions. Those
perceiving greater organisational efforts exhibited more positive reactions in
satisfaction, commitment and turnover intentions. They found that the impact for

perceptions of quality efforts was largest for organisational commitment.

On the other hand, Hill (1993) found that quality circle participation did not
have a sigliiﬁcant positive influence on work-related attitudes and behaviours. This
was explained by the current dissatisfaction with the work environment. In the
second company, dissatisfaction was expressed with regard to authority, company
policies and practices, supervision, humzin relations, compensation, working
conditions and advancement. Hill noted that in these two company cases, that the

~ quality circles programme appeared a little more than peripheral activities and that

commitment of management was questionable.

L

3.2.8 Middle Management Involvement

Harrison (1994) suggested that the importance of middle managers lie in
their operational functions and their contact with the majority of the organisation. It
is necessary that their vision and perspective of quality be bongment with that of top

management. Incongruence between these two perspectives can derail the

improvement initiatives.

A longitudinal study of quality circles by Hill (1989) showed that the main

cause of individual circle termination was lack of support from middle management.
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Ginnodo and Wellins (1993) revealed that middle managers’ and first line
supervisor’s resistance was highest in organisations with high overall success as
opposed to those with low to moderate success. However, more recent empirical
data in the UK (Wilkinson et al, 1998) showed that lack of commitment from middle

managers and supervisors was seen as at least a “minor difficulty’.

Hill’s (1991) study of quality circles support earlier researches that there are
difficulties encountered with the middle management level. “In essence, circles
disrupted managers’ lives for small returns and created an o.rganisatiorial complexity
that confused existing structures, and middle management had no reason to make
them work” (p. 548). The disruption came from the formal procedures that
implemented the ciuality circles: regular meetings of the circles during working time,
a;nd spending time to listen to circle presentations, assessing, and at times
implementing, theil? projects. The organisational complexity, on the other hand, was
due to the parallel structure to the present organisatibnal hierarchy, so that middle
managers- found themselves in two structures which resulted in a confusion of
authority. Moreover, middle managers were given a responsibility for overseeing
circles but were not given the corresponding authority: the voluntary nature of circles
prevented middle managers from choosing the composition of the groups and that
these circles were free to choosé their agenda and not obliged to heed middle
management’s priorities and concerns. A third issue was the \'separation of problem
identification and solving by the circles, and implementation of problems which was
the responsibility of middle managers. A fourth concern of middle managers was

that these circle activities were not integrated into the organisation’s rewards system.
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Giordano (1992) also observed that resistance by managers to quality circles
stems from their exposure as inept leaders to upper management. She also reported
that management manipulated the process to address management issues, which led
to feelings of co-optation. She noted that the loose structure of quality circles
enabled managers to use different types of coercive strategies to impose their ideas
on the circles. Managers were observed to lack enthusiasm for ideas, persuasive
discoursé and active intervention to influence the direction of discussions. Moreover,
workers found their ideas consistently subjected to review and interpretation.
Management usually took no action on approved proposals, proposals were

reorganised to ‘suit the management’s agenda, and upper management voted down

approvals of lower management.

Hill (1993) suggested that supervisors involved in quality circle activities
needed to be properly trained to cope with their QC duties and responsibilities. In
cases where the supervisér fgils to understand and undertake his responsibilities, QC
members will quickly become disenchanted. Furthermore, she pointed out that the
role of the first-line supervisor has only been recently recognised in British industry.
Hutchins (1980) originally considered that participation in quality circle activities
could possibly help redefine the role of the British supervisors, pfoviding them with
greater responsibilities for training subordinates and more scope for genuine

il
il

leadership.
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3.2.9 Long Term View

One of the more specific aspects of top management commitment is a long
term view of quality improvement efforts (Deming, 1986; Ginnodo and Wellins,
1993; Van de Wielle et al, 1993; Wynne and Lancaster, 1992). Most TQM advocates
agree that TQM cannot produce consistent performance advantage until after the
third year of implementation (e.g. Schmidt and Finnigan, 1992) Tﬁis is consistent
with the ‘soft’ aspect of TQM. According to Witcher an& Whyte (1992), “the results
(of their study) ihdicate that pessimism about whether TQM is delivering has been
overdone and that ‘quick fix’ expectations are misplaced. TQM is, after all, a radical
new approach to business management. The true benefits vyill be longer term.”

Indeed, Powell (1995) reported better performance for long-time TQM
adopters than shorter-term adopters. His ﬁndings indicated higher correlation
between years since adoption and TQM performance, although there was no
significant relationship with total performance. He added that long time TQM
adopters “were more satisfied with their TQM programmes than short time adopters.
In addition, long and short-term adopters differed 'signiﬁcantly on six TQM

variables, with extent of training and process improvement being highly significant.

Wilkinson et al (1994) feported that quality manaéement may be constrained
by short termist attitudes, with over 60 percent of the sample organisations seeing
the ‘emphasis on short term goals’ as a difﬁculty. They observed that there is a
concern for a quantifiable impact on cost savings. Another respondent pointed out
that his company was interested in short term goals such as "surviving, invoicing,

shipping goods to try and not go past delivery deadlines” (p. 402). -

i
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3.2.10 Knowledge

A second important aspect is that top management commitment is founded

on an awareness and understanding of quality and TQM concepts and principles.

Grant et al (1994) claimed that mixed results in the implementation of TQM
is due to top management’s deep understanding of its ideology and consequences.
They argued that the TQM’s origins and dissemination patterns had bypassed the
leading business schools. Consequently, many companies misunderstood and
misapplied TQM. Indeed, Wynne and Lancaster (1992) observed from their survey

that there was a wide divergence of understanding the concepts of TQM.

Galgano (1994) noted that it is not sufficient to lederstand the concepts
t;nderlying TQM. It -is important that members of the organisation are able to apply
its concepts. He argued that considering that the majority of TQM implementation
has had only 4 to 5 years of experience and the estimated introduction for TQM was
about 6 te 10 years, the problem for learning to apply TQM principles becomes more
complex. Moreover, he pointed out that since managers need at least 2 to 3 years to

fully appreciate the meaning of TQM and its associated concepts, then it is not

surprising that most TQM implementation in the US and Europe are still at an early

stage.

3.3 Causes of TQM failures

|

The implementation of TQM promises a number of tangible and intangible

benefits. Chapter 2 showed that TQM aims to establish better competitive market
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position and improved financial status for the adopting organisations. These market
objectives are gained through gains in employee motivation, co-operation, employee
satisfaction and increased employee responsibility, However, surveys indicate that
the more important drivers of the quality efforts lean to the more tangible results in

product and service quality improvement and cost reduction (Lascelles and Dale,

1989; Redman, et al, 1995).

The mixed and inconsistent results on improving’ these bottomline figures
indicate the difficulty of gaining these benefits. The relz;ltionship among quality
improvement, cost reduction and market share proposed by Deming (1986) may not
be as simple nor as direct as originally argued. External and internal organisational
factors impact on the attainment of the market objectives.

One of the stronger forces that affect the realisation of these benefits is the
general condition of the economy. Redman et al (1995) reported that more than a
majority..of their respondents indicated that the recession was at least a minor

difficulty affecting their TQM programme. They explained that the recession

increased the pressures on costs whilst re-organisation and redundancy undermined

staff morale and commitment.

Moreover, Kordupleski et al (1995) pointed out that lag effects in the market
share improvements complicate the process of gaining the desired benefits of TQM.
Their model, shown in Figure 3.1, highlights the location of these time delays. First,
customer retention is determined by the purchase cycle, that is, the time between

purchases. Lag €ffects are also located in the word of mouth interactions as the
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diffusion of information to new customers takes some time. These writers found that
the average iag time is between four to six months, that is, the greatest impact of the
improvement ac.tiwfities on the market share is after at leaS; four months. Thus, the
short-term perspective of fnanagers and their demands for immediate or early
payback of the TQM programme (Cole, 1995) is unrealistic to realise the dramatic
changes in product quality. They implied that a number of TQM failures may be due

to the early withdrawal of the TQM before the intended results have been realised.

[ Quality ]
Word of mouth
«.  Retention Attraction of
of Existing new customers
customers
Market share

Figure 3.1 Quality and market share interactions. (Source: Kordupleski, et al, 1995)
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The failure of TQM to create market impact also lie on the internal
organisational factors as discussed in the earlier sections. TQM argues that the
satisfaction of the external customers can be accomplished t_hrough the satisfaction
of the internal customers who are responsible for all the production and other
processes. Thué, the factors discussed in Section 3.2 become critical in satisfying
these internal bustomers throﬁgh ceaseless provisions of managerial and
organisational support. Typically, these factors comprisé the list of essential

requirements to the successful implementation of TQM and that also suggests the

best practices in industry.

This list represents the prescriptive nature of TQM literature. This literature,
which is dominated by consulting agents, simplifies the installation of TQM in
l;a.rgely mechanistic procedural approaches and “make use of parables and stories
about what magic the (TQM) package has performed for oth‘er managers” (Gill and
Whittle, 1992: 290). Gill and Whittlé suggested that these simplified (if not
simplistic) approaches to TQM implementation obscure and gloss over its
underlying assumi)tions and other subtleties. They represent attempts b:} consulting
companies to make TQM attractive and easily grasped, by managers. This situation
is a result of increasing competition in the consulting industry with greater pressures
to come .up with “turnkey” products 'and managers who also come under pressure
from their superiors to find new ways of dealing with organisational problems with
minimal risk and investment. Hodgson (1987) suggested that TQM is another
example of a management fashion that will soon fade “not because people won’t
work hard for quality but because we will end up trying to install the techniques of

quality management and not understanding it” (p 40).
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A comparison of the list of critical factors and difficulties faced by
implementing organisations shows a close reflection of the steps that the gurus have
advocated. The important factors that the quality gurus have deemed important are
almost the same problems that companies experience in their quality efforts (Table
2.2). Invariably the first step in these packages deals with top management
commitment. Crosby’s (1979) first of the fourteen step programme explicitly states

. “Establish top management commitment”, Deming (1986) focuses on the creation of
a constancy purpose and the adoption of a new philosophy based on quality as the
initial points of his management method. Thus, it is ironic that concepts and factors
identified and expounded a piori by the gurus, which may be considered as fair

warnings, are the same difficulties experienced by practitioners.

It is suggested that the mechanical step-by-step approach to TQM
implementation overlook the less apparent processes and inhefent interactions within
the organisation. The generally positive approach of prescriptive literature does not
capture the essénce of the TQM principles. Wilkinson and Witcher (1993) suggested
that the literature of other fields of study could contribute to the better understanding
of the issues of TQM implementation, To address this criticism, the present study
| reviewed some of the relevant literature and showed that TQM prescriptions and
procedures are overly optimistic and simplified. The review showed that there are a
number of contingency factors and moderating variables that impact on the TQM
factors so that the operationalisation of a step of concept will not necessarily lead to
the desired outcome of effect. The realisation of the outcomes will depend on the

organisational contexts upon which the programme was launched.
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Morrison and Rahim (1993) pointed out that the TQM literature “depreciates
the complexity of ‘adopting a new philosophy’ because it does not take into
account the contingent factors, especially those that deal With participation, There is
a failure to address TQM from a more holistic perspective, particularly from human
resource management field (Hammermeyr, 1991). Moreover, the TQM
implementation based on a piecemeal approach is unlikely to succeed (Porter and
Parker, 1993). These authors suggest a more comprehensive and integrated model of

TQM. A holistic systems model that considers the complexity of TQM is proposed

in the next section.

3.4 The Proposed TQM Integrated Model

- The literature review of the factors that determine the performance of the
TQM implementation process suggested that these factors are not independent of
each other. A further examination of these variables indicates some overlaps.

'ﬁl’e essence of TQM implementation is the interaction between management
and the employees or workers. There is a constant flow of information between these
two sectors. Formal systems deal with policies, directives, instructions,
responsibilities and other information that plan, direct, control and regulate the TQM
activities whilst informal communication systems are based on perceptions and
observations that spread through the organisation. Forrna'tl systems also involve
structures that delegate responsibilities and authority, allocate resources, establish

rewards and recognition, training staff and programmes, and promotion staff and
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activities. On the other hand, the less formal system is based on daily interactions of

the employees and management.

In both cases, the information that is sent to the lower levels of the
organisation becomes the basis for action and reaction. The formal system
establishes the role of worker and other employees in organisational processes whilst |
the informal system determines the deeper aspects of behaviour: motivation,
attitudes, values, beliefs and other underlying assumptions about management and
the 6rga1ﬁsation. These latter abstract effects of communication generally comprise
the culture’ of the organisation. Apparently, -l'nanagement also holds some subjective

judgement of the work force that influences their own actions.

However, a more rational view assumes that top management acts based on
data such as market and financial conditions, as well as organi‘s.a:tional measures such
as defects and yield rates, cycle times and participation levels. Thus, the formal
structure.s set up to establish a pattern of activities that will ensure the achievement
of the promised benefits of TQM. The informal system, on the other hand, is less
subject .to changes as it is mainly determined by influences of past experiences.
Mental processes, biases and other beliefs are not as easily modified. These

interactions are integrated in the model as shown in Figure 3.22,

'In their review of literature, Tracey et al (1995) individual perceptions about the salient
characteristics of the organisational context can be referred to as organisational climate. It is based on
the interaction between observable, objective elements of the organisational settings and the
perceptual processes of organisational members. These organisational characteristics which include
policies, reward systems, and managerial behaviours, are interpreted and meanings attached to them
based on the personal values, beliefs and needs of the individuals,

*This model focuses more on the organisational factors of TQM and omits the other factors that will
influence customer preferences and other external forces, such as market, industry, economy and
government, Other stidies that have considered these factors will be reviewed in Chapter 4.
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Figure 3.2, The Integrated TQM model framework
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The model shows that top management support and commitment is
influenced by understanding and appreciation of the TQM - concepts, principles and
techniques. Top management then allocates resources - financial and human - to
develop employee skills as well as develop an understanding of the TQM
programme and associated concepts. Structures such as TQM promotion and support

offices, quality policies, and procedures, such as those that govern project

identification, présentation and implementation, and rewards and recognition



97

schemes are also put in placed. Top management also places some responsibilities

on middle managers and delegates, or sometimes empowers them.

Employees and workers perceive top managemeﬁt support through their
fc;rmal and informal contacts as well as through information that are passed through
the organisation’s grapevine. Perceived management support is also seen from the
more frequent contacts with their immediate superiors. Finally, the company’s past

experiences and more generally, the culture also influences the perceived support of

management.

Perceptions of support engendef employee involvement, an affective
response that can be translated into actual participation in ﬁe programme. These
p—rogrammes can include quality circles or teams, suggestion schemes and
housekeeping activities. These activities, as they use .the sy‘st‘emétic techniques of
problem solving, are expected to generate some internal improvement. Tangible
results include improvements in yield and defect rates, cycles times, delivery times
and general cost reduction and quality improvement é.ctions. Imprdvement in morale,

teamwork, co-ordination and responsibility are some of the more intangible internal

improvements,

These internal outcomes can affect customers’ perceptions of the company’s
pfoducts and services. They can also impact on middle managers support as these
justify the time investments on TQM activities. More satisfied customers can lead to
external improvements' such as higher market shares and higher profit margins (from

lower costs or higher sales), which in turn can improve the company’s financial
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status. These external improvements can encourage top management to generate

more support and commitment for the TQM programme.

The central thesis of the model lies in the feedback loops. It is suggested that
the interactions form loops that either support or hinder the influenced variable or
factor. This initial inﬂuencel and its corresponding response will cascade to the other
related factors and feedback into the original variable. There is a series of chain
reactions that evehtually returns to the original variable, and which starts off another
cycle of reactions. Thus, there is an unending effect of the initial reaction. Moreover,
as factors affect mofe than one variable or are connected to related variables, other
parts of the entire system are at some time, or the other, influenced by the initial
responses. Furthermore, the contexts in which the variables act, which may be
referred to as initial conditions, determine the magnﬁude of the responses.

These interactions among the factors are hypothesised to represent the actual
interdependencies in thé .organisations that implement TQM. It is suggested that
changes in reactions in variables are &ue to interactions with other organisational
variables rather than independent variables that simply change on their own, or have
simple dependency. relationship with other variables. Thus, top management
commitment, which may be very lngh at the oﬁtset of the programme, may decline or
grow depending on external improvement and ﬁnancial gains that the TQM
activities engendef. TQM activities, on the other hand, are dependent on the
- resources allocated implemented quality policies and procedures as well as the
development of employee involvement. All these variables are directly or indirectly

influenced by top management commitment. Higher top management commitment
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may encourage employee involvement that can generate internal and external
improvements and more commitment and support. On the other hand, low
commitment and support may not provide for the resources that can develop new
skills required for improvement activities, or may not generate the proper attitude
among employees that can generate improvement that justifies the programme to top
management. This latter case of insufficient outcomes and benefits typically lead to

dissatisfaction and abandonment of the programme.

These important feedback loops are further complicated by two situations.
The other factors that moderate between top management may be the source of
distorted information that can hinder the positive responses from top management.
For instance, a company culture characterised by-distrust and suspicion with top
‘r;mnagement will find it difficult to pqsitively influence employee involvement
despite great efforts and support from managemeht. Such ‘cu‘ltpral contexts will not
likely lead to positive results at the outset.

A second possibility that complicates the system interactions is the lag time |
between variables. There will be inherent delays before employees who initially
distrust their superiors until they become convinced that management is truly
supportive and committed to TQM. Also, there are time lags before TQM
participants can successfully identify and implement projecté, before the
implemented improvement projects can realise the benefits, before customers
recognise the internal improvement, and before customer satisfaction can bring
financial improvements. As noted by Kordupleski et al (1995), when top

management does not recognise these inherent time delays, the TQM programme
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may be abandoned before the benefits can have an actual impact on the bottom line

figures.

‘The lag time effects highlight the role of culture- change in generating the
expected outcomes, The model suggests the interaction between contexts and lag
time in culture change. In cases where there is a favourable management-labour
relations, the adjustment process for workers to become in{rolved may be short. On
the other hand, in less favourable situations, a longer time adjustment may be

necessary to convince the lower levels of the organisation of management’s

sincerity.

3.5 Conclusions

This review of the literature that dealt with the practice of TQM remarkably
indicated a consensus on the more frequently-faced problems‘. Whilst such approach
of identifying the most common problems or implementation factors has its
limitatio;s; as it may identify the more obvious problems rather than the most
important ones (Fabi, 1993), the resulting list of these factoré served as a starting
point for further analysis and examination of the TQM implementation process. The
brief review of relevant organisation and management literature revealed other
contingency factors that can affe;::t the TQM implementation process. This broader

literature suggested that establishing the factors of TQM are dependent on other

organisational and individual contexts, and these contribute to the difficulty of

implementing TQM.
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Moreover, this review of factors from both TQM and organisation and
management literature showed that these factors are rather interdependent and form
feedback loops. Four observations (Mutuc, 1995) were established in this chapter.
First, TQM touches on the dynamic relationships of the organisation. TQM variables
such as commim;lent,/involvement, participation rates and market shares are often

subject to various influences so that they are not likely to remain unchanged over

time,

Second, 'TQM may involve competing, if not conflicting goals. As TQM
aims to ipvolve every member of the organisation, the existing conflicts between
individuals’ and groups’ goals may extend into the TQM programme. The ‘them and
us’ mentality (Kelly and Kelly, 1991) between management and labour and the
contflict between marketing and production are likely to be reflected in the TQM
implementation process. Moreover, the case of the Wailace C‘o;npany, the Baldridge
awardee (Hill, 1993) that went bankrupt, illustrates the competition for limited

financial. .resources between TQM requirements and other organisational

investments.

A third observation points to the dependence of TQM success on the initial
conditions of the organisation prior to the TQM programme implementation. Wilson
(1992) observed that the financial health of the organisation at the outset of the
programme could be critical as ir‘1 the‘ case of the Wallace Company. Cultural aspects
and management;labour relations can also be factored into the implementation

process. Indeed, Jacob (1993) suggested that the uniqueness of the company have to

be taken into account in the quality initiatives.
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Lastly, the implementation process is time dependent. The lag times between
the variable interactions highlight the importance of time in TQM. Apparently, the

benefits that will be derived from the programme are not achievable in the short term

because of these inherent delays.

In sum, these observations point to the complexity of the TQM process. The
degree of complexity that is based on the number of elements of TQM and their
ambiguous conceptions, as discussed in Chapter 2, is further increased in the present
chapter by interdependent relationships among variables and the influences of

contexts, conflicting/competing goals and lag times.

These observations on the complexity of the TQM change process indicate
the limitations of many traditional research approaches. :Fbese studies, usually
surveys, do not account for these changes of the important variables over time.
Essentially, these studies take a static perspective and take “snapshots” of the
organﬁation at particular points in time which describe the organisation only at that
point in ‘ti.me. The static view does not take into account the lag times that’strongly
affect the results of the quality efforts. As this review suggested, a more dynamic

view is necessary to understand why TQM succeeds or fails to achieve its objectives.

On the other hand, case studies and longitudinal studies can account for the
changes that have occurred over the years and can explore the various aspects of
these factors. However, most of these analyses deal with factors as separate from

each other, or at best, simply imply relationships among these critical factors. The
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model presented in this chapter explicitly shows the relationships among these

variables and contributes to further understanding of the TQM process.

Moreover, many studies on TQM end with a list of critical factors and
corresponding préscriptions, instructions and guidelines. These papers imply that the
failure of TQM is dependent on the proper application of concepts and strict
adherence to the prescription and instructions. Failure to follow these guidelines will
lead to failure of the quality efforts. On the other hand, the proposed integrated TQM
model is able to show the reasons why some organisations‘ aie successful and others
fail in gaining the desired benefits of TQM. In contrast to other studies that conclude
wﬁh a list of factors, the proposed model showed that the interactions, contexts and
lag times are the critical but inhefent part of the system that can affect efforts to

improve quality and competitiveness.

Nevertheless, despite the advantages.and benefits that can be derived from
the proposed model, it is still limited by its inability to show when the quality
initiatives are successful or failures. Senge and Sterman (1994: 200) observed that:

Experienced managers frequently have accurate perceptions of the causal
structure and decision-making process but draw erroneous conclusions
about what happens when different parts of the system interact.
Challenging models, thus, requires an inference engine to deduce the

consequences of interactions among the elements of the map. Simulation

provides that map.

Simulation refers to the computer replication or reproduction of observed

interactions. Senge and Sterman (1994) argued that the simulation could provide
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better and deeper insights than causal maps. The concept of simulation, and more
generally system dynamics, is discussed in the next chapter. Some system dynamics

studies are also reviewed.

L
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CHAPTER 4
A DYNAMIC VIEW OF TQM

The preceding chapter suggested some of the limitations of the more
common approaches in studying the implementation of TQM. The system dynamics
approach offers an alternative to the understanding of the complex TQM adoption

process as it particularly accommodates a holistic and dynamic perspective of a

situation.

System dynamics deals with the study of the behaviour' of any system
through the use of representative models. In particular, it is concerned with
improving system performance. It is a methodology for understanding certain kinds
of complex problems. It shares its history with systems theory and is closely related
to cybernetics and control theory (Coyle, 1977; Wolstenholme, 1990). Richardson’s
(1991) review, however, places system dynamics under the servomechanism thread
instead of the cybemetics thread. It traces its roots to the study of industrial systems
(Forrestgr, 1961),' which focused on the management of instabilities in inventory
- systems and employment, inconsistent corporate growth and declining sales and
market shares. Later, its principles were used in diverse types of applications
including urban development problems, managing research and development, and

even to testing theories related to diabetes (Richardsén and Pugh, 1981).

More formally, Wolstenholme (1990: 3) defines system dynamics as:

! The behaviour that is referred to in system dynamics is the pattern of changes of particular system
variables over time, The changes are based on the values of the variable and the patterns are typically
reflected in time graphs.
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“A rigorous method for qualitative description, exploration and analysis of
complex systems in terms of their processes, information, organizational
boundaries and strategies; which facilitates quantitative simulation

modelling and analysis for the design of system structure and control.”

The purpose of this chapter is to provide some basic background on the field
of system dynamics (referred to as SD hereon). While it surveys the more general
areas of concern in the field, it is not intended to be an exhaustive review. It is hoped
that it provides a sufficient overview to support the understanding of the entire

thesis. It covers a brief review of its concepts and philosophies, its methodology and

some validation issues,

The second part of the chapter reviews some literature following the concepts
of SD. Section 4.2 discusses TQM literature that suggests the dynamic nature of the

employee participation programmes and quality improvement initiatives.

4.1 System dynamics concepts

The term ;‘system” in SD recognises the diverse possible applications of the
methodology as the field moved from its initial concern with industrial systems to
other various areas. It indicates the perspective of a system, or a holistic view of a
problem, which is the main focus of SD (Richardson and.Pugh, 1981). It is a systems
approach to understanding and solving the problem through the identification and

explicit relations of the causes and sub-causes of the problem (causes of the causes).
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A result of the constant search of causes and sub-causes is a closed loop(s) of causes

and effects, as eventuaily, the initial variable becomes a cause in itself.

SD views the problem that is addressed through its two main features:
dynamism and feedback. Dynamism refers to thé dynamic characteristics that
involve variables that change over time, whilst feedback deals with the
“transmission and return of information” (Richardson and Pugh, 1981: 3). The
dynamics affects the information in the system, which in turn also govern the
dynamics. Indeed, Forrester (1961: 13) defined industrial dynamics as:

“The study of the information-feedback characteristics of industrial activity
to show how organizational structure, amplification (in policies), and time

delays (in decisions and actions) interact to influence the success of the

enterprise.”

The closed loop formed by these variables (causes) indicates the continuous
feedback: on the decision process. This suggests that there is a constant interaction
among the variables, which, moreover, indicates the dynamism over time. The
feedback structure, made up of causes and effects forming a network of loops, in
conjunction with time delays, which are implicit in decision making and action, was
seen to play a key role in the response and description of a variety of systems.
Forrester (1968) noted later:

“Feedback processes emerged as universal in social systems and seemed

to. hold the key to structuring and clarifying relationships that had

remained baffling and contradictory.”
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Thus, SD may be viewed as a theory of structure wherein one can
systematically construct and analyse dynamic feedback models of social systems
(Starr, 1980). He also pointed out that “the fundamental attitude of SD consists of an
interest in affecting, if not solving, real problems and a willingness to create, define

or abandon causal theories of behavior as necessary for model construction” (p. 47).

As previoilsly indicated, time delay, although an implicit part'of structure, is
an important element. This recognizes that information about actions is not readily
available and may have to be collected; that decisions do not immediately respond to
information; and, that it may take some time before decisions are executed or
implemented into actions. Furthelfmore, the output from these variables may be
amplified, that is, they may be greater or lesser, and not necessarily equal to the
i.nput, as it can be distorted or affected by noise. That is, information about the
actions may not be accurate or may be incomplete, thus influencing the related

decisions (Forrester, 1961). These delays may add complications to the interactions

betweenrvariables, decisions and actions.

The result of such interactions is a pattern of actions over time that are
directly attributable to such decision processes, which are, in turn, influenced by the
input information from the different relevant actions. But as there is a complex
network of information flows, understanding such patterns of actions, or the
behaviour of the variables over time, may prove to be a difficult task. SD addresses
this problem by the study of the underlying feedbackiprocesses. The main premise is
that the dynamic behaviour is a consequence of system structure (Richardson and

Pugh, 1981). Moreover, problem events are viewed as symptoms as they occur at
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certain points in time and they represent instantaneous reactions of the system.
Taken together aﬁd plotted on a time graph, they are part of a bigger behaviour
pattern that is governed by the systems structure. Thus, problems are not seen as
being caused by external agents outside of the system, rather, SD views the

occurrence of problems as being due to internal reasons, that is, its structure.

In sum, the purpose of the SD model is understanding, and the goal of the
modelling effort is to improve understanding of the relationships between feedback
structure and dynamic behaviour of the system (Richardson and Pugh, 1981). The
model, as a slice of reality, facilitates such undersf{anding as it recognises its dynamic
nature due to its feedback structure. The study of such problems follows the

framework discussed in the next section.

4.2 Basic SD approach

An SD study begins with the identification of a problem (Barlas, 1996;
Forreste;,' 1961; Richardson and Pugh, 1981; Starr, 1980). The problem is defined
based on the time-graphs of the variables under investigation. Whilst this suggests
the need for explicit numerical data plotted on a graph, some variables of concern
may not be traditionally measured nor quantified. In the absence of such hard data,
some members of the real system, particularly managers, may have a rough estimate
of the behaviour of such variables. This can be used as a basis for identifying the
problem because “what is required is the tendency to focus on patterns over time:
periods of increase and decrease, phase relationships among variables, peaks and

valleys” (Richardson and Pugh, 1981: 19) and not specific and accurate values of the
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variables. These graphs of the variables over time are referred to as reference modes,

and the resulting SD model will be tested on its ability to reproduce this behaviour

pattern.

The second SD task is model conceptualisation and model building. The
objectives of this activity is to create and examine the feedback loop structures and
to provide a qualitative assessment of the relationship between system processes,
information, organisational boundaries and strategy (Wolstenholme, 1990). System
conceptualisation involves isolating the factors that appear to interact to create the
. observed symptoms by tracing the cause and effect loops that link decision processes
and actions (Fortester, 1961). Conceptualisation is aided by the building of an
influence map (or causal diagram) which explicitly shows the relationships among

the important variables: resources, processes, information and strategy.

Model building involves the mathematical formulation of the identified
relationships in the conceptualisation stage, Whilst numbers are attached to
variables, the formal model is not aimed at generating point-by-point estimation of
the histérical data. Rather, this formal model aims at generating points that when
plotted will repliéate the general behaviour patterns or trends of the variables of
interest (Forrester, 1961; Richardson and Pugh, 1981). Moreover, after the reference
mode has been reproduced, parameter and other possible changes are made to
determine the possible reactions of the system. Ultimately, the objective of these

tests is to identify policies and other leverages so that the problem behaviour pattern

is corrected or at least improved on.
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The SD approach is summarised by a graphical presentation (Figure 4.1). The
model shows two loops: the model structure which represents the network of
decisions, processes and information flows, and the behaviour loop, that represents
the interaction of variables and graphically illustrated by the simulation results,
There is a continuous effort to compare the model structure and behaviour with
empirical evidence in order that the model is assured to be consistent with the real
system. It is only when this condition is satisfied that analysis of the model can

proceed. In this way, the model is found to be useful for the real system.

Alternative models
Experience and literature

Literature
/Empirical eﬂdenC\
Perceptions of . Empmc?al and .
system structure inferred time series

/ System conceptualisatiom\

Comparison and Comparison
reconciliation and reconcialiation
Structure Behaviour
validatingprocesses Y validating process
Model formulation
. De %t'on of
Representation model behaviour

of model behaviour

diagramming and computing aids
description tools

Figure 4.1 System dynamics modelling procedure (Source: Saced, 1992).
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4.3 Some reference modes and dynamic hypotheses about TQM

As suggested above, the identification of a problem is founded on an
observed behaviour pattern. The review of TQM literature in Chapter 3 indicated
that some TQM programmes fail to achieve their objectives and desired benefits.
This could mean that TQM had no effect on these figures, or that TQM was gaining
some decreasing benefits. This may be contrasted with those that were able to gain
some improvements in quantifiable aspects of the business but also the intangible
aspects such as increased teamwork and better relations among workers, and higher
worker morale. In any case, a further review of TQM and organisation behaviour
literature identified studies that observed or theorised more specific dynamic

behaviour patterns that represent the behaviour of TQM or participation

programmes.

The general organisation behaviour literature revealgd two theories on the
behaviour of participation programmes. Ramsay (1977) postulated that employee
involveritent programmes followed cycles of fluctuating management’s interest in
encouraging and supporting employee participation progMes. Ackers et al (1992:
281) noted that in this theory “history does not stand still or evolve upwards or
downwards, but it does tend to repeat itself, if not in exact detail, by playing
‘variations’ on a fixed ‘theme’, according to the deep structural logic of capitalism.”
Known as the cycle of control theory, it is suggested that during periods of crisis
where managerial authority and legitimacy is felt to be challenged by labour,
management initiétes employee participation schemes. However, when the crisis has
passed, management loses its interest in the scheme, and the participation activities

fade until the next crisis, when management becomes involved and interested again.
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In this theory, participation is “best understood as a means of attempting to secure

labour’s compliaﬁce” (Ramsay, 1977: 481).

The findings of Marchington et al (1992) and Ackers et al (1992) challenged
Ramsay’s cycles of control theory based on their own studies, and suggested an
alternative view which they referred to as ‘waves of interest’. They found that
different organisations had their own, sometimes unique, motivations for introducing
employee involvement programmes rather than the single motivation founded on the
conflict between management and the trade unions. Their case studies revealed that
organisations adopted various employee involvement techniques, usually
implementing more than one at any time (Figure 4.2). However, management places
varying degrees of centrality or importance on these employee involvement
;echniques within the organisation. They observed that as the technique becomes
older, it loses its centrality, as another scheme becomes more prominent. In some
cases, the first techniques may or may not disappear, but if it endures, it takes less

importance as attention and resources are then focused on the new and more central

technique. However, some older techniques may be revived from time to time.

A nuinber of reasons have been cited for the decline in centrality of specific
techniques (Marchington, et al, 1992). First, initial enthusiasm for the technique
fades as other issues become important, as some of the objectives and aspirations fail
to be met, or as operational difficulties occur. Secondly, the technique’s weaknesses
are discovered or the context within which the organisation operates may change due
to the environment, new products or new organisational structures. A third and more

apparent reason for the decline of technique’s importance lies on the principal
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Figure 4.2, Waves of interest (Source: Marchington, et al, 1992)
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Figure 4.3. Development of TQM. (Source: Pasternak and Berry, 1994)
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initiator and champion who leaves the organisation, leaving no one behind with the

same commitment for the scheme.

Some studies that focused specifically on the behaviour of TQM programmes
similarly highlighted the changes occurring over time. Paternak and Bcﬁy (1994)
suggested that TQM follows a slow growth movement toward a peak, which
represents success. A decline, indicating some difficulties, may lead to the failure
and abandonment of the programme (Figure 4.3). More successful efforts that are

able to overcome the difficulties are suppose to continue in their upward trend.

Lawler and Mohrman (1985, 1987) described a similar behaviour pattern for
quality circles. The programme begins with a few circles, which are highly
;110tivated and often realises significant gains. This period of success is usually
followed by widespread dissemination of the quality circles, as others become
motivated to participate with the initial gains, With the expansion of the programme,
a number of problems set in: middle manager resistance, failure to implement the
generated ideas, non-productive gr;)ups, extra cost of operating support systems, and
faiiure of some ideas to produce the level of savings projected. Because of the
increased number of circles and limited management time, the groups compete for
management attention. At this stage, some organisations decide it was an error to
implement the programme and abandon them. Others recognise the positive value of

circles and find ways to sustain them. Thus, there are an increasing number of circles

that peaks to maturity and declines (Lawler and Mohrman, 1987).
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Atkinson (1990) proposed a more complex behaviour pattern involving
peaks and troughs (Figure 4.4). Comparing the adoption of TQM to the emotions felt
by patients, he suggested seven stages of emotions in the adoption of TQM: shock,
denial, strong emotion, acceptance, experimentation, fuller understanding and
integration, Managers initially experience shock and feel their competence fall as
TQM is seeﬁ as another attempt to correct their incompetence. After some time,
managers and other members of the organisation recover in their initial shock and
then perceive an increase in their competence, and ability to cope with ambiguity.
Atkinson explains that this ‘false competence is fuelled by the belief that nothing is
ever going to happen” (p. 77). This false competence during the denial stage is soon
replaced by fear as it is realised that TQM will happen soon and it will entail
changes with uncertain consequences. Thus, there is a need for support and
-understanding from superiors and peers. With support, help and realistic visions, the
fears and the initial frustrations with the practice of TQM, members of the
organisation will progress to the experimental stage. At this time, employees begin
to learm-new ways and behaviours. Atkinson also noted that at this stage,
organisations must provide resources, training programmes, even counselling for

staff who find it difficult to make the transition. With success in learning, and

through trial and error, the organisation progresses to fuller understanding and

integration,

Other researchers have recognised that the interdependent nature of TQM
variables may be represented by mathematical relationships. In particualar, Lakhe

and Mohanty (1995) suggested that total service quality measurement (TSQME),
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Figure 4.4, Changes in attitude and feelings in a TQM programme. (Source:
‘Atkinson, 1990)
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which is the extent to which the programme meets its desired objectives, is a
dependent variablé of some independent variables that include top management
connnitmer_lt response (CR), product and process improvement (PPI), customer
orientation response (COR), human resource excellence (HRE) and economic
advantage (EA). He represented this relationship mathematically as :
| TSQME =f(CR, PPI, HRE, COR, EA)
He further related these variables to other variables. For example, top management
commitment response (CR), which he defined as the extent to which top
management is satisfied with the progress of the programme and has increased its
involvement in it, is suggested to be dependent on time devoted (TD), resources
allocated (RA), and personal efforts (PE). This can be expressed as:
CR =f(TD, RA, PE)

Human resource excellence (HRE) is an assessment of the human resources based
on attributes such as improvement in communication, training, information and

accountability. That is,

HRE =£(C, T, I, A)

A theory based on feedback loops to explain successes and failures of
gaining the desired effects from quality improvement programmes was developed by
Repenning and S‘;erma_.n (1997). Three first-order feedback.loops were identified as
typical approaches to increasing net output (defect-free output, that is, total output
minus rejects) from a process. Two loops deal with increasing gross output: one
through the increase in capital and workforce, and the other through increased
worker effort. Thus, as the actual net output falls below expected or desired net

output, these two loops Qperate to correct the imbalance. The third option deals with
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effort to correct the defects. As the gap between expected and actual output
increases, more time and resources are spent to correct and rework defects to

increase net output and therefore, move closer to production standards.

Process improvemeﬁt through training and experimentation represents a
fourth alternative to increasing net output. When the standards are not met, resources
are allocated to process improvement so that ﬁMng and experimentation can be
carried out. These studies can correct process problems, which in turn controls

defects and thereby increase net process output,

Repenning and Sterman noted that these approa;ches to improvement are not
indépendent but strongly coupled. One of the most basic connections is the firm’s
’ﬁnite resources. For example, when workers are pressured to work harder, they will
not have time for defect-prevention training and experimentation. Likewise, when
resources to defect correction rises, resources to process improvement will fall. They
also noted that improvement activity disrupts production, which further discourages
the use of training and experimentation. These interdependencies suggest the

conflicts on the use of resources, and the resolution of these conflicts determine the

successful adoption of the process improvement alternative.
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4.4 Conclusion

The aim of this chapter is to acquaint the reader with the system dynamics
approach. Thus, the first part described the basic concepts of dynamism and
feedback as they reflect and represent many social systems including organisations.
It is noted and argued that the organisation implementing TQM is characterised by
many feedback loops that causes the dynamism, and to a certain extent the

unpredictability of TQM efforts.

This particular point on the unpredictability of TQM initiatives lie mainly in
the linear thinking that characterises many analyses, particularly those of consultants
who tended to simplify TQM principles. Thus, as shown in the earlier literature
review, failure to achieve the programme’s desired outcomes are explained to be due
‘to improper or careless implementation procedures. Such linear thinking do not
consider the dynamism of the system as actors related and interact with each other.
What this chapter showed is that these programme performéhces should be viewed

from a complex interaction of factors or forces such as those generally proposed in

s

Chapter 3.

Moreover, the second part of this chapter showed that there are some non-
system dynamics studies that indeed recognised these interactions and
interdependencies albeit not in the form of a system dynamics study or concepts.
Perhaps, this is the weakness of these studies and anlayses: that they do not follow a
structured approach as to how conduct and continue their results and analyses. More
particularly, there is no recognition of the relationship between behaviour patterns

and system structure. Pasternak and Berry (1994) proposed a behaviour pattern but
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did not explore the structure that creates the pattern. On the other hand, Lawler and
Mohrman (1985, 1987) acknowledged the dynamics involving the factors within the
organisation and implied but did not specifically proposed behaviour patterns. A
third non system dynamics paper, (Lakhe and Mohanti, 1995) recognised the basic
interdependencies of organisational variables but did not go as far as to simulate and

test the validity or relevance of their proposed equations.

The Ramsay (1977) and Marchington, et al, (1992) differ from the
aforementioned papers in that they explored the interactions of variables and
proposed general behaviour patterns. Still system dynamics favours the testing of
these relationships. As noted earlier, experienced managers are able to accurately
identify the causal structure of systems but fail to draw similarly accurate behaviour
patterns when the structure operate. Thus, a more quantitative approach is suggested

to show the more reliable patterns of the proposed system structure,

The system dynamics approach provides a very comprehensive and structured
approach to understanding and analysing complex systems such as the
implementation of TQM. It integrates many of the strengths of these non-system
dynamics studies into its methodology. Moreover, the quantitative part of the

approach also provides a facility to test different scenarios and later develop new

policies that will improve the system performance.

For the interested reader, a review of some system dynamics studies that
entail some technical discussions are presented in Chapter A2 in the second volume.

The next chapter discusses the detailed research methodology.
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CHAPTER 5
RESEARCH METHODOLOGY

The preceding chapters have examined the nature of TQM and quality, and
their implications on implementation, The broad coverage of both quality and TQM
has not helped organisations in appreciating the deeper underlying principles, such
as those of implicit interactions between variables and activities, underlying goals
and decisions, and tacit assumptions and information, It is suggested that this limited
understanding by implementing organisations can contribute to difficulties in
implementing TQM. Indeed, researchers (Duncalf and Dale, 1990; Caudron, 1993)
have noted that managers had a low understanding of their roles in TQM, and did
not know what quality meant.

The propagation by consultants of TQM has not helped these organisations
either. As noted earlier,. marketing concerns have simpliﬁéd many of the TQM
concepts, which have been translated to a number of simple prescriptions and
mechanical steps and procedures. Moreover, practitioners have introduced many
interventions that further blurred the TQM concept. Furthermore, they have not
acknowledged the more established management theories and thus isolated
themselves from the academic field. The academics, on the other hand, have not
involved themselves with the research on TQM (until recently) lest they are labelled
“snake-oil salesman” by colleagues (Abrahamson, 1996). Some have viewed TQM
to be superficial and not worthy of sustained research (Wilkinson and Wi_llmott,
1995; 1996). This gap between consultants and academics may reflect the ‘age~old

debate about difference between theory and practice. Gradually this gap may be
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resolved with the acknowledgement by researchers of the importance of TQM in

management and organisation theory research (Dean and Bowen, 1994).

5.1 Importance of TQM Research

Grant, et al (1994) have shown the effects of TQM on management practices
and the focus on integration and co-operation. They further argue that TQM goes
beyond practice as it poses a challenge to prevailing systems of thought and
principles. TQM questions the accepted and conventional theories of the economic
theory of the firm that places economic and financial goals as priorities, in contrast
to TQM’s focus on the customer’s needs. Thus, they argue that TQM confronts the
conventional management techniques and the theories that support them. This

echoes Bounds, et al (1994: 29) points on the management paradigm shift.

Despite such optimistic view of TQM, its effects and benefits have yet to be
fully felt in all the sectors that have applied it. Many of the failed implementation
attempt; Iindicate many problems and difficulties (refer to Chapter 3 for details).
Hackman and Wageman (1995) suggest that there is a lot of room for aciditional

learning, and that research can provide the corrective function for TQM.

The importance of TQM in research has been suggested by Dean and
Bowen’s (1994) review. First, TQM is a pervasive phenomena and management
research’s continued dissociation from it has been questioned (Dean and Bowen,
1994; Krishnan, et al, 1993; Robinson et al, 1991). As TQM is considered important

in practice, Dean and Bowen (1994) contends that “we risk losing our credibility as
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management theorists by ignoring TQ in our research” (p393). Secondly, they
observe that TQM covers the same ground as management theory. Indeed, there is
much correspondence between HRM prescriptions and TQM practice. The third
reason for devoting research to TQM is the benefits that can be derived by both
researchers and practitioners. They note, for example, that there is a “high premium”
on TQM as existing theories are unlikely to be sufficiently broad to support TQM
research, and thus offers many research possibilities. On the other hand, research can
contribute to improving success rates of implementation efforts as they observe that

TQM practices are organisationally and politically naive.

It is in this latter reason that this research hopes to contribute: the
understanding of the TQM implementation process. By examining this process, this
;esearch can help in shedding more light on the paradox of why some companies
seem successful with their TQM efforts while others are not. This analysis tries to
overcome some of the weaknesses that previous studies have had as suggested in the
previous, chapter. The present study also amply recognises theoretical developments
in management research by applying some of their postulates to the analysis of

TQM, and thereby contributing to expanding the areas where TQM as practice can

communicate with the more theoretical fields of inquiry.

Secondly, the research can contribute to the System Dynamics field as it tries
to find new applications of its principles and methodology. Specifically, this can
contribute to the present efforts at the MIT Sloan School of Management that

embarked on a joint project with industry to analyse quality improvement

programmes (Sterman, et al, 1994).
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Thirdly, the results can still be helpful to TQM practitioners. As this research

tries to integrate theory with practice, it is hoped that its analysis can contribute to

better application of TQM.

5.2 Objectives of the Research

The preceding section has broadly outlined the intentions of this research as
it aims to contribute to the growing management research field in TQM, and as it

hopes to contribute to the better understanding of the TQM processes.

The main objectives of this research highlight the need to take a broad
perspective in the study of the TQM implementation process. As has been indicated,
the research takes a bias towards the systems approach and adopts the System
Dynamics methodology. Briefly, the choice for SD depended on the
acknowledgment that TQM involves many interdependent relationships of actions,
decisions and information, the existence of competing and conflicting goals, the
effect oE initial conditions, and the importance of time as a factor influencing many
of these dynamic relationships. SD allows for the integration of the many elements
of TQM (Chapter 2), the intended and unintended consequences, and contexts of
many of its variables (Chapter 3) and the interactions among these factors (Chapter
4). More specifically, this thesis conceives the TQM implementation process as a
function of its structure, that is, the variables and their interactions. The interaction
of the organisational variables is exhibited in the observable patterns of behaviour

(Chapter 4) and which indicate the success of failure of the programme.
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Thus, the main objectives of this research are:

1

. To develop a System Dynamics model to represent the interactions in the

TQM implementation process; and,

. To determine the critical factors and feedback loops that influence the

sustainability of TQM in a company, by using this System Dynamics

model.

The specific objectives are:

1.

w

To identify the more important factors in TQM implementation process

based on literature and interviews with practitioners, consultants and

academics;

. To examine these factors and propose the relationships among these

factors;

To identify the more specific factors that influence the implementation

s *

process in the company case;

.. To examine these detailed factors and propose a qualitative model that

represents the company cases TQM experience;

. To develop a simulation model and study the effects of the feedback

structure; and,

. To formulate policies and structural modifications to help sustain TQM

efforts.
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5.3 Research Methodology

This research generally follows the System Dynamics approach (Barlas,
1996; Coyle, 1977; 1996; Forrester, 1961; 1994; Richardson and Pugh, 1981; Saced,
1992; Wolstenholme, 1990). The major steps typically involve identification of a
problem, model conceptualisation, model formulation, model analysis and
validation, policy analysis and design, and implementation (Barlas, 1996). These
basic steps involve examining relevant variables, establishing influence relationships

among them, developing the feedback structure, and finally analysing the structure.

Wolstenholme (1990: 3-6) suggests that there are two phases in the System
dynamics methodology: qualitative and quantitative system dynamics. The
qualitative phase is based on creating influence or system maps (also known as cause
and effect diagrams, causal loop diagrams) following some precise and rigorous
rules and using them to analyse the system. The activities involved in this aspect are:

1. creating and examining feedback loop structure;s using resource and

_ information flows;

2. éualitatively assessing  system processes, information, organisational
boundaries and strategy; and,

3. estimating system behaviour and to postulate strategy design changes to

improve behaviour.

The second phase entails initially a behaviour replication and analysis, and
validation and sensitivity tests. The second stage of the quantitative phase focuses on

the design of alternative system structures and control strategies.
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Following the major steps in the system dynamics approach, this research
was conducted following five broad activities, which are organised in three phases.

These are shown in Figure 5.1,

Figure 5.1. Research Methodology
Phase 1: Preparatory phase

1. Content analysis of TQM literature

y

2. Interviews with consultants, practitioners and academics

Phase 2; Field research

3. Data gathering in company cases

v

4. Qualitative analysis and models

e

Phase 3: Simulation and Analysis

5. Quantitative model and analysis

5.3.1 The Preparatory Phase

The first phase represents the preparation of the foundations of the
conceptual model. The objective of the phase is to create a general view of the TQM

implementation processes by reviewing and examining published empirical studies,
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cases and analytical papers. By content analysis, the most common, if not the most
importan_t, difficulties, barriers and problems in TQM implementation are identified.
This generally follows Fabi’s (1993) methodology in integrating empirical studies of
quality circles problems and critical factors. By examining these further,
relationships among the factors are established and a preliminary qualitative model
is created. The results of this content analysis and comparison of empirical literature
was presented in Chapter 3. Moreover, the chapter developed the integrated TQM

model framework from the resulting list of most common factors (Figure 3.2; p. 97).

The second step attempts to verify the preliminary TQM model by
interviewing consultants, practitioners and academics. This represents an external
validity exercise to increase the validity of the results of the preceding step (Weber,
i985). It is also recognised that published reports and literature have many
limitations and weaknesses: vested interests (Powell, 1995) can affect the validity of
results and conclusions; space allocation can also limit the depth of discussions of
some arfieles; and, other general contingency conditions may have been overlooked.
Furthermore, published literature does not allow for a two-way éommunication that
is neceésary in the initial analysis and proposal for a qualitative model. All these

weaknesses are overcome by interviews with the “experts”. In addition, the varied

experiences of consultants, practitioners and academics can provide a wider system

perspective.

Fourteen persons were interviewed in this phase: two consultants, four
academics, and eight practitioners. The interviews lasted at least one hour. The

interviews were conducted in two parts. In the first part, the interviewees were asked
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what they thought were the most important factors in TQM implementation, and if
these factors were in anyway influential on the others. If the interviewee did not
suggest the same factors as identified in the preliminary TQM model, or if the
interviewee did not the see any connection between the identified factors, the
interview continued to explore his ideas. If they did generally support the proposed
model, the model was shown to the interviewee. The second part of the interview
encouraged the interviewee to analyse and examine the model as it conforms to his
own ideas. He was encouraged to support, object, modify, and clarify the model. The
results of the interviews showed that all seventeen supported the proposed model.
They all believed that it reflected the TQM implementation process. Thus, the

preliminary model arguably passed the first test and was used for the second phase.

Moreover, the model presented in Figure 3.2 was also presented at the British
Academy of Management Conference (Mutuc, 1995) where comments, suggestions
and objections were solicited from those present in the presentation. The absence of

any diregt objections to any part of the model nor its assumptions were taken to

mean support for the model.
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Interviewee Position and Organisation Length of
Interview (hours)

Academics '

W. McEwan Professor, 1.0
University of Paisley '

U. Bittici Senior Lecturer, 1.0
University of Strathclyde

R. Livingstone Senior Lecturer, 1.0
University of Strathclyde

A. Manalang Associate Professor, 1.0
De La Salle University

Consultants

G. Sneddon QualScot Associates 40

R. Atienza Freelance consultant 1.0

Practitioners

B. Alexander Assistant Manager 1.0
Quality Department '
Wyman-Gordon Limited

0. Demano Industrial Engineer 2.0
Quality Department

- 3M, Philippines

B. Espino Coordinator 2.0
Quality Improvement Department
Motorola, Philippines

A, Lindsay Manager 1.0
Quality Department
Kone Carruthers

OKI 1.0

J. Macmillan 2.0
Mackays

B. Reid Manager 1.0
Quality Department
Wyman-Gordon Limited
Manager 1.0
Quality Department

RFK Carbon Fibres
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5.3.2 The Field Research

The verified TQM model provided the framework for the data gathering
stage. The questions and information necessary followed ’ghat framework, and thus
organised much of the data gathering and subsequent interviews. The following
general questions were the backbone of the field research:

1. How are TQM activities sustained? What factors contribute to employee
commitment to the programme? Has employee commitment been the same all
thi-oughout the implementation history? What were the changes and how do you
account for such changes?

2. How are these factors related to each other? Or are they independent?

3. How important is top management commitment? How does top management

show its commitment? Can you give examples of top management’s

involvement to the programme?
4. How does fop management evaluate or assess the programme’s success? What are
top management’s problems in dealing with the programme?

These questions reflect the need to take the various perspectives of the
problem. Stakeholder analysis (Burgoyne, 1994) provides an approach at dealing
with the different views of the implementation process. The field research involved
data gathering in three companies. However, for reasons of accessibility and
availability, the data gathering and interview were not exactly the same for all three
cases. In the first two companies, interviews were limited to the main implementers
of the TQM programme as other interviewees were not available during the data-

gathering period. Moreover, in the first company, the decision to provide access to
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all personnel to be interviewed was postponed until the new plant manager arrived.
The decision was further delayed as the new manager had to attend to more pressing
matters as well as adjusts to his new role. The data gathering phase had been
concluded before the new plant manager was able to allow access to other personnel
and staff. In the second company, the reorganisation and the impending collective
bargaining agreement caused the shelving of interviews with other managers and
union officials. Thus, the interviews were limited to the quality manager and TQM

manager in the first case, and the senior and deputy manager for TQM in the second

case.

However, it may be pointed out that unlimited access to company documents
and other records was provided for by these interviewees. Moreover, the
interviewees spoke freely on their personal reflections of the important events in
their company’s TQM efforts. In addition, aﬁendance to TQM activities such as
quality team presentations and meetings were also accomm‘odated. The interviews
totaled tg around 30 hours for four interviewees, while attendance in TQM activities
was around 16 hours. Overall, the data gathering proved fruitful and led to a detailed
conceptualisation of top management commitment (Chapter 6) and focused on the
central role of facilitators and TQM staff. Moreover, the unique relationships

between facilitators and the rest of the organisation were highlighted in these

interviews.

In the third case, the company allowed interviews with top management,
middle management, supervisors, TQM staff, union officers, and quality circle

leaders. The various interviews served several purposes. First, the problems of
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implementation are viewed from different perspectives, and as actors and
stakeholders in the system, their actions are guided by these perceptions. Especially
true in TQM, where voluntarism is lone of its fundamental features (Hill', 1991;
1995), employees are generally given a freehand in deciding to participate or not.

Thus, their actions are as strongly governed by their own personal perceptions as

organisational structures and processes.

Furthermore, top management may have limited, if not incomplete,
information about all the organisational actors. Thus, information from top
management may be partial, distorted, or even misleading. Thirdly, interviews with
different actors in different levels function as a validation mechanism of information

through cross-referencing.

The interviews involved a total of 24 people in third company case, involving
a total of around 120 hours of interview. It must be noted that a largé proportion of
time was spent interviewing the TQM staff, as they had a lot of ‘insider information’
from both top management and lower ranked people. The information they had

provided formed part of the structure for the interviews with the other people.

The interviews were supported by other research activities. Observation and
attendance to company TQM activities provided rich information. These activities
included project presentations, annual report meetings, quality circles leaders
meetings, management and staff meetings and the like. These activities revealed
some information that otherwise did not come up in interviews as they reflected very

specific concerns of the employees. These activities may be seen as a reflection of
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the perceptions of employees “in action”. They also afforded some unplanned
interviews with other employees. Opportunities were taken to inquire about details
of these problems, about their perceptions of the TQM programme and their

relationship with top management. In all, the researcher spent a total of around fifty

hours in these activities,

The last source of information is documents, reports, minutes of meetings
and other written data sources. This was particularly true for the second case as it
had a regular annual employee survey that covered around fifty- percent of its
people. The studies involved survey questionnaires and in-depth interviews from all
levels of the organisation. It is a very useful source of information as they more
accurately (relative to recollections in interviews) reflected the prevailing feeling and

perceptions during those past years. These documents showed the events and other

intangibles underlying the more measurable data sets.

The output of these interviews is a more detailed picture of the relationships
among the variables modelled in the TQM integrated model framework of Figure
3.2. This model goes deeper than the preliminary model of phase 1. The initial
insights from three company cases showed details into the development and
expression of top management commitment. The access of the interviewees to top
management, as well as contact with the rest of the organisation, provided
opportunities to reflect on the relationships between management and the
organisation. These observations are presented in the second part of Chapter 6,

which also provide support for the development of the qualitative model in Chapter

8.
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It is a comprehensive qualitative model that integrates the more important
variables that the various members of the organisation felt contributed or influenced
the TQM process. The parts of this model were presented to the interviewees to
solicit their comments and if the model reflected what they perceive to be important
feedback structures. The submodels were also shown to top management and their
confirmation was also solicited. Indeed, the preliminary models were confirmed and
even presented at their management committee annual review meeting. These

submodels are shown and discussed in Chapter 8.

A second output of this field research are the data sets that were used as
reference modes, the time graphs that are used as the bases for comparison with the
simulated runs. However, the only data sets that were found to be useful as reference

-modes for the simulation were those from the third case. The data sets include the
number of Excel circles (qualify circles), total number of persons registered under
the Excel circles programme, percentage to total manpower of circles participants,
and projects generated by circles. The behaviour reflected in these time graphs
would be reproduced by the simulation model as presented in Chapter 9. Some

qualitative measures have been solicited from the interviewees in view of the limited

indicators that are being measured by the company cases.

5.3.3 Simulation and Analysis
The preceding phase involved much analysis as the conceptual models are

built. It involved continuous comparison between model and observed and interview

information (see Figure 4.1, p.112). The analysis from phase 2 is continued in phase
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3 using the quantitative approach of simulation. Simulation provides a powerful tool
for examining the effects of the interaction of factors and organisational elements. It
is recognised that time plays a very important role in TQM systems (Bong, 1993;
Kofman, et al, 1994) as in' most other feedback systems (Forrester, 1961;
Wolstenholme, 1990). TQM is characterised' by many time delays that are not
necessarily of the same leglgth, and determines many of the benefits to be derived
from the programme. In general, therefore, the study of TQM requires
acknowledgement of this resource. Whilst conventional studies would have resorted
to the use of longitudinal studies, a simulation study can represent these changes and
allow other advantages such as examining alternative scenarios (Kofman et al,
1994). Simulating results also overcomes the frequently observed phenomena of
people not being able to see the consequences of their actions even as they are aware

“of the corresponding causal maps (Sterman, 1989; 1994).

This phase involves the translation of the conceptual model into “stocks and
flows” and the formulation of a system of simultaneous difference equations. The
graphical solution of these equations is compared with the observed patterns in the
company case, As noted earlier, there are two parts of this phase. Firstly, the formal
model is tested both for validity and for deriving some preliminary understanding of
the system. The second part involves the continuous comparison, revision and
calibration of the formal model against the case until it is able to satisfactorily
represent the cases. The pattern matching logic (Trochim, 1989) indicates some
similarities with the System Dynamics methodology of comparing simulated patterns

with historical data. A number of statistical tests have been designed to support this
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part of system dynamics (Forrester and Senge, 1980; Peterson and Eberlein, 1994;

Senge, 1977, Sterman, 1984)

Finally policy analysis is conducted to identify critical factors and determine
policy sets that shall contribute to a more sustained TQM programme. The software
Powersim is used in this phase. The results of this phase are presented in Chapters 9

to 10 in the first volume and Chapters A3 and A4 in the second volume.

To sum up, the research approach taken in this research allows each phase to
present an output that becomes an input into the next phase. This methodology
allows for simultaneous verification and validation during the data gathering. The
collected data is constantly compared with reality, with other sources of information,

“with various interviewees, and finally presented to the interviewees for final
verification. Secondly, the methodology facilitates the next p.hase of the research by
the use of an already verified model. Thus it can be argued that the last phase of the
research, represents a verified and valid model. Nevertheless, some statistical tests

are further conducted to establish more confidence on the simulation results. These

are discussed in Chapter 9.

5.4 Model Boundaries

As pointed out in the previous chapters, TQM covers a variety of principles,
practices, and techniques and tools (Dean and Bowen, 1994). These result in vast
possible combinations of applications, thus requiring the establishment of

boundaries for the research. As this research was generally utilising the grounded
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theory approach, the boundary was mainly established through the company cases’
own focus of their programme. Thus, the TQM programme of company case A
leaned towards Improvement Action Teams (Corrective Action Teams, Crosby,

1979), while case B was more concerned with suggestions. The third case focused

on quality circles.

Part of the reason for choosing to set the boundaries on circles and
suggestions lie on their voluntary nature, a feature that partly distinguishes TQM
from other management initiated approaches‘. Moreover, circles and suggestions
indicated an arguably good indicator of employee involvement to the programme. As

such, it is an attractive measure that can be graphically plotted and compared with

simulated figures.

Whilst most analyses (Barlas and Ozgskmen, 1996: Bong, 1993; Ozgskmen,
1995; Kofman, et al, 1994) relate the TQM efforts to other quantifiables and
tangibles such as sales and revenues, the company cases studied in this research did
not relate their overall company performance to the TQM programme. The
interviewees from top management hesitate, or refuse, to acknowledge that their
current performance is solely due to TQM activities. Moreover, in contrast with the
above mentioned studies where the programme is based on the profit or market share
improvement, the companies in this research do not assess programme success based

on this external economic measures, but rather on the activities themselves.
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The position taken in this research highlights only some of TQM’s main
features. This research equally views TQM as a philosophy and a programme,
perhaps, a philosophy that drives the programme. This means that the philosophy
becomes a change in the mental models and thinking patterns of management while
the programme provides the channel to which these new thinking patterns are
communicated to influence other members of the organisation. The programme
provides activities that shall embody the change in top management’s thinking
process. It is to be acknowledged that too often, TQM implementation process
concerns itself with the activities so that the “means become an end to itself”
(Wilson, 1992:; 102). On the other hand, philosophical approacﬁes do not offer much
of practical approaches so that it will leave their managers with confusion and not
knowing what to do (Dale, 1994; Atienza, 1996).

Thus, this research focuses on one operational concept of TQM: continuous
improvement. While this term may also cover vast possibilities, this research will
narrow down these areas by highlighting the role of quality circles in identifying and
proposing new improvement areas or projects. Thus, supporting and sustaining the
prograrhme is viewed as sustaining the quality circles (or suggestion scheme).
Furthermore, the commitment that is engendered by the change in philosophy shall
be manifested through several channels in the organisation and influences the
motivation to organise quality circles or propose new projects. In other words, the
TQM implementation process is viewed as a virtuous circle (Masuch,1985) This can

be illustrated in Figure 5.2. Management commitment encourages participation in

L Hill (1995) suggests the voluntary nature of participation in TQM whilst Wilkinson et al (1998)
point out that quality circles were voluntary but that in TQM participation is mandatory. Nevertheless,
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quality circles and suggestion schemes, and this results into some improvement.
Such improvement can encourage or induce top management to be more committed

to the TQM programme. Thus, when the circle continues to operate, then there is

continuous improvement,

Management Commitment

N

quality circles and
suggestions scheme

improvement

Figure 5.2. The cycle of improvement and commitment

Improvement is a rather general term. It may involve internal improvement,
external improvement, improvement in customer satisfaction, improvement in
profits and improvement in market share. However, this r;zsearcﬁ shall not try to
measure .improvement and include these in the developed model because of two
main reasons. First, is the availability of the information, The cases used in this
research did not provide any of these information either because of confidentiality or
because of it was not collected. Secondly, the management in the cases did not relate
their success in the market with these external measures of improvement. Besides,
the top management commitment to the programme was not based on these external

indicators but much more influenced by the number of registered circles or generated

suggestions.

in the companies thiat were investigation, participation was voluntary.
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Thus, this research differs with the previous system dynamics studies in that
it focuses on the internal operations of the programme, and highlighting the
interactions of management and employees, rather than concerning itself with the
interactions with the market and the satisfaction of the external customers. In
essence, the research deals with an often-neglected area in TQM research, that is, the
internal customer. As noted by Ackoff (1992), if the internal customers are satisfied,
then they can be motivated to satisfy their external customers és well. This
contention is explicitly taken in this study to mean that improvement will not be

achieved if employees do not participate in this scheme.

It must be noted that the implicit assump'tion is that continuous improvement

is based on voluntary participation. While other TQM techniques provides for less
“voluntary activities such as management initiated projects, this study views that such
approaches do not represent a change in philosophy. Although it is debatable, this
study takes the position that one of the other important aspec:cs of TQM is in pushing
power down to its rank and file, and that voluntarism is a real step from gaining such

power and moving away from the management dominated concept of Taylorism.

5.5 Conclusion and summary

Research is usually intended to help clarify much of the ambiguity in TQM
concepts and practice. Unfortunately, the first researches conducted have been those
conducted by consulting groups, but which are now viewed with suspicion (Powell,
1995) because of their self-interests. It is only in the more recent years that more

informed and theoretically founded analyses have been conducted to shed light on
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these issues. In this regard, this research aims to contribute towards this growing

literature of more rigorous and informed analyses of TQM implementation.

The next chapter presents the findings from the interviews with academics,

consultants and practitioners. The case studies are also presented in both Chapters 6

and 7.
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CHAPTER 6
CONFIRMING THE FRAMEWORK
EMPIRICAL RESULTS FROM THE INTERVIEWS AND CASES

This chapter presents the results of the interviews. The chapter is divided into
two parts: the first part discusses the experiences and ideas of some 14 academics,
practitioners and consultants; and the second part explores the detailed experiences

of four interviewees in the context of their respective companies.

The first section deals with the definition and conception of TQM from the
interviewee’s perspective and experience. The interviews revealed that the
interviewees had varying definitions and understanding of the term TQM. These
differences in conceptions partly explain some of the differences in their emphasis
-on the types of problems or difficulties that hinder the implementation of TQM.
Nevertheless, there are common threads that run through these experiences. Indeed,
these interviews confirmed that the factors identified in Chapter 3 were also
experienced in their own TQM efforts, albeit, in varying degrees. More importantly,

the interviewees had no objections to the interactions among these variables

proposed by the Integrated TQM model framework (Figure 3.2, p. 97).

The second part delves deeper into the factolrs and their interactions by
presenting the in-depth interviews with TQM implementers in two companies. These
interviews provided more information on the dependencies of the factors in the
model and gave anecdotes and experiences that justified connectedness of the
factors. This second set of interviews, backed up by secondary data sources from

company documents, similarly supports the Integrated TQM Model of Chapter 3.
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The chapter ends with some general observations and conclusions.

6.1 TQM Critical Factors: Interviews

The interviewees were made up of four academics, two consultants, and eight
practitioners. Three of the academics - Bittici (1995), Manalang (1996), and
McEwan (1995) - have engineering backgrounds and were involved either in actual
research of TQM, or were consulted on the implementation of TQM and related
projects, or both. The interviews showed that these three academics had similar
perceptions of what TQM is. All three interviewees echoed the definitions of TQM
as a way of managing organisations. They support the idea that management should
be viewed from an integrated perspective of parts that are efficiently contributing to
‘the whole. They agree that problems typically occur because of the lack of synergy
among the parts of the organisation, and that optimisation of the organisation’s
performance will not be achieved by maximising the perfqm;nce of the parts.

However, McEwén (1995) argues further that the failure of organisations in
competing in the global market is mainly rooted in traditional values that do not
necessarily place foremost priority on delivcring quality and promoting customer
satisfaction. He contends that changing these values is necessary to implement
TQM. This can be achieved by placing more emphasis on training and education. He
admits that while organisations have established training programs, the educational
system still provides the foundation to learning. McEwan maintains that the

educational system, including primary and secondary schools, should mould the
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young in the ‘right manner’. In this way, the output of the educational system will

provide right input to industry.

Similarly, Manalang (1996), highlights that strategic position of values in
implementing TQM. Values, she pointed out, are the cornerstones on which the
entire TQM programme rests. As such, TQM is becoming more than a practice, and
a way of managing. She suggested that “There must be more than a mechanical
application of the TQM principles. Instead, there must be a deeper understanding
and appreciation of the principles of TQM which must be translated into
acceptance.” She believes that TQM must be a religion that should be practised with

willingness and total commitment.

The fourth academic, R. Livingston (1995), viewed the TQM movement
from a more speéiﬁc perspective of accreditation of the university, Being involved
with the accreditation process of his department, he views q‘t‘lality, specifically, that
of educzﬁion, as defined from the Ministry of Education agenda and standards. The
quality of education within the department is evaluated based on specific criteria and
minimum performance standards. He points out that a good rating in these
evaluation processes is necessary for competing not only for prospective students but
also for government funding and support. The typical criteria for assessment are

involvement not only in teaching but also excellence in research.

The two consultants who were interviewed also showed an identical systems
perspective of the TQM programme. Sneddon (1995) developed a model for TQM,

which he uses for his training seminars, The model focuses on the need to establish
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top management commitment, which. involves the establishment of a vision and
mission statement. He argues that these visions and missions should encourage
employee participation in the TQM programme. He contends that “employees want
to contribute to the management of the company by suggestions and ideas for quality
improvement. However, these ideas are lost simply because there is no opportunity
for them to bring these suggestions to management,” Thus, new systems and

procedures provide this opportunity to participate in quality improvement.

Both consultants similarly imply that the entire TQM programme can be
focused to one set of activities, or mini-programmes. It is possible to focus all efforts
on these activities and still claim to have a TQM programme. Both admit that it is
difficult to implement all the possible activities that promote quality as it diffuses the
‘efforts, spreading the limited resources too thinly within the organisation.

Both also agree that the implementation of TE)M begins with top
management providing all the necessary foundation for the programme, including
their own personal support and commitment. This must be supported by deeper
understanding of quality and its implication on organisational processes and

activities. Training and education is a fundamental task at this stage.

Atienza (1995) observed that top management understanding and
commitment is not sufficient to begin and launch the programme. He cited an
example from one of his projects where the initial efforts of the company to launch
quality circles failed. Despite the commitment and interest of the organisation’s top

management and the initial training seminars that were conducted, the quality circles
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waned after a few months. The main reason for the failure to keep the quality circles
was linked to thé consultant who left the circles on their own after the training
seminars for all personnel were completed. Without proper guidance, the initial
quality circles lost their direction, and failed to successfully identify and implement
improvement projects. Moreover, he noted that, in other cases, company
management terminated the services of the consultant earlier, to save on consultant
fees or when the managers felt they have gained sufficient knowledge that is
necessary for the programme. In these instances, the programme also failed to take
off. Thus, Atienza (1995) stressed that consultants should not leave the organisation
until the participants have been gained sufficient experience. He observed that, “like

most things, quality improvement programmes are learned after some continued

experience.”

Of the eight practitioners, five practitioner inte‘rviewees (from four
companies) implemented a quality programme that followec; textbook programmes.
Wyman Gordon Limited (Reid, 1997 and Alexander, 1997) implemented a TQM
programme based on Crosby’s 14-step quality improvement programme. The
programme was centred on Corrective Action Teams (CAT) to identify quality
improvement projects. The activities of the quality department are more focused on
operational quality control, which occasionally required teams to resolve problems.
Nevertheless, both interviewees found the model representative of their own

experiences in quality improvement.

At Motorola Philippines (Espino, 1996), the programme is focused on the

use of quality circles, which had been considered very successful. Espino (1996)



149

proudly declares that these circles have developed teamwork in the workforce as
well as commitment to the organisation. She says that participation and involvement
is high in their company. As for the factors that explained their success, Espino
(1996) pointed out that top management leadership and involvement was the most
important factor for the implementation of their TQM programme. She believes that
such leadership is a product of an organisational culture that prepares leaders who

uniformly imbibe practices that can be applied in any country.

Demano (1996) suggested that training and process improvement is similarly
the concern at Amkor Anam, a semiconductor joint venture between a Korean and
an American company. However, he singled out middle management as a critical
factor in the TQM programme. It was observed that quality improvement activities
-of the rank and file employees could create a sense of insecurity among the
supervisory and middle management levels. It was recognist that this can lead to
derailing of the TQM programme. To address this potenti;tl issue, Amkor Anam
management drew up a career path for the supervisors and middle managers that
clearly show that their subordinates will not be able to overtake their position
through active involvement in the programme. The career path for middle

management eliminates the perception that the TQM programme is a threat to them

and thus, assures their co-operation and support for the quality initiatives of their

subordinates.

The current company of the fifth practitioner interviewee (Lindsay, 1995) did
not implement any special quality programme. Their quality systems are mainly

based on quality measuring technology. But they were reported to be planning to
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apply for ISO or BS5750 accreditation. However, he presented his views on TQM
based on his previous job where he had worked for a number of years. He believed
that TQM is more than the applicaﬁon and practice of quality improvement
techniques and tools. He maintained that TQM has to extend to other organisational
processes, in fact, become embedded in the entire organisation. In particular, he was
concerned with pérformance appraisal and tenure of services. In his personal
experience, he felt that the company did not consider his long tenure and excellent
performance for the company when his services were terminated. He believed that

this was a clear contradiction of the principles of TQM.

Two practitioner‘ interviewees, Macmillan (1995) and --(1995) said that
quality efforts in their companies were limited to ISO 9000 accreditation. Quality is
seen to be a main area for competing in a more demanding market. However, quality
is seen as connected to an accreditation process that certifies the level of quality of
products and services. The certification process argues ;hat the organisation’s
systems and procedures determine the end quality. Undocumented processes allow

for lack of standards and standard processes that can lead to non-uniform quality

output. As such, the certification programme is mainly focused on documenting all

procedures and policies.

It was a common experience of these two interviewees that the accreditation
process is characterised by some stages of interest among the management and
employees. It began with a gradual increase in interest in the documentation
activities, Later, more interest and enthusiasm developed. When the actual part of

documentation of processes reached the more tedious review and revision activities,
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the members of the organisation started to slowly lose interest and felt that “this is an
extra job to be completed”. In a few instances, some members actually stopped
contributing and avoided altogether all the documentation activities. The completion
of the documentation, and finally the actual certification revived some interest, but
soon faded again after the novelty of the award had sank in. In many instances, the
employees, including managers, went back to the old ways of doing things without

regard to the new work manual. Interest came back again only in the following audit,

Macmillan (1995), as the main person in charge for the accreditation process
in her organisation, made further observations on the preparation and documentation
process. The company-wide nature of the accreditation process required the
participation and co-operation of all the members of the organisation, She felt
;deitional workload and pressure during the downside part of the ‘enthusiasm
curve’. Moreover, regular work was given priority over accreditation activities and

requirements by members of the organisation. The secondary role of these

certification activities therefore contributed some delay in the process.

She pointed ‘out that top management commitment and leadership is
necessary to “tow the members in line” to keep the accreditation process on
schedule. However, her experience showed that even top management commitment
is not uniform among the top managers. While there were those who clearly
understood and supported the programme, there were those who were not as
supportive. These latter group tended to give least priority to certification and

documentation tasks, and “would avoid it totally if they can get away with it”. The
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result is the diffused support for her activities. These situations are the main

obstacles she encountered in her experience.

When he was asked whether their organization had some form of TQM in
place, the last practitioner interviewee ( ,1995) asked to qualify.the meaning of
TQM. When informed that TQM involved the principles of customer focus,
continuous improvement and team work and practices such as problem solving
teams, training, quality systems and certification, and supplier management, he
admitted that they had all these activities in place, but that they do not have a TQM
programme. He pointed out that they believe in providing quality to satisfy their
customers but that they consider it to be inherently part of their management practice
and does not have to comprise a separate programme.

The final part of each interview involved the presentat?on of the model to the
interviewees to summarise their main points and ideas. Invariably, the interviewees
accepted the model and its proposed relationships. They said that they were able to
explain their experiences based on the conceptual model. Moreover, they recognised
the dependencies of the factors on each other. They also agreed that the factors
indeed were present and had some influence but noted that the strength of the
influence could have varied. That is, the strength of some factors in influencing the
programme simply dominates the observed effects but does not necessarily eliminate
the effects of other factors. Furthermore, the model explicitly indicated the

relationships of the factors, a fact which was not as apparent when they implemented

the TQM progranime (Reid, 1997).
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6.2 Discussion

The results from the interviews revealed some insights into the TQM
implementation pvrogramme. The more apparent observatiog from the interviews was
the variety of versions of TQM implemented by their organisations. Although the
programmes are founded on the same principles of quality excellence, the
approaches and emphasis seem to differ from case to case. The instruments through
which quality improvement can be achieved ranged from the very personal level of
involving the individuals through suggestion schemes (Demano, 1995) to a more
socially-founded motivational approach using teams and quality circles (Atienza,
1995; Alexander, 1997; Espino, 1996; Reid, 1997; Sneddon, 1995). A third variation
is relatively less personal, perhaps a traditional bureaucratic approach, of
documenting and entrenching systems and procedures (Livingston, 1995;
.Macmillan, 1995; --). The sevent_h practitioner, in contrast, viewed the principles of
TQM not from a programme approach but from a strategic perspective that is
embedded in the entire organisation, which does not require any additional

promotional efforts or new structures.

These differences in versions highlight the varied possibilities of
implementing the TQM programme, or more specifically, promoting and
undertaking continuous improvement to satisfy the customers. The interviewees did
not have any specific reasons for adopting a particular technique. From their
comments, there seemed to be no explicit decision as to how the programr-ne was to
be implemented. Apparently, the technique was suggested either by the consultant
they had hired at the start of the programme (Atienza, 1996; Demano, 1995;

Sneddon, 1996), or, the off-the-shelf package that they followed (Reid, 1997,
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Alexander, 1996). Alternatively, the company followed the programme of its home
office (Espino, 1996). As for companies that pursue accreditation activities, the
decision to undertake such approach was initiated by their management (Livingston,
1995; Lindsay, 1995; Macmillan, 1995). This variety of approaches to improving
quality is rather similar to Dale’s (1991) survey of 148 companies that reported that
developing‘é quality management system, quality system certification and adopting
the teachings of a guru are the three most frequently used approaches to quality. The
seeming absence of an actual selection criteria and decision making on the approach

to TQM reflects the Dale (1991) study that organisations tended to follow the

simplest option.

Moreover, there was a unanimous concern for top management’s role in the
"programme, albeit, varying emphasis on the different top management-related
factors and middle management support. The emphasis ranged from more concrete
actions of overlooking performance and loyalty (Lindsay, 1995) or lack of co-
operation (Macmillan, 1995) or open support (Espino, 1996), to more abstract
expectations of commitment and support (Sneddon, 1995) and leadership and

support (Atienza, 1995). Although there were differences in focus, the interviewees

all supported the notion that top management plays a central role in the programme.

The three academics, Bittici, Manalang and McEwan viewed the TQM
programme from a wider perspective and did not focus on any specific application
technique. Rather, they saw beyond the application techniques and highlighted the
basics of value formation, training and education, and the inter-relatedness of factors

and organisational functions. They seem to imply that success of the
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implementation of the programme would necessarily follow if the principles have

been properly understood.

The differences of the focus of the systemic academics and the more
pragmatic practitioners reflect their immediate concerns. On one hand, academics
have the time to step back and assess implementation difficulties, They can afford to
look at these obstacles with a more objective perspective without pressure from their
organisations. They are able to see beyond the events without being unnecessarily
troubled by details and reactions from employees and management. All these allow
the academic a more ideal conceptualisation of the organisation and the

implementation of TQM.

The practitionefs and consultants, on the other hand, are tasked with
operationalising the TQM concepts. They are faced with th§ reality of organising,
co-ordinating and directing all TQM activities and tasks, The idea that all employees
be involyed in the programme, coupled with possible resistance to the required
changes in responsibilities, skills and behaviour patterns, further complicates the
task of the practitioners and consultants. Moreover, there is a need to justify the
implementation of the programme through its impact on the bottom line figures of
costs, revenues and profits in the shortest possible time. Such pressures, therefore,
encourages managers to adopt off-the shelf packages or recommended programmes

by consultants as these schemes are claimed to have been tested and found to be

effective and efficient.
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These points, however, lead to the question of how much the organisation, in
particular, its top management, understands about the principles and requirements of
TQM. The experiences of Lindsay (1995), where his organisation did not seem to
recognise his efforts and loyalty to the company, and Macmillan (1995), whose top
manager was not co-operative and supportive to her ISO documentation efforts,
seem to show that top management does not fully know the meaning and implication
of TQM. In these two situations, the interviewees had questioned management’s

commitment to the implementation of the programme,

The TQM framework postulated that management commitment is directly
related to understanding énd appreciation of TQM. Some studies revealed that
managers did not understand TQM and were not able to adjust to their new roles
-(Duncalf and Dale, 1990; Caudron, 1993). This proved to be a barrier to
successfully implementing the programme. However, Atienza‘ (1995), pointed to the
limits of training and education. He maintained that these are not sufficient to
support the programme (Atienza, 1995) as there are other events that occur after that
may support or hinder the programme (Stratton, 1993). Events that occurred after
initial training and gaining understanding are investigated in the two cases of the
next section. The section addresses the role of learning and understanding on top

management by focusing on the development and shaping of top management

commitment and other factor interactions.
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6.3 Factor Interactions: In depth Interviews

This section presents the results from two sets of interviews that delved
deeper into the implementation of TQM in their respective companies. The
interviewees were asked not only about their own interpretations and understanding
of TQM, and the corresponding the critical factors, but were also asked to reflect on
their experiences as TQM implementers and relate situations and conditions that
affected the success of their programme. These experiences were also supported by
secondary data from company documents. The companies are subsidiaries of foreign

firms that have been established in the Philippines for a relatively long period of

time,

.6.3.1 Company A

Company A is involved in the production of electrical lighting and was
established in 1959. Its sister company handles marketihg aﬁd sales of these
products. It was producing mainly for the local market until around the 1980s when

n'

it began to export into the United States. It has approximately 600 workers operating

on two shifts,

In 1985, through the initiatives of its mother company abroad, the Company-
Wide Quality Improvement Program (CWQIP) was launched. Following the quality
programmes of its sister companies in the United States, the company began
promoting quality improvement using the 14-step Crosby programme (Crosby,
1979). Seminars, called Quality Colleges, were conducted beginning with top and

middle managers and senior supervisors. Selected management staff were given
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special training to conduct the subsequent seminars for all workers, office staff and
rest of the organisation. The Challenge Sheet programme based on Crosby’s Error
Cause Removal (ECR) was launched together with the corrective action teams,

called IMPACT for Improvement Action Teams.

The factors that are important to the TQM implementation process appeared
to be reflected in the fluctuations of the number of Challenge Sheets and IMPACTs
{Ordonez, 1995). The number of Challenge Sheets and IMPACTs fluctuated over the
years. Ordonez (1995) explained that these peaks and troughs represent certain
events that encouraged (or discouraged, as the case may be) workers and other

employees to participate in the TQM programme.

The interviews revealed that the direct factor that encouraged participation
and involvement in the Challenge Sheet and IMPACT schcme‘s was facilitator effort.
The TQM group was tasked with co-ordinating all TQM training, performance
indicator, collection and monitoring, and promotion and information dissemination
activities, In all these activities, there was direct contact between the facilitator and
all the members of the organisation. During these regular monitoring and promotion
activities, problems and difficulties were invariably suggested or discussed with the

facilitator. In such instances, the facilitator encouraged, or suggested the filling up of

a Challenge Sheet or the formation of a new IMPACT.

The workers . received the support efforts of the facilitator with much
enthusiasm, and returned the favour by becoming involved in the programme.

Ordonez (1995). pointed out that there are two possible explanations for worker
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enthusiasm. First, the facilitator is seen as top management’s representative on the
shop floor. The TQM programme has afforded the workers with a channel to air
their own concerns to top management, a system, which was not available in the
past. The recognition given to outstanding participants and the corresponding
publication of such awards were seen as indications of top management’s changed
attitude to the rank and file. Moreover, the speedy resolﬁtion of the problems
identified in the Challenge Sheets and the implementation of IMPACT

recommendations served to reinforce involvement in the TQM programme.

A second explanation to the high levels of participation is the peculiar
relationship that evolved between facilitator and worker. This relationship developed
into a more personal concern for each other’s welfare: “the facilitator and workers
.Were taking care of each other’s back” (Ordonez, 1996). The facilitator took personal
interest in seeing to it that all suggestions (Challenge sheets) were properly
evaluated by management and facilitated their early resolution. She also saw to the
efficient, functioning of the IMPACTSs so that their recommendations were in the
proper form and content that were acceptable to management. Thus, the number of

Challenge Sheets and IMPACTs rose when the facilitator appealed for more

participation.

These two. explanations accounted for the peaks and troughs of the number of
teams and suggestions. The initial positive slopes were mainly due to the new
opportunity to solve existing problems and difficulties. The later rises in the
numbers may be credited to the efforts of the facilitator to encourage participation,

even when top management’s concern for workers was not as apparent or visible.
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This latter lack of visibility of top management in TQM affairs was identified as one
cause of diminished worker interest in TQM participation. The changes in top
managers who had different ideas and perspectives of TQM concepts and

implementation process affected the perceptions of commitment of top management

to the programme,

Ordonez (1995), however, observed that in many instances, the facilitator
failed to offset such negative perceptions of the workers as she had less time to visit
the production lines, In fact, it seems that her absence on the shop floor may have
contributed to the lower perception of top management sincerity. Further interviews,
however, showed that less contact and less active monitoring of the workers was
initially due to work overload. Time had to be allocated to other priority activities
. ’such as the ISO accreditation activities. The facilitator confides that “There wasn’t
enough time to accomplish all my responsibilities. I often h‘ad to go home late at

night, and all ﬁy activities for the entire day were all related to the ISO

accreditation. If there were TQM reports that were needed, I would have to do them

on weekends!”

A more critical problem that reduced the facilitator’s time on the lines was
the plan by the new plant manager to transfer the TQM section from the quality
department to the personnel department. The ensuing controversy on which
department should take this responsibility slowed down all TQM activities. The
uncertainty that characterised that period proved to be discouraging to the facilitator
herself, as she could be relieved of her responsibilities if TQM were transferred to

the personnel department. There was some uncertainty on whether she will be
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retained by the company as she did not have skills to stay in the personnel
department. Moreover, the possibility that changes in policies due to the pendi’ng
change in authority created doubt about her performance and the system they had
introduced, as well, as the present need to perform her current functions. These

disrupted all TQM facilitation efforts on the shop floor at this time.

Upon reflection of the past events, Ordonez (1996) concludes that the central
factor in TQM implementation is top management commitment and their
corresponding actions. She says, “Commitment may only be a rhetoric without
content. Commitment must be translated into real actions as people read actions
more than words. Despite the centrality of the facilitator’s task as a direct channel to
the lower ranks, top management is still more strategic. Top managers are
.responsible for the facilitator, for the facilitator acts only upon top management’s

instructions and policies. Besides, facilitators are simply doing their assigned jobs.

Facilitators are only an instrument and the real actors are management.”

6.3.2 Company B

Company B is a consumer goods manufacturer. It has a longer company
history than Company A, having been established around the late 1920s. It has

around 1200 workers.

Their TQM programme, which was simply called TQ, began in the late
t
1980s when increasing competition was becoming more apparent. Lessons from

abroad indicated that improved quality and cost reduction could be achieved through
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a more integrated programme. A corresponding TQ seminar was conducted, visits by
its top executives were made to sister companies who had similar programmes, and
later a foreign consultant was hired to guide the programme. By 1991, all members

of the organisation from management to shop floor workers have undergone training

for Total Quality,

The initial years of TQ in the company were focused on three main areas:
training, communications and improvement activities (Macapagal, 1996). The TQ
concepts and practices were first introduced to its top management, and followed by
a select group from middle management, who later acted as facilitators and trainers.
Later, training W;clS extended to all members of the organisation from senior and
middle management to the office staff and shop floor workers. The training

programme also included newly hired personnel, and later offered to external

suppliers and even customers.

Good communication as a second foundation of Company B’s TQ
programme highlighted “the need to develop a common language to promote
understanding”. The communications campaign was aimed at maintaining
awareness, commitment, motivation and enthusiasm of management and staff
towards Total Quality. It was also intended to provide the necessary information to
help individuals tackle their tasks. In addition, an employee survey, called the
Organisational Climate Survey (OCS), was conducted annually to determine the
impact of the programmes of the company on its members. The OCS became an

input to top management’s plans for the following year.
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The improvement activities were centred on a suggestion scheme called OFI
(Opportunities for Improvement). It was introduced in April of 1991 and since then

has accumulated around 9,000 suggestions. Figure 6.1 shows the annual generation

of OFIs.

Number of Suggestions

Year

Figure 6.1. Opportunities for Improvements (OFIs) generated over the years
at Company B,

The first three years of the suggestion scheme reflected the initial enthusiasm
of the members of the organisation. This may be attributed to the initial efforts to
train and communicate the principles and practice of TQ to all the members of the
organisation. Senior managers observed that “employee involvement has increased
with a corresponding increase in their awareness of work processes that concern
them” (OCS, 1993). There were reported changes in “mind sets, ‘the way we think’,

and more equal treatment of employees regardless of rank”. These changes in the
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organisation were exemplified by the apparent changes in their salesmen. Many of
these sales people used to be poorly dressed, poorly groomed, and not punctual in
their appointments. After the seminars, these people beca;me aware that their
appearances were important as it reflected the company image. “They realised that
they were the main contact of customers and consumers, and that they were the first

line of defence of the company in its fight against competition and survival”

(Mendoza, 1996).

Nevertheless, Figure 6.1 showed a drop in the number of suggestions in
1994, Mendoza (1996) attributed this decline in suggestions to the delay in responses
and action from decision-makers or implementers of the suggestions. The growth in
number of received suggestions reached proportions that could not be handled
-inunediately the concerned personnel. These suggestions began to compete for
attention with other tasks and responsibilities. The suggesters‘ viewed these delayed
replies and actions as diminished concern and recognition for their improvement
efforts. This prompted the TQ administrators to implement the five-day response
timev campaign. This required the concerned personnel to reply and act within five
working days after receipt of an OFI. This scheme effectively removed the backlog

of unacted suggestions, which brought renewed interest with the system.

The suggestion scheme was also supported by an incentive system that
recognised the best suggestions and provided other participants a chance to win

some prize!. However, while there was recognition of the positive effect of these

'All suggesters were given raffle tickets upon submission of their suggestions. There were monthly
raffle draws that gave out home appliances, among others, for prizes.
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incentives on employees’ motivation to participate in the suggestion scheme, there
was growing diseﬁchantment with the system. Rewards such as ballpoint pens were
seen to be. of little value. The OCS (1994) reported that respondents “find more
meaning for rewards if these were directly translated to monetary rewards or salary
increases”. Other respondents suggested that the monetary rewards be proportional
to-the benefits that the company derives from the suggestion. Moreover, the low
profile recognition of active participants with good suggestions was seen as
inadequate. Respondents suggested that the recognition be publicised in company-

wide newsletters instead of the very narrow section publications.

Furthermore, there were also growing doubts on the criteria for good
suggestions. The OCS (1994) reported that “if the OFIs benefit the workers at
”company cost (expense), the perceived response will be ‘we’ll study the matter’.”
This belief was reinforced by the observation that most qf the recognised best

suggestions involved cost innovation that directly benefited the company. The

respondgnts claimed that these situations caused the initial enthusiasm to wane.

The OCSs (1993, 1994, 1995) revealed other deeper issues in the
implementation of the TQ programme. Some senior managers suggested that the
bottleneck in TQ implementation was middle management. They claimed that there
was little practice of TQ norms. Senior management recognised that workers were
enthusiastic and keen on the programme, and clearly practised the TQ philosophy.
They also acknowledged the strong support for TQ from the management board.

However, ‘The problem lies in the layers of management in the middle.” One senior



166

manager observed that “fear and resistance among the middle managers kept them

from making TQ work”.

Some wofkers complained that middle management compromised quality
with bulk. Passing substandard products to meet the targets on the instmctions of
their direct superiors are a constant frustration to the rank and file who want to
practice the TQ values. Thus, the workers perceived that this poor role modelling of
middle managers and supervisors coupled with deficient people management skills

were obstacles to TQ implementation.

On the other hand, middle management blamed top management for lower
priorities placed on TQ practices. These middle managers explained that TQ could
take second priority to give way to the achievement of business targets. “The
predominant philosophy is ‘We have to hit the track; let’s.apply‘ TQ only when
necessary, and when the situation allows”, they claimed.

The issue on the concern for bottom line impact of processes became more
apparent with the replacement ;)f the Chairman in 1995. The former Chairman was
known for his “high touch” (Macapagal, 1996) approach to management. He had an
active participation in the programme and maintained personal contacts with all
levels of the organisation. He was known to visit the production lines, late in the
night, to talk to workers. In contrast, his successor was seen to be more concerned
with operational control and its effects on the bottom line. Thus, there was more

concern for reaching the targets than practising TQ in the later administration.
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TQ was also beginning to be seen as an “add on.... a chore to existing
functions”. These middle managers felt that their working days were barely enough
to fulfil their responsibility and daily operational problems, Balancing their
responsibilities with TQ activities is one big difficulty. There was also a similar
observation that “the TQ facilitator and deputy were spreading themselves to thin” in
the organisation with their growing responsibilities and activities®. The respondents

felt that the TQ co-ordinators will not have sufficient time to push the programme

effecti\fely.

Moreover, the diminishing involvement of top managers was an issue that
de-motivated some sectors of the organisation. The survey (OCS, 1995) stated that
“Middle managers acknowledge that while some board members and management

-teams sincerely hope to develop TQ as a way of corporate life, involvement is most
visible only on paper. Memos and exhortations to live TQ‘ abound, but in actual
practice, visibility in TQ efforts is wanting”. Respondents in the survey pointed out
that spending by top management in expensive hotels, delegation of TQ work to

subordinates and use of expensive cars are contrary to TQ principles. They noted

that these reasons discourage full internalisation of TQ values.

Rank and file employees similarly éuestioned the depth of involvement of
top management. They perceived a gap between the espoused TQ values and the
values that were actually lived out. They felt that that there was a contradiction in the
policy of openness. There was an observation that workers who aired their concerns

in regular meetings with top management were branded as “insubordinate”.

% The TQ Co-ordinator and staff were also assigned to handle corporate communications.
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Another issue that hindered TQ implementation was security of tenure. Some
supervisors recognised the relationship between improvement efforts and
redundancy programmes. They said, “sustained TQ efforts may lead to down sizing,
and later result in displacing personnel.” The.reorganisation in 1996 that included
the termination of the services of some managers was believed to be a result of
successful TQ efforts. It was argued that if managers were not secure in their
positions, néither were the ordinary workers. Moreover, it was noted that unclear and
undefined policies of past redundancy programmes further decreased the morale of
the workforce. These led some people to question how the company values its
people. Mendoza (1996) suggests that these fears partially explain the lower number

of suggestions for 1996 when the company offered a voluntary retirement scheme.

-

6.4 Discussion

The preceding cases highlighted the interactions of the’factors on each other.
The development and progress of TQM implementation in these companies showed
that the factors are not necessarily independent of changes and influences from other
variables, Moreover, the interdependencies among these factors form cycles of
feedback. There are circular causes and effects among the sectors of the
organisation. This was evident in Company A where the lower level members
looked to the facilitator’s support while the latter was concerned with their
participation and activities. Similarly, the top management of Company B was
concerned with middle managers’ inadequate participation and involvement in the
programme. Senior managers felt that middle managers prevent the rank and file

from becoming fully involved with the programme. On the other hand, middle
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management blamed top management and the policies, which give priority to bottom

line results over other TQ activities.

These case studies also confirmed the centrality of top management
commitment in influencing middle management, the allocation of resources,
particularly training and facilitation, and the rank and file. Indeed, these cases
suggest that top management commitment is a “precondition to employee

commitment and support” (Fabi, 1992).

Moreover, these in-depth interviews highlighted the importance of the
presence and visibility of top management in organisational activities, Members of
the organisation, from middle managers to rank and file employees, perceived top
}nanagement commitment not only through availability of resources and training but
also through their presence, active involvement and support for all related activities.
The seminars seemed to have sensitised these employees at‘closely observing their
managers in all aspects of their work and the consistency to TQM principles. The
results were higher expectations of performance and role modelling from their
superiofs. Failure to reach these expectations led to dissatisfaction and

discouragement in their participation efforts,

Indeed, top management was shown to have its problems in translating the
principles to practice. Whilst these two company cases showed that top management
developed some appreciation and understanding of TQM principles through training,

previous experierices, company visits and consultancy advice, effecting these ideals

into practice proved to be influenced by other factors.



170

First, commitment did not appear to be uniform among the members of the
top management team. Each member may have a different interpretation of quality
principles or may have varying degrees of commitment to the programme. In both
cases, it affects individuai managerial decisions and actions, which may be perceived

by the organisation as representative of the entire top management team.

In company A, the move by the plant manager to transfer the TQM function
to the personnel department was seen as a political move to ease out the quality
manager in favour of his protégé at the personnel dépa.rtment. In Company B, some
middle managers were vocal in their observations of their management team needing
to develop “a sense of synergy”. Others suggested that there is a “need for the Board
0 preserve their team character”. They further stated that disagreements among the
team should be kept from the rest of the organisation and that issues must be settled
in the boardroom. One suggestion of the importance of “level-headedness in the face
of issue and concerns” reflected the embarrassing emotional public outburst of some

top management members. These instances indicated support for Wilkinson’s and

Witcher’s (1993). observation that the organisation is not necessarily devoid of a

political dimension.

A second factor that is related to the non-uniformity of commitment among
top management members is that performance and actions of managers aré mainly a
part of their per;onal management and leadership styles. This is illustrated in the
different styles of two top managers in Company B. The first Chairman was known

for his concern for developing smooth interpersonal relationships and ‘high touch’
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management style, while his successor was reported to be more formal and was
known for his focus on operational control. These differences reportedly had some
subtle effects on the lower levels of the organisation that wanted close contact with
their Chairman. A more particular example of personal management style (if not
personality) was reported in the production department where lower level managers
were scolded and shouted at in the presence of workers, The middle‘managers were
gravely embarrassed in front of their subordinates. Moreover, they pointed out that
such actions contradict the TQM philosophy of teamwork, prompting them to

wonder about the commitment of top management to the TQM ideals.

Maintaining the level of commitment at the top is further affected by changes
in top management composition. Transfers, resignations and promotions bring in
‘new members, who have their own conceptions, assumptions and attitudes, in the
top management team. Moreover, new members in the top management team may
not necessarily share the same interpretation and understanding of TQM principles,

particularly if these new executives are hired from outside the organisation. The

frequency of changes can, therefore, also hinder TQM efforts if commitment is not

sustained at the same or better levels.

The feedback from other members of the organisation to top management
can also shape commitment. Performance from the middle managers, facilitators and
rank and file was observed to have affected top management perceptions. In the first
case, the concern for performance was realised when huge savings were gained from

suggestions and team efforts of the organisation. Thus, Company A was encouraged
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to continue its TQM efforts. Nevertheless, it was pointed out that commitment to the

programme was still mainly motivated by its main home office directives.

In Company B, the performance of the TQM programme did not necessarily
affect top management. The company adopted a strategy that deliberately avoided
actual evaluation of the programme. Macapagal (1996) argued that it was rather
unfair for the organisation to be assessed during its learning period. He pointed out
that it takes some time before the concepts from the training programmes could be
successfully applied in organisational process improvement and much longer to be
internalised. He viewed the first years of the TQM programme as its learning period.
He has argued that commitment to the programme should not wane in the meantime

where the programme has not yet been completely entrenched in the organisation.

6.5 Conclusions

The various interviews presented in this chapter confirmed the proposed
model of Chapter 3.. The views of the fourteen academics, consultants and
practitioners supported the importance placed on the identified factors. Similarly, the
\in-depth interviews in the two companies also indicated support for the model’s
components. The support from these interviews for the TQM framework was further
reinforced by a presentation at the British Academy of Management (Mutuc, 1995),

where there were no major objections to the framework.

Moreover, these interviews provided added insights into the workings of the

TQM programme as these factors interacted with each other. Indeed, each factor was
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not independent of other variables as suggested in the analysis of Chapter 3 and 4.
Many of the interactions were centred on top management commitment as it
provided much of the support that was necessary to undertake improvement
activities. Furthermore, physical visibility and involvement by top managers was
perceived to indicate management’s interest in the programme. This last observation
was an addition to the proposed model as it places top management visibility as a

similarly important factor in the implementation of TQM.

The in-depth interviews in section 6.3.2 also indicated that top management
commitment is not a given variable, neither is it a constant variable. It changes over
time depending on the composition of the company’s top management, each
bringing with them their own personal view of the programme and their work. As a
central variable to the TQM implementation efforts, sustaining a high level of
commitment at the top becomes a more critical variable not only because of the
constant turnover of its members but also because of the un‘avoidable variations of
styles and personalities within top management. This suggests that top management
need not only maﬁage subordinates but also its own ranks. Indeed, Wilkinson and his

colleagues (1993) reported that some of their respondents even suggested that the

TQM programme could move further with the removal of ‘quality sceptics’.

‘Nevertheless, noh-uniformity of management styles and the frequent changes
at the top appeared to have been resolved at Espino’s (1996) organisation. She
observed that deépite changes in the company’s top management positions, policies
and management styles of succeeding incumbents were relatively identical. She

attributes this to a prevailing company culture that is the same in any of its branches
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and affiliates around the world. The concept of continuous improvement, which can
be achieved only through teamwork, was consistently accepted and practised by any
of the executives that have assigned to their organisation. This allowed the smooth

consistency of the quality programme and the continuation of supportive quality

policies.

Espino’s observations on the role of organisational culture similarly support
the framework. The organisation’s members’ mental mechanisms, management
rationales and company-wide mentality (Galgano, 1994) determine their reactions to
changes in other factors. These thinking processes that have been acquired over the
years within and outside the organisation may or may not be supportive to the TQM
ideals. Thus, education and training and other sources of learning can re-shape these
;nental processes (McEwan, 1995) as shown in the rather successful learning
prograrr;mes in the company cases. The importance of qualit}i was reported to have
been acc'epted by employees, particularly at the lower leveis, as necessary for the

continuance and survival of the organisation. More specifically, workers in

Company B showed concern for the consistent practice of TQM principles, not only

from their own ranks but even more so from their superiors.

However, there must be an interdependency between culture and education
and training that is difficult to break. It must be noted that culture arose from a long-
term experience that is supported and reinforced by accepted behaviour patterns,
attitudes, beliefs and assumptions. It is possible that these traditions do not follow
any rationale or would have been unappropriate after some time. Training and

education, as recognised in the TQM principle, is required to correct this long time
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assumptions, attitudes, beliefs and practices that are inconsistent with total quality.

Thus the success of a sustained TQM programme is partly, if not entirely, dependent

on this conversion to a culture that is consistent with TQM.

Thus, it was observed in the case studies and in some of the interviews that
relatively successful training programmes are able to impart the changes required by
the programme in response to the increasingly intense global competition. These
arguments appealed to the logic and common sense of the rank and file and the rest
of the organisation as to the urgent need for change. However, such conversion and
realisation of the importance of change is similarly a dynamic variable that is also

influenced by other factors.

One central issue seems to focus on top management not being able to
internalise and practice the TQM ideals despite similar initial training and education.
Varying management styles and personal agenda are ﬁlrther‘ complicated by short-
term goals of improved performance and prevent managers from consistently
practising the TQM principles. The inconsistency of managerial actions and
.expectations also led to similarly inconstant and unsustained levels of participation

and involvement in the programme.

The two cases also suggested that sustenance of the programme is not
necessarily dependent on the tangible benefits that can be derived from it. More
specifically, the companies did not categorically indicate that top management was
sensitive to inadequate improvements in market shares or customer complaints or

external improvements. It is possible that they can be fully insensitive to these
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indicators as management is forced into supporting the programme as a directive
from its home office (as in Company A), or as a part of a strategy to entrench the
programme before formal evaluation (as in Company B). These observations can

simplify the Integrated TQM model.

In sum, the interviews and cases discussed in this chapter showed not only
the complex nature of the interaction of factors affecting TQM implementation. It
also established tilat the factors are not static as often assumed or implied in many
analyses and studies. The factors continually change over time as other factors

impact on them and create feedback on themselves.

Secondly, these interviews illustrated the conflicting objectives that affect the
.programme. Managers are faced with the trade-offs from the bottom line effects of
the programme in the short term against the longer-term expected benefits of

practising the principles of TQM. The rank and file also faces a similar dilemma in

taking instructions from their superiors who clearly contradict the accepted practices

of TQM.

The case studies also revealed the effects of the limits of resources, in
particular, time. Time, as a finite resource, limits the activities that can be
undertaken. The critical support and training activities by facilitators, and the
ceremonial and communications activities of managers are particularly affected by

pressures of other competing tasks and responsibilities.
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A third point of these interviews suggests the importance of the time
perspective of assessing the success of the TQM programme. The differing time
delays among the factors can influence the eventual performance of the entire
programme depending on the sensitivity of actors to changes in each factor. For
instance, top management may not presently be very sensitive to short term bottom
line effects in the present, but cumulative disappointing results and delayed benefits
or gains can lead to increased sensitivity and frustration. On the other hand, workers

are rather sensitive to delayed responses to their suggestions (OFIs) as shown in

Company B.

Furthermore, more tangible benefits from the programme can be derived only
through constant efforts of the members of the organisation. This suggests the need
-for proper entrenchment of the new thinking processes and values in the company.
However, the interviews and the cases noted that there is alyvays a possibility that
members, including management, can slip back to the old ways and values. This can

further delay the realisation of benefits. Disappointment over the programme can

lead to its demise.

These three points - dynamism of factors, conflicting or competing factor
resources and time dependence - all confirm the suitability of‘a system dynamics
analysis. The factors suggested by the initial framework and the insights from the
interviews and cases in this chapter establish the foundations of the formal system
dynamics model. However, more details about the interaction of the factors are
necessary to build the formal model. Moreover, it was observed earlier that

variations of TQM programmes amongst companies suggest that each programme
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may involve certain unique features. Thus, a complete company case study that takes
into account both these considerations will be used for the model. Company C serves

this purpose. It is discussed in detail in the following chapter.
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CHAPTER 7
FOUNDATIONS OF THE MODEL: THE CASE STUDY

This chapter prepares the ground for the development of the formal model.
This model represents the system that generates a problem behaviour. This system is
composed of the factors that interact during the implementation process as suggested
in Chapter 3 and supported by the interviews and company accounts of Chapter 6.

The present chapter aims to identify more specific variables and boundaries for the

system of factor interactions.

The study recognises the importance of grounding the model to theoretical
and empirical foundations, and from published and verbal accounts (Forrester, 1961;
- Saeed, 1992). Thus, the chapter covers both sources of information in this chapter. It
presents the empirical data gathered from Company C, following the theoretical
framework developed in Chapter 3. These accounts will latef form the detailed parts
and assumptions of the model that will be developed in Chapter 8.
The second part of the chapter analyses these findings and simplifies the
theoretical framework. The chapter concludes by interpreting these empirical

findings from Vroom’s motivation theory (1964).

7.1 Background of Company C

Company C is a glass manufacturer that was founded in 1958. It was a family
-owned corporation until 1989 when it became affiliated with a large Japanese

multinational company. This joint-venture arrangement provided for the more
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advanced glass technology that was imperative for its increasingly competitive

market,

Being involved with continuous flow process manufacturing with high
operating and maintenance costs, the company embarked on a corporate-wide cost-
reduction programme in 1983. It was an umbrella programme that included several
initiatives, One of these activities was the setting up of quélity circles (which were
called Excel Circles). The circles were launched through the training of some 14
middle managers who later formed 9 circles from their respective work areas, These
initial efforts produced some positive results, but the redundancy programme and

labour strike of 1985 hampered its growth. By 1987, all the remaining circles

became inactive.

In 1991, top management decided to launch a, more comprehensive
programme (called TQC, for Total Quality Commitment) that involved all the
employees and all departmental functions. A TQC Working Committee Chairman
was appointed from the senior managers to oversee the programme. This
encompassing programme was based on the “broader but integrated” principles of
TQM. It stemmed from the realisation that the narrowly defined former programme,
which was confined to only a small group, led to the problems and discontent among

the non-participating members of the organisation, which eventually led to the

programme’s demise.

To avoid this earlier error, training was provided for everybody and

management vigorously encouraged participation of all members of the organisation.
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Thus, even with several initiatives under TQM, the focus of the company was still
on the Excel circles. The former TQC Chairman pointed out that “We were trying to
establish the necessary structures to make TQC the religion of the company.

However, the Excel Circles remain the foundation of the programme” (Arriola,

1996).

The success that the programme had achieved over the years is indicated by
the high level of participation. The number of Excel circles averaged 70.6 circles per
year (Figure 7.1) with an average percentage participation rate (from the entire
workforce) of 61.8 per cent per year (Figure 7.2). Moreover, its best circles have

been consistent awardees in national quality circles competitions and conferences.
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Figure 7.1. Number of registered Excel circles in Company C.
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Figure 7.2. Percentage of total manpower that are members of Excel circles in
Company C.

7.2 Company case findings

E

This section presents the data and other information collected from Company
C. The.data are presented following the Integrated TQM model framework.
Moreover, the following discussions describe how each component influences each

other,

7.2.1 TQM understanding

Customer focus in the Company C was shown to be related to the realisation
of the centrality of the customer to the survival of the organisation. Trade
liberalisation and the opening of the glass market has underlined the need to focus

on the company’s customers. Being the only glass manufacturer in the Philippines,



183

the virtual monopoly that the company has enjoyed over its long history is being
threatened by the increasing trade with foreign manufacturers that can compete in
terms of both price and quality. From this perspective, TQM is seen as the strategy to
defend its stronghold in the market. This thinking was observed to have cascaded
down to lower management as indicated by one marketing executive’s reply when
asked about the company’s position in the market: “We are prepared to face the
increasing competition from imported products. In fact, we have already prepared

ourselves as early as four years ago (when TQM was introduced)”.

Moreover, the increased involvement in the export market, particularly the
~ opportunities offered by their joint venture with the Japanese company has also led
to a realisation of the importance of satisfying the customer. A production manager
offered an interesting anecdote about the time when they sent their first batch of
exports to Japan. A single fingerprint on the glass caused the rejection of the entire
batch! This single incident led to a review of quality specifications and the processes
for product handling. Prior to that time, quality was based only on the more apparent
product features and dimensions. A more systematic and encompassing assessment
of company’s processes was later introduced and related to the broader objectives of
TQM. The TQM chairman declared that quality had to be built into the entire
organisation. He said “quality will have to be instilled in all aspects of corporate life
from the hiring of employees to the export of the products and all the activities in

between” (Agustin, 1996).

These improvement efforts have been sustained over the years through

process analysis and problem solving. Continuous improvement is indicated by the



184

constant generation of improvement ideas and analyses as solicited through the
suggestion schemes and the Excel circles. Figure 7.3 shows the number of large

projects that have been proposed by the Excel circles.
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Figure 7.3. Projects generated by Excel Circles in Company C.
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The third core principle of TQM (Dean and Bowen, 1994), teamwork, is

similarly addressed with sincerity as articulated in the president’s declaration that:

“Certainly we in management encourages in the strongest terms each one’s
drive to achieve work quality. But it is also our strongest conviction that
work quality should be achieved via tea.mwork.” (Puno, 1994)
The company’s TQM programme is thus focused on people empowerment.
Employees are always given the opportunity “to shape the affairs of the company”

because it is believed that this will lead to improvements in operations and customer
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satisfaction, while at the same reducing costs, and ensuring the company’s long term

viability (Agustin, 1996).

The interviews also revealed the sources of learning and understanding about
TQM. Much of the understanding has been painfully gained from their previous less
successful attempt to institutionalise quality circles. A number of problems arose
that undermined the efforts of the quality circle participants and the entire
programme itself. First, participation in the quality circle programme waned because
it was associated with losing one’s job, considering that its goal was cost reduction.
The later redundancy programme served to reinforce this belief. Second, there were
growing differences between circle members and non-members as membership
brought some rewards and incentives that non-participants could not avail. This led

to a perception of elitism and favouritism, mainly because, middle managers offered

participation only to those they believed were co-operative, or more likely, whom

they favoured.

A

Thus, management realised that other members of the organisation wanted to
contribute to the affairs of the organisation but that the quality circles programme
was limited in its scope and opportunities. These lessons from the previous
programme, and the later intensive training, all contributed to further understanding
of the requirements and principles of TQM.

In sum, the company case showed indications that the organisation had a
good understanding and appreciation of TQM prin¢iples and its related practices.

However, these learning and understanding are rather abstract unless manifested



186

through actions and decisions. The following sections explore the experience of the

organisation based on top management’s manifestation of their understanding.

7.2.2 Top management commitment

Understanding is more concretely manifested by top management
commitment. Commitment, as “pledging or binding of the individual to behavioural
acts” (Kiesler and Sakumura, 1966: 349), is typically established through
organisational visions and mission statements (MacDonald and Piggott, 1990;

Schroeder, 1994). Part of the creed of the Company C states:

1. The customer is the reason for our being.

2. Quality is a virtue we shall uphold in everything we do.
3. People are our most important assets,

4. Teamwork is the core spirit of our operations.

.... These ideals we shall uphold and abide by. (Company documents)

The company’s top management appeared to be very supportive and
committed to the TQM programme. The necessary funds that establish énd support
systems and procedures for the programme have been sufficiently allocated (Tanteo,
1996). Communications and information dissemination, which included a separate
newsletter, were also provided for. Training and education were initiated for all
members of the organisation. Rewards and incentives Qere also established to

encourage more participation in the programme.
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Moreover, top management does not seem to be too concerned with
bottomline effects of the programme. While savings and benefits derived from the
improvement projects and suggestions are measured and monitored, these figures did
not determine top management’s consistent support and commitment to the
programme, Agustin (1996) pointed out that management has learned its lessons
from the previous programme’s narrow goal of cost reduction. Such a goal suggested
that benefits accrue only to thg company without any concrete impact or gain for the
suggester other some “little” rewards. Thus, the current TQM programme focused
more on the developing and improving the lot of each member of the organisation

through more training and opportunities for participation that he believes will lead to

better job satisfaction.

With this objective in mind, the company’s top management is more
concerned with levels of participation than monetary gains or market share
improvements, Participation figures not only indicate coverage of the programme
but also<the level of motivation of the company’s employees. Thus, following the
Deming’s (1986) Plan-Do-Check-Act cycle, they view paxticipation figures as
opportunities to constantly improve the facilitation and support mechanisms of the
programme. In addition, top management’s commitment and support for the quality

circles is reinforced by their quality circles’ excellent performance and numerous

awards in national competitions.

Asked if there was a possibility that the company will abandon its TQM
programme if the results are not as promising as they used to be, the TQC Chairman

replied that “there was no way they will cease with their quality efforts” (Agustin,
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1996). A middle manager who was asked the same question, similarly replied that he

“cannot imagine his company without TQM” (Angeles, 1996).

However, despite all these outward signs of support, commitment in practice
may not be as constant and consistent as described in the mission statement. The
factors that affect top management commitment (leadership and management style
of the current head; the changes in leadership; and, level of consensus of the top

management team) as discussed in Chapter 6 were similarly observed in Company

C.

The person responsible for the implementation of the TQM programme

brings with him his own personal management style as well as assumptions. This
- was demonstrated with the differences in the personalities and management styles of
the TQC Chairman. The former chairman, who was also :the vice president for
marketing had the typical vivacity of sales personnel, and a keen eye for the bottom
line. He<had actively “preached” and promoted the TQC philosophy, believing that
“TQM is a religion as it deals with values. As such it, needs preachers to spread the
good news” (Arriola, 1996). He was known to have pushed everybody to the limits
with his aggressive style. Some interviewees declared that they did not like his
aggressive and demanding management style. Although he is friendly with people,
his high standards and temper have discouraged some to approach him with
problems. Moreover, while he actively pursued and encouraged TQM activities

within the organisation, his critics have pointed out the poor performance of his own

division. The marketing division had organised few Excel circles, and has not made

a significant number of contributions.
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In 1994, he was replaced by the vice president for logistics. The new
Chairman for TQM was more low key and less boisterous. He had an engineering
background, and would rather go to the shop floor to thresh out problems than assign
the problem to one of his staff. He was more approachable and was liked by the
TQM group. However, his less closer personal ties with the President of the
company (in comparison to his predecessor) also accounts, as claimed by the

interviewees, for the diminished priority given to quality activities.

Another aspect that determines the perception of management commitment is
consensus of the top managers. The case studies have illustrated that it is not
necessarily true that all members of the top management group wholeheartedly
support the programme. One interviewee cited an instance when one top manager

‘was heard asking his secretary what the words TQC meant! All these despite the
intensive training that was provided for top managers and all the information
campaign literature that was available. A second case cited by the interviewees was
the ironic attitude exhibited by the Japanese senior manager. He was not concerned
about quality activities but focused only on work and operational efficiency! He has
not been seen attending these quality circle presentations and other activities.
Finally, conflict among the top managers had been observed by employees. Asked

about the reality such observations, the TQM Chairman, avoided the question with a

rhetorical reply: “Disagreements are natural aspects of team work”.

Thus, despite the appearances and claims of support for the programme,
other members of the organisation do not agree with these pronouncements. For each

of the manifestations of commitment, interviews with the concerned personnel
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showed some weaknesses and inconsistencies in the practice of the TQM ideals.

These are discussed further in the following sections.

7.2.3 Systems and Procedures

The systems and procedures that were established to support the programme
and facilitate participation are also seen as indicators of top management’s
commitment. Two supporting mechanisms have been cited in the interviews as

critical factors in TQM implementation: incentive systems and implementation

systems.

Following Deming’s (1986) admonition, the company avoided financial
-rewards as an incentive system. The incentive system was designed to elicit more
involvement by providing different rewards for different levels of participation. For
instance, each Excel circle member gets a meal coupon that i:an be redeemed at the
company cafeteria, for every meeting held. More significant activities such as a

management presentation of a proposal merit bigger incentives. In a survey done for

the company, some 51 percent of respondents-circle members indicated that these

rewards are absolutely important.

Even as these incentives appear to attract and motivate participants, the

effects of these rewards seem short-lived. The TQC section head observed that:
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“The circles seem to set for themselves certain goals at the start of the
year, This could mean winning the overall competition for best circles, or
simply gaining some rewards along the way. However, when these goals
have been achieved, they (Excel circles) tend to lay low and slow down
with their efforts. ... Their goals seem to be set only fo the corresponding
rewards. The effect is, thus, limited in the short term. Real participation

and involvement is not developed” (Cinco, 1996).

Indeed, there had been increasing discontent with the incentive system. There
is a clamour for converting the rewards, including the meal coupons, to cash. It was
reasoned out that food in the company cafeteria is bland and that there was no
variety. Cash rewards, they argued, are more flexible.

The issue on rewards seems to extend to the company’s merit system.
Participation in the TQM programme had been viewed either as part of one’s job, or
as an additional task. In both cases, there is some added effort that, to their view,
merits some recognition and compensation. However, in a number of cases, active
participation in TQM activities did not bring additional benefits, particularly in the
annual review system. It was observed that some non-participants in the programme
actually received better assessment and higher performance bonuses and merit

increases than active participants. One quality circle leader highlighted the impact of

these controversies:

“The circle members enthusiastically attend meetings and participate in

discussions and presentations. However, this enthusiasm slows down and
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diminishes when the results of the annual review are released. In
particular, cases of people who are less active or have not been active at
all yet gain higher merit increases, prove to be blows to the circle
members’ participation efforts. Circle members affected by these
situations and who feel that their efforts are not recognised by
management, begin to question the need for their active participation.
They begin to become disinterested in attending meetings. It is only the

leader’s motivation that can sustain their efforts.”

The second support system that was perceived to be important in the
programme is the presentation and implementation of proposals and suggestions. In
Company C, the circles formally presented their projects in a special session to top
and middle managers. These managers asked questions, made their comments, and
tried to arrive at a decision of whether to accept, reject or further study the proposals.
While these sessions encouraged circle members, as they gave them opportunities to
demonstrate their new found abilities and commitment to their managers, the waning
participation of the managers had adversely affected their motivation. Moreover, the
TQM section head observed that the absence of some key managers prevented

immediate decisions on these proposals. This further discouraged circle members

from further active participation and proposing new projects.
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7.2.4 Resources

Management also manifests its commitment through the allocation of
resources. Financial resources are clearly the first requirement that sustains the
programme. The manager in charge of the TQM section reported that management
has been generous in providing for the necessary funds to support activities. She
pointed out that her “proposed budget for the TQM programme had, not even once,

been rejected nor adjusted since the programme began, despite budget cutting in

other departments” (Tanteo, 1996).

However, the employees perceive otherwise. The survey of Excel circle
“members in Company C showed that 53 percent of the respondents were not satisfied
or only somewhat satisfied with funding from management. They believed that
management is not providing all the necessary incentives“ and support for their
activities. Moreover, some workers, who had represented the company in national

competitions, had noticed the differences in the provisions that Company C had

provided them in comparison to the more generous things that their counterparts in

other companies had received.

Resources are also reflected on the support provided by the TQM staff. These
personnel are tasked with initiating activities; providing training, technical advice
and guidance; and monitoring performance. In other words, the TQM staff directly
promotes the programme by motivating participants, and encouraging and attracting

new participants. However, the various activities they undertake increase as more
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people participate. With limited time and resources, his workload catches up on his
efficiency. The facilitators had been complaining of increased workloads over the
years. The work pressure is exacerbated by perceptions of diminishing support from

management. Moreover, they feel they are not sufficiently recognised.

The delegation of facilitation and training acfivities to departmental
representatives was intended to relieve the facilitators of higher workload.
Individuals in each department were identified to be responsible for the tasks of the
TQM staff. However, the company failed to benefit from this system because the
‘on-line’ (department) facilitators had little training and preparation to undertake
their new tasks, and that facilitation was considered a second priority to their
operational responsibilities. Moreover, there was no additional compensation for

these additional activities. Thus, the new facilitators were not motivated to perform

these facilitating tasks, and did not relieve the TQM staff of their workload.

o

7.2.5 Perceived management involvement

Top management support was also indicated by its involvement and visibility
in TQM affairs. However, involvement and visibility are perceptions of the rest of
the organisation rather than concrete variables. These are subjective and judgmental
measures by the members of the organisation as they se;e the activities of top
management, This is reflected in the survey of quality‘ circle members in the
company. It was revealed that whilst 70 percent of the respondents believed that
management’s involvement in their ac.tivities was very important or absolutely

important for the circles’ operations, only 14 percent indicated that they were very
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satisfied or extremely satisfied. As noted earlier, quality circle participants and TQM
facilitators had observed that a number of managers failed to attend presentations of
the quality circles so that the appropriate decision and actions had delayed the
implementation of improvement projects. On the contrary, top managers maintain
that they have, and still, regularly attend TQM activities despite their hectic
schedules. As there are no attendance records to show these claims, the involvement

of managers become a subjective claim, perhaps a belief, on the part of the

organisation.

Moreover, quality circle leaders have observed that the company president
did not show the initiative to visit the departments, and find out about their
conditions and problems, which he used to do in the past. Although it was recognised

that he had a number of other concerns, the quality circle leaders still maintained that

he should show his direct involvement by having more personal contact with his

~ people. They added:
“If other company presidents can do it, why can’t he? The president is
like a father who takes care of his children. He always finds time for
them, no matter how pressing and demanding his work and other
activities are. The president is father to us all, and we need his attention.
We need to tell him our needs so he can attend to them. But we seldom

see him, We do not even get a smile, a nod or a greeting when he passes

us by.”
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Moreover, the president ceased to sign and personally endorse all TQM
related memoranda. To the TQM staff, the signature was absolutely important and
necessary as it signifies the president’s direct concern for participation from all levels
of the organisation including middle managers. The signature of the president added
more authority to the efforts to encourage involvement in activities, Without the
signature of the president, active involvement carried less weight, and TQM

activities had lower priority, especially for middle managers.

Middle management support was also perceived to be essential in the
implementation of the TQM programme. However, the interviews indicated that not
all the middle managers were equally supportive to the programme. Some middle
managers actually rejected quality circle activities by not allowing quality circle

meetings, and insisting that the priority were daily operational targets. Others did not

encourage participation because they did not know their roles in the programme.

The TQC Chairman blames their re-launching efforts in 1991 for the
reactions of the middle managers. The re-launch of the programme overlooked the
importance of the middle management as top management focused its attention on
all other members of the organisation. The efforts were concentrated on soliciting the
support of the union leaders, and maximising participation through extensive training
provided to all workers and office staff. Training for middle managers was left for a
later stage. This affected middle management’s perceptions of its role in the
programme and partly led to resistance to their subordinates’ circle activities or lack

of appreciation or understanding of their roles in quality circle activities.
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Moreover, the participation opportunities given to the lower members of the
organisation led to possibilities of exposing the middle managers’ own managerial

failures and inadequacies, or higher promotions for these creative subordinates. The

TQC Chairman noted that;

“I have yet to see a middle manager ‘'who is not concerned with his
subordinates’ excellent performance in the programme. His concern
stems from the possible attention that the high performance can draw
from higher management that can leac{ to promotions. The middle

manager fears that the subordinate can be promoted to position higher

than his.”

Indeed, one such case where the subordinate was offered a position that
turned out to be higher than his superior occurred in the past. The Chairman,
however, pointed out that the recent years have not yet seen another similar situation.
Nevertheless, the present personnel assessment system allows such a case to occur.
This possibility justly causes some uncertainty and discomfort among the middle
managers. As a consequence, some middle managers prevent or block training for

their subordinates, and do not support quality circle activities.

However, there are still some middle managers who are supportive of the
programme. They derive their own involvement from top management’s own
commitment, as well as, their own personal commitment and belief in the benefits to
be gained from the programme. These managers believe that under-performers in the

programme are“a result of lack of commitment and support from their middle
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managers, They further believe that uncommitted middle managers are simply not

convinced and satisfied by top management’s commitment.

7.2.6 Other beliefs and perceptions

Job security was also one of the issues against the implementation of TQM in
the company, Their experience in the former quality circles programme and the
down- sizing that occurred during those years still left the present employees with

some fears that quality improvement would lead to excess capacity and redundancy.

At the re-launch of the quality programme in 1991, top management assured,
albeit, verbally, its emplo&ees that there will be no retrenchment within the following
five years. However, the experience showed that the company had to trim down its
workforce in 1994. This possibly affected the quality circles participation as shown
in the dip in the graph of Figure 7.2 and 7.3. Top managem?:nt allayed the fears of
the employees through the regular meetings and fora, as well as through company

",

newsletters and bulletins.

More recently, in 1997, a more liberal programme also tried to cut down on
manpower by terminating the services of low performers and offering early
retirement packages to others. An inteljviewee suggested that there is a growing
discontent in the recent months with these moves of management. He suggested that
while the cut on manpower was not viewed negatively by those who were leaving,
mainly as the benefits were relatively generous, he asserted that management did not

consider the effects on those who were left. Clearly, the result was an increased
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workload for them. He cited the case of a TQM staff who applied for early
retirement. The application was approved without due consideration of its effect on
the lone TQM staff who was left to handle the entire section’s workload'. The
interviewee suggests that management intention was apparently focused on cost
reduction, as the replacement for this sénior personnel will have a lower salary scale.
He argued that this is contrary to TQM principles. Moreover, the performance of new
personnel will initially be low due to learning. This will affect current training and

facilitation activities. Eventually, the entire programme is affected by the change in

personnel,

These observations about top management behaviours indicate some
contradictions in the principles and practice of TQM norms. There seems to be an
inconsistency with what are being ‘preached’ and management actions. One union

officer cynically states “They expect us to act according to the principles of quality

management but they themselves (top management) do not act accordingly!”

This observation was similarly reflected at one of the regular management-
staff forum attended by this researcher. Some people sneered, and others at the back
chuckled at the company president’s reply to a question, “We will study the matter
further and will give the feedback as soon as possible”. Asked later for an
explanation for these reactions, the management staff explained that this question

had been raised regularly in the past three years!

' The TQM staff initially had 10 members in 1992, and went down to 3 in 1996, In the middle of
1997, one staff resigned leaving only two at the end o f'the year. At the start of 1998, only one was
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In sum, the interviews indicate disbelief with management pronouncements,
and an “until it happens, we don’t believe” attitude. One middle manager even
pointed out that “on the surface, everything is well. But underneath, in the grassroots,
something is happening”. One quality circle leader was more blunt as he expressed

his dissatisfaction: “We are giving management only two years to correct this unfair

system.”

7.3 Discussion

The accounts in Company C largely confirm the framework developed in
Chapter 3, and are consistent with the findings of Chapter 6. As in the two cases of
Chapter 6, management commitment in this company played a central role in the
implementation of TQM, and is shaped by continuity of the management team,

personal management styles and consensus among the members.

»
*

The interviews indicated that rank and file employees were rather sensitive to
certain ;;iables that suggested top management’s commitment to the programme.
The personal experiences of employees with top management members, or in other
cases, second hand information, determined their perceptions of sincerity of top
management. The declining perceived commitment of management indicated that the
positive actions that top management had initiated were easily erased and overlooked
by failures of one or more of its members. These few opportunities for management

to personally deal with the rank and file employees may result in singular

unfavourable events that could be broadly generalised and spread across the

left.
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organisation. This, in turn, could affect overall participation efforts as reflected in the
number of active Excel circles.

Top management’s commitment is mainly manifested, first, by its personal
involvement in quality related activities. The presence of top managers in these
activities indicated not only moral support for the programme but also ensured that
the necessary action and authority be extended to realise the quality improvement
goals. More specifically, top managers can decide and act immediately on
improvement projects proposed by quality circles. Quality circle participants
expected that senior managers be present in project presentations as the managers
have control over the organisation’s resources and authority over its operations.
Their absence in these activities could delay the implementation of their efforts to
contribute to the programme. Moreover, a more subtle message that quality
-improvement efforts do not take precedence and priority over other top management
concerns may be sent not only to the members of quality cirf;les but also to middle
managers and TQM staff. Thus, such absence in these meetings becomes more

critical because it leads to a chain reaction of perceptions that top management is not

committed to the programme to not only those present but also spreads to non-

attendees of the meeting,.

Second, the role of middle managers in the implementation of these projects
is similarly seen as an important top management manifestation. They are directly
positioned above the workers who meet and discuss to propose improvement
projects. As such, they have operational control to allows or deny their subordinates
to temporarily leave their present tasks and become involved in improvement

activities such as quality circle meetings or actual implementation of their ideas. In
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Company C, the non-uniform acceptance and support by middle managers was seen
as a barrier to the TQM programme as opportunities to participate were not offered
equally, Moreover, this situation confirms the earlier observations of Ford, et al,
(1992) that some trainees are not able to transfer the newly acquired skills from
training may be explained by the non-uniform opportunities to apply them. It may be
worth repeating that Pentland (1989) found a higher possibility of skills decay for
trainées who are not able to use their skills. In other words, the training that the

company provided for its employees would have been wasted if the skills were not

put to good use.

In the second place, the improvement proposals of the quality circle
participants are directly under the administration of these middle managers. The
;cceptance of these proposals would be directly the responéibility of these middle
managers, even as these are formally proposed to top mayagers. Moreover, the
implementation and execution of the planned changes will require support and
assistance from these managers. However, as in the literature reviews (e.g.,
Giordano, 1994), middle managers were observed to have reasons not to support and
accept these projects. In this company, middle managers were noted to have felt
threatened by the activities of their subordinates. Moreover, the observed disinterest

and inconsistent actions of some top managers did not uniformly encourage these

middle managers to be supportive of quality circle activities.

Third, the availability of funds to support the programme is also taken as an
indicator of top management commitment. Funds are necessary to support current

activities and partly for implementation of the projects. Thus, inadequate budget
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hinders quality initiatives and project realisation. However, direct information
regarding the finances of the programme is not available to programme participants,
and thus, are merely inferred from related events. In the company case, interviewees
had impressions that there was little funding for the programme. This is based on
their own observations such as less generous rewards in contrast to other companies,
and delays in acceptance or implementation of projects. In both cases, employees
began to doubt the sincerity of top management. In other words, the availability of
funds is not evaluated from the actual budget as this information is not available but

simply a perception of its adequacy through other indicators and observations.

The last two factors that affected employee perceptions of management
commitment are the provisions for training and support from TQM staff or
facilitators. In Company C, as in other applications of TQM, the development of
improvement projects requires more than common sense.. A more logical and
organised approach is necessary to identify problems and improvement areas, and
find the ¢orresponding best solution to improve the current situation. Facilitators or
TQM staff provides the necessary skills through more formal classroom training and
education, and through informal on-the-job support, guidance and advice. Indeed,
skills support was found to be essential to sustain the search for improvement as
failure to identify problems or solutions to problems can lead to a cycle of failures
and disappointment, and later complacency to current situation (Martinko and
Gardner, 1982; McGrath, 1994), which is the anti-thesis of continuous improvement.
The quality circle pai‘ticipants in the company case realised and acknowledged the

importance of training to support the search for quality improvement projects.
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However, the effectiveness of training and facilitation provided by the TQM
staff was observed to be related to the perceived commitment and support of top
management. The TQM staff or facilitators were observed to be affected by the
inconsistent demonstration of interest, participation and involvement of top
management. The availability of funds as well as the quick response to requests of
the TQM staff were also found to affect the efficiency of these staff members. Thus,
they needed similar support from top management. Furthermore, the staff were also
affected by temporal constraints as work loads increase. Their training and
facilitation activities had to compete with monitoring and report preparation tasks.

Thus, training and facilitation suffered because of these constraints,

In sum, these five factors, other than manifesting tbp management
.commitment and sincerity, can be interpreted as measures that indicate the feasibility
of improvement projects. In other words, the impression that these factors are
present and adequate leads to the belief that improvement projects are possible and
can be realised and implemented. Thus, the justification to participate is influenced
by impressions, perceptions and beliefs rather than actual measurements and
quantified visibility of top and middle management, funds availability and TQM

staff involvement. Unfavourable impressions, as they reflect lack of support,

therefore, discourage active participation.

The company case also revealed a second set of factors that influence

participation efforts of workers. In contrast to the above factors that focus on
external (to the participants) conditions, a second set of factors deals with more

personal aspects-of the reasons for employee participation in the programme. These
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factors involve an opportunity to achieve a rather personal goal, or gain some benefit
from the programme. And the satisfaction derived from such achievement or benefit

encourages the participant to continue his involvement in the programme.

The first of these internal factors is the contribution factor, The case showed
that even the lowest employee has a need to air his ideas and participate in the
management of the company’s affair. In Company C, even security personnel and
contractual workers were equally encouraged to join quality circles and other
activities. This was similar to a contractual utility boy in Company B who expressed
pride and joy for his rather simple suggestions, which were properly recognised by
the company. Secondly, there is satisfaction derived from making quality circle
presentations. Some of the interviewees pointed out that these presentations to
;nanagers and their colleagues brought them a sense of pride that had not been
afforded to them before. They took these presentations seriously and spent time for
the preparations: creatively designing their presentation materials, carefully
preparing, their scripts and explanations, and wearing their best suits. Thirdly, they
believed that improvement ideas are necessary for company survival, as suggested in
the trairﬁng courses. These further encourage them to make new contributions. These
observations support the findings of Allen et al (1997), Dean (1985) and Miller and

Pritchard (1992) who found that members involved in employee participation

programmes are generally motivated by their growth and self-expression needs.

A second internal factor that makes participation in the TQM programme an
attractive task is the reward attached to it. As suggested by the TQM staff and noted

earlier, quality circles were motivated by certain rewards and their performance was
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dependent on such targets. However, whilst the original rewards encouraged
participation in the early years of the programme, the more recent years have seen
discontent and complaints against the rewards system. Thus, it may be suggested that
the effectiveness of rewards in motivating workers to participate have limits. Such
limit was found to be related to the increased efforts exerted in the later years.
Apparéntly, problem identification and resolution have become more difficult with

the more obvious root problems having been resolved and corrected in the earlier

years.

Finally, the abilities and skills learned in the programme provide another
source of satisfaction for the participants. A worker who has been with the company
for at least twenty years was happy to be given the opportunity to attend a series of
:FQM seminars. He said it was the first time he attended such a course and he was
proud to be given some training. Another worker found the m‘qterials in the seminars
véry practical and not only applicable for quality activities in the company but also
for his personal and domestic affairs. Thus, in general members of the organisation

welcomed the training and education aspect of the TQM programme as it provided

them new skills and understanding.

7.4 Conclusions

The various interviews with the personnel from different levels of the
organisation in the company revealed explicitly and implicitly factors that
simultaneously influence the participation efforts of employees, which in turn affect

the success of the entire programme. These seven factors - top management
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visibility, middle management support, budget availability, training and facilitation,
contribution factor, rewards and abilities and skills - showed that the TQM model
framework is consistent with the reality of the practice of TQM. These interviews
supported the importance of these factors but more importantly confirmed and

established the relationships and interactions among these variables.

The framework when integrated with the organisdtional and management
concepts can be viewed from a more simplified perspective. In particular, the factors
and relationships derived from the various interviews and observations in the case
studies are found to be consistent with Vroom’s (1964) conception of the force of the
motivation to undertake a particular task. Such a force of moltivation for task is based
on the valence, instrumentality and expectancy (VIE) theory.

Valence is the preference attached to a certain task, in this case, participation.
Such preference or desire for the task is closely related to the expected satisfaction
from outcomes - expected rewards and recognition in the company, or even possibly
in industry. The three internal factors that affect satisfaction with the programme -
contribution to the affairs of the company, rewards and recognition from the
participation efforts, and the new skills and abilities derived from training - represent

:the valence of motivation. The combination of these three factors determines the

importance of the tasks related to the TQM programme.

Instrumentality, on the other hand, refers to the subjective belief that the
outcomes can be achieved. In this case, the systems and support provided by

management improves on the belief that the rewards and recognition can be
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obtained. Top management visibility, middle management support and the budget
allocated for the programme can translate the effort and ideas into reality. The
adequacy of these factors indicates the possibility of realisation of the improvement
projects. It is thus possible to achieve the goals of the programme. Moreover,
management provides a TQM staff that will provide further training and additional
skills to make participation and involvement more successful. Facilitation from these

staff provides for more operational support of participation, which further increases

the chances of realising the desired outcomes.

Expectancy is based on the subjective belief that the performing the task is
possible. The case studies indicated that opportunities to participate and become
involved in a programme could enhance this subjective belief. The efforts of top
-management to encourage workers and other emialoyees corrected a former belief
that participation is not possible and was only availéble for a selected few. This was
clearly illustrated in the experience of Company C. The opening up of participation
for all members of the organisation and its voluntary nature corrected the narrow
implémentation of quality circles in the previous programme. Thus, the equal

opportunities offered to all members of the organisation can be represented by a

value equal to 1.0 because the system does not discriminate against anyone.

In sum, the factors that were found to be important in the implementation of
TQM in Company C can be categorised into Vroom’s (1964) theoretical framework
to explain the motivation of workers to participate in the programme. The level of
interest to participate in the programme is mainly the reaction of the rest of the

organisation to-these various manifestations or indicators of top management
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commitment. The strength of this interest in participation is dependent on the
combination of the strength of these manifestations, Moreover, one can reinforce the
other or cancel off its strength.

A second observation may be made about these factors. These factors, when
analysed further, show they are resources that the organisation can provide. Rewards
and budget represent ﬁnancial resources that encourage and support the programme.
On the other hand, top management visibility and middle management can be treated
as time spent with participants and activities, thus a temporal resource. Ability and
TQM staff availability are treated more closely together as they are both influenced
by both financial and temporal resources. Viewing these important factors in this
way paves the way for further analysis of TQM implementation in terms of the

dynamics of resources and requirements as they govern motivation to participate and

-

contribute in the TQM programme.

Taking these two perspectives, the network of factor interaction is indeed a
complex-process. The dynamics brought about by limited temporal and financial
resources cascade on to both the satisfaction and instrumentality factors. In turn,
participation levels will not be constant and will tend to change through the life of
the programme. Finally, participation levels will feed into the temporal and financial
resources, thus creating a feedback loop. This could be the core structure that

governs the TQM implementation system. The next chapter delves into these factors

and loops further and builds the Dynamic TQM Model.
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CHAPTER 8

MODEL FORMULATION: BUILDING THE DYNAMIC TQM
. MODEL

This chapter presents a description of the formal model developed to
represent the interactions identified in the case studies. The integrated TQM model
served both as a framework for the research and a conceptual model of the TQM
implementation process. However, the contingency variables such as those described
in literature in Chapter 3 and other organisational variables such as those included by
the system dynamics studies reviewed in Chapter 4, as well as the empirical results
and observations in Chapters 6 and 7 suggest that the integrated TQM model still
lack a number of variables and interactions that may be necessary to delve deeper
into the TQM impleméntation process. This chapter identifies more specific

variables that can act as ‘moderator’ variables of the generalised model.

This chapter serves several purposes. First, the explicit presentation of the
variables ‘and functional relatiqnships used for the model allows the closer
investigation of the assumptions .used by this researcher, Such provision for
explicitness is closely related to the general issue of va.lidity, or more specifically,
model testing. Testing the model deals with the comparison of the model to the
observable reality in order to support or refute the model (Forrester and Senge,
1980). Testing of the model maybe be viewed as a first stage of establishing validity.
The model needs to establish its correspondence to empirical reality before it is

accepted as a valid representation of that reality and useful for analysis. Thus,

presenting the model details allows the constant comparison between the
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assumptions made against the reality and experience (Saced, 1992) of the case
: L

studies,

Secondly, the documentation of thé model variables and equations facilitated
the conduct of thé tests of model structure prescribed by Forrester and Senge (1980).
. These tests focus on the model structure and parameters without dealing with the
| ;elationship beﬁveen structure and behaviour. The tests.,‘ which include structure
verification test, pafameter-veriﬁcation test, extreme-conditions test, boundary-
adequacy structure test, dimensional consistcncﬁr test, é.ll contribute towards

establishing more confidence on the tmodel.

Another ﬁnponant purpose of presenting tﬁe details of the model formglation
lies in the specification of the model’s boundaries. By explicitly setting forth the
particular variables and relationships that were investigated, the model’s limitations
are established. The boundaries focus only on the piece of ;‘éality that the present

~modelling effort covers. Thus, the researcher acknowledges the limits of the current

analysis.

This chépter begins with an overview of the model, which is basically a
reformulation and restatement of the generalised model i)resented earlier. The
integrated TQM model is further analysed in the light of the findings and
observations from the case studies. The need to delve;_ deepér into the intefactions of
the initially identified variables is recognised. The second part of the chapter covers
the details of the more important sectors of the médel. Finally, the chapter \ends with

a summary of these interactions and concludes with some general observations.
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8.1 Overview of the Model

The reformulation of the generalised model reliéd on two theoretical
perspectives, First, the implementation process is conceptualised from the
innovation diffusion perspective. This allowed for mdersﬁnding how employees
decide to participate and how the programme expands or contracts. This view
explores the ipteractions between partipipants and rion-participants in the
programme. The second theoretical view taken lies in the rriotivation by participants
and non-participants. Specifically, expectan;:y theory (Vroom, 1964) postulates that
~ the force of motivation is a function of exbectancy and the motivation from the task.
Both these theoretical perspectives not only provide a framework to analyse the

interactions in the implementation process but also provide the mathematical

relationships to relate the variables. The reformulated model is presented in Figure

8.1.

’1_"he model presented in this chapter re-conceptualises the same variables
identified in the earlier model to facilitate the development of the simulation model.
The boxgs represent a group of variables based on the innovation diffusign theory
and expec@oy theory instead. of vthe more c\zonventiona‘l approach of using
organisational functional relationships of the e‘arliell‘ model. This perspective
highlights the cqn'tribution of such management levéls,to ;he overall motivation and

" participation process of members of the organisation.
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Figure 8.1 Reformulated TQM implementation model

The first box, Box 1, representing -the. innovation diffusion process,

highlights the importance attached to encouraging e{reryqne’s participation in the

TQM programme (e.g., Macdonald and Piggott, 1990). As mentioned earlier, the

company case studies in thie present research had placed high importance on the

participation of all their employees. As a primary task of their TQM administrative

groups, employees are encouraged to become active through various activities.

These activities have been primarily designed not only to provide channels for

productive contributions but also for recreational values, including less stress related
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endeavours, In all three companies, participation is voluntary and management

actively encourages, but not requires, involvement in the programme.

The actual practice of encou;'aging. participation is consistent with the
innovation diffusion theory, where participation (or adoption) rates are a function of
both participants and non-participants, Non-participants are encouraged (or
discouraged, as the case maybc;,) 150 take part in the prqgfamme depending on the
motivation exhibited by current participants. However, not all non-participants will
be converted by their association with the highly motivated participants. This

freedom in decision making reflects the voluntary nature of participation.

. Box 2, force of motivation to participate, represents the factof interactions
that determine the interest of participants to be involved with TQM activities. Such
force of motivation, which is based on expectancy theory, coﬁéeptualises motivation
as a function of valence and instrumentality for the outcome. Valence represents the
preferen:é for the expected outcomes: rewards, learning and opportunity to
_ contribute. These factors are grouped in the satisfaction box, Box 3. Such

satisfactions are derived from the experience of the participation process itself, as

well as those derived from the idea generation process (Box 4).

The second factor that is explicitly presehted here is the instrumentality of
the outcome. Instrumentality is defined as the subjective belief that the expected
outcome can be achieved by performing the task, which Porter and Lawler (1969)

referred to as P — O (Performance to outcome) variables. In the present study,



215

instrumentality factors are represented by the factors that deal with perceptions of
organisational support (Box 5). These factors focus on the adequacy of top
management visibility, middle management involvement, facilitation activities,
training activities and budget availability. It must be pointed out that these are
perceptions of eﬁployees rather than more objective measures of these factors.

These perceptions represent the subjective belief that their efforts in participating

can actually be realised and are successful.

Such perceptions are derived from their experience in the participation
process. That is, these may be influenced by experiences of others through their daily

contacts and interactions. Moreover, the idea generation process also creates such

impressions of support.

The idea generation process represents the. collection of new ideas, the
processing of ideas and finally their implementation. This process highlights the
roles tha:‘top and middle management take in-l the TQM programme. In suggestion
schemes, midcﬁe managers are ‘required’ to reply inunéciiately (to within 5 days in
company B) to assure the suggestef that action is being taken on his suggestion.
Thereafter, the suggester_is informed of the progress of his suggestion, until it is
accepted and implemented, or is rejected and the reasons explained. In quality circles
(of company C), the process invollves group meetings that identify and analyse wqu
related problelims or improvement areas, and later, formal presentations to top

management. The experiences from this process, as indicated earlier, influence both

the perceptions of sﬁpport and the satisfaction derived from participating.
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Overall, this reformulated model has focused on the “i’s depends” character of
the TQM implementation process, a character that the initial model had not
expressed. By presenting perceptions of support and satisfaction as explicit functions
of their eﬁperiences, the expected reactions become dependent on their assessment
of the ‘quality’ of such factors. Furthermore, the new model facilitates the

development of the details of the simulation model based on stock-flows.

One other comment is necessary before presenting the details of the
simulation model. Expectancy, as it contributes to the force of motivation, is not

explicitly shown in the model of Figure 8.1. It is, however, included in the details as

described below.

8.2 The Innovation Process

The voluntary nature of participation in the TQM programme, particularly in
the case companies that were sﬁdied, is represented by the innovation diffusion
theory.' The typical formulation of the diffusion process (Mahajan and Robert, 1979)
is based on two sources: innovation and imitation. The latFer process provides a
representation of the voluntary nature of participation as it focuses on the interaction

of potential adopters and current users. This is generally formulated as:

dcrl_Ll_L) =b [u(®] [m(t)]
t

wherem(t) = cumulative number of adopters at time t
ut)y = un-committed at time t
b = coefficient of imitation
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Thus, the number of converts at any time will be a product of the coefficient of

imitation, the current participants and the potential participants.

Three types of individuals are conceptualised in this study: non-participants,
who are the potential members who have a ‘wait-and-see’ attitude to the programme;
the participants, who are presently involved in the programme; and, rejecters, who
have quitted the programme (Macapagal, 1996). The relationship among these

groups is shown in Figure 8.2.

a

X B b

Non Participants Participants Rejecters
Figure 8.2. Interactions between the groups in a TQM programme

The arrows indicate the single direction of change. Thus, non-participants
can become participants, and participants can becomé rejecters. It is further assumed
that it is not possible to return to the previous state'. Following the above
forrnulatioq of inﬁovation diffusion, the rate at which groups change to the next state
is a funétion of the two states and the coefficient of imitation. In other words, the
conversion rate (a and b in the diagram) represents the number of ‘converts’ which
is a fraction of the number in the pre\}ious state, This fraction is determined by the
interaction with those of the next state and their propensity to follow their lead

(coefficient of imitation).

! Basec on the interviews, active TQM participants do not become objective non-participants after
they leave the programme. Typically, they leave the programme disappointed and frustrated and
“would not want to do anything” (Cinco, 1996) with the programme again,
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Thus, the participation rate, a, depends on the interaction o_f non participants
and participants as shown in Figure 8.3. The number of current participants provides
an impetus or pressure on non-participants to follow tﬁeh lead and jump on the
bandwagon. The higher the number of participénts, the greater is this pressure on
non-participants to imitate tﬁe present adopters. This p;éséu_re is also dependent on
the efficiency ;)f communication within the organisation. In the TQM programme,
this propensity is determined by. the le;fel of communication and contact amongst
employees, through union meetings and information dissemination, company
newsletters and apnouncements, and less formal means such as personal contact and

mours.

Non/_\\-;

Fas Partlcxpan B Rejecters
artlcx an
pariolp Pamciatlo“ rate ‘) rejection rate
participation imitation dissatisfaction
Motivation to
* participate

Figure 8.3. Interactions in the innovation diffusion and rejection process.
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A more important determinant is the ipfonnat’ion that is being communicated
to the nqn-pafnicipanté. This inforﬁlation is based on the motivation to participate. It
commuﬁcates the assessment of participants of their experience in the programme.
The more favourable this assessment is, the higher is the motivation to participate,
and the greater is the participation rate. On the other hand, when this assessment of
the participation experience is negative, it influences participants to reject and quit
the programme, The less favourable their experience is, the higher is the rejection

rate, This also discourages non-participants, and participation rate drops.

8.3 The Motivation Process

As discussed earlier, the motivation procgés is based on the concepts of
valence, instrumentality and expectancy. The motivation to participate is based on
two factors: job security and the preference for participation. The cases, as well as
TQM literature, have pointed out the effect of perceptions. of losing one’s job
because of participation efforts. As employees relate participation with possible
redundancy and sﬁearﬁlhﬁng programmes, their motivation to participate falls. It
cancels off some, if not all, of the preference for partigipétion, depending on their
subjective belief, or expectancy, of the probability of the losing one’s job because of

the participation programme.

The preference for participation is based on the important factors that have
been identified in the Chapter 3 and expounded on in Chapters 6 and 7. These

. il
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factors have been categorised into two groups. The factors ‘related to rewards,
contribution and learning were grouped under satisfaction \'Jariables. These variables
were seen by interviewees in the case studies as the outcomes, which determine the
valence or their preference for participating. The expectations of future satisfaction
from a particular task, in this case, participation, and its outcomes encourage people
to be iﬁterested in éuch a task (Vroom, 1964). Conversely, when there is lower
expectation of satisfaction with the task, people will tend to avoid the task. In the

present analysis, the participants’ past and current levels of satisfaction with

participation will determine their preference, or avoidance, of participation.

On the other hand, top and rﬁiddle management time allocated to the
programme, the availability of budget, training and facilitation work provided by
TQM staff are all classified as perceptions of support. These factors represent
instrumentality, or the subjective belief that people can acfuali& perform according to
their expectations‘. In other words, these factors provide the necessary resources that

e

make participation possible for the employees.

Taken together as a product, the satisfaction and perceived support variables
determine the preference to participate. Their multiplicative relationship suggests
that optimum preference for participation can be achieved only if both factors are at

their optimum levels. Otherwise, low levels in one factor will cancel out the high

effect of the other.
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8.4 Satisfaction from participétion
The satisfaction variables are related to the outcomes that are expected to be

derived from the participation: efforts. The satisfaction enjoyed from obtaining such

an outcome will determine the continued preference for the activity.

8.4.1 Contributions

The more common argument for participation is that employees and workers
want to contribute their ideas to improve efficiency of proceéses and working
conditions (Sneddon, 1995). It is further argued that these w@rkers are best located to
identify these improvement areas and can help optimise such processes. Thus, the
paﬁicipation process is aimed at both satisfying the wor}cérs’ n;ed to contribute
Esimilar to the points of the human reiations field) and improving efficiency of
processes and quality of .prodilcts and services. .

The satisfaction derived by employees from contributing ideas is based on
what have been implemented and their expectations of what they can contribute.
This cdpstitutes thé contribution ratio. The higher the cbntribution ratio, that is,
imﬁlémented ideas are greater than or equal to their cxiaectations, the greater is the

satisfaction derived therefrom. Conversely, when implemented ideas are less than

these expectations, there is low satisfaction.

The satisfaction derived from the programme determines the expected future
involvement. This masr be quantified with their expected number of ideas and

contributions. Greater satisfaction will "encourage workers to expect more
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contributions. However, this expectation is based on a long-term average of
satisfaction due to contributions rather than current expgrience of the programme.
Day-to-day satisfaction fluctuates depending on these determinants, and workers do
not act on these short-term changes but considers past experience as well. These

short-term experiences are aggregated in average satisfaction due to contributions.

The expected contributions are also determined by perceptions that the work
place, the department or the organisation requires some improvements. The need to
improve the present conditions increases the expectations for contributions. The
need for improvement is based on the. contribution ratio. This ratio reflects the
subjective need of the organisation for improvements. If the ratio is low, the need for
tmprovements is high. On the other hand, when there are more implemented projects
than expected contributions, there is no perceived heed to contribute. In this latter
case, the expected contributions are maintained at their ‘current level. These

relationships are summarised in Figure 8.4.

¥
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Implemented projects
Expeci:ed contribution O Contribution Ratio
+ /
Need to contribute
Effect of satisfaction B

on expected Wontribution
P + Satlsfactlon due to Contrlbutlon

Figure 8.4. The interactions of satisfaction due to contribution,

The above figure highlights the effect of two interacting feedback loops. The
need loop (R6) is a reinforcing (or positive) feedback loop that tends to amplify
current conditions and adjusts its expected contributions accordingly. Thus, when
the contribution ratio is low, the need fo contribute is triggered to increase its
expected contributions. Being a denominator, higher expected contributions further
reduces the contribution ratio, which, in turn, encourages more expected
contributions. This becomes, depending on one’s perspective, a virtuous circle that
leads to continuous generation of ideas, and continuous improvement. It may also
move in the oppqsite direction when the contribution ratio‘ is high. This leads to a |

vicious circle that cannot generate new projects.
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The other feedback loop is balancing (or nega‘ti_ve)i. It tends to control the
contribution ratio through expected contributions. The level of satisfaction
encourages greater expectation, which decreases the ratio and later, depresses

satisfaction. This balancing loop has an alte‘mating positive and negative effect on

the system.

8.4.2  Rewards '

The role of rewards in TQM programmes has been a subject of deba£e
mainly as the main proponents of TQM hﬁve afgued ggainst the use of rewards.
Howe?cr, in the present case studies, rewards have been identified as an important
factor in the yvorkers interest in the programme. Rewards, however, is concei&ed in

this research as a general term that includes a variety of incentives and not limited to

financial terms.

The satisfaction :derived from rewards is similaﬂy ‘conceived as in the
contribution satisfaction. The current and the past satisfaction are aggregated into an

average function, and serves as the determinant factor of total satisfaction with the

participation programme.

Satisfaction is based on the rewards ratio, a comparison of the actual rewards
received or made available againsf the expécted rewards, The expectéd rewards are a
function of effort exerted in the programme. This, in turn, is dependent on the level

of ability and the difficulty of identifying and finding solutions to the improvement
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ideas. Moreover, difficulty is conceived as a function of the accumulated accepted
improvement projects. The earlier improvemenf projects are not difficult to identify
and solve mainly as they are rather apparent, perhaps due to years of neglect. Once
these apparent problems have been cleare;d, the succeeding improvement aréas
become increasingly difficult to identify and solve as'they_are not obvious or may be

more complex and involve more factors (Schneiderman, 1988; 1998).

Thus, when the level of ability is ﬁigher than difficulty, the effort is kept at a
minimum and does not increase expected rewards The prcsent rewards are seen as
sufficient for the present efforts However, when ab111ty is less than difficulty, the
effort 1nvolved in identifying and solving problems increases proportionately. This
will lead workers to expect greater rewards for their efforts, The relationships of the

|
variables in rewards satisfaction are illustrated in Fi'gure 8.5.

Reward satisfaction

¥ v T

rewards ratio

™S

expected rewards actual rewards

T

effort exerted

N

Ability Difficulty-———————accepted projects

Figure 8.5, The interactions in the satisfaction due to rewards.
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8.4.3 Learning and Ability
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