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Abstract

A remarkable number of research are coming to suggest that the approach driving the
current human resource (HR) performance evaluation in the organisations with a quality
orientation is fundamentally in sharp conflict with total quality management (TQM)
requirements. This inconsistency, in turn, impedes the transition to a stable total quality
(TQ) environment, or actively encourages regression to the traditional ways. Are human
resource management (HRM) departments meeting TQM requirements with a good
foundation for measuring HR performance? Are the criteria that organisations
traditionally have used in measuring HR performance sufficiently robust that they can
still be applied to the TQM-driven organisations? This research project argues that,
although some of the characteristics of the current HR performance evaluation continue to
be applicable to the quality organisational environments, many are not. The research
sketches out a way to think about the differences between TQM and HRM approaches to
performance management for organisations with a TQM orientation. To this end, the
initial research is built on the findings of the literature available in both areas of quality
management and HR performance evaluation in order to establish the context for the
following empirical work. Then, the study employed a mixed methodology design

consisted of two separate but linked methods: a questionnaire survey and a semi-

structured interview survey.

While over half of the organisations surveyed were awarded different quality prizes, and
some of them have become popular and feature among the most successful companies in
the UK, however, their HR performance evaluation systems continue to focus on the non-
TQM measures for assessment of employees’ performance rather than the ongoing task of
renewing and revisiting these criteria compatible to the organisational context. Such focus
may be insufficient as TQM-driven HR performance management expands beyond the
traditional approach to HR performance evaluation. Also, as frequently cited in the

literature, Deming (1986) established that 95% of variance in the performance is due to
system factors. Very few organisations, however, have included such factors as their
approach to identifying the variance in the performance. Instead, the survey results found
‘management of individual performance’ as the most agreed criterion of the performance
evaluation systems in place; however, this is entirely opposed to the TQM philosophy.

Further, the findings suggest that improvement of employees’ performance, customer
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care, active involvement of employees, and approaching performance evaluation as a
quality management effort are the most generally agreed components of a TQM-driven

HR performance evaluation.

Overall, the reality in respect of quality-focused HR performance evaluation is that, for
the majority of the organisations surveyed, the experience of HR performance evaluation
practices over the last two decades, is more like the performance appraisal that it was
many years ago 1.e. traditional HR performance evaluation. The findings indicate what
Deming has said many years ago that performance evaluation practices — as the third of
his seven deadly diseases - are a root cause of quality management problems. Attempts to
redesign and administer the current performance evaluation systems in such a ways to
resolve this problem have, so far, been unsuccessful. The conclusion, unpalatable though
it may be, is that HR performance evaluation in the majority of surveyed TQM-based

organisations 1s locked into a vicious circle of individual performance, control approach,

HR dissatisfaction, and a low degree of success for TQM programmes.

These findings suggest resurgence in the value attached to the HR performance
evaluation, reflecting the heightened pressures faced by all types of organisations,

particularly TQM organisations, in designing an HR performance evaluation congruent

with the organisational context in the interest of both the TQM organisation and the
employees. A TQM approach to HR performance evaluation, inspired in detail by TQM
researchers, slightly appears to be shifting towards a more balanced outlook where all
people in any organisational position will be responsible for quality, but that there is still

a long way to go.

KEY WORDS: TQM; PERFORMANCE MANAGEMENT (EVALUATION); EMPIRICAL
STUDY.
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CHAPTER 1

INTRODUCTION

1.1 Introduction

This study provides evidence of human resource (HR) performance evaluation practices
- as the most surveyed function of human resource management (HRM) - in the context
of total quality management (TQM) by documenting those criteria of HR performance
evaluation that are most congruent and consistent with quality precepts and assumptions.
The consistency between HR performance evaluation criteria and TQM precepts is used
as a proxy for employees’ positive attitudes towards effective TQM implementation. In a
TQOM context, Murphy and Cleveland (1991:25-72) argue, the system that is used to
appraise performance needs to be congruent with the culture and principles that guide
the conduct of the organisation. Unless congruence is retained, anything that is
developed is liable to be rejected (see also, Ghorpade et al., 1995:35). Therefore, the
current study aims to explain the main difficulties with the topic of HR performance
evaluation through the frame of the quality perspective, and to identify those criteria for
improving quality-driven HR performance evaluation systems which are congruent with
the demands and requirements of a total quality environment as well as customers’

(internal and external) needs and expectations.

Two main 1ssues motivate this study. The first is the controversy between the popularity
of TQM and the criticisms about TQM’s ability in understanding and realising
employee’s needs and wants, which in turn may be a key factor in high rates of failure
that are observed in practice (IPM, 1993). To put it in another way, when the people-
based aspects of quality management are misunderstood and their implications
misapplied, then TQM can be seen as dysfunctional in that it can detract from people
and their job satisfaction. The last two decades have witnessed a remarkable growth in
the managerial awareness and applications of TQM. Hendricks and Singhal (1996), for
example, provide a thorough synthesis of TQM issues and argue that many organisations
are becoming proactive in supporting TQM by giving quality awards to firms that have
done an outstanding job in its implementation. But, despite the widespread popularity of
TQM, there 1s considerable scepticism about its value-creation potential. The TOM

Magazine (Sinclair & Zairi, 1995; Thiagarajan & Zairi, 1997), the International Journal



of Quality and Reliability Management (Dale et al., 1997; Eskildson et al., 2001; Sila
and Ebrahimpour, 2002; Cox & Dale, 2002), Total Quality Management (Wilkinson et
al., 1992), Training for Quality (Dale et al., 1993), the International Journal of
Production and Inventory Management (Lewis, 1992), the Productivity (Singh, 1985),
the Wall Street Journal (Fuchsberg, 1993), Benchmarking for Quality Management and
Technology (Zairi & Youssef, 1995), International Journal of Operations & Production
Management (Adebanjo & Kehoe, 1999), among others, have featured articles on the
most important issues influencing the favourable outcome of the process of TQM
implementation. In particular, the case study evidence by Smith et al. (1994) shows that
“only 20 percent of 100 British companies surveyed believed their quality programmes
had achieved tangible results.” Indications from various studies on TQM, however,
reveal that high failure rates are by no means universal. In any case, the evidence
suggests that lack of success - rather than being due to any inherent flaw in the TQM
concept 1tself - arises partly from the lack of congruence between TQM requirements
and other management subsystems (see, for example, Dowerty, 1996). Precisely this
issue has also been addressed by Robert E. Cole (1999), a long-term student of the
Japanese and American quality movements, in an insightful book titled: ‘Managing
Quality Fads. How American business learned to play the quality game’® about the
various factors supporting and inhibiting organisational learning. Although the lack of
consistency between TQM practices and other management subsystems is reported in
the academic literature, researchers rarely provide a thorough theoretical guidelines or
objective empirical evidence on to support their claims. In particular, any evidence that
is provided gives little or no consideration to how much the degree of such (in)
consistency affects the successful implementation of TQM programmes. Therefore, if an

organisation uses a TQM-based quality management system, this should be reflected in

its various management systems. In short, it is not the purpose of this research project to
review the topic of the implementation of TQM or the degree of its success or failure in
detail, but when deciding exactly how the TQM system should be implemented,

consideration must be given to the other organisational systems (e.g., HRM practices)

and the way they are intended to change to fit the context of TQM.

This study is thus primarily motivated by the need to set realistic criteria for measuring

employee performance (i.e. performance appraisal) to be congruent with quality



management precepts. In this regard, existing empirical research on both quality and HR
performance evaluation issues support this view. TQM researchers identified and
claimed that success of various TQM practices is positively related to HRM functions
(e.g., IPM survey, 1993; Wagner, 1998; Sinclair & Zairi, 1995). As a result, many of
recent empirical studies in the HRM literature into the interaction between personnel
management 1ssues and quality management have focused on practices, which improve
quality performance through other HRM functions. HRM encompasses a variety of
functions designed to manage, support, and develop employee working in organisations.
HRM is seen, as Randell (1994: 223) points out, “as a holistic process, integrating all the
functions of the personnel management into business strategy and planning”. In relation
to the link between TQM and HRM, Waldman (1994a) presents a substantial literature
review and argues that quality practices in the area of HRM include a systematic and
careful approach to recruitment, the use of team-work and group problem solving,
egalitarian work structures, commitment to training, performance and reward systems.
Perhaps one of the most useful account of current British views and practice on the link
between HRM and TQM is the research titled ‘Quality: people management matters’,
carried out by Institute of Personnel Management (IPM, 1993) in conjunction with
Marchington, Wilkinson, and Dale all based at UMIST Business School. The three
sections in the final research report range from a detailed analysis of the quality
management literature to what practices and skills are required by HR in order to
enhance its role in the development of successful quality initiatives. As Marchington and
others demonstrated, “HR participation in TQM programmes is not optional, but it is an
essential component if quality management is to reach its full potential” (p.66). Also,

some commentators have warned that quality management faces its biggest problem in

‘soft’ areas such as workforce management (see, for example, Wilkinson, 1994). Later
Wilkinson (1992) and Wilkinson and others (1998:3) further recognised the importance
of HR commitment by saying: “less consideration has been given to the issue of winning

employee commitment to the TQM philosophy of continuous improvement”. To a large

extent, as they pointed out, this reflects a preoccupation with the so-called ‘hard’
production-oriented aspects of TQM and a relative neglect of human resource

considerations which are often referred to as the ‘soft’ factors. These include issues

relating to the supervisory styles, compensation / payment systems, employee



involvement and teamworking, employee responses, and the interactions between
different managerial functions and organisational culture. In addition, Wilkinson et al.
(1998) went on to stress the need for a more critical appraisal of TQM, considering
much more explicitly the way in which employees perceive it in practice, and taking in

questions of ‘who gains what’ from TQM.

A new report from the authoritative Institute for Employment Studies (IES) claims that
many performance evaluation systems are failing both employees and organisations, and
having limited impact on business performance (cited in Cummings, 2001). Such
outcomes and results have also been observed and discussed by Long (1986), Segall
(1989), and Seddon (2001). Consequently, many of recent empirical studies in the HRM
literature iInto the interaction between personnel management issues and quality
management have focused on practices which improve quality performance through
other HRM functions. Again, it is not the purpose of this research to review the all HRM
functions, but when deciding how HR performance evaluation system should be in a
TQM-based context, the consideration must also be given to other HRM practices and
the way they are going to fit in the new context. Further, to add to the importance of
HRM practices in successful implementation of quality management programmes, Fynes
(1999) believes that the absence of HRM practices in TQM environment can
significantly undermine a quality involvement programme. Accordingly, HR
contributions to TQM have been put forward by Marchington ef al. (IPM, 1993:66) in
the following three ways: shaping the strategy of the quality initiative and in developing
a quality infrastructure which takes sufficient account of people management issues,
supplying operational and technical skills to TQM, and finally, demonstrating
commitment to quality and enhance their individual and collective credibility by

applying quality principles to their own activities.

Evidence on the compatibility of HR performance appraisal systems with those of TQM

criteria in a quality-driven context can shed light on the value of human factor in

successful implementation of quality practices. Examining the works of the researchers
of the quality movement (e.g., Ishikawa, 1985; Juran, 1989; Deming, 1986), clearly
indicate that all of them recognize the importance of employee performance evaluation
in a quality-driven context. However, existing empirical evidence linking TQM to

performance evaluation is limited. Few studies have attempted to link TQM to



performance evaluation. Ghorpade et al. (1995) in a theoretical article based on both
TQM and performance appraisal literature suggested several prescriptions for achieving
a quality-driven performance appraisal system. Waldman (1994a:31) examines the
literature on quality and performance management systems in an attempt to design a
performance management system for total quality implementation and summarised this
importance this way: “performance management must be compatible with continuous
improvement efforts and customer-based TQM strategies”. These studies, however,
rarely provide objective data and statistical evidence to support their claims. Nor did
they display a thorough awareness of just how difficult it was to bridge the gap between

theory and practice in HR performance evaluation in different organisational

environments.

No doubt many attempts to integrate TQM requirements into HR performance
evaluation were widespread in work organizations in the last two decades and probably
reached a pinnacle by Deming (1986). However, as will be discussed later, the legacy of
seeking a TQM-driven HR performance evaluation in measuring work performance
remained. That is, there is still little thorough theoretical and empirical research
conducted in quality management aimed at shedding light on the frequently cited
question throughout the literature on HR performance evaluation in quality

organizational environments i.e. ‘Have TQM organizations adjusted their HR

performance evaluation systems to integrate TQM requirements?’

The current study differs from the aforementioned studies in a number of ways. First, the

results of the study will be based on a sample of nearly all TQM organisations registered
with Quality Scotland Foundation (QSF). Second, the previous research projects in the
field of TQM and employee performance evaluation were basically theoretical with less
empirical evidence. No prior study has assembled the data necessary to provide a direct
test of the quality-driven HR performance appraisal criteria. In contrast, the current
study attempts to identify the most important criteria in a quality-driven context from the
perspective of TQM firms that have made significant investment in TQM and are

seeking to validate the value of their investments, and of firms that are contemplating the

main reasons for TQM failures but are unsure about the way to tackle such problems.



1.2 Statement of the Problem

Most writers on TQM (e.g., Crosby, 1979; Ishikawa, 1985) agree that its success is
dependent on a people orientation, illustrated through initiatives such as teamworking,
training and development, employee involvement (EI) and participation. Apart from
assumptions that these are essential to the success of TQM, there is little discussion on
how the people side of TQM should be developed. Wilkinson et al. (1998:4)
summarised the gap this way, “both academic and business-led research asserts the

importance of human resource issues, they do not go beyond general references to a
need for more training, enhanced motivation and changed cultures”. Put it differently,
many of these writers, although formally recognising the importance of utilising human
resources, largely ignore it in practice. The remaining conclusion of Wilkinson and

others is that “TQM has often failed to fulfil its promise, and reports suggest this might
be due to a lack of attention to such HRM 1ssues” (p. 4).

In the context of quality management, examining the works of the researchers of the
quality movement (see for example, Ishikawa, 1985; Deming, 1986; Juran, 1989),
clearly indicate that all of them recognize the importance of HR performance evaluation
in a quality-driven context. Employee performance evaluation 1s clearly one of the most
important HRM functions which shows the quality of employees acquired and retained
which, in turn, has a direct impact upon productivity and quality. Appraisal systems are,
however, variously criticized for failing to achieve both TQM demands and employees’
expectations. In this regard, most advocates of total quality believe that TQM and
performance appraisal are incompatible. For them, company managers can choose to
promote either of these approaches but not both. They argue that since fundamental

TQM requirements contradict the basic elements of performance appraisal, it would be

impossible to combine them for the interest of all stakeholders in the organisation.
Deming (1986) who has given specific and extensive attention to this issue, for example,
holds performance appraisal practices of American industry to be a root cause of its
quality problems. Meanwhile, he lists ‘evaluation of performance, merit rating and
annual review’ as the third of his ‘seven deadly diseases’. Similarly, Sinclair and Zairi
(1995) were trying to give support to an inappropriate performance measurement to be a
major cause of failure in the implementation of TQM. Central to Sinclair and Zairt’s

(1995) study, sponsored by the European Centre for TQM, is the view that even in



companies assumed to be leaders in both performance measurement and TQM, a
significant gap exists between the aspects of performance, which managers perceive as

being important to measure, and the actual performance measures used.

However, there are two main reasons that an effective performance evaluation system
can boost successful implementation of TQM. First, formal appraisals are required to
justify a wide range of human decisions such as pay raises, promotions, demotions,
terminations, and selection validation. They are also key to evaluating recruitment
results and determining training needs. Second, formal appraisals are required to
maintain a competitive edge. In line with these potentially pivotal roles, a recent study
of high-performance organisations leads the researchers to identify ‘the practice of
employing a value-added performance appraisal process as one of the top ten vehicles

for creative competitive advantage’. Further, the organisations in this study clearly stated
that an effective HR performance evaluation and review process created focus, a
platform for measurement, a vehicle for employee improvement, and a means of linking

key outcomes to performance (cited in Longenecker & Fink, 1999:18).

A thorough analysis of the literature on both TQM and performance evaluation indicates
that developing an performance evaluation system that accurately reflects employee
performance and contribution in quality practices is a difficult task. Needless to say, it is
the view of the majority of organisational researchers that no single HR performance
evaluation is ideal for all jobs and for all purposes in all organisations. HR performance
evaluation systems are not generic or easily passed from one company to another; in
Henderson’s (1984: 54) words: “ their design and administration must be tailor-made to

match TQM criteria and as a result employee satisfaction” (see also, Boice & Kleiner,

1997).

Thus, in more elaborate language, one of the key questions in a quality-driven context is
whether the HR performance evaluation criteria are appropriate for the job in question?
Put it in another way, appraising criteria that have little relevance to the quality activities
are clearly of no value. Moreover, there is a lack of studies that concentrate on the
effectiveness of the employee performance evaluation system in quality-driven context.
Neither is there any clear empirical evidence on the main criteria of a TQM-based HR

performance evaluation. Although opinions vary on how best to correct the problem, this



study focuses on identifying the key generic criteria of a quality-driven HR performance
evaluation. Therefore, improving quality-driven performance appraisal system will,
primarily, require identification of the most important criteria of a quality-focused
employee performance evaluation, and then altering the very foundations of the

evaluation system in the interest of all stakeholders.

Finally, the research findings will provide a new insight into how managers not only
cope with apparent mismatches between TQM practices and employee performance

evaluation criteria, but also utilise the system to both organisation and employees’

advantages.

1. 3 Research Questions

The present study examines the effectiveness of performance evaluation systems in the
context of quality management. More specifically, the following research questions,

which emerged from the literature, guide this study:

1. How can it be justified that HR performance evaluation, which forms the basis

for a wide range of decisions in the organisation, appears in important parts of

the TQM literature on the list of things-not-to-do?
2. What, if any, should be the key criteria of a quality-driven HR performance

evaluation system?

3. What are the generic criteria of the HR performance evaluation systems that are

currently used in organisational environments with a quality orientation?
4. What is the degree of consistency between the systems in current use and the key

criteria of a quality-driven system? That is, to what extent, are the currently

applied HR performance evaluation criteria in line with TQM demands and

expectations?

1. 4 Research Objectives
There are five objectives for the current study. The objectives are as follows:

1. Exploring the main reasons for rejecting HR performance evaluation in the

context of quality management.

2. Identify the generic criteria of the current HR performance evaluation systems.



3. Identify the key criteria of a quality-driven HR performance evaluation to keep it
responsive to the needs and demands of both TQM organisations and employees.

4. Assessing the (in)consistency of the current performance evaluation systems in
organisational environments with a quality orientation.

5. Providing recommendations for improving HR performance evaluation systems

in quality organisational environments.

1. S Methodology

The empirical research in this study contains two distinct phases but linked, one
quantitative (mail questionnaire survey) and one qualitative (semi-structured interview

survey) 1n nature. The first consideration in determining which research methodology to

engage was the nature of the research questions, which were formulated and refined

after a comprehensive review of relevant literature pertinent to TQM and performance

management.

Previous studies on the link between TQM innovations and HRM practices i.e. HR
performance evaluation, have failed to reflect the subject from an empirical point of
view. Furthermore, the results of such studies on HR performance evaluation systems in
the context of TQM have been inconsistent in relation to the importance of HRM
functions 1n acceptance and successful implementation of TQM programmes (see,
Wilkinson et al., 1998; Ghorpade et al., 1995; Scholtes, 1993; IPM, 1993). Therefore,
the qualitative phase of this research is motivated, in part, by these inconsistencies in the
past research. In other words, it is useful in developing the structure and content of the
quantitative study. Thus, the qualitative phase (semi-structured interview) is designed to
support for the study questions as well as providing a guideline for designing a TQM-

focused employee performance evaluation system. Accordingly, the quantitative study is

intended to test TQM and performance evaluation measures identified in the literature as

having a potential effect on acceptance and successful implementation of quality

programmes.

Methodologically speaking, the trade off between the strengths and weaknesses of each
approach - questionnaire survey and interview survey - was considered carefully and a
conscious decision taken to employ methodological triangulation. A combination of

extensive, generalist quantitative methods with those that were intensive, particular, and



qualitative, as McCracken and Wallace (2000) pointed out, was considered to be taking
the best from both worlds.

With regard to the research domain, the membership organisations of Quality Scotland
Foundation (QSF) as one of the National Partner Organisations (NPOs) of European
Foundation for Quality Management (EFQM) in the UK were taken for subjects. It
should be noted that the EFQM Business Excellence Model is by far the most widely

used model for self-assessment in Europe (Eskildsen & Nussler, 2000).

1. 6 Research Output

The main findings of this research are:
1. The main problems with HR performance evaluation systems through the frame
of quality management and other organisational contexts.
2. The generic criteria of the current HR performance evaluation in TQM-driven
organisations.
3. The key criteria of a quality-driven HR performance evaluation in organisational
environments with a quality orientation. |

4, A guideline for improving the HR performance evaluation in the context of

quality management.

1. 7 The Significance of the Study

As mentioned earlier, TQM researchers (see for example, Deming, 1986; Scholtes,
1993) argue that since fundamental TQM requirements contradict the basic elements of
performance evaluation, it would be impossible to combine them. However, in a recent
study of high performance organisations the practice of employing a value-added
performance evaluation process was cited as one of top ten vehicles for creative

competitive advantage (cited in Longenecker & Fink, 1999). In a similar study, Shadur

et al. (1994) found that most large organisations surveyed have some forms of HR

performance evaluation and they provided evidence supporting the positive effects of

performance evaluation on productivity and quality. Furthermore, Baird and Meshoulam
(1988) argued that a firm’s HRM activities must fit with each other and support other
management programmes if peak organisational performance is to be achieved.
Supporting the HR practices and internal fit viewpoints, Arthur (1994) concluded that

HR practices focused on enhancing employee commitment, were related to higher

10



performance. Thus, in this study it is argued that a well-designed HR performance
evaluation system that is compatible with TQM context may result in acceptance and
successful implementation of quality programmes. In other words, an underlying theme
in this research is that firms should create a high degree of internal consistency, or fit,

among employee performance evaluation criteria and TQM precepts for acceptance and

successful implementation of quality activities.

Results of the research can be of significance to researchers and practitioners in the two
fields of TQM and HRM to bridge the gap between practice and research in the area of
TQM regarding human factor, carry out similar studies on the TQM and HRM
interfaces, to attain acceptance and successful implementation of quality practices,
efficient and cost-effective operation and finally, to increase customer satisfaction. In
addition, data generated from such studies can have two important beneficial effects. By
authorising a research into the effectiveness and acceptance of a performance evaluation
scheme in the context of quality management, an organisation can signal how seriously
it 1s taking its application and effects. Second, by combining different research methods
1.e. questionnaire survey complemented by interview survey, a manager can be reminded
of the main practices, principles, and purposes of both TQM and performance

evaluation, and hopefully be encouraged in their proper future application.

1. 8 Definition of Terms

The terms used in this study are defined as follows:

Total Quality Management (TOM): total quality i1s the application of the quality
management principles to all aspects of the business.

Quality Programme: this term is intended to refer to any management initiative designed

to improve the quality of production, service or management within the organisation.

HR Performance Evaluation System (Performance Appraisal System): These terms are

interchangeable and are often used as such throughout this study. Generally, HR
performance evaluation or performance appraisal is the process by which an employee’s

contribution to the organisation during a specified period of time is assessed.

Quality-Driven HR_Performance Evaluation: an employee performance evaluation

system, which has been adjusted to integrate quality requirements.
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1. 9 Limitations of the Study

The study 1s limited by the following conditions:

o The data were collected through the distribution and collection of a survey and,
thus, was limited to responses provided by the respondents i.e. Quality
department and or HR department.

e This study was limited to the extent that respondents understood what
information was being requested and responses were truthful and factual.

e The study was limited to the extent that meaningful analysis could be made from
a response rate which was less than 100%.

e This study was limited to the quality department and HR department of the

organizations registered with Quality Scotland Foundation (QSF) as one of the
National Partner Organisations (NPOs) of European Foundation For Quality
Management (EFQM) in the UK.

1. 10 Organisation of the Remainder of the Study

Chapter 2 provides a review of literature and research related to TQM including
different definitions of TQM, evolution and origins of quality management in Japan, the
USA, and Europe, quality management gurus, TQM key concepts and practices, quality
awards criteria, ‘hard’ and ‘soft’ aspects of quality management, TQM implementation,

and some fundamental causes of TQM failures. It concludes that lack of sufficient
attention to HR functions could be a major reason for the failure of quality management
initiatives.

Chapter 3 outlines the HRM functions, some of the distinctive features of HRM, the link
between TQM and HRM, and the important role of HR practices to the success of TQM
programmes. It explains that HR managers are responsible for recruiting high-quality
employees, the continual training and development of those employees, and the creation

and maintenance of reward systems. Furthermore, it reports that HR participation is not

optional, but it is an essential component if quality management is to reach its full

potential.

Chapter 4 presents a review of literature on HR performance evaluation as an integral

part to what has been identified as HRM including origins, approaches, definitions,

purposes of performance evaluation, difficulties with the traditional performance
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evaluation systems, and critical steps for developing an effective performance evaluation
system. The chapter also displays a continuing dissatisfaction about the HR performance
evaluation issues ranging from subjective measures to ignoring system / situational
constraints. What this chapter has shown is the muddle and confusion that still surrounds

the theory and practice of HR performance evaluation.

Chapter 5 discusses HR performance evaluation in organizational environments with a

quality orientation. It reveals the main difficulties with the topic of HR-related

performance evaluation through the frame of the quality perspective, and examines
characteristics of performance evaluation system that could maximize the effectiveness
of appraisal systems in quality organizational environments. It concludes that HR

performance evaluation must match the need and requirements of the organisation and

the expectations of employees.

Chapter 6 provides an explanation of the methodology and procedures utilized in
conducting this study. In particular, participants and samples, types of questions, and
subjects of the research are discussed in detail. Further, the chapter describes how the
trade off between the strengths and weaknesses of different research approaches is

considered to be taking the best from both research methodologies i.e. quantitative and

qualitative.

Chapter 7 & 8 reveal the findings of the data gathered through questionnaire survey as
the first stage of the research project. In particular, the results of the questionnaire
survey identify the generic criteria of the current HR performance evaluation, and the
main criteria of an HR performance evaluation that appear best suited for a quality

management context.

Chapter 9 addresses the second stage of the empirical research, semi-structured
interview survey, as complementary to the first stage, which allows the issues emerged

from the questionnaire survey to be followed, clarified, and developed. In particular, this

chapter aims to explore some of the issues surrounding TQM, performance evaluation,
and HR performance evaluation in the context of quality management, which because of

space and time constraints were not included in the questionnaire.

In the closing chapter (Chapter 10), the researcher tries to summaries the insights and

prescriptions from all the survey i.e. literature, questionnaire, and interview. In doing so,
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the researcher sketches a picture of the features likely to be found in a state-of-the-art

quality-driven HR performance evaluation.

For the purpose of the clarity, Figure 1.1 illustrates the overview of the dissertation.
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TOWARDS THE UNIQUE APPRAISAL CONTEXT
OF TQM-DRIVEN ORGANISATIONS: CASE OF

EFQM-AFFILIATED MEMBERSHIP

Research Objectives
I. Exploring the main reasons for rejecting HR
performance evaluation in the context of quality
management,

2. Identify the general criteria of the current HR
performance evaluation systems.

3. Identify the key criteria of a quality-driven HR
performance evaluation to keep it responsive to the
needs and demands of both TQM organisations and
employees.

4. Assessing the (in)consistency of the current
performance evaluation system.

3. Providing recommendations for improving HR
performance evaluation systems in quality organisational
environments.

Research Questions
1. How can it be justified that HR performance evaluation,

which forms the basis for a wide range of decisions in the
organisation, appears in important parts of the TQM literature
on the list of things-not-to-do?

2, What are the generic criteria of the HR performance
evaluation systems that are currently used in organisational
environments with a quality orientation?

3. What, if any, should be the key criteria of a quality-driven

HR performance evaluation system?
4. What is the degree of consistency between the systems in
current use and the key criteria of a quality-driven system?

Introduction
Chapter 1
Literature (answer to Question J)
Research assumption
TQM HRM In a quality-driven context, “the system that is used to
Chapter 2 Chapter 3 evaluate performance needs to be congruent with the
culture and principles that guide the conduct of the

organisation. Unless congruence is retained, anything
that is developed is liable to be rejected” (Murphy and
Cleveland, 1991).

PE in the context Performance
of TQM evaluation (PE)
Chapter § Chapter 4

Research domain
Membership organisations of Quality Scotland Foundation (QSF) as one of the

Methodology National Partner Organisations (NPOs) of European Foundation for Quality
Chapter 6 Management (EFQM) in the UK.

Pilot study of 40 organisations Revised Questionnaire
to test the layout, content, and was sent to over 150 QSF

structure of the questionnaire. members.
Response rate: 45%

Answers to
questions
ILIT&IV

First stage
Questionnaire Survey I
&1
Chapter 7& 8

Semi-structured interview .
Objective of the interviews: was to gather
information on ‘why' the particular

Deeper understanding  of
questionnaire findings (answers
to ‘How’ and ‘Why’ questions
emerging from questionnaire

Conclusion
Chapter 10

responses had been chosen on the

questionnaire.
16% of the questionnaire respondents were survey).

interviewed.

Second stage
Semi-structured

interviews
Chapter 9

Figure 1.1 Overview of the Research
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CHAPTER 2
LITERATURE SURVEY: TOTAL QUALITY MANAGEMENT

(TQM)
2.1 INTRODUCTION

This chapter explores different definitions of TQM and outlines the evolution and
origins of quality management in Japan, the USA, and Europe. The ideas of the
leading ‘gurus’ of Quality management such as Deming, Crosby, Juran, Taguchi,
Feigenbaum, Ishitkawa, and Conway are presented. Further, in an attempt to identify
and interpret the critical factors and performance measures of quality management,
in addition to examining popular perspectives on TQM such as Deming’s 14 points,
the Juran Trilogy, Crosby’s 14 quality steps, Oakland’s quality steps, Conway’s 6
tools for quality improvement, quality awards criteria such as Deming Application
Prize Checklist, European Quality award (EQA), the Malcolm Baldrige National
Quality Award (MBNQA), and the Australian Quality Award (AQA) are also
discussed. Finally, in an effort to appreciate the essentials of effective TQM
implementation and attainment of quality goals of the organisation, different issues
of TQM implementation such as factors affecting the implementation stage of TQM,
failures and the reason why, and considering TQM from the viewpoint of ‘hard’ and

‘soft’ aspects are highlighted.

2.2 Definition of Quality Management / TQM

While many people emphasise the importance of TQM, few can articulate precisely
what it is, and what the critical factors and performance measures of TQM are. In
fact, quality has proved to be a difficult concept to pin down. What is more
surprising is that despite the volume of writing on quality management, there has
been only limited attention paid to defining exactly what 1s meant by the term
‘quality’. A crucial point which echoes Reeves and Bednar’s (1994) comments about
establishing a clear and generally accepted definition of quality management, not
least because the lack of a clear definition makes it difficult to evaluate the effects of
quality management on business outcomes. Wilkinson and others (1998:7)
summarised the reason for such ambiguity this way: “the neglect of defining quality

stems from the difficulty in doing so”. Further, to appreciate the problem with a
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universal definition of quality management, Wilkinson et al. (1998:7) borrowed a
quote from Garvin (1988:xi): “quality is an unusually slippery concept, easy to
visualise and yet exasperatingly difficult to define”.

Therefore, one of the most problematic issues confronting the researcher in quality
management is the search for an appropriate definition. From Oakland’s (1998) point
of view, although ‘total quality’ is the goal of many organisations, however, it is
difficult to find a untversally accepted definition of what this actually means. What is
obvious is that different authors have given various definitions of TQM. For some
researchers TQM means Statistical Process Control (SPC) or quality systems, for
others teamwork and involvement of the workforce. Clearly, there are many different
views on what constitutes the °‘total quality organisation’ and, even with an

understanding of the framework of the TQM, there is still the difficulty of calibrating

the performance or progress of any organisation towards it.
Garvin (1984), is one of the first classifications to appear in the literature, captures
this ambiguity by differentiating between definitions of quality which are:

¢ Transcendental: excellence of the highest standard

e Product-based: dependent on the attributes

e User-based: satisfying or exceeding the wants of customers

e Manufacturing-based: conformance to requirements

e Value-based: value for money
In a similar way, Reeves and Bednar suggest a four-way classification of quality
definitions that incorporate excellence, value, conformance to specifications and
meeting and / or exceeding customer requirements. The diversity inherent in these
definitions, as they pointed out, implies that “the quality construct space 1s so broad
and includes so many components that there would be little utility in any model that
tried to encompass them all” (1994:441). In search for explanations, they also

conclude that “the complexity and multiple perspectives historically associated with
the concept have made theoretical and research advances difficult” and ultimately the

“search for a universal definition of quality and a statement of a law-like
relationships has not been successful” (p.441). There has also been much debate
about the search for this high level of ambiguity, as Wilkinson and others (1998:9)
display in their work based on theory and practice of TQM. Among these are:

‘difficulty in defining quality’, and ‘the wide variety of activities and practices under
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TQM umbrella’ as the main issues cause considerable ambiguity in the TQM
definition. In this regard, Flynes (1999) in a literature review on quality management
practices analyses the strengths and weaknesses of each approach from a research
perspective and came to the conclusion that “an essential building block for theory
development is an understanding of existing definitions and their appropriateness to a
given situation”. As Flynes points out, if the meaning of a variable such as quality is
subject to a variety of interpretations, it is particularly difficult to formulate
propositions describing the relationship with potential explanatory variables. In
addressing this problem, Flynn et al. (1994) contend that a key issue in theory
development is the “articulation of the distinction between quality management
practices (input) and quality performance (output), which to date has been blurred
under the broad heading of quality” (p.340).

A review of literature on quality management reveals that quality management
encompasses a vast spectrum of topics and approaches. Furthermore, a wide variety
of approaches to defining quality are evident. Quality has been defined, for example,
as being about value (Feigenbaum, 1983), conformance to standards, specifications
or requirements (Crosby, 1979), fitness for use (Juran, 1989), as excellence (Peters &
Waterman, 1982), meeting or exceeding customer expectations (Parasuraman et al.,
1985), and more prosaically as ‘delighting the customer’ (Peters, 1989), a predictable
degree of uniformity and dependability, at low cost and suited to the market
(Deming, 1986). In terms of TQM from the viewpoints of quality management gurus,
Wilkinson and others (1998:8) argue, “the quality gurus’ conception of quality is
meeting reliable and consistent standards in line with customer requirements”. Others
(see, for example, Kanji, 1995) focuses on the employees’ involvement and
commitment as a prerequisite for achieving quality. In doing so, Kanji (1995), for
example, proposes people-based management, including ‘teamwork’ and ‘people
make quality’, as one of the four principles of TQM (see, for more detail, Kanji &
Asher, 1993). In line with the above definitions of quality, Berry (1991) defines the
TQM process as a total corporate focus on meeting and exceeding customers’
expectations and significantly reducing costs resulting from poor quality by adopting

a new management system and corporate culture.
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Taking all these approaches to quality into account, Wilkinson et al. (1998) argue
that each of the approaches has strengths in terms of ‘generalisability’, ‘ease of
measurement’ and ‘utility’. Accordingly, Reeves and Bednar (1994) point out that
each approach also has its weaknesses. Put it in another way, as the diversity and
history of TQM practices and activities reveal getting the definition universal and
right 1s fraught with difficulty and requires great care to include and cover all
principles and precepts at the heart of quality management and the commitment and
knowledge of the managers and managed who are going to use it. With this in mind,
the remainder attempts to provide a working definition of the quality management

concept.
Wilkinson and Witcher (1991: 44-45) note that TQM is often seen as a general

business management philosophy, which is about the attainment of continuously
improving customer satisfaction by quality-led company-wide management. Taking

a holistic approach to TQM, the British Quality Association (BQA) presented three
but closely linked definitions of TQM. The first definition stresses the ‘soft’

qualitative characteristics involving such themes as:

1. Customer orientation

2. Culture of excellence

3. Removal of performance barriers
4. Teamwork

5. Training

6. Employee participation
From this perspective, as Wilkinson et al. (1998) commented, TQM 1s seen as

consistent with open management styles, delegated responsibility and increased

autonomy to staff.
The second BQA definition defines TQM in terms of ‘hard’ aspects of quality

management practices, as Wilkinson and others (1998) put it: “hard’ production /
operations management type of view” (p.14-15). Examples of such issues are:

systematic measurement and control of work, setting standards of performance and
using statistical procedures to assess quality. Finally, the third definition covers both
‘hard’ and ‘soft’ practices, comprising three features (Wilkinson et al., 1992):

e An obsession with quality

¢ The need for a scientific approach
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e The review that all employees are to be involved in this process

Lakhe and Mohanty (1994:9) explain quality management in a soft mode and view
TQM as “a continuous quest for excellence by creating the right skills and attitudes
in people to make prevention of defects possible and satisfy customer/users totally at
all times”. Oakland (1998) takes a mixture of both hard and soft approaches and

depicts TQM as a pyramid representing five distinct components including:

1. Management commitment (apex of the model)
2. Customer-supplier chain

3. Quality systems

4. Statistical process control (SPC) tools

5. Teamwork
As mentioned above, Oakland (1998:2-3) is more influenced by a mixture of both

soft and hard aspects of TQM practices and advocates a definition of this mode as
follows:

“TQM i1s an approach to improving the effectiveness and flexibility of business as a
whole, meeting customer requirements both external and internal to the organisation.
It i1s essentially a way of organising and involving the whole organisation, every
department, every single person at every level”.

Oakland’s definition was described and explained precisely in Wilkinson and others’
book (1998:12) as they pointed out, “the concept of quality chain is central to
Oakland’s view of TQM”. Oakland’s concern is that the chain can be broken at any
point by one person or piece of equipment not meeting the requirements on the way
to the interface with external customers. To tackle this problem, the TQM
organisations should focus on internal customer expectations all along the supply
chain to the final customer in the market place, as Wilkinson e? al. (1998:12) call it:

“market-in rather than product-out”,
In a similar vein, Lakhe and Mohanty (1994:10) point out that TQM is an integration
of various processes characterising the behavioural dynamics of an organisation. For

this, an organisation is referred to as a total system (socio-technical), where all the
activities carried out are geared towards meeting the requirements of customer with
efficiency and effectiveness. Zaire and Simintiras (1991) have propounded this
viewpoint by stating: “Total Quality Management is the combination of the socio-

technical process towards doing the right things (externally), everything right
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(internally) first time and all the time, with economic viability considered at each
stage of each process” (quoted by Lakhe & Mohanty, 1994:10).

No doubt many attempts at quality management were devoted to the definition of
quality management. As a result, various definitions and approaches have been

espoused. However, there is still a crucial debate about the exact nature of TQM. To

summarise this account, Wilkinson and others (1998:2-3) were trying to give support
and guidelines for an approach to the definition of quality that would help to be

defined properly through recognition of a number of common themes as follows:

1. Quality can be defined as ‘fitness for use’, including both quality of design (how a

customer’s requirements are translated into a set of specifications) and conformance
to the design (how an operation conforms to the specification of the design

standard).

2. Quality management emphasises not only the external customer but also the internal
customer (i.e. emphasis on the concept of quality chain as central to TQM),.
3. Management is charged with ultimate responsibility for quality because 85 percent

of failures are reckoned to be the fault of inadequate management systems.

In fact, a review of the literature on quality management practices indicates that the
evidence abounds with typical definitions of both hard and soft approaches of quality
management. As mentioned earlier, when for any reason there is ambiguity in the
definition of TQM, this ambiguity makes the TQM to be misunderstood and as a

result its applications will be misapplied then TQM might be seen as dysfunctional in

that it can then detract from favourable outcomes for both organisation and

employee.
2.3 TQM: Evolution

TQM has evolved from its engineering origins and its primary association with tools
and techniques. In the 1980’s it was taken up as a general management philosophy
concerned with the attainment of continuous improvement in all processes by all
staff. For the most part, however, the principal contributions to the analysis of TQM
have come from people in the Production and Operation Management area. As the
literature showed, the leading gurus sought to develop seemingly objective means of

gaining ‘hard’ information about processes of production and service delivery

(Wood, 1994). Given these backgrounds and due to such emphasis on producing a
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reliable product, Wilkinson et al. (1998:18) comment that quality control has its
origins in the mass production of components and in the need to ensure the
interchangeability of products made in batches. In particular, the techniques and
philosophy of modern quality control are usually seen as deriving from the work of

W. A. Shewart, and his colleagues W. Edwards Deming and Joseph Juran. For Zaire

(1991), the evolution of quality concepts have evolved from two extremes:
¢ From control driven to culturally driven
¢ From controlling-in to managing-in quality
Hansen (1990) has identified two notable milestones in the evolution:
o The transition from one-off manufacture to mass production or the differential piece-

rate system

e The transition to the communication-oriented industrial society (electronic data

processing)
Similarly, the evolution of TQM is the outcome of four major eras of development,

as outlined by Garvin (1988). Garvin illustrates the evolutionary process where
quality has moved from an initial stage of inspecting, sorting and correcting
standards to an era of developing quality manuals and controlling process
performance. The third stage was to develop systems for third-party certification,
more comprehensive manuals including areas of organisational other than
production, and to use standard techniques such as SPC. The present and fourth era

of TQM is primary strategic in nature and is based on continuous improvement as the

driving force.
Sink’s (1991) review of the TQM literature identifies the primary factors behind the

need for TQM as:
o The global economy
e Complex and dynamic technology
e Complex and dynamic resources
e Customer orientation and expectations
e Complex and dynamic task environment
e A shrinking feasible solution space for many critical problems, issues and
opportunities
Sink further recognised that TQM has evolved out of the following checkpoints:

1. Selection and management of upstream systems
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Incoming quality assurance

Process quality management and assurance

Outgoing quality assurance

“noA W

The proactive assurance that the organisational system is meeting or exceeding

customers’ needs, specifications, requirements, worths, desires and expectations

To manage quality totally, Sink suggests that organisational systems should
successfully manage each of these five checkpoints.

Nessa L’Abbe (1991) emphasises integrity, methodology and humanity as the
essential evolutionary features of TQM. Nessa L’ Abbe found that integrity relates to
a management philosophy that focuses on quality with emphasis on both vertical and
horizontal integrity. Moreover, Nessa L’Abbe argues, methodology requires the
universal application of scientific methods for the processing of data; and humanity

implies that all people are made creative participants through teamwork and quality

control circles.
2.4 TQM: Origins

Historically, TOM’s origins can be traced to 1949, when the Union of Japanese
Scientists and Engineers (UJSE) formed a committee of scholars, beginners, and
government officials devoted to improving Japanese productivity, and enhancing
their post-war quality of their life. Dr W.E. Deming from the United States was
invited in 1950 to deliver a lecture on statistical quality control (SQC). Such
contribution from UJSE to the application of quality management in Japan was also
stressed by Wilkinson et al. (1998:22) stating: “the major Japanese innovations in
quality control were facilitated by UJSE’s role”. The years 1946 to 1950 were
declared to be the SQC period in Japan. Although this resulted in establishing
statistical control techniques and quality control education programmes, top
management remained aloof from quality control activities. All this changed in 1954,
after Dr. J. M. Juran’s lecture on ‘Planning and Practice in Quality Control’. The
period between 1955 and 1960 was designated the ‘years of TQC’. During that
period, quality control activities were backed by top management and programmes of
company-wide quality control were launched (Lakhe & Mohanty, 1994). Influenced
by Deming and Juran, the committee developed a course on statistical quality control

for Japanese engineers, followed by extensive statistical training and widespread
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dissemination of the Deming philosophy among Japanese manufacturers (Walton,
1986). Wilkinson and others (1998:20) illustrate the particular interest of Japanese

industries to quality management for the following three reasons:

1. The long-established Japanese tradition of fine craftsmanship and attention to detail

through miniaturisation etc.
2. The emphasis on quantifying variation in quality due to strongly statistical flavour of
the early work of Deming and others.

3. Viewing quality as a national ‘survival’ strategy.

In Japan, according to Powell (1995), TQM produced such managerial innovations as
quality circles, equity circles, supplier partnerships, cellular manufacturing, and just-
in-time production. Therefore, as quality control programmes became more widely
implemented and sophisticated, it became clear that some aspects of the TQM
philosophy could also be applied to non-manufacturing functions such as product
development, purchasing, and billing, with potential applications in service
organisations and nonprofits.

In the USA, American firms began to take serious notice of TQM around 1980, when
some U.S. policy observers argued that Japanese manufacturing quality had equated
or exceeded U.S. standards, and warned that Japanese productivity would soon
surpass that of American firms (see, Powell, 1995). More importantly, Grayson and
O’Dell (1988) further recognised the place of productivity trends supported these
assertions, which in turn led some opinion leaders to predict that Japan and other
Asian countries would soon dominate world trade and manufacturing, relegating the
U.S. to second-tier economic status. The realisation that quality management and
quality control were vital elements in Japan’s economic success finally led American
industries to focus on quality management and the statistical techniques proposed by
quality gurus such as Deming, Feigenbaum, Crosby, and Juran.

In Europe, the UK, Germany, France and Italy are some of the countries that have

taken a significant interest in adopting TQM. Lascelles and Dale (1988) in the study

of UK automotive industries, however, observed that the surveyed companies have a
traditional attitude towards quality management. Overall, a review of the literature
had developed the point about the European market being a major impetus to TQM

implementation across Europe. The focus seems to be changing to quality

improvement processes, quality-related training and consideration of the relationship
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of the firm to the outside world in pursuing quality. Later, Lakhe and Mohanty
(1994) further recognised the adoption of BS 5750 and ISO 9000 as new impetus to
the quality movement in those countries, reflected by top management commitment
through better investment, rewards and treating everyone in the same way.

Having analysed the literature on TQM Wilkinson et al. (1998:17) give a very useful
account of the origins of TQM by saying: “there is a danger of assuming that the
concern for quality is of recent origin” what they believe 1s that quality is an “age-old
concern”. Having compared the works of different quality gurus and researchers they

further recognised that “it was not the West but the Japanese who put the ideas into

practice”.
2.5 TQM: Theorists, Key Concepts and Practices

TQM principles and techniques are now a well-accepted part of almost every, as
Dow and others (1999:1) describe it “manager’s tool kit”. Powell (1995) follows a
very similar line concentrating on adoption of TQM in some form by the majority of
large firms and argues that official quality awards are a badge of honour whether a
company is operating in Japan, the USA, Europe, or Australia. More explicitly,
proponents of TQM maintain that there is a universal set of practices that, if
implemented, will lead to high performance (e.g., Deming, 1986; Juran, 1989;
Crosby, 1979). Further, these quality gurus whether American or Japanese, have
been advising industries throughout the world on how it should manage quality, and
it may be useful to consider their approaches, their similarities and differences. The
major theorists and gurus in quality management area are: W. A. Shewart, W.
Edward Deming, Philip B. Crosby, A. V. Feigenbaum, G. Taguchi, K. Ishikawa,
Joseph M. Juran and William E. Conway. Although each theory is unique in the kind
of processes and procedures advocated, but as IPM survey (1993) reports, the
common thread is the concept of continuous improvement - central to TQM as a
never ending process - through commitment and enthusiasm from the workforce at
all levels.

There is, however, a great deal of confusion about what TQM actually comprises,
and each writer’s version reflects their management background. As Motwani (2001)
argues, frameworks for attaining competitive advantages through quality

management have been developed via Crosby’s 14 steps, Deming’s 14 prescriptive
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points, and Juran’s trilogy. The confusion and difficulty with a set of generally
accepted TQM precepts and principles has got a very long history going back to
1940s, reported as “an age-old concern” by Wilkinson and others (1998: 17).
Although each of these gurus identifies a ‘set of key variables’ that they claim are

essential to achieving superior quality outcomes, Table 2.1 lists the major TQM

features prompted by some of the leading theorists of quality management.

Table 2.1 Popular Perspectives on TQM

Deming’s 14 Points The Juran TRILOGY Crosby’s 14 Quality Steps
1.Consistency of purpose I. Quality Planning 1. Management commitment
2.Adopt the philosophy -Set goals 2.Quality improvement teams
3.Do not rely on mass inspection -Identify customers and their needs 3.Quality measurement
4.Do not award business on price -Develop products and processes 4.Cost of quality evaluation
5.Constant improvement I1. Quality control 5.Quality awareness
6.Training -Evaluate performance 6.Corrective action
7.Leadership -Compare to goals and adapt 7. Zero-defects committee
8.Drive out fear I1. Quality improvement 8. Supervisor training
9.Break down barriers -Establish infrastructure 9. Zero-defects day
10.Eliminate slogans and exhortations -Identify projects and teams 10.Goal-setting
11.Eliminate quotas -Provide resources and training 11.Error cause removal
12.Pride of workmanship ~-Establish controls 12.Recognition
13.Education and retraining 13.Quality councils
14.Plan of action 14. Do it over again

Oakland’s 13 Quality Steps Conway’s 6 Tools for Quality Improvement

1.Understanding of quality 1. Human relation skills

2.Commitment to quality 2. Statistical surveys

3.Policy on quality 3. Simple statistical techniques

4.0Organisation for quality 4. Statistical Process Control

5.Measurement cost of quality 3. Imagineering

6.Planning for quality 6. Industrial engineering

7.Design for quality

8.System for quality

9.Control of quality

10.Teamwork for quality
11.Capability for quality
12, Training for quality

13.Implementation of quality
Source: Deming (1986); Juran (1989); Crosby (1979); Oakland (1989).

From Garvin’s (1986) review of TQM literature, TQM may also be viewed
functionally as an integration of two basic functions, i.e. total quality control and
quality management. Lakhe and Mohanty (1994) further recognised total quality
control as a long-term success strategy for organisations. Lakhe and Mohanty went
on to identify the main components of total quality control in great details. As they

have concluded, customer satisfaction, employee satisfaction, product quality

assurance in all its stages, and continuous improvement and innovation are the main
ingredients of total quality control. Moreover, quality management, they argue, is a
way of planning, organising, and directing that will facilitate and integrate the
capabilities of all employees for continuous improvement of anything and everything

in an organisation to attain excellence. The powerful implication of this argument is
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that: TQM in an organisation brings all the people together to ensure and improve

product-process quality, the work environment and working culture. A typical
definition of this mode is that of the third definition of TQM by BQA (see also,

Wilkinson et al., 1998).

The aforementioned arguments have been taken up by Zaire (1991) who places his

account of TQM approaches in terms of three important aspects of:

1. Continuous improvement
2. Value-added management, and
3. Employee involvement

Similar to the taxonomy used to structure the themes, issues, practices, and trends of
quality management by Oakland, Price and Gaskill (1990) have identified three

dimensions of TQM including:
1. The product and service dimension
2. The people dimension, and
3. The process dimension

Flynes’ (1999) review of empirical studies of quality management practices
highlights seven key quality practices including: top management support, process
management, product design, workforce management, quality information, supplier
involvement and customer involvement. Lakhe and Mohanty (1994), after a detailed
study of the literature on TQM, talk in terms of the new management compared with

the traditional one. Finally they argue that the TQM approach shifts from traditional

to the modern management in the following ways:
1. TQM focuses on customer absolutely, i.e. the firm customer focus brings

competitive edge to the organisation.
‘Products conquer markets’ is the basic edifice of TQM.
TQM takes the view that profits follow quality, not the other way around.

TQM views total quality as having multi-dimensional attributes.

A

TQM creates goal-directed connections between customers, managers and workers.
Everyone is motivated to contribute towards quality. TQM empowers each and

every employee, regardless of level, to find better ways to work. Traditional

management, in contrast, is monolithic: workers work and managers manage the

workers.

6. TQM is process-oriented, as against the traditional result-oriented approach.
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7. TQM favours a long span of control, with authority pushed down almost to the
lowest level, as against short spans of control and many layers of authority in

traditional management cultures. Moreover, accountability for quality is embedded

at every level.

8. TQM requires a multiskilled workforce with job rotation, in contrast to the division
of labour.
Having agreed with the previous works of others in the field, Lakhe and Mohanty

came to the conclusion that “TQM is collectively owned by all people in the

organisation and it is everybody’s concern to improve perpetually” (1994:13).

Taken together, the various literature seem to suggest the following elements to be

key to the TQM concept:
e Upper management commitment to place quality as a top priority
e Striving continually to improve employee capabilities and work processes
e Involvement of all organisational members in co-operative, team-based effort to
achieve quality improvement efforts

e A focus on quality throughout all phases of the design, production and delivery of

product/service, i.e. not just the end product
e Attempts to involve external suppliers and customers involved in TQM efforts
e Frequent use of scientific and problem solving techniques, including statistical

process control

o The institution of leadership practices oriented towards TQM values and vision

e The development of quality culture
These elements are also congruent with Oakland’s TQM model (1989), and the

following definition of TQM taken from Sashkin and Kiser (1991:25): “TQM means
that the organisation’s culture 1s defined by and supports the constant attainment of
customer satisfaction through an integrated system of tools, techniques, and training,

This involves the continuous improvement of organisational processes, resulting in

high quality products and services”.

Similarly, from examination of a range of source material (e.g., books, papers,

postgraduate theses, and articles) Zain and others (2001) use the three quality
dimensions of: systems, tools and techniques, and people to analyse the contribution

of UK writers to the development of the body of knowledge known as total quality
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management. Their examination of TQM literature in regard to quality dimensions

can be classified into three broad categories:
1. ‘People aspect’ which includes: leadership, employee involvement, teamwork,

training and education, customer (internal and external) focus, ownership and self-

management, and recognition and reward.
2. ‘Tools and techniques aspect’ which includes: cost of quality, tools and techniques,

measurement and calibration, statistics, reliability, management by fact, and design

by quality.
3. ‘Systems aspect’ which includes: quality systems, supplier relations, quality for

profit, marketing, and system of prevention.

Their study also reveals that papers written by the academic fraternity tend to focus
on the systems, and tools and techniques dimensions, whilst the more journalistic

papers show a preference for people-related issues. Furthermore, they conclude that

the contribution of UK writers presents a rich and broad picture of TQM, however, a

truly integrated view 1s not provided.
Hill and Wilkinson (1995) allow different approaches to quality management to
merge and call the output ‘TQM’ which has been regarded as the “most celebrated
form of quality management, in part because it is based on a common set of
principles” (Wilkinson et al.,, 1998:12). As they demonstrated, due to various
definitions and approaches of TQM, clear definition of TQM has proved elusive.
Finally, Hill and Wilkinson (1995) follow a very similar line, concentrating on the
work of quality gurus and researchers and identified the following precepts as the
core idea of TQM:

e Customer orientation (i.e. quality means meeting customer requirements, and the

orientation of quality management is to satisfy customers)
e Process orientation (i.e. the activities performed within an organisation can be

broken down into basic tasks or processes: transformation of inputs into outputs) and

e Continuous improvement (i.e. the most effective means of improvement is to use the
people who do the job to identify and implement appropriate changes, and

continuous improvement of products and processes)

Admittedly, the literature survey, found little or no disagreement on TQM precepts
and assumptions. Further, the most current studies suggest that some new aspects of

quality management should be given high priority on TQM agenda. Agreement on
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the vital role of soft aspects or people-based issues, for example, has emerged from
the most current studies on TQM precepts, however, for major rate of TQM failure
and the derive for improved performance either. In Wilkinson’s (1994) words, “most
work asserts the importance of human factor issues, but does not go beyond general

references to a need for training, enhanced motivation and changed cultures (quoted

by Wilkinson et al., 1998:4).

2.6 Quality Awards Criteria

There have been many recent developments and there will continue to many more, in
the search for a TQM standard or framework against which organisations may be
assessed or measure themselves, and carry out the so-called gap analysis (Oakland,
1998). As with all the research demonstrating the importance of benchmarking
techniques, to many organisations, Oakland pointed out, the ability to judge their
TQM progress against an accepted set of criteria would be most valuable. Given that
benchmarking and self-assessment tools are key to quality management approaches,
Camp (1989) comments that benchmarking is a continuous process of comparing an
organisation’s products, services, and processes against those of its toughest
competitors or those of organisational renowned as world class or industry leaders.
A number of studies have examined the application of benchmarking in different
organisations. A 1992 survey of the Fortune 1,000 companies by Thomas, for
example, revealed that 65 percent of the respondents used the benchmarking
techniques. In a survey of quality organisational context, as Whiting (1991)
demonstrated, benchmarking was a key component of the TQM process.

Also, several studies have been conducted to find out the reasons for tendency
towards benchmarking techniques and self-assessment tools. Accordingly, a number
of factors have been identified to encourage many countries to introduce local,

national, or transnational quality awards. Among these, as noted by Ghobadian and

Woo (1996), were:

e The importance of ‘quality’ as a significant contributor to competitive superiority

e The essential contribution of benchmarking and self-assessment techniques to

improving performance

e The success of the Deming prize as a catalyst for spreading quality methods in Japan
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Additionally, Ghobadian and Woo in addressing the broad aims of these awards

identified the following six aims:
1. Increase awareness of the importance of the ‘quality of offerings’ and interest in

‘quality management’ because of their important contribution to superior

competitiveness

2. Encourage systematic self-assessment against established criteria and market

awareness simultaneously

3. Prompt co-operation between organisations on a wide range of non-commercially

sensitive 1ssues

4., Stimulate sharing and dissemination of information on successfully deployed quality

strategies and on benefits derived from implementing these strategies

5. Promote understanding of the requirements for the attainment of ‘quality excellence’
and successful deployment of ‘quality management’
6. Stimulate organisations to introduce ‘quality management’ improvement process

The remainder of this section describes briefly the salient features of the major

quality awards and attempts to highlight their distinct attributes.

2.6.1 Deming Prize

The Deming Prize was established by the Board of Directors of the Japanese Union
of Scientists and Engineers (JUSE) in 1951. Its primary purpose was to spread the

quality gospel by recognising performance improvements flowing from the
successful implementation of company-wide or total quality control (CWQC or
TQC) based on statistical quality control techniques. The Deming Prize is open to
both individuals and groups and is presented annually (Ghobadian and Woo, 1996).
The core idea of Deming Prize, Oakland (1989) explains, is that the prize is given on
the basis of the degree of dissemination, state of application, and future promise in

statistical methods of quality control. There are three award categories (UJSE, 1992):
1. The Deming Prize for the individual — this is awarded to individuals who have
contributed to the understanding and application of CWQC/TQC
2. The Deming Application Prize
3. The Quality Control Award for Factories

The latter two prizes are awarded for the attainment of distinctive performance
improvement through the application of CWQC/TQC and statistical methods. The

Deming Application Prize is open to corporations or their subsidiaries. The Quality
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Control Award for Factories i1s only open to manufacturing sites. The Deming
Application Prize has a checklist containing ten primary factors. The factors are
further divided variously into a minimum of four and a maximum of 11 secondary.

Table 2.2 shows the primary factors of Deming Application Prize checklist.
Table 2.2 Deming Application Prize Checklist (Primary Factors)

1. Policies 6. Standardisation

2. Organisation and its operations 7. Control / Management

3. Education and dissemination 8. Quality assurance

4. Information gathering, 9. Effects
communication and its utilisation 10. Future Plans

5. Analysis

Source: UJSE (1992).
2.6.2 The Malcolm Baldrige National Quality Award (MBNQA)

The MBNQA (US Department of Commerce and Technology, 1993) has a seven
dimensional scheme that examiners use in assessing a company’s quality

programme. Each of the seven categories is further divided into a number of items.

Surveying the literature on TQM and MBNQA, Motwani (2001) concludes that these
seven criteria are made up of results-oriented requirements and focus on business
results. Therefore, the emphasis in MBNQA is more on achieving customer
satisfaction through continuous quality improvement and setting of a standard for
business excellence, rather than providing a holistic quality management framework.
MBNQA has four basic elements: Driver, system, measures of progress, and goal.

Ghobadian and Woo (1996) review evidence on MBNQA and highlight two key

assumptions which underpin the model:
1. Top management leadership is the primary driver of the business. Thus, like the

European Quality Award (EQA) and Australian Quality Award (AQA), Baldrige
recognises the crucial role of the top management in creating the goals, values and

systems that guide the pursuit of continuous performance improvement and external

orientation.

2. The basic goal of the quality process is the delivery of ever-improving quality and
value to customers. The model implicitly assumes that maximising customer

satisfaction is one of the most important corporate objectives and that enhanced

customer satisfaction translates itself into improved market share and profitability.
The Baldrige model, like the EQA model is strongly prescriptive in terms of
underlying philosophies and values. As Ghobadian and Woo (1996) indicated, the

model, however, does not prescribe any particular procedures, programmes, methods
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or techniques. In the words of Ghobadian and Woo: “It is an audit framework which
enables organisations to perform internal self-assessment and identify the areas that
need improvements and the values they need to enact in order to attain a culture and
operating system capable of attaining continuous improvement and customer

satisfaction” (1996:23). Table 2.3 presents the 1992 Malcolm Baldrige National

Quality Award Criteria.
Table 2.3 The 1992 Baldrige Award Criteria (1000 points total)

1.0 Leadership (90 points)
1.1 Senior executive
1.2 Management for quality
1.3 Public responsibility
2.0 Information and analysis (80 points)
2.1 Scope and management of quality and performance data
2.2 Competitive comparisons and benchmarks
3.0 Strategic quality planning (60 points)
3.1 Strategic quality and planning process
3.2 Quality and performance plans
4.0 Human resource development and management (150 points)
4.1 Human resource management
4.2 Employee involvement
4.3 employee education and training
4.4 Employee performance and recognition
4.5 Employee well-being and morale
5.0 Management of process quality (140 points)
5.1 Design and introduction of products and services
5.2 Process management-production and delivery
5.3 Process management-business and support
5.4 Supplier quality
5.5 Quality assessment
6.0 Quality and operational results (180 points)
6.1 Product and service quality
6.2 Company operations
6.3 Business process and support services

6.4 Supplier quality
7.0 Customer focus and satisfaction (300 points)

7.1 Customer relationships

7.2 Commitment to customers
7.3 Customer satisfaction determination

7.4 Customer satisfaction results
7.5 Customer satisfaction comparisons

7.6 Future reguirements and eerctations

Source: US Department of Commerce and Technology (1993).
2.6.3 The European Foundation for Quality Management (EFQM)

The EFQM / Business Excellence Model is a practical tool to help organisations to
establish an appropriate management system by measuring where they are on the

path to excellence, helping them understand the gaps, and then simulating solutions.
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In particular, the objective of the EFQM 1s to enhance the position of European
industry and commerce by strengthening the strategic role of quality in corporations.
The EFQM Excellence Model is a non-prescriptive framework based on nine criteria.

Five of these are ‘Enablers’ and four are ‘Results’. The ‘Enablers’ criteria that are:

Leadership, Policy and Strategy, People, Partnership and Resources, and Processes,
cover what an organisation does. The ‘Results’ criteria, in turn, consist of: Customer
Results, People Results, Society Results, and Key Performance Results, which cover
what an organisation achieves. Thus, ‘Results’ are caused by °‘Enablers’. The
model’s 9 criteria represent the criteria against which to assess an organisation’s
progress towards excellence (see Table 2.4). In particular, the model consists of 32
sub-criteria. Sub-criteria pose a number of questions that should be considered in the
course of an assessment. Finally, each sub-criterion is supplemented by some

guidance points. At the heart of the model lies the logic known as RADAR. RADAR
consists of four elements: (1) Results, (2) Approach, (3) Deployment, and (4)

Assessment and Review,
The EFQM awards two different prizes. The European quality Prize is awarded to

applicants which demonstrate excellence in the management of quality and the use of
TQM as the basic process for realising continuous improvement. Prize winners must
demonstrate that in the past few years their total quality programmes have made a
significant contribution to enabling them to meet expectations and satisfy customers,
employees and others with an interest in the company. The European Quality Award
(EQA), on the other hand, is presented to the most successful exponent of total
quality management in Western Europe. The winner of the EQA would have
excelled in the European marketplace (see, for further details, EFQM, 1999).

Table 2.4 EFQM/Business Excellence Model

1. Leadership 6. People satisfaction

2. People Management 7. Customer satisfaction
3. Policy and Strategy 8. Impact on society

4. Resources 9. Business results

5. Processes
Source: EFQM (European Foundation for Quality Management, 1999).

2.6.4 The Australian Quality Award (AQA)
The AQA was established by Enterprise Australia in 1988 to encourage the

indigenous companies to improve the quality of their offerings, raise their

performance to world-class level, and provide a benchmark for their achievements.
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The strategies they chose for the attainment of these objectives is similar to that of
the Baldrige Award and Deming prize. The underlying assumption of AQA is that
improved quality position will enable the Australian companies to compete more
effectively In an ever more competitive and global marketplace. The AQA’s
evaluation framework has six examination or evaluation categories. Management
leadership and customer focus are considered to be the main stimulus in the design of
the quality-oriented processes and procedures. Quality is seen as managing the total
organisation using quality principles.

The AQA model is based on the premise that quality improvement requires an
enlightened and influential leadership which drives the programme forward and
nurtures an innovative and creative workforce capable of meeting customers’
expectations. An underlying argument is that “to satisfy the external customers the
organisations need to ensure that internal customers are satisfied and the workforce is
happy and well motivated”. Furthermore, the model implies that ‘customer focus’ in
every activity is a necessary condition for achieving improved quality. The AQA’s
core concepts and framework are similar to that of Baldrige. Like Baldrige,
Ghobadian and Woo (1996) points out, business results are not included in the

evaluation process (see, for further details, AQA, 1994).

Table 2.5 depicts the six examination categories used to evaluate the Australian

Quality award’s evaluation framework.

Table 2.5 The Australian Quality Award’s Evaluation Framework (AQA)

1. Leadership

2. Policy and planning

3. Information and analysis

4. People

5. Customer focus

6. Quality of process / product and service (value to customer and improved

organisation and business performance)

Source: AQA (Australian Quality Award, 1994).
Some other additional advancement in TQM conceptual development and research

was achieved by TQM researchers over last decades. These studies have published
empirically validated scales for integrated TQM (Saraph ef al., 1989; Flynn et al.,
1994; Powell, 1995; Ahire et al., 1996; Black & Porter, 1996; Zeitz et al., 1997).

From an extensive examination of the voluminous literature on critical factors and

performance measures of TQM (e.g., Saraph et al., 1989; Flynn et al., 1994; Powell,
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1995; Ahire et al., 1996; Black & Porter, 1996; Zeitz et al., 1997), Motwani (2001)

comes to the conclusion that theses studies are more comprehensive in nature and

seem to incorporate most of the TQM implementation constructs. The series of

studies conducted by the above-mentioned researchers have provided valuable

contributions in terms of operationalising quality practices and the development and

testing of associated measurement scales. Each of these studies precisely analysed by

Motwani, and briefly presented in Table 2.6.
Table 2.6 Comparative List of Critical Factors of TQM Identified in the Six Empirical Studies

Saraph ef al. (1989) Flynn ef al. (1994) Abhire et al. (1996) Zeitz efal. (1997) Black and Porter (1996)

Top management
leadership

Quality data and
reporting

Process management

Product/service
design

Training

Supplier quality
management

Role of the quality
department

Employee relations

Top management Top management

support commitment
Quality information  Internal quality
information usage
Process management
Product design Design quality
management
Workforce Employee training
management
Supplier involvement  Supplier quality
management and
supplier performance
Employee Employee
involvement suggestion
Employee
empowerment
Customer Customer focus
involvement
SPC usage
Benchmarking

Management support  Strategic quality

Use of data

management and
corporate quality culture

Quality improvement
measurement system and
communication of
improvement information

Operational quality planning

External interface
management

Supplier relationships  Supplier partnerships

Employee
improvements

Customers

Supervision

People and customer
management

Customer satisfaction
orientation

Powell (1995)

Executive commitment
and adopting philosophy

Measurement and zero
defects mentality

Process improvement an¢
flexible manufacturing

Training

Closer to suppliers

Employee empowerme

Closer to customer

Benchmarking

Source: Motwani (2001); Saraph et al. (1989); Flynn et al. (1994); Ahire ef al. (1996), Zeitz et al. (1997); Black & Por
(1996); Powell (1995). '
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Based on the thorough examination of these empirical studies, Motwani (2001)
strongly felt that a blending of the six instruments was the best approach to take for
the identification of critical factors of TQM. As a result, through a judgmental
process of grouping similar requirements and based on extensive survey and
synthesis of TQM literature, Motwani offers a set of critical factors / dimensions and

more than 45 supporting performance measures of TQM, and concludes that an

integrated TQM can be viewed as a composite of the following seven constructs:
1. Top management commitment

Quality measurement and benchmarking

Process management

Product design

Employee training and development

Supplier quality management

A A o

Customer involvement and satisfaction

All the above-mentioned factors and constructs span the entire range of activities
deemed critical by TQM authors. In sum, one thing that they all have in common is
they recognise that there are no short-cuts to quality, no quick fixes, and that
improvement requires full commitment and support from the top, extensive training

and participation of all employees.

2.7 Perspectives on Quality Practices: ‘Hard’ and ‘Soft’ Quality Factors

The quality management literature abounds with different analyses and conclusions
that arise from how the quality management is viewed and how it is seen to fit in
with all generally accepted precepts and assumptions raised throughout the literature
by academia and practitioners. Honeycutt (1993:3), for instance, views TQM “as an
umbrella for several fundamental business concepts”, but more fundamentally there

are two quite different perspectives on TQM (Torrington & Hall, 1998:300):

1. The ‘hard’ statistical approach, which emphasises measurements of production,
proportion of products that does not conform to specification, reasons for this, and

resultant changes that are required to prevent future similar problems. This
perspective depends heavily on two techniques. The first is statistical quality control
(SQC) and the second is statistical process control (SPC).

2. The ‘soft’ people-based approaches, which emphasise worker empowerment,

teamwork, devolved responsibility, open communication, involvement, participation,
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skill development and generating commitment to the quality objectives of the

organisation.

A typical perspective on TQM practices in this mode is that of Wilkinson and others
(1998) who view TQM in two aspects: the so-called ‘hard’ and ‘soft’ aspects. The
former, Wilkinson et al. (1998) argue, reflects the production orientation of the
quality ‘gurus’, whilst the soft side emphasises on the management of human
resources in the organisation and lays particular focus on the need to change culture.
Retlecting on the model of TQM proposed by Oakland (1998), the review of the
literature suggests that the key components that impact on TQM implementation are
synergic blend of ‘hard’ and ‘soft’ quality factors. Such factors have been thoroughly
analysed by Thiagarajan and Zairi (1997) in the article ‘a review of total quality
management 1n practice: understanding the fundamentals through examples of best
practice applications.” According to Thiagarajan and Zairi, systems and tools and
techniques such as those that impact on internal efficiency (e.g. quality management
systems, cost of quality and statistical process control), and external effectiveness
(e.g. benchmarking and customer satisfaction surveys) are examples of hard quality
factors. Soft quality factors are intangible and difficult-to-measure issues and are
primarily related to leadership and employee involvement. They also argue that ‘soft’
quality factors may best be seen as issues discussed under leadership, internal
stakeholders, and management policy. In other words, these are 1ssues that impact on
maximising organisation-wide support and involvement in attaining the quality goals
of an organisation.

Soft aspects of TQM was further analysed by Wilkinson and Witcher’s (1992) study

illustrating soft quality factors as ‘internal marketing’ including the following issues:
e Senior executives commitment and involvement, actively demonstrated
o Comprehensive policy development and effective development of goals

e Entire workforce commitment to quality goals of the organisation

¢ Supervisors, unit heads, and divisional managers assume active new roles
e Empowerment

e Effective communication

e Internal customer supplier concept

e Teamwork

e System for recognition and appreciation of quality efforts
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e Training and education

Thiagarajan and Zair1 had developed the point about ‘soft’ elements as being long-
term 1ssues, 1n a 1997 article, something that cannot be, in their words, “switched on
and off, and therefore, must be emphasised and addressed accordingly in an
organisation’s TQM implementation plan” (p.416). While the effective manipulation
of the ‘soft’ factors is essential to the attainment of the quality goals of the
organisation, they also emphasise that these factors must be supported by the ‘hard’
factors to manage, track and improve the journey towards achieving the goals. ‘Hard’

factors, as they identified, include:

¢ Benchmarking

e Performance measurement
e Management by fact

e Management by processes
e Self-assessment

e Quality-control tools and techniques

o Cost of quality process and documented quality management system
¢ Supplier management

e Customer management

Moreover, Pegels (1993) describes ‘hard’ factors as tactics rather than strategies, and
Black (1993) comments that these factors extend the power of TQM in an
organisation. Wilkinson and others (1998) devote a chapter of their book titled:
Managing with total quality management: theory and practice’ to ‘the nature of
quality and TQM’ and give a detailed account of the quality management practices
and principles including ‘hard’ and ‘soft’ issues. ‘Hard’ factors as Wilkinson ef al.’s
(1998:14-15) study report, involves a range of production techniques, including
statistical process control, changes in the layout, design processes and procedures of
the organisation, and use of the seven basic TQM tools used to interpret data (process
flowcharting, tally charts, Pareto analysis, scatter diagrams, histograms, control
charts and cause and effect analysis). The design process can also be improved by the
new seven tools: the affinity diagram, relationship diagram, tree diagram, matrix
chart, matrix data analysis, process decision program chart and arrow diagram

(referred to as quality function deployment: QFD). Other techniques include failure
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mode, effect and criticality analysis (FMECA), which studies potential failures to
determine their effects and is often used at the design stage. -

On the other hand, the soft side focuses on the management of human resources in
the organisation and lays particular emphasis on the need to change culture.
However, they conclude that there is little discussion on how the people side of TQM
should be developed, and more precisely, in the words of Wilkinson and others,
“largely ignore it in practice” (1998:4). Wilkinson et al.’s (1998) review gives the
impression of a widening rift in the publications on TQM between the academic and
business-led research, with little awareness of the vital role of people-based issues,
and the academics who endlessly dissect the minutiae of the soft factors but who
display little interest of the practical issues and desired TQM outcomes. To magnify
this gap, they (1998:15) borrowed a quote from Hill (1991: 559): “While solutions to
the technical issues of designing appropriate systems and procedures are fully
specified, there are lacunae in the treatment of the social factors”. Finally, they
attempt to integrate both as an integral part of the same model and are very succinct
on identifying the determinants of both hard and soft approaches. In short, Wilkinson
and others’ argument is thorough and is closely associated with quality management
gurus’ notions (see, for example, Juran, 1989).

Obviously, when TQM 1is seen from a hard perspective, the concentration is on
technical quality of the product and the process. Therefore, it is not reasonable to
expect a high level of personnel involvement in strategy development. This
especially applies in those organisations where TQM has just been applied to the
technical manufacturing function. Thus, a critical area, but one that is emphasised is
the matching of human resource strategies to TQM. For TQM to be effective it is
essential that personnel strategies reinforce the quality message rather than pulling in
another direction (Torrington & Hall, 1998). The revised European Foundation for
Quality Management (see, EFQM, 1999), and indeed the latest revision of UK
Investors 1n People (see, IiP, 1998, 2002) standard, both placed increased emphasis
on the consideration of culture and employee motivation in terms of delivering
organisational outcomes. In particular, the EFQM Excellence Model Criteria for
‘people satistaction’ was enhanced in April 1999 to recognise more comprehensively

that ‘people results’ need to address for more than merely an annual measurement of
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satisfaction. The importance of employee is precisely reflected in the EFQM/
Business Excellence Model, since two out of nine criteria deal with employee-related
issue (1.e. ‘people’ and °‘people results’). Applying quality criteria within the
personnel function is not only an essential part of TQM, but also enables the function

to act as a role model for the rest of the organisation and understand first hand
problems and issues. Further, it gives the function the credibility to carry out

implementation activities.

In general, these are pure forms and most organisations will implement some
combination of these approaches. Historically, the statistical approach came first and
there 1s a large degree of movement towards the people-based approaches. However,
many of the reported problems with TQM have been identified as people problems
and indicate a neglect of the people 1ssues (see, Wilkinson et al., 1993). A 1993 IPM
survey in the UK, for example, identified that four out of five organisations
experiencing people problems centred in implementing quality initiatives. Thus, it is
important that all personnel system support quality achievements (Wilkinson et al.,
1998). Oakland (1998) was trying to give support to the collective responsibility for
TQM commenting: the requirement that quality should be inherent in the system,
rather than simply a procedure for checking for faults and defects, shifts the
emphasis of control from outside the individual to within, with everyone accountable
for their own performance. To sum up, as Wilkinson (1994) demonstrated, whilst all
the theorists recognise people as an element in quality management and make at least
some reference to human resource issues, however, each takes a different approach

to the contribution people make, and places a quite different emphasis on the people

management aspects of the system. Deming, Feigenbaum and Ishikawa, for example,

all see people as a vital element of successful quality management, whereas Crosby,

Juran and Taguchi downplay their role (IPM, 1993).

2.8 TQM Implementation

Surveys consistently show that TQM should be tailored to an organisation’s needs,

because implementing TQM is a major task, as Wilkinson and others (1998) put it:

“TQM is difficult to implement, with many attempts failing in early stages...” (p.
60). In a similar vein, Reavill (1999) provided some verification of this importance

by arguing that implementation process must be consistent with the existing culture
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for success to be achieved. Among the many quality practitioners who have stated
that TQM needs to be tailored to the organisation is Atkinson (1990). Organisations,
Atkinson argues, employ different technology and differ in terms of histories,

backgrounds, markets, products, and human capital. Consequently, the drive towards

continuous improvement has to be handled differently.

Silvestro (2001) further recognised and verified the need to reflect on the danger,
which comes in the wake of adopting any generic model of TQM implementation, as
he puts it: “The tendency to develop a static and fixed view of TQM principles and
management practices which all organisation should strive to implement regardless
of their operational context” (p.286). Silvestro’s study to explore the implementation
of TQM in different types of service, produced results consistent with the literature
and recommends that future models of TQM will consist of not so much in a fixed
set of precepts, but in series of strategic and operational choices which service
managers can consider in planning their implementation of TQM. Table 2.7 briefly

compares the main characteristics of TQM in the past and future.

Table 2.7 The Main Characteristics of TQM: Past and Future

Twentieth century TQM TQM into the new millennium
TQM as the “holy grail”: a state TQM as a journey: a process of continuous
of excellence to strive towards improvement

Universalist approach to implementation Contingency sensitive approach to
implementation

Prescriptive, evangelical promotion Revisionist approach: recognition of the

of tools and techniques evolutionary nature of best practice

Fixed, static model of TQM TQM conceptualised as a series of
strategic and operational choices

Focus on management control Development of the ‘softer’ aspects

systems to support TQM of implementation, particularly in

professional services
Source: Silvestro (2001:286).

Further, Mann and Kehoe (1995) have recognised the link between profile of the
organisations and implementation of TQM. In more accurate language, they note that
the characteristics of an organisation can even affect the implementation of TQM at
different sites within a company. In investigating which characteristics of an

organisation affect the implementation of TQM, Mann and Kehoe identified that
there were variations in the use of quality activities dependent on the characteristics
of organisations. The findings, for example, indicated that companies with a large
number of employees were more likely to have implemented TQM. In a similar vein,

Rayner and Porter (1991) further identified customer pressure, anticipation of
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certification request, additional requirements from potential customers, and the
ambition to capture a larger market share as the driving forces towards certification.
Moreover, in a review of the current works on TQM implementation, Rayner and
Porter summarised most of studies on ISO 9000 implementation in small businesses

and have come to the conclusion that the impetus to attain certification comes not

from a desire to improve, but from pressure by companies. In a study by Mann and
Kehoe (1995) on the factors affecting the implementation stage of TQM, they
provide some useful insights into the issue of TQM implementation and have come
up with 24 secondary quality critical organisational characteristics (QCOCs) as
affecting the implementation of TQM. These were then categorised into seven

primary QCOC:s for clarity in Table 2.8.
Table 2.8 The QCOCs Affecting the Implementation Stage of TQM

Primary QCOCs Secondary QCOCs
1. Process factors Method of manufacturing
2. Type of employees Skill level
Level of education
Length of employment

Age distribution of employees
Employees’ level of product contact
3. Shared values Employee’s attitude to change
Business performance
Organisation’s age
Methods used
Understanding of quality improvement need
Salary
Working conditions
4. Management style Management board’s attitude towards change
Middle management’s attitude towards change
Junior management’s attitude toward change
Leadership style
Management planning
Departmental interaction
5. Organisational structure Organisational structure description (number of sites)
Stability of organisational structure
Geographically integrated
6. Number of employees Number of employees
7. Industrial relations Industrial relations

Source: Mann and Kehoe (1995).
Having viewed TQM as a major socio-technical system and an organisation-wide

intervention, Lakhe and Mohanty (1994) came to the conclusion that TQM must be

approached in a systematic, pragmatic, well-thought-through. In this regard, Sink
(1991) has suggested the following approach to design, development and
implementation of TQM in the form of nine stages (including stage 0):

Stage 0: Understanding of the organisational system
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Stage 1: Developing a strategic plan for the TQM effort
Stage 2: Planning assumption

Stage 3: Specifying strategic objectives

Stage 4: Specifying tactical objectives

Stage 5: Implementation planning

Stage 6: Project planning

Stage 7: Measurement and evaluation

Stage 8: Evaluation, accountability, follow through, ensuring effective implementation
A thorough analysis of what is required by organisations to successfully implerﬂent
TQM practices has been set out in an article by Gudim and Meer (1995). Their
analysis 1dentified four stages involved in implementing TQM as follows:

1. Diagnosis

2. Management focus on and commitment to quality

3. Cascading of quality process throughout the organisation

4. Evaluation of the new process and relaunch where appropriate

Moreover, each of the above steps, Gudim and Meer emphasise, should be supported
by proper tools and techniques. Some of the more important considerations in
implementing successful company-wide quality control programmes in Japanese
companies, as outlined by Ishikawa (1985), are: top management involvement,
emphasis on training and education, a formal organisation of quality, the use of
informal quality control circles, giving awards and, above all, lots of patience.
Oakland (1989) emphasises that in planning the implementation of TQM the first
decision is where to begin and this can be so difficult that many organisations never
get started. This has been called TPQ (total quality paralysis). The 13 steps to TQM

by Oakland help senior management bring total quality into existence. Despite of the
importance of preliminary steps which form the foundation of the whole TQM

structure, he believes that too many organisations skip these phases and as a result

they will soon lead to insurmountable difficulties and collapse of the edifice. As
mentioned earlier, the last step introduced by Oakland to TQM, 1s implementation of
TQM. Other studies (see, for example, Wilkinson et al., 1993, 1994, 1995)
emphasised on the following two key issues in the implementation of quality
management: First, the allocation of responsibility for quality, and second, quality

measurement. With regard to the former, Wilkinson and others (1998) argue that
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quality management should be the responsibility of all employees at any level of the
organisation rather than a quality-related department. Wilkinson et al. (1998:75) also
elaborate on the second point by stating “whilst quality management techniques seem
to offer benefits to organisations, however, introducing an initiative will not of itself
guarantee benefits” (see, for further details, Wilkinson et al., 1998: 71-75).

A brnief review of the above-mentioned arguments on TQM literature indicates that
the TQM literature has been criticised for being heavily prescriptive in tone,
providing implementation guidelines which are universal and insensitive to business
culture. As a consequence, some researchers (e.g., McManus, 1994; Silvestro, 2001)
have responded to the call for a more contingency sensitive approach to the
conceptual development of the TQM literature by suggesting that its implementation
does and should vary between different types of service, differentiated on the basis of
their volume and variety characteristics. Silvestro (2001), for instance, discusses the
differences in implementation of TQM in different types of service process, using a
typology, which distinguishes between services positioned along the continual of
volume and variety. To do this, Silvestro conducted a case-study-based analysis of
the implementation of six core TQM precepts (i.e. customer orientation, leadership,

empowerment, continuous improvement, elimination of waste, and quality

measurement) to explore differences in implementation between professional (low
volume, customised) services, mass (high volume, standardised) services and service
shops (positioned midway on the continua). The study revealed some significant
differences in the maturity of TQM implementation in the different types of service.
The results suggest that mass services are conducive to the implementation of quality

management, SPC and preventative approaches to quality improvement. Professional

services, however, are more conducive to the cultural managerial changes associated

with TQM. Interestingly, whilst it was hypothesised that TQM practices would be
most readily transferable to mass services, the results suggested that service shop was

the most conducive environment for TQM implementation. Also, McManus (1994)
in a comparative analysis of Japanese quality perspective and the UK quality

approach has come up with two critical points - consistent with the aforementioned

findings - for successful implementation of TQM:
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1. Careful assessment of the factors supporting and hindering TQM in the organisation,
and the adaptation of the approach to meet the strengths and needs of the
organisation

2. Firm, long-term commitment by top management to quality

Overall, the literature on TQM implementation, then, suggests the following
generally agreed criteria for successful implementation of TQM (see, Honeycutt,
1993, Fickler, 1989):
¢ Top-down managerial commitment, implementation and support of TQM
e Training and support of every member of the organisation to a commitment
to ‘get the job done right the first time’.
e A management perception of their corporate processes as a holistically
interacting system
e A structured and rational method of measuring quality and the process
variables associated with quality
The discussion of the outcomes further support for the conclusions emerging from
the analysis of the TQM implementations. Significant changes have taken place in
quality management initiatives. However, the problem of TQM implementation
remained. Thus, without taking into account a list of context-dependent factors
similar to those conditions above, TQM merely becomes another panacea, doomed to
failure. Otherwise, the bottom line is clear: without a strategy to implement TQM

through system, capability and control, the expended effort will lead to frustration.

2.9 TOM Failures: Some Fundamental Causes of Unsatisfactory Results

Many programmes have been undertaken during the past decade to introduce TQM
to a wide spectrum of organisations. To find out the logic behind such high

enthusiasm towards adoption of quality management approaches, Reavill (1999) has
reviewed the related literature on TQM and concluded that the success of early
examples in manufacturing industry encouraged its adoption by the service
industries, and more recently in the public sector as an outcome of a government
policy of introducing private industry concepts. Overall, some programmes are
believed by the organisations concerned to have been successful, whilst others have
been designated as ‘failures’. Although, the general perception was that the vast

majority of such implementations of TQM were successful, however, as Reavill
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points out, this perception is strengthened by the views of the many consultants who
give advice on the subject. Put it in another way, consultants are unlikely to criticise
a product they are selling, or publish articles, which throw an unfavourable light on
their product. In a similar vein, taking a survey approach among some UK-based
organisations - in association with The TOM Magazine - Kearney (1992) concluded
that only 20 percent of 100 British companies surveyed believed their quality
programmes had achieved tangible results. They further recognised that many of
TOM programmes were considered ‘unsuccessful’ by the managements who had
instituted them (see also, Smith ef al., 1994:75; Wilkinson et al., 1998:65). As
discussed earlier, a review of the current academic literature on TQM
implementation (see, for example, Lakhe & Mohanty, 1994; Gudim & Meer, 1995)
indicates that implementation of TQM is not as easy task as it requires a total change
in organisation culture, shifting of responsibility to management, and continuous
participation of all in the quality improvement process. The survey data from Lakhe

and Mohanty (1994) and Gudim and Meer (1995) identified the roadblocks and

major challenges regarding implementation of TQM as:

e Lack of participation of managers e Lack of customer orientation

e Overlapping of responsibilities of e Lack of clarity in measurement
leadership systems

e Limited resources o Lack of a generally accepted and

o Fear of change precise  definition of TQM

e Work overloads components

e Lack of comprehensive quality

improvement education

Similarly, Macdonald (1995) recognises ten principal reasons for disappointment and

the major challenges to TQM implementation efforts in organisations as:

e Lack of management commitment o (Culture change versus project

o Lack of vision and planning approach

o Satisfaction with the quick fix o Institutionalised quality

¢ Tool-bounded process management

e Quality too constraining e Lack of real people involvement

e Satisfaction with customer e Lack of real business measurable
satisfaction
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Although TQM is receiving global acceptance and every organisation tries to follow
and implement TQM, similar empirical research, however, does indeed reveal a
considerable degree of TQM failure due to a variety of factors. Oakland (1989), for
instance, asserts that during the introduction of TQM, or several years into its
implementation, different types of problems may arise. In this regard, Dale and
Lightburn (1992) also report that not all companies are willing to embrace the
fundamentals of TQM. Gudim and Meer’s (1995) study of Scottish companies
revealed that lack of involvement of lower-level employees, inadequacy of before
and after explanations given to employees, lack of measurement of TQM benefits,
and monitoring of the TQM implementation process were the most important issues
influencing the favourable outcome of the process of TQM implementation. In a
similar survey by Singh (1985) to assess the status of TQM in India showed that only
39 companies out of 1,000 surveyed are practising TQM to some extent. Singh has
strongly reported that these organisations are not able to distinguish between TQM
and quality control. Also, Lewis (1992) compared the attitudes of Spanish and
American quality assurance managers and concluded that many of the responses of
both groups were incompatible with TQM principles. Lewis further recommended
managers from both countries to be properly educated in TQM principles.

A far-ranging and thorough study on the evaluation of TQM is by Wilkinson et al.
(1998:61-87) who place their analysis into both the importance of quality in business
strategies and evaluation of TQM. Having compared the findings of the six major
European studies on the effectiveness of TQM (i.e. Kearney, 1992; London Business
School, 1992; Durham University Business School, 1992; Economist Intelligence
Unit, 1992; Bradford, 1992; Institute of Management, 1992/3) with US-based studies
(i.e. Conference Board Studies, 1989; General Accounting Office: GAO Study,
1990; Centre for Effective Organisational Surveys, 1993; North-eastern US study,

1995; International quality Study, 1992), the results suggest that quality management
has become more widespread in both the UK and the USA. Although the research

had demonstrated some evidence of successful implementation with a significant
impact on organisational performance, the results were, however, in the words of

authors, “disappointing for the proponents of TQM in a large number of cases” (p.

86).
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Despite of the above challenges to TQM, Macdonald (1995) notes that all these
disappointments can be avoided. The key to lasting success lies right at the start of
the journey to continuous improvement. In other words, the effectiveness of the
original assessment and the comprehensiveness of the plan to manage the change are
the real basis for a successful journey. The key issues from Wilkinson et al.’s (1998:
87) viewpoint are, as they put it succinctly: “it much depends on the particular
organisation, the approach that management adopts, and the commitment that is
shown to its development”.

2.10 Quality Management: Universal Orientation versus Contingent Approach
Like other recent management philosophies, quality management provides a set of
mutually reinforcing principles, each of which is supported by a set of practices and
techniques (Dean & Bowen, 1994), being advocated as universally applicable to
organisations and organisational activities (Crosby, 1979; Deming, 1986; Juran,
1986) with virtually no attention to the nature of the uncertainty faced by the
organisation. It is, Saylor (1992) argues, a people oriented, management-driven,
customer-focused management philosophy using structured, disciplined, operating
methodology. Wolford (1991:51) similarly notes that “the concepts and tools of
quality management initiates the ability of fundamentally change and improve the
processes and quality in one’s own organisation”. Consequently, many companies -
in particular, within the last decade - have now embedded quality management
practices to their normal operations, and more and more, these practices are being
stripped of their faddish connotations to the point that nowadays it is generally
accepted that quality management is here to stay (Sousa & Voss, 2002:91). The
concept of competing through the adoption of best (world class) practice 1n a wide
range of areas - consistent with the core features of TQM as universally applicable to
organisations and organisational activities - was developed by Hayes and

Wheelwright (1984) and widely disseminated by such works as Schonberger’s

(1986). In search for such tendency towards universalism in the conceptualisation

and diffusion of TQM, Voss (1995) argues that the following three main stimuli have

brought best practice to greater prominence:
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1. The outstanding performance of the Japanese manufacturing industry has led

to a continuous focus in the West on identifying, and adopting Japanese

manufacturing practices.

2. The growth of business process-based approaches and benchmarking: this has
led companies to identify their core practices and processes and to seek out

best in class practice; and
3. The emergence of awards such as the MBNQA and the EQA.

TQM advocated as universally applicable to organisations, however, “is in danger of
being ‘oversold’, inappropriately implemented, and ineffective” (Sitkin et al.,
1994:538). Indeed, Sitkin et al. note, this may explain some of the failures of TQM
that have received attention in the popular press (e.g., Kearney, 1992; Smith et al.,
1994; Wilkinson et al., 1998). Wilkinson et al. (1992) succinctly captured this issue

based on three case studies and provided four reasons in response to: Why

organisations find it difficult to sustain commitment to quality management, as

follows:

1. The approach to TQM adopted by these firms departed from the prescriptions
of TQM advocates by being ‘bolted on’ to existing activities. There was also

a ‘quick fix’ approach rather than a long-term commitment.
2. TQM can lead to conflict between different interest groups within

management. Managers are ‘political actors’ not the mere technical resource

assumed by the prescriptive literature.
3. The industrial relations implications are often neglected.

4, There 1is potential contradiction between employee involvement and

managerial needs for control.

The universal orientation of quality management, however, has been pointed out as

contrasting with the contingent approach of management theory in general (Dean &
Bowen, 1994). That is, Sitkin ef al. (1994:2) point out, when systems are poorly

attuned to contextual requirements, a number of problems may ensue. According to
contingency perspective, TQM principles and associated practices should be matched
appropriately to situational requirements. If not, the potential contributions of TQM

could be lost. Furthermore, Sousa and Voss (2001:384) argue, more recent rigorous

academic studies have raised doubts as to the universal validity of the whole set of
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quality management practices. The existing literature, although sparse, clearly raises
the possibility of quality management practices being context dependent. Four
studies stand out as the main rigorous and explicit efforts in this area: Benson et al.

(1991), Sitkin et al. (1994), Reed et al. (1996), and Sousa and Voss (2001). Sousa
and Voss’s (2001:400) study, for instance, strongly suggests that process quality

management practices are contingent on a plant’s manufacturing strategy, and
identifies mechanisms between individual process practices, forming an internally
coherent quality management practice configuration matching a plant’s
manufacturing strategy configuration (see also, Maani, 1989; Powell, 1995; Dow et
al., 1999; Ahire, 1996). In sum, all these studies have directly or tangentially
addressed the influence of context on quality management practice thus lending
support for a contingency approach to TQM. As a consequence, this raises the
question of whether the disappointment and dissatisfaction with TQM results are due
to conceptual flaws in the TQM approach or implementation deficiencies. Most
authors (e.g., Atkinson, 1990; Hackman & Wageman, 1995; Wilkinson et al., 1998;
Reavill, 1999; Samson & Terziovski, 1999; Silvestro, 2001) recognise the virtues of
the broad quality management model and attribute failures to implementation
problems (see, for further details, Sousa & Voss, 2001). In short, the overall patterns
that emerge from the above review of the literature suggest that (Sitkin et al.,
1994:538):

“TQM is not a panacea that can be unthinkingly used, but that 1t must be
implemented with a clear sense of the degree to which the context is characterised by
uncertainty, nonroutineness, and / or instability”; or in Wilkinson ef al.’s (1998:183)
vView:

“The success or failure of quality management initiatives may have more to do with

organisation-specific factors, particularly the extent to which initiatives are

implemented in a strategic manner with continuing management commitment, than

with sectoral factors”.

2.11 Summary
The purpose of this chapter has been to provide a synoptic picture of TQM including

its origins, evolution as well as its key concepts and practices. TQM is seen as an

approach to improving the effectiveness and flexibility of business as a whole.
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Further, proponents of TQM maintain that there is a universal set of practices that, if
implemented, will lead to high performance. To discuss these critical factors and
performance measures of TQM in more detail, the ideas and approaches of a small
group of American and Japanese quality gurus have been highlighted. It has been
concluded that an integrated TQM can be viewed as a composite of following
factors: top management commitment, quality measurement and benchmarking,
process management, product design, employee training and development, supplier
quality management, and customer involvement and satisfaction. Next, in a search
for a TQM standard or framework against which organisations may be assessed or
measure themselves and carry out the so-called ‘gap analysis’, the major quality
awards criteria have been discussed and compared. Then, since, it is believed that
TQM should be tailored to an organisation’s needs, a thorough analysis of what is
required by organisations to successfully implement TQM practices has also been set
out. To this end, ‘hard’, and ‘soft’ quality factors have been highlighted. However,
having reviewed the literature on TQM implementation, it can be concluded that
many quality programmes by the organisations concerned to have been designated as
‘failure’. More detailed analysis of the works of TQM gurus such as Crosby (1979)
and Ishikawa (1985) by Wilkinson et al. (1998) reveals that the success of TQM is
dependent on a people orientation. It has become a widely held premise that, Pfeffer
(1994) argues, people provide organizations with an important source of sustainable
competitive advantage (see also, Mak, 2000); and that the effective management of
human capital, not physical capital, may be the ultimate determinant of
organmizational performance (Reich, 1991). Regrettably, as Wilkinson (1994)

demonstrated, quality management faces its biggest problem in ‘soft’ areas such as

workforce management, and there is little discussion on how the people side of the

TQM should be developed (see, for further details, Wilkinson et al., 1998; Flynes,

1999).
As a result, an underlying theme in this research is that firms should create a high

degree of internal consistency, or fit, between their HR activities and TQM
requirements. As Baird and Meshoulam stressed, a firm's HR activities “must fit with

and support each other” (1988: 122) if peak organizational performance is to be

achieved. A quick review of such HR activities indicates that management decision
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on these issues will be made on the outcomes of performance evaluation practices, as
Storey (1995) call it, the most surveyed HRM function. However, as mentioned
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