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Abstract

This paper examines the background history and concept of Total
Quality Management (TQM), a comparison of TQM with Business
Process Reengineering (BPR) and Sx Sigma, challenges facing TQM
implementation in contemporary organizations, and offers a number of
strategies/success characteristicmodels  for  successful  TQM
implementation thereby enhancing the chances of turning TQM
rhetoric/concept  into  reality in  modern  organizations.
Recommendations include a culture review by management to
accommodate TQM introduction/implementation and linking quality
initiative objectives with departmental and organizational strategy to
decrease the likelihood of failure.

I ntroduction
Organizations are usually involved in manufacturofgproducts or
provision of services that are offered for saleptiential customers
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and clients. There are major issues to be conslderthe sale of these
products or services, which include price and ¢qualio Heizer and
Render (1993) quality is often the major issue bhsegoor quality can
be very expensive for both the producing firm amel tustomer. It is
therefore imperative for every organization’s opiera manager to
ensure that his or her firm delivers a quality prcidor service at the
right place, at the right time and at the righteri

In view of this, the continuously growing compaiti in the
market place has forced many contemporary Nigesrganizations to
start focusing on quality improvements and costicddn in order to
stay competitive. However with the continued growthcompetition,
managers were forced to pursue corporate strateggyis customer-
focused (Oni, 1998). Thus, a systematic and coatisuwork with
quality improvement and quality methods constitudestral activities
that should be implemented in an environment offearacterized by
limited resources available, high workload and byakforce where
few, if any, employees are familiar with quality theds.

Thus, today customer expectations are rising. dDosts
choose from among the competing firms, which predac offer the
best products and services for their money. Tleisdrtowards getting
customers satisfied at consistently lower realgsimulated interest
in the TQM concept. TQM is the management conceget on the
principles of total customer satisfaction, employeeolvement,
continuous improvement, and long- term partnersinph suppliers
and customers.

The concept of TQM has dominated the managemenedoe
some decades. Many organizations all over the waale tried to use
TQM to achieve increased competitiveness and ingarofinancial
results. Some organizations have succeeded. Foanoes quality
award recipients show better financial results thamparable
‘average companies’ (Hendericks and Singhal, 19d@jvever, many
organizations have also failed (Cao, Clarke andahely, 2000). In
other words, there have been significant debatgardeng the success
of TQM in business organizations. These have beswden those
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supporting it for bringing improvements in performca and those
considering it a failure and fad.

In view of this, in a situation where there is eoBY strategic
intent to promote quality as a strategic advantageugh TQM, there
is lack of achieving this due to poor communicatiand policy
infrastructure, lack of quality strategies to ast @ foundation and
continuing misperceptions of TQM by company lead@&mssides the
above challenges, there are several other reasmnghése mixed
results from TQM, and the failures have tarnisheel TQM star and
have intensified the search for turning the TQMoahe into reality. In
other words, working around cum overcoming the lehgles facing
TOM through effective and efficient strategies fofrQM
implementation and the success characteristics/im@dsociated with
it will turn the TQM rhetoric into reality.

Against this background, this paper examines TQMcept,
reality and challenges. After this brief introdoat the rest of the
paper is structured as follows: background histdr§y QM, concept of
TQM, comparison of TQM with BPR and Six Sigma, ¢tades of
TQM implementation in contemporary organisationsality and
models of TQM implementation, recommendations amtthusion.

TQM: Background history

The origin of the name TQM is disputed (Martinez-dmte, Dewhurst
and Dale, 1998: 378-386). The Quality Movement &ésng history.
Often its development is described in terms of ar-fthase model
consisting of quality inspection, quality contrgljality assurance and
total quality management (Bergman and Klefsjo, 2003O0ther
descriptions of the development of TQM include twohools of
thought: the Deterministic School of Thought an@ tGontinuous
Improvement School of Thought. The Deterministich&d of
Thought evolved around a deterministic view of itgakith a belief in
the existence of one best way. This means thatoocmaince to
standards is the best way to meet customer reqgeiresmOn the other
hand, the Continuous School of Thought is foundea oeality full of
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variation, with an awareness of improvement po&titi every aspect
of work. Continuous improvements are used to redheeimpact of
environmental changes and other variations. TherbBehistic School
has its origins in Taylorism and was developed hbugia Philip
Crosby and the international 1SO 9000 series ohdseds. The
continuous improvement school has Walter A. ShewArmand
Feigenbaum and Edwards W. Deming as some of itsdigeads. To
Bergman and Klefsjo (2003), the two schools areernily converging.

Thus, the basics of what we today call TQM may bted to
the early 1950s and are often referred to as baseflndamental
works from people like Edwards W. Deming, JosephJdran and
Kaoru Ishikawa. Learning the basics from Deming amdhn, Japanese
companies extended and customized the integrat@doagh and
culture of TQM. Arguably, the economic growth an@mafacturing
dominance of Japanese industries in the 1980s eatttbuted to the
successful application of TQM (Basu, 2004: 44-6Mfuch of the
Japanese success was based on the three fundateaatalof Juran’s
view of quality programmes; upper management lesduigrof quality,
continuous education on quality for all, and anwaimplan for quality
improvement and cost reduction- foundations thathle way, still are
valid today.

Concept of TQM

Different definitions and descriptions of TQM habeen presented
over the years. Dale (1999) is of the view that T@M management
approach of an organization, centered on qualitgsed on the
participation of all its members and aiming at ldagn success
through customer satisfaction, and benefits tonadimbers of the
organization and to society. Several definitionghwa system
emphasis have been suggested. One of these defnis that from
Hellsten and Klefsjo (2000), who defined TQM as cantinuously
evolving management system consisting of valueshogelogies and
tools, the aim of which is to increase external amdrnal customer
satisfaction with a reduced amount of resourcesisdd on this
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definition, TQM can be characterized by a number vaiues,
illustrating how to act in professions. The valueslude continuous
improvements, fact-based decisions, participatidnalb the staff,
process focus, and lastly, a customer perspectiwat is done.

TQM methodologies include quality function deployme
quality circles, employee development, supplier trgaship,
benchmarking, process management, design of exgetimself
assessment, and policy deployment. The tools iecludlation
diagram, factorial design, control charts, Ishikadw@gram, criteria of
MBNQA, ISO 9000, process maps, and tree diagranshdttuld be
noted that the listed methodologies and tools @stgxamples and not
a complete list.

Basically, TQM has two ingredients: employee inwoshent
and quality circles. Employee involvement meansludiog the
employee in every step of the process - from prodesign to final
packing. Quality control circles is a situation which a group
(between 6 and 12 employees) volunteer to meetladguo solve
work-related problems. The members (all from thmesavork area)
receive training in group planning, problem solviagd statistical
quality control (Heizer and Render, 1993).

Tobin (1993: 343-363) is of the view that TQM istaally
integrated programme for gaining competitive adages by
continuously improving every facet of organizatiboalture. TQM is
thus, a management concept for quality improvenised on the
principles of total customer satisfaction, employeeolvement,
continuous improvement, and long- term partnersinph suppliers
and customers.

However, TQM concept and its definitions are notheut
controversy. Boaden (1997: 153-171) claimed thangtting to define
TQM is like shooting at a moving target: as it beeamore widely
practiced, and other initiatives emerged, the ermighan different
aspects changed. Foley (2004) summarized some eofciiticism
against TQM and claimed in particular that it does have a generally
accepted definition and has failed to deliver pediresults. Due to
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the criticism, consultants and quality promotiostitutions are trying

to expunge “quality” from their lexicon. TQM nowppears under a
different guise, often with new ‘catchy’ slogangjtlits substance
remains the same. Singhal (2006: 4) observed thatv n
paradigms/concepts, such as re-engineering, custtenéered

organizations, process-oriented organizations,niegrorganizations,

supply chain management, Six Sigma, among othatshtve recently

surfaced are basically a spin-off of key TQM corisgpackaged and
labeled differently. For example, Six Sigma was teamterpiece of

Motorola’s TQM initiative, but it is now being solds something

unique and different from TQM. Selling these pagats was easy,
given the controversy about TQM.

Comparison of TQM, BPR and Six Sigma

There are few studies that directly compare TQM BR&R. To Carr
and Johansson (1995: 5), the origins of BPR cafolned in the TQM
concept. TQM is process focused and takes a lwlggw of

workplace activities, whereas BPR concentrates elected vital
processes. TQM is related but different from BPRRBbuilds on
TQM. BPR is thus the fundamental rethinking andaadredesign of
business processes to achieve dramatic improvementsritical

contemporary measures of performance, such as quuity, service
and speed.

Few studies also directly compare TQM with Six Sagrand
conclusions on the relationship differ significgntRicondo and Viles
(2005: 323-354) compared Six Sigma and its link@M, BPR, Lean
and Learning Organization, paying attention to rtleigins, values,
methodologies and tools. Yang (2004:97-111) preskah interesting
comparison between TQM and Six Sigma based on éngilmensions;
development, principles, features, operation, fpcywactices,
techniques, leadership, rewards, training, change eulture, and
concluded, among other things, that the core valddéer and
suggested an integration of TQM and six sigma.

90



Ngige, Emerole and UgwuanyiQM: Concept, reality and challenges

The term ‘Six Sigma’ arose from the relationshipween the
variation in a process or an operation and theoowst requirements
associated with that process. The fundamental shasBix Sigma is
that variation is evil because a high level of aaon means customers
will not get what they want. Originally Six Sigmaas/ developed as a
set of practices designed to improve manufactupngcesses and
eliminate defects, but its application has beerssgbently extended to
other types of business processes as well. In §jm& a defect is
defined as anything that could lead to customesatisfaction. Bill
Smith at Motorola in 1986 came up with the idearsferting hard-
nosed statistics into the blurred philosophy ofliguarhe programme
cum concept was inspired by the Japanese workhdfalwa, but also
strongly influenced by Juran’s thoughts. Due to Sigma, Motorola
managed to reduce their costs and variation in n@ogesses and
were an inaugural winner of American Malcolm Balde National
Quality Award in 1988. Six Sigma is, thus, a pr@cesented way to
reach improvements through reducing variation arehsuring the
financial output of each given project.

To Snee (2004), there are four aspects of Six Sitpaizare not
emphasized sufficiently in TQM. First, Six Sigmages a clear focus
on bottom-line financial results, i.e. there isl@ac focus on achieving
measurable and quantifiable financial returns frany Six Sigma
project. Thus, no Six Sigma project is approvecssithe bottom-line
impact has been identified, meaning that there cdear project-by-
project focus. Many projects have reported savieigvben USD 175,
000 and up to USD 1million. This bottom-line fociss central to
strong and passionate management leadership apdrsuphat is, the
culture of Six Sigma demanded the engagement cCE@ and profit-
and-loss managers. However, it should be noted thahany cases,
only projects referred to as ‘Six Sigma project® mvestigated from
a financial point of view. An investigation of sessful Swedish
companies revealed that the financial benefit fronprovements
projects related to TQM were not measured at atickBon and
Garvare, 2005: 894-912).
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Secondly, Six Sigma builds on improvement methbds have
been shown to be effective and integrates the huarah process
elements of improvement. The human element of ingment
involves continuous education of staff and subseguell time
commitment from the entire organization to improesnof projects.
The third characteristic of six sigma that are ranphasized
sufficiently in TQM is that it sequences and lintke improvement
tools into an overall approach - that is, DMAIC {iDe-Measure-
Analyze-Improve-Control) sequences and links keyst@roven to be
effective in improving processes. This means thghllyi data driven
approach of Six Sigma. The fourth point is that Sigma creates an
infrastructure of Champions, Master Black Beltsaddl Belts and
Green Belts that lead, deploy and implement thercgmh. The
champions are not belts or analysts in any tratilicsense of the
word. Champions are responsible for keeping the Sigma
programme focused within their business area. Téwgct Black
Belts, approve projects, set improvement targetd provide the
resources needed to conduct the projects. Howéwen, a statistical
perspective, most of the ingredients/tools used@M as well as in
six sigma are fairly old.

To Snee (2004) these tools include Gossett’s tekegtloped in
1908, used among other things, to test statissigalificance of effects
of process improvements, Fisher's Design of expemis (DOE or
DOX) and Analysis of Variance (ANOVA) developedtire 1920s and
used to analyze experimental data, Taguchi’'s exymarial designs
used to achieve product and process robustnesgrQitclude the
control charts, statistical quality control (SQQJed to control and
improve quality, and the Pareto charts. Many othethodologies and
tools, statistical and non-statistical, such as li@uaFunction
Deployment (QFD), Failure Modes and Effects Anay§rMEA),
Lean Management, Process Mapping and Project Mamage are
also employed in Six Sigma and TQM. Thus, Six Sigmas been
described as ‘old wine in a new bottle’, since moktthe tools
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packaged in it have been around for several decddesvani, 2004
655-664).

Challengesfacing TQM implementation in contemporary

organizations

There are numerous challenges facing TQM implentientain
organizations. Such challenges include qualitytegias to act as
foundation and the continuing misperceptions of T®W company
leaders. In a situation where there are strong¢egfi@intent to promote
quality as a strategic advantage through TQM, arotiallenge to
achieving this is poor communication and policyrastructure. This
means that continuous communication to everybody the
organization helps enormously in implementing tlwalidy initiative.
However, often times this continuous communicai®mot available
due to poor communication and policy infrastructuaad this remains
a challenge.

Furthermore, TQM implementation in organizationgjuiees
that management give employees a say in the priodyatocesses that
they are involved. In a culture of continuous ioy@ment, workforce
views are invaluable. The challenge is that mangirtasses have
barriers to involvement. For example, middle manageay feel that
their authority is being challenged.

Another challenge facing TQM implementation in
organizations is lack of change management skyllstaff and lack of
adaptability to a TQM culture. The key to succesgoi identify the
management culture before attempting to install TQM to take steps
to change towards the management style required. fBince culture
is not the first thing that managers think abobts tsuggestion has
often been missed or ignored with the resultanuraiof a TQM
strategy. Another way to look at this is that if migers of an
organization believe that a change to a TQM culisisomething to be
feared and avoided, then the TQM implementationfien reactive
and haphazard.
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TQM also focuses the business on the activitigh®fbusiness
that are closest to the customer — example, theugtmn department
where the employees face the customer. This caseceesentment
amongst departments that previously considered sbles “above”
the shop floor. This remains a challenge to a ssfaé TQM
implementation in organizations.

Many companies have failed to implement TQM sudcdigs
(Brown et al, 1994; Cao et al, 2000; Foley, 20&8veral explanations
for this have been offered. Some writers blamel@& concept itself
for being vague (Knights and McCabe, 1997). Otheeleve that
failure is more due to poor planning and implemgotathan to a
vague management concept. Implementation of TQM Omplex
process, since all employees starting with top memeent need to
accept a fundamental organizational change (McAdath Bannister,
2001: 88-107). Thus, as has been stated eani@reaess of the fact
that TQM implementation really means a thoroughaaizational
development and cultural change seldom exist (Réethak and
Mero, 2000: 5-26). Accordingly, the time, resoureesl work needed
during the implementation are underestimated. leantore, Lau and
Anderson (Lau and Anderson, 1998: 85-98) indicdked blame can
often be laid at the feet of ‘Partial Quality Maeagent’- less than full
implementation.

Thereality of TQM in contemporary organizations

The reality of TQM in organizations involves theras¢égies for
implementing it in organizations and the succeswatdteristics cum
models associated with it. By using the TQM impéetation

strategies and the success characteristics cumlsnaskociated with it
effectively and efficiently in organizations, TQMaetoric/concept will

turn to reality.

Strategies for implementing TQM
Many strategies exist for the implementation ofatajuality. They
include:
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Clear and engaging leadership

Leadership is based on a common thread betweea thios lead and
those who follow into the same moral and emoticc@hmitments.
Implementing TQM is a never ending process thattrhasconstantly
and genuinely supported by the leadership of tlyarmzation. This
means that in order to accomplish this effort atrspective levels of
an organization structure, the supervisory managehe
departmental/middle manager, the board of direct@sd/or
president/CEO must play a proactive role in engutivat the followers
understand the changes and are motivated to makeahsformation
to total quality. The move to total quality requiréhe leader(s) to
understand and communicate to everyone beforengluand after the
implementation.

To Deming (1986), the successful leader must pesses
profound knowledge - a clear level of understandisgstems,
variation, theory and psychology. While some styiekeadership may
lend themselves to implementing TQM, it is appatéat leading the
transformation requires the proper mix of leadgrskiyles and
theories. In other words, there is no single lestuier style that will
ensure successful implementation of TQM philosaphieut it is
critical to the effort that the leader must be gl to use their power to
the best interest of all involved.

Develop a plan

It is hard to conceive a contractor ever buildingreject without a set
of plans. So, too, should be the case when dealittgorganizational
change (TQM implementation): there must be a foizedl plan. The
concept of planning thus suggests that one mush ‘tiie preplan’ with
passion. When implementing total quality, the cqnagf false starts
comes to mind and it is important to understandtidreor not your
plan failed, or did you simply fail to plan.

Provide direct access to customers
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Direct access to both internal and external custsrabows for timely
and accurate responses to customer needs and a&ipet No matter
the identity of the customer, internally or extdiyyathere must be a
direct link from the customer(s) to the value addprocess through
advisory councils, surveys, employer surveys, anaihgrs.

Embrace technology

Change is enhanced through technology. In fact, ynémes

technology is the catalyst for change. With respecta quality

movement in organizations, technology is the legqdiomponent for
new directions being faced today. Such technoloigielsde CD-Rom,
internet, and integrated information technologiest tgive employees
and managers access to virtually everything in tiead. Technology
will thus play the largest role in the movementirtgplement TQM,

because the customer has immediate access tosteensyia electronic
means for both information access and feedback.

Promote interdependence

Effective cross-communications and functionalitp\ypde for actions
to take place simultaneously instead of linearlighdugh each portion
of the system is responsible for different sub-peses, an integrated
approach for technology, information, and problewiviag will
improve the implementation and continuous monigprifhis also
reinforces the importance of understanding intecoatomers and the
dependency of outputs from one another, which sasvéhe input of
the next.

I nvolvement promotes acceptance/team effort

Based on the idea that participation increases mhiE commitment,
and loyalty of everyone involved, quality leadersisindevelop and
support a team effort to ensure success.

Lead by example
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Remember, ‘don’'t do as | say, do as | do’ is thexiimain TQM
implementation. In order to truly lead the chantgesotal quality, top
level persons must genuinely show their supportdettication to the
effort through their own actions. Do not ever expethers to do
anything that you are not willing to do. Changee=ef§ everyone in the
system, so this example will soften the transition.

Scope of implementation

Remember, the scope of quality implementation shaot exceed the
level or influence of those leading the implementat In addition,

limit the scope to those processes that need inepnent. Perharps
even those processes that need the most improverdmentdo not

attempt something that is perceived as impossiBlencentrate on
those processes that can be accomplished andispats and outputs.
By doing so, an environment of shared necessitycresated and
everyone has a stake in the situation.

Success characteristics associated with TQM

There are six success/survival characteristicsgengineered systems,
including TQM systems. Once the implementation thegun, watch to
see if any of these characteristics are evidenhimviour quality
system.

Customers matter most
For internal and external customers, whatever msattethem matters
to you. Without customers you have no reason afdh@n business.
Always start improvement efforts on what your cosos agree as
needing improvement.

Create and keep only what is value-adding

Once a raw material enters into the system, theh st&p of the value-
adding process must truly enhance the raw mateyiahcreasing its
value. In simple terms, if the step does not enbdhe product, then
do not waste the time and effort; improve the stegemove it.
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Lead from the top: Work the detail from the bottom
Through effective leadership, establish the goald abjectives and
create an environment that supports the individualkeir efforts.

Design the whole: mplement the pieces

Remember the system in its entirety by taking ashiol approach,
while laying the foundation for the implementatidrhen, each phase
of the implementation should deliver results. Thessults will
increase momentum and free up resources that caadaeon the next
phase, creating a perpetual situation.

Bedisciplined and stick to it

Once the plan is established follow through it, meining a constancy
of purpose and a systematic approach. Persistepatience,

performance measurement and a pursuit of perfecimuld be the
key ingredients to the implementation.

Do not let the consultants do it for you or to you

Just like dieting, if you want advice on healthypis you should get it.
However, no matter how much money you spend onathéce and
counseling, it all comes down to the fact that youst do it yourself.
No one can do it for you. While consultants areughle part of the
total quality movement, they cannot do it for you.

Models for TOQM implementation in contemporary
organizations

No two organizations have the same TQM implememtafl here is no
recipe for organizational success. However, thezeaanumber of great
TQM models that organizations can use. These iecitheé Deming
Application Prize, the Malcolm Baldrige Criteriarfd®erformance
Excellence, the European Foundation for Quality Mpement, and the
ISO quality management standards. Any organizati@t wants to
improve its performance would be well served byesthg one of
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these models and conducting a self assessmensifipéest model of
TQM is shown in Fig. 5.1.

The simplest model of TQM is shown in Fig. 5.1. eTinodel
begins with understanding customer needs. TQM dzgHons have
processes that continuously collect, analyze, actdoa customer
information. Activities are often extended to ursiending
competitor's customers. Developing an intimate usi@ading of
customer needs allows TQM organizations to prefdicire customer

behaviour.
Customer Focus
Total Participation Planning Process
Processimprovement Process Management

Fig.5.1: A Simple TQM Model
Source: www.totalqualitymanageentin@010)
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TQM organizations integrate customer knowledge witither
information and use the planning process to orchtestaction
throughout the organization to manage day-to-dagviaes and
achieve future goals. Plans are reviewed at periadtervals and
adjusted as necessary. The planning process igltiee that holds
together all TQM activity.

TQM organizations understand that customers willy dme
satisfied if they consistently receive products aedvices that meet
their needs, are delivered when expected, and cedpfor value.
TQM organizations use the techniques of processage&nent to
develop cost-controlled processes that are stahbth @apable of
meeting customer expectations.

TQM organizations also understand that exceptional
performance today may be unacceptable performanteeifuture, so
they use the concept of process improvement toeaehiboth
breakthrough gains and incremental continuous ingrent. Process
improvement is even applied to the TQM systemfitsel

The final element of the TQM model is total pagétion.
TQM organizations understand that all work is perfed through
people. This begins with leadership. In TQM orgatians, top
management takes personal responsibility for implgmg, nurturing
and refining all TQM activities. They make sure pkeoare properly
trained, capable, and actively participate in aghig organizational
success. Management and employees work togetherret@ie an
empowered environment where people are valued.,Taluof the
TQM model’'s elements work together to achieve tssul

Recommendations

On the basis of the challenges facing TQM in coiptemary
organizations, the following recommendations arelenan order to
enhance the chances turning the TQM rhetoric/cdnoépreality:
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1. Managements of contemporary organizations shouléarour
to provide quality strategies to act as a foundafiar TQM
implementation.

2. Effective and efficient communication and policyrastructure
should be provided by managements towards an uigaiols,
unadulterated and continuous communication to ®aaty in
the organization that 5 affected by TQM
introduction/implementation.

3. Managements should strive to give employees a sathe
production processes, as a culture of continuoysdawement
requires invaluable workforce views.

4. Organizations’ management should try to identifg aaldress
organizational forces likely to drive or impede altaral
change. They should undertake a culture review to
accommodate TQM introduction/implementation.

5. Managements should identify the key objectiveshef quality
initiative and clearly link them to departmental dan
organizational strategy, in order to avoid the likaod of
failure.

Conclusion

This paper has reviewed TQM concept, reality andllehges with
particular reference to contemporary organisatiamsl has offered a
number of strategies, characteristics and models TQM
implementation, which managers may adopt, therethamrcing the
chances of turning TQM rhetoric/concept into rgalidrmed with the
strategies for TQM implementation in contemporaryamisations, the
success characteristics cum models associatedityitlise managers
can confront the dismal quality of their produdsyvice, processes
and personnel work in a practical and conrageousnera and thus,
turn TQM rhetoric/concept into reality.
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