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QUALITY

This textbook is a comprehensive introduction to the theory and practice of quality. The study of the quality movement is set in the context of management thinking throughout the twentieth century. The wide-ranging approach encompasses both traditional approaches to quality, and contemporary approaches based on systems thinking. Features and benefits of the book include:


	a complete introduction to the development, theory and practice of quality

	pedagogical features such as key learning points, boxed features, glossary, classroom discussion and assignment questions

	supplements including OHP bases and a tutor guide

	in-depth review of the contributions of the ‘Quality Gurus’

	detailed handbook of methods, tools and techniques

	numerous international public and private sector case studies

	emphasis on both service and manufacturing industry



The comprehensive coverage and user-friendly style make this a valuable resource for all those studying quality.

John Beckford teaches extensively at undergraduate and postgraduate level and works as an independent consultant in organisational effectiveness. He has a Ph.D. in Organisational Cybernetics from the University of Hull.
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Quality:

n . the essential attribute of anything

(Collins, New English Dictionary, 1968)
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Preface

INTRODUCTION

The pursuit of organisational effectiveness and success – however that may be defined – through higher quality in products and services is a dominant theme for organisations throughout the world. However, many quality initiatives fail to achieve their objectives or only partially succeed, contributing to improvement but not leading to the higher levels of organisational performance expected. This failure perhaps results from the narrow focus of many quality programmes and a consequent lack of breadth in the understanding of the true role and meaning of quality in organisational effectiveness. Contributing to this lack of success is the apparent desire of many organisations and managers to adopt a relatively simple pre-packaged programme based upon a single approach to achievement of quality.

Drawing on case studies from around the world in organisations such as McDonald’s, Cathay Pacific, the Hong Kong Police, Fletcher Challenge Steel, China and many other private and public sector organisations this book enables the reader to develop a unique and broad understanding of quality – one which will work for him or herself in a particular organisation. The book shows the full breadth of approaches and tools available to support a quality initiative and considers the importance of the socio-cultural context in selecting and using these approaches.

THE AIM OF THIS BOOK

There is a substantial body of literature already published in the field of quality – so why yet another book? The principal established texts in the field are those produced

by the ‘Quality Gurus’ themselves. Each of these takes only the particular author’s view of the subject while books by other writers reflect a bias towards one aspect of the subject or one narrow view of it. None of these provide either the breadth of information or the critical stance adopted in this book. The ‘discipline’ of quality is now mature – the time is right to develop a non-partisan, complete approach to the subject.

WHO SHOULD USE THIS BOOK?

This book provides a complete and coherent knowledge platform for all those (whether students or managers) wishing to fully understand the theory and practice of quality. It does not offer the latest quality focused ‘miracle’ cure for all organisational ills. Instead the book brings together in a single text the plethora of ideas, approaches and methods espoused in the pursuit of quality in recent years. It draws on the published writings of many quality experts and incorporates the practical experience of the author and his associates in using these ideas throughout the world.

It features:


	a complete introduction to quality in the context of management thinking;

	in-depth reviews of the contributions of the ‘Quality Gurus’ and contemporary; management authors to quality theory and practice;

	international case-studies drawing on the public and private sectors;

	particular emphasis on the neglected service sector as well as manufacturing industry.



STRUCTURE

The book is divided into four parts. Part one provides a foundation for the book by considering the arguments surrounding the pursuit of quality, the role of quality in the organisation, barriers to its implementation and the developments in management thinking which appear to underpin the quality movement.

Part two provides a critical review of the works of those writers who have made a distinct and valuable contribution to the achievement of quality. These are Philip Crosby, W. Edwards Deming, Armand Feigenbaum, Kaoru Ishikawa, Joseph Juran, John Oakland, Shigeo Shingo and Genichi Taguchi.

Part three moves beyond these traditionally based approaches to consider the value to be derived from contemporary management thinking. This part relates to the quality theme ideas ranging from the emergence of contingency theory to the more radical notions of critical systems thinking, re-engineering and organisational learning.

Part four shifts the focus away from quality theory to quality practice by introducing the methods, tools and techniques used for achieving quality. This

section works from basic and common techniques such as process analysis through to current strategies for engaging all of the organisation’s stakeholders in the quality process and concludes with guidance on implementing quality programmes.

HOW TO USE THIS BOOK

This book, as with all textbooks, provides a simplified perspective of its topic and of the daily realities of pursuing quality in organisations. The information is presented in what seems to the author a logical, systematic order, teasing apart topics which are necessarily closely inter-related.

The clue to successful reading is to recognise the connections which exist between the various parts and topics (these connections are regularly made within the text). The chapters then, while presented in one particular order, need not be read in that way. If, for example, when reading the chapter on W. Edwards Deming (chapter 6), the reader wishes to understand more about Statistical Process Control, it is easy to jump to the chapter on Statistical Methods (chapter 22) and pursue that theme. Equally, the chapters can be read in a fully sequential manner although each is intended to be able to stand alone offering a perspective on a particular topic. Hence, some chapters are short, some long.

Each part of the book commences with a user guide to the content and makes suggestions about how to maximise learning from it. These introductions each summarise the major points made in the contained chapters.

Practical illustrations and short vignettes will be found in each chapter. These are intended to help consolidate learning as well as being informative and entertaining. Many readers will find that remembering the story helps them to remember the key points of the associated chapter. These illustrations arise from the author’s own knowledge and practice, or have been contributed by friends and colleagues drawing on their working experience in positions of responsibility for quality.

Each chapter concludes with a question. This may be used either as a formal assignment, or as a discussion topic for classroom or study group work. Attempting to answer these questions will help to reinforce and consolidate learning. If you cannot adequately answer the question you should revisit the chapter to enhance your knowledge. Working through the book like this will help you to develop your knowledge in a systematic and critical way.

THE AUTHOR

John Beckford is a freelance consultant in organisational effectiveness. He holds a Ph.D. in Organisational Cybernetics from the University of Hull, is a Corporate Member of the Institute of Management Services and a Founder and Council Member of the Institute of Business Process Re-engineering. He has published numerous refereed journal and conference papers and is regularly invited to deliver talks and seminars to organisations in both the private and public sectors.


Commencing his career in branch banking with the Royal Bank of Scotland, John worked as an internal consultant before leaving the bank to complete his doctorate. Since then he has worked with senior managers in the UK, Middle and Far East, Australia and New Zealand in a wide variety of sectors including finance, steel, public and private healthcare, public education, property, food and the motor trade.

John is a Director of SIGMA BETA Research and Consulting and lectures extensively on the University of Hull Doctoral and Masters programmes for which he has researched and developed a series of courses on Total Quality Management. John also works with King Alfred’s University College, Winchester, where he is a Visiting Research Fellow and has delivered his ideas at numerous other institutions both in the UK and overseas.
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part
one

INTRODUCING QUALITY


USER GUIDE

This part of the book provides an introduction to the whole quality debate. Chapter 1 examines the arguments for and against the pursuit of quality, examining economic, social and environmental imperatives. Chapter 2 considers the role of quality in the organisation with particular reference to the ongoing debate as to whether it should be considered as a strategic or operational issue. Chapter 3 focuses on barriers to the pursuit of quality, highlighting how the established cultures, systems and processes of organisations inhibit quality initiatives. In Chapter 4 the ‘classical’ and ‘human relations’ schools of management thinking are introduced and their apparent influence on the thinking of the Quality Gurus elaborated.

This part of the book provides the necessary foundation for a study of quality by examining the four key dimensions:


	the need for quality;

	the role of quality;

	the barriers to its achievement;

	the thinking which underpins dominant approaches.












chapter
one

THE QUALITY IMPERATIVE


There is a surplus of everything

Tom Peters, 1992




INTRODUCTION

Quality has emerged and remained as a dominant theme in management thinking since the 1940s. While the initial approaches emerged from American theorists and practitioners, early commercial applications were predominantly amongst Japanese companies. The need for enhanced quality was largely ignored or rejected in the West. More recently organisations throughout the world have begun to embrace the theories and practices. This chapter is concerned with ‘why’ quality has achieved this pre-eminence amongst the concerns of so many managers. It presents three arguments for the pursuit of quality: the economic, the social and the environmental. Each of these is pursued through the author’s own perspective on management and achievement of quality.



1.1 THE ECONOMIC IMPERATIVE

During the post-World War Two years consumer demand grew to such an extent that the manufacturing focus in the Western world was on productivity. Effectively, growing markets were starved of products and with increasing economic prosperity, everything that could be produced could be sold. Simply, with unfulfilled demand, organisations were under no pressure to focus on the quality of product and perhaps 

perceived that they had already achieved the ultimate standards. Coupled to this, consumer expectations of product longevity and reliability were relatively low compared with today as was the technology of both the products and the manufacturing processes.

As markets matured and growth consequently stabilised, organisations, faced with increasing costs of production – particularly the cost of labour and in the 1970s the cost of power – began to challenge their established ways of working. Some organisations further increased the pressure on workers for more productivity gains while pursuing cost reductions in raw materials and through research and development, others relied on the emerging technologies of automation, robotics and electronic data processing; most adopted a mix of these approaches. Where technologically and financially feasible other organisations followed the more conventional approach of exporting jobs to lower cost manufacturing centres especially in South East Asia. Rather than reducing costs through improving their processes, they relocated manufacturing plants to take advantage of lower cost labour.

This phenomenon of chasing cheap labour can be traced from the late nineteenth century when manufacturing emerged in America with its ready supply of cheap land and labour. At that time European organisations began to establish overseas operations. From the mid-1960s Western organisations have developed operations in the so-called ‘Tiger Economies’ of Asia. The first of these to emerge, Singapore, Hong Kong and Taiwan are now maturing economies (GDP per capita is at or approaching Western levels) and are beginning to lose jobs to their newly emergent and lower cost neighbours such as Cambodia, Indonesia, Korea and Vietnam.

Following changes in the UK economy over recent years, it can be observed that there is a trend by certain Asian companies to relocate manufacturing operations to it as labour is relatively cheaper than before and the workforce has the skills required for high quality manufacturing operations. Notable organisations following this trend include Sony, Nissan, Toyota and Honda from Japan and Lucky Goldstar from Korea. Cathay Pacific Airlines has relocated much of its paper processing and accounting work to Australia from Hong Kong and a UK airline operates its customer call centre from the Middle East.

It seems relatively clear that where technology and total costs enables such a move jobs are attracted to sources of cheap labour. The economic consequences for the originating economies are currently uncertain. However, it is easy to observe relative growth in the wealth of emerging economies and decline in those which are mature. While there may be profits for the ‘home’ economy to repatriate (after tax!), the jobs and much of the wealth remain in the host manufacturing economy – as this is where the workers spend their wages.

It would seem to be the case that work continues to follow low total production costs. If the observed cycle continues it should be apparent that the long-term decline 

of the mature economies is guaranteed as emergent economies develop the skills and abilities necessary to absorb a greater proportion of both manufacturing and service sector jobs.

In parallel with this phenomenon and notwithstanding the substantial apparent progress in products, services and information technology in recent years it also appears to be the case that for many products demand, with the exception of certain emerging products and services such as computer games and leisure facilities, is in effect, satisfied.


MANUFACTURING ACTIVITY DRIVES THE SERVICE SECTOR

It can be argued that it is largely the wages of manufacturing workers which drive prosperity in the service sector of an economy. Observation of any community which has lost its manufacturing base will tend to confirm this view. For example, South Wales in the UK, which has largely lost its mining, steel and shipping industries, continues to suffer high unemployment. It has a depressed retail sector, low house prices compared to other areas and relatively lower costs/incomes for professional services such as legal and accountancy. Signs of recovery are now apparent with the planned establishment of high technology manufacturing plants in the area. It is anticipated that, like the North East of England, these will provide the impetus for overall economic recovery in the area extending to the service sector.



Consumers are operating in a replacement cycle for a large proportion of established products: for example cars, domestic appliances, home entertainment equipment, even perhaps personal computers, albeit additional features ensure a degree of obsolescence in some products. In this replacement phase of the product lifecycle consumers are demanding greater reliability and longevity from their purchases and these characteristics are significant in their decision making. It also appears that for many products, diversity and choice are expanding, with competitive products from emergent economies challenging those of the established players. The number of emergent, relatively low cost economies has also increased substantially in recent years, not just with the Far East countries but also those of Eastern Europe. Each of these new producers and economies adds to the level of competition in the established markets. A good example of this is in the motor industry where not only are the products from European, Japanese and US manufacturers available but also those such as Proton, Kia, Hyundai and Daewoo – all with Asian origins. All these are relatively new competitors in the UK and are attempting to establish themselves throughout Europe at the lower end of the market.

So much for private industry, but what of the public sector, does the same economic imperative apply? The pursuit of quality is equally important to this sector of every economy. From their behaviour and actions throughout the world, 

governments can be observed to be dissatisfied with the cost and effectiveness of many public services. There has been for some years a trend towards privatisation or commercialisation of many public sector bodies, imposing on them many of the same commercial constraints faced by private sector, profit oriented institutions. It seems to be the case that the share of GDP absorbed by governments is unacceptable to many voters and potentially damaging to economies, for example, the tendency for organisations to relocate from high employment cost economies to lower cost ones. Examples of this can be seen in the acquisition by BMW of Rover (the UK is a lower employment cost economy than Germany), Mercedes is believed to be exploring a similar move and has already established assembly plants outside Europe while Siemens, another German company, have made further substantial investment in the UK. The current mantra for many is that low taxation equals greater wealth creation – this in turn implies job creation and a satisfied society.

At the same time in those relatively wealthy established economies such as the UK, there is a drift of public service consumers away from the public offerings towards private services where the public service is perceived to be failing to meet the needs of its consumers: for example the apparent trend in the UK towards private healthcare, the emerging preference for ‘grant-maintained’ schools. If these public services do not address the problems which their users observe then they must eventually fall into disrepair, either collapsing altogether through lack of public support or offering a second-rate service to less well off members of the society which supports them and increasing the unit cost of such provision. The pursuit of quality in their products and services offers these institutions the opportunity to provide comparable services to those available in the private sector. This author argues that there is nothing inherently better about a privately owned and offered service than a public one. It is merely that the economic imperative for survival has traditionally been greater in the private sector.

The economic imperative for quality is then essentially quite simple. The imperative is survival for the individual organisation and ultimately the total economy. The ‘gurus’ promise that achieving quality will reduce costs and improve productivity and certainly many of the tools will lead towards these things. As consumers become more selective in their choices, quality has ceased to be an optional extra and become essential for any organisation in a saturated marketplace. From the perspective of the total economy of a nation, it is more cost effective to cure quality problems than it is to export jobs or lose them to alternative or overseas suppliers.

1.2 THE SOCIAL IMPERATIVE

In common with the developments in technology in the post-war era has been massive development in our understanding of human-kind. Through the works of management writers and practitioners such as Barnard (executive functions), Mayo, Herzberg and McGregor (human psychology), Beer (organisational cybernetics), 

Ackoff and Checkland (soft systems) management theorists and scientists have become aware of many alternative ways of designing and managing jobs and organisations. However, with the homespun philosophical and short term arrogance of ‘If it ain’t broke, don’t fix it’ managers and academics have collectively failed to embrace the many possibilities that these developments in thinking make available to us. Academics at universities and colleges continue to teach classical methods because either it is all they know or because they reject the ‘new’ ideas. Practically for managers it is often easier in the short term to keep things as they are – particularly when the financial focus is forced onto the short term by external demands – change always involves the expenditure of energy, usually in the form of money. Consequently, the ways in which we run organisations and manage people are often extremely wasteful of human capabilities and talent.

What is perhaps worse is that many of the people affected by inefficient, ineffective systems know both that the system is ineffective and, importantly, know how to fix it. Such systems are not only wasteful but are demoralising and destructive to the talents of their members and users. It is staggering how often those responsible for a job can identify a ‘short cut’ which enables the job to be completed on time and in specification, whereas the organisation of the system itself would drive towards at least one and often both of these important parameters being missed.

If, as can be shown, individuals have the capacity to perform more complex tasks to higher standards or greater volume than the system permits then managers are wasting resources. This is in itself sufficient evidence of the need for change quite apart from the potential benefit to human spirit. From the perspective of social cohesion, it must be the responsibility of every manager to maximise the opportunity for development for each of his or her subordinates. This will surely lead to a satisfied workforce, a commitment to the organisation and a society more at ease with itself.

The negative aspect of minimising apparent waste of human resources is that if quality is achieved, and markets do not grow to absorb increased higher volume outputs, there may be a substantial increase in levels of unemployment. This will arise because organisations will find it unnecessary (and costly – since there are indirect additional costs involved in employing extra staff) to retain current numbers of employees. This led in the 1980s to the fashion for ‘down-sizing’ in organisations, reducing staff numbers to the minimum level.

As has been seen in many conurbations in developed countries since the 1970s, high levels of unemployment tend to create conditions of social isolation, a sense of hopelessness and unease, often leading to unrest and what we call anti-social behaviour such as drug and alcohol abuse or increasing crime rates. Examples of this were riots in Liverpool, Birmingham and other UK cities, the increase in drug abuse reported in crime statistics, increased levels of shoplifting, and the rise in illegitimate births particularly amongst teenagers. It cannot be regarded as acceptable that by achieving quality we also achieve social destruction. Neither can it be regarded as sustainable to produce poor quality outputs in order to maintain employment in the short term – above all else, consumer markets will not allow this. 

A substantial debate is required to address this issue, after all it may be argued that by succeeding in the pursuit of quality any particular country will act as an attractor of industries leading to economic success for that country. Inevitably this would have international consequences which are beyond the capacity of any individual or normal organisation to address. In the meanwhile the markets will not wait and action must be taken to preserve, maintain and develop all industries.

The second imperative for quality then stems from the responsibility of all managers to minimise waste of costly human resources and maximise satisfaction through work for their subordinates in order to support social cohesion within their own sphere of influence.

1.3 THE ENVIRONMENTAL IMPERATIVE

The final imperative for quality is environmental. Driven by the experiments and perspectives of writers such as Lovelock (1979, 1988, 1991) and the emergence of the environmental movement, it is now widely recognised that the world has finite natural resources, particularly fossil fuels, and that the use of these appears damaging to the total ecology of the planet. Renewable energy sources, such as solar power, wind energy or wave energy, are not yet readily available, nor as cheap as may be possible in the future.

Operating our organisations without a sharp focus on quality is to be wasteful of these limited resources. It is argued that quality products, processes and systems minimise the use of all the factors of production (human, material, land and money) and thereby minimise damage to the environment. For example, a process which achieves Crosby’s ‘Zero Defects’ or Shingo’s ‘Poka-Yoke’ standard involves no rework or rectification. A process such as this then makes minimum use of money, materials and labour in obtaining its output and consequently reduces damage to the environment compared with a process producing any number of defective outputs.

Clearly, with the exception of fictional characters such as Superman, it is too much to expect any one individual or organisation to ‘save the world’. Each individual or organisation can however be expected to make a contribution to this at the appropriate level – that is, their own level and the ones above and below. The levels could be thought of as the individual, the organisation, the stakeholders, the local community, the national community and the international community.

The individual has a responsibility to him or herself and the employers to minimise use and waste of resources in the completion of his or her duties. This must be supported by the organisation creating the conditions which enable the individual’s work to be carried out with minimum waste, this might for example mean ensuring that tools are properly functional (sharp, accurate) and that sufficient time is permitted for the task to be carried out with appropriate care.

The management of the organisation have the additional responsibility to consider the total effectiveness of the organisation in terms of its use of all resources and the environmental implications of their actions. This may mean undertaking 

additional investments to reduce environmental damage. This approach must of course be supported by the other stakeholders in the enterprise, in particular the shareholders, who must accept responsibility for the actions of the organisation and be prepared to accept the returns generated by an organisation which fully accepts its responsibilities – even if these are less in the short term than competing investments.

The community in which the organisation exists must hold and impose expectations on the behaviour of the organisation as regards environmental matters whilst at the same time accepting its own responsibilities. For example, the community must impose expectations as regards the dumping of waste, but must also provide an appropriate mechanism for such dumping to take place. Economically, certain resources can only be provided at the community level, for example incinerators and recycling plants – the responsibility of the community is to ensure that these are available.

At a national level, the same considerations apply. The nation has a responsibility to itself, its constituents and the international community. This responsibility includes setting, maintaining and enforcing environmental standards and expectations and creating conditions (perhaps through the use of taxes and duties) which reinforce those expectations.

At the international level, the responsibilities are much the same. Creation and enforcement of environmental standards must be undertaken by the international community. While other aspects of organisational life may be very different, for example wage rates, organisational culture and so on, the international community must demand common environmental standards from all those wishing to be part of that community.

At every level there is a need and a responsibility to educate and inform on environmental matters and to understand the needs from a total rather than partial perspective. Thus the third imperative for quality is to address the rising desire for reductions in environmental damage, helping to ensure the survival of all species. A responsibility which pertains at every level of the world community.

SUMMARY

This chapter has identified and elaborated three imperatives for the contemporary pursuit of quality – economic, social and environmental. From these different perspectives, brief arguments have been developed which not only justify, but collectively demand, that the idea of quality be pursued in every aspect of every organisation.



key learning points

Three arguments for pursuing quality:

economic, social, environmental

Economic

mature markets, saturation coverage; work follows (relatively) cheap labour; manufacturing drives services income – economies must be balanced; the public sector must deliver better services at the same or lower cost to meet public expectations; ultimate demand is economic survival.

Social

non-quality goods and services are wasteful of human capabilities and talent; working in a non-quality environment is ultimately demoralising for the individual; the imperative is to minimise waste of talent and maximise satisfaction.

Ethical

the world has finite material resources; we have a responsibility to minimise waste and environmental damage.



QUESTION

To what extent do the three imperatives for quality apply in your own country?






chapter
two

QUALITY: A STRATEGIC DECISION?


focus on quality, not quantity.

Jiang Zemin, President, Peoples Republic of China, 1996




INTRODUCTION

The successful pursuit of a quality programme requires the dedication of substantial organisational resources and it is vital to understand whether and how this generates value for the organisation. It is evident from the citation above that China, the world’s largest emerging economy consisting of 1.2 billion potential consumers, is treating quality not just as an organisational issue but as a national one. Such a position reinforces the message that all organisations which want to survive and succeed must take quality seriously.

In this chapter the role and implications of quality in the organisation will be explored through consideration of the conventionally recognised different levels of management decision making (operations, administration and strategy). The idea of ‘normative’ decision making (Beer, 1979) will be introduced to enhance understanding. The implications for an organisation of pursuing quality will be assessed starting with operational management.



2.1 OPERATIONS

Operational management is concerned with the day to day activities which ensure that the organisation fulfils its present purposes and objectives. These may include short run profitability, achievement of particular levels of output, yield or productivity. 

Operational decisions are generally more or less immediate in their impact on the organisation, affecting what happens during a particular day, shift, or even part shift, for example where there are product changes during the course of a shift.

The chapters in part four of this book will show how the traditional tools of quality are predominantly aimed at this operational level. They are intended to assist the manager and staff in the production of quality goods and services on a daily basis, focusing on prevention of error and minimisation of rework or rectification, aiming to minimise inspection and to achieve continuous improvement. These things are achieved through the use of measurement system outputs at the ‘shopfloor’ level to inform devices such as quality circles and work improvement teams. These engage workers in reflection on the difficulties and problems experienced with a product or service and through their joint efforts seek to reduce them.

In terms of the needs of the organisation an analogy can be suggested with Herzberg’s (1959) ideas (figure 2.1) on motivation theory. Herzberg suggested that working conditions affecting motivation fall into two broad bands, hygiene factors and motivating factors. Hygiene factors are those characteristics of the working environment which, if absent, will lead to dissatisfaction. Their presence will not motivate workers but will create conditions in which motivation becomes possible. Motivating factors are those characteristics of the work which will inspire those involved to greater efforts.

For the purposes of this analogy we can equate the hygiene factors to the need for operational quality. The absence of an operational quality focus will mean higher levels of error and failure. Its presence will not guarantee greater quality since so many aspects are driven by other parts of the organisation, e.g. planning, design and marketing.

The role of operational management is to achieve the quality expectations of the organisation – but this can only be done within the constraints imposed by higher order decision making. Clearly, if quality is not an inherent part of the thinking at higher levels in the organisation it will be difficult, if not impossible, to achieve at the operational level.

[image: image]

Figure 2.1 Herzberg’s two factor theory of motivation


2.2 ADMINISTRATION

Administrative management is concerned with the allocation, use and control of the current operational resources of an organisation to achieve its present purposes and objectives. It is the control function for operational management. Administrative managers acting within the constraints imposed on them from higher management seek to maximise the use of resources in the pursuit of organisational goals.

At this level the first serious constraint upon the achievement of quality comes into focus. The administrative manager, for example a factory or production manager, may find her or himself in a position of conflict between meeting the customer expectations in terms of volume of product delivered and meeting those customers’ expectations on quality of product or service. At this point, the priorities imposed upon this manager from above will determine the outcome of any conflict. The question is simply – ‘Which does the organisation regard as more important to deliver, volume or quality?’ In addition to observation of the behaviour of the manager, clues to the answer can be discerned in an examination of the performance measurement system of the organisation. If this emphasises volume then delivery of volume will prevail at the expense of quality and vice versa.

The quality management system (whether or not to ISO 9000 or more recently ISO 14000 standards) will, or should, form a significant part of the performance management system employed by the administrative manager. However, if quality is not perceived as a priority within the overall management system then it will probably not be perceived as a priority at this level.

It is also important to realise at this stage that the pursuit of quality does not apply solely to the operational aspects of the organisation but also to all of the support and administrative processes which enable it to function. For example, a personnel recruiting system should be thought of as a productive process delivering to the operational system (its customer) staff who meet the skill and personality criteria necessary to perform the tasks required. If it fails to do this then it is unreasonable to expect the operational processes to function to appropriate quality standards. The same thinking applies to training, to reward systems, to equipment and materials procurement and so on.

The administrative manager then has a dual responsibility for the delivery of quality, neither of which is more important than the other – they are equally necessary. One is to create the operational conditions which make it possible for the product or service to meet customer expectations. The other is to ensure that his or her own systems and processes deliver outputs to the operational ‘customers’ which meet their needs and expectations.


2.3 STRATEGY

Strategic management is concerned with the scope of the organisation’s activities, its markets, products or services and market stance. It deals with the questions of how the organisation should develop and adapt itself for the future. The strategic process necessarily leads to outcomes with a degree of uncertainty. Strategic decisions are then best thought of in terms of probable results rather than the short term absolutes which may be associated with operational or administrative decisions. Despite or rather perhaps because of this, and as with administrative management, quality must be inherent in the strategic process itself to maximise the probability of success and reduce the chances of failed strategic decisions. The classic and often quoted example of such a failure is that of IBM which determined for itself that the future of computing rested in mainframe systems – a decision which led to the organisation falling behind competitors in the development of personal computers with associated failure, at least initially, to gain market share. The strategic process itself then must be subjected to the same rigorous approach to quality as the operational processes. However, we must consider whether the decision to pursue a quality programme or become a quality organisation is itself strategic.

Michael Porter in a Harvard Business Review article (1996), in common with this author’s thoughts in section 2.1, suggests that ‘operational effectiveness and strategy are both essential to superior performance’ but also makes the point that ‘many companies have been frustrated by their inability to translate those gains [achieved from improved organisational effectiveness] into sustainable profitability’. He suggests that practices such as benchmarking and technology transfers between organisations create conditions where performance gains achieved by one organisation are rapidly replicated in others, potentially leading to a sustained stalemate – no long term winners and no long term losers – with an increasing homogeneity of product and service characteristics. If strategic management is about creating and sustaining competitive advantage for an organisation then this suggests that the pursuit of quality, particularly in a collaborative environment, may be the very opposite of strategic. If it acts to reduce competitive advantage rather than increase it, and to increase similarities between organisations there is potential for all to pursue the same quality goal – which may not represent the true potential of the product or service.

However, that is not to say that the pursuit of quality has no strategic implications. Porter’s work implies that every organisation in a particular market will seek to emulate the behaviour of the one perceived as ‘best.’ This is inevitably not the case. Some organisations will not willingly collaborate. They may regard process knowledge (one key to organisational effectiveness) in the same proprietary manner as they regard a particular brand or item of intellectual property, for example in the petro-chemical industry where the aphorism ‘the product is the process’ is used. Equally, because of contextual differences, a working practice which delivers benefits for one organisation in a particular cultural setting will not necessarily deliver the 

same benefits for another in a different cultural setting. Hofstede (1980) has examined this aspect in some depth. Thus the apparent loss of competitive advantage will not spread uniformly and universally across any industry.

Meanwhile, the leading organisations, that is the ones against which others benchmark, will seek continually to further improve their products and processes to sustain their perceived advantage – always providing that they do not become complacent. It is possible to discern then that for any industry there will be leaders and followers with an inevitable time lag between the introduction of an improvement by the leader and its dissemination to others within the industry – either through benchmarking or creative imitation. This time lag will serve to sustain competition within the industry and hence support either price or cost advantage for the leading organisations. It is improbable that any innovation will bring benefits to an entire industry at the same instant except where it is externally driven, such as by governmental or regulatory authority involvement, or where the structure of the industry demands it. Innovation in the banking system, such as a new method of clearing payments between banks, would necessarily have to be adopted by a number of organisations at the same time to actually function. An improvement in operational effectiveness will then, in most circumstances, generate a gain for the innovating organisation until that improvement is emulated by others. A focus on constant innovation and improvement fits quite neatly into Porter’s (1980) strategy of ‘differentiation’, the creation of a market perception of value advantage.

However, the strategic implications go much further than this. The comments on strategic management have, so far, been essentially inward looking – to the organisation and the industry. If we now look outward at the environment the effect of improved quality on customer behaviour can be examined. For perishable or consumption goods, there is perceived to be little impact. Improvement in the quality of a loaf of bread or a mushroom may affect customer choice but, if anything, is likely to lead to advantage for one player against others and a slight overall increase in volume, assuming a relatively mature market. It is when we examine consumer durables that the full impact becomes clear.

Any established consumer durable, that is one in the mature phase of its lifecycle will be subject to constraints of growth in volume. There is only a finite market for items like cars, washing machines, microwaves or dishwashers. Buying activity in these circumstances is determined by the need to replace, or possibly upgrade, existing equipment. The products have entered the buyer’s replacement cycle. The quality of these items, in the consumer’s mind, is perhaps determined by a number of factors. Inevitably these will include reliability and longevity as well as other factors, such as price, appearance, noise level in operation and brand. If, as a manufacturer of consumer durables, we focus on improving reliability and longevity, then the effect is to stretch the replacement cycle (the period of time between purchases) which has a direct impact on apparent market size. Thus improved quality will act to reduce the overall level of sales of a particular item and, if the market 

is mature, then the growth opportunity for any one supplier is determined by the number of consumers who can be taken from the competitors. In addition to this, the implications loop back into the organisation to affect the volume of output necessary for the manufacturer to meet demand. This directly affects every strategic decision made by the organisation because those strategic decisions imply the commitment of substantial resources towards a desired outcome. Thinking which follows the pattern:


improving quality =

increased sales =

increased manufacturing volume =

requirement for additional capacity



may be fundamentally flawed. First, because quality improvement should lead to greater volume output from existing facilities. Second, because improvements in quality may substantially extend the replacement cycle, leading to a loss of total market volume. The motor industry exemplifies this potential.


THE MOTOR INDUSTRY

During the 1950s, 1960s and 1970s the products of the motor industry with a few honourable exceptions, whether American, British or European, were in general regarded as unreliable and expensive. These factors coupled to the then enormous labour cost difference across the East– West divide, enabled the very rapid growth of the Japanese motor industry and its substantial penetration to the established markets. Cars were generally considered to have a relatively short life of five or six years and after three years (or around 40,000 miles) to have become so unreliable and prone to breakdown that they needed to be replaced. The ancillary components, for example clutches, steering systems, brake systems and electrical generators, were likely to need replacement at around this mileage.

Faced with the threat of extinction by the rapidly improving quality of imported vehicles, the industry eventually, and with much financial and personal pain, addressed its product quality. It is now accepted as a normal expectation that a car will generally be reliable for perhaps five or six years and that components, such as those specified above, have much longer lifespans than before. Mileage has also become a much less important factor in determining the reliability of a vehicle. Service history (that is, a good maintenance record) has become more important. The collaboration of manufacturers and their suppliers has so dramatically improved the quality of the outputs that, almost without exception, manufacturers are struggling to utilise the capacity of their assembly plants. Although the market for new cars is substantially larger than in the 1950s and 1960s it has not grown to meet the potential numbers of vehicles now available. Consumers are able to rely on second user vehicles, and with improvements in the longevity of body work as well as other components, these maintain a greater proportion of their value. The cost of new vehicles, particularly in the fleet purchaser dominated UK market, has reached levels where the 

private consumer is unwilling or unable to pay the manufacturer’s price. What constitutes value for money for those consumers can adequately be met through the used car market.

These changes in buyer behaviour, driven by the quality improvements made by manufacturers have in effect impacted adversely on the strategic decisions to build new factories, launch new products, expand capacity and so on.



It can be concluded then that the pursuit of quality must be considered as strategic. First, the process for formulating strategy must exhibit quality characteristics – that is, the process itself must be correctly designed and implemented. Second, the impact of the choice to pursue quality fits with the generic strategy of differentiation. Third, the pursuit of quality has an impact on strategic decisions because it may generate changes in consumer behaviour. This in turn may obviate the need to establish additional facilities or new distribution channels.

2.4 NORMATIVE DECISIONS

The conventionally recognised levels of decision making in organisations have been considered. However, the changing nature of the world of organisations and the increasing concern with ethical issues such as morality, environmentalism and so on demands that we go further. Normative management decisions are concerned with these aspects, helping to define the nature of the organisation itself, that is, the values, expectations and beliefs espoused by its members. The norms so derived should ensure that the organisation makes a good ethical fit with all of its stakeholders and with society in general.

An organisation which does not generate this ‘fit’ with its stakeholders will either lose customers – because it does not reflect their expectations, or fall into disregard, as have branches of the civil service in many countries. While customer loyalty to organisations and particularly brands does exist to the extent that some brands become synonymous with the product – the Hoover, Sellotape, Post-it notes – and is encouraged through various loyalty schemes (e.g. air miles, supermarket bonus cards and so on) – these will not retain customers who are genuinely unhappy with products or services. Political parties are particularly prone to failure of fit when they do not listen to an electorate that holds them in power. When the norms of a particular political grouping no longer reflect the wishes of their society they will be deposed, either through democratic process or by revolution. Similar observations can be made of commercial organisations. When the characteristics of the products or services do not meet the expectations of consumers, or the behaviour of the organisation is considered unacceptable, the customers will ‘vote with their feet’ and buy elsewhere. One example of this is those organisations which traded with South Africa during the apartheid era. When sales and profit targets are not met, the shareholders in the organisation, increasingly the 

large financial institutions, will depose the Chief Executive and appoint a new one in an attempt to correct the situation. Thus it is imperative for organisational survival (and for the self-preservation of those in power) that they listen to the demands of customers and formulate organisational norms which will meet them.

The pursuit of quality by so many organisations in recent years is precisely this kind of response. Consumers in mature markets are seeking the reassurance of reliable, high quality (as defined by themselves) goods and services with the number and variety of choices available to them, organisations which do not respond will fail.

The gurus of quality, as will be seen in part two, all stress the need for senior management commitment to the idea of quality in order to ensure its achievement. Normative management is where this commitment arises. The feedback of consumer expectations to senior management closes the loop for the organisation in determining behaviour. This loop explains why senior management must hold and believe in this commitment.

Normative decisions determine what questions and decisions are acceptable to the organisation at the strategic level. They therefore pre-control (Espejo and Schwaninger, 1993) strategic decision making. Strategic decisions create potential new value for the organisation – how profits will be made tomorrow – this, in turn, pre-controls the potential decisions at the administrative and operational levels – today’s profits. At this point, and notwithstanding the potential for marketing activity to influence consumer behaviour, the organisation largely loses control to the market. If the normative decisions are incorrect, the consumers will not buy.

In many organisations the normative decisions are expressed through devices such as mission statements or publicised ‘visions’ which attempt to express the values which the organisation stands for. It is often considered that once this statement has been made the job is complete. However, if the values so expressed are not enacted in the behaviour of the senior management and in the performance measurement and reward systems of the organisation, then the junior management and operational staff will not respond to them. They will, rather, respond to the actual behaviour and expectations of the Senior Management, measured by what they do and how they act, not by what they say. It is vital, as Professor Charles Handy so eloquently puts it, that the Senior Management ‘walk the talk’.

SUMMARY

This chapter has reviewed the role and positioning of quality in the context of the four levels of management decision making – operational, administrative, strategic and normative. It has made clear that quality must be inherent throughout the organisation in order for it to survive. While the principal traditional tools of quality focus on the operational and administrative aspects this chapter has shown that it 

must extend well beyond this. If the Senior Management are not absolutely committed to quality in everything that they say and do, then the organisation will not ‘care’ about quality. If this caring is absent then it is impossible to build a quality organisation.


key learning points

Four levels of management decision:

operational; administrative; strategic; normative

Operational

immediate impacts, day to day activity;

Administrative

allocation of resources to achieve objectives;

Strategic

activity scope, development directions;

Normative

the nature of the organisation, values, beliefs and expectations; quality must be inherent at every level.



QUE STION

What are the ‘norms’ of your own organisation (either a business or a university/ college)? How do you know?






chapter
three

BARRIERS TO QUALITY


Passive resistance is the most potent weapon ever wielded by man.

Benjamin Tucker




INTRODUCTION

This chapter aims to introduce readers to some of the many barriers which prevent the achievement of quality. It will identify what those barriers are, how they arise and how they can be identified or recognised. The barriers have been grouped under four main headings:


	systems and procedures;

	culture;

	organisation design;

	management perspectives.



These headings encompass a variety of other factors which are considered as symptoms rather than fundamental issues. The final part of the chapter will look at identifying the costs of quality (or the costs of a non-quality process or product).




3.1 SYSTEMS AND PROCEDURES

Many organisations, in particular those which are medium to large in size and long established, operate through a more or less bureaucratic process. That is to say that they are organised through a hierarchical system of offices or ‘bureaux’ (Weber, 1924) and maintain that organisation through formal reports, documents and record keeping. This is not in itself a bad thing, indeed it is essential to the delivery of a standard product – particularly in service organisations or those operating through a distributed delivery network such as retail chains or banks. Without a standardised approach the customer may easily be confused and the organisation itself become out of control.

However, problems can arise with such a system. First, the systems and procedures can become fixed, that is, they become ‘frozen’ into the organisation such that pressure for change and adaptation encounters high resistance. In this instance when change is necessary to meet a new level of customer expectations it can be difficult to achieve. This is a barrier to the achievement of quality. It can be recognised when staff use expressions such as ‘We’ve always done it like that.’ This approach of using precedent as the basis of current decisions is common in many aspects of life, in particular in the practise of law which relies heavily on past cases and in civil administration. Readers may recall Lynn and Jay’s Yes Minister (1982), when Sir Humphrey and the Minister James Hacker were discussing the Honours system:


‘I told him not to be silly. This infuriated him even more. “There is no reason,” he said, stabbing the air with his finger, “to change a system which has worked well in the past.”

“But it hasn’t”, I said.’



In the contemporary organisational climate, the reliance on precedent must be open to question if emergent threats are to be neutralised and advantage taken of opportunities even if such precedents were at one time reliable.

The second problem, perception, is probably a greater barrier to quality, particularly in the context of a Crosby-style (1979) quality programme. Such a programme relies heavily on an exhortative, evangelical approach. In most cases managers and staff focus on achieving those aspects of performance which are explicitly measured. The systems and procedures of the organisation, especially those involving performance measurement, tend to determine which characteristics of the organisation receive most attention. For example Beckford (1993) reports a case of a cake factory where the performance of the production department was monitored against two simple measures – volume throughput and labour utilisation. The production managers sought to maximise these two characteristics in their daily work with considerable success. Complaints about quality, arising from either the internal quality control function or from the customers, were acknowledged but ignored in pursuit of productivity. While outside the direct scope of Beckford’s 

work, it was necessary for the subject organisation to redesign its measurement system before any sustainable improvement could be achieved.

The barrier to quality revealed here is that of workforce perception – including all managers. Staff in an organisation will seek to achieve the targets which are established through reported measurement – those things which the organisation instructs them through its measurement system to regard as important. Discovering such a barrier in an organisation is easy. It is simply necessary to look at the way in which performance is measured, this tells you what the organisation regards as important. Even where quality performance is formally measured, and it often is not, its importance can be judged against the priority it is given when compared to productivity or other measures.

Overcoming these barriers will be dealt with in later chapters of this book. For now, it is sufficient to say that systems and procedures must be (re)designed to support the achievement of quality with particular attention paid to the selection of performance criteria. If quality is a desired characteristic of the outputs of the organisation, it will somehow and to some degree, have to be measured and must take account of the expectations of customers – whether internal or external.

3.2 CULTURE

The development of a quality culture is a critical area of the achievement of quality, but what is culture? Clutterbuck and Crainer (1990: 195) describe it as:


a set of behavioural and attitudinal norms, to which most or all members of an organisation subscribe, either consciously or unconsciously, and which exert a strong influence on the way people resolve problems, make decisions and carry out their everyday tasks.



Schein, cited by Clutterbuck and Crainer (1990: 196), suggests that culture describes the ‘artefacts, values and underlying assumptions’ that govern behaviour within the organisation. For the purposes of this book it is ‘values’ and ‘beliefs’ that are the key cultural drivers although these may be expressed in a variety of ways. They often emerge from the measurement systems and procedures which are seen to communicate to staff and workers what senior management consider important about performance. Eventually, such aspects become culturally embedded, that is, they become a part of the value system of the organisation.

Beliefs and values are also often expressed through the rituals, stories and myths of the organisation. These are exchanged through both formal and informal processes and may be seen as guiding new entrants towards particular forms of behaviour and attitudes. Those who do not conform may be seen as radicals and remain outside the ‘cultural web’ (Johnson and Scholes, 1993: 60) of the organisation.

Entrenched norms of behaviour are some of the most difficult aspects of an organisation 

to change. Where achievement of quality has previously not been considered important in comparison to achievement of some other target, it requires considerable determination and effort to change the established values. Again, a case history can perhaps explain the point. Many companies are currently abandoning the formal dress codes which grew up in the post-World War Two period. Perhaps the most famous example of this is IBM which adopted a ‘uniform’ style of dress – grey suit, white shirt, boring tie. Adoption of this dress standard was seen as acceptance by the individual of his subordination to the organisation – of his becoming a ‘company’ man. IBM, along with many other organisations have recently formally abolished the requirement to wear standard office clothes – but how long will it be before the staff themselves accept the change? Fletcher Challenge Steel, one of New Zealand’s largest companies, formally abandoned its dress code in the 1980s yet the majority of staff still adhere to it. The current Chief Executive of Fletcher Challenge Steel (an Englishman), who has been in the post for over six years, adopts a very informal style – short sleeves, sometimes an open necked shirt – this is remarked upon by others within the organisation, but has not succeeded in changing their approach. Relative to changing attitudes to achieving quality, changing the dress code can be considered as comparatively easy. Contrarily, in some, but by no means every Japanese company, all employees – up to and including the Chief Executive – wear common corporate workwear. They argue that this approach helps to reduce or even eradicate differences between grades, enhances communication and that the sense of uniformity increases the common bond between employees.

It has been shown that culture is often a very strong determinant of behaviour. In the next few pages some specific aspects of organisational culture will be considered.

Politics in the organisational context does not usually refer to overt competition between groups with differing ideologies, although this is possible. Normally, it refers to covert competition between various sub-groups in the organisation for power, that is, for positions of influence and authority from which they can manage the organisation to reflect their own preferences. These groupings may have their roots in a particular technical or functional ability, for example marketing, finance or production, or in common backgrounds, such as groups who joined the organisation at the same time and whose careers developed together, or who share the same school or university background, the same religion, or the same home town. Working as a sub-cultural group within the organisation’s total culture, such groups often exercise immense, but tacit influence. If such groupings are strong in an organisation, then their interests may be placed before those of the organisation itself. This presents another barrier to quality. From the perspective of such sub-groups, achievement of quality must come to be seen as a meta-cultural requirement. The interests of the particular group must become aligned with, or subordinated to, the interest of the organisation in pursuing quality.


Linking with some of the points already made about measurement systems and about politics, do the employees of the organisation care about the work and in particular about the quality of the product or service? If they do not, for whatever reason, then quality will probably not be achieved. Such attitudes are often driven by management through the priorities that they set and the results with which they manage the organisation. For example, if those who are rewarded well by the organisation are those who produce most, regardless of quality, then productivity (output) will be the focus of everyone’s attention. If, on the other hand, quality is rewarded in preference to volume, then quality will be dominant.

Achievement of quality, particularly in the kaizen (continuous improvement) sense, depends upon an adequate level of innovation. Creativity (the origination and implementation of new ideas or innovations) is often suppressed in organisations in pursuit of the status quo. This is revealed through the use of such expressions as ‘Don’t rock the boat’, or ‘Yes, you’re right, but in the interests of your career/ overtime/colleagues . . . ‘ A lack of creativity in the organisation is not a sign that the people are not creative since creativity is inherent in all of us. More often it is a sign that their creativity is stifled within the organisation and thus has become expressed outside the workplace.

Large or successful organisations often emit a hum of satisfaction. They have an air of complacency and contentment with the way things are which can be almost tangible in the atmosphere. Such a situation imposes an immense barrier to quality since there is no apparent compulsion or impetus for change. Frequently such satisfaction is present in organisations which have a short term focus – perhaps a lack of foresight. They assume that if everything is alright in this period, then everything will surely be alright in the next. Disasters and near disasters frequently overtake such organisations.


COMPAQ COMPUTERS

It has been widely reported that in 1990 Compaq, then one of the world’s top 400 companies, achieved sales of US$3.6 billion and profits of US$455 million. In the second quarter of the following year profits fell by 80 per cent, the third quarter produced a loss! The business had been built on an unrivalled reputation for quality, price was seventh on their list of procurement criteria. Thus, while their products enjoyed high quality, prices to consumers were higher than for their rivals. When market conditions changed so that price became a priority issue for customers the drone of satisfaction from the company drowned out the warning signals from the market-place. Compaq subsequently went through a major re-appraisal of its strategy in its efforts to return to profit.

This may appear a somewhat perverse story in a book about quality, but it usefully emphasises the point that quality is not only about quality!



Perhaps the best illustration of lack of foresight is given by Handy (1990a: 7–8):



I like the story of the Peruvian Indians who, seeing the sails of their Spanish invaders on the horizon put it down to a freak of the weather and went on about their business, having no concept of sailing ships in their limited experience. Assuming continuity, they screened out what did not fit and let disaster in. I like less the story that a frog if put in cold water will not bestir itself if that water is heated up slowly and gradually and will in the end let itself be boiled alive, too comfortable with continuity to realize that continuous change at some point becomes discontinuous and demands a change in behaviour.



In the turbulent contemporary business environment the assumption of continuity is highly dangerous. While pursuing quality with its implications of continuous improvement, standardisation and regularity, it is equally vital to be alert to the potential for discontinuous change, especially since strategic advantage may rest in such discontinuities.

The last barrier to quality which will be briefly explored under the general heading of culture is that of accountability. Achievement of quality requires that errors be acknowledged, that sources of error be tracked down and rectified and that both curative and preventative action be taken by those involved.

In many organisations this process is inhibited by a sub-culture which adopts a penal attitude. The realisation of error is followed by a process of detection, prosecution – sometimes persecution – and punishment. This book is not the place for a debate on the societal value of such an approach but it can be suggested that it is likely to be essentially negative in its effects. This may in turn lead to a situation where, as Deming (1982: 107) suggests ‘fear grips everyone’. In such a situation, errors may be suppressed or hidden. Where this is not possible, for example in manufacturing organisations, there will be a tendency to avoid punishment by blaming others and by a refusal to accept responsibility.

This barrier can be overcome by recognising that errors are often opportunities for learning and are the basis for modifying a process or system to inhibit or prevent future occurrences.
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