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THE PLANET


	We are currently going through a period of change on a planetary scale, the extent and speed of which is unprecedented. It is a change that will have a significant impact on the nature of our social, cultural and economic activities.


	Throughout the world we have already made the transition from an industrial to an increasingly service-dominated economy. Already in 1990, the services contribution to the total "world" Gross Domestic Product was put at 56% and rising, while that of the industrial sector was put at 37%�.


	It should also be noted that an estimated 80% or so of staff in the industrial sector is now engaged in non-processing activities. These employees in fact perform "non-manual or service" activities, occupying important, or even essential, positions in the chain of activities of the majority of processing enterprises. Examples of such activities are accounting, litigation, finance, design, logistics, sales, marketing, distribution, maintenance, computing, purchasing, etc.


	We must therefore conclude that 85% of all workers are engaged in "non-manual or service" activities, regardless of whether those activities are carried out in the industrial or service sectors�, the boundary between which is becoming increasingly difficult to determine. In the case of a processing enterprise, the majority of these activities are carried out in the service sector if they are subcontracted to an outside company.


	The development of telecommunications is accelerating the globalization of economic activities at all levels - a phenomenon which, over the coming decades, will be of a scale that is currently almost beyond belief. The above-mentioned "non-manual or service" activities will become increasingly "transportable", being undertaken in whichever part of the world is most conducive to their efficient implementation and QUALITY�.


	From now on, the development and management of such activities will become the key factor determining the success of a business or nation. In other words, these activities have now become the principal raw materials at both the enterprise and country levels.


The Telecommunication Sector


	In this new world order, the principal factors determining the success of an enterprise or country are now information technologies in general, and, more specifically, Telecommunications, which are henceforth both the driving force behind the economy and the fuel on which it runs.


	This reality calls for a new level of awareness on the part of all those involved in the telecommunication sector, since in each and every part of the world the scale and the QUALITY of the results achieved in the economic, social and cultural spheres will be directly proportional to the scale and the QUALITY of development of the telecommunication sector.


	Numerous studies conducted in recent years have shown that, regardless of the sector or of the level of development in the region in question, it is the QUALITY of management that distinguishes the best organizations from the others. 


	Access to capital and technology and the degree of automation, while still essential factors, have now become secondary to management QUALITY in terms of their relative contribution to the success of an organization.


	It has also been shown that the most successful enterprises or organizations in this new environment of increasing globalization and resulting tougher competition are those which manage according to the principles of total QUALITY�. Interestingly enough, this observation also applies to organizations operating in a monopolistic environment�.


Total QUALITY Management (TQM)


What is QUALITY?


	Quality is the constant endeavour to meet and even surpass the expectations of our current and potential clients, and to do so more efficiently than our competitors (if the environment is a competitive one).


What is Total QUALITY Management?


	TQM calls for:


-	a mobilization of the ingenuity, talents and abilities of all the employees and partners (including suppliers, subcontractors and clients), of a given enterprise,


-	with a view to the continual improvement of everything that will enable us to increase, in a profitable way, the satisfaction of our current and potential clients.


	TQM is a management philosophy which creates a frame of mind and a corporate culture which are more conducive to the management of complexity, change and improvement.


	In North America, it is estimated that the annual costs of "non-QUALITY"� amount to 20 to 45% of the turnover of businesses with a "traditional" management system, and to some 7 to 8% for businesses which base their management on the principles of total QUALITY.


	Bearing in mind that the average profit of a business varies between 3 and 10% of its income, it is clear that these costs represent a potentially enormous source of untapped income for the business and/or national economy.


	The following table briefly illustrates the main differences between traditional management and total QUALITY management.





MANAGEMENT





TRADITIONAL�
�
TQM�
�
Main objective�
Short-term profits�
To meet or surpass the customer's expectations�
�
Employees�
An expensive resource�
A strategic asset�
�
Quality�
Quality at a cost�
Quality is profitable�
�
Management target�
Results�
Process (improvement) and results�
�
Approach�
Reduce costs�
Improve quality (maintain and increase the customer base)�
�
Perspective�
Individualism�
Teamwork�
�
	In a monopolistic environment, TQM is conducive to higher returns for the national economy. In a competitive environment, the customer, whose range of options is ever-increasing, is now not only king, but sometimes also the "dictator" in terms of the products he needs and the price he is prepared to pay. In these circumstances, TQM is not only conducive to higher returns at the regional level, but is also becoming a factor in the survival of individual enterprises.


	It is generally believed that businesses will more or less go on forever. The reality, however, is very different: in a competitive environment, businesses, like humans, have a definite life cycle.


	Of the 500� largest North American businesses listed in 1970, one-third had folded by 1983. And of those listed in 1983, one-third had folded by 1993.


	Businesses can substantially prolong their life cycle by ensuring that they meet, and even surpass, their customers' expectations - the very essence of TQM.


Competition and telecommunications


	A document published by the ITU in early 1994 stated that the idea of a natural monopoly in telecommunications had now been banished to the history books.


	Whether or not this question remains open to debate, and regardless of one's standpoint on the matter, the need to develop our telecommunications and to improve the QUALITY of their management remains a prime responsibility for the greater welfare of our fellow citizens.


	Although the motivations and time-frames may differ from case to case, our industry as a whole is currently undergoing significant changes, the course and scope of which generally involve the following stages: 


1.	Monopoly


2.	Corporatization and/or privatization


3.	Progressive competition


4.	Widespread competition


	During this period of profound change, the challenge facing the management is to guide the organization and to transform it into an entity that is:


-	customer-orientated


-	profitable


-	and competitive.


	At any point within the spectrum of change, TQM will enable us to maximize the impact we will have on our economy. It should be emphasized that TQM will be that much easier to implement if it is initiated during the early phases of restructuring (phases 1 and 2: monopoly; corporatization or privatization).


Our users/customers


	We have further obligation with regard to our customers. All the sectors of our national economies have to face up to the phenomenon of globalization and the resulting increased competition.


	Until recently the service sector, was more or less protected from trans-border competition, and was therefore less motivated to improve its efficiency and QUALITY.


	From now on, however, "non-manual or service" activities will become ever-more "transportable", and thus ever-more vulnerable to new and increasingly numerous alternatives and competitors.


	Against this backdrop, the telecommunication sector of any given country will play a fundamental role in assisting businesses in the other sectors to become and to remain competitive, and thus to survive. The alternative for these businesses will be to leave the country either wholly or in part, and to carry out all or part of their chain of activities in regions where they can be sure of remaining viable.


Conclusion


	The economic development of a region and the resulting improvement in the QUALITY of life will increasingly depend on the QUALITY of development and management in the telecommunication sector.


	The telecommunication sector is acquiring key responsibility as the success of a firm or nation, on both the micro- and macro-economic levels, comes to depend more and more on the ability to develop and manage the "non-manual or service" activities of a region.


	Within the context of these developments, Total QUALITY Management is becoming not only an essential tool, but also a matter of survival.





______________________


�	Source: World Bank (UNDP) and World Telecommunication Development Report, page 51 (ITU, 1994).


�	This conclusion, which is valid for the "developed and newly industrialized" countries, will also become relevant for other economies as their level of development rises.


�	The word "QUALITY" may be interpreted in several different ways. Its definition for the purposes of this article will be given later.


�	Using a comprehensive database, the "Strategic Planning Institute" of Boston, has not only shown a close correlation between the return on investment and the level of QUALITY but also a correlation between the QUALITY and the market share. The Mercer firm has also shown this correlation for the telecommunication sector.


�	For example, the case of Florida Power and Light, a monopoly awarded the Deming prize for QUALITY, has been fully documented.


�	The cost components of non-QUALITY are:


A.	The direct costs of non-QUALITY (quantifiable)�The controllable costs (prevention and assessment)�The resulting costs (internal and external error)�The costs of the monitoring and/or measuring arrangements.


B.	Indirect costs (non-quantifiable)�The costs borne by the client�The costs stemming from client dissatisfaction�The costs stemming from loss of reputation.


�	Fortune 500 List, published annually.





____________________
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