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CONCEPTS�
�



	A definition which appeared in Quality Progress magazine, the official publication of the American Society for Quality Control, runs as follows:


	"Total Quality Management [is] a term initially coined in 1985 by the Naval Air Systems 	Command to describe its Japanese-style management approach to quality improvement.


	"Since then, TQM has taken on many meanings. Simply put, TQM is a management 	approach to long-term success through customer satisfaction.


	"TQM is based on the participation of all members of an organization in improving 	processes, products, services and the culture they work in. TQM benefits all organization 	members and society."


	"Long-term success through customer satisfaction" is, indeed, what TQM ultimately is supposed to be about, but the phrase does not really tell you much. There are at least five views of what "quality" actually is, but each and every one of them is contentious and arguable.


-	Transcendent: Quality is excellence; you know it when you see it.


-	Product-based: Quality has to do with differences in quantity of some desired ingredient or attribute. The high-quality product is harder or softer or creamier or stronger than the lower-quality product.


-	User-based: Quality is about fitness for use - the capacity of a product or service to satisfy customers' expectations and preferences.


-	Manufacturing-based: Quality is about conformity with requirements - the degree to which a product conforms to its design specifications.


-	Value-based: The highest quality product is the one that gives customers the most for their money - the one that meets customers' needs for the lowest price.


	Nowadays, quality is no longer simply technology; it is also a corporate PHILOSOPHY!





MYTHS�
�



	Genuine believers speak of the "tools" and "processes" of total quality. Some of these techniques have been in use for several decades and most have been in existence since the 1970s, the age of the "quality circles" movement.


	To demythify the concepts, the challenge is to recognize the vocabulary and get the general drift of what is being said. Two simple things should be remembered:


-	First, think of "tools" as synonymous with accounting or simply counting. All total quality tools have something to do with either counting things and drawing them in graphs, or with looking for the meaning of the numbers counted or put in graph form. For instance, the statistical control process is the all-purpose tool in TQM.


	Once that is understood and the surrounding myth is lost, you realize that a "statistical control process" simply means entering things in accounts, putting numbers in graphs and then deciding what the graphs mean.


-	The second thing is to remember that "processes" usually consist of numbered steps which describe in general terms how something should be done. The "processes" concept is therefore easier to understand than the "tools" concept.


	Take for example the seven-step process for improving quality. It is simply a model for facing and solving any problem. It is so basic that the step numbers practically describe the entire process:


Step No. 1:	Identification of problem


Step No. 2:	Analysis of problem


Step No. 3:	Planning


Step No. 4:	Compilation of information (data)


Step No. 5:	Interpretation of information (data)


Step No. 6:	Action


Step No. 7:	Evaluation.


	There is not much mystery in that. Yet the foregoing comments do not mean that "tools" and "processes" are not of great value and perfectly applicable in solving problems.


	Going back to the realm of TOTAL QUALITY, the tools commonly used are:


-	Ishikawa diagram, or cause-effect diagram, for analysing problems. It is drawn after a brainstorming session to identify possible causes of the problem and classify them.


-	Control sheet, usually a form for compiling information.


-	Control graph, containing three basic lines: one for averages and the other two for control of maxima and minima. By graphing the numbers you can evaluate whether a process in under control or not.


-	Flow charts. Diagrams representing the steps of a process and the decision-making points, thus pointing the way to go after each activity.


-	Histograms. Also known as bar graphs, these are used for organizing data and graphing them in groups or classes. This helps in interpretation when there are too many types of data.


-	Pareto graph. A histogram which shows the problems or possible causes organized according to their frequency.


-	Dispersion diagram. Used for studying the possible relationship between two variables, e.g. height and weight. One axis of the graph will represent height, the other weight. Graphing the height and weight data of different objects will give you a good idea as to how the two variables are related.


	Certain people will eliminate some of the tools or add others such as control lists, block diagrams, "pie" diagrams, percentage graphs or control matrices, etc.


	As to the processes used in TOTAL QUALITY, the ones most widely used have to do with either solving problems or generating ideas. In order to demythify these aspects and make them easy to understand, some of the processes used are listed below:


-	Deming process: Plan-do-review-act, a structured process for analysing and resolving problems.


-	Brainstorming process: This technique used in TQM for helping the group to produce ideas on the possible causes of and/or solutions to problems, is a genuine process with certain rules that have to be observed. Say anything that comes to mind, do not evaluate the other participants' ideas, build with all ideas, etc.


-	Nominal group technique: A highly structured process for generating ideas, in which each member of the group participates and keeps possible dominant individuals from controlling the process. It is also one of the group methods known as brainwriting.


-	Force analysis: A very old technique which consists of classifying positive forces or strong points, and negative forces or weak points.


	Total quality programmes include other management strategies such as "ISO 9000 certification". ISO 9000 is a set of five quality management standards developed by the International Organization for Standardization (ISO).


	Because of those standards, United States companies will soon be unable to sell their products and services in Europe unless they have an ISO 9000 certificate. This has unleashed a fever of certification in industry and training, and thousands of ISO 9000 consultants have sprung into being.
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Organizational development


     �





This model enables changes to be introduced in agencies in a planned and controlled manner. It therefore enables management improvement programmes to be implemented.


If the purpose of these management improvement �programmes is to satisfy the customer (inside or �outside the agency), then you have a process for �introducing TQM programmes = programmes in �the total quality management area.
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The ITU, through its Human Resource Development (HRD) Group, has been working with telecommunication agencies to apply an organizational development process, the purpose of which is to implement management improvement programmes which run closely parallel to the concepts described and the tools and processes used in Total Quality Management.�
�






SUCCESSES AND FAILURES�
�



	The successes and failures of total quality programmes is being hotly discussed. While some maintain that TQM is on its deathbed, others contend that it is the best management method for achieving lasting success through customer satisfaction.


	Problems may arise in the way total quality management programmes are implemented. This brings us back to the definition: "TQM is based on the participation of all members of an organization in improving processes, products, services and the WORK CULTURE."


	This clearly implies the need for a change in corporate culture to let total quality management in. That is where difficulties arise. It is the way in which efforts are made to introduce a cultural change that basically decides the success or failure of any improvement programme!


	Organizational culture is firmly grounded on the members' perceptions of what has worked in the past. It is based on responses (behaviour) that have been accepted because they are perceived as having proved successful or effective.
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   The critical points in developing�    an organizational culture are:


    * that organizational �    culture is grounded �    on the members' �    perceptions of what �    has worked in the past;


    * that these assumptions �    are passed on to new-�    comers to the organiza-�    tion as part of their �    socialization process.
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	The perceptions of the members, in turn, become the basis for organizational norms. Norms are commonly held, often implicit, rules of conduct prescribing proper or improper attitudes and behaviour expected from the members of an organization.


	Because of the interaction between individual beliefs and values, organizational norms, and structure, all three must be addressed if the culture is to be changed.


	Attempts are often made to introduce radical changes in corporate culture, but the ONLY thing tackled and changed is the formal part, i.e. the organizational structure and systems. The other two aspects open (individual values and beliefs, and organizational norms) are NOT addressed. THIS IS THE MAIN REASON FOR FAILURE of a management improvement programme or total quality management.





�  NOTIONS TAKEN FROM INTERNATIONAL STANDARD�  ISO 9000: 1987(E)�





	A principal factor in the performance of an organization is the quality of its products or services. There is a worldwide trend towards more stringent customer expectations with regard to quality. Accompanying this trend has been a growing realization that continual improvement in quality are often necessary to achieve and sustain good economic performance.


	Most organizations - industrial, commercial or governmental - produce a product or service intended to satisfy a user's needs or requirements. Such requirements are often incorporated in specifications. However, that may not guarantee that a customer's requirements will be consistently met, and this has led to the development of quality system standards within organizations.


	The quality system of an organization is influenced by the objectives of the organization, by the product or service and by the practices specific to the organization and, therefore, the quality system varies from one organization to another.


	The purposes of Standard ISO 9000 are:


a)	to clarify the distinctions and interrelationships among the principal quality concepts;


b)	to provide guidelines for the selection and use of a series of International Standards on quality systems that can be used for internal quality management purposes.


	Five key terms may be mentioned owing to their importance in the correct use of the Standard at the international level.


-	Quality policy: The overall quality intentions and direction of an organization as regards quality, as formally expressed by top management.


	NOTE - The quality policy forms one element of the corporate policy and is authorized by top management.


-	Quality management: That aspect of the overall management function that determines and implements the quality policy.


	NOTES:


1)	The attainment of desired quality requires the commitment and participation of all members of the organization, whereas the responsibility for quality management belongs to top management.


2)	Quality management includes strategic planning, allocation of resources and other systematic activities for quality, such as quality planning, operations and evaluations.


-	Quality system: The organizational structure, responsibilities, procedures, processes and resources for implementing quality management.


	NOTES:


1)	The quality system should only be as comprehensive as needed to meet the quality objectives.


2)	For contractual, mandatory and assessment purposes, demonstration of the implementation of identified elements in the system may be required.


-	Quality control: The operational techniques and activities that are used to fulfil requirements for quality.


	NOTES:


1)	In order to avoid confusion, care should be taken to include a modifying term when referring to a sub-set of quality control, such as "manufacturing quality control", or when referring to a broader concept such as "company-wide quality control".


2)	Quality control involves operational techniques and activities aimed both at monitoring a process and at eliminating causes of unsatisfactory performance at relevant stages of the quality loop (quality spiral) in order to result in economic effectiveness.


-	Quality assurance: All those planned and systematic actions necessary to provide adequate confidence that a product or service will satisfy given requirements for quality.


	NOTES:


1)	Unless given requirements fully reflect the needs of the user, quality assurance will not be complete.


2)	For effectiveness, quality assurance usually requires a continuing evaluation of factors that affect the adequacy of the design or specification for intended applications as well as verifications and audits of production, installation and inspection operations. Providing confidence may involve producing evidence.


3)	Within an organization, quality assurance serves as a management tool. In contractual situations, quality assurance also serves to provide confidence in the supplier.


	An organization should seek to accomplish the following three objectives with regard to quality:


1)	The organization should achieve and sustain the quality of the product or service produced so as to meet continually the purchaser's stated or implied needs.


2)	The organization should provide confidence to its own management that the intended quality is being achieved and sustained.


3)	The organization should provide confidence to the purchaser that the intended quality is being, or will be, achieved in the delivered product or service provided. When contractually required, this provision of confidence may involve agreed demonstration requirements.





�CONCLUSIONS�


�	Ninety per cent of the talk you hear about TQM is just that: talk. This applies to many organizations which claim to be implementing TQM programmes but are not really achieving the expected benefits because they are not considering all the factors needed for doing so.


	The concepts of ORGANIZATIONAL DEVELOPMENT and the model for applying it, as advocated by the ITU/BDT and its group of HRD specialists, often the ideal instrument for guaranteeing implementation.


	This was clearly detected by the HRD and training authorities who attended the VIth Interregional Human Resource and Training Meeting at Brasilia, an international forum whose conclusions included the following idea:


	"Total Quality Management must go hand in hand with Organizational Development (OD)." 


_________________


____________________
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