TQM Essay, Research Paper 
Introduction 
The purpose of this report is to critically analyse, evaluate and discuss related management issues conducive to the development of a total quality management environment within an organisation. This shall be done by critically analysing the case study of Agrotran Ltd. This report will discuss the role and application of quality management systems in organisations, debate and recommend a suitable way forward for Agrotran Ltd. 
The issues concerning Agrotran Ltd 
Agrotran is a small engineering company specialising in the manufacture of farming equipment. The four owners have recently sold out to the Nat-truk Group a manufacturer of specialist trucks and transport?s. The original owners set up Agrotran when they were made redundant from a large engineering company. They have a good working relationship, working well as a team and intimate knowledge of their business. They also have a laid back style of management. 
There are a number of issues that have arisen since the take-over. 
Nat-truk are seeking to be included on the Ministry of Defences approved supplier list. This means that they and Agrotran need to achieve ISO 9000 certification although this was argued against by one of the former owners during the take-over negotiations. This has been seen as an imposition of extra cost and bureaucracy on Agrotran by Nat-truk. 
Nat-truk has also introduced its own employees to Agrotran. This has resulted in fights breaking out between Agrotran and Nat-truk workers. The bases of these arguments are over communication problems involving processes, standards and specifications. This has resulted in some of Agrotran?s best customers complaining about quality. One of the original owners Tom Smith has laid the blame on the extra procedures and paperwork choking up the system causing delays and loss of control. 
The role and purpose of quality management systems 
The role and purpose of quality management systems is to reduce the dependence on 3rd party audits and to provide a documented management system, which will provide clearer working procedures, improve quality control and efficiency. The Key features of a quality management system are the documented policy manuals and procedures on which the company could be audited. These policies and procedures should allow flexibility and adapt to change but always regain control. The objective of the quality management system ISO9000 ?is to give purchasers an assurance that the quality of the products and/or services provided by a supplier meets their requirements? (Dale 1999). With this the company would seek to widen its customer base, as the customer is given an assurance of quality and the need for them to carry out their own audit is not required unless their own standards are higher than the requirements of ISO9000. ?A number of major purchasers use this registration as the ?first-pass? over a supplier?s quality system? (Dale 1999). ISO9000 can also be used as the foundation for the introduction of TQM. 
The application of quality management systems 
The application of the ISO9000 series of standards can be used in three ways (Dale 1999). 
1. To provide guidance to organisations, to assist them in developing their quality systems 
2. As a purchasing standard (when specified in contracts) 
3. As an assessment standard to be used by both second party and third party organisations. 
The ISO9000 series consists of ISO9000, ISO9001, ISO9002, ISO9003, and ISO9004 
ISO9000 ? Guidelines for Selection and Use and ISO9004 Guidelines for Specific Applications are only used as guidelines and to explain the application of ISO9001, ISO9002 and ISO9003. 
ISO9001 Model for Quality Assurance in Design, Development, Production, Installation and Servicing 
Covers 20 principal clauses which are of a management or operational nature 
Management/macro requirementsOperational requirements 
1. Management responsibility 
2. Quality system 
3. Contract review 
5. Document and data control 
17. Internal quality audits 
18. Training 
4. Design control 
6. Purchasing 
7. Control of customer-supplied product 
8. Product identification and traceability 
9. Process control 
10. Inspection and testing 
11. Control of inspection, measuring and test equipment 
12. Inspection and test status 
13. Control of non-conforming product 
14. Corrective and preventive action 
15. Handling, storage, packaging, preservation and delivery 
16. Control of quality records 
19. Servicing 
20. Statistical techniques 
The Institute of Management 
ISO9002 includes all of ISO9001 except design control 
ISO9003 includes all of ISO9001 except design control, purchasing, process control and servicing 
Development of a Total Quality Management within an organisation 
If an organisation is to develop Total Quality Management then it must first understand what it is and how it has been developed. Which is easier said than done, as there are many different definitions of quality and how to achieve it. The main approaches in quality originate from Crosby, Deming, Feigenbaum, and Juran. 
Crosby 
Crosby (1979) defines quality as ?conformance to requirements?, and his approach consists of : 
&#61623; Quality means conformance, not elegance. 
&#61623; It is always cheaper to do the job right the first time. 
&#61623; The only performance indicator is the cost of quality 
&#61623; The only performance standard is zero defects 
&#61623; No such thing as a quality problem 
This achieved through Crosby?s 14-step quality improvement programme. 
Responsibility is allocated as follows 
&#61623; The Quality professional ? a moderate amount 
&#61623; The hourly workforce ? a limited role, reporting problems to management 
&#61623; Top management ? an important role 
Deming 
Deming defines quality in terms of quality of design, quality of conformance, and quality of the sales and service function. 
Deming?s approach is base on PDCA (Plan, Do, Check, Action) and his philosophy for improving quality is summarised in his 14 points for management. He also points out the seven ?deadly diseases? of western management and organisational practice. 
Deming (Dale 1999) states that ?quality and improvement is the responsibility of all the firm?s employees: top management must adopt the ?new religion? of quality, lead the drive for improvement and be involved in all stages of the process?. 
Feigenbaum 
Feigenbaum was the first to use the term ?total quality control?. Feigenbaum (1991) has defined it thus ?Total Quality Control is an effective system for integrating the quality-development, quality maintenance, and quality-improvement efforts of the various groups in an organisation so as to enable marketing, engineering, production, and service at the most economical levels which allow for full customer satisfaction?. 
Feigenbaum?s approach is to help companies design their own system more than creating managerial awareness of quality. His contribution to the subject of the cost of quality is that ?quality costs must be categorised if they are to be managed.? The three major categories being, appraisal costs, prevention costs, and failure costs which make up the Total Quality Costs. 
Feigenbaum rests most responsibility with management saying that management must commit themselves: 
&#61623; To strengthen the quality improvement process itself 
&#61623; To making sure that quality improvement becomes a habit 
&#61623; To managing and cost as complementary objectives 
Instead of providing a step by step plan Feigenbaum provides ten benchmarks for total quality success. 
Juran 
Juran (1988) defines quality as ?fitness for use?, which he breaks into quality of design, quality of conformance, availability, and field service. Juran?s approach is to improve quality by increased conformance and decreased costs of quality by the setting of yearly goals. Juran has also developed a quality trilogy (quality planning, quality control and quality improvement) and a ten-point plan to summarise his approach. 
Juran gives the main responsibility to the quality professionals 
There are many others, who have added to the development of TQM such as Ishikawa, 
Taguchi, Shingo, Peters, Dale, and Oakland etc. 
Defining TQM 
Total Quality Management is defined in the American Society for Quality Control?s Bibliography as ?TQM is a Management approach to long-term success through customer satisfaction?based on the participation of all members of an organisation in improving processes, products, services and the culture they work in? (Bemowski 1992 Cited by Hiam 1994) 
?Actions taken throughout the organisation to increase the effectiveness and efficiency of activities and processes in order to provide added benefits to both the organisation and it?s customers? (ISO8402) 
TQM is a style of managing which gives everyone in the organisation responsibility for delivering quality to the final customer, quality being described as ?fitness for purpose? or delighting the customer?. TQM views each task in the organisation as fundamentally a process which is in a customer supplier relationship with the next process. The aim at each stage is to define and meet the customer?s requirements in order to maximise the satisfaction of the final consumer at the lowest possible cost. (The Institute of Management) 
Juran, in an interview (Gordon 1994), claims that TQM involves the use of any means to achieve World-Class Quality, and acknowledges that there is no clear definition of TQM. 
These are just a few definitions of TQM. Each guru, each consultant has their own depending on their particular bias. A company undertaking TQM will probably arrive at its own version, which is fine as not all the tools, techniques and philosophy will be relevant to them and they will have their own bias, but any outsider should recognise it as TQM. 
TQM adoption and development 
Although there are many differences in the philosophies of the experts there are basic key elements common to each that a company must address when embarking on the adoption of TQM 
Planning and Organisation 
&#61623; Development of a long term strategy 
&#61623; Development of polices 
&#61623; Building product and service quality into designs and processes 
&#61623; Development of procedures 
Using tools and Techniques 
The correct selection of tools and techniques to enable the process of continuous improvement. The company needs to identify the priority of each tool it is to introduce, explain why they are required. The use of these tools will not be successful until they are part of the every day behaviour of the company. Therefore an appropriate time should be given between introductions or people will be trying to learn a new tool before they have got to grips with the last one. 
Education and Training 
This has to be company wide with each person receiving a level of training and education that will enable them to carry out and understand the quality tools, techniques and philosophy. This should be done through a training programme that best suit the needs of the company and employee. 
Involvement 
In this, employees are involved in the decision making that effect them and their function. The desired effect is to improve commitment, enrich their job, and benefit from their hands-on experience. This is normally done through Q.C.?s. If employees are allowed to solve problems, they probably will, and engineers etc., can act more as consultants and spend less time fire fighting. 
Teamwork 
Teamwork requires effective communication and involvement. Teams can take many forms such as, Cross Functional Groups, Project Groups and Focus Groups. Roles, responsibilities and boundaries have to be clear with sufficient support from senior management. 
Measurement and Feedback 
Control Systems need to be set in place, to measure whatever you need to manage, whatever you need to improve. The control system must feed back the appropriate information to the relevant people in a timely fashion. The Measuring Systems need to be discussed with who is using them and who is being measured. If employees are taught SPC ? and assess themselves, this should lead to greater commitment. 
Ensuring the culture is conducive to continuous improvement activity 
This is perhaps the most important element and needs to start at the top. If the senior management avoid getting involved and only pay lip service to TQM, or say one thing and act in a manner that is not conducive to TQM, then it is unlikely that the employees will commit themselves to TQM. 
Another element common to TQM is the use of Self-Assessment Models and Quality Awards. 
The most common used models are the Deming Application Prize, The European Business Excellence Model (Figure 1) and the Malcolm Baldrige National Quality Award. These are very useful tools in aiding TQM Development and Business Performance. The managers must have a firm grasp on what TQM is, as these models will not lead to it. 
Figure 1 The EFQM model for business excellence, Kaye, Anderson (1998) 
Once the company has an understanding of TQM. It should then carry out a health check to assess its situation. This review should be in the common understandable language of the participants, to avoid misunderstandings and so no one feels that they are being talked down, this should ensure greater participation. By asking questions such as: 
&#61623; How far along the company is to TQM 
&#61623; What does it still has to achieve 
&#61623; What it will have to change with respect to the key elements of TQM 
&#61623; What TQM evolutionary level best represents the company 
&#61623; What level of TQM adoption the company is at 
&#61623; What are the attitudes of the staff towards the company 
The objectives of a health check should be to 
&#61623; To give the company a starting point and subsequently measure change from that position. 
&#61623; To identify issues 
&#61623; To seek out hidden agendas and areas of resistance 
&#61623; To establish priorities 
Two guidelines that companies can use to assess their position in TQM terms are: 
Dales (1999) ?Four Levels in the Evolution of TQM? and Lascelles & Dales (1993) Levels of TQM Adoption (Figures 2 and 3). These models could also help in creating achievable targets e.g. Today where we are classed as uncommitted company and cover all the inspection requirements. In one years time we will be classed as a drifter and incorporate all of the Quality Control Criteria. 
Figure 2 The four levels in the evolution of TQM (Dale 1999) 
Figure 3 Levels of TQM adoption, Lascelles and Dale (1993) 
Figure 4 The Quality Training Cycle 
Once it has assessed its situation it can then plan out the appropriate steps and timescale it needs to achieve them. Each step should be taken as an identifiable project using the quality training cycle (figure 4) 
The development of TQM in any company takes many years. It would be unwise for anyone to attempt the whole thing at once. 
The Argument for TQM 
There are many claims made for TQM by the myriad of consultants and gurus some of these claims can be quite wild, some consultants may try and sell TQM as a quick fix, this kind of claim does not help the serious teachers and users of TQM. The most recognisable advantages of TQM are: 
&#61623; It helps provide the customer with a improved product or service 
&#61623; The customer can be assured of a desirable quality standard 
&#61623; It requires critical analysis of what you do and how you do it 
&#61623; Standardises procedures that clarify employees tasks and roles 
&#61623; Creates ownership and motivation in the work force thus improving effectiveness and efficiency 
&#61623; Creates a corporate history that can be referred to through documents and records 
&#61623; Cuts and improves training time through training records and reference manuals 
&#61623; It requires improved standards, services and cost from suppliers 
&#61623; Adoption of ISO9000, success in quality awards etc. improves the company profile and market potential 
&#61623; Cuts the cost of wasted resources and materials 
Criticisms of TQM 
Those who argue against TQM such as Harari, Grossman, Grint from research carried out by Arthur D Little, Ernst & Young, Rath & Strong, McKinsey & Co & AT Kearney, point out that only 20-30% of TQM initiatives are successful. Therefore, it cannot justify itself as a success or worth the money. 
The defenders of TQM explain this low success rate, as due to poor implementation, and that the critics and failures do not fully understand TQM, but a theory is no good unless it works in practice. Therefore, any company undertaking TQM could learn a lot from the critics, and possibly avoid the pit falls. 
Harari (1992,1993) has pointed out his criticisms, which are common to most critics, in his ?Ten Reasons TQM Doesn?t Work?, and later adding an 11th: 
1. TQM focuses people?s attention on Internal Processes rather than results 
- there is not enough focus on what the customer actually wants. 
2. TQM focuses on minimum standards ? products are being made with no defects, but they also have no ?Wow? factor. I.e. Fords look like Nissans, Look like Toyotas etc. 
3. TQM develops its own cumbersome bureaucracy ? A Quality department that grows and grows in size producing paperwork that chokes the business. 
4. TQM delegates Quality to Quality Czars and experts rather than to real people ? responsibility is taken from those who should have it, i.e. everyone, quality can?t be delegated. 
5. TQM does not demand radical organisational reform ? to often this is an excuse 
downsizing rather than freeing up people from fire fighting to becoming experts and acting across boundaries. 
6. TQM does not demand changes in management compensation ? payment of bonuses depending on short-term profit is still the main bonus measure (80% of organisations). 
7. TQM does not demand entirely new relationship with outside partners ? sole supplier status is often misused to hold that supplier to ransom, rather than using support, trust and caring about the well being of your partners to improve the whole supply chain. 
8. TQM appeals to faddism, egotism and quick fixism ? TQM is often sold as a quick fix. Many managers are not capable of staying the course in this never-ending process; many lose the plot and become obsessed with the Baldrige Award. 
9. TQM drains entrepreneurship and innovation from corporate culture – Companies need to be more chaotic to make the big breakthroughs and this does not fit with ?Do-it-right-first-time?. People will accept the imperfect if there are other compensations. Ferrari makes impractical cars that leak oil and breakdown a lot but they sell. 
10. TQM has no place for love ? TQM is clinical, analytically detached, sterile and mechanical. There is no emotion or soul. ?You have no right to manage unless you talk passionately about what you are doing. ?Debbie Coleman Apple. 
11. TQM is sold and implemented as a formula to solve all your problems ? TQM should be kept in perspective, it is tqm not TQM! It won?t, and can?t, solve every problem 
Recommendation?s 
Agrotran should adopt TQM as part of their business strategy. They should be clear on why they want to do this ? long-term profitability, increase market share etc., and tailor their approach. 
There are a number of tasks Agrotran should under take in this process: 
1. Establish a TQM team to oversee the projects and training. This should be made up of the senior management, it is important that management understand and is committed to TQM. It should include someone from Nat-truk who has experience in this area, and Tom Smith as the most vocal critic to act as ?devils advocate? and to win his commitment back which seems to have taken a knock. 
2. Establish the reasons for change and communicate this to all involved 
3. Create a Vision statement that encapsulates what the company is trying to achieve and how it intends to achieve it. In all the different activities this will provide everyone with a common focus 
4. Establish the standard they intend to supply with reference to customer requirements the capabilities of the company and its suppliers. 
5. Carry out a health check to establish their current position, what areas are in most need of improvement, what situations are constant problems, e.g. The communication problems over process etc. 
6. Set up a system that will collect data and establish the costs of failure and the reasons behind this. 
7. It would probably be worthwhile reviewing their Quality System (ISO9000) as this seems to be Nat-Truk?s imposed on Agrotran. This should be mainly under the control of Agrotran as it will be based on their knowledge of how Agrotran works best and their knowledge of their current customers requirements, Nat-truk would have more input, but not take over, when it comes to their areas of expertise. 
8. Use the previous step to draw a quality strategy, to include; Goals, required systems and tools, behaviour changes to create a suitable culture in the company, resources required. Create a timetable and priorities for the definable projects. Some projects should be aimed to be completed soon, so that changes can be seen. 
9. Establish the requirement and time table for training and education 
10. The senior management should also keep themselves up to date with the current developments, debates and criticisms of TQM. After all TQM does practice what preaches ?continuous improvement? and this can help the company in their own continuous improvement. 
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