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Management is an art.  The effective practitioner has the unique ability to apply the various tools -- both scientific and behavioral -- to maintain a motivated, satisfied, and productive team.  Effective managers are in a constant learning mode and recognize that management excellence is a journey and not a destination.  In the 1990s, the management leader will emerge as the facilitator capable of identifying, developing, and empowering the responsible employee.  This style of management will be the foundation for quality management excellence.
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Introduction

The Quick Fix

Are American companies addicted to the quick management fix?  When in doubt, we reach for another business book, slogan, model, or theory; we hire consultants to analyze and re-analyze.

The quick fix is seductive and addictive.  A snappy book title, 10 over-simplified steps to success, a good speaking voice, and the American business public will flock to your doorstep.

A recent study by the administrators of the Malcolm Baldridge National Quality Award found that American companies have been subjected to a "dizzying array" of publications and seminars on quality management theory, but have received "little information on how to choose the right approaches, tailor them to the unique needs of the organization, and realize the benefits they provide."

The Age of TQM

Enter the 1990s and the age of "Total Quality Management" or "TQM."  Sounds agreeable, but what exactly is TQM, and how does today's corporation go about achieving this lofty goal?  

The TQM model strives to identify the steps necessary to achieving quality management based on real world experiences.  As a result, there are many different approaches to TQM -- some good, some bad. 

A complete outline of all of these varied approaches is beyond the scope of this paper.  Rather, my objective is to illustrate a few actual, documented approaches (based on TQM and other methods) that can result in very real successes.

The Real World

In today's highly competitive business climate, very few organizations can afford to put all of their quality eggs in one basket, whether it be TQM or some other form of process improvement.  In fact, most successful organizations have found that the complexity of doing business in the 1990s demands the use of more than one methodology. 

The methodology outlined in this paper is based on the experiences of organizations that have successfully implemented various quality improvement processes.  The immediate goal is to provide managers with practical tools which can be used to reduce costs and improve quality.  It should always be kept in mind that the ultimate goal -- and the true measure of success -- is customer satisfaction.

What is TQM?

Total Quality Management, or TQM, is an ongoing process whereby certain quality improvement principles and practices are applied universally throughout an organization.  Besides TQM, there are innumerable approaches to quality management; a few of the more common ones are described below:


Competitive benchmarking -- creating internal goals based on competitors' best practices.


Cost control/reduction -- reductions in labor, materials, and other costs.


Customer satisfaction/service -- an evaluation of all company tasks in terms of contribution to customer satisfaction.


Employee involvement -- a participation management process whereby employees at all levels are given the opportunity to identify problems and find and implement solutions.


Flexible manufacturing/production -- based on responsiveness to customer needs; can include short product lead times and/or greater product variety.


Information technology improvement -- technology improvements that shorten response times.


Office automation -- technologies to improve the generation, collection, compilation, and storage of critical information.


Organizational restructuring -- a long-term effort to improve an organization's problem-solving and renewal processes.


Production automation -- equipment and/or operation improvements that increase efficiency and/or product quality.


Quality of work life -- creating compatibility between organizational and personal objectives.


Reward systems (i.e., "pay-for-performance" systems) -- rewarding employees for extra contributions to the organization.


Socio-technical systems (i.e., self-managing work teams) -- designing work systems to maximize the effectiveness of both people and technology.


Strategic planning -- an ongoing process where management leaders create organizational goals and set priorities toward achieving those goals.


Supplier integration/partnership -- where two companies commit to a long-term, mutually beneficial relationship: the supplier commits to product improvement and the customer commits to volume and/or price purchasing.


Time-based competition (cycle time reduction) -- shortening the product development cycle.


Work force planning -- a systematic determination of staffing requirements.

TQM vs. Re-engineering

Unlike TQM, "re-engineering" is an age-old process, based on the idea of doing more with less.  However, re-engineering should not be confused with "downsizing," "rightsizing," "strategic realignment," or any of the other terms often heard.  The term "reinventing the organization" best describes the process of re-engineering.

An organization that is undergoing a re-engineering process throws out all of the old notions about how the business should be organized and run.  Gone are the former organizational and operational principles and procedures, replaced by entirely new processes.  Many re-engineered organizations go so far as to abandon even the basic principles of division of labor, specialized job descriptions, command unity, hierarchical structures, and function-based management.

The focus in a re-engineered company is on the process.  All of the company's functions and systems are structured around the process.  

So how is this different from TQM, and which method is better?  First, re-engineering indicates a radical and complete reworking of the entire business process, starting from square one.  TQM, on the other hand, involves a continual and relatively gradual movement away from a problem state, toward a desired objective.  TQM is an incremental approach to change, based on situational requirements.

Many companies, after thoroughly analyzing their needs and objectives, find the best approach to be a combination of TQM and re-engineering.  This approach, which I call Continuous Quality Improvement, or CQI, utilizes a template for process improvement, and then, depending on the severity of the problem, employs the method best suited to solving that problem.  (Although I will continue to use the term TQM throughout the remainder of this paper, I am actually referring to this hybrid approach.)

In order to determine which method is most appropriate, a formal organizational audit is usually required.  This audit involves all employees in reviewing key systems, processes, and resources, with the goal of identifying necessary improvement areas.

Planning for a Successful TQM Process

Five things must take place in order to successfully implement any type of management improvement process:

1.  State your objectives in clear and practical terms.

A complete understanding of all objectives is necessary before undertaking any TQM process.  Translate corporate strategy into understandable and manageable tasks.  The clearer the objective, the greater the likelihood for success.

2.  Specify the approach you intend to use to meet your stated objectives.

The example approaches listed on page 2 are but a few of the many available methods for implementing process improvement.  Find the single, best approach to meet your objectives.

3.  Study and learn all you can about your chosen approach.

Refer to case studies, reference books, and other literature to learn about the approach you have chosen.  

4.  Honestly assess your organization's readiness to proceed.

Once the appropriate approach is selected, conduct a close inventory of the company, business unit, or group that will be implementing the process.  Use the seven success factor characteristics outlined in the last section to assess your organizations readiness.

5.  Tailor the process to your organization's needs.

Based on your previous assessments, outline:


Key steps to implementation, including timelines, milestones, and personal accountabilities,


Specific actions to ensure employees buy into the changes,


A communications plan,


Resource allocations and utilization,


Commitments needed from top management, and 


The availability of performance-related information.

Implementing a Successful TQM Process

Plan thoroughly.

Every process must begin with a plan.  A cost and quality improvement process must be developed with the broad involvement of managers and employees.  Develop goals and establish clear measures for success.  Also, make plans for continual adjustments and improvements to the plan.  Bottom line: the quality improvement plan must contribute to, and be consistent with, the organization's overall business plan.

Revise and publicize your mission statement.

The company's mission statement should describe the company's objectives in a manner that will clarify the company's priorities for every employee.  Mission statements should be understandable and practical and should describe specific objectives for all key areas o the company.  The mission statement should spell out the criteria for success measurement.  Lastly, the mission statement should be prominently posted and continually promoted.

Align activities with objectives.

Establish a clear link between the company's strategy, tactics, and objectives.  All employee activities should be aligned with the company's stated objectives.  Avoid disjointed or overlapping efforts, which can drain resources.  A sense of urgency and purpose can serve to drive a positive acceptance of managerial changes.  

Gain commitment from management leaders.

Management leaders must make a visible and credible commitment to quality improvement.  Top management must "walk the talk" in order to give the process the clout necessary to ensure total employee buy-in.

Empower employees.

In order to drive employees by process, rather than function, employees must be given the authority and accountability to improve their own systems.  Rather than commanding or controlling, managers should now empower and trust.  

Dedicate resources.

The company's resources must be dedicated toward the successful implementation of the cost and quality improvement process, and subsequently, the company's stated business objectives.  

Plan for continual checks and improvements.

Lastly, checks must be established which will allow for the accurate and frequent measurement of performance and results.  Plans must be made for continual adjustments and improvements.  A successful process implementation is never complete; it simply becomes a transparent part of the company's overall improvement effort.

The Five Commandments to TQM Implementation

In short, following these five rules will help ensure a successful implementation:

1.
Enlist top management's commitment from the beginning.

2.
Let your key processes determine your priorities.

3.
Manage by participation.

4.
Focus on tangible, measurable improvements.

5.
Know (and let your employees know) the answers to these three questions:


a. Where is the company going?


b. How is the company going to get there?


c. What do you expect from each employee?

Measuring Your Success

Compare your TQM plan or process with the following seven statements to evaluate both your organization's readiness to undertake a TQM process, and your organization's success in implementing your chosen method.

1.
The TQM approach is based on a fully conceived plan for cost and quality management.

2.
Communication of the process is consistent throughout the organization and promotes understanding of the cost and quality strategy.

3.
Employees understand and believe in the need for change and are motivated to act toward achieving the stated objectives.

4.
Management is committed to continuous improvement.

5.
All employees are an integral part of the TQM process and have been given some form of decision-making responsibility.

6.
The necessary infrastructure is in place to sustain continual improvement.

7.
The original cost and quality improvement process has become an ongoing process of continual improvement.

The essence of Cost and Quality can be summarized by the letters outlined in the word QUALITY...
Q = Quest:
Leadership, Vision, Core Values, Sense of Purpose.

U = Utilization:
How do you involve your people?

A = Accountability:
What kind of quality results do you have?  Are you holding everyone accountable for quality?

L - Long Term:
Does the Quality Plan link to the Strategic Business Plan?

I = Initiative:
Are employees empowered to ensure quality assurance of products and services?

T = Track:
Are systems in place for measuring and rewarding improvements?

Y = You:
Customer and client satisfaction.  How involved and committed is each person to the cost and quality criteria?

Hopefully these thoughts explain the lessons learned in successful Cost and Quality Interventions.  Good luck on your journey.  Call us if we can help at 1-800-938-4925.
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