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CHAPTER ONE

BACKGROUNR TO QUALITY IMPROVEMENT PROCESSES

Hunan Resource development and employment creation will be
cruclal to the transition to democracy for, without an im-
provemant. in living standards, the masses can be expected to
generate a crisis of expoctations that a future goverument

would be unable to neet,

A number of major trends have been identified in the global
and enterprise environments which will lead to dramatic
changes in management strategies, approaches and technigues.
{Aburdene, 1990; Charltonr, 1992; Drucker, 1989%; Kor.pman,
1991; Nasser, 1993.) These trends are :

A growing demand for sustainable development ;
- Economic giobalisation and integration ;
- Tha impact of technological development

~  Structural adjustment and privatisation

-y

- Emerqging new work syst.ms ;

-~ The mve from traditional personnel practices to HR
management ;

= Changes in leadership styles from bureaucracy to entre-

preneurship.

The above trends are congruent with the essence of the
quality improvement theories set out in Chaptey Two, and
therae is a strong arqument, that without the implementa-
tion of ane or other quality improvement process, the
trends mentioned above, will not be attainable,
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ABSTRACT

Mary companies today are nnt achieving expected businese
resulte despite significant i.vestment ‘n Total Quality Man-
agement {(TQM). Even some previous Malcolm Baldrige award
winners are seen struggling. Some report that perhaps only
30% of companies using TQM methoda have achieved demonstra-
tive hottom line success, at least in the short run. That
leaves the remaining 70% with results spreading from lc:al-
ised success stories, but little bottom line results, to a
few with various symptoms of ahject failure.

This is particularly disturbing as TQM was seen, both over-
seag and in South Africa, as the panacea for transforming a
company into a "world class competitor™.

This research report analyses a convenience sample of twenty
eight companies that have introduced the TQM process, as well
as two consulting enmpanies specialising in TQM packages. It
aims to establish to what extent change in management style
has influenced the success or non-success of this process,
together with identifying the changesz in management satyle
that are required to succesafully introduce this interven-
tion.

The reaearch report concludes that the Quality Improvement
Processe, coverall, i{s gaining momentum and support of major
South African companies, and many have achleved positive
bottom line results, but also that these regfulis have, in
many cases, fallen below expectations. The e¢ritical areas
for effective implementation cof TQM wre icentified and in-
Clude top management commitment, the integration of TOM into
the whole strategic business plan, the introduction of the
process as a holistic part of the process, and not an add on,
and the changes in management style required.
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a.

Causing quality through prevention requires re-
source allocation so that work is dene right,
and resources are not squandered on finding and

fixing problems,

Absclute number four la that the performance
standard is '2ERC DEFECTS'. 'The performance
standard must be Zero Defects, not 'Thet's close
enough'. 'rhat's close encugh' says one will
be satisfieu with meeting requirements only some
of the time. A 2Zero Defect performance stand-
ard means that one will be satisfied only when
all the requiremants for the work processes are
met each and every time. It is in fact an

at ‘tude of mind.

Absolute number five is that the measurement
nf quality is 'PRICE OF NON-CONFORMANCE'. The
measurement of quality is the price of
Non-Conformance, not indexes measuring quality
as good or bad, up or down, better this year
than last, or higher than clie industry standard
as this fails to giva a picture of whether or
not quality is improving. Measuring quality
by calculating the price of waste - was'. «d

time - effort, material - produces a minority
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The Definition of Quality is 'CONFORMANCE TO
REQUIREMENTS' . Quality 1s defined as
conformance toc requirements, not 'Goodness’.
Terms such as these - goodness, excellence,
beautiful, exclusive - are subjective and vagua,
Crosby believes that when Quality is defined as

'Conformance to kequirements', subjectivity dis-

appears.

Any product., service or process that conforms
to it's requirements is a qguality product,
service or process. If regquirements are not

met, Non-Conformance reaults.

The third absolute jis that +he aystem of
quality is 'PREVENTION'. 'The system for caus=-
ing guality is pravention, not appralsal. De-
tection that sorts bad from qood at the end of
the proceas does not promote improvement. Pre-
vention occurs in design of a process. It ine
volves cr~ammunicating, planning, proofing
and we. king to eliminate opportunities for

hon=Conformance, from the start.
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2.2 The gsgence of he Ouality Improvement Theorjes

2.2.1

Philip Crosby (1979)

The following is a summary of the process ae
postulated by Philip Crosby (Quality is Free
1979; Quality without Tears, 1984) :

i. The Crosby processg, arguably the most
popular in South Africa is based on
certain very clearly defined

paramaters;

a,. The Five Absoclutes = The f£fjirst
absolute is that 'ALL WORK IS A PROCESS' -
Every jocb we do is a procesa, a series of
actions that produce a result, Work processes
can be analysed as many activities, each with
cr1tomers and suppliers. The process produces
an output that the customer expects to be
right. Likewise, conforming inpute £from
suppliara are expected so that work processes
can run efficiently. Understanding the work
done as process with inputs, outputs, customers
and suppljers is a fundanesntal concept of

guality improvement;
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CHAPTER TWO

REVIEW OF THE LITERATURE

In Chapter One, tha demand for improved guality, customer
service, and ‘'Zerc Defect' products were clearly
highlighted. The proposition to be tusted is that these
qualities can only be achieved with a concomitant fundamen-
tal paradigm shift in management style. This Literature

Review andeavours to give credence to this proposition.

2.1 Introduction

The quality pionears mentioned in Chapter Ona are pro-
meting certain philosophies and principles as a way of
life and part a the "holistic" way of doing business. A
fundamental principle that permeates this complete Lit~
arature Review is that gquality cannot be added
onto, or inspected intc a product, but rather that
it has to be "built into" the product. {Crosby, 1979;
ITISA, 1992; Zenger Miller, 1994; Wickens, 1987.)

The philosophies of the pionoers mentioned in Chapter
One will be examined in some depth in ordar tc see
whether there are "common threads” that are required
if Total Quality Management is to be effectively intro-
ducad,
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How does management get the workers to 'buy-in' to the

procesa 7;

What role does 'teamwork' play in the effective

implementsation of Total Quality Management ?;

wWhy do companies introduce Total Quality Managoment

interventions 7;

wWhat management style is most appropriate to bring about
the change to effectively introduce Total Quality Man-
agement ?;

¥What are the key contributing factors for success or

failure 7;

What are some of the difficulties that can be
encountered in implementing an intervention of thi!a

nature ?
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The research aims to provide answars to the following

key questions :

1. 1Is there a direct relationship between the styles of
management propiagated in the Literature Review to
the succeasful implementation of Total Quality Man-

agement?

2. Is there a direct relationship between the unsuc-
cessful implementation of Total Quallity Management
and the failure to change the company's management
style as propagated by the authors in the Literature

Review.

In addition, the following questions were probed 1

Is there a diroct relationship between the successful
implementation of Total Quality Management and the man-
agement atyles as proposed by Grant, R.M., Shani, R. and
Krishman, R. (1994) : "Total Quality Management's Chal-
lenge to management Theory and Practice®, Sloan Manage«-

ment Review, Winter, (pp. 25-34") ?;

What is the impact of senior management, and in
particular, the Chief Exacutive Officers' role in
the successful Iimplementation of Total Quality

Management ?;
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The OQuality Fioneers

The phllosophies of the recognised gquality picneers
such as : Crosby, (1979}, Deming, (1946), Juran,
{1974), Ischikawa, {(1985), and Feigendaum, (1983),
will be examined in some detail as will the views of a
number of South African authorities.

(Please seg Annexura "E')

Objectives of the Research Report

The succese stories of Total Quality Management are well
known. (Grant, et al , 1994) Unfortunately, 8o ate the
disasters ! while many Total Quality Management inter-
ventions have achieved dramatic benefits, and tangible
improvements in product and service quality, many qual-

ity improvement programmes ultimately fall apart.
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The graph featured below indicates a diminishing trend

in South Africa‘'s balance of payments :

ECONOMIC TRFNDS AND PROJECTIONS
1903 - 1994
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The next graph relates to the real growth rate and
clearly indicates a highly volatile and oscillating
situation, but with a growth rate not nearly sufficient
to cater for the raised expectations of the community
“post April 1994", particularly bearing in mind the
huge amounts of revenue required for the Reconstruction
and Development Programme that has been accepted as

pelicy by the government.
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One could well ask the question as to why an interven-~
tion such as Tvtal Quality Management has been intro-
duced in many St uth African companies. The following
briet overview of the South African economy, provides us

with some insight :

The following graph represeunting the GOP and CPI
percentage changes from 1955 to 1991 clearly indicates
the parless state of the South African economy with
the Consumer Price Index far outstripping the Gross

Domestic Product.
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Binedell, (1993) observes that, due to Scuth Africa’'s
isoclation because of it's previcus political policies,
has fallen behind in respect of both technological in-
formation and modern menagament techniques and that it
will take a major effort on the part of management to

capture this lost ground.

Exacerbating South Africa's low preductivity problem,
is the fact that trade unions, have, over the past
number of years, managed through the process of
collective bargaining, tc increase wages of semi-
skilled and unskilled workers significantly. This
has had the effect of increasing our unit cost
considerably, thereby making us less competitive than
our major trading partnere (Central Statistical
Service, 1992).

(Please see Annexure "C")

“Total Quality Management" was considered the panacea
for America’'s productivity problems. However, while
many companies reported significant improvements, many
were disappointed in the resultse of the process while
others are totally disillusioned (Newsweek t Saptember
14, 1992).

Many South African companies have introduced Total Qual-~

ity Management in one form or another, with varying

degrees of success.
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fourteen out of the fourteen countries ! The overall
evaluation of South Africa was a dismal eighi out of
fourteen.

(Please see Annexures "A"™ and "B")

The above information is particularly relevant when
one -ansiders the view of Goldradt, (1992, p.13), on

the question of the need for Total Quality Management:

"I think that today there is consensus that this
is the thing to do. It is not an overnlght
fashion, it is something serious and very much
needed. But just look at how difficult it is to
introduce into companies. The »esults are 80
painfully slow, and in many countries, this
movement has already stagnated inte - let’'s face

it - just lip service."

1t is clear, that if South Africa is going to be able
to improve its competitiveness in terms of world
competition, it is going to have to significantly
improve its productivity. The problem that this Re-
search Report will investligate will ve whether Total
Quality Management can be an effcctive intervention without
a significant change in the management style, and if
not, to identify the types of changes required to effec-

tively introduce Total Quality Management.
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1.1 Introduction

The last week in April, 1994 was a historic event,
and a milestone in South Africa's History. In addi-
tion to intreducing for the first time a democratic
political dispensation into South Africa, it also
expcsed South Africa to international competiticn,
which, previously, because of our pariah state in the

internaticnal community, had not bpeen an issue.

Sanctions could be cocngidered a "double-edged-sword’
in that whilst sanctions have severely impacted on
the South African economy, "the down side": the up
side has been that jinternational companies have not
deemed it appropriate to enter the South African
market. Tt is not inconceivable, now that the sSouth
African economy is opening up to the internaticnal
community, that some major manufacturers could see a
gap ir the South African market to bhecome involved.
Tuis would put severe pressure on South African
compa ies in order to be cumpetitive against these "world

class competitors” (Koopman, 1993).

In terms of the most recent research carried out by
Garelli, {1993), in a study of fourteen middle level
economies (developing countries), South Africa, on

the evaluation of it's Human Capital, rated a miserable
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2.2'3

upanimous consensus that these changes in man-
agement style were necessary to effectively im-

plement Total Quality Management.

The “ITISA” Process (1992)

The consultancy 'Interdependence and Trans-
formation in South Africa' (ITISA), whizh
was founded by A. Keopman, C. Nel, J. Nel and
D. Pullen, have developad a Quality Management

process that is designed to :

a. Understand the Socuth Afrjcan social-eco-
naomie and political realities in order to
determine the effects thereof on people
relationships and purformance within the

business ;

b. 1Initjate a process of interaction and
communication across the organisation, that
will facilitate better understanding, co-
operat.ion and trust between diverse groups

and functions ;

c. Initiate an understanding of the necesaity

and dynamics of change ;
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the leading business schools and management Con-

sultancy companies.

Total Quality Management calls for systematic
changes in management practices, including the
redesign of work, the redefiniticn of manage-
mant roles, the redesign of organisational struc-
tures, the learning cf new skills by employees
at all leve,s, and the re-orientation of or-
qganisational goals. Implementation of Total
Quality Management therefore provides challenges,
similar to those involved in the management of
other revolutionary transitions. The authors
arqgue that unless top managers become agents of
change, redefining management roles and struc-
Lures, and accapting their loss of power in the
process, the intervention cannot be succesaful.
They conclude (p.34) that 1 "Western managaers
have traditionally prided themselves on being
pragmatic, eclectic, and open-minded, but the
conflicts between thase philosophies suggest
that managers and theilr companies will increas-
ingly need to choose implicitly, 1f not explic-
itly, to which school they belong,"

The above views were extensively probed wilh

the interviawees (Annexure E), and there was
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Table 2 : Emerging Management Paradigms 1
TOM and the Economic Model of

the Firm
o8 Economic Wodel of the Pirm
organisatioual Earving customer hesds by Maximising protit (Ll.s., of
Goala aupplying geoode and shareholdatr waslthj.
services af the highast
pornible gqualicy.
Individuai Individusis motlvated by tndividuals motivated cnly by
guals sconemie, social, and sconomic goals 1 maximimatlon
paycholeglical goals of incoms and miniminatlon of ettort.
relating ip parsonal fui-
filment and woclal atceptance.
Tims Dynamig 1 innsvalion and static cptimpsation 1 maximieing the
continual improvement. prasent valum of nst camh flow by
maximising revanue and minimimirg
cost,
Co-ordination Employsed Arw trustworthy Managers have the sxpertise to co-
and Contiol and are axperts in thelr ordinate and direct ubordinstes.
jobs = hence emphasls on Ayrncy problems necessitate monitors

Anle of
Informatinm

self-management. Employass ing of subordinates and applying
are capable of co-ordinat- Inecentives to align objectives.
ing wn & voluntary basim.

open and tlmely informa- Informution aywtem matches hisraroh=
tion tlows are critical to jcal wiructure 3 key lunctions are to
self-management, horlgontal support menagars' declelon making and
ce-ordination, ano guesc moniter subordinates.

tar rontinual inprovement .

Frinciples of tysten-based optimisatlion Productivity maximisation by speciala
Work Design with smphasis on dynamic iwing on the Fasls of comparacive
performance. advantage.
Flrm Iwsues of supplier-customer cClesr distinctlon betwssn mackets and
Boundaries ralations, information flow, firmes ae governance wechanisme. Firm
and dynamic co-ordination boundaries detarmined by transastion
coman to transactions coste.
wichin snd betwesn Iirme. i

The authors conclude that Total Quallty Manage-
ment ls a revolutionary philosophy that re-
quires radical and pervasive change within the
firm. Total Quality Management's oriqins and
dissemination pattern are quite different from

those of almost any other management innovation

of the past half century, and it has bhypassed
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middle management ana corporate staff, result-
ing in a flatter organisat.onal structure. The
authore continue that the only way to effec-
tively introduce Total Quality Management ip
that,, firstly, Total Quelity Management focuses
the entire company on customers; it gives the
company one extaernally focuaed goal that all

departments and functions can support.

Secondly, thias customer focus provides not only
an cbjective for the company, but also a mecha-

nism that unifies procusses.

Thirdly, quality management is more than unify-
ing nhijertive aAnd mechanism. It is & philoso-
phiy. It is the companies ralson d'etre, and it

integrates the entire management of the com-

pany .

The authors qo on to identify "emerging manage-
ment paradigms; Total Quality Management and

the economic model of the firm".
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In addition to the decentralisation of opera-
tlonal decisions, Total Quality Management typi-
cally increases participation in higher-level
decisions, and makes those in lower echelons.
These two trends - se.f management and
participative decision mal ing - constitute a
substantial change in managers roles. Tradi-
tionally, managers, by virtue of the,r training
and experience, were responsible for gathering
information, making decisions, and applying the
incentives and sanctions needed to implement
those dec.siona. linder Total Quality Manage-
men* the auvthors ergue managers priorities are

re~ordered 1

Thelr decision making and contrel functions con-
tract, and their roles as consultants and coaches

grow.

The authors continue that under Tetal Quality
Management, shop floor teams become involved in
communication and coordination witl teams in
other departments and units. Flows of informa-
tion and communication become less vertical,
more lateral. Within the formal structure,
they attempt to widen managers span of contrel,

which permits the removal of whole layers of
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ferent from those of other management and or-
ganisational innovations that have swept through
the business world during the postwar perjod,
innovations such as management by objectives,
time-based manhagement, and the strateglic man-
agement of core competencies. Four distinctive

features of Total Quality Management stand out:

intal.sctual
Driginm

Sources + f
Innevation

Nationsl
Origine

Disswmination
Ftocens

Table 1 1 Development and Diffusion of TOM
and other Management Methods
oM Other Managewsnt Methods

Ntatlstical Theary *
sanpling and varjance
analynis.

Industrial wnglnears and
physiciste working in
industry mnd governmant,

International 1 devaloped
in the United Ptates,
transfarred Lo Japan,
subsequantly difTused end
satended within Barth
america and Europe.

Populist 1 amaller
companies and middle
managers have played a
prominent rele.

The socisl salencer ¢ micre-
aconomlcs, paychology, and
sociology in particulsr.

Luading business schocls and
manayg L 1““' F les,

United stacms, thoen toansfarced
internationally.

" .erarchical ¢t from lmading
industrial corporations to smaller,
leas prominent companies; and withln
companias frem top management down.

The authors go on to state emphatically that
the role of management needs to change signifji-

cantly !
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nies need to prepare themselves for organisa-
tion wide change - including top inanagemeiits’
relinguishing of power. Furthermore, Total Qual-
ity Management practices cannot be combined with
strateqgic initiatives, such as corporate re-
structuring, that are based on conventional man-
agement theories. They conclude that the fail-
ure of one or both programmes is inevitable if

this is done.

These authors argue (p.25): "The Buccess
stories of Total Quality Management are we)l
known. They include such companies as Xerox,
Allen-Bradley, Motorolla, Marriott, Harley-
Davidson, Ford, and Hewlett-Packard. These com-
panles comitted themselves wholeheartedly to
Total Quality Management; they made fundamen-
tal changes in their management practices
and philosophies and improved product quality

and company performance".

They go on to make the observation that Total
Quality Management inevitably conflicts with

est ablished Western managenent practices.

They arque that Total Quality Management

originsg and pattern of diffusjon are quite dif-
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2.2.2

determine guidelines for recognising
individuals and groups.

xiii. ‘Quality Council'

This is designed to bring together ap-
propriate pecople to share Quality
Management information on a regular

basis.

xiv. ‘Do it all over again'

To make certain the Quality Improve-
ment process never ends. It will be
recalled that one of the absolutes
of qualitv is Zero Defects. This

means a never ending journey, hence

step fourteen.

Grant, R.M.; Sharney, R.; Krishnan, R. (1994)

These authors argue that Total Quality Manage-
ment i more than a fad or a buzz word. It is
even more than a technique for controlling and
motivating employees. They belliave it is a
challenge to conventional management techniques,
and to the theories that underlie them. They
conclude that Total Quality Management there-
fore, cannot simply be grafted onto existing
managemant structures and systems. If its’

benefits are to be fully realised, then compa-~
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ix.

xi.

xii.

'Zero Defects Day'

This ia designed to create an event
that will let every individual real-
ise, through a personal experience, that
there has been a change in the way
things are done at the company (a para-

digm shift).

‘Coal Setting'

This is designed to turn pledgee and
commitments 1into actions by
encouraging individuals to establish
improvement goals for themselves and

their work groups.

'Error Cause Removal'

To give every individual a method of
communicating to management the
situations that make it difficult to

improva.

'Recognition’

7o appreciate those who participate
and to grant some sort of recognition
by reviewing current award programmes
and evaluata the use, recognising both
achievements and participation; and
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L

vi,

vii.

viii.

'Quality Awareness’

To provide a method of raising the per-
aonal concern felt by all employeet
towards the conformance of the product
or service and the guality reputation

of the company.

‘Corrective Action'
This is a systematic method of
resolving forever the problems

identifled through other action steps.

'Zero Defects Planning'

To examine the various activities that
must be conducted in preparation for
formally launching Zero Defects

{quality commitment event).

'Education’

The Crosby process involvas
significant education and training
ranging from the chilef executive,
right down to the lowest factory

worker.
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ii.

iii.

iv.

‘Quality Improvement Team'

must be established to run the Quality
Improvement process. Crosby recom=-
mends that the Quality Improvement team
comprise the manager of each depart-

ment or major area of operation in the

company and an administrator.

‘Measurement '

Crosby is of the view that measurement
is essential to provide a display of
current and potential Non-Conformances
in a manner that permits objective

evaluation and corrective action.

'Cost of Quality'

The purpose of this step is to define
the elements ©f the Cost of Quality
and cxplain their use Management
tool. 1lpevicably, tie wluction of
the Total Quality Manajyesment process
is going to cost money and is a very
time consuming process. This cost has
to be identified and compared to the
'Cost of Non-Performance' to identify

whether it is worth the expenditure.
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figure that can be used to direct efforts to
improve and measure the improvement. Crosby

refers colloguially to this as 'PONC'.

Crosby identifies fourteen clearly discernable
steps in the Quality Improvement process.

These are as follows :

i, ‘Management Commitment'

The degree of Management commitment
can be judged by management sctions

in :

a. Establishing and expleining the

gquality policy ;

b. Providing resources to support

improvement effort ;

¢. Demonstrate commitment ;

d. Participate in and support

improvement.
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Wickens further expanded all jobs as much as
possible by developing the capabilitiea of all
employees to the greatest extent compatible with
efficiency and effectiveness. This resulted in
a reduction in the number of Job titles. He
recalls that at the Ford Motor Corporation,
they reduced from 516 different manual worker
job titles to 52 in the 1985/86 negotiations

with the trade unions !

A fundamental innovation that Wickens intro-
duced was that the employees themselves vali-
dated the quality of their own work and did not
pass on unacceptable quality to the next stage
of the process. "Right firet time" was the
order of the day, rather than an, "if [ don't

get it right, it will get picked up" mind set.

Tearmworki. 3 and comnitment is anothet fundamen-
tal approach adopted by Wickens. Thus reflected
in the Nissan~AEU Agreement which includes the

followiny general principles :

To promote mutual trust and cooperation between

the company, it's omployees and the union ;
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monthly paid workers and dld away wich the "sta-

tus" usually identified with monthly paid staff,

Wickens acgues that "single status” is a desir-

able innovacior. because

Firstly, it is morally right ;

Secondly, it can help change attitudes and make
a contribution to providing a more equitable

industrial relations climate ;

Thirdly, it is a necesgary stap towarde a long
term aim of co-determination znd co-responsi-

bllity ;

Fourthly, in times of full employment, it aids

recruitment and helps retain labour ;

Fifthly, it can help achieve floxibility among

the workforce".

On the gquestion of {lexibility, Wickens intro-
duced modular training in order to multl-skiil
his labour force with a corresponding higher

rate of pay emarging.
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Reter Wickens, (1987)

Peter Wickens, Director of Personnel of Nissan
in the United Kingdom, believes in FLEXIBILITY,
QUALITY, TEAMWORK. MHis basic philcsophy is
that you cannot inspect auality onto a product,

you have to build guality INTO the nroduct.

He goes on to jdentify the fundamental differ-
encas between the philosophy of the British

worker and the Japanese worker.

Recognising the need for fundamental paradigm
shifts in management attitudas at Nismran, he
moved from & 'THEM AND US"...to just "US" mind
set, Hw achiiever] Lhis by integrating the la-
bour force ag a 3ingle entity doing away with
the white~collar clasa and the blue-cellar class.
He argques that many traditional white-collar
jobs using pen and paper have changed beyond
all recognition with the introduction of the

computer revolution.

He contends that as the tonls of the trade are
changing, 80 are the responsibilities of tha
employees. To this end he integrated the con-

ditions of employment betw sn hourly pald and
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Table 4 : Paradigm Shifts

Required

Traditional Farsdigm

Mansgumant is the brainm, smployess
are the hands.

Munagemynt directs, plans, and
wwhttoln daily opurationn.

Managerent’'s job is to solve
operat icnal proolems.

organisationsl pmrformance ls
the cumulative effsot of Lpdividusl
perlormance.

Erracs ars caugh* and corrscte) by
specinlints duting or after
production or delivery.

Crisp declalon making is the mark
of & good leader.

tbhiectives, standards, measurements,
and appralerls start at the top and
cancade down the organisation,

AJoguntabllity rests with “the chain
of comnand” within tach separate
functicne, group.

New Paradigm

The expart in & job fs (or
must become) the person
dolng the icb,

Managament aupparts frontliine
teams that run daily
oparations.

Mansgement wnsulen teams have
the skille, tools, informa-
tion, and mupport to solve
operational problems,

Organisational performancs
depsnds on JYstems,processes,
and structure,

Ertors are pravented by
wrsijone during esch sfap nf
the sntire internal and
wxtarnal customer-pupplier
chain,

sullding team ownarship mlows
degision making but dramstig-
ally improvea implemsntation.

Btarting Crom the outmide in,
customers sot thae pricrities
and messures of sifectivenats.

Rolem anhd responsibilities for
managing scose=tunctional
processss ard satablished,
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Table 3 : Achieving Cultural Change
Figniticant Ssrvice/puality cultural
Comgonenty Frograns Changs

Prucenn Dulivary

ilding Employe
CommiLewtl

Technology snd
Syntons

1
' Manwgi1y Pecple
sSsnior Mansasment
inval ranant

Rales and
Responeibilities

Customey
Engectations

Planning

Programs ate glvan by
various Inturnal/external
wxports and mpenialists.

irapirational messages,
seminarw, and slogans

t improvw .

Employess ate sxpected to
make better uas of what
LLIVIT N

Trainlng "fixes"® frontline
smploysas and supsrvimors.

Executives give thelr
*blesning” and make guast

Improvemant responsiblle
itiwu are given to a few
salectad psople

Hanagasmant talls smploysas
what custormrs sxpact.

Fragmmats of tralniyg,
inspiration, projmet
improvemsnts, wducation,
wto,, Are BWDATALS trom
strategic planning.

fultural changs is driven
by line managers.

An snvironnent of voluntarp
imm 1w nurtured through
managumant's laadarship and
support of Intact, corofie
tunctional, and progesa
improvament twahs.

What ex!sts is re-nglheered.

All hiring, promoting, per-

L]
mansurewment, and rewards
ate raaligned.

Exscutives visibly lead the
COntinuous 1mprovement
(G- TT

Cultural changs determines
all strategios, strycturss,
skillm,and ageountabllities.

Teans uncover their custom-
ars' expectations and work
to ence«d them.

serat wgle planning, budget-
ing, and servirs/gualley
improvemsnt planning are
woven Lhte one master plan
minaged by line managers.
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The philosophy behindi the process is :

= Help the organisation to compete more suc-

cessfully;

= Eliminate errors and unnecessary delays;

= Develop work processes that are more effi~-

cient and less complex;

- Intrcduce work processas that are more re-

sponsjive to custumers changl.ig needs; and

- Make the best possible wie of vrganlsa-

tional rescurces.

The process can best be summarised with the

following two tables @ '
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The process encompasses :

-~ Interpersonal skills
~ Situation appraisal
Problem solving
-  becision making
~  Planned protection
- Inter-group relationships
- Inter-team relationships
- Leadership and team-bu 1ding
~  Customer orjentation
- Constant innovation
- Commitment of people
=  Providing vision and values
= Analytical managemunt mkills

= Fundamental organisation culture change

Fundamental to the process is the assessment of
present {where the company is now), compared to
the vision of the future (where the company
wants to be). The difference ie called the
"performance gap”, and the whole process is
based on bridging that gap through the inter-

ventions mentloned above.
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2.2.4

Having identified specific requirements for
good people relationship and values and that

is a basis for identifying shared value ;

Having evaluated the present status of
the orqganisation against agreed require-

ments.

The Zenger Miller (Southern Africaj

Ouality Improvemeunt Process (1994)

The Zenger Miller Quality Managemen . Process is

called "Managing for Excellence". There is a

very strong employee/management co-operation di-

menslion and this will emerge as the philosophy

of the process is examined.

The process is based on the fellowing basic

iBsues :

Strateqy formulation
Organisation restructuring
Role clarification
Objective setting
Planning and resocurcing
Progress feedback
Performance development
Performance appraisal

Rewards management
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= 'rust and respect are verhs, they require

ACTION

= Unity and Diversity is achieved by building

it into all decisions

(Note) @

Many of the constragcts embraced in the ITISA
process is based on the original concepts as
postulated and implemented by Koopman in the
'Cash Build' initiative, which, when it is
taken cognizance of that this occurred ten years

ago, was a visiounary and pioneering exercise.

The ITISA piocess focuses on 'TOTAL PRONICTIV-
ITY AND QUALITY' (TPQ) and is based on the
following @

a, Understanding the nature of a culture of

votal Productivity and Qualicy ;

b. Understanding the needing for people driven

growth as a basis for future success;

¢. Undarstanding the interdependance of
people performance and people relation-

ships;
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- Passion for Performance
- Personal Accountability
- Self-Driven Improvement

- Statistical Quality Centrols

‘Creating and keeping more customers through

participative processes’', entails 1

Wealth Creation

- Leadership

-  Team Work

- Continuous Improvement Teams
«  Stake Holdarship

= Work Place Democracy

‘Shared Vision and Values to Create Mutual Trust
and Respect and Develop Un ty in Diversity',

entails :

- Everyone participates in the development of

the values

- Only an unfolding vision can cope with the

dynamic environment

- Everyone is treated with total equality in

the light of the values
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world Clasas Organimation

Continuous Improvement through Learning and Empowerment

Creating and Reeping more Cuatomers through Farticipative Processes

Shared vision and Values to Create Mutual Trust and Respect
and develop Unity in Diveraity

At this time it would perhaps be appropriate to
make the observation that while the 'CROSRY"
process focusesg primarily on structures,
training, measurement, and {8 very strong in
theee areas, the ITISA process Eocuses on 'Win-

ning the hears and minds ot the puuple’.

The ITISA process defines 'World Class Organi-

satjon' as an organisation that has ¢

Inclusive World View

- Inbuilt Quality

= Quality Circles / Councils
~ Gain sharing and Esops

= Work Creating Pipeline

'Continuous Improvement through lLeairning and

Empowerment' encompasses i
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Develop a basis of a common value system
by:-

'understanding values' and the relation-
ship to beha ‘'our - creating a common
understanding of ‘desired' wvalue; what
is meant by them, and what be aviours are

involved ;

Utilise exercises during the workshop to
identify scme of the current problems and
successes in the organisation, thereby de-
veloping an informal base for further

action ;

Initiate evaluation of where the company is

presently in terms of values ; and

Initiate understanding of the need far
participative processes, and tc agree the
required future process to achieve people-

driven growth within the crganisation.

The process can best be described as :
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- Vislons of the result you want. to create;
and

- A clear view of the rrality you now have.

Fritz continues that the difference between what
is wanted and what there is now, forms an impor-
tant structure in the creative process, namely;
that of structural tension. The formulation of
vision and the identification of the current
reality have to be realised. (There is a strong
eimilarity between Fritz'e argument and those

postulated by Koopran, referred to earlier.)

DekYer argues that, institutionalisa“ion re-
quires that the opposite interests and, .n fact,
often diametrically opposed .awerests of the
parties are acknowledged. Dekker identifies
the structural tensions between vhe parties urin-
ing from the normative behaviour which unionisn
demands relating to democracy, whaereas the nor-~
mative behaviour which employers require re-
lates to efficiency. bekker refors to a norma-

tive consensus being a prerequisite.

Dekker continues that, varjcus studies and the
direct negative experience from imposed labour

process systems which resulted from o inter-
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actlion will satisfy their different interests

apd ertLablish coexistence.

He quotea the example of the time taken to build
the car for President Neison Mandela, namely ;
four days with only nine faults. The equiva-
lent German averade is six days and fourteen
faults, whereas the normal average in East Lon-
don is said to be fourteen deys and sixty eight
faults ! On another occasion, when workers
agreed to make up lost producticon subsequent to
a dispute, they completad seventy cars a day,

while the average is forty cars per day .!

Dekker traces the poor relationship habits ac-
quired by beth unions and management back to
the 1980 decade and argues that it will reyuire
mora than goodwill for this to be corrected. He
quotes Fritz, a management psychnlogist, who
draws a distinction between structural conflict
and structural tension. Fritz points out that
a basic principle in neture is that of conflict
seeks resolution, but because of the complexity
of situations, that resolution creates further
tensions. He argues that the two components

which form structural tension are :
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2.2.10

models rather than on roles and functions, as
woll a9 exterral Jocf of control, are all exanm-
plas cf Africa's inclusivist Ubuntu-baced value

system.

This requires building values, the removal of
trust barriers, gaining trust and respect through
learning, tiexible structures, separating all
long/short term power positions, devolving au-
thority and placing responsiblility where lt be-
longd, ailowing job swopping, and the introduc-
tion of quality processes, the removal of moti-
vational barriere, access to information, sta-
tistical control, space for growth, and fi-

nally, pragmatic humanism.

Loct Rouves Dekkar, (1993)

Professor Dekker Lalks about rasolving struc-
tural tension i1 a baais for co-determination in

South Africa.

Dekker goes on to accept the inherency af in-
dustrial conflict and explores what prerequi-
sites are required for the enerqgy of managers
¢nd union leaders to be ~reatively channellaed

80 that the output and outcome of their inter~
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going to be needed if we would like to be part

of the new liberatutive world ordar.

After discussing varicus value systems, he fo-
cuses on reward/punishment versus rejection/
recognition. Koopman uses the analogy of fu-
nerals and weddings where, in white society the
norm ie to send out invitations, therefore set-
ting up a mutual exclusivity for attendance.
This is In stark contrast to the black world
where these events are major social "happen-

ings™ and invitations are cunsidered "open".

He further declares that in terms of Western
style management, the mere word, "management”,
implie+ power over relationshipas, whereas in
the black community, the manager has to EARN

the right to control his peopla.

He then goes on to argue, couvincingly, for
“"Humanism in the work place", referring to sop=-
¢ial networking meaning “consent by the man-
aged" and refera to this as "pragmatic human=-

ism".

Koopman concludes that, respect for the elder,

the extended family and inclination to focus on
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2.2.9

Albert Koopman, (1993)

Koopman rafers to "the divire will of Africa”
and arques that since the existence of man, he
has searched for the "best" form of organisa-
tion and moral code of conduct, and that the
attainment of these has to do with his rela-
tionship on a day to day bamsias with his fellow

man, and the interaction he has with him.

He continues that whites primarily have de-
gigned exclusive institutions which give pri-
vacy to the individual, his development, self-
fulfilment, which serves to foster liberal de-
mocracy. Blacks on the other hand, balieve
that this is very much part of the soclietal
fabric, and see the need for each individual to
find his place in societal structure, to play
his particular rele in it, and to a large ex-
teni, subordinate himself to the sorietal needs.
In other worda, he desires organisations to ba

INCLUSIVE,

Koopman continues that, with the colonisation
of Africa, many systems were imported and im-
posed which are in direct conflict with the
"na‘.ural way of doing things” in Africa and

that. an entirely new South African ethos ls
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In comparing this model to South African or-
ganisations, Christie cbserves that in the South
African public sector, large bureaucratic forms
of organisations predominate and very few, if

any, follow the INTEGRATED organisation apprcach.

In conclusicn, Christie postulates tha’, given
the predominant social relationships within an
organisations different development phases, this
would suggest that prevailing relationships in
South African organisations ara of a dependent,
or, at best, interdependent nature. Goal and
task orientations predominate, while there is
little evidence of a human side to South Afr]~
can enterprise. He argues further, that, in a
country where antagonistic attitudes towards
unions and authoritariar management style are
most often the norm, it _s perhaps appropriate
for management to adopt a more "Africa" style
of management as opposed to the traditional
western style which is characterised by indi-

vidualism and competitiveness |

The above concepts articulated by Christie, are
congruent with the basic requirements for ef-
fective implementation of Total Quality Manage-

ment as postulated by the previous authors.
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- A thinking element ;
- A feeling element ;
= A doing or acting element ; and

- A spiritual element,

He arques further thec we think with our brains,
we feel with our hearts, and we act with our

bodies.

The thinking element, in terms of an organisa-
tion, relates to it's goals. If this process
is teleological in nature, then the body of
it's orqganisation, namely ; the acting elemant
relates to it's task orientation. He further
arques that in a healthy person, there is a
constant striving tor a balanve between think-
ing, feeling and acting in order to produce a

wall balanced individual.

Extending this analogy to organisations, a
healthy crganisation would require the same bal-
ancing of thinking, feeling and action, and, in
this way, & more fulfilling relationshir is
developed, taking and giving as the need arises,
recognising and accapting our mutual interde-

pendence.
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- The entrepreneurial corporation ;
= The mechanistic corporation; and

- The dynamic corporation.

The relevance of the above to Teotal Quality
Management is the changde in management style if
the process {s going to be effective.

Christie then goes on to articulate Lievegoed's
three structurally distinct phases of an or-

ganisations development :

The ploneering, differentiated and integrated

phasea of development.

He proceeds to identify a human model of the
organisation, and ergues that it 1s useful to
extend the developmental perspective into terms
mece directly human than biological, and that
by doing 8o, a realistic conception of the South
African Organisation is poasible. How these
concepts and those dir.ussed balow, impact on
management style were explored in the Research

Report.

Christie continues that the individual human

being comprises four essential elements :
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2.2.8

appropriate to establish at which "spirit stage”
the company 1s at before introducing any inter-
vention to change the culture of the organisa-

tion.

The above is congruent with Lessem, who makes a
strong case for an "Afrocentric” approach to
management and argues that the concept of "UBUNTU"
is uniquely Afrjican, and as such, the practical
application of "UBUNTU" provides for managerial
relationships and practices that would promote
harmony and higher productivity in African or-
ganisations. He goes on to ldentify value-
centred leadership, the developling, industrial
ecclogy and the learning community as fundamen-

tal South African constructs.

Peter Christie, (1993)

Christie believes that the heart has been torn
out of South African businesses. He refers to
the hypothesgis formulated by Blake and Col-
leaques in "ecorporate Darwinism” as a six

stage revelutionary process :

= The food gathering family ;
= The food producing village ;

-~ Commercialisation of the economy ;
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2.2.7

- strongly connected with it 's empirical and
rational arientations, but also with it's arts,
artifacts, stories and mythical beliefs, tradi-

tional represented in the "humanities”,

It should be noted that this is congruent with
Lovemore Mbigi (1993), who focuses strongly on

“creative pathways" and “paradigm pioneers"”.

Lovemore Mbigi, (1993)

Mbigi arques that the total essence {(spirit) of
the company must be changed to become congruent
with that of the society and the cultura within

which it operates. To this end, he identifies :

The rainmakers spirit ;
The hunters spirit ;

"i « divination spivit ;
The war spirit ;

The clan spirit ;

The wandering spirit ;
The avenging spirit' and

The witch spirit.

Lovemore goes on to argue that doing "cultural

surveys' is a waste of time and that it is more
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vacuum, but it has evolved firmly ocut of one
particular cultural heritage, but iqnored other

cultural heritages.

Dividing the world into four clearly defined

lineations :
World One H Western ;
World Two : Northern ;
World Three 1 Eastern ;
World Four ¢ Southern.

te goes on to arque that the "Southern" dimen-
sion is more appropriate for South Africa as it
svolves around "commenal network™ {indigenous

African).

He concinues in some detail analysing the vari-
ous manadement styles of the Western (World
One), Northern {(World Two, Eastern {World Three)

idealisms and rationalism.

Lessem then puts a strong case for a Fourth
World dimension : {Southern Humanism - family
business to socineconomic network) as being the
more appropriate management style for Africa.
He refers to this as the "humanistic way" and
arques that South Africa’s full cuitural herit-
age is bestowed not. only with thes modern fruite

of American and Eur ‘p2an science and technology
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2.2.6

To recognise that all employees, at whatever
level, have a valued part to play in the success

nf the company ;

To seek actively the contrihutions of all em-

ployees in furtherance cf these goals.

On the qrastion of conmitment, Wickens observes
{(p.96) ... "clocking in is regarded by many
manual workers as being demeaning and is dis-
liked particularly when they see it as part. of
the process by which they stopped pay for late-

ness .

Lessem's "towards the learning company” 1

Cultural Foundations, (1993)

Lessem postulates that the management stylie in
South Africa does not accommodate South Afri-
ca's diversity and that the soc.al, political
and economic tranaformation of South Africa has
n»t yet bean accompanied by a purposeful dif-
ferentiated and subsequently integqrated approach

to management.

lLessem's hypothesis is that the business enter-

prise in South Africa has not emerged in »



Pace 61

2.2.13

11. Eliminate work standards that prescribe
numerical gquotas.

12. Remove barriers that stand between the hourly
paid worker and his right to pride of work-

manship.

13. A very strong focus on education and re-
training is required and must be vigorously

enforced.

14. Create a paradigm shift in top menagement
that will champion, everyday, the above

thirteen points.

Deming felt very strongly that while quality is
the responsibility of everyone, it must be driven

from the top, and cascade down.

Armonde V, Feigenbaum, (1983)

Feigenbaum believed chat the responsibility for
quality dor3 not rest with the special quality
agsurance or quality control department, but is
a shared responsibility. He view was that the
difference between Total Quality Management and
other techniques, 1s that it provides a genuine

effectiveness, so that in order to provide genuine
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10-

A strong emphasis is placed on modern on-

the-job training techniques.

The fundamental role of foremen/supervi-
sors must be changed to improve guality and
preductivity. Managemant must be prepared
to take immediate action on reports from
foreman/supervisors concerning barriers to
quality, such as, inherent defects, machines
not maintained, poor tools, undefined op-

erational definitions.

Reduce the element of fear. (This is a
furdamental problem with the introduction
of any intervention such as Total Quality
Management, in that workers are often fear-

ful of possiblae consegquences/ramifications.

Eliminate the barriers between departients.
People must learn to work ag a team to
foresee problems with production that may
be encountered with various materiala and

specifications.

Eliminate numerical goals, posters, and
slogans f.r the workforce, asking for new
levels of productivity without providing
methods .,
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Change the philosophy of the company (para-
digm shift). A company that wants to be a
world clase competitor cannot tolerate com-
monly accepted levels of delays, mistakes,
defective materials, and defective work-

manship.

Do away with quality inspection. Instead,
ensure that quality is built in to the prod-
uct. (This iR very much the same philosophy
of Peter Wicken of Nissan,
set out in some detail earlier in the Chap-

terl’

Eliminate suppliers that cannot qualify with
statistical evidence of quality. Stop the
practice of awarding business un Llie Lbasls
of price, but rather insist on suppliers
meating certain quality criteria with price

being a secondary consideration.

Look for a.d identify problems. It is tne
of managements prime functions to continu-
ally evaluate the system including design,
incoming materials, compoaition of mate-
rial, maintenance, improvement of machine,

training, supervision, and retraining.
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1I

like any other type of process - it varies.
Deming differentiated between common vari-
ation {(random fluctuation) and special vari-
ation (resulting from some specific faults
or malfunction in the process). The aim of
quality improvement is to eliminate special

variations.

Deming provides a holistic approach for
management in which the organisation is used
as an intearated entity. His fourteen im-
provement steps (Deming, 1982 and 1985)
provide a framework for action, and give
management the basis on which to formulate
a plar in the absence of experience with a
pariicular issue (this 1s congruent with
the Crosby philosophy spelt out i1n some

detail earlier in this Chapter.).

Deming's fourteen pointe can be summarised

as follows :

Create constancy of purpose toward improve=-
ment of product and service with a view to
becoming competitive and to stay in busi-
ness. Fundarental in this process is top

managements reaponsibility.
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3‘

that objectives have been achieved.

iv. Act by making changes to the plan which
are needed to better achieve customer
satisfaction, and to cont.inue what was

successful.

The sacond Deming principle identifies the
respective responsibilitirs of management
and workers. Management must be able to
distinguish between problems due to the
workars and those inherent in the system.
This can only occur provided management and
the workers have the same goals and speak
the same languaga, and if management in-
volves the workers, using their insight into
problems on the shop floor. {(This 18 very
similar to the Koopman philocophy, which
envisagea A "shared vision" and congruency
between the objectives of management, the

organieation, and labour.}

The third concept is that of measurement,
and the use of statistics as a common lan-
guage nf the werkplace. This implies that
both minagement and workers understand some

statictics. The process in the firm is
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ity qgurus, and is arquably the doyen of the

concept. Deming's basic philosophy is that

quality is the prerogative of management AND

the workers who can and must make a meaningful

contribution. For workers to be able to do

this, they require proper support from manage-

ment, and Deming's philosophy can be broken

dewn into three key concepts i

The first concept is that of never-ending
impravement {continuous improvement). For
this to be possible, the firm needs to be
committed to appropriate training and the
removal of ohstacles to quality. Deming
identified a “cycle of improvement" based
on the Shewhart Cycle, with the following

steps ¢

i. Collect data upon which a plan can be
constructed for what needs to be accom-
plished in a given time frame, Deter-

mine what actions must be taken.

ii. Carry out the actions that further the

plan developed in atep i.

iii. Check results of actions to make sure
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2.2.12

The authors conclude by identifying the chang-

ing role of senior managers :

Accept training in how toc manage for gual-

ity;
Create and lead a quality council that guides
and coordinates the prncess through which

the company meets it's quality goals;

Personally determines which quality g.onls

should enteyr the business plan;

Approve the methods of measurement of qual-

ity goals;

Perscna’ly review progrese against the goale;
Participate in recognition ceremonies (this
is very similar to Croshy's "Zaro Defects

Day”;

Approve revisions in the reward system.

Dx W Edward Deming, (1345)

Deming is probably the most famous of the qual-
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immediately, where sheetmetal parts, which
traditionally required an average flow time

of 40 working days, were reduced to 4 days !

The authory also focnua  strongly on the forma-
tion of teams to solve probleme, and of build-
ing employee trust. Another dimension is ask-
ing employees what they think, and promoting

cooperative labour/manay.ment initiatives.

They go on to guote the reaults of a 1990 Ameri-
can Society for Quality Control-Gallup poll,
where employees were asked to rate four ways to
increase thelr senae of job satisfaction. 33%
voted for "letting you dc more to put your ideas
into action”, which cutrankad "pay you more"
(27%), “recognise the efforts more" received
19%, and "listening to your ideas for improve-

ment"” received 17%.

The authora further talk about "engaging the
trozen middle” (This is interesting as thie is
a common theme that emerges from an analysis of
the interviewa in Annexure E). %he concept
easentially invelves improving the tradition-
ally adversarial relationship between labour

and management.
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»e flexible, job classificaticn ahould be
minimal, and employees should have versa-

tile skills;

- Information should be shared amongat the

members of the organisation;

- The implementation of a strategy is more

important than '%’'s formulation;

- Employees are active participants in the
organisation, and they should therefore,

share in 1t's fruits.

The authors go on to emphasise the importance
of listening to the neople who actually do the
work, and they quote the exarple of many compa-
nies who have found that involving workera in
the design of new facilities, etc., contrib-
utes positively to employee "buy-in". Compa-
nies such as Boeing, received 4500 recommenda-
.iong from employees when they embarked on the
construction of a new sheet-metal fabrication
plant in Auburn, Washington. These original
ideas were condensed to 142 recommendations,

and every asingle one of them were implemented.

The recommendations began to pay off almoat
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jumping jester who always ends in an upright
position. Another performer prover to be a
gifted cowedian, who is equally adept at fire-
eating and scrambling at the Ltop of a human
pyramid. Everybody in the troop, it seems, is a
musician, clown, aerialist, an- stagehand. All
of the parformers are actively involved in de-
sign of their "work", as well as in the business

side of the organisat.ion”.

The authors go on to examine in some detail the
participative management style identified by

Professor Tadao Kagono of Kabe University.

They arque that Japanese crganisations have been
surcessful berause :
-~ Management relies on the wisdom of the peo-

ple at the bottom of the crganisation;

-~ Motivation and commitment of the majority
are more important than the motivation and

commitment of a few;
~ To motivate the majority, jobs must be se-
cure, and the differences in rewards mini=-

mised:

- To cope with change, the labour force should
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2.2.11

in the American context on corporate govern-

mants,

Dekker concludes his analysis by talking of a
"the company-in-society”, and "the value of in-
dustrial democracy" where industrial relations
has to o with basic values and whea capital anc
labour enter the industrial relations system
they have to accommodate aspects of the respec-
tive ideological preferences. Dekker refers to
Ronnie Lessem's four World's of Management Model,
and concludes that it is possible to arque for
the collaborative based industry within the con-
text of the nation of a social market, rein-

forced by the importance of humanism.

Rowles, J. and Hammond, J., (1991)

These authors, in their book "Beyond Quality”,
place a very strong emphasis on "the human side
of quality". They us2 an interesting analogy
of a small t.oop of Australian perfc .mers known
as "Circus 0z". They observe (p.d7) : "The 0z
solution is empowered and involves people, One
moment a performer is catching his mates asa
they fly through the air with the greatest of

ease ; the next, he is a trampoline expert, a



Page 50

ventions in the work place, such as "Tayloriam”
and "Fordism", has resulted in employers now
understanding that workers should have some in-

fluence on management decisions.

Labour is now increasingly seen as a rescurce
rather than a cost and hence it's co-optation
is elicited. However, the need for democracy
by unionism requires indirect participation
through re presentatives, whereas the effjiciency
needed by employers, requires direct participa-~
ticon between the supervisor and the worker as
individuals ; and for workers through "team

dynamics"”.

This fact has been recognised for some time by
many progressive companies, and, hence the cun-
stant searching for appropriate board represen-
tation by workers, i.e., searching for "suit-
able" black directors to ke appointed. The
issue has not been delineated ar it is still
ciouded by the fears of nationalisation and
command ecenomy. Dekker dues not pursue the
nature of board representation in South Africa
or the methodology or co-determination adopted

in Western Germany or the principles developed



Page 73

3.1.3

5. A fifth feature of qualitative studies

is their attention to particulars.

6. A sixth feature of qualitative studies
pertains to the criteria for judging
their success. Qual'tative research
becomes believavle because of its co-
herence, insight, and instrumantel util-
ity. "

Stren.tus and Weaknesaesg of the Methodology

The dynamism of the depth interview provides a
face-to-face encounter with the informant where
large amounts cof expansive and contextual data
may be obtained quickly. Becauvee the interview
establishes a personal relationship with the
subject, it facilitatss ¢ooperation from the
respondent. The methodology also allows the
researcher to adjust linee of gquesationing and
simplifies access for immediate feollow-up. In
addition, it provides the researcher access to
subtle and important information contained in

quality and tone ot vuice and body language.

While the dynamic nature »f the process is one

of the strengths of the methodology, it .+ also
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Qualitative research [considers] the
self as an instrument. The self is an
instrument that engages the situation
and makes sense of it. This is done
moet often without the aid
of an cbaervation schedule; it is not a
matter of checking kehaviocurs, but
rather of perceiving their presence and

interpreting their significance.

A third feature that makes the study
gqualitative is its interpretive char-
acter. Interpretive here has two mean-

ings 1

a. Ingquirers try to account for what
they have glven an account of.

b. OQualitative inguirers aim beneath
manifeat behaviour tuv the meaning
events have for those who experi-

snce them.

Qualitative studies display the usa of
expressive language and the presence

of voice in the text.
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3.1.2

that do not rigidly structure the di-
reotion of enquiry and learning within
simplifying, a contextual, a priori de-

finitilons." (Jones, 1985%a, p.46).

Schmitt and Klimoski (1991) contend that quali-
tative research interviews are by definition
relatively unstructured. The researcher will
have cbjectives for the interview, a list of
potentially useful questions as well as an out-
line of the order in which these gquestione may
be poaad. In terms of these constraints, the
interviews conducted for this research were sup-
ported by a standardised introduction. A set
of broad questions wiare referred to as an aide-
de-memcir to the researcher. Tha purpose of
the interviews wer~ to develop constructs and

identify iessues.

Faatures of Oualitative Studies

Eisner, (1991, p32-40) statea 1

" 1. Qualitative studiea tend to be field
focused. In education, thoee conduct-
ing qualitative research go out to
schools, visit clasorooms, and observe

teachers,
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3.1.1

b1 N

Brehm, (1994, p.55-57), succinctly sets out
the features of Depth Interviewing:

"Depts interviewing has been described in
the Literature as a conversation with a pur-
pose (Schmitt and Klimoski, 1991; Walker,
1985 Marshall and Roasman, 1989; Jones, 1985a).
According to these authora, depth interviews
differ from structured interviews in that, while
they do have a schedule of gquestions to be
asked in each interview, the methodology is a
dynamic process which allows for flexibility
in permitting the ressarcher to "pursue pro-
ductive and appropriate lines of enquire”
{Schmitt .nd Klimoski, 1991, p.l39}.

Depth interviews sesk the participant's per-
spective and explore this with appropriate quas-
tione arising from the interview context. This
is in contrast to highly struvctured intervisws
with a fixed guestionnaire achedule which, in
setting a predetermined schedule of questions,
focuses the interview on those areas that the
researcher thinke are relevant and may ignore
those which the respondent considers pertinent
to the aubject.

"Qualitative research methodologies seek

to learn about the social world in ways
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3.

CHAPTER THREE

RESEARCH METHODOLOGY

3.1 Nature of the Research

This research was qualitative in nature with the objec-
tive of establishing whether there was general consensus
that a paradigm shift in management style was required
in order to effectively introduce Total Quality Manage-

ment .

The underlying basis for this research was to identify
the type of management style that is required to effec-
tively introduce Total Quality Management. According to
Bryman, {et €l., 1988), the development of constructs
derives frcm an exploration of the various meanings that
people attribute and ascribe to these constructs. Con-.
sequerntly, the concepts which are developed are grounded
in the respondents' own experiences of the objects and

situations which partain to these concepts.

This research, therefore, sought to elicit the experi-
ences, views and perspectives of the sample through the

use of depth interviews.
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Crosby processes., Significant in this com-
parison is that all three authcrities are

in agreement that :

- Quality is managements responsibility;
= The quality effort dumands an open,

participative management style:

= There are no shortcuts to quality im-

provement;

-  The improvement process is never-end-

ing;

~ Companies cannot preduce greater pre-
cision in iwolation, they must securs

greater precision from suppliers.
It is significant that the above congruency
highlights the need for significant change in
management ptyle, if Total Quality Managemeant

is going to be effectively introduced.
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of recognised authorities, there are certain
congruencies that permeate the principles of
all the abonve quoted authorities.

These include :

- Total] “uality Management is a holistic ap-
proach that has to be integrated into the

very fabric of the corporate cultures;

=  An analysis of the various "processes" while,
maybe not saying 8o in as many words, clearly
indicates a significant change in manage-
ment style that is required in order to

effectively implement these processes;

- A Btrong emphasis is plaeced On such aspects
such as:
-  teamwork;
- recognition;
=~ accountability;
-  teambrilding;
- building quality into a product, as op-
posed to inspecting quality onteo a prod-

uct;

-  Attached as Annexure D is a summary of the

main features of the Demming, Juran and
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2.2.16

4. Conduct an analysis to discover the causes

of the problems.

5. Determine the effect of the proposed changes
on the people involved, and find ways to

overcome resistance to these changes.

6. Take action to institute the changes, in-

cluding training of all personnel involved.

7. Institute appropriate controls that will
hold the new, improved quality level, but
not restrict continued improvement - per-

haps through another breakthrough seguence.

Juran's approach to qualjity, encompasses three

basic aspects (the quality trilogy) of :

- Quality planning
=  Quality control

- Quality improvement

Integration of the Literature Review with

the propositipneg posed ig Chapter Three

Notwithstanding the fact that the Literature

Review covers a number of theories/propositions
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2,2.15

Ischikawa is of the firm view that if there is
no support and leadership from the top, then
the inwroduction of TQC was a waste of time.
Furthe more, policies must be clearly defined,
including clarifying responsibility and author-
ity. He was also of the view that while author-

ity can be delegated, resprnsibility cannot.

br Joseph M, Juran (1974)

Juran's research ccnvinced him that over 80% of
quality defects ara management control-able,
and it is therefore, management, that most needs
te change. (This is congruent with the propo-
sitions that this Research Report attempts to

prove or disprove.)

The sequence of Juran's quality process is as

follows -

l. Convince others that a breakthrough is

needed,

2. Identify the vital two projects (involvas

Pareto analysis).

3. Organise for a breakthrough in knowledge.
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When QC is implemented, falsehood disap-

pears from the company.

Ischikawa believed that in order to introduce

Total Quality Management a paradigm shift in

management philosophy is required :

If TQC iz implemented, countrywide, it can
contribute to the improvement of a compa-

ny's corporate health and character.

QC is one of the major objectives of the
company. It is it's new management phi-

losophy.

et your eyes ©u luuy-term profits, and put
quality first.

I
Destroy sectionalism.

TOC is management with facts.

TQC is management based on respect of hu=-

manity.

TQC 18 discipline that combines knowledqge

with action.
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pany-wide quality control™ (CWQC}, to differen-
tiate the Japanese approach to TQC, from the
more specialised view attributed to Feigenbaum.
Ischikawa also made a significant contribution
by taking much of the mystery oit of the statis-
tical aspect of quality assurance. Conforming
to the belief that without statistical analy-

sis, there can be no quality control.

Ischikawa believed that there were certain
basic characteristics of Japanese quality

control, inter-alia :

- Quality control is to do what is to be done

in all industries.

-  Quality control which cannot show results,

is not quality control.

= Quality control begins with education and

ends with education.
~ To implement TQC, ocne needs to carry out

continuous education for everyone, from the

Fresident down, to shop floor workers.

- QC brings out the best in everyone.
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2.2.14

effectiveness, control must start with identj-
fication of customer quality requirements and
end only when the product has been placed in the
hands of the customer who remains satisfied.
He argued strongly, that better quality is cheaper
in the long run (this is congruent with Crosby's
concept of PONC). Feigenbaum developed the
concept that quality comprises an "industrial
cycle" which includes; marke+--~ _.asign, pur-
chasing, manufacturing, supervision and shop
gperations, inspection and testing, shipping,

installation and service.

Kaoru Ischikawa, (1985)

Kaoru Ischikawa, who is Japan's leading guality
authority, gives credit for a lot of his think=-
ing to Deming and Juran. He developed the
concept of quality control circles, and in ad-
dition, developed cause and effect charts, or
"fishbone diagrams”". Ischikawa is also reccg-
r sed ior his contribution in respect of the
statistical aspect of quality assurance, he-
lieving that without statistical analysis, there

can be no gquality control.

In 1968, Ischikawa began using the term "com-
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such a statement or propoasition ;

Ravisit the statement or proposition ;

Compare other details of the caae against the

revision }

Reviav the statement or proposition again ;

Compare the raviasion to the facts of a second,
third, or mors cagea {besyund the scope of the

proposed Ressarch Report) ; and

Repeat the process as many times as required.

By tollowing the above analytival [iawewoirk chis
Research Report is holistic in nature and by impli-
catlon conducive to comparative studies. Further-
more, the analytical framework proviJes a atructure

for the layout and format of the Reasarch Report.
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structs against the following predetermined cri-
teris, namely : to what extent is there con-
slstency among the respondents on the sub-is-
sues and definitions identified above; tn what
extent ars there contradictions and divergent
views on the sub-issues and definitiona; to
identify the underlying sources of these con~
tradjctionas and divargent views on the sub-
issves and definitiony; to identify the under-
lying :>urces of these contradictions and di-
vergent views; to determine the relationship
betwean the sab-ipsues; and to ldentify the
underlying {ssues and factors supporting or re-

jecting the research problems.

Explanatory

"The goal at thie stage is to develop explicit
theory that can be used to explain the empiri-
cal generalisationa that evolve" (Ferreira and
Puth, 1988, p.l62). According to ¥in (1984,
p.108), the iteractive natura of the suggested
process involves the following step.

Make an initial theoretical statement or an

initial propoaition i

Compare the findings of an initial case against



twe levels, namely :

Exploratory

The data to emerge out of the depth interviews was
analysed in the firat instance by means of thematic
analysis, the purpose of which is to
reduce the accumulated data into manageable
statements and to develop suggestive ideas for
future guantitatjive ressarch which can satand
the rigours of etatistical testing. The steps
in the thematic analysis methodology followed

were
Transfer of the data unto a flip-chart
Build constructm hy antaring short sentencea
from the interview transcripis and secondary

data sources

Svmmarise long deacriptions without losing the

content and meaning of the aentences

Add additional descriptive words to the origi-

nal constructs where conatructs are similar

Casual and association analysis of the con-



This guestion proved to be of great value
to this researcher, as responses were sin-
cers and spontanecus, resulting in the iden-
tification of a number of key issues in
implementing Total Quality Mancy-ment.

3.5 Analysis of Data

As the responses to the guustions asked were not necesa-
sarily "mutually exclusive”, a thamatic analysis was

applied.

According to Ferreira (1988, p.109), "A qualitative re-
esarch strategy iep inductive in that the researcher
attempts to undarstand a sjtvation without impoeing pre-
existing expectations on the setting, Qualitative re-
search designs begin with specific observatione and build
towards general patterns. Categories u: Jiwenslons of
analysis emerge as A researchar comes to make sense of
and organiees pattarns that exist in the empirical world
which he is studying. He then begina to focus on testing
and mlucidating what appears to be emerging. The quali-
tative researcher thus develops analytical, conceptual
and categorical components of explanation from the data

itself”.

To this end, the accumulated data was analysed at
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3.4'7

i, whether the reapondents in fact

agree? with these views;

ii. The kinds of management astyle changes
that had vccurred in the various compa-
nies in order to develop a consensus in
renpect of the types of changes that
were necesmsry tr effectively in-

troduce Tota. Quality Management;

1ii. To prove or disprove the propositions.

Ars there any "Pearls of Wisdom" you would
like to share, ¢.g., somathing that really
worked for you, or somothing that you may
have done aifferently, with the wisdom of
hindeight?

With this question, the rasearchar hoped %o
gain some insight from the reapondents who had
embarkad on the Total Quality Management route,
that could serve aa guidelines for newcomars to

the process,

While the above was not conclusive, it did form
the framework for queations that were asked of

the respondents,.
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The following quotation of Grant, R.M., et
al, on pages 32-33, was read to them and
they were asked to comment in some detail

on these views:

"Total Quality Management is more than a
fad or a buiz word. It is even more than a
technique to controlling and motivating em-
ployees. Total Quality Management is a
challengs to conventional management tech-
niques, and to the theories that underline
thex,, therafore, it cannot simply be grafted
onto the existing management structures and
systems. If its benefits are to be fully
realiscd, then companies need to prepare
themselves for organisation-wide change, in-
cluding tnp management's relinquishing of
powaer. Furthermore, Total Quality Manage-
ment practices cannot be combined with stra-
tegic 'inittativos, such as; corporate re-
structuring, that is based on conventional
management th ory., The failure of one or

both programmes is inevitable.,"

With this quesation, the researcher attempted
to identify the following @
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3.‘.5

Hothwithstanding the fact that a quality
improvement process must be top management
driven, it requires a lot of team spirit
and team building, and "buying-in" by the
workers. HWould you agres with this obser-
vation, and, how did the management in your
company obtain thiz commitment from the rank

and file amployesen?

This question started to probs the change in
management atyle required as proposed by propo-

sition number sne.

How effective has the introduction of the
Total Quality Management process besn in
your organisation? Did it exceed your ex-
pectatiens, achleve your expectations, not
achieve your objectives or make no differ-

esnce whatsoceaver?

With thie question, the researchar sought to
datermine whether there was indeed, a2 direct
correlation between management atyle and the
effective implementation of Total Quality Man-

agement.
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3.4.2.

3.4.3

There appears to be general consensus that
any quality improvement programme must be
driven from the Chief Executive and his
senior managers. How strongly would you

agree with this?

This question sought to establish how important
it is for the process to be driven by the Chief
Executive and senior manager, and to solicit
the role that they played in the process. With-
out exception, wull the authors cited in the
Literature Review, eamnphasize the role of the
CEQ and Senicr Managers in the proceas. This
queation aought to prove the efficiacy or oth-

ervise, of thege views,

To what extent did the senior managers in
your company get involved in the Total Qual-

ity Management process?

With this question, the ressarch scught to de-
termine the extent of involvement of senior
management in the process, and to evaluate how
succensful the process had been in order to

draw certain conclusjions.
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2. There ip a direct relationship between the un-
successful implementation of Total Quality Man-
agement and the failure to change the company's
management style as propagated by the authors

in the Literature Review.

It wags the intention of this research to test these
proepositions, and to develop a framework for the
kinde of management changes that are required to

effectively implement Total Quality Management,

3.4 Questions Posed to Respoadents

Bearing in mind the constraints in respect of in-depth
interviews as discusesed in this Chapter, the questions
which emanate £frem the above propositionse and which

this research sought to answer were :

3.4.1, What were the main reasons that made your
company decide to implement a quality improve-

ment process?

This question sought to establish whether
thare was congru 'ncy in the sample of companies
as to why Total Quality Management inter-

vantions had been introduced.
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presentative cf a population. It takes the units
as they arrive on the scene or as they are
presented to the researcher by more happenstance.
There is also no attempt to control bias.
Depending on your purpose and your awareness
of the credibility cf this type of =zampling,
convenienze sampling may be appropriate to soma
less demanding kinds of data collection,”

Given the geographic spread of the "population”,
and the constraints regarding access, this
ressarcher wes 3bliged to use the “convenience”
sampling process, while being acutely aware
of the crudility of this type of sampling methed.

3.2.4 Method of Data Collection

The method of data collection used was ex-
tensive, personal depth interviews with
senior executives of the convenience sample
of companiea who have embarked on the Total
Quality Management process,

4

3.3 Pxopositions

Arising out of the literature are two propositions.
Theae are :

1. There is a direct relationship between the styles
of management pyropagated in the Literature Re-
view to the success.ul implementation of 7Total

Quality Management.
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3.2.3

base of the companies in South Africa that have
introduced their respective systems of Total
Quality Management. These total a population of
some 350 companies.

Sample Size

The sample size used was twenty eight compa-
nies, many of which are "Blue Chip" companies,
listed on the Johannesburg Stock Exchange. In
addition, a senior executive of two consultan-
cies offering Total Quality Management pack-
ages were interviewed to gain a uvlightly dif-
ferent perapective,

According to Leedy, (1989, p.205-209), "the
larger the sample, the better" --- "sample size
depends largely on the degree to which the
sample population approximatee the gualities
and characteristice >f the gensral population".

sample Method

leedy, (1989, p.200) observes: "Sampling can
be divided into two major categories: nonprob-
ability sampling ani , ility sampling. In
nonprobability samwiing, ne is no way of
forecasting, estimating, or guaranteeing that
each element in the popularion will be repre-
rented in the sample. Nonprobability sampling
can also be divided intec two types: conven-

ience, or accidental, sampling and quota sampling.”

Leedy, (1989, p.200) continues: ", . . Conven-

ience sampling makes no pretence of being re-
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one of its liabjlities in that it precludes (or
certainly makes difficult) standardisation.
Jones, (1985a), identifies other weakneases o’

the depth-interview including:

~ Data is open to misinterpretation due

to cultural differences ;

- It is dependent on the researcher's op-
portunity and characteristics and on
the cocperation of a small group of key

informants

- Data is subject to observer effects which

may be obtrusive and reactiv ; and

= The process is highly dependent on the
ability of the researcher to be resource-
ful, systematic and hoaeat, and to centrol

bias."

3.2 gutline of the Population and Sample

3.2.1

Population

Quality Management BAssociates (Proudfoot),
"ITISA", and Zengler Miller, three leading con-
aultarcies offering Total Quality Management

packages provided the researcher with a data
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"rot2l Quality Management starts and never stops”

"Congultants must nct be allowed to drive/hi-
jack the process - the company knows whac is
best and must modify the package to meet it's

culture/philosophy”

"Fotal Quality Management must be profit orien-

tated FOR ALL STAKE HOLDERS"

“Biggest problem is getting people to under-
stand the power ana necessity of learning : we
made the assumption that pecple want to be em-

powered without proper training”

"Have to get your sceptics and critics to buy-

in"

"Must be an integrated part of the whole way a

company doea business"”

"One does reach points of despair - but you must

keep on making it a way of life"

"¥You have to change the paradigm, ha very pa-

tient and persiztent"
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‘.4‘7

Nine respondents agreed with the larger part of
the observation with the exception of "includ-

ing top management's relinquishing of power™.

These respondents believed that "at the end of

the day, mansqement must manage the company”;

One respondent's reaction was that they did not
see the need to change the company as dramati-

cally as advorated by the three authors.

Question Seven

(Are there any "Pearls of Wisdom"” you would
like to share, e.g., something that really
worked f r yon, or something that you may
have done Adiffarantly, with the wisdom of

hindsight?)

(As the responges to this question were rather

diversa, no schedule of responses appears)

The respondents who answered this question, did
80 with enthusiaam and conviction, and as there
are many "golden threads" of wisdom running
through some of the reaponses, tnese are get

out in scme length,
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4.4.6

One reapondent reported that they had reduced
the price of non-conformance by 35%,2% or R20,7m

in one yeari

The remaining nineteen respondents were some-
what ambiguous as to the degree of success or

otherwise.

This researchars' conclusion that as sixty three
percent of the respondents were ambiguous as to
the degree of succesa or otherwise of the Totul
Quality Management intervention, indicates that
the effectiveness of the "measurement” appears

to leave something to be desired.

Question Six
(The guotation from Grant, R.M., et al)
[ DEFINTTELY AOREE 1IN AGREE W1Ts || DISAORKE
AGREE PREACIPLE RESENVATIONS
= = e e e PR
14 ] ’ 1
[T 1 20,04 10,08 3o r

Fourteen respondents agreed with the quotation
"definitely"”, "certainly", “totally" "wholeheart-
edly"}

Six respondents "agreed in principle";
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Another Jcespondent indicated that they had
achieved a forty seven percent increase in new
business in 1993!, but acknowledged that it was
difficult to determine how much of this could

be ascribed to Total Quality Management;

One respondent. indicatad that the process had
paid for itself beyond their wildest dreams,
and in the first three years, they had reduced

their cost of sales by four percent per annum;

One respondent. indicated that they had achieved
forty percent of their expectations, and in
another two years, hoped to achieved seventy/

aighty percent;

One respondent indicated that they had reduced
the coat of quality in their company by R3.5

million in thea first nine months!

Four respondents indicated that they had cer-

tainly not met expectations;

One respondent indicated that they "nave actu-
ally gone pbackwards a few steps due to tha
“cultural wars' of the country wa are living

in“E
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1.4.5

1t was middle managemant that were the problem

area |

Two respondents indicated the importance of in-
troducing self-directed work teams;

Two respondents Indicated that th¢ had had
various results on different sites (these two
respondents operated in the conatruction indus-

try from a number of different areas).

Question Five

(How effective has the introduction of the
Total Quality Management process been in
your organisation? Did it exceed your ax-
pectaticns, achieve your expectationa, not
achieve your objectives or make nv diffar-

ance whatsoever?)

RXCEEDED hCH1 D
St.tc‘lﬁ!ﬂ!l !II’IC'J'I“I}?DIII
5 b
1%, LR 16, 7% 2, n
!

One reapondent indicated that they had increased
volumes by twenty/thirty percent per annum over
the past four years, despite the worrt 1eceg-

sion in that industry in thirty years;
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driven, it requires a lot of team spirit
and team building, and "buying-in" by the
workers. Would you agree with this obser-
vation, and, how did the management in your
company obtain this commitment from the rank

and file employens?)

T

EXTENBIVE TRADE UNlON hlué_ﬁmn' “OTHER" l

TRAINING INVOLVEMENT WORK TRAMK
is 4 2 g
53,34 13,3¢ 6,73 26,7

The majority of respondents {sixteen) empha-
sised the need for training, training, and more
training. One respondent indicated that in the
first three years of introducing Total Quality
Management, they had spant collectively twenty

six thousand hours on training.

Four reapondents emphasisea the need to get

Trade Union involvemant at a very early stage;

Three roepondents indicated that they had not
yet achieved "buy-in" by the rank and file em-

ployees;

Three respondents indicated that getting work-

ers to buy-in to the process was easy;
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4.4.3

4.4.4

Seven respondents used the words “absolutely

essentlal".

Four respondents used the words "definitely".

Five respondents indicated that they were "100%

in agreement”.

Question Three
(To what extent did the senior managers in

your company get nvolved in the Total Qual-

ity Management process?)

VERY EXTENSIVELYX NOT :A'I‘ ALL
29 1
96,7y 3,3%
3

Only one respondent indicated that the senior
managera had not become involved! {(and this
company did not achieve it's expectations).

One respondent indicated that thelr sanior maii-

agers had not only qot invoived, but, "made it

happen™.

Question Four
(Nothwithstanding the fact: that a quality

improvement process must be top management
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4-4.2

usually one ur a combination of the above rea-
sons why companies decided to introduce Total

Quality Management.

An analysis of the above responses indicates
that seventeen companies (57,7%), arguably, in-
troduced Toltal Quality Management 1in order to
satisfy customers, become world-class competi-
tors, to gain the competitive edge and there is

a certain congruency in these reasons.

Question Two
(Must be driven by the Chilef Executive Of-

ficer)

STRONGLY AGREE

29 1

96,7% 3,3%

With only one exception, ALL the respondants

agreed strongly with this view.

The one dissenting respondent indicated "Yes

and No":

This respondent was of the view that the proc-
ess actually needs to be driven from the top AND

the bottom.
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Four respondents replied that as subsidiaries
of multinational companies, they had been re-

quired to implement Total Quality Management;

Three respondents indicated that new Chief Ex-
e ative Officers had + %en up employment. with
their companies, who had had previous experi-
ence in other companies of Total Quality Man-
agement and were excited about the achieve-

ments;

Three respoudents indicated that they were cus-

tomers driven organisations;

Two respondents indicated that it was to meet
their "vision";

Une respundent indicated that they did not be-
lieve that they have "introduced" Total Quality
Management, but that it is an integral part of

their business;

One respondent had seen it working very well at
one of thelr suppliers, and decided to go down

that route;

The last two respon-dents, namely; from the con-

sultancies approached, indicated that it was
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4.4 Summary of the Analysis of the Respondents

Response to the Questions Posed

4.4.1 Question Ope
(Why did your cuinpany elect to intreoduce

Total Quality Management?)

Im_prove Bottomline 5 15,7%
Improve Marke! Share 5 16,7%
Bscome World-ciassICt:mpemor_u ) 13,3%
Corporate Policy . 4 13, 3%
Diiven by 6!0'; _ _ 3 10,0%
Customer Diiven : 3 10,0%
Comuorate Vision 2 6,7%
Combination of Reasons .- : 2 6,7%
inimgiai Fuif of Bua_inm_j& g 1 3,3%
Supplier Diven § 1 LN

Five respondents indicated it was to imnprove

the bottom line and lower working costa;

Four respondents replied that it was to survive
in today's market place and hecome world class

competitors;

Five respondents replied that it was to provide
& quality service to improve market share and

giva them a competitive edge;



Page 87

The following table provides a breakdown of the sample
in terms of the types of organisations fram which it was

drawn.

Table 6 : Organisational Affiliation of Sample

HACE TOTAL
SERVICE INDUSTRY 3
CONSULTANCY/BUSINESS SERVICE 2
MANUFACTURING 25
TOTAL 30
1 .
4.3 Malysis of Respondepts Transcripts

Each transcript was analysed in depth, in an attempt to
ascertain common "themes” permeating therefrom in re-

spect of the questions posed,

Using the methaodology outlined in Chapter Three (flip
charts) similarities/overlapping were identified and then
combined in order to reduce the numher of variaoles.
Care was taken in this process not to distort or give

exaggerated meanings to certain of th? constructs.



Page 86

4.

CHAPTER FOUR

SUMMARY OF RESEARCH RESULTS

4.1 Introduction

4.2

This Chapter presents a summary of the research results
through the application of the methodology outlined in
Chapter Three. The results are discussed and inter-

preted in Chapter Five,

Sample Demographics

A total of 30 respondents were interviewed for this
research. The racial and gender breakdown of the sample

is detailed helow :

Tahle 5 : Gender and Racial

Characteristiecs of Sample

RACE . ... mstrnammtiaenansst - TOTAL
ASIAN - - -
BLACK - - -
COLOURED - - -
WHITE 26 4 30
TOTAL 26 4 30
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Professor Tadao Kagono of Kabe University. These
authors argue that Japanese orcganisations have
buen successful because they focus on motiva-
tion and commitment of the majority as bein
more important than the motivation and commit-
ment of a few; management relies on the wisdom
of the people at the bottom of the organisacion
and to cope with change, the labwir farce ghonid
be flexibla, and empluyees should have versitile
skills.

These aut'ors also focus atrongly on the forma-
tion of teams to sclve problems and of building

employee trust.

This is totally congruent with the propositions

posed and researched.

Deming's, (1945}, second p;‘inciple, was identi~
fying Lhe respective responaibilitlies of man-
agement and workers and that thie can only oc-
cur, providad management and the wo."kers have
the sare goals and spead the same lanjuage.
Thls view is congruent with Koopman, (1993), of
a "shared vision" and congruency between the
objrctives of management and the organisation

and labour.
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South Africa's management style for generations.
Again, this resalt is conqruent with the Lit-
erature Review, in the sense that it is one of
the propositions of this Research Report that a
paradigm shift in managemant style is required
in order to effectively introduce Total Quality

Management .

This question was the most pertinent in respect
of the propositions posed, and is in fact ger-
mane to the whole research repost. Grant, et
al, (1994), believed that Tota: Quality Manage-
ment "is a challenge to conventional management
technigques, and to the theories that underly
them". The respondents reaction to the concept
of "including top management's relinquishing of
power” is interesting. ALl the authors in the
Literature Review in one way or another support
this philosophy, namely; that employees have to
be empowered and accept accountability for thelr
own performance. Koopman's, (1993), view that
the mere word "management”, implies power over
relationships, whereas in ihe black community,

the manager has Lo EARN the right to control his

people.

Bowlaee, et al, (199)), focuser on the

“participative management" style identified by
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5.2.6

ticularly that of Crosby, who claimed that up-
wards of 37% of a companies expenditure re-

volvas arovnd the "price of non-vonformance”.

Deming, (1945), also placed a high priority on
raasurement, as did Ischikawa, {1985), and Juran,
(1974), who believed that over 80% of quality

defects are management controllable.

Changes in Management Style required to

Effectively introduce Total Ouality Hanagement

Question Six was perhaps the most probing of

all, namely; the quotation from Grant, et el.

‘here was 41 uverwheliuig agreament "in prinei-
ple" with Lhis view. The one area where there
was a lot nf confusion and disagreement, was on
the quastion of "including top management's re-
linguishing of power". Ten reapondents had
difficulty with this philosophy and indicated
that it could be considered to be tantamount to
a dereliction of duty. It is this re<sarchers
view that this can be traced back to the tradi-
tional "paternalistic" method of management in
South Africa, coupled with the "ek is baas, en

iy is klaaa” phllosophy that has characterised
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5'2-5

cope with change, the labour force should be
flexible, job classification should be minimal,
and employees should have versitile skills",
are some of the issues highlighted by Bowles,
et al, (1991). Juran, (1974), was convinced
that : "over 80% of quality defects are manage-
ment controllable, and it is therefore manage-
ment that most needs to change". This is con-
gruent with the viaws expressed by a number of
respondents on the nacessity for buy-in of mid-

dle management."

Deqree of Effectiveness of the Intervention

Question Five sought to establish the effec-
tiveness of the introduction of Total Quality

Manageinent .

This was one of the most problematic of the
areas probed. Those companies that indicated
success, proclaimed HUGE advantages. Some phe-
nomenal figures ware quoted, such as a 47% in-
crease in thelr business in cne year, and sav=-

ings beyond "thelr wildest dreams".

These results are totally congruent with the

views expressed in the Literature Review, par-
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A sign.ficant element to emarge in this area
was the question of the buy-in of middle man-
agement. This was perceived by many respond-
ents as a major problem area that had to be
addressed with sensitivity, in that it was this
class of employee who feared Lthey had the most
to lose, and asked the guestion "what's in it

for me".

The response by the overwhalming majority of
respondents to this question, is consistent with
the authors views articulated in the Literature
Review. Every author reviewad in the Litera-
ture, emphagisra the need for the co-operation
and buying=-in of workers into the process if
the intervention is to be successful. The com~
mitment of workers is emphasised throughout the
Literature Raview, as is the need to train em-
ployees to accept responsibility, accountabil-
ity and be responsible for their own perform-
ance. Wickens, (1987), is particularly strong
on this point, as is Christie, (1993}, Bowles,
et al. (1951), all emphasised very strongly the
role of workers in effectively introducing To-
tal Quality Management. "Motivation and com-
mitment of the major.ty are more important than

the activation and commitment of a few" - "to
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5.2.4

They continue that manajers "decision making
and control functions vontract, and their

roles as consultants and coaches grow".

According to Zenger Miller, (1994), the ssnior
managers rcle in Total Quality Management im
one of the “paradigm shifta" required. The
traditional paradigm of “management directs,
plans, and controls value cperations to the
new paradigm "management supports frontline
teams that run daily coperations” is congruent

with the majosity of the respondents responses.

The fourth gquestion, namely; that of the buy-
ing-in of worke; and obtaining their commit-
ment was overwhelmingly supported by the re-
sponcenta with a spscific emphasic on training
and more training. All the literaturs reviewed,

cencurs with this sentiment.

Another significant input here, was the esarly
involvement of the Trade Unions, and the fact
that where the Union had not become involved,

certain resistance had been experienced.



Page 103

5.2.3

Extent of Involvement in

Proceas by Senior Managersg

On the question as to what extent 3enior manag-
ers in the companies had got involved in the
implenentation of Total Quality Management, only
one respondent indicated that this had not hap-

pened.

This again is in complete agreement with the
literature reviewed, where every author indi-
cates the necesaity for senlor managemsnt to

become intimately involved in the procese.

Crosby, (1979), ITISA (1993), emphasised the
need for training of senjor managers in order
to effectively introduce Total Quality Manage-
ment. Grant, et al, {1994), states emphati-
cally "that the role of managemant needs to
change significantly - constitute a substantial
change inmanagers roles... Traditionally, man-
agers by virtue of their training and expari-
ence, were responsible for gathering informa-
tion, making decisions, and applying the incen-
tives and sanctions needed to implement thosa
decisions. Under Total Quallty Management, the
anthors argua managements priorities a.¢ re-

ordered”.
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5.2.2

chief Executive Officers Role ip the Procegs

Question Two, which related to the intervention
having to be driven by the Chief Executive 0f-
ficer, was, with the exception of two respond-
ents, unanimous. One of the respondents indi-
cated that the response was "yes and no". The
twenty eight respondents wio answered in Lhe
affirmative, are in complete agreement with the
literature reviewed, namely: that the process

has to be top driven, and cascade downwarda.

Crosby, (1979}, Grant, et al, (1994), ITISA
(1992), Zenger Miller (1994), Koopman (1993),
all emphasised the role of the Chief Executive
Officer in the successful implementation of To-

tal Quality Management,

Respenses by the respondents, such as "the CEO
must walk the ¢+ ilk", is congruent with the views
of the authors reviewed. Deming, (1945), tock
this concept one step further in clearly iden-
tifying the respect_ _ve responsibilities of man-

agement. and workers.
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What ia aignificant, is the fact that many
South African companies today realise that they
cannot just “do hueiness as usual". The environ-
ment within which they are operating has changed
significantly - it is therefore incumbent upon
organisations to change to meet the expecta-
tions of the external environment in which they

oparate.

The respondenta response to this question were,
by and large, congruent with the authors in the
Literature Revisw. Crosby, (1979}, focuses on
conformance to customer regquirementa, while,
ITISA's, (1992), whole philosophy is based on
"worid-class performance", The question of meas-
urement is an important aspect as far as
Deming, (1945) is concerned, and in thir regard,
the question of improving the bottom line is
compatible with this view. Ischikawa, (1985),
stated that "quality control that cannct show
repults, is not quality control". This is
clearly compatible with the respondents who
indicated that the purpose lor introducing Total
Quality Management was to improve the bottom
line,
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the introduction of rotal Quality Management
ranging from bottom line and lower working costs,
to becoming world class competitors. Further-
more, a strony emphasis was placed on quality
service in order to improve market share and
give companies a competitive edge. A minority
cf companies indicated that this concept had
been imposed on them because of being subsidi-

aries of multinationals.

Cther reapondents irdicated that new Chief Ex-
ecutive Officers who had come on board, had had
previous experience of this intervention and
believed it was desirable. Only three compa-
nies indicated i hat they were customer driven
utyauibalions, while two respondents indirated

that it was to meet their vision.

There is a strong argument that these reasons
are reasonably congruent, and that from a the-
matic point of view, there is a certain synthe-

sis.

It is this researchers considered npinion, that,
no company would invest the sums of money in-
volved, unless they saw distinet, tangible ad-

vantages to be gained therefrom.
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5.

CHAPTER FIVE

INTERPRETATION OF THE RESEARCH RESULTS

5.1 Introduction

This research set out to answer two guestions/proposi-

tions as stated in Chapter Two.

In addition, the nuastions posed irn Chapter One which

really are tantamount to sub-issues, were evaluated in

terms of the research questions and in view of the

literature set ocut in Chapter Two.

5.2 Total Quality M:_. .gement in_Perspective

5.2.1

Reagsons for Introducing

Total Quality Management

The first guestion posed to the respondents,
sought to elicit the reasons for introducing
Total Quality Management. It had been hoped
that a specific reason, or reasons could bhe

identified.

In terms of * ha respondents response, this was

inconclucive. A varisty of reasons emerged for
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"The chief exacutive officer muat drive hard

and never allow compromise”

"Have to keep it simple”

“Chief executive offer and senicr managers must

“walk the talk'"

"Don't force it onto the various strategic Lbusi-
ness units. The various MD's must WANT to do

it”
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Management is in it's infancy in South Africa, it is a

process that is growing, and will continue to do so.

As a corollary to thie observation, so is the fact that
South African companies still have a long way to go to
change their paradigms and management style to be con-
ducive to the effectivae implementacion of an interven-
tion of this nature which empowers peaople, gives ac-
countapility and recognition at the level where it be-

longs, the workers.
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65

to it's success.

Clearly, an area for further research would be t0 ex-
plore how the rank and file employees perceive Total
Quality Management to have enhanced their empowerment,

accountability, job zatisfaction, and reward,.

A further area of research, could alsc be the interview-
inc of customers of companjee that have Lntroduced Total
Quality Management, to ascertain from them, their per-
ceptions of how effective this intervention has been,
and whether these companies conform to customer require-

ments first time, every time.

Conclusjon

Notwithstanding the fact that depth interviews are very
time consuming and the interpretaticn of the results
problematic, this researcher is of the view that a great
depth of information is obtained using this methodology.
During interviewn, certain propesitions can be probed
and explored, whereas, with a "cold" questicnnaire, sent

through the post, this advantage is dissipated.

It is this researcher's firm conviction, that, given the
high degree of success achieved by many of the respond-

ents, that, notwlthstanding the fact that Total Quality
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A distinet limitation therefore, is that grass root
employeas have not been interviewed to establish their
perceptions of the management changes that have oc-
currad which, in terms of managements perapective,
could be significant, while at grass root levels, little

or no changa could be perceived,

Finally, another limitation waa, that given the larye
number of "producta" available through various consul-
tancies, (@.g., the Crosby Process), a convenience sample
could include various different “"products”, with dif-

ferent results.

Arsas for future Remsarch

As haa been previourly stated in this Research Report,
the sin,le most siqgnificant weakness, from thig
researcher'a point of view, is that the rank and file

employeses ware not interviewed.

It is all well and fine to interview management and to
qget their perapentives of how successful or unsuccesaful
this intervention of Total Quality Management has been.
Given the fact, and this is in no way impinging on the
inteqgrity of the respondents, that management has spent
a great deal of money and time on this intervention, it

could be arqued, that the:e would be a certain bias, as
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A further limitation is the fact that, many companies,
having spent a great deal of money on this process,
could be reluctant to be absolutely hunest in theilr
azsessmunt of the effectiveness of Total Quality Manage-
ment, as they could perceive this to be a reflection on
their management style and culture, contributing to the

failuLe, or othervise or this intervention,

Another limitation is the fact the senior managers of
the companies interviewed came from a variety of
sectors in the manufacturing and service industries.
Given the fact that there are unigque demands on specilfic
industries, this precluded an effective analysis on an

industry basis.

An additional limitation is the fact that the sample
size cumprised of thirty companies. This is relatively
small in relation tc the number of companies that have
introduced Total Quality Management and could result in

a "skewed” impression.

The fact that only manayers were interviewed in the
research alsc creatad a further limitation in that man-
agement will have a certain perspective as to how effec-
tive the Total Quality Management process in their com-
pany has been. It could be arqued that they will tend to
want to create the impression that it has been success~
ful, whereas as grass root level, a totally different

impression might be gained.
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6.3

-~ The degree of success varies significantly from
company tc company, but the overall perception is
that it is more than worth ths time and affort and

costs involved;

- The change in m" .agement style required to effec-
tively intrxduce .otal (Quality Management, though
not being too specific, clearly emerged frou the

respondents during the interviews;

=  Those companies who were succeasful, were HIGHLY
SUCCESSFUL, and felt that the efforts had been well
worth while;

- Employess appeared to buy-in to the process far
more gquivkly and morsa intensely than had been antici-

pated by management;

Limitations of Research

As Total Quality Management is in it's infancy in South
Africa relative to the United States, and, more particu-
larly Japan, companies will not have had sufficient
time to really establish how successful or unsuccess-
ful the process has been. Thim clearly is one of the

limitations «f this research.
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Too difficult to measure;

Workforce too uneophisticated and insuf¥iciently

educated;

RARealstance by workerse/staff;

No need for it;

Poor relationship and commnication between manage-

ment and workers;

Workers unable to influence productivity;

Reaistance by Unions; and

Management unwilling to share benefits with work-

force.

Total Quality Management has to be driven from the
top dewn, but reguires buy-in from the rank ancd
file employeeas;

The Literature Review, while comprahansive and uiy.
nificant, contains many common denominators and
f.atures which clearly indicate a requirement for

a dramatic change in management style;
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6.2

research can form the basis of giving quidance to compa-
nies wishing to embark on this process, rotwithstanding
the fact thet there is room for further research in this

regard.

A possible unique feature of this Research Report is the
inclusion in the Literatire Review ol the views of a
number of South African coomentators in this reqard, as

opposed to relying exclusively on overseas authors.

Summary of Key lssuas

KRey issues and resuits of this study can be summarised

as follows i

- TL.rc »re 2 variety of reasons why companies imple-

ment Total Quality Management;

~ However, there is a certain synergy {(i.e., common

objectives that can be enumerated};

It is interesting to contrast the above with the reasons
indicated for HOT introducing Totol Quality Management
in terms of a recent survey conducted by the Steel and
Engineering Industries Federation of South Africa (Seifsa)
{Productivity SA, September/COctober 1994, Volume 20,
No. 4} @
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6.

CHAPTER SIX

CONCLUSIONS AND_ RECOMMENDHLTIONS

6.1 Dimcucsion c¢-. Research_ Objectives

The objectives of this Research Report were to establish
the extont to which South African companies have intro-
duced Total Quality Management and the effectivenesa of
this intervention by answering a set of questions dis-
cussed in Chapter Four. Integral to this whole research
was the change in management style that was required to
effectively introduce an intervention such as Total Quality
Management. This research wae furthermore aimed at
providing quidelines and recommendations to Chief Ex-
ecutive Officers and senior managers with a view to
assisting them in improving the success of the guality

intarvention process.

The research was limited to thirty companies due to the
constraints in time, in respect of depth interviews,
which require significant effort on the part of the
researcher in terms of interviewing and transcribing and

interpreting the responses.

It is the considered view of the researcher that these

aims and objectives have been achieved, and that this
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least with sufficient credibility to validate the propo-

sition.

A natural corrolory to the above, is that the second
propostion has also been proved, namely; that where
there has not been a fundemental change in management
style, Total Quality Management cannot be effectively

introduced.
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In fant, it is this researchers conclusion that
the respondents answers to this question encap-
sulate and reinforce the views raised in the

previous six questions.

5.1 Conclusion

Irrespuctive of whether one considers the Crosby phi-
losophy (197%), Deming, (1945), Juran, (1974}, et al, it
is auiomatic that every one of the authors reviewed saw
certain distinct advantages to any company in implement-

ing Total Quality Management or a kL imilar iptervention.

Fundemental to the inplement of Total Quality Management
or any similar intervention, is the question of a
fundemental paradigm shift in the way that the company
manages its operation. The literature reviewed clearly
indicated the necessity for significant and far reachuing

changes in management style.

In comparing the responses from the respondents in re-
spect of the questions asked, there is a strong consistancy
that there is a direct correlation between the success-
ful implementation of Total Quality Mandgement provided
there has been a concomitant change in management style.
Accordingly, it is submitted that the first proposition

has been proved, while perhaps not conclusively, at
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of Southern Africa c.c., strongly supported this
proposition. This it particularly noteworthy
as Total Qualjty Managemant market a specific
product, but even they are coming to acknowl-
edge that their "precduct" has to be modified to
align itself with the culture and i-anagement
style of the respective companies where this

process is introduced.

The other issues to emerge under this quesation
posed, clearly support the theme of the Litera-
tur« Review, namely; the integration of the
concept inteo the way the company does business;
changing of paradigms, and being patient and
peraistent; must bes driven by the Chief Execu-
tive Cfficer, who must never allow compromise,
and the concept a "holistic" approach co tho

process of Total Quality Management,

The essence of the quality improvement theori.s
ag expounded by such authorle= as Crosby, (1979),
Grant, et al, (1994), ITI®, (1992}, Wickens,
{1987), together with all the other authorsa,
emphasise the need for the Total Quality Man-
agement process to be INTEGRATED into the total
strategy of the company, thereby emphasising

the holistic approach.
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5.2.7

Other Relevant Issues that emerged

The last guestion probad, namely; thet of "pearls
of wisdom", that have worked for the respondent
companies, reinforces the theory base estab~

lished in the Literature Review.

Quotes such as "Total Quality Management starts
and never stops", is congruent with Crosby’'s
fourteen steps, where step number fourteen is

"start all over again".

An interesting theme to emerge from this ques-
tion was the fact that many companies felt that
to implement a "package" as marketed by many
consyltants, was inappropriate, and that thesa
"packages” should be modified, taking cogni-
zance of a companies culture and specific re-

quirements.

This researcher rould £ind nothing specific in
the !iterature reviewed to support thils propo-
sition, but it came across so strongly, as to

warrant giving creder to the concept.

It is interesting to note, that the two re-
spondents interviewed from Total Quality Man-

anement (Proudfoot), and Quality Advisory Group
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MONDAY - 26 SEPTEMBER 1394

INTERVIEW WITH MR ALLAN WEGENER

PROJECT MANAGER -~ P G BISON

Qrestion

“allan, would you like to glve me some background /
main reasons why your company decided to 1mplement
the TQM process, because I think 3 iu were one of the

flrst Scuth African companies to go down this route?"

Responsa

"We have ca'lad it TPQ (Total Productivity and Quality)
and I thins you have to go back in histery about
saven years when TPQ was first started. TPQ was at
that stage really just what we called 'the soft
issues' = the human side of things / human
ralaticnships / the hlack white barriers / the jap,
and that was designed in those days to try and get
rid of that 4nd that wasn't aqually successful around
the company - we've got five vperating facilities,
some were more conasrvative and others wers more
progressive, and it did not work well all over. A
lot of pecple, aspecially from the technical side,
the quality management side, ware dissapointed because
it was only asoft issues - human relationships
basically. That's how we started. I thirk it was in

1987/48, somewheve around thers. I was part of the
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] Companies cannot produce greatnr precision in isolation : thay must

secure graater precision from suppliers
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WORLD ECONOMIC FORUM

STUDY OF 14 MIDDLE LEVEL ECONOMICS

Science / Tech 5/14
Banking System 4/14
Infrastructure , 7/14

Governmer t Effectiveness 10/14

Internationalisation 12/14
Economy 12/14
Humaun Capital 14/14
Violence 14/14

TOTAL 8/14



Factors of Competitiveness
People

Singapore
Korea
Taiwan
Malaysia
Hong Kong
Thailand
Mexico
Yeuneczucla
" India
Hungry
Indonesia
Brazil
Pakistan
South Africa
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don't buy into it, and that after counselling that
they are still not prepared to buy into it, then they

hive to go to another company.” .

Closing Comments

During the interview, the interviewae made it very
clear that if a company is going to successfully
introduce TOM, then it must change every single company
solicy to make them coagruent with the TQM philosophy.
He quoted the example cf a mapnager's authority to
sign a cheque for R1000.00 and pointed out that this

is useleag in terms of "omployee ampowerment.

He concluded that TOM means “TOTAL* and this extends
down to no late coming at meetings, etec. In fact it

must permeate the very fabric of t4e organisation.

An interssting comment was mads in conclusion, namely,
that the sales and marketing custcmeras aras in fact
the factory and not the recipients of the products,

They ars in fact the customers of tha factory.



i2

have a meanager who 1s in an impcrtant or critical
situation in terms of the company and he refuses to
buy into this, for the reason that you have articulated,
that he fears for his job nr he sees this as a threat.

How do you nandle that kind orf situation ?*

Response

»I think it has ta be from the boss man, it has to be
A one on one situation whers he has to interview the
paerson and find out why there is a resistance to this
changs and if he's a barrier to this whole change
process and the only one, ther [ would say that it's
a cage of sither he takes it or leaves it. But i
thers is a lot of others that are resiasting the
change than thers's a problem somewhars else. If one
perscu stands out 4s A resistance then he is the
prohilem, if lots of people stand out as a barrier,
thQn thare's anothsr probiem which is probably th~
driving force or tha implementation or the
understanding theracof or somathing alse. I would
find our which of these is the situation, and take
action. But at the end of the day, if pecple don't
want to fit in with the democracy, they will have to

leave the company.”

Question
“rhats axactly the comment that your CTO made at our
conferance, he made It verv clear that if pecple

i’ catwtel
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philosophy is that it's constant improvement. That
defines two things immediately. Number 1 - it nevar
stops, and Number 2 - you have to have manaq;;ent
that accepts that we ares npaver going to stay the
same. In other words you have to have management
that saye 'we are going to change and keep changing'
becausa you can't improve if you stay the same. The
other mistake that's made ig that the question isn't
answered and maybe it’'s not aven asxed esither 'what's
in it for me?'. Managers will see chanjye as a threat
to their own position, And it is a threat Lecausa
ons of the raguirements for TQM is people get out of
their ivory towers and get onto the shop floor and
find out what's going on. But nobody evar tells
management what's in it for them. It's alvaya what's
in it for the company and empowermenz for thes workers,

but maniagement doesnt know why they should do it."

Quastion

“Is there & certain backlazh thare ?*

Re sponan
"Yan, So I think thoaes are the two thing, the
understanding of what it’'s all about and what's in it

for me."

Quaeation
“One last question. What happens, lat'g say that you
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Response

"Absclutely, and I think just as an illustration,
some companies like Ford for instance, have quced
their supplisrs to go the Total Quality route 80 that
their suppllers understand what Ford expecta from
them and ae consequences of that, the supply has improved

by leaps and bounds."

Question

Allan thank you very much, I think you have giveuy me
some gocd information. Are there any other comments
or observations you would like to make which you
think might be ugeful in identifying how to implement

this process affactively ?*

Ragsponse

*f think many of the mistakes which are made with TQM
is that you get consultants or CED‘s coming in and
saying ‘thia is what we are going to do', and these
are two big probiems which I Lave =xparienced, ona ins
that people don't understand what it is., Psople
think it's something you do for ths project and then
that's it and at the and of two years you can forget
about it. TQM starts, but it never actually stops.
It's an ongoing procesa, If you look at the Crosby
system -~ he has the fourtesn ateps and the fourteenth
step is that you start the whole process all ovar
again., It's an ongoing philosopny. ‘The driving

Ay bt



Question
*These authors then go on to make the following
statement :
TQM snvisages a convergeace of the long term
interssts of employees,; sharesholders and
customera.”
So tney ars saying ic's a holistic concept, vun rannot
loock at it in isolation. Would you agree with that

observation 7*

Response

"ves, the ground philosophy of TQM ia that everything
is geared towards the customer and “total” is actually
the operative word thara. It’'s TOTAL gquality
managemant and that 5 the quality to your customer
and the quality you receive into your process from
whatever source, whether it's raw matecials or
stationary, whatever, and the process being the whale
company. You have to integrate all of those and a
lot of quality consultants will tall you what you
have to do is make your supplier part of your process

and your customer par” of your procsss."

Quescion
“Yas I am awara ol that, that's a very limportant
thing. So it becomes a hollstic intarvention - not

Jjust an ad hoc thing.*"



What these authors are saying is is that there is a
fundemental change required in the way the company ls
managed. How would you llke to respend to that

abgservation 7"

Rasponse

"1 agree with it totally. What I think one of the
things that is happening in the PG Bison Group at the
mement s that we are doing other things as well, and
I think the business re-engineering or the change in
tha organisation has to be done on a project management
basis. It ig a huge projsct and there are lots of
little micro projects invelved and they all have ta
dove-tail, thay all have to integrata and have to
support one another. If you have one or two who are
going against the philosophy of TQM (TQM is basically
a philosophy, rather than a hard and fast rule or
techniqua), everything must support it, and if you
have something that is going against it, it is a very
good sxcuse for psoplea to say no - people gst confused,
So I baiieve the implementation of TOM should be done
on a project management approach, at a high level,
that project managers should be at a high level aven
with CEO if posaible, and everything else should be
done with TQM in mind. If there is something chat

doesn't support TQM, then it shouldn't be done."



sites - have not understood it and pushed it and
pulled the team together, and I have seen it'sy
particularly difficult where there is inter-
departmantal rivalry - a lot of power play, politics,
atc., it's very difficult to implsment TQM, because
you need team work. All those departments have to

work togethar.“

Quastion

"We now come the very crux of the matter and I would

liks to juast read a quots to you and ask you if you

agrese with this. This is gquote that appeared in the

Sloan Management Review where 3 gqurus of TQM made the

following comment :
TOM is more than a fad or a buzz word. It is even
more than a tschnique to controlling and motiva“ing
appioyses, TOM isx a challenge to conventional
managemant tachniques and to the theories that
underline them, therefore it cannot simply be
qraftad ontc the axisting management structures
and systems. If it's benefits are to be fully
raalised, then companies need to prepars themselves
for organisation-wide change ipcluding top
managements relinquishing of powar. Ffurthsrmors,
QM practices cannot be combined with strategic
initiatives such as corporate rcstructurings
that are based on conventional managsment theory.
The failure of one or both programs is inevitable.

b i,



Question
“aAnd how lopg do you think it'z going to take you to
achieve 70/80%."

Response

"Over 2 years.®

Question

*That is definitely a long term pariod.”

Reasponsae

‘Definitely.”

Question

“Notwithatanding the fact that a quality improvement
process must ba tnp management driven, it requires a
lot of team spirit and team building. How did
management in your Company obtaln this commitment

from the rank and file employeass 2"

Response

"I don't believe it has got the commitment totally.
Piet Retief has been a team commitment. At other
sites, thera haan't been, I think mainly bscause of
the what we call Operations Directors at those sites,

these are the General Managers if you like, at those



of TOM in your organisation - What do you attribute

it to 2?*

Rasponss

“I think this is & bit limited, we are not that
succeasnful yut, but I think that where we have had a
success, is where therns was at a site heing a
realisation of what TCM is and what it can do for
you, and then the commitment of the management team
at that site to drive it. And I'm talking particulariy
about Piet Rétiet. They have seen it as a team
effort that is necesaary and what it can bring to
them and they are pushing it very strongly and I

belisve it's becoming very successful there."

Question
“On a gcale 0 - 10, how affsctive would you say
overall the implementation has been in your

organisation ?*

Rasponsae

"It differs from site to site - overall it's hard to
say. On an average I would probably say, considering
the affort we have put in and at what stage we should
be at, T would say we ara at probably about 40% at the

momant.*



Question
*How would you rate this in terms of the implementation
of the TOM pracess in your company ? Have you had

that kind of commitment from the top?"

Response
*“I think we have a taste of commitment, I don't
believe - the commitmant is one thing, but che driving
is another thiag - which is also required. My opinion
igs that the Chief Executive Officer or MD or whoever
the head of the company might be, must ensure that
the process is happening. In other words, not so much
ag to be committed, he has to make sure it happens.
In other words, he has to have a meeting say once a

month and £ind out what is the progress.®

Ouastion
“So you have a raport back meeting whare that is an

item on management's agenda ?*

Resaponse
“*We ghould have that, but we den't. I am wocrking

towards that."

Question
“Tell me Allan, what in your opinion, ire the key
contributing factors for the successful implementation



one, and then commitment from the workforce, and then
start empowearing the workforce in the right way,
Empowerment -~ people think you just flatten structures
and you give people decision making ability, but that
is not true. What you really should do ia first give
them the tools to be ampowered and then allow them to

be empowered.

uastion

“There geems to be general cohsensus that any gquality
improvement programme must be driven from the Chief
Executive and his Sanior Managers. Would you agrees

with this sentiment ?°

Respounss

*"Abjolutely, there is no doubt about that, it has to
come from the top and cascads down. It has to be,
numbar one; have a commitment and understanding from
the top. That's often a failure with TQM effor- is
the lack of understanding of what it actually . o
that it is a very long process, it‘'s not a quici fix,
and it's a lot of resources required. And that's way
it has to come from the top, because thay have to
commit their resources. Resources both in :erTs of
time for training and in tarms of money. And also,
it cannot he an add on, it's got to be ‘this is now
part of your job'. Rverything has to focus towards

itl



Group then. 1 was ona of those who was dissapointed.
It did not tackle TQOM, it did not tackle the hard
issues, The TQM as we call it TP(Q was resurracted
about one and a half years age. It was more of a
focus on the hard :ssues, that 1is, structures,
measurements, the quality tools, self-empowered work
teams, that type of thing., Self-empowered work teams
and all that type of thing is part of the soft issues,
which ig part of TPQ/TQM. It is not a stand-alone
thing. It's one of the sub-sets of TOM and I believe
now #u are starting on the right track, I don't think
the pravioua start was a gcod one, I don't think it
brought the company anything from a productivity point

of view, in my opinion. It was never measured.

Question

"Which particular gquality improvement process did
you actually implement ? From what I hear you say, I
think it was the I+ ISA that you actually started,
Aaxd they focused very much on winning the hearts and
minds cf the pscple, and have you now changed direction

ag far as that is concerned ?"

Response

"Yes, we have gone for the traditional TQM, when I
say traditional, there are lots of different
approaches, but basically, what you do is, you have
to get commitmant from management, that's number
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Response

*"Entirely, we started our quality exercise hera from
the tnp, and in fact it hasn't really raache: the
battom yet after 3 years, as we take the time to make

sure it is understcod by the upper levels.

Question

*Now following on that, notwithstanding the fact that
it has got to be driven from the top, clsarly one
must have the employees buy-in to the process in
termz of team work, commitment. How did your Company
go about getting the co-operation of the rank and

file employeaes to buy-in tc the proceas ?*

Response

“It starts by top management dafining a viaion for
the Company, and then spreading that viaion, and if
the viaion iz exciting unough, and all leavals sae
something in it for themsslves, in terms of their
future growth and way of lifa, then you get & degree
of buy=-in on that vision only, and then you have to
astabligh a set of values, which will drive the decision
making processes, and you have to ensure that those
values are accaptable to the peoples, and we went
through a process of surveying all levels in the
Company to find out what they would rsgard as values,
and we took that into account when we drew up the
corporate values#. 30 now yon have a vision, a set of

vhinthwms', intiwatl
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WEDNESDAY - 28 SEPTEMBER 1994
INTERVIENW WITH MR KEITH McKECHNIE

CORPORATE MANAGER QUALITY - IM COMPANY

Quection
*Mr vYcKechnie can you outline the main ressons that
made 3IM Jecide to introduce the Quality Improvament

Process. "

Response
“Well I gquess it's motivated by survival in today's

competitive market places.”

Quaention
“Do you see the need for your Company to become a

world class competitor in order to survive ?°

Response

*That's right, especially in the new, changsd
political scene. 1If we ars yuing to compete with
the rest of Africa and locally, then we have to be
pro=active in snsuring that we have quality syatems,

products, and services.*

Question
"Do you see, that quality improvement programs must
be driven from the CEO, and Senior Managers down ?

Would you agree with that ?*
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Responsse

*I think we are in the Scuth African context and for
what it's worth there ias such a gulf between theory
and practice. We know and we have kanown for ages
what some of the right ways are to go, yet we
continually implement things, we implement prougrammesa
and they fail and employees become used to the flavour
of the month intervention, and often it is managements
fault that these interventions don't bear fruit because
it's leapt into without any thought to the total
dynamics that are iavolved and what the company is
trying to achieve and the factors that come into

play.”
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down there, and this culture trying to enforce and
impose itself on what is below it, in a very forcsful
and direct manner, which for me is being shortaighted,
bacause thay seldom try to iook at tha cultura which

ia predominant."

Question
“This 1s very much in terms of Kocpman whan he ta.ks
about shared values. Will the labour force buy into

the goals and oblectives of management.*

Rasponse

*I1f you at your, and I just think of our supervisory
level, those whitus that are in it are basically from
an Afrikaans backgrounds and I hate to make a
generalisation, but steeped in a very authoritarian
way of doing things. Dealing with subordinates who
pradominantly come from a background of consensus is
the way forward, it's the rock on which your guality
process is going to flounder bacause you haven't got

consengsus Lo start off with,*

Guastion

“Iain, thank you very much for your time, ars there
any other passing comments which you would like to
make or closing ramarks your would like to make lIn

terms vf what we have discusgzed ?"
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through that process as well as we could have."®

Questior o

*! want to just bounce something off you. Peter
Christins and Lessem have a view that what we are
doing ir South Africa - we are managing in an incorrect
mannar, in the senss that we are imposing a Drucker/
Covy/Petars management style ~ that what we are trying
to 4o .in South Africa, we are imposing an American
kind * managerent style which is highly compatitive,
highly individualistic and highly gqoal orientated
oNnto A Laiwul foree which is predominantly cammunity
bassd and 4 diffesrent value syster. And what Lessenm
and even Lavemore Xblgli are calling for 1s an Afro-
cen.ri? Rind of management style. What is your reaction

to that kind of proposition ?*

Response

*I think they certainly do have a point, that
Eurocentric management atyle has besn dominant for
30 many years and that so often companice rsgquirs
(maybe nct in & conscious wav sometimas) that they
raquire new recruits, and they conform to what is
commonly callea business practice. We are dealing
with companies who have a normal triangle and you
have that being managemant. That's vary crude, but
most of management being white and a totally differant
culture operating here and another culturas operating

b \ i
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statement whole-heartadly that it's something that
cannot ba injected into the system without some form
of change oceurring in terms of the systema, the
structure, managsment atyle, that will support the
philosophy that you are trying to give birth to. I
am not convinced that we did enough, I am not convinced
that the changes that did occur supportsd the whole

implementation."®

Quastion
*“50 you agree then with the hypothesis that 1f thers
is not fundemental managsment change, than the process

will flounder ?*

Response

“Most Jefinitely. One has to qualify a statement in
tearms of what Carlton is and what the Company has
baen in the past and if you look at tha management
structurs and the dynamics of the top managemant
tean, they have haen togathar for a long tima, they
certainly have a lot of h.rdwnu in terms of their
approach, and I think to come oxtsnt you still ueed
today, in fact we have just had it, in terms of re-
organisatign, you need people to ralinquish power as
you were saying, and you nesd to reward if you are
going to measurs pecple, if you want something from
peoble you must measurs on it and you nust reward
them on it, And I am not convinced that we thought

vt i
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consensus among all of the authorities on TQOM that a
gignificant change in management style is required
in order to successfully implement TQM. If I could
just read you from an article in the Sloan Management
Revisw. There are 3 gurus that wrote this article
and they basically say the following:
“TOM is more than a fad or a buzz word. It 1s even
more t! 'n a technique to controlling and motivating
aemployees, TQM is a challenge to conventional
managemant techniques and to the theories that
underline them, therefore it cannot simply be
gratted onto the exiating management structures
and systems. Il it's beneflt. are to be fully
realised, then companies need to prepdare themsalves
for organisation-wide change lincluding top
managements relinquighing of power. Furtharmore,
TQM practices cannot bs combined with strategic
initiarives such as corporate restructurings that
ars based on conventional management theory. The
faillure of one or both programmes is inevitable,
'What would be your reaction to that comment ?' and
then the second part of that guestion is 'wiiat spanific
management. changas have taken place at your company
which you think has lead to the process being reasonably

affactive' ?*

Responze
“Let ma answer the first one. I agree with the

dintim Lintunrtm
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93, but training in isolation as far aa I am concerned.
The newcomers have been introduced to the concepts of
TQM, but there has been no measurement of quality in
the work place, no real measurement - when I say no
rea) measurement, I mean it in a sense of a very
committed way, that we are committed to quality,
therafore the initial spark and enthusiasm about making
sure that evarything that you do adheres to the quality

philosophy has disappeared.”

Quastion
S0 you bellsve a little bit of momentum hay been

lost 2"

Response

*I would say quite a bit of momentum, but things have
also changed, We have had to - bacause of what we
have put paopls through was fairly basic -~ and a lot
of focus is now on the customer and dalighting the
cugtomer, a lot of focus on participative leadersaip,
and I think there has been a maturing, as well as the
fact that our businesa - the circumstances, the
anvironment in which we operats - has changed somewhet

We are no longer making a huge profit. Our profit

has decreased every year over the last 3-4 years."

Question
“We now come the raal crux of thes matter. Thers las
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and that it was another management driven programme.

In essence, it wasn't sold properly to the Union."

Question
“So would you say that from your point of view and
the Company's, that early Union involvement is

imperative,”

Rasponsa

*Most definitely. The whole thing about participative
management, they have the praraogative to take
initiatives, but thay need to get the buy=-in and the
participation, at the very leaat, consult with the

major stakoholdars witkhin the Company.*

Quescion

“Tell me lain, how effactive do you believe TCM has
been in your organisation = did it excuwed your
expectations, achiave your expectations, or not achleve

your sxpectations, or make no differsncs whatsocever?"”

Reaponse

*I can only comment Irom the time thai: I have been
here, because I obvicualy wasn't around waen it was
going full bere, and théy went at it hammer and tong
for about 2-3 years. They were pretty happy with it
at that stage. Since I have been here (beginning of
January 1993), training has been done up until mid-

e,
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Question

“Notwithstanding the fact that a quality improvement
procass must be top management driven, it regqujres a
lot of team spirit and team bhuilding. How did
management in your Company obtain this commitment

from the rank and file of the s.ployees?"

Responsas

“That's an interesting queation. I think one needs
0 outline how tha process avolved. It was launched
at Head Office and then at varicus other locations.
We had then, Cape Town, Head Office, Rcodekop, the
Distribution Centre, Enstra Mill, Wadeville Mill,
well thers wers 2 of them at that stage, so that's &
and then Durban ig 7. I won't count PE because they
only hava about 7 people, So you are looking at ?
Inratrians. 1Tt was a bit of a roadshow. The guys went
to the location, had a meeting for all the employees,
the thing was offlicially launched anc it was then a
procass of training and actually making it work within
that location in terms of training and setting up
project teams was committed to. Unfortunately, we
didn't, one can say with bhindsight, involve the Union
as much as we could have and we had a backlash at
Enstra, A lot of affort went into preparing the
meating, we cleared away part of the Production floor
an¢ we had a number of Union members baycott it,
because they felt that they had not been consulted

LT ]



productivity,"

Question

"There is a general consensus, Iain, that any quality
improvemant program has to be driven from the CEQ and
his Senior Managers down. Would you agree with thar

comment 2?*

Response
"I think in any type of intervention you need the
CEC'as becking as a gtarter. I think that is how I

would qualify itc.”

Quastion

"I know your CEO personally and ha's almost a crusader
on this, he goes around the country preaching on TQM.
How would you rate this in terms of the implementation
of TOM in your company, in other words, that the CEO

plays a meaningful rolep"

Reasponse

"Yas, cut of 10 definitely within the top list above
the 754 quarter, as you say yourself, he's psr his
backbone inte it and he certainly drove the process

to begin with.*®

i) e,
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TUESDAY - 27 SEPTEMBER 1594

INTERVIEW WITH MR IAIN HOWSE

HUMAN RESQURCES SPECIALIST *
PERSOMAL DEPARTMENT, HEAD OFFICE,

CARLTON PAPER SA (PTY) LID

Question

*Could you please lpdicate the main reasons that
made your company decide to implament the Total
Quality improvement procass, bacause tu the best of
my knowledge vour company is one ol the very first /

one of the pioneers.*

Response

"I think if I am correct in what I have heard and I
nead to gqualify that up front. Tha reasoning /
rationale for it was that we were not happy wich the
production process, We have very old egquipment that
has been in place for a very long time and people
have said it needa to Le replaced. That scrnario
has been with us for ymars, and on more than one
occaajon in our history, people have said, "look,
it's not necessarily the equipment, but it is the
way wa do business and the way we manufacture that
needs to be improved. Ir's perhaps 40% the equipmant
and 60% the pecple, and TUM was introduced as an
intervention to improve the way we manufactured and
the mode we did business as a whole to improva

st \ il
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Qusstion

“And then thoss companies that you indicated have not
been that successful, I would assume that the conversa
would apply, that they have stuck to their traditional
methods of management, highly autocratic, non-
recognition, non-people smpowerment. How would you

raspond to that observation ?"

Responsa
"Very much so, we did it right anyway, we are quality
anyway, so we just carried on ae usual. The work was

high gquality, so the workers must change.”

Quescion

“Charles, thank you very much, that has besen vev,
rseful. Perhaps you would . .ke to just glve ug some
paszsing obsarvatlons ue pearls cf visaom trom your 4
years of jinvolvement in T0M and coming from 4n
operational background, perhaps you might just give
us an Jverviaw cf{ what management changss you belileve

ars necessary to successfully implesment TOM,*

Rasponse

“At this stage, probably what we have come to accept
is that TOM, I believe, TQM must be profit orientated,
To say changs the culturs, that's the thing te do
now, because wa must treat psople right and that sort
of thing, doesn’'t have a lot of power. If we want to

rrese i s



36

Question

“Charies, to what to you attribute the resistance to

change by management ?*

Response
*Fear of losing control. Fear of the unknown. The
fact that we a very successful company at ths moment,
so why change. They find that very sacure Managing
Directors ars very rsluctant to changs. Thay are cn

a winning formula, so why change."

Question

*You have indicated that some of the companies have
been highly successful, could you parhaps articulate,
just briafly, soma of the fundemsntal managing changes
thai have taken place in those companies that have
effectively lIntroduced TQM. What changas did they

bring about in their management style 7*

Response

"The visible and noticeable changea in Managing
Directors style in participation, listening ta input,
enpowering pecople, insisting that managers nagotiate
and deal with the shop floor pecpie. Thay have movad
away from an autocratic to a more demccratic managenent
style. Actually an acknowledgament on their own part

is thac they nead to change.*
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Question

"I want to read to you a quote from the Sloan Management

Review, and then we could pariaps explore your

perception of why scme compan.es have done very well

and why soms have not done r/ell. These 3 gurus who

are quite famous on T'OM have made the following comment:
“TOM i3 more than a fad or a buzz word. It is aven
more than a technique to controlling and motivating
employees, TOM 13 & challenge to conventional
management technigques and to the theories Lhat
underiipe them, therefore it cannot simply be
grafted onto the existing management structures
and systems. If it's benefits are to be fully
realised, then companies need to prepare themselves
for organisational-wide change including top
managements relinquishing of power.

How would you respond to that ' Would you agrase with

that observation ?*

Response

“Dafinitely, I think one of the factors that inhibits
quality is the resistance to change, sspecially at
managament level. You find workers actuwally buy-in
quite readily, but management is rasluctant to changa

the structure and to ampower amployases,”
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Quascion

"Now having agreed on that, I think there ils also
general consensus that you have to get the staff, the
rank and file amployess, to buy-in to the process in
terms of team building, commitment. How did Unitrans

go about getting this commitment from their employess?”

Response

"It veries from each of the Companies, but we will
come to that, Generally speaking, it was a training
thing initially, top down training. More participative
teams, that is, in contracts, depot manager and team
leadsrs from the work force. The more that was done,

the more progress was made oi. the team building sidae.

Question

*You are in charge of the TQM process in 10 operating
companlies. On average, across tha board, would you
say that the TOM procass has met your expectations,
excseded pyour expsctations or comes below your

expectations ?"

Responsw
“"On averags, I think it has posaibly not met our
axpectations. Some companies have done very well,

but I bheli.ve wa could have done a lot batter.*



33

THURSDAY ~ 29 SEPTEMBER 1594
INTERVIEW WITH MR CHARLES HOWES

GROUP QUALITY CONTROL MASAGER = UNITRANS LID (H/Q)

Question
"Charles, would you please indicate what the main
reasons ware for Unitrans desciding to implement the

TQM process.”

Rasponss

"I think it was a recognition that you have to
provide a quality service, so we have to get closer
to our scaff, and if our staff could contribute
significantly towards improvement, it would glve us
A competitive edge. It wasn't seen as ths costs
initially, it was sean as ssrvice. The bealief that
betcer service would actually improve our market

share.”

Question
“Charles, there is genaral consensus that QM has
got to be driven from the CEO, and Senlnr Managars

down ? Would you agres with that ?*

Responsa

"Dafinitely.”
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3M world, wa run our businesses under . '.» umbrella of
Q90's, and we measurs OUr progress severy year in the
7 catmgories of that. We are not so much interestad
in the score that comes out of that process, but what
we are locking for are areas of weakness, and then
the following year, we address thoae weaknesses as
far as we can, and then meet again the next year and
re-scare ourselves, and re-define out arsas of
weaknesses. oo throughout the Company we have this
process of continuous improvement throughout all 7
of Q90's catesgories, and pinging upon those 7
catsgories are things 1like, TQM, and ISO %000, ang
banch marking, and all of those other things, none of
th'm are an end themselves, they are simply means to
an end. The end is, in our case, is to exceed the
cust .rs' exXpectat.ions at the end of the day.
Every...ing is addrassed to rhar. A majdor part of our
activities is concinuous oa-going @ tomer surveys
to ensu.e that we are contincusly improving cur rating

amongst our customers."
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Question
*So it depands encirely on the pecple and the management

style of the company 2"

Response

“That's right, it's no good going through these
exercises unless you have a will to actually change,
and that's why over and above TQM you nesd a company
philosophy. You need some way of constantly monitoring
your progress, and you need a process which allowa
you to apply whatever philosophies you want to
implement to all parts of the business. It's genaral
in a company like this, in the past we only concentrated
on manufacturing, quality was something that rested
in manufacturing, and we have had to get those
principles applied down throughout the organisation,
through costing, purchasing, human resourcas, and

particularly in customer servica."

Question
“So lt's a holistic approach, you cannot view it as

an ad hoc or an add on ?*

Response

"It has to be holistic, so to that end we took the
Malcolm wWalridge National Award, which is an award
syscem in the United States, we took their critaria
and renamed it Q90 in our Company, and through the
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Question

*Xeith, thank you very much. This has been very
useful. Perhaps there are some passing comments you
might like to make, and you have obviously have vast
exparience in this particular portfolio, ls there
anything that you could perhaps share with us as this
is academic research, and it will appear in the library
and will be useful to psople who want to introduce
quality managemsnt, the leassona that have besan lsarnt,
that you couid maybe share with pecple who want te go

down that routs ?*

Question

*Thers are a lot of popular things that ars in fashion
at the moment, and people are diving into, hoping
that iL will gurn cheir company around, and solve
their problamg. Thers have been a lot of saminars on
thinge like 'bench marking' recently, and people are
grabbing this, and are going to i .ah out and start a
bench marking axercise, or they are going %o rush out
and start doing statistical process coentrol. We
beljiave liers, that all of these thing. are really a
waste of time unlesa you have the atructures, and the
attitudes, to allow change to happen. Rench markiug
on it's own is not going to anything for you if the
people are uot willing to implement the required

changes."
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management - the messenger wasn't shot for bringing
the bad news, we set up a number of task forces, we
got into some training programs dealing with procesa

re-engineering, problem-soiving."

Question
"So you let peopie actually accept accountability

for their own acticns ?"

Rasponse

“Yes, this peopls found very difficult to do initially,
they kept running co the nsw MD asking him what they
should do. He addressed a meating in Sovth America
which I was at, after his £first year hers, and he
said the biggest problem he had when ha came here was
that there was such a lot of deolegation upwards,
evarythint arrived on his desk, and his biggest problem
in that first year was to stop that, and to get it
dealt with - to raverse the process - get it dealt
with at lower levels., People have operated for 7
years under the old system and it took them over a
year to changes their atyles at tha level below, and
then of course this cascaded further down in the
Company. I did a survey recently of middles-managemsnt
and asked them how empowered they falt thay were, and
I got a very good rating on a scale 0~10, and it came

out at about 9.2 ag I recall.”



decision making process. It must be driven from the
top. The indicators of success must be defined by
the customer and not by yourself. So TQM tu me is no
big deal. It's just another tool. We need something

bigger than that.®

Question

“Phis is what I am trying to get to Kefth. would you
like to indicate specific changes in management style
that havs occurred in 3M in order to reach the 70%
success rate, which ls very good. What changa, what
management styles changed - did it ogecome more
democratic, diqd it bscome more employee orientatad,
recognition of employees -~ what in your viaw wers

some of the resaszons for the success ?*

Responsa

"We ware fortunate here in that co-inciding with our
initial thrust of this quality journey, we alsoc had a
change ir CEOQ of the Company and w» went from a very
autocratic style down to a very laid-back democratic
style of CEO and that facilitatad this thing, from my
point of view, it brought about a lot of changes in
the Company, but particularly as it impacted quality,
this was very fortunate that we had this new style
intreduced, and it was a styls which smpowered people
to get on with the job rather than cheching everything
that was done, It becama a very frieandly style of

caimbe '\ bty
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Question

This brings me 10w to the real crux of my research,

and I would like you to respond to this. I would like

to read %o you an extract of an article by 3 gurus,

which was published in the Sloan Maragement Review!:
“TOM 1s more than a4 fad or a buzz word. It is even
more than a technique to controlling and motivating
employeas. TQM ls a challenge to conventional
management techniques and to the theories that
underline them, therefore it capnot simply be
grafted onto the exigting management structures
and systems. If it's leanefits are to be fully
realised, then companies need to prepare themselves
for organisaticn-wide change including top manage-
ments relinquishing of power.

Would you agree w.'th that comment?*

Response

“Yas, in general. It depends on how you define TQM
and what TUM means to you., TQM to me is simply
another tool in developing the core of a system. I
race it as a tool along with with things like ISO
9000, and Statistical Process Control and quality
function deployment, and vision and misasion - it’'s
just another tool, it's not an end in itself. It
depends on how complicated you want to make TQM. To
mes TQM is just a basic little thing te get a message
over that you should involv. all employeses in the



values that people at all levels accept, and then you
define your mission, and you carry on from there so
that people know what the culture is, what they are a
part of, and i1a that way we seem to have got some Huy-

in at all levals.®

Quastion

"Keith, one of the problems with gquality ls that in
many companies it's been very successiful, and in some
companias it's exceeded sxpectations, and in others
it's not come up to expectations and in somes companias
it has been a total flop. How successful would you

gay it's been in this Company on a scale of 0-1G7*

Responss
"I would say we are probably currently at a level of

about 7.*

Question
*As high as that ! That's very good. Ho. long did

this take to achisve ?*

Response

"Well generally it has been part of 3M's ocbjectives,
but I guess we really got serious about it 3-4 years
ago when we introduced an umbrella philosophy, an

umbrella process called Q90.*
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about where you are going to, shared vision, shared
values ahout how you are going &< behave, and strategies
and performance management that actually drive you

towards that viaion.*

Quaxtion

“"You have raised a very interesting point which brings
ma to the next question. We have agreed that it has
got to be top management driven, but you mentioned
shared values, which means that you have to yet your
rank and file employees to buy=-in to the process,
How did your organisation go about achieving tnat ?
How did you get them to commit themselves, buocause

people normally resist change of whetever naturs ?*

Response

"We appointed some indepentant consultanta/
tacilitators, and asked them to help us set up aessions
wicth all ataff of different levels, different
functions, at various meetings over time, in order
for them to input into what was right with the company,
what was wrong with the company, what sort of ¢nmpany
would they lLike to sas, and therefore identifving the
behaviours that we had to start, maintain or stop
that would drive us, %hat would create the so-t of

organisation that we were looking for.*
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FRIDAY - 30 SEPTEMBER 1994
INTERVIEW WITH MR JEFF SPINKS
GENERAL MANAGER - EMPLOYEE BENEFITS

SQUTHERN LIFE ASSOCIATION LIMITED

Question
“Mr Spinks, could you pleass articulate the main
reasons why Southern Life decided to go down thia

TOM route. ™

Responsas

"We realisad that if we want to achieve our vision,
which we dascribed, we have a set of values and we
have to nridge the gap between where we are now and
where we would like to be. And it‘s helped us
underatand the steps that wa have to go through to
develop an organisation that will actually achieve

the atrategies.”

Question

"There is a genaral consensus amongst most gurus,
that any TQM process must be driven frcm the CEO and
his senlor managers, and cascade down. How would

you respond to that 2"

Response
"100% agreement. What you are locking for ias a
common purpose in the organisation, a common vision

it it ity
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have top management sit down and plan how it's going
to suit the culture of the company you are working in
ali that time, every company is different. It didn't
work for us to bring it straight from QMA and bring
it into the company. We were terribly mislead, and
it has cost us a lot of money and a lot of time, and
if we knew then what we know now, we would have done
it diffarently. What we have done is, we have moulded
what we've learnt and changed it to suit Schindler,
our company, our people, our culture, and we have
taken it from there onwards, and we've mads a lot of
mistakes, and we have actually changed tlhe structuras
to suite ourselves, and a lot of companies I have
spoken to, agree with me totally. Our Head Office
and Svitzerland have done the game thing, we have
actually changed, and I am not running any other
organisation down, any qualicy organisation, or any
consulting organisation down at all, what they are
all trying to do is very good, but it cannot be taken
straight frnm thelr books and put inte the company,
you have to change it to suit your company and peopla.

And that's “shat we are doing now."

ddcthesi\intvw005
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Response

“Yas I would, but I would alsc like to say we made a
fundemental mistaks in training as well. We did'nec
support it with back-up programs like team-building,
problem sclving exarcises, how to measure, what to
measure, who to meagurs, You have to as soqQh as
certain training programs have been completed, people
hava to get involved immediately aftsr, and uss it in
their daily jobs, and if they don't use it, they
forgat. And that's what we did not realise had to be
done. What has happened now iz, is that there ia
such a big gap between the actual training now, that
wa have to go back war and rede our training, probably

in a different way."

Question
"Are theres any concluding comments that you would
like to make, or anything that you would like to

contributas to this academic reasarch ?*

Response

“Yes, I would never advise anyone to take any, whether
it be Crosby or Duran, or any kind of TQM package and
just think that by putting that in the company it's
going to work = it‘s nct, I think that you have to
take a lot or a bhit of all the diffarant gurua, you
have to bring that into the company, then you have to

ddcthesi\intvw00s
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make the mistakes that we made the first time around.
Qur management have realised the importance of TQM
and the necesaity of this. wWithout TQM, you are not
going to survive, and that's the bottom line. 1It's
the way ycu implement, and you have to let go of the
reins very, very slowly on hoth sides, so that people
start feeling easy with it, Managemant gets rad,
because of giving resr.nsibility to someone else,
and the line managers get scared because now they've
been given something that they are net quite used to,
0 both sides have to have very gentle facllitation,
coaching and guiding intc the way it‘s done, It just

¢annot happen overnight.*

Question
“So what I think I hear you saying is that this is a

vary long term process, a holistic appreoach.*

Response

*Vary much sc.”

Question

"My exparience has been, and I implemented TQM at a
vary large company of 3500 employeass, is that training
ls fundomantal to the whole procsss. You have to
develop your team work, you have put instructors that
facilitate eompowerment, recognition and all those
kinds of things. Would you agrse with that ?°

ddcthesi\ intvw005
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grafted onto the exigsting managemsnt structures
and systame. If it's benefits are to be fully
realised, then companies reed to prepare themsalves
for organisational-wide change lncluding top
managements relinquishing of power.
Firstly, do sou agree with those observations, and
secondly, what change in management atyle have you
perceived at Schindler, that has complementsd the

process ?*

Responss

*Yas, to answer your firat questicn, ! agree with the
statement. Change in management style, yes, there
has to be a definite change in management style, they
have to let go of the reins slightly, but through
axperiance as the TQM co=-ordinator over 18 montha,
you cannot just let go of reins just like that, you
have to train your psople to take on respongibility
which management is now going to ba passing down tho
line, and I think that is what we have learnt to,
because what we did do .nitially was we gave
responsibility to people and asked them to input the
pracess to the ORT as they wished, and it wasn't a
success, 30 wo had to retracs out steps back, we had
to reapproach this whole strategy very differently,
and that's what we did. And we changed our whole

company structurs to suit the company in order to not

ddcthesi\intvw005
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Question

“Have you got the trade union involved at all in this
process ?"

I had a meeting with some other pecple and one of
the reasons that they found that the process had not
bean that successful was because they had not consulted
with the unions, and in fact thay had union resist.uncs,
and they are now having to retrace their sgteps and go

bac¥ and start again.”

Response

“Our shop-stewaids are involved, sur human resources
side, what wa have done witn all the departments, is
that we have told our customers and suppliers, we
have infonied averyone of our TQM proces3i and, 30
yes, the shop-stewards and the unions are involved,

dafinitely.”

Question
"Zaral, I now coma to the crux of my matter, I have an
article here which was published in the Sloan
Management Review, and I would llke tc¢ read to you a
comment that these 3 authors make :
"PoM 13 more than a fad or a buzz word. It is svan
more than a technique to contrelling and motivating
amployeses. TOM is a challenge to conventional
management tachniques and to the thegrles that
uncerline them, therefore lt cannot simply be

ddethesi\intvw005
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better ideas on time and where we want to get to in

that time."

Quastion

*We have already established the fact that the
consansus 1s that !t must cascade [rom ton managament
downn is a pre-requisite, but fundemental to TQM is
the rank and file of the emplioyess buying-in to the
process, and the commitment, rather than compliance.
How would you say you peopls went about getting the
employees to buy-in to the corncept and the process -

what strategy did you uyse ?*

Response

“You see that's the problem we have to this very day,
wa haven't got buy-in yet, or should I say a better
word is ownersk.p, each person taking ownership, and
rtherefore, showing commitment to it. 3o we haven't
rasached there yet, we are still wnrking on that. We
thought it would be an casy thing for averyone just
as so0n as you say 'you can now have responsibility
you never had before’, but people are very scared to
suddenly to ba given something that they've never had
before, and they look at that =3 a challenge, they
look at it as 'what is this all about?', the whole
process is looked at ag a flavour of the month, so it
wasn't as easy as we thought. But we are actually

working ou that.*

ddctheail\intvw005
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Question
"There ls a& general consensus that any TJUM process
muat bes driven from the CEO and his senior managers,

and cascade down. How would you respond to that ?*

Response

"For sure. Thae only way to go."

guestion
"How wall have you succeeded in your TOM process so
far, would you say that you have exceeded your

expectations ?*

Resapansa

"Ne ! I think TQM in any company in any country is a
miracle becauss of the cultural wars of the country
ynu are living in, and it is very, very difficult ta
get peopla to change, and it's their attitude that
you have to changa. An attitude that they have baen
brought up with and the culture of the company, so we
thought it would be easy, because to me and a lot of
people, TQM is common sense. We were obvicualy off
mark to tzke that as being an easy thing to change,
but no it is not. It is very difficult because it's
intangible. No we haven't reached our expectations
yet, we have actually gone back a few steps, a couple
»f points, but I belisve that is normal and natural

and I believe now we are on a better track and have

ddcthesi\intvw005
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THURSCAY - 2% SEPTEMBER 1994
INTERVIEW WITH M5 CAROL TAlT

TUM CO-ORDINATOR Orf SCHRIRDLER LIFTS (PTY) LTD

Question
“Carol would you please explsin the main reason why

your Company decided to implement the TOM process,*

Response

Well basically, we are an international company and
our model company is in Switzerland, and it was an
international decision, not a prudent South African
decigion, 8o it was a Swiss decision that they wanted
all their companies throughout the worid to implement
the TQM process, simply bacause their cbjective is
to bacoms the No.l service company in thes world.
That is a very large objective, and they want all

thelr companies obvicusly to do tha same,®

Questinn

“How long have you been going down thils route ?*

Hesponse
"Since January 1991, That is when all cur Dirsctors
were trainad, but the actual line managers down the

Company never got involved until June 1992,°

ddcthesi\ intvw005
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Question

“Charles, in the one lnterview I had with the gentleman
from Carlton Paper, hea ilndicated that fundemental to
this whole process is a revision of all the corporate
company human resources policles, to bring it into
line with empowerment and recogqnition. Would you
agrae with that observation ? For example, he quted
the example of a person who had the right to sign a
chequa for R10GO. That is not empowerment ! You
have to change that policy to give the mar rmore

fraedom to exerclise his discretion.*

Response

“It's the policies, the procedures, the systems that
need to be changed obijectivaly. Psople will not
changa if the policies, procedures, systems of all
the human regources, the wages, eaverthing, have to
change in line with what you are trying to achiave,

and there is a big resistant to change them."
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treat people right, we want to give customer service
in order to make a profit. And the ouly way to get
true management commitment is tc say, 'we are going
to use this process to make a profit, and everybody
is going to share in that profit. Not just profit
for the shareholders, but profit for sveryone across
the board. You have got to have that commitment, and
that's the only way you get it. And the naed to
actually have to change the procesaes. There has
bcen a belief that people can actually change what we
do by asking peuple teo do thinga better. To me that
doesn't work, in fact if you want the output to be
different, you have to c¢hange the way you do the job
and there is a great reluctancy to change the way you
do the job. I bhelieve astrongly that if you den't
change the way you do the job, the cutput will be
much the same, because if some people don't do the
job right, don't want to do the job, they basically
want to «o a good job, but it gras wrong, and it goes
wrong because of the way the job iz structursd. You
need to change the way tha job is done. I believe
that after 3 years, now, Unitrans is actually coming
to gripe that the need to change the job and at the

gsame time empcwer the people ta do the job.*
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exercise going. That was re:lly all we ended up

doing in the last year or 2 when I was there.

Question

"Are thare any concluding comments, pearls of wisdom
that you could share with us as this is academic
research and this document will be lodged in the Wits
Businass School library. Is there any advice with a
vision of hindsight having oone down thi. roau, things

thet you might have done differently?"

Response

*I would say that senisir managendnt has to be totally
committed, wrather thar te pay lip service to lit.
They must show in all they do that they are committed,
They must say specific thinga, presentations, that
they must actually be something that they are seen to
do, and they must not cut cornera. They must lead by

example.’

Question

“I think this ls the one area of weakness in my
research, is that I am talking to the senior managers
and not to the rank and fille, and I think there is an
opportunity the,» for further research, because I'm
sure if you go and speak those peuple, there may ba a
totally different perception as to how well it has

been implementad."”
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Quastion

*So to pursue that a little further, Andre, do you
balieve TQM has got to beacume an integrated part of
the whole way the company s run, and not an add oa,

people must sees it as normal work ?*

Response

“Yag, it must be part of thes process, part of your
everyday job, not just someching you resmember bscauss
it's on your desk, and you quickly just spend half an
hour on it. It must be part of everything that you

do."

Question

“Andre, do you think one of the reasons that that
happened was be.auss management didn't significantly
change the way lt managed, in other words, the question
of recognition, empowerment, self-dirscted work/
project teams, do you belisve management did not go

down that loute ?"

Response

*In the area I worked, we found that some of the
aspects - 2 or 3 of the 14 steps - kept being pushed
and warked on, the others seemed to be ignored. There
was quite a bit done in our arsa on recognition, and
there was an attempt to keap the cost of quality



59

underline them, thepefore it cannot simply be
grafted onto the exlsting management structures
and systems., If it's benefits are to he fully
realised, then companies need to prepare thems.l:es
for organisaticvaal-wide change including top
managements rellinqulshing of power.

Firstly, Andre, would yod4 agree with that osbservation,

and, seceondly, what kind of change in management

practice was introduced at 0ld mutual to effectively

implement TOM 2°

Rasponse

*I don't belleve encugh was done. I found that early
on in the division I worked for, there was a senior
manager who was apppointed as a quality awareness
officer, and his job was to market guality, to push
it to make sure it happened. RAs long as he was doing
ic, there seemed to be 31 lot of emphasis on quality.
When he was moved to another iob, everything seemed
to slow down and eventually disappear. I then moved
to another divisien in Jhb; and guality was around
for a while, but it was always seen as something
extra. The ldea was that you had a meeting. you
talked gquality first, and then you do othaer issues.
Peopie always saw it as someathing speciual, not as
part of their job, and after a while, we stopped even
talking about it, and eventually it disappeared off

the scena,"
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of the initlative, and how long had they been at it

at that time ?"

Response

“When I left Old Mutual, it had been around for about
5-6 years, and my perception was that it was fairly
successfull in the administrative areas where the
work processes are fairly uniform and standardised,
I came from a consulting and marketing area where I
don' balieve it was that successful. In your consulting
and marketing field there is no clear description in
what you actually do for a client. When a client
wants scmething, you jump and you do it. It's not
easy to always distingulsh between what the inputs
and outputs are - there 13 no clear process, and we
found it very difficult in that environment to practice
the detail and quality procesa. I found it difficult

vo measure how effective the process was.®

Quastion
“Angre, I now come tn the crux of my matter, I have an
article hers which was published 1n the Slcan
Management Rfeview, and I would like to read to you a
comment that these 3} authors make :
*TOM 13 more than a fad or a buzz word. It is even
moras than a teclnigue to controlling and motivating
employees. TOM 1ls a challsnge to conventional

management techniques and to the theorles that

aubinni | infuae
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Question

“Having sald that, what did 0ld Mutual do in orcder to
get the rank and file employees to bhuy-in te the
process, because clearly, one needs commit rent from

these people if the process is going to work ?*

Respansa

"There was an attempt to show that senior management
was committed. There was a big signing proceas, the
Chairman and all the General Managers signed in front
of the staff at Mutual Park, and then guality was
kept gquite high on all agendas, newsletters,
presentations, and all the senicr executives and
managers were encouraged to push it down the

organisation."

Questicn

“So there was quite a lot of marketing done ?"

Response

“Definicely, yes."”

Quastion

*In your view, how effective do you think the process
was, in terms of meeting expectations, exceeding
axpeactations, or coming below expectations, in terms

Al ey}
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FRIDAY - 30 SEPFTEMBER 1994
INTERVIEW WITH MR ANDRE PIENAAR
DIRECTOR - ALEXANDER FORBES
(This interview is based on what Andre did at his

pravious employer, OLD MUTUAL)

Quastion
"Andre, what was the mot.vating factor in 0ld Mutual

daciding to implement a TOM intervention?*

Response

*If I remember correctly, the 0ld Mutual Chairman
was on the Board of ancther company, it could have
been Suell, and they had implemanted quality and he
got excited about what they had done, and acme senior
Old Mutual personnel wera sent to the USA to have a
lamk at the whala gqualilLy process. The Crosbhy

process.”

Question

"There 1s & general consensus amongst mest gurus,
that any TOM process must bs driven from the CEQO and
his senlor manegers, and cagcade down. Would you

agrea with that observation ?*

Response

"Definitely."



Question

*what I think I heard you saving is that, if management
acts 1n a manner that is contrary to it's stated
values and missions, it can torpedo the whole thing,
becaugse then the people at grass root levels turn
around and say, ‘tnese guys are talking with 4 forked
tongue, they are telllnq us to do thirngs in one way,
and yet they politely go or doing things in the old

way. woirld that be a valld observation ?"

Response

“Yeg, it's one of the threats to the sitration. I am
not gquite sure how you would deal with it, except
whera you notice behaviour that is inconsistant, you
deal with it there and then. Another way is, again,
educating the managers of what is really trying to be
done, that there is a better wey. In our ccmpany at
the moment, I understand - T am yot invelved ia it -
we are thinking of changing our disc.iplinary grievance
procedure to be a disciplinary only procedure, which
means that an employee can challenge a manager, in a
disciplinary sense, for failing tec behave in a propper
manner. S50 what would normally be described as a
grievance by the employse is now all the same thing.
It can go upwards, saideways or dowﬁwards in the
organisation, the disciplinary can be lodged in any

of those diresctions."
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Response

I think the biggest challenge is tc get people to
understand the power and necessity of learning. To a
lot of people, things like shared vision and values,
are nice tc have academically, unrelated to the
business type of issues, and there needs to be a
common understanding that this is actually potentially

powerfil stuff,

One mistake that we made some years ago was to assume
that pescple want to be empowered. We did‘'nt understand
empowerment ourselves well enough, and we just allowed
teams to encourage them, and allowad them to set
their own goals and monitor their own standards, and
what happened often was that the standards £ell,
people felt free te do what they liked when they
liked, but we were'nt measuring the business closely

enough.

The third element is that if we have vision and
values and we have strategies that will drive us from
where we are now to wheres we want to be, those will
only happen if the culture of the urganisation is
congistant with those values, So it's really the
holistic management of all those things that I think
will move the organisation effectively towards it's

vision,"

L T L
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to the customer, our team structures, generally, are
based on customer focus teams, as we call them, we
seek to give those teams the information to enable
them to manage their areas better, and therefnre the
training to help then do their work better and to
understand business setter. We are in that process
at the moment, I think it's largely a process of
information sharing, of encouraging people to take
ownership and to reward them appropriately. The
latest movement we have on the reward side, is to
introduce a divisional bonus rool that is based on
the relative profitability of the individual teams,
and there is a mechanism for creating a pool that is
shared amongst the people who have actually created
it. We are in the process, at this very moment, of

actually sharing the idea with our people.®

Question

"Are there any concluding comments, pearls of wisdom
that you could share with us as this is academic
research and this document will be lodged in the Witas
Business School library. Is there any advice with a
vision of hindsight having gone down this road, things
that you might have done differently?”



Page 52

He ~uotes the example of the time taken to
build the car for President Nelson Mandela,
namely ; four days with cnly nine faults.
The equivalent German average is six days and
fourteen faults, whereas ths normal average
in East Londen ig said tc be fourteen days
and sixty eight faults ! On another occasion,
when workers agreed to make up lost production
subsequent .o a dispute, they completed seventy
cars a day, while the average is forty cars

per day t!

Dekker traces the poor relationship habits
acquired by both unions and management hack
to =he 1980 decades and argues that it will
require more than goodwill for this to be
corracted. He quotes Fritz, & management
psychalogis®, who draws a distinction between
structural conflict and structural tension,
Fritz points out that a bagic principle in
nature is that of conflict seeks resolution,
but becauss of the complexity of situations,
that resolution creates further tenaiona. He
argues that the two components which form

structural tansion are
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Question

“Jeff, I now come te the crux of my matter, I have an

article here which was published in the S$loan

Management Review, and I would like to read to you a

comment that these 3 authors make :
“POM is more than a fad or a buzz word., It is even
mo.e than a technigque to controlling and metivating
employees. TOM ls a challenge to convertional
manager it techniques and to the theories that
underliine them, therefore it canno simply be
grafted onto the sxisting management structures
and systems. If it's benefits are to be fully
reallised, then companies need to prepare themsalves
for organisational-wide change lncluding top
managements ralinquishing of power.
Could I ask you two questions ? Firstly, how
strongly would you agree with that observation,
and secondly, what kind of changes in management
practices and management style, have you

implemented here in order to make it work ?*

Response

“In principle, I would agree with it. I think one of
the djilemas is that in developing a learning
organisaticn, in developing empowerment of people,
and so on, there is a lot of learning that has to go
amongst managers, and some of that learning can be

chirtiiom,  talih
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Question

*“Jeff, how long have you been invelved in the process,
and how effectively do you think you have achleved
your objectives - would you say that you have exceeded
your expectations, come up to expectations, or not
met your expectations - what would your reaction to

that ba 2"

Response

*I don't beliave that wa have obtained the fu afit
of what we have attempted to do. We started about 18
months ago. The process was fairly intensive in that
we involved averycne in determining our bhehaviours,
determining the things that we had to do and siop
duing. Haviag determined the values, now the guestion
is how do you change the policies, practices,
beahaviours in a moancrate way in the organigation that
actually support your long term in intentions, and
that is the process we ares going through at the

moment .,

Question
*So you would .jree then that this is not a quick

fix, it's a long and on-going process ?*

Raaponae

“Yeg, definitely.*
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Question

"There is general consensus by all the authorities on
any sort of intervention of this nature that 1r has
got to be driven by the CEQ and his senior managers
and cascade downwards, would you agree with that

observation ?*

Response

“Yes totally. If you don't have that commitment, and
that drive from the top, it's going to fail, because
evarybody looks up and they all blame the guy at the

top if it doesn't succeed.*

Cuastion

"daving said that, I baelleve thers iz also general
congensus that ln order for any TQM intervention to
be successful, you have to get the buy-in of the renk
and file of the employses, including the trade union,
could you please indicated how your company wenrt
about gettinrg this buy-in from the average amployee,
because often these things are percelved as belng
Just another way to lncrease profits, and thers is a
lot of resistance to that kind of change, WwWhat did
you do to enable the people to buy-in and commif

themselves to the process ?"
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TUESDAY = 4 OCTOBER 1994
INTERVIEW WITH DR MLLCOLM SEARLE

CHAJRMAN, SOUTH AFRICAN CYANAMID (PTY) LTID

Question
"ODr Searle, could you please indicate why your company
chose to go down the TUM route, what were the

motivating factors ?*

Rasponse

"It all started prcbably morse than 3 years ago, when
Paz Moffat (my predecessor) was chairman of the
company and we felt that we had to change the culture
of the company, progress and do something different
tn improve, and we had done 'Toward Excellence' the
whole program and it failed for various reasons
which I won't go into. There was a lot of sceptisiam
in the company and it was really driven by the
manufacturing division, we have ocur Witbank plant
which comprises 70-80% of the business, of our
total turnover, and there was a feeling from them
that we could improve. I should mention that Mr
Moffatt, he was a chamical engineer, metallurgist,
and it was a hard drive to lower costs. That waa the

driving factor."
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this, and it ls really a long term process. There
were a couple of quys, who with hindsight we should
have included initially - who from their actions and
the word they spread around the company you could
hear that they weren't really interested in it. But
without getting senior management of that calibre to

buy-in to it, you are not going to succeed.

Quastion
“To what extent did you solicit the co-operatlon or

the buy-in by the Union ?*

Response

*Up front, it was handled by QMA themselves, we have
about 220 blacks, and also have the gi.~n areas on
the shop floor, we have 5 differant unions, so it was
quite an isaue, but we got QMA to come and address
them without our piweance and they bought inta it
straight away. Probably because of their hunger to
develop and move along. We got their co-operation
right down the line, but we duad it up front. It

wasn't something that was forced down on them.”
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that dacision right up front, it could be gift vouchers
or something the peraon would want. People are paid
to do a job, and to cffer financial incentives, everbody
would be on the band wagon nominating everybody else
for recognition, but I think it's one area which we
have recognised has not gone as well as it should.
People were being nominated for ridiculous things
and being turned down, it caused issues. We had 4
recognition committees who scrutiniaed each noemination,

It is a problenatic area."

Question

*Jim, having gone down thls route for some two and a
half years now and been very successful, are there
any concluding comments, general observations, things
you milght have done differently, with the vision of
hindsight, any pearls of wisdom that ycu could share

with us 2"

Rasponse

“One of the key areas which we learnt by mistake, wan
that you have to enlist on yeur initial QIT, the
sceptics and the cynics, and you have to work with
tnem to buy-in to it. If you adopt the attitude that
you can do without them, and drop them along the way,
that didn't really work too wall because there wers,
certainly before we set up the QIT, you can pick out

the guys who are committed to a type of thing like

ki \ kBl
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Responsa

"Well, with having set up the QIT with goal setting
and msasurement teams, etc,.,, we then set up sub-
committees within each 14 steps leaders of sometimes,
3-4, sometimes as many as 656-8 people on each sub-
committee, They ware thers te formulaise and give
some structure to that particular sctep. What we did
in addition to that, is that we ast up what we call
step reprasentatives, This is the middle anri lower
level of employee, who were not on the sub-committees,
and not on the QIT's, but within departments, we
enlisted emnployeas to be step representatives of
individual stepe anc the actua) step leader would
seet with them on a reqular basis to infiltrate the
department through tham. Not only through the manager,
but through the ac.ual step leaders, to try and engender
a sense of belony.ng and to get scme movement and
action within departments, To get them to buy-in to
it. It has workeu to a large degree, On the recognition
slde, we have a racognition team with the usual forms
and boards up, and pears nominated. We have a bsacon
of quality, which the corrective action teama, which
only onem thevy have been succegsful and have been
measured, the names of the corractive action teams
are put onto it on a regular basis as they complete
thelir tasks. Recognition is a big issue. Racognition
does not necassarily have to take the form of monetary
incentive, in fact we would not do that. We made

it L uli



68

organisational-wide change including top managements
relinquishing of power.

Firstly, would you agree with that observation, and,
secondly, what specific changes in management style
can you recail being introduced at Ingersoll-Rand to
effectivaly implement TQM, which you have obviously

succeednsd in dolng?”

Response

“Firstly, 1 would agres whole heartedly with that
comment., The change in management style, as I
mentioned, was largaly due those changing MD's, from
an autocratic type of management, to a team orientated
empowerad employees style of management. But you
have to improve communication across the board, from
the bottom up and the top down. If you don't improve
your communication and people are not comfortablas

with each other, it just wouldn't work.®

Question

“The Crosby process racommends such thinga as
recognition, empowsrment, team work, self-directed
teams, how did you specifically go about empowering
your teams, rescognising extra-ordinary performance,

in other words, what specifically did you pecple do?*
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the QRPM course at Crosby. We then set up the QIT in
October /November/December 1992, and I was appointed
as the TQM co-ordinator. From then, firstly we
identified the ponc. We had major less figures. Our
initial cost of gquality was reduced by between R3.S
million over the first 6-9 months, which was a
significant improvemsent as far as we were concerned,
and we are in fact getting an award for it at the
National Quality Awards in Pretoria on 9 November.
It has since flattened off because, we tended to
tackle the big numbers first, which is ocbvious, those
are the major areas. It has since beccme a lot more
difficult because of incremental changes. People

have become more conscious of it."

Question

"I now come to the crux of my matter, I have an
article here which was published in the Sloan
Mapnagement Review, and I would like to read to you a
comment that these 3 authors make ;

“TOM lg more than a fad or a buzz word. It is sven
acre than a technique to controllling and motivating
employees. TQM is a challenge to conventional
management techniques and to the theories that
underline them, therefore it cannot simply be grafted
onto the existing management structures and systems.
If lt's benefits are to bes fully realised, then
companies need to prepare themselves for

ety Ml




process, and get commitment from them. How did you
go about getting their commitment and them to buy-in

to the process ?"

Response

"That largely stems from the culture of the country,
because the history of our country and company, peopls
were obviously told what to do, with the result that
these pecople are very willing to grab, they will
grasp at anything to learn. Very, very willing, but
it was installed through team work and empowerment,
pecple wers encouraged to start worklng as ceams,
there was an attemp! to flatten the crganisation, to
take away all the figure—-heads, and to get people to
start communicating with each other, which we found
was very difficult. The communication problem was

initially very difficult.*

Question

*"Jim, two questions here. How long have you been
golng down thiz road, and how effective do you think
yeu have bean-Did you achleve your axpsctatlons, axceed
your expectations, or how would you evaluate in terms

of where you wanted to be and whers you are now 2"

Reaponse
“Having gone down the Crosby route, we gtartsd in
July/Auguat 1992, where we sent a couple of guys on

L ]



way, through QMA."*

Question

I'm very glad you mep.ioned the question of management
style. My whole 'esearch is based on the change in
management that is needed, but we will come back to
that point. Thers s general consensus by all the
authorities on any sort of intervention of this nature
that it has got to be driven by the CEO and his senlor

managers., Would you agree with that observation ?”

Respanse

"Whole heartedly. Our MD championed the whole thing
and he has driven it from the top, he's a hands on
more people crientated type of person than our previous
MD, with the result that the people initially, it was
like a breath of fresh air for them really. With the
top structure of the company, yes, they have to be
committed to it. I, myself, am not convinced that all
of them are not just paying lip service, while they
say they are committed, they are not really what you

would call 'walking the talk'.*

Question

“Notwithstanding the fact that It has got to be
implemented and driven by the senlor management,
particularly the CED, you obviousiy have toc get your

employess, the rank and file workers to buy-in to the

ot s kntywo
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TUESDAY - 4 OCTOBER 1994
INTERVIEW WITH MR JIM WILSON, MANAGER,
MATERIAL HANDLING AND DISTRIBUTION DIVISION,

INGERSOLI~RAND

Quastion
“Jim, perhaps you would like to start off by telling
me why your company decided to introduce a process

such as TOM. "

Response

*It started initially, when we had a change of Managing
Director, Our previous MD wag of retiral age and we
ware in the process of going through looking fovr a
new MD. Most companies weed out the local stuff,
and sventually, thay sent a guy {rom Canada, who had
been the MD in Canada for 15 years, and he tock the
opportunity to come and join us. He was on & temporary
basias / or a 5 year plan. He was exposed to TOM in
the USA and Canada, with the result that when he got
hare, he tuok a look arcound for 6 months and he coula
sae that because of the management style that we had
had in the past, it was very very auytocratic, right
from the top down, very top heavy, and it really
wasn't working and becanse of the business pressures
and the changing pclitical scenes, he got us involved
in TQM from grass *oots, and we also went the Crosby

it iaen B0l
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what we were doing.*

Quastion

*pid you perhaps do any customer audits, to see what
the customer felt as far as the sarvice they were

getting 2"

Response

"The only audited that I can remember, was &
questionnaire that went to senior executives of our
clisnts which was more to determine what their needs
and requirements were, rather then to audit what we

ware doing for them.*
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Response

"what I saw in the administration areas, where work
processes are more neatly defined and standardised
from section to section, it is much easier to apply
quality, because you can clearly identify your work
inputs and outputs and building check lists, a way of
doing things to aveid errors. There we did find
there were some huge savings, often millions of rand,
but as I said earlier on, it is more diffiecult in a
consulting environment, where there is nothing clear

about what you do.*

Question

"gut surely there are ways of measuring that, for
example, customer satisfaction, referrals, repeat
business, surely that would be an indicator of how
effoctive you are complying with vyour customers

requirements ?*

Rasponse

“Yes, if you go to the trouble to negotiate requirements
with your customer, I can't remember us doing much of
that. Where areas where quality was useful, we drew
up check ligts to ensure that when we were Eetting up
presentations that everything got done., So there
were areas where we were alle to use the tools that
picked up quality, to improve the effectiveness of

kot \irt a0l



realised, then cumpanies need to prepare themselveg
for organisational-wide change including t.n
managements relinquishing of powar.
Firstly, would you agree with that observation, and,
secondly, what fundemental organisatiocnal change did
you make 1in your management style to make the
implementation of TOM as successful as you perceive

it to be at Boart ?¢

Response

"1 certainly agree with that statement, and as I
menticned, the fundemental change was bringing in
the green areas and bringing in them a far mors
participative culture. Qur Zambian executives
described the culture previously as a fear culture
and now asg a participative culture, similarly in
Canada, and in South Africa, it's become infinitely
Mute Lown based, and perople Raving an intluence over
their work proceisas, over their problema, &nd also

sharing in our oppirtunities for improvement. , S¢o I

7
would say it's a change from quite a financially
driven and autocratic culture, to an infinitely more

participative culture.*

Question

“Carol, how did you handle such thlngs as expounded
by Crosby, such as empoweraent, recognition,
accountability - what change in management style took

ity ' ittt
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Kusponsa

"Well, as I say it's a mixture, because we have many
companies within our group. But the 3 previously
mentioned companies have really excesded our
expectatiusns. In other cases there have been limited
successes, bul in general, we ars very, very happy
with the TQM process. It has exceeded our sxpactations,
it came at the right time, more by luck than by good
planning, that when we were introducing TQM it went
through a major worldwide racession in our market,
and we really believe that if we hadn't TQM, we would
probably not be hers. Therefore it has bmen a maijar
reason for our survival. Our competi-ors have suffered
heavy losses, and we have survivad, because of the

TQM culture change.*

Question

“I now come to the crux of my matter, I have an

article here which was publishksd in the Sloan

Managemeant Aesview, and I would like to read to you a

comment that these I authors make :
“TOM lx more than a fad or a buzz word. It i« even
moras than a technique to controlling and motivating
employess, TOM iz a challenge to conventional
management techniques and to the theories that
underline them, therefore it cannot simply oe
grafted onto the existing manr,sment structures
and systems. If it's benefits are to be fully

L ]
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Question

“I am intrigued by a concept that you have introduced
that has not been introducsd at any other interview
which I have had. You have lintroduced the Crosby
system as marketed Ly QMA, hut in addition, you have
introduced, very heavily, the concept of green areas.
In other words, you have not used it as an indlvidual
intarvention, you've modified it to meet the needs of

your company.”

Response

“Absolutely. We used the Croaby mate *ial by the book
to start with, and then we decided it was total
overkill, and limited in certain ways, soc we developed
our own quality thing, and we adapted it to meet your
requirements of your labour force. We really believed
that the gresn area implementation works well. Green
areas without the quality training doesn't work, and
quality without green aress we don't belisve works,
but it must also be married to the strategic goals of

the company.”

Question

*Carol, you have indicated that as far as Boart SA is
concerned, it's been highly successful, would you
say that it's met your expectations, not met your

expactations or exceaded your expectations ?*
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Responie

*1 think one of the success that we've had at Boart,
is that after the extensive training, that we used
the green area concept to make it work. And I think
this is one of tha reasona why it doesn't work in
many companies, is that they don't have an
implementation strategy after the training. Our green
areas work very sffectively. We have green sreas at
every level in the organisation, from shop floor
right up to executive level in the 3 succesaful
companies. Where people meet on a daily basis,
sometimes weekly, and we train them in the technigues
of the four absolutes and the problem solving. But
then we give them the time and place to talk about
problems and opportunites, and without that it doesn't
work. So with that power wa've got to the rank and
file involved by actually encouraging them to talk
openly about their problems, fror example, in Zambjia
there was very much a fear culture, when scrap was
produced, psople ware hauled over the coals, now the
culture was changed to saying, 'pleape talk about the
past, but more importantly, let's talk about waya in
which we can prevent it.' So by a2ncouraging
communication about problems, as well as new
opportunitien for doing things, we have also in soms
companies given them a siite of the action In terms

of productivity honuses.*

shimtinand \ bamainhl
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Quegtion

“There is general consensus by all the authorities on
any sort of intervention of this nature that it has
got to be driven by the CEO and his sanior managers
and cascade downwards, would you agree with that

obsearvation ?"

Response

“100%. We have spread TQM throughout many companies
in Boart and we have 3 outstanding examples where it
2% reall; succeeded well, our companles in SA, Canada,
and surpriaingly in Zambia, And in those 3 particular
cases, each time the MD or the CEQ has been nothing
short of fanatical about quality, and tnat is why it
has worked and we have introduced it in othar companies
and it has been partial successful, but those 3

companies it was a major turn-around.”

Quastion

“Accepting that it has to be top~down-driven, it .s
lnevitable that you have to get your rank and file
workers to buy=-in to the process, and to become
comni%tes, lnstead of just seeing it as the flavour
of the moenth. what did you do at Boart in order to

get the ordinary worker to buy-in to the process ?*
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TUESDAY = 4 OCTOBER 1994
INTERVIEW WITH MS CAROL SISMEY

STRATEGIC PROJECTS MANAGER, BOART INTERNATIONAL

Quastion
"carol, could you please tell me the prime reasons

why Boart decided to go down the TOM route ?"

Reaponse

*The prime reasons were that we had seen it work in
one of suppliers in Canada, a company called Atlas
Field, which had been an absociutely useless lie,
suddenly over a period of 2 yearr moved from a
positon where the deliveries were lute, the procuct
was lousy, and the prices vere high, to a posaition
where Lue privew wure fair, the deliveries were
fantastic and the product quality had improvad
dramatically. So a group of our tachnical managers
want to visit them and said, 'what did you do ?' and
they said, 'wall we f£cllowerd Jrosby QIP.' The
technical guys breugh it bBac\ Lo SA and we contacted
QMA nere and decldsc to o it, both in SA and in
Ireland. We had seen i% work. The other reason was
QMA appealed to us on th? financial basis, looking
at ponc and locking at ihe measurements of ponc, and

we are & financially driven company and that appealed.*



79

community orientated and more sociently based, and
their views are we need to develop an Afro-centric
management style which is more compatible with the
philosophy and the culture of the work force. Lovemore
Mbigi calls it 'Ubuntu’. How would you respond to

that 2*

Rasponse

"We've certainly gone into the whole “Ubuntu" with
OMA and we beiieve it has a lot of merit. We havea't
done anthing right now as we should have, because of
what the company is going through, but we certainly
belisve it is something we should be looking at. Why
particularly ground work preparation is important is
because we have had green areas, concept and this was
allowed to die, hecause we didn't have the union
behind us, they just refused to participate. They
would arrive at the mesetings and then not participate.
Again, we would have to go into it very, very
theroughly, prepares the groundwork, and get the union
on our side, we have the CWIU who are fairly militant,
so that is vital, otherwise, again, you'll start it,
and if it dies within six montha, you'll have everybody

in the company say, 'We told you so.'"
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Response

“1 think what we started off with, how we got the
buy=-in, how we introduced it to the company is eritical.
You cannot be perceived as just brining it in from
top down and this is the way we are now going to do
it. I think preparing the ground work is quite
difficult because you have a lot of sceptics and
cynicse in any company. We had them within our group,
because we had had the introduction of the ‘'Toward
Excellence' and everyone was on a high, and that was
allowed, for reasons I won't go inte, to die. People
gsaid, ‘here we come again, another flavour of the
month, we've tried toward excellence, *m've have
management by objectives, we've had one minute
management, we've had all these, and then they fall
away - now what's new about this 7' So I think that's

very important.”

Gusstion

"One of the subjects we did in this course is a
subject called African Management., There is a growing
school of thought by SA authors, such as, Peter
Christie, Albart Xcopman, Christo Nel, on managerent
styles, that what we have done in SA is try to impose
4 Eurocentric management style, a-la Tom Peter, etc.,
and we tried tc impose a highly indiviauudalistic,
highly competitive dog-eat-dog type of management
style onto a SR labour force which is predominantly

iwthown \ e
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Response
“I would agree with that., But in our instance, we

have not achieved that by any means.”

Quastion
*And yet you have been relatively successful in the

implentation *

Responas
“Yes, in the manufacturing segments, very, we haven't

had the same success in our marketing divisilons."

Question

"So would it be fair comment then, to say that as you
go down this route and as you make additicnal management
style changes, your expectations would be that you
are going to be even more s.uccessful in achieving

your objectives ?¢

Response

“Yaa"

Quastion

“"Thank you, would you like tc share with us any
pearls of wisdom whick with the vision of hindsight
you have acgqulred, any advice, any svecific things
you would like to say in closing as to how to implement

ToM In an affactive manner 2"
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Response

“That is a very difficult question, and if you start
with empowerment, we have certainly attempted, although
I wouldn't say that we have been 100% successful in
giving decisions down a coupl:s uf levels, there I
don't believe we have gufficiently empowered pmople
yat. Remember this is a proce.s and doss not happen
over night. I won't go into all the excuses, but we
do have a few excuses right now like the company ias
being torn asunder, if you like, How we changed, we
haven't changed our structure significantly, we believe
we are more participative, more open, there are cross-
functional teams which we have put together, because
we are four different marketing divisiona, so in that
we we have achieved quite a lot, but not, certainly,
getting back to the empowerment, have we achieved
much thers. No, we have not reatructured the company

in many ways dramacically.*

Question

*Would you agree though with the comments made by
these paople that you need to make major changes in
managemant atyle, and changes company policjes. Aany
company pollcy that is restrictive or that does not
give amployees accountability haz to be changed in

order to effactively implemant this kind process 7"
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Response

"I think we have certainly down at Witbank, they were
the motivating factor and they have achieved really
tangible improvements. It probably hasn't met
everybodys expectations, they expected a magic wand
and the whole company would i u different in a short
period of time. But yes, I believe that we did

achieve quite a leot."

guerstion

*I now come to the crux of my matter, I have an
article hmre which was published in the Sloan
Management Review and I would like to read to you a
commant that these 3 authors make :

"POM is more than a fad or a buzz word. It is even
more than a technique to controlling and motivating
employees. ToM is & challenge to conventional
management techniques and to the theories that
underline them, theretore 1t cannot simply be grarted
onto the sxisting management structures and systems.
If it's benefits are to be fully realised, then
companies need to prepare themselves for
organisational-wide change including top
managements rellnquishing of power.

Firstly, would you agree with that observation, and,
secondly, what specific changes in management style
can you recall being introeduced at Cyanamid to

effaectively implement TQM ?"

. Sl ot
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Response

“We started at the top, we started with all the
directors and senior management. We all went through
the course at OMA, We then embarked on a briefing
sesgion with various consultants from QMA and got all
the groups tngether, the different marketing divisions
together, and we went through this with them, of how
you can be a first/world class company, we gave them
a taste of what we were aiming at. So it. was done, we
had some resistance from the unicn, they saw it as
all aimed at jincreasing productivity, we did have
problems with them, We did have problems with
previously when we tried to introduc¢e the green areas
concept, bhut yet we did go about it systematically
tryilng to get the buy~in of all the people of the
company. At that stage about 500. We were critisised
afterwards that we didn't deo enough, but I believe
that we really did quite a bit,

Question

“In terms of your company's expectations as te what
you were golng to achieve, price of non-ccnformance,
cost of quallty, how long have you been on this
process and in terms of meeting the expectations, not
meeting the expectations or exceeding the expe.tations,
how successful do you believe that you have been in

the implementation of the process ?*
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by declaxr..ag it, you are going to go for least cost
management, that's one way of doing it, but you have
to give them some tangible system, so we looked Deming,
Juran and Crosby and we found that the Crosby system

was the most sultable."

Quastion
“So you wanted to become more cost erfuctive and more

an intesrnational player ?*

Rasponse

"Yes, we had to look at our total cost structure, end
we decided to go Croeby, as he addressee the soft
issues. SA being a very emotional country with the
divarsity of management, of pecple, we saw that the
best route tu go. We believe in top down. We also
believe in our process, developed since 1°%a4, we
believe in an autocrat.o enforcement of the process,

but & democratic participution of the people.*

Queascion R

“There 1is general consensus by all the authorities
that any sort of intervention of this nature has got
to be driven py the CEO and his senior maragers and
cascade downwards, would you agree with that

observation ?°
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TUESDAY - 4 OCTOBER 1994
INTERVIEW WITH ED VAN DEN HEEVER

SALES SERVICES MANAGER, EWNTERPRISE FOODS (PTY) LTD

*Note: Ed van den Heever indicated to me that
Enterprise Foods have taken “recognition*
issue to the axtent of extending it to
thelr customers and in fact are awarding
2 of their customers excellence in quality
awards for their service to thelir

customers.

Question
“Could you perhaps tell me why your company decided
to go down this quslity road 2"

Response

"We it was really forced on us when we saw overheads
climbing snd volumes dropping and the graph gap got
50 big aftear awhile that we decided to do something,
end it's not juat a case of increasad prices, because
Enterpriae at that stage, like today, was the market
leader in pricing, so the quesation was asked, 'what
can we do ?', and then the end result after a lot of
rasesarch and an overseas vieit ceme down to one
thing, we have toc become a least coat producer.
Least cost procucing cuts into the bone and marrow
of the company, it's values, it's cultures, and just

sl | Jpte ¥



Question

“ITn summing up, could I ask you 1f you have any
perasls of wisdom that you would like to share as to
lessons learnt, or anything that you would have done
differently, or that for anybody who is going to gu

down this route 2%

Raszponsea

*I don‘t think there are any secrets. The only thing
is that you have to be committed to it. You have to
keep on working on it. Whed you start with TQM
theres a lot of enthusiasm initially, but after a
short period of time, you start lcsing enthusiasm
because things don't happen as quickly as you thought
it would happen, so the only advice I can give is to
keep on going, keep on pushing. It's hard work, a
lot of effort, attention to detail and other than
than, I would say it is very important to pay attention
to the employees and tc listen to them as to what
they have to say and pick up their ideas and try to

make use of them. That worked well for us."
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indicated, 13z the question of recognition. Some
companies recognise performance in having a gquality
person of the menth, and there seams to be & resistance
against rewarding in terms of monetary terms, and yet
some companies I have spoken to have a bonus baged on
team performance, and they reward the team rather
than the individual. How have you tackled that

particular prohlem of recognition and reward ?"

Reasponss

“In line with the TQM approach, we started to record
the quality improvement process by rosting, and one
alament of that is recognition, and we have, for that
reason, started to implement a formal recogniticn
Aystems, about two-two and a half yvears ago, and in
there we have a mixture, for instance, housekeasping,
we give a good housekesping award. Individual
racognition based on the improvement proposals that
come in / action proposals, and thera is a small
committee that sits down and judges and allocates
points according to the improvement, and we hand sut
a chequs, but sometimes like a T-shirt. In many
cases we hand out a T-shirt to the whole group. I
don't say it's perfect, but you at least see gome
benefits coming out it. The other thing we do is we
publish thess in cur company nuwslettar, with pictures
and photographs, and that is recesived well by the

employees.”
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management technigues and to the theories that
underline them, therefore it cannot simply be
grafted onto the existing management structures
and systems. If 't's benefits are to be fully
realised, then companies need to prepare themselves
for organisational-wide change including top
managements rellinquishing ot power.

Firstly, would you agree with that observation, and,

secondly, what change in management style did CBI

implement to reach the success level that you have

reachesd ?*

Rsaponse

*In principle, 1 agree with this statement. Unless
the management style is chanjed from an autocratic
style to a more team effort epproach and getting
people jinvclved and passing ra.ponsibility onto the
different levels, it will not wuik. £BI hever veally
had such an autocratic style in the organisation,
Another aspect that helped is that about 4-5 years
age, our MD had handed over to a nw geatleman who
had a different style anyway, and so it suited TQM to
a large degree. Therafore we did not have to make
any significant changes in that etyle, and that's why
it worked for us, but in principle the statement is
correct.”

Question

“One of the biggust problems that my research has

[ e



92

achleved your expectations, where would you say you

are "

Response

*I would say we are not quite there yat, on the other
hand, we don’'t have any jllusions. It will take &
long time to get to the point where we want to kv, and
where we want to ba 1ls on the same lavel as world
class companies. It takes anything between 3-7 years,
and we are now intensively in the 4th year, and we
need ancther 2 years or so before we really get to
that level, It is hard, hard work, and go into
detalil and step by step eliminate the barriers. My
personal view is that one of the main reasons why
companies do not meet thelr expectations is that they
£ It ag & quick fix, they come in boots and all for
a couple of ywars, aud then it dorsn't work and then
they back off, they’'re disappointe wvecaused the system

doesn't work.”

Questior
"I now comea *o tha crux of my matter, I have an
art.cle here which was published in the Sloan
Management Review, and I would like to read to you a
comment ﬁhat these 3 authors make !
“TOM is more than a fad or a buzz word. It is even
more than & technique to controlling and motivating
employeas. TQOM 1s a challenge to conventional

At R |
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benefit are for the workforce, in fact, long term
stability, job security, etc. That was received very
well by the unions and passed on to the workforce.
Another thing we did over the last few years, was to
train the whole workforce, in quality, starting with
definition of quality, why we do it again, explaining
to them our export drivee, intentions, and that
convinced the workforce that they should be on this

voad with us together.”

Question
“what I think I hear you saying is that one of the key

elements of success is communication ?"

Response
"Absolutely., They must fully understand the motives

behind it. Otherwise you huve no commitment."

Question

"Cverseas, TQM has come in for a let of flack, in
that lt was seen as the panacea for the problems of
the westsrn nations, particularly trying to compete
with Japan, but some years down the track ncw, many
companies are disillugsioned., Many companises did not
achieve their expectations, some companles exceeded
their expectations, and some companies met their
expectations. In terms of your companies experience,
would you say you exeeded your expectations, you

sl b, gl 1
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Quescion

“There ls general consensus by all the authorities on
any sort of intervention of this nature that it has
got to b= driven by the CE0O and his senlor managers
and cascade downwards, would you agree with that

observation "

Respoase

“Absolutely. It is absolutely essential. Unless the
workforce sees a clear commitment starting with the
CED, MD, executive directors, it wlll not be
successful. We have seen in our company, only once
we had started to set clear signals by the management

team it became effective."

Question

*Thnere is a view that elihvuyh Al ltas tu atalt at the
top, you have to get commitment and buy-in from the
workforce, from the layman who is working in your
factory. How did your comrany go about achieving

this 2"

Response

"Two things, one factor that you should not forget is
the union, and when we started on cur road to quality
3-4 ysarc agu intensively, and you achieve total
quality, and we got the uniona in and we discumaed
with them what we w.re trying to achieve and what the

sisintima '\, At



TUESDAY - 4 OCTOBER 1994
INTERVIEW WITH WOLFGANG WEHER
DIRECTOR, ENGINEERING & QUALITY CONTROL,

CIRCUIT BREAKERS INDUSTRIES LTD

Question

“Mr Weber, I see from your brochure outside, that
you have been involved ir this process since 1989,
or even earlier. Could you perhaps tell me why your

company decided to go down this quality road ?"

Response

"Well in fact, CBI started much earlier than that,
we have been complying with the SABS quality management
sy tem approval since 1987, and in the meantime, all
our factoriee comply with the ISO 9000 standards,
but lately we have dramatically increased our effort
in TQM and getting our gquality up to scratch to
compare with National standards because we planned
about 4 years ago to sxtengively market our products
overseas, especially in the western world, and there,
quality is a pre-condition, it is not even diacussed
anymore, unless you have a certain quality level,
you can just forget about it. So that was one
triggering factor to improve our quality dramatically.

The other one is to save costs.*
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eat-dog, highly disciplined environment and we are
trying to impose that kind of management . ;yle onto a
SA labour force which is predominantly community
orientated and more soclently based, and thelir views
are we need to develop an Afro-centric management
style which is more competible with the philosophy
and the culture of the work force. Lovemore Mbigi

valls it 'Ubuntu'., How would you respond to that ?*

Rasponse

"I guess that my answer has come aboit by the fact
that we are an international compe.y, and I don't
really believe an Afro-centric view will help us. I
really beljeve that not only in Beoart, that all
companiea in SA have to be global players, have to be
competitive by world standards, either exporting or
fighting the forsign competicion that comas in hara,
In terms of the community eorientation, I think that
by bringing in the green areas, or by extensive use
of teams, you can buy-in to that, but we have found
that by moving the team flavour overseas works well,
80 I belisve that we should pick and choose, Take
bits from the western management, as well as the good
things from the African continent, but I don't think
there ahould be an Afro-centric thing, becauss than I
think SA will become Africa orientated and not globally

orientated."
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Response

"We certainly think that TQM must be an integrated
part of the whole way a company does business. 1In
the beginning we made a mistake in saying, 'Here was
TQM and there was the business', We learnt that TQM
must be linked to the strategic business goals. ‘'What
do you want to achieve with your customers, your
competitors, what are the problem areas in your
business ?', so it must be linked to the stratagic
business goals, it must be an integrated part. We
also learnt to develop own training packages which
must be simple and user friendly and intense,
implementation of quality is a crucial facter, as
mentioned with green areas, it is absolutely vital,
ard it must be driven by the CEOC. 1If you don't have
the CEO's fanatical inv-lvement, you can forget it.

Iz’ just a waste of time."

Question

“One of the subjects we did in this course 1s a
subject called African Management. There is a growing
school of thought by SA authors, such as, Peter
Christie, Albert Xoopman, Christo Nel, Lovemors Mbigi,
that we are making a ¢ 'ndemental mistake in the way
we are managing in this country. what we are dolng
is we are looking at the Euro-centric model a-la Tom
Peters, etc., and what we are doing, is these pecple
ere all working in a highly competitive highly dog-

oot it vl 0
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place to facllitate that ?"

Response

"Back to green the areas that have been a catalyst in
our team involvement, hbut we do have recognition
systems which are both team based and individual
based, and we have a quality champion of the maonth,
which is a peer nomination system, and it is asseased
by a reccgnition pelicy, and here at Head Office, we
have some corporate Kind of recognition once a year,
but each company will have it's own recognition system,
so that's what we have done on recognit.on. The
recognition has largely not been monetarily based,
although some companies have used a productivity bonus,
or a share of the savings. I think in all 3 companies
where it succeeded, another factor which lead to
success was that all 3 companies were going through
market survival issuea. I think that that is another
area which leads to a paradigm shift in management

thinking - do something different or go under.*“

Question

“In suwmming up, could I ask you if you have any
pearls of wisdom thet you would like tc share as to
legsons learnt, or anything that you wonld have done
differently, or that for anybody who is going to go

down this route 7*
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management techniques and to the tneories that
ithderline them, there“oje it cannot simply be
grafted onto the existing management structures
and systems. If it's benefits are %o be fully
realised, then companies need to prepare themselves
for oyganisational-wide change including top
managements relinquishing of power.

Firstly, would you agree with that statement, and,

secondly, wnat kind of management changes Jdid Nampak

introduce, in order to effectively introduce TQOM 2"

Rasponse

"First, I agree with the statement, TCM is a way a
life. Either you are, or you ara not involved with
it. You eat it, sleep it, breathe it, talk it. From
the Switchboard lady right down to the guy who sweeps
the floor. As far as changes in management go, a
vasl change in attitude. Things like empowerment,
actually empowering your staff and subordinates to
make a decision, so although it is %op driven, you
aren‘'t holding onto the reigns. Taking that powsr
away from the people on the floor. VYou're allowing
them make decisions and be accountabls. You're
allowing them to offer suggestions and improvements,
team building and teamwork. ©Our own team crncept is
a very, very big thing. Nampak is busy at the moment
with the creation of teams and working teams. Tha
resulte from that are phenomenal. 1It's almost like

eyt s i)
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with with the bolts and braces approach. We went in
hard in every department. But we have done it through
the involvement of the shop floor, and the policies
and work instruction, how we draw them up and what
they want done, or what they want changed. We have
had meetL.ngs with them regarding policy. We alse put
up all our monthly results on the printing machines,
Quality monthly reports are actually now going up
onto each printing machine., They guys are getting
actively involved, they are beginning to see what's
happening through graphs and figures, and they aras
getting feedhack on their participation. As I say
people resist change. It waa a case of, 'you know
management systems, it's going to probably be in for
a couple months/weeks, and then they will forget
about it'. But, it's a long hard slog, we have to be
tough, set the rules down and atay involved with the
peopla, once theyv've got ampowerment and rights. What
are your inputs, what dc you want changed, what do

you want done, and it basically comas from them.*

Qusstion
*I have an article here which was published in the
Sloan Management Reviaw, and ! would like to read tu
you a comment that these 3 authors make :
"TOM iz more than a fad ur a buzz word. It is even
moie than & technique to controlling and motivating
employees, TOM is a challenge to conventional

it , i) Y
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Queation
“Mike, there is a view that the only way TOM can work
1s if it 1s driven from the top down, from the CEC and

senlor managers, would you agree with that comment #*

Rasponas

“That is absolutely true. If you have quality
management systems, or philosophies are not driven
by the senior management and staff, it has to be
driven by the top and supported by your productien
personnel. Any process that is driven by one persor
alons, is never go.ng to work. It takes a bit longer
to complete involvement of senior management and shop
floor personnel, but to try and drive TQM any other

way, it all collapses."”

Question

“For TOM to work. you need the commitment of your
rank and [ile wuikels. How Jdid Nampak get the rauk
and file employees to buy lInte the system, because

peopls normally rasist change sf any nature ?*

Response

“Initially it vas very hard., We had a crisis, we had
to do something urgently to get us brought to life,
because ocur name in the market place was bad, our
returng were high, we basically coild not produce a
box without a problem creeping in. We started off

Lt ]
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THURSDAY - 6 OCTOBER 1994
INTERVIEW WITH MR MIKE GOUWS

QUALITY CONTROL MANAGER, NAMPAK LIMiTED

Question
"Mike, would you like to tell me why Nampak declded

to go down the TOM route - what was your motivation?"

Responsa

"Basically, you have your various areas of production,
your total/relative maintenance, total quality, they
all f£it in, they are all cruclal to business. The
philnsophy on quality over the years hra changed,
Initially, r ality was 'a pain in the butt’', and it
didn't really count, it was mainly there because you
had to have it. When the cempany took the decision
to go through TOM, you have to maks a product right
first time, you don't want rehandling and reworking
on products, and the decision was made in conjuection
with planned maintenance was taken on first, then
the quality management just became TQM. The decielon
was made and IS0 9002 is about 25% complete at the
moment, We finished thae varicus production systems,
Evarything was finished off, in process and finished
for inspection. &2 it was total control process
right through the plant, from the moment finishing

sets up, during the run of the machine.
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ware-with~all to engure that these people comprehend
what he is talking about. And he is held accountable.
That is a eritical ene, Another thing that is super-
critical, is that TQOM and what it stands for, and we
like to call it ‘the return on quality' approach. We
have moved away from the traditional Crosby approach
of just cost of quality, a-la ponc, we hav now sald,
‘'we are moving avaiy whereby we have blended and
developed a new coet of quality item consisting of
poncs, traditional in-cfficlencies, and business
cpportunities. We have expanded beyond the horizon,
so we have a blend of the rwo, and those ares expresaed
in terms of money, targets, objects and goals, and we
managed this as part of the sceering committee on a
bi-monthly basis in thisr company. In fact it takes
us six hours every two months to tell the CEC what we
have achleved, and what we have done in quality in

that reporting peried."
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fipancial monthly packayss. It is ingrained as part
of the system. Everybody needs to talk the same
language. Education. But, in training a company to
understand what it's all about, it is no use bringing
the profit from inside and getting cutside companies
to empower a compan''s people. We took Patterson DI,
D3 level, all that band of level of management and we
made them quality instructors, taey went back into
their own cost centres and taught their own people
about quality. This allowed them to customise, to
take this thing and give it their own colour, thelr
own design, blend it in with thelr own values. That

was our major success atory at Enterprise.*

guestion (comment)

“This is my 12th interview, and that is the first
time this point has arisen. I think it is a very
valuable issue, and 1 think it ils a very imporlani
issue that you give the supervisors/managers,

cwnership of the procass to thsir own people.®

Rasponse

"1t is ths only way it can work, otherwise it's them
and ug, it's an cutsider, this empowered them to take
this sane mesiage - we are extremely serious about
the cost of quality in our aile approach te the
structure of the company, that it goes right down to
the ‘'loor, and every manager has the know-how and

st stk
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and recognition then automatically follows onto that.
We loock at the 14 steps (management issues), the
armour of management in Enterprise. You need to
raise the awaireness of issues. You need to look at
the cost, the impact, you need to look at measurement,
and you need to reward. Those things are management
issues and not attached to TQM at this stage of our

liveg."

Question

“In conclusion, could I ask you 11 you have any
pearls of wisdem that you would like to share as to
lesscns learnt, or anything that you would have done
differently, for anybody who is golng to go down this

route ?"

Raspouse

*We have reached many points of despair in the process,
But we re..talised it continually, by various projects,
iniatives, etc. The CEQ needs to be aware that TOM
could die on him, so he needs to revitalise it, keep
it going, make it a way of life. The formal side of
quality management within the campany must be embedded.
Quality has to be a substantial issue that must be
meésurad in your monthly packages of resporting,
accountability. You cannot just talk quality ard not
meagyre it as part of your financial system, Enterprise
today, measures it's cost of quality as part of it's

viovie' inore0id
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have to give processes to process owners. Of course
within agreed requirements decision making level and
accountability, so we did that. So we allowed everybody
ro managa their procese, and that today is done from
the top down to the bottom. To answer the first
quastion, the latter part of process ownership, then
of cource pres.nted us with a sitvation, If I want
process owners to take ownerahip of their own
processes, we need to allow democracy to come into
the work place, within certain guidelinue. That then
from the CEQO was enhanced and he said, 'you have to
softan up, you have to get away £rom controcl, you
have to get to lead and training. Training what
rrocess is and then go back and lead. Look at the
conatraints of industry and ask yourself the question
as a senior manager "how can you sahance this process
without interforing with the individuals process-,’
That's brought us to a blend of autocracy and democracy.
The cultures, the corporate object is enforced
autocratically, it's not up fur question, but the
proces3 itself, arcund quality steering committees,
guality improvement teams, green areas, participative
teama, are all democratically developed with
managements partaking in them. For that to work, we
nced to acknowladge the awareuess of what we are in
business for, world class operators, world class
visions, and we then empower the people through
measuremant techniques to measure their processes,

st \ st gL
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Crosby had to offer us, and we said to ocurselves,
‘acknowledging that the value cultures and benaviours
of our company consists of 95% of the traditional
management and styles, and TQM the other 5%. 5S¢ we
used the 14 issues of Crosby, developed them, everybody
understands them today, then we slowly sloped the 2
systems over each other to form one menagement
gtructure. So we totally integrated TOM, and TQM
today is spoken in the paesages, it is not just
advertising on our walls, we believe in it, and I
have just had a meeting, where quality issues outside
the framework of formal management were diacussed,

which will enhence the company's success by miles."

Quastion

“One of the things that quality management focuses on
in terms of Crosby, iy the question of recognition,
empowerment, accountabllity. How did you integrate
those kinds of couvepls into the traditionally
autocratic management style, whilch 1s characterised
our paternalistic way of dolng mancgement in this

country for a long time ?*

Response

"Allow me the latter part first. We got away from
the "gat skop en donner" attitude. Autocratic
management by acknowledging the process of the
individuel. If we want to be a TQM company, then we

el \ unraeal]
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main opposition until 6 six monthe ago.

Question

“! nev r~one to the crux of my matter, I have an

article here which was published in the Sloan

Managemant Review, and I would like to read to you a

comment that these 3 authoars make :
“TOM 15 more than a fad or a buzz word, It is even
rore than a technique to contrelling and motivating
employees, TQM is a challenge to conventional
management techniques and to the theorles that
underline them, therefore It cannot simply be
grafted onto the existing management structures
and systems., If it's benefits are to be fully
realised, then companies necd to prepare themselves
for organisational-wide change including top
managements relinquishing of power.

Firaitly, would you ayiee wiih iLhai observation, and,

secondly, wnat change 1n management atyls did

Enterprise Foods introduce to make this process so

effective 2¢

Response

"First of all, any TOM process, if it is not totally
integrated with the day to da} management structure
of the company it in doomed to fall. So what we have
done we have looked at our traditional, the formal
managemant structure, and we looked at the protocol

Lo At
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Quastion

“That's going right dowa to A and B bands?"

Response

“Right down to the Tea Girl. We invested in the
first 3 years 26 0( )} man hours of TQM gquality training,
at a figure which exceeds millions. We made sure
that sveryboudy understood the langquage. Especially
what the 4 absolutes are all about and what the

purpcse of TQM is.*

Question

“You've been down this process for sometime, would
you say that you have achieved your expectations,
exceeded your expectations, or did not meet your
expectations in terms of what you hoped to achieve

with thils process ?*

Response

"We acknowledged the financial investment which has
been substantial, we have and were able in the first
3 years to reduce our cost of gquality by 4% of sales
per year. We have subsequently gone onto a 3% and &
2% return of sales in subsequent years. It has paid
for itself beyond our wildest dreams. It has empowered
us, in this process, as Enterprise Foods, to
consolidate, buy-out, Hearty Meat, and subsequently,
the latest acquisition, Renown Meat, which was our

ehiothomt . mb 13
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Response

"Two sides to it. Firstly, not up for gquestion is
CEOQ commitment. Secondly, executive participation.
The CEC and sxecutives need to believe in the process,
because if they don't, you'll get faction fighting
and diversity will take it from there. Two critical
issues in our process from '88 right up until today,
every CEQ that we have had, and every executive that
we have had, support the process as part of their

management style.*

Quastion

“Given the fact that it is top-down-driven, how did
you get your rank and file employees to buy-in to the
system, because clearly this process canpot work

withouc employee commlitiment, employee lavelvement 2*

Response

“raking the protocol, as I said, 'top down', we looked
at the total structure of the company, we started
with our CEQO and we put him throuagh the executive
college first, Then we went to the exeuctives, then
we went down to the Pattersocn level of D1, D3, then
we went down from the Patterson D1l to C4 with QES.
Trere we ignored what OMA had told industry. We went
for a different package ca. ¢1 'Quality Work Group
Education’. We exposed C2 down to Bl to this and
lastly, we used Indaba to do our total labour force."

ot \istwelril
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Response

“A bit of a difficult guestion to answer off the top
of my head, but I must gquestion the final sentence of
that statement, where it says something about
‘management relinquishing power'. 1 think one must
understand that at the end of the day, management
must manage the company. Not relinquish control of
managing the company, otherwise tuare will be no

company. Eut in terms of TQM, perhaps Jague can help

-
..

"I agres that TQM is not just something that you
introduce today. Tte wora is actually *culture
change“. The progrem must be to enhance & new culture
change and the whole structure must be around that to
get this culture change throughout, from the tep to
the bottom. It is not an overnight process The
emphasis shifts. Our q{ourney started onc with what
was then SABS 0157, we then went the Croeby route.
Subssquently, through our international connections,
we have adopted different process. There is a link
between all of them, and then what you do in gatting
those processes into position and keeping them there
is to find different ways of doing it. Right now, I
would guess that the focus on what we are doing is
the use of corrective action teams working actively
in routine production meatings, management meetings,
deals with quality aspects and measurement. There is

deintimaly  allh
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dramatically across all of our operatioms. I would
be a lier if I didn't say we haven't had problems.
We've cartainly have had problems, we have lost market
share in some of the aieas, and I believe ws lost
market share because we actually had not identified
the customers needs, and weren't doing the quality of

job to satisfy."

Quescion

*I would like to guote to from 3 authors who wrote an

article on ™M in the Sloan Management Review, and

then I would like to ask you 2 questions relating to

their comments. They say as follows :
*TOM i3 more than a fad or a buzz word, It is even
more than a technique to controlling and motivating
employses., TOM is a challenge to convertional
management techniques and to the theories that
underline ti:em, therefore it cannot simply be
grafted ontc the exlisting management structures
and systems. If it's benefits are to be fully
realisad, then companies need to prepare thanselves
for organisatiocnal-wide change including rtop
managements' relinquishing of power,

Firstly, would you agree with that romment, secondly,

what specific changes in managemant style did you

introduce to sffact TOM ?”
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Question

“You have lndicated that you started this process in
the mid 80's. Many companlies overseas have bean
disillusioned with the in-effectiveness of TOM, how
would you rate your company in terms ol it's achieving
it's expectations, exceeding it's expectatlons, or

not coming up to expectation ?*

Response

"} would say that we, in the market place, in the
broadest sense, in SA, we, by all surveys that have
been conducted, are clearly the market leader, in
other words, we have in excess of 35-40% market share,
We are the market leader. This means, we are the top
for all of our competition, and our competitors
approach is, invariably, price related. We are not
ir the business uf pricing curselvma into the market,
we are i1 the business of generating an attractive
return on investments. That bai-.g the cass to retain
market share, we have had to sell these concepts. To
get these cuncepts into position, we have had to
‘dentify our customer needs, and ensure that we satisfy
them. The only way we have been able to satisfy them
is through the identification of the needs, and
delivery against those needs. If we hadn't been able
to do that, we certainly wouldn't be the market leader,
and our share of the market would have shrunk

it \aatealrih
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of quality, he responds directly to me, and it is
through him, to a large extent, that I am able to

make things happen arovnd the company.”

Cuestion

“The next gquesticn then, lis, nothwithstanding the
fact that lt has got to be top-down driven, you have
to get your smployess to buy=in to the process. What
did Anikem do in order to persuade the workers teo

accept this new way of working ?*

Retponse

“As I said earlisr on, we started off on our quality
journey becauze the customer started rsking questions,
and we are essentially a customer driven company, and
one of the culturen we try and inculcate is, the
importance of satiafying customer needs. Now those
might be internal or external customers, but the end
result is satisfying the external customer needs. We
worked very hard through the guality policy, which we
have, and education programmes, which we have taken
down to the lowest level in or organisation, generally
through programmes conducted by Jague Marais, assisted
where necessary by myself, on an on-going basis. Wwe
work steadily at getting the culture entrenchad, and
keeping it entrenched, and we re-inforce that by a
tremendouse amount of measurement thar ls taking place

in the company in approved open forums,"
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THURSDAY = 6 ‘M TOBER 1994
INTERVIEW WIlH MR HECTAR McIVOR
GENERAL MANAGER, AND JAQUE MARAIS,

QUALITY MANAGER, ANINEM (PTY) IL.D

Question
"Mr Mclvor, would you please articulate the main
reasons that influened your company to go down the

TOM route ?*

Reszponse

"Very simply, customer driven, That was the.request
that was made of us by one of our major customers
then, and it soon became apparent to us after that
one customer, in the mid 80's, that a number of

customers started following.*

Question

"Phere is general con;ensus that for any 7TQM
intervention to be successful, 1t has to be driven
by the CEO and hls senior team and cascade down.

Would you agree with that cbservation ?P*

Response

"Abgolutely. I thank if it is to succeed, it simply
has to be that way. There are no compromises. As an
additive to that, Jague Marais, who 1ls the manager

ot b w1
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terms of gquality and as a pilot study and see it
through., We tried to launch everything at once, and
if you look at the end of the day, we have not

achieved the resulta. People see it as a disaster.”

Question

"Would you ascribe that to the fact that things like,
peoply, empowerment, recognition, reward,
accountability, was not implemanted in tandem with
the systems ? You share the vicw then that unless
thare 1s a fundemental management shift, it la

fruitless ?*

Reasponse
“That is correct, you have to change the paradigm.
If you don't change your paradigm, you are wasting

youd time.

Quastion
"Is there anything that you would like to comment on,
any pearls of wisdom you might like to share, general

observations that you might like to make ?*

Reaponse

"Nothing, thank you."
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Response

"Absolutely.”

Question

"I would llke to quote to from 2 auvthors who wrote an

article on TQM in the Sloan Management Review, and

then I would like to ask you 2 questiony relating to

thelr comments. They say as follows :
"POM is more than a fad or a buzz word. It is even
more than a technique to controlling and motivating
employees. TUM 15 a challenge to conventional
management. techniques and to the theories that
underline them, therefore it cannot simply be
grafted onto the existing management structures
and systems. If it's beneflits are to be fully
realised, then companies need to prepare themselves
for organlisational-wide change ipcluding top
managements relinquishing of power,

Firstly, would you agree with that comment, secondly,

what specific changes In management style did Air

Llquide introduce to effect TQM "

Response

"Firstly, I would agree with the statement. Secondly,
we had embarked upon an international philosophy of
decentralisation, of empowering people, empowering
managers, but I beliave we didn't equip the people in
the correct way. We did not isolate the gituation in

syt \ Al
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through the guality college, and we have actually
involved a common education system. It has been
difficult because, people are very sceptical of the
system, they have bheen, and they still are. They can
see quality in terms of IS0 standards, it's something
they can believe is totally measurable, because, you
end up at the end of the day with this type of thing,
but that's how we have actually done it. It hasn't

been totally successful.*

Question

“Well, that ls my next question. Firstly, how long
have you been down thls road, snd do you bellieve that
you have achleved your expectations, not come up to
expactations, where would you say you are down the

road 2?*

Responsse

“Down the road, we have been 2 years. We have not met
expactations. I think people thought tha- we were
really goeing to turnh it around, in terms of the CEO

and teams, but we didn't turn it around.*

Question {Comment)

“My experience has been that this is a long h;ul, PG
Bisson, they have been down this route fcr 8 years
and they are still no where near it. Anybody who
sees it as a quick fix is going to be disillusicned.”

Al | bnkunali 4
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agree with that observation ?*

Pesponse

“Absolutely, I think more importantly that the CEO
has to be seen to be implementing TQM systems and
policies and not paying lip-service to it, I'm open

with you, that tended not to happen."

Question

“The next question then, s, that of getting the
enployees to buy-in. Clearly, and yov and I are both
familiar with the Crosby system, there is a lot of
team work involved, a lot of people accepting
accountability and responsibility for thelr own
efforts. How did you go about getting them to buy-in
to the system and not just seeing this as another

management intrigue to gqet more productivity, etc,?*

Responsza

"We started off wirh the quality education system, we
started with the basic premise or the Indaba systems,
speaking to the trade unions, getting the shopstewards
together, explaining the rationale behind what we
want to do with TOM, we actually introduced it into
our literacy training program. Not only quality as a
way of operating in the company, but also operating
in your own day to day life, In terms of the managers,
middle management, senior management, we put them

ekttt eG4
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THURSDAY - & QCTOBER 1994
INTERVIEW WITH MR DEREK WILSON

HUMAN RESOURCES MANAGER, AIR LIQUILS SA

Question
"Derek, could you please articulate the main reasons

as to why your company decided to introduce TQM."

Rasponse

"We look at the total scenario, A: it actually was
intrododuced internationally, we are a multi-national
corporate, it was a directive to introduce TQM into
the group/system. Although we are not dictated to
by group philesophy, we had no obtion but to follow
the TQM system. The CEC and executive team thought
that it would bring about a total change in mindset,
actually a quality driven service company, which 1
must say, hasn't really come to fruition, and I
believe that we went about it the wrong way. S5o in
a round about way anawering your gquestion, we were

actually mandated to implement it.”

Quesgtion

“The next thing, which I think you have touched on
very briefly is that there is general consensus that
for any TQM intervention to be successful, it has to
be driven by the CEQ and his senior team. Would you

dhiutiees \ uivells
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should come in."

Queaestion
“Do you have anything to add to what we have been

discussing.”

Response

“Nothing."
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hysteria, like something in the air, you cannot see
it, but it's the smell of something or a feeling.
That's the management change that has to come down,
A change in attitude, philosophy, empowering your
work forece, allowing them to make declsions fer

themselves."

Queastion

“Whae have you done about the question of recognition,
how do you recognise supearior effort by ... «mployees
- lis there some monetary incentive, or do you have
some quality man of the month - how do you go abaout

that?”

Response

*“At the moment we ars busy negotiating as far as
ingentives go. That's still o Lhe table, we want
money not to be the sole motivator. A pat on the back
or a handshake goes just as well. Hand in hand with
the monetary incentiva. What we do have is we have a
light board where we flash up if the macktine has done
well, so we recognise the guys throughout the whole
plant over a . nift or two. Our biggest incentive at
the moment from the PA side when they guys walk
around the £loor and say, 'thank you, well done, you
really did well'. That's our incentive at the moment
although it's still at the bargaining table and still
buing negotiated, and hopefully, in the long term

fthna | itwall Y
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Questcion

*"What about your rank and file employees, you have to
get them to buy-in to the process. How did you go
about getting them to become part of this new way of

doing business ?"

Response

"Initially, it was very much top driven, and then
hopefully, the top can start to slack off, we would
like it to be self-sustaining. Wwe have found it is
not, self~-sustaining., Top management has to be invelved
all the time. We did not send cur employees on any
programmes, we trained then ourselves. We formed a
task force, which 1 headed. Jagques De Wet, of QMA,
asked why I was chosen, and the reason being was that
I have enough c¢lout, and I could tell people what to
do. So we had decide who we were going to educate and
how they would be educated, We tock 12 of our lowr
level people - we work on the Patterson plan - we
took mainly B4's and a f~w C1 levels, our lower lavel
supervisorsa, we took them and trained them as
lecturers, and then we trained the whole work force
with the ‘Indaba on Quality’'. Myself being one of
the 4 facilitators, we took the senior supervisors
through the FQAE (Facilitative Quality Awaraeness

Experience}."

liiptho: \l vell )
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FRIDAY - 7 OCTOBER 1994
INTERVIEW WITH MR JULIAN BAKER

ADVANCED SUPERINTEDANT (METALLURGIST), ERGO,

Question
“Jullan, would you please tell me what made Ergo

decided tv go down the TQM Route ?*

Response

*Our GM, who originally introduced 'Proudfoot', befors
they were part of (QMA, decided te do the quality
installation at Frgo, becauss of, obvicusly lawering
gold pricas, profits, etc., and we thought during
the lst exerclse that it was not the right road to
take, we should be going for the lower level people,
and not for the management people. So it was a good
year afterwards, that we decided to call QMA in as

we felt that they should tackle the lower levels.*

Quustion

“There 1s general consensus that for any TOM
intervention to be sueccezsful, it has to be ¢rivaen
by the CEO and his senior team and cascade down.

Wauld you agree with that obsarvatlon ?*

Response

“Yeos."
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seems to be standard. People question why we must
work more shifts. The market isn't big enough. And
that is where we have to warrant our benefitr from, by
increaging our volume through the factovy, and dropping
the overheads over a greater production, We use the

same capital.*
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man as a man, not as a management appointee or as a

5td 8 person. Very much like the concept of Ubuntu.*

Question

“That really concludes my formal gquestions, but you
may have some thoughts and concepts, passing pearls
of wisdom that you may want to share with us for
reference by users of the library, as thix report

wili be filed in the Business School Research library?*

Response

*I find that with the TOM process, it is essential
that the top man drives really really hard, Perhape
one of my biggest failures is me net driving it hard
enough, Me allowing compromises. If I had not
compromised £from the beginning, we would be a lot
further down, but then the ahort term suffaring minght
have been a lot greater, because your costs do go up
initially, the firat 6-9 months, and I find you do
nesd to compromise a little, to prevent those costs
from zooming up. I think when people are analysing
the cost of quality, they ought to be a lot more
realistic than they are, We started off as a one
shift operation, we are now doing 2 production shifts
and 1 maintenance shlft. 24 hours a day. We are
moving onto 3 production shifts, So when one looks a
the cost of quality, one muet include the loss
contribution of ol y working 1 shift and neot 4. That

siotiemi st LS
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Rasponce

"Yes, but I wouldn't go as far as Albert Kocopman. I
think there is a atyle somewhere in the middle, but
definitely it has to suit the African culture. We
find that don't concentrate on an individual, dorn't
critisise an individual, It's the team who ie
responsible for variocus ltems. You nome in on the
taam. “an't go to the supervisor, address the
supervisor and the whole team. The supervisor is
theres becauss the workers allow him to be there, not
as a management appolntee, What we have found, that
if we have put a chap into a superviasmy position,
and if they are not ready for that chap to be a
suparvisor, then it doeen t work. They don't a.cept
him, noc matter how clever he is, what his background
is, whatever. One of my best supervisors canawl ré&ad
or write, And I was chatting with a chap from one of
the UK universities about it and he said, ‘'what an
incradible problem, because as soon as his workers
realigse that he cannot read or write, they will kick
him out.' But it doesn't work like that. If he has
something to read, he will go to one of hia workers,
and ask him to read it to him. And the guy hesn't got
a problem with it. The fact that the worker has Std
B and that he can read, does not mean to say that he
can be a supervisor. The team wecides on who is to be
supervisor, and they will respect him, It's the
egteem that that man has insgide himself. It's that

o\ antred i
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think that participation is difficult for them. I
2ind they battle to relate to participative managemant.
- You're the manager, we're the worker, we will work
together, but really you muset tell us what to do, ~ I
have tried that through two companies., They like me
to give the direction, they like participating in
their particular job, but the wider sphere, they are

not interasted in.*

Question

“Can I shars with you an interesting concept, and
perkaps you could comment cn 1t ?

I did a subject at the business schoecl last year
called African Managemant, and what the local SA
experty, like P Christies, A Koopman, on managsment
are saylng is tha' what we are doing is using the
wrong managament styvle in SA, in that what we are
looking at, P Drucker, T Peters, and we are saying
that we must use that management style here, but what
these chaps are saying ls that that's ockay for a
Eurocentric management labour force, but here in SA,
because of our African her .tage and because of Ubuntu
and the concept of soclal orientation, we need to
develop an Afrc centric management style to be

effective. Would you agree with that qenerally ?¢
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employees. TQM is a challenge to conventional
management technilgues and to the theories that
underline them, therefore it cannot simply be
qrafted onto the existing management structures
and systems. If lt's benefits are to be fully
realised, then companies need to prepare themselves
for organisational-wide change Including top
managements' relinquishing of power,
Firstly, would you agree with that observation, and
sacondly, what kind of management style change did
you introduce to recognise such things as empowerment,
recognition, accountability, or didn't you change in

any way ?*

Response

"I agree with most of what was quoted, but I don't
agrea with the last part, that management must
relincuish power. The way we did it in the beginning,
you have to be autocratic. So you drive it down
everybodye throat. Then, we changed more towards
paternalistic. We headed then towards the
participative. This was the involvement, heading
towards aelf-directed work teams, gquality circles.
I found it deoesn't work with the very unsophiatlicated
labour force that we have. I think if my labour
force was more sophisticated, I might have a bit more
success with it, I somehow wonder though, whether
the black culture is ready for participation. I

et A MO1E
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Quastion

“peter, how long have you been going down thils road,
and how successful do you think you nave been in
terms of meeting your expectations, or exceeding

expectations, or not meeting them ?*

Response

“We have been deoing it now for close on 4 years. The
4 years have probably been the worst years in our
industry. And in the last 20-30 years, as far as
recession is concerned, we have consistantly increased
our volumes by 20-30% per year, and our profits trebbled
over that f .riod. But I wouldn't say we have achieved
our expectations, we are making money, but we are not
ag far down the track asz I would like to have been.
We are getting there, but it is a long slow road. 1
thought that with a relatively emall company, we
would be able to drive it a lot gquicker, but there
are always bugs in the system that slow you down, and

now, we are not as far as I would like to be."®

Quastion
"I would like to quote to from 3 authors who wrote an
arcicle on TQM in the Slocan Management Review, ana
then I would like to ask you 2 questions relating to
their comments. They say as follows :

"TOM ig more than a fad or a buzz word. It is even

more than a techhique to controlling and motivating

L
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Quaestior

“The next question then, is, nothwithstanding the
fact that it has got to be top-~down driven, you have
to get your employees to buy-in to the process. How
did you go about getting them to becoma part of this

new way of doing buslpess ?*

Response

"Mot really. I found that the workers are the easiest
people to convince that TQM is the way to go. I find
that the most difficule level is the lavel of management
below me. They are the scepticc. The workers, we
got them together and we said, 'look we want to
introduce more quality consciousness into the company',
and we asked them what their problems were, and they
said, 'well this isn't right, and that person hasn't
fixed that properly, we don't have a new wheelbarrow,
our brushes are worn ocut, we should be using these
brushes, etc.'. So they came up with lots of useful
ideas, and we toilnwed those up very quickly, so we
proved to them that we were interested and serious.
They gave us lots to do, so we did those things, and
that proved to them that we were interested. It is
difficult keeping up with that. We ran enhanced
courses, which helped ﬂ.lﬂt. And it is just the
continual enforcing of quality, and what it is all

about.
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FRIDAY - 7 OCTOBER 1994
INTERVIEW WITH PETER J LORD

MANARGING DIRECTOR, CONSTANTIA ECHO (PTY) LTD

Question
“peter, would you please articulate the main reasons

why your company declded to go down the TOM route ?¢

Response

"I did have experience with it before, at LTA, our
reputation in the market place wasn't very good,
Qur market share, our profitability, was slipping.
We were spending a lot more on sales than we should
rLave, so it was to improve our marketability, improve
our reputation in the market place, and to reduce

our costs, and therefore increase our profit."”

Quascion

“There is general consensus that for any TOM
interventlon to be successful, it has to be driven
by the CEO d4and his senior team and cascade down.

Would you agree with that observation ?*

Response

"Absclutcly, it does net work any other way."
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victory, and make it known arcund the place, believe
you me, if you don't, it loses it's momentum. There
are no big bangs afrer the initial 6 months - 1 year,
it's a whnle series of little initiatives that take
place, that you measure your progress by. I had to
from time to time, remind Jagque of this, as he gets a
little despondent, one tends to lose vne's way, and
it'es those little initiatives that you have ro

recognise, and just keep working at them."
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a tremendous amount of measurement going on in our
company, and there are selective measurements taking
place on a world-wide basis, that we are measuring
and feeding into the system, and then there are local
measurement geing en in in our company. And that is
the main focus right now, around measurement and
comparing against bench mark targets, or last years /
lagt 3 years results, and then dealing with customer
complajints through corrective action teams, through
non-conformance reports, etc., in the appropriate
form. We have created a series of routine forms,
where production matters are reviewed, logistics
matters are reviewed, eftc., and these issues are all

reviewed in these meetings/forums and addressed,"

Quastion

“"Hectar, there 1s no question in my mind that you
have taken a very personal and serious view on this
issue, are theres any passing pearls of wisdom which
you may wish to share, any general comm : s that you
weuld like to make, =something you may heve done

differently with a vision of hindsight ?°

Response

“That is correct, you have to change the pa:ﬁdigm.
If you don't change your paradigm, you are wasting
your time. 1 think you have to be very patient, very
persistant and you have tc measurs the smallest

et | iRl h
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Response

“Most definitely. It cannot work ir you have people
at the bottom trying to do something, and you don't
have the commitment from the senior manager with
regard to resources, expsnditure, etc. You get a
clash point in the middle, and of course the lower
half eventually pack it in as ancther flavour of the

month."

Question
“We have agread, and thers is general consensus that
it has to be top down driven, what did you do to get

your rank and file to buy-in to the process ?"

Response

*I think it etarted with the appocintment of a ftull
time national gquality co-vidinator. Scecondly, the
major proplem that we had is the fact that we had
started it, and the wheels had fallen off, so what we
did is, we looked at the things which had been put in
place with the previous launch, namely; the IRR system,
which is an employee vehicle to identify problems and
get them through to management for corrective action,
and ¢of course smployee suggestion acheme, So what I
did was to revamp that, and actually got it in place,
and spent a lot of time making sure it works. That
brought up credibllity by the employees again bacausas,
the system worke that chey would identify a problem,

ki b
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WEDNESDAY - 12 OCTOBER 1994
INTERVIEW WITH MR ERROL WOQOD
NATIONAL QUALITY CO-ORDINATOR,

OTIS ELEVATOR CO. LTD

Yuestion
"Would you please tell me why your conpany decided

to go down the TQM road ?*

Response

“Wwe atarted with the gqualjty improvement process
which is really the Crosby affiliate company about 9
ysars ago. It started off with a bang, and nbviocusly
the wheels fell off a way down the rcad, hecause
everybody thought it would just happen. The first
step they toock, because it was basically prescribed
by our mother company in USA, they wanted all their
companies through the world to go the Croaby route,
in 1991, 1 was appointed £full time quality co-
ordinator, to try and gst a hold on the pieces that

were falling apart.*

Question

“There 1s a view that for any intervention of this
nature to be effective, it has to be driven from the
senior managers and cascade down., Would you agree

with that observation "
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movement to be born within a company, is the best,
We got in a different way. We got it from the fat
end. It is even more diffjicult to get commitment
from people when that type of situation arises. If
it can be born within a company that the need to
improve, then it has a better chance of working, not
to say that the QMA type route is not acceptable. If
you go that route, where you bring cutsiders in, the
dedication of 1 or 2 of the top people, or preferrably
the top person of the company is absolutely essential,
and the amount of time they are going tc apend on the
thing, you may as well tell the guy that for the next
2-3 years, you are not going to do anything else
sxcept implement it. Because if he's going to try
and do his job at the same time, it is going to suffer
from the problems that things do suffer from in that
type of scenario, where the individual just does not
have the Lime Lu devule Lu iik. We slarled ygreen
circle type meetings on our sites so that the workers
could try and contribute to the running of the company.
The guy who is puahing it from the top has to go to
those meatings. He has to have the time to do it, I
think even QMA undereatimate the amount of time it
takes., For it to be really successful, you have to
take one of your senior executives for the next year
or more and he is to do nothing else sxcapt see that

this system is implemented,"
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Response

“We have done a little, we have resorted to financial
rewards, again in construction, the whole industry
tends to be financially reward orientated. Bonuses
in construction are quite common, but where we have
paid bonuses/rewards, monetary rewards relative to
quality, we have made those less significant as the
normal end of the year type bhonuses. They have been
a fairly nominal figure. We have hiyhilghted the
namee of the peopls, and panned the awards in our
newsletter, but there have bean minor monetary

tawards."”

Question

"That really concludes my formal guestions, perhaps
thers are some pearls of wisdom that you might want
tn sharea with us on the terms of what you might have
done differently, or what really worked for you, or
just something that you think people could buy-in teo,
who want to go down this route, because it is a very

longterm process #"

Resporse

"I do be)ieve that thesa improvemcnt systems, and 1
keep referring to the word 'improvement', I prefer
the word 'improvement' to ‘guality management', because
that is recily what you are trying to do, to improve
the way you run your company. For the improvement

vl ey
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people, to recognise the people, to give the people

accountability, etc. 2"

fesponsa

"My reaction is that I don't believe that you have to
change your company dramatically. We certainly did
not, Ws kept the same management structure in line,
We mayvbe flattened it a little, but in a censtruc..on
organisation like ours, I think that structure is
very inportant, and we didn't change it, All we did
wa3s we created a lot of improvement committees that
crnreatrated on improvement, and those committees
wera at all sorte of levels, they were almost job
arientated, like in this Head Qffice, we had a secretary
improvement committee. If you would like to call it
a clhange in management, then yes, it was a change.
Wwhat I mean is that our structure did not change.
What we started doing is that people like the
secretaries, the foremen on our sites, they met, so

there %were these improvements in management.”

Qusscion

"itava you done anything on the questinn of recognition,
because that 1z rather a vexed gquestion ? A Jot of
companles I have intarviewed have said that'they are

totally against any sort of monetary recognition. *
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success. We are only 3 years down the programme, and
Murray and Roberts will tell you, they arxe 7 years
down the programme, it is a long process. If I say to
you that I think we have improved communication in
the company quite dramatically, it is poseibly one of
our bilggest successes, Prior to us going on this
thing, one of the comments from someone in the company
was that communication was very poor. Now they would

say, generally speaking, communication is very goed.*

Question

*! would like to quote teo from 2 authors who wrote an

article on TOM in . ~ Sloan Managemnent Review, and

then I would like to asx _~u1 2 quantions relating to

their comments, They say as follows :
"TOM is more than a fad or a buzz word. It is even
mnre than a technique to controlling and motivating
employeass. TOM is & challenge to conventional
management techniques and to the theorias that
underline them, therefore it cannot simply be
grafted onto the exisci.c management structuresa
and systems. .. .it'y benefits are to be fully
realisec, thon “ompanles need to prepare themselves
for organisstional-wide change including top
managemants' relinquishing of power,

Firstly, would you agree with those obsarvations,

and secondly, what changes did your orgdnisatlion bring

in in terms of it's management style to empower the

L AW T
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Response

"It gseemed fairly easy to get commitment from senior
managers, but whether it was genuine or not. If you
look around large companies, like LTA, you will find
that individual sites are successful, because the
individual on that site believes in it, and drives
it, and motivates &nd lives it, They have pockets of
suce. sg, and those pockets of success are the really
committed cnes. A lot of people can come to a meeting
and say that they are committed, just to satisfy the

boss, but..."

Question

*How successful would you say your organisation has
been ~ did you achieve expectations, did you exeed
them or do you believe you did not achisve them - how

would you rank your success in this Initiative 2"

Reapoase

*1 think the success of our initiative has been marred
by some major changes in management. The MD, who I
was referring to, left the organisation in 1592,
there is & new MD now, who has his own ideas as to
what should and shouldn't be done, so in our case is
posaibly & little out of the ordinary in that we have
had such major management changes, that it is very
difficult to put it on a par with a normal company.
But we have achieved, I »elleve, quite a lot cf

kot Lt )y



138

TUESDAY - 11 OCTORER 1994
INTERVIEW WITH MR JP EVERETT

OPERATIONS DIRECTOR, FRANKIPILE SA (PTY) LTD

Question
"Would you please articulate the main reasons why

your company decided to go down the TQM route ?"

Fasponsa

"The decision waa made by the previous MD of this
company in 1991. He had been to some presentation
by QMA, and thought it was a good idee, and elected

to go that route."

Quaestion
“There i3 a view that for any intervention of this
nature to be effective, it has to be driven from the

top down. Would you agree with that observation ?*

Response
*199%. It's an absolute necessity. If that doesn't

happen, then you can forget it,"

Question

"Having sald that, there is a great neea to get your
rank and file employees tc buy-in to the process,
and to commit themselves to it. How did Frankiplle
go about getting this commitment and buy-in ?*

shinthowd \ put wuliy
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being threatened, and what's in it for me."

Response

"I would like to clarify what you mean by middle-
management. C upper. Because our team leaders are the
lower C level. The senlor supervisors, are really
where things fall down. They are obviously feeling

the tnreat.*
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long term process ?"

Response

"Fos the experience or others who are about to go
through this process, "Don't try and tackle the entire
work place at one time it is a useless job, and we
failed quite dismall: . To explain, we have cbviocusly
shift people working 24 hours a day, 365 days a year.
We have non-shift people, and I drew on quite a bit
on the axperience of the people from Western Deep
levels, bacause what they did, they tried exactly the
same thing, they failed, they tnen want to the day
shift people, concentrated on the day shift, when
that was up and running, they than only tried on the
shift people, when that was up and running, they then
only tried it on the shift people. Sco they had to
back track right to tha beginning. We haven'®: taken

have done. I find senior managemant, very supportive,
it is the next level down, tiat are not supportive,

Those are the people you have to convince.*

Quastion

"That is a very interesting comment, could we explore
that a little further. That has been a theme which
has been pretty common in most of my interviews,
there appears to be a feeling by middle-management of

being threatened, and what's in it for me.*
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for organisational-wide change including top
managements' relinquishing of power.
Firstly, would you agree with that observation, and
secondly, what did yo do at Ergo in terms of changing
the way you managed your people, to implement TOM,
the question of empowerment, recognition, team work,

accountability, ete. ¥

Response

"To anawer the first question, I don‘'t believe that
top management must relinquish power. Otherwise,
that is abdication as far as I am concerned. In
terms of accountability, people have really not taken
ownership of the process, we have smpowered them to
do so, but they have not taken ownership of that. I
think that the mining industry for tooc long has had
this boss-aubordinate rejatjonehip, "o avercome this,
again, I think just carry on scressing the same things
over and over again, that you have the power, we want

ideas from ‘“he bottom, please give them to us.*

Question

"That really concludes my formal questions, perhaps

there are some pearls of wisdom that you might want

to share with ug on the terms of what you might hafe.
done differently, or what really worked for you, or
just something that you think people covid buy~in to,

who want to go down thir route, becauss it is a vory

s o iy
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Quastion

“Julian, in terms of your expectations of QMA, many
overseas companies have found that it has not been
panacea that they had hoped it would be. That it
didn't achieve their expectations. In terms of Ergo's
experience, would you say you achieved your
expectations, you exveded your expectations, or didn't

achieve your expectations ?”

Rasponse

“We have pot achieved ocur expectations. The team
concept has been fairly well entrenched, but what we
are trying to achieve through the team concept 1s not

coming out *

T would 1ike *n quote to from 3 authors who wrote an
article on TOM in the Sloan Management Review, and
then I would like teo ask you 2 questlons relating to
thelr co..nents. They say as follows
“TOM is more than a fad or & buzz word. It is even
more than a technigue to controlling and motivating
employees. TOM ls a challenge to convantional
management techniques and to the theories tlac
underliné them, therefore it cannot samply be
grafted onts the existing management structures
and systems, If it's beneflts are to be fully

realired, then companies need to prepare themselves

dhkiotiamni ' Lwa ¥
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"That is now the end of the official gquestlions, but
perhaps you would share with us some pearls of wigdom,
which you may think worked well for y»u, or did not
work for you, so that anyone going down this route

can maybe learn from the experience of others ?"

Resaponsas

“I think, from my perspective, it atarte and ends
withk commitment from senior management and board levael.
If I talk about commitment, I have visited many an
organisation involved with TQM, I have seen the
suczessful ones and the uneuccesful ones, and at the
end of the day, we are not talking about a statistical
process control, a technical complex process, we are
talking about a people process. And therefore, the
people who lead the organisation mus. first and
foremost be people-peopla, and the technocrats, auto-
crats, just do not make this thing fly. It is an
absolute commitment to developing people, forcing
down decision-makinyg lower in the organisation, making
people responsible and accountable for thejr work,
but instilling the whole concept of pride and the way
in waich they do things with a very very strong focus
in terme of customer. A wary, very stong commitment
ta quality. Walking the talk, and there are
organisation who are practising everything about that

L YT



156

grafted onto the existing management structures
and systems. II it's benefits are to be fully
iralised, then companies need to prepare themselves
for organlsational-~wide change including top
managements' relinquishing of power.
Firstly, would you agree with that observation, and
secondly, did your company change certain policies

to aslign it to the new thinking 2"

Rasponse

"No, no changee were made. The last part of the
sentence, managements' relinguishing of power. I
think some supplsmentary arganisation has to change,
But I don't agree with thae philosophy that we you
have to restructure your organisation. I don't think
it is necessary. My perascnal copinion, in a lot a
cases, is that's where a lot of enargy gets dissapated,
and yuu aclually are chasing your tail. Good TOM in
nothing but good common sense business. It is not
necessary to reorganise your organisation, just change
the mindset of the people. In the classical approach
which you get from the Crosby organisation, it
virtually puts forward that ycu have to have a very
very big structure to manage your TQM. I think that
is where the whol§ thing falls flat, in that people
parceive TQM to be & separate organisatisn running
parallesl to the business aw uwual. It can never

work., It must be integrated.”
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would vou respond to that type of thing 2"

Response

“Yes, those are probably the key pre-requisites for
successful culture chanje or style change, I think
the whole TQM has the rhilosophy of the empowerment
of puople, and pushing down the authority levels to
the lciest level, If that doesn't happen, then the
whole process suffers. In our organisation, probably
one of the areas that we have suffered most, is from
the Director level, there was, in a lot of cases, tha
anaolute reverses - due to tough trading conditions,
due to shrinkage in the market, etc., and also, I
think in a lot of places people don't understand what
is required, and the implications of a truly
participative style. I think we have gone the other
way - we have become more autocratic and less

empowered. "

Quastion
"That brings me then to the statement that these 23
aythors make, and it touches on that question of
management style. It says :
“POM is more than & fad or a buzz word. It ls even
more than a technique to controlling and motivating
employses. TQM is a challenge to conventianal
management techniques and to the theories that
underline them, therefore it cannot simply be

it \ oy
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Responsa
‘“We started in 1991, and I think, to date, looking
back, we have probably fallen short of our

expectations,

Question
"Would you ascribe that to the fact that you have
only been at it for 3 years, and that this is a long

brocess ?"

Rasponse

“No. I think it is probably because we had a change
in CEO halfway through the process, and that naturally
lead to a change in focus, which did not help the TQM

process.”

Question

*We now come to the crux of my research proposal, and
I would llke to make a comment and then read to you
from 3 authors who wrote an article in the Sloans
Meanagemeant Review, and then azk you some gquestions
around that. '

There is a genaral view that in order for TOM to be
success, thare needs to ba a significant change in
management style. Could you pleasxe discuss some of
the changes in manageme,t style that you parceive
took placs to drive the process, for axample, psople
empowerment, recognition, accountability, etc., How

L AT
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Quastion

“Notwithstanding the fact that it has to be top down
driven, you have to get your employees ta buy-in to
the process, anc get commitment from them. How uJid
Delta Motor Corporation go about getting that
commltment from the rank and file of the employees.
Because thare ls a lot of suspicion amongst workers
that this 1y just another management trick to get

them to work harder 7"

Response

*I think that on the whole, it is not a problem to gat
the employees to commit, It's more difficult to get
management minds to change and focus. Generally, the
employeas welcome effort to impreve quality. But
having said that, yes, we also spent a lot of time,
we involved the rank and file, we jinvolved the
shopstewards, we put them thituagh the prececs first,
80 they had a full understanding. And we found, time
and time again, that smployees don't have a problem,

management have the problem.”

Question

"How long has your organisation baen involved in this
process, and Eow successful would you say your
organisation has been ~ did you achieve expectations,
did you axeed tkem or did you fall short of your

saxpectations ?"
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WEDNESDAY - .< OCTOBER 1994
INTERVIEW WITH MR WILLEM FAURE
DEALER TRAINING & DEVELOPMENT MANAGER,

DELTAR MOTOR CORPORATION

Question
"would you please .ell me why your company declded

to go down the TOM route ?*

Responsas

"It was really need driven, by the fact vhat at the
time, we were not happy with our product quality
index as perceived by the customer, as well as measured
by ourselves, and alsc from the point of view that
from a total organisation, the customer rating us
someway down, and that was an attempt to get the
whole total quality right, so that we could get to

become world players.™

Quastion

“There is & view that 1in order for TQM to work
effectively, it has to be driven by the CEO/MD and
his senior management team. Would you agree with

that observation ?”

Responsa

"100%."
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slogans terminologies, which dont' mean anything to
the person at the lower level where it counts. Keep

it at the low level, and it can only succeed,*

cniwrhanr’, catwwiip
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which pecple are actively looking at for continuous
improvment., So to me the two complement each other,

and it has worked very well for us.*

Question

“That brings me to the end of my formal questions. I
would like to ask you cne additiopnal gquestion. You
have a very good grasp of this whele quality process.
Are there any pearls of wisdom which you would like
to share with us in terms of what you may have done

differently, or what has really worked for you ?"

FRasponsa

"My belief when I came in was to get it obviously to
the lowsr level employees. Therefore, we have kept
it very simple, and we have committed ocurselves to
snsure that where smployess are involved, they ses a
reaction to whatever, whether they have identified a
problem, or put forward a suggestion, if they are
involved in quality meetings, that we make sure that
certain things happen to get the cradability. Alsoc,

I believe there is only one lavel of quality. If you
direct the quality, the structure, the terminology,

all the gocod stuff to the lower level. So if it is

aimple, and understandable at the lower level, 1t‘
should be even more understandable and practical at

the higher level, so keep it simple and on the ground.

Don't keep it up in bosardroom with lota of fancy

diohienty ' MRS
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change of management attitude, management handing

over to lower level employees."

Quagtion
*So you have a problem with the last comment about

relinquishing powser ?*

Responss

"I believe that at the end of the day, you could
relinquish about 60% of the responsibility of
management, and past it down. But it needs to be
over a perjod of time that as the company qrows and
people become more aware, and practice quality to a
greater extent. But to just do it upfront, carte
blanche, 1 believe you are looking for major hassels,
To answer the second guestion, what we found was very
beneficial, because about 2 years, once we got the
quality improvement procesa, which is ongoing, we
then went for the implementation of the IS0 9002
quality system, and my bhelief, and it has worked
pretty well for us, that the two go hand in hand. You
cannot have one without the other. The system gives
you the contrele and the discipline that you require,
You have documented procedures, work instructions,
and policies for all the major activities of the
business, and through the quality improvement process,
you are continuvally improving, so in actual fact, you
have a controlled scenaric, where ycu have a system

tintiimns Lt el
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stearing committee, 50 we all started off in the same
direction, and we didn't have this fragmenting of
people putting their own interpretations to it. That

I think was basically the changing point feor us.*

Cuestion

“I would like to quote to from 3 authors wheo wrote an

article on TQM in the Sloan Management Review, and

then I would like to ask you 2 questions relating to

their commants, They say as follows :
“TOM is more than a fad or a huzz word. It is even
more than a technique to con’rolling and motivating
employees. TQOM 1ls a challenge to conventicnal
management technigques and to the theories that
underline them, therefore it cannot simply be
grafted onte the existing management structures
and systeas. If it's benaefits are to be fully
realised, then companies need to prepare themselves
for organisational~-wide change including top
managements' relingquisning of power.

Filrstly, would you agree with that comment, and

secondly, did you change company policies and practices

in order to facilitate the implementation of this

process ?”

Response
“1 would agree with it to a certain extent, but I do
not believe, initially you need this concept of total

ahiptig wnkivalily
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Question

“Therv is consensus among most authorities on TPM,
that a signficant change in wmanagement style lis
required in nrder to successfully implement TOM. Could
you discuss, please, in some detail, the specific
changes that were introduced in your company, e.9.,

empowerment, recognition, accountability ?"

Response

*Initially, it was launched with a big bang, and the
quality that had been communicated at that time, lead
to a lot of perception by management as to how it
should be applied, &nd what the ground rules sheould
be and involvement of emp’oyees were, 50 people tended
to put their interpretation as t¢ what should be
happening, and went off on their own little paths,
with certain degress of success, but when you came to
inter-relacionships belween varisus departmente, like
in a corperate company like ourselves, there was no
meshing becausa, this guy had gone off this way and
another had his own perception, therefore in 1991,
what I did was arrange for the senior management to
ge to the guality c¢ollage, in order for them to all
have have the stme outlock and views and perceptions
of what should be impiemented and how eﬁployeea should
be invelved, the levels of empowerment, and that's
where 1t really starzon to change, becauss, &ai a
management team, we had what we called a ‘'quality

it 1 Uit e LS
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it would go to a senior nanager, who was a responsible
person, he would then feedback a corrective action to
the identifier, being one of the lower ranl: employees,
and the employee has the option to accept or reject
that corrective action. S» that's where we basically
started to build up the credibilicy, and alsoc, the
implementation of quality improvement teams, and
quality councils, which invelved every employee within

the company.*”

Quastion

"How successful would you say your organisation has
been -~ did you achisve expectations, did you exeed
them or do you believe you did not achieve them - how

would you rank your success in this initiative ?¢

KeEponsw

"I believe that since 1951, whep we kept the focus,
via myself co-ordinating the acti. ties, I think we
have progressed from the point that we were, and we
are continuing to show improvement in our qualijty
efforts end involvement of the employees, which is
really the make or break. If they haven't bought-in,
you can just forget about it. It becomes a policing

activity.



