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CHAPTER ONE

Hunan ResourcE: development and employment creation will be

crucial to the transition to democracy for, without an Im-

provement. in living st.audards , the masses can be expected to

generate a cr is Ls (If exj.oct at, inns t.hat a future qover oment,

would be unable t.o meet.

A number of major trends have been identified in the global

and enterprise environments which will lead to dramatic

chanqes in management strategies, approaches and techniquefl.

(Aburdellc, 1990: Charlton, 1992: Drucker, 1989: Kor.pman,

1991: Na;ser, 1993.) These trends are :

A growing demand for sustainable development

Economic globalisation and integration;

The impact of technological development

Structural adjustment a:d priv;.ltisation

Emerging new work syst. ....ms ;

The move from traditional personnel practices to HR

management ;

caanqes in leadership styles from bureaucracy to ent.re-

preneurshin.

The above trends are congruent with the essence of the

quality improvement theories set out in ChapteA.·Two, and

there is a strong argument, that without the implementa-

tion of one or other quali ty improvement process, the

trends mont.Ioned above, will not be attainable.
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ABSTRACT

Mar.y compan Lea today are not achieving expecte:i business
.resulte despitp significant i.IVestment "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 methods hav~ achieved demonstra-
tive bottom tine success, at least in the short run. That
leaves the remaini~g 70\ with rp-sults spreading from l~:al-
isan success stories, but little bottom line results, to a
few with various symptoms of abject failure.

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

This research report analyses a convenience sample of t~enty
eight companies that have introduced the TQM process, a& well
as two consulting cnmpanies specialising in TQM packages. It
aims t~ establish to what extent change in management style
has influenc€d the success or non-success of this process,
together with idenlifying the chanqcc in management ",t.yle
that are required to successfully introd~ce this interven-
tion.

The research report concludes that the Quality Improvement
Process, overall, is gaining momentum and support of major
Sout.h African companies, and many have ach Leved positive
bottom line results, but also that these recults have, in
many cases, fallen below expectations. The critical areas
for effectiv~ implementation of TQM ,re i~entified and in-
clude top management commitment, the integration of TQM into
the whole strategic business plan, the int.roJuction 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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causing quality t.hrouqh prevention requires re-

source aLl.ocatLon so that. work is done right,

and resources are not squandered on f LndLnq and

fixing problems.

d. Absolute number four 1.s that the per+ormance

standard is 'ZERO DEFECTS'. 'fhe per rormance

standard must be Zero Defects, not 'Th..t' s close

enough'. 'rhat's close enough' says one will

be satisfieIJ with meeting requirements only some

of the time. A Zero Defect performance stand-

ard means that one will be satisfied only when

all the requirements for the work processes are

met each and every time. It .\.s in fact an

at I tude of mind.

e. Absolute number five is that the measurement

of quality is 'PRICE OFNON-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 tklc.:..n die industry standard

as this fails to give a picture of whether or

not quality is improving. MRasuring quality

by calculating tho price of waste .• wa!:o'.1d

time - effort, material - produces a minority
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b. The Definition of Quality is 'CONFORMANCE TO

REQUIREMENTS' • Qua 1ity is de fined as
conformance to requirements, not 'Coodness'.
Terms such as these - goodness, excellenc~,
beautiful, exclusive - are subjective and vague.
Crosby believes that when Quality .LS defined as
'Conformance to ~equirements', subjectivity dis-
appears.

Any producr., sorvIce or process that conforms
to it's requirements is a quality product,
service or process. If requirements are not
met, Non-Conformance results.

c. Tlu:! lhl.t:Jabsolute ie that thp Aystem of
qua Li t.j is '~EVENTIOlJ.'. 'rhesystem for caus-
ing quality is prevention, not apprdis31. De-
tection that sorts bad from good at the end of
the process does not promote improvement. Pre-
vwntion occurs in design of a process. It in-
vol ves r'"lmmunicating, planning, proofing
and wL.king to eliminate opportunities for
hon-Conformance, from the start.
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2.2. 1 Philip Crosby (1979)

The following is a summary of the process ae

postulated by Philip Crosby (Quality is Free

1979; Qualit.y without Tears, 1984) :

i. Th€ Crosby process, arguably the most

popular in South Africa is based on

certain very clearly defined

parameters;

a. The Five Absolutes - The first

absolute is that 'ALL WORK IS A PROCESS' -

Every job 'we do is a process, a series of

actions that produce a result. Work processes

can be analysed as many activities, each with

cr vt.omara and suppliers. The process produces

an output that the cust.omer expects to be

right. Likewise, conforming inputs from

suppliers are expected so that work processes

can run efficiently. Understanding the work

done as process with inputs, outputs I customers

and suppliers is a f unden.ent.e I concept of

quality improvement;
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CHAPTER TWO

2. REYIEW OF THE LITERATU~

In Chapter One, the demand for improved quality, customer
Bervice, and t Zero Defect t products were clearly
highlighted. The proposition to be tdsted is that these
qualitie~ can only be achieved with a concomitant fundamen-
tal paradigm shift in manag6ment style. This Literature
Review endeavours to give credence to this proposition.

The quality pion.~r8 mentioned in Chapter One are pro-
moting certain philosophies and principles al)a way of
life and part a thft"holistic" way of doing business. A
fundamental principle that permeates this complete Lit-
erature Review is that quality cannot be added
onto, or inspected into a product, but rather that
lt 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 ~ill b~ examined in some depth in order to see
wt:ether th"Jreare "common threads" t:-tatare required
if Total Qt;ality Management is to be effectively intro-
duced.
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Howdoes management get the workers to 'buy-in' to the

process 71

What role does 'tealn\vork' play in the effective

implementation of Totdl Quality Management 71

Whydo companies introduce Total Quality Managoment

interventions 71

Whatmanagement.style is most appropriate to bring about

the change to effectively introduce Total Quality Man-

agement 7;

What are the key contributing factorR for success or

failure 7;

What are some of the difficulties that can be

encountered in implementing an intervention of th!a

nature 7
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The research aims to provide answers to the following

key questions I

1. If! there a direct relationship between the styles of

management prop aqat ad in the Literature Review to

the successful implementation of Totdl Quality Man-

agement?

2. Is there a direct relationship between the unsuc-

cessful implementation of Total Quality Mandgement

and the failure to change the company's management

st1le as propagated by the authors in the Literature

Review.

In addition, the following questions were probed I

Is there a d.iroct, relationship between the successful

implementation of Total Quality Mdnagement and the man-

agement st}'1es as pr.oposed by Grant, R.M., sham , R. and

Krishman, R. (1994) : "Total Quality Management's Chal-

lenge to management Theory and Practice" , Sloan Manage-

me.1t Review, Winter, (pp. 25-34") ?;

What is t.he impact of senior management, and in

particular, the Chief Executive Officers' role in

the successful implementation of Total Quality

Management ?:
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6

o
.1

·2
-3

'u 'It '11 'II '11 '., '10 'Il '.. 't, 'It

SourcfI liEPA, Dept Economic., pretoria Univ.r.ity

The phllosophie~ of the recognised quality pioneers

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.

(Plc.l~C 3CO Annexure "E")

1•3 QRjectiyll of the Reaearch Report

The success stories of Total Quality Management are well

known. (Grant, et al , 191)4) Unfortunately, 80 d.t:t:! th~

disasters I while manyTotal Qua.li ty Management inter-

ventions have achieved Jramatic benefits, ar.d 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 ciminishing trend

in South Africa I s balance of payments:

ECONOMIC TRFNDS AND PROJECTIONe
1983 - 1994

BALANCE OF PAYMENTS
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sourc. I BEPA, O.pt EconomIc., Pr.toria Unlv.r.lty

The next graph relates to the real grcwth rate and

clearly indicates a highly volatile and oscillating

aLt.uat.Ion, 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 Developmp.nt Programme that has been accepted as

policy by the government.
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One could well ask the question as to why an interven-

tion such as 7'l.,tal Quality Management has been intro-

duced in many S( ut.h African companies. The following

briet overv iew of the South African economy, provides us

with some insight:

'l'he following graph repruaent Inq the GDP and CPI

percentage changes from 19.;5 to 1991 clearly indicates

the parleGs state of the Houth African economy with

the Consumer Price Index far outstripping the Gross

Domestic Product.

GDP AND CPI

PERCENTAGE CHANGES lS85 - 1991

,
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GDP-
ConsuDler
Prices
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$ourc. I SA R.I.ry. Bank
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I'
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Binedell, (1993) observes that, due to South Africa's

isolation because of it's previous pol it ka 1 pot Ic Les ,

has fall~n behind in respect of both technological ~n-

formation and modern management techniques and that it

will take a major effort on the part of management to

capture this lost ground.

Exacerbating South Africa's low productivity problem,

is the fact that t~ade unions, have, over th~ past

number of years, managed through the process of

collective bargaining, to increase wages of semi-

skilled and unskilled workers siqnificantly. This

has had the effect of increasing our unit cost

considerably, thereby maki.r.q us less competitive than

our major trading partners (Central Statist tca I

Service, 1992).

(Please see Annexure "C")

"Total Quality Mallagement" was considered the panacea

for America's produc~ivity problems. However, while

manycompanies reported significant improvements, many

were disappointed in the results of the process while

others are totally disillusioned (Newsweek: September

14, 1992).

ManySouth 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 eight out of
four t.een ,

(Please Ree Aru.exures "A" and "B")

The above information is particularly relevant when
one '~nsiders the view of Goldradt, (1992, p.13), on
the question of the need for ,]'otal Quality Management:

"I think that today thele is consensus that this
is the thing to do. It is not an over.night
fashion,
needed.

it is something serious and very much
But just look at how difficult it is to

introduce into companies. The +esuLt.s are so
painfully slow, nnd in many countries, this
movement has already stagnated int.o- let.'s face
it - just lip service."

It ~s clear, that if South Africa is going to be able
to improve its competitiveness in terms of wor Ld
competition, it is going to have to significantly
improve its productivity. 'fheproblem that this Re-
search Report will investigate will oe whether Total

Quality Managementcan be an eft:.:ctiveinterventionwithout
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 _I_vtroductiol1

The last week in April, 1994 was a historic event,
and a milestone in South Africa's History. In addi-
tion to introducing for the first time a democratic
political dispensation into South Africa, it also
p.xposed South Africa to international competition,
which, previously, because of OUI peri~h state in the
international community, had not been an issue.

sanctions could be considered a "double-edged-sword'
in that whilst sanctions have severely impacted on
the South African economy, "t.hedown side"; the up
side has been that international compan~es have not
deemed it appropriate to enter the South African
market. It is not inconceivable, now that tne tiouth
African economy is opening up to the international
community, that some major manufacturers could see a
gap ir.the South Afri.canmarket to become involved.
Tllis would put severe pressure on South African
compa ies Ln order to be cumpetitiveagainst 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' ,;Human Capital, rated a miserable
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~.2.3

unanimous consensus that these changes in man-
agement style were necessary to effect:vely im-
plement Total Ouality Management.

~..:.rx.rsA" PrQces_§_(1992)

The consultancy 'Interdepeudence and Trans-
formation in South Africa' (ITISA), whi~h
was founded by A. Koopman, C. Nel, J. Nel and
D. Pullen, have deve Iopad a Quality Management
process that i6 designed to :

a. Understand the South African social-eco-
nomic and political realities in order to
determine the effects thereof on people
relationships and p~rformance within the
business ;

U. Initiate a process of interaction and
conununicationacross the organisation, that
will facilitate better underAtanding, co-
oparat.Jon and trust between diverse groups
and functions ;

c. Initiate an understanding of the necessity
and dynamics of chunge ;
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the leading busmess schools and manaqement,con-

sul tancy compan Ies ,

Tot.ll Quality Management calls for systematic

changes in management pract.Ices , including the

reden Iqn of work, the redefinition of manage-

IOOntrolcs, the redesign of orqamaat Iona), struc-

tures, the learning of new skills by employees

at all leve~s, and the re-orientation of or-

ganisational goals. Implementation of Total

Quality Managementtherefore provfdes challenges,

similar to those involved in the management of

other revo lut Icnary transitions. The authors

argile thllt unless top managers become agents of

change, redefining management roles and struc-

LUL~b, rtnJ accepting their 10olO of power in the

process, the int~rvention cannot be successful.

They conclude (p.34) that I "Western managers

have U'aditionally prided themselves on being

pragmatic, eclectic, and open-minded, but the

conflicts bet",·een these philosophies Strggpst

that managers and their companies will increas-

ingly need to choose implicitly, it not explic-

itly, to which scnoo; they belong."

The Above views were extenSively probed wi~h

the interviawees (Annexure E), and there wa~
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Table 2 Emerging Managemp.nt Paradigm~
TOM and the Economic r.fodel of
the Firm

Orqar.l.atio"al
ooall

IndiYidual
quail

Co-ordination
and Control

11101. ot
Info~.t ,,.,n

r ..ineipl •• of
Work D.e1qn

Firm
.oundarJ. ••

Serving cu.tomer n.~d. by
aupplyin9 gnod. and
.arvlc •• at the highe.t
po,.ibl. quality.

lr,dividualo motivat.d by
economic, see ial, and
plycholoqieal qoal.
relating ~~ per.onal ful-
filment aruJ lochl acceptanc ••

Dynamic I lnnova~ion and
continual improvement.

Employe •• are trultworthy
end are expert. in their
job. - hence .mph,.il on
•• If-m.n.q~m.nt. Employe.1
are capabl. of co-ordinat-
ing on a voluntary ba.il.

Open and tim.ly intorma-
tion flow. are critical to
lelr-management, horizontal
co-ordination, ana quelt
fnr I"nnttnu.l improvement,

Sy.teon-ba.ed opt lmi••tion
with empha.il on dynamic
p.rformance.

II.ue. of .upplier-cultomer
rll.tionl, intormation flow,
and dynamic co-ordination
commoll t...tren.ectionl
wichin and betwI.n tirm ••

Economic Mod.l of the rirm

Maximilinq profit (i.e., of
.her.holder wealth).

Indivldualo moth·.t"d only by
.cunemic go.ll I m.xlml~.tion
of income and m.1nimhation or .Uort.

Stetic optimllation I meximilinq th$
pr.lent value ot net ce.h tluw by
maximi.lnq revenue and minimi.lrq
co.t.

Menegerl have the expert i•• to co-
ordinate end direct 'Jbordin.tll.
Ay~ncy problem. ~ece~litate monitor-
ing of lubo,'dinatel and .pplyinll
incentiv •• to align obj.c~iv.l.

Informution Iy.tem matchel hierarch-
ical I~ructure I key function. are to
lupport managarl' decilion makinll end
monitor lubordinat •••

Productivity max,mil.tion by IpMci.l-
iling on the "'•• h ot .'omparative
advantage.

Cl.ar di.ttnction between marketl and
firma •• govern.nce mechani.ml. Firm
bounder i•• determined by tranl.~tion
co.t .••

The authors conclude that Total Quality Manage-

ment is a revolutionary philosophy that re-

quires radical and pervasive change within thE

firm. Total Quality Management's origins and

dissemination pattern are quite different from

those of almost any other management innovation

of tho past half century, nnd it has bypassed
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middle management ana corporate staff, result-

ing in a flatter organisat':'onal structure. The

author~ continue that the only way to effec-

tively introduce Total Quality Managem~nt is

thCtt, firstly, Total Qut.lity Management focuses

the entire company on cust.ome rs r it gives the

company one externally focused goal that all

departments and functions can support.

Secondly, this customer focus provides not only

an objective for the company, but abo a mecha-

nism that unifies processes.

Thirdly, quality management is more than unify-

in') nhjprt ivp Ann mschanism, It is a philoso-

phy. It is the companies raison d'etre, and it

integrates th~ entire management of the com-

pany.

The authors go 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 decentr.alisation of opera-

tional decisions, Total Quality Management typi-

cally increases participation in higher-level

decisions, and makes those in lower echelons.

These two trenda - se ~f menaqemenc and

particip~tive decision ma.ing - constitute a

subst.ent l e I 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

incentivp.s and sanctions needed to implement

those dec, s Lons , Under Total Qual ity Man.1Jge-

mer. ~ the authors argue manaqera prior !ties are

re-ordered I

Their decision making and control functions con-

t.ract, and their roles as consultants and coaches

grow.

The authors continue that under Total Quality

Management, shop floor teams become involved in

conununication and coordination witl teams in

other departments and units. Flows of informa-

tion and co~nunication become less vertical,

more lateral. Within the formal structure,

they attempt to widen managers span of control,

which permits the removal of whole layers of



Page 20

ferent from those of other management and or-

ganisational innovations that have swept through

the business world during the postwar period,

.innovations such as management by objectives,

time-based management, and the strategic man-

agement of core competencies. Four distinctive

features of Total Oual i ty Management stand out r

Tab~.e 1 Development and Diffusion of TQM

and other ManagementMethods

Int.1 ••etllal
od,In.

.our-c •• , f
Innovation

NaUonal
OL"i,IIII

DI....m'n.~l.on
'loe•••

'rOM Oth.r M.naq.ment Method.

8t.tl,tic.1 Th.ory •
.antpll.nqand varianc.
andyah.

The loel.1 10i.nc.I I mioro-
.oonomica, p.ychol09Y, and
.oeio10gy in particul.r.

Indultrial .ngin.ar •• nd
phYlieiata working in
I.ndu.try and govarnm.nt.

Luading bUlin.11 Ichooll and
m.na9~m.nt con."lting comp.nL.I.

Int.rn.tional I d.v.loped
in the Unit.d Itat •• ,
tr.n.t.rr.d La J.pan,
.ub ••qu.ntly dit~u ••d and
.xt.nd.d within North
America and Europ ••

Unit.d Btat •• , thLn tran.t.rr.d
internationally.

Populilt I _mall.r
comp.nie. .nd middla
menag.r. hav. play.d a
promin.nt rol ••

•.• ral·chical I from l••ding
lndultria1 corporationa to Imall.r,
1••• prominant c~mp.ni'I' and within
comp.ni.1 trom top managem.nt down.

The authors go on to state emphatically that

the role of management needs to change signifi-

cantly r
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nies need to prepare themselves for organisa-

tion wide change - including top manaqemencs '

relinquishing ot power. Furthermore, Total QuaI-

i ty Management practices cannot be combined with

strategic initiatives, such as corporate re-

structuring, that are based on conventional man-

aqement, theories. They conclude that the fail-

ure of one or both programmes is Lnevi.t.abke if

this i.s done.

These authors argue (p . 25): "The success

stories of Total Quality Management are well

known. They LncLuda such companies as Xerox,

Allen-Bradley, Motorolla, Marriott, Harley-

Davidson, Ford, and Hewlett-Packard. These com-

panies co.runitted themselves wholeheartedly to

Total Quality Man.tgement; they made fundamen-

tal changos in their management practices

and philos~phies and improved product quality

and company per.formance".

'l'hE:!Ygo on to make t.he observation that Total

QU.!Jl1ty Management inevitably conflicts with

est ablished Western management.practices.

They argue that Total QU.3lity Management

or Iq Ins and pattern of diffusion are quite dif-
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determine guidelines for recognising
individuals dnd groups.

xi Li , 'Qua.llty Council'

This is designed to bring toget.herap-
propr Late people to share Qual tty
Management information on a regular
basis.

xiv. 'Do it allover again'

To make certain the Quality Improve-
ment process never endd. It will be
recalled ":.hatone of the absolutes
of qualitv is Zero Defects. This
means a n~ver ending journey, hence
step fourteen.

2.2.2 Grant. RIMI: Sharney. R,: Krishnan. R. (1994)

These aut.horsargue that Total Quali ty Manaqo-

ment is more than a fad or a buzz word. It is
even more than a technique for controlling and
motivating employees. They believe 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
management structures and systems. If its'
benefits are to be fully realised, then compa-
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Ix , 'ZeroDefects Day'

This is 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).

x. 'Goal Settlnq'

This is designed to turn pledges and
commitments i.nto actions by
encouraging individuals to establish
improvement goals for themselves and
their work groups.

xi. 'Error Caus~ R~mov~l'

To give every individual a method of
communicating to managcment the
situati~ns that make it difficult to
improve.

xii. 'Recognition'

To appreciate those who participate
and to grant some sort of recognition
by reviewing current award programmes
and evaluate the usc, recognising both
achievements and participation1 and
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v , 'Qua.lity Awareness'

To provide a method of raising the per-

Ronal concern felt by all employee£

towards the conformance of ~hp.product

or serv Ice and the quality reputation

of th~ company.

vi. "correct ive Action'

This is a systematic method of

resolving forp.ver the problems

identified through other action steps.

vii. 'Zero Defects Planning'

To examine the various activities that

must be conducted in preparation for

formally launching Zero Defects

(quality commitment event).

viii. 'Education'

The Crosby process involves

significant education and training

ranging from t.he chief executive,

right down to the lowest factory

worker..
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ii. '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 aonun lat.rat.or ,

iii. 'Measurement'

Crosby is of the view that measurement.
is essential to provide a disptay of
current and potential Non-Conformances
in a manner that perm i ts objective
evaluation and corrective action.

iv. 'Cost of Quality'

The purpose of this step is to define
the elements 0f the Cost of Quality
and oxp lai n t.heirUSE'

tool. tnevi c.ably,ti!.e
~anagement
)~uction of

the Total Quality nenarement: process
is going to cost money antiis 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 colloquially to this as 'PONe'.

A. crosby's "FOURTEEN STEPS" to Ouality

Crosby identifie~ fourteen clearly discernable
steps in t.he Quality Improvement process.
These are as follows :

i. 'Management Commitment'

The degree of Management commitment
can be judged by management ections
in :

a. Establishing and explaining the
quality policy ;

b. providing resources to support.
improvement effort ;

c. Demonstrate comm.it.ment

d. Participate in and support
improvement.
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Wickens further expanded all jobs as mUChas

possible by developing the capabilitietl of all

employees to the greatest extent compatible with

efficiency rind effectiveness. This resulted in

a reduction in the number of :ob titles. He

recalls that at the Ford Motor Corporation,

they reduced from 516 different manual worker

job titles to 52 in the 1985/86 ~egotiations

with the trade unions I

A fundamental innovation that Wickens intro-

duced WdS that the employees themselves vali-

dated the quality of thp.ir ownwork and did not

pass on unacceptable quallty t.O the next stage

of the proceas , "Right first time" was the

order of the day, rather than an, "If l don't

g~t it right, it will get picked up" mind set.

'l'eamworki.~ and conmltment, is anottu, t" fundamen-

tal approach adopted by Wickens. ThoLsreflected

in the Nissan-AEUAgreement which includes the

followins general principles z

To promote mutual trust and cooparat Ion between

the company, it's omployees and the un ion;



Page 36

monthly paid workers and did awaywich the "sta-

t.us" usually identit ied with mnt:lly paid staff.

Wickens a :gues that "single st.atus II is a d(~sir-

able innovaLioc because :

Firstly, it is morally right

Secondly, it can help change attit.udes and make

a contribution to providing a more equitable

industrial relations climate;

Thirrtly, it is a necessary step towards a long

term aim of co-determination and co-responsi-

bility ;

Fourthly, in times of full employment, it aids

recruitment and helps retain labour;

F.ifthly, it can help achieve floxibility amonq

the workforce".

On the question of flexibility, Wickens intro-

duced modular training in order to multi-skill

hie labour force with a corresponding higher

rate of pay emerging.
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2.2.5 feter Wicken!:!, (1987)

Peter Wickens, Director of Personnel of Nissan

in the United Kingdom, believes in FLEXIBILITY,

QUALITY, TEAMWORK. His basic philosophy is

that you cannot inspect auality onto a product,

you have to build quality INTOthe r.>roduct.

He goes on to identify the :'undamental differ-

ences between the philosophy of the British

worker and the Japanese worker.

Recognising the need for fundamental paradigm

shifts in management attitudes at NisRan, he

moved from a 'THEMANDUS"••• to just "US" mind

set. HHct<.:iI.i~lItlu Lhis by integr.lting the la-

bour force as a ~ingle entity doing away with

the wt,itCll-collar class and the blue-collar class.

He argiles that many tradition",l whitIJ-collar

jobs usinq pen and paper have changud beyond

all recognition with the introduction of the

computer revolution.

He contends that as the tools of the trade are

changing, so are the respofisibilities of the

employees. To this end he integrated the con-

ditiont'l of employment betw 9n hourly paid and



Page 34

Table 4 paradigm Shifts Required

Traditional P•••diqm New P.r.diqm

M.na\loment i. tha brain., employ •••
.r. the hands.

The .Mpart in • job i. (or
mu.t b.~om.1 the per.on
doin\l the job.

H~n.gem.nt dir.ct., pl.n., and
'wntrol. daily op.ration ••

H.na\l.ment .upportl trontlin.
t••m. that run daily
op.ration ••

H.nagem.nt'l job il to .olve
op.rational proal.m ••

M.n_\lam.nt .n.ur.. team. have
the .kill., tool., informa-
tion, and .upport to .olv.
op.rational problam ••

Or\lani.ational ~.rformanca i5
tha cumul.tiv •• ff.ct at individual
p.rfar",,,nc ••

Or9ani.ational p.rformanc.
d.pend. on 3y.t.n,.,proc ••••• ,
and .tructur ••

Errol. ar. c.u\lht and cor ••ct-u by
.p.ciali.t. during or aft ••
production or dalivery.

Erl'ora ar. pr.v.nt.d by
w ••• yonc during ••~h .~.r nf

the .ntir. int.rn.l and
.xt~rnal cu.tom.r-.uppli ••
chain.

cri.p d.cl.ion makln9 i. the mark
of a 9~d l.ad.r.

auildin9 t.am own.r.hip .low.
d.ci.ion makin9 but dramatic-
ally improv •• impl.m.ntation.

Obj.ctiv •• , .tftndald., m.a.ur.mant.,
and IIl'pra1erh .tart at the top "lid
calcad. do"n the or<,Jani...tion.

8tartin9 from the out.id. in,
=u'tc~.r. aRt the p"ioriti ••
.nd m.a.ur •• or .ff.ctlv.n.~ ••

A~countabllity r••t. with "the ~h.ln
of command" within r.ch ••parat.
functiona~ ;roup.

1t01 .. and r •• pon.ibiliU •• for
rnan.;ing ccol.-functional
proc ••••• ar~ •• t.bll.h.d.
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Table 3

.lVllltlc."t
Co.,.on.nt.

.,.Ud.nit EMploy ••

..~o... ll ...,.t.

T.chno!o9Y .nd
Irn .....

I

'Mahw1iIl91'.opl.

••nior Man.q ...nt
In..ol ..._nt

1101••• nd
1I•• pon.tbtliti ••

ell. tour
1.".ct.aUon.

I'hnnin,

Achieving Cultural Change

.s.rvic./pol.JJty
Pro9r.lI.

Program. ar. giv.n by
vartoul intern.l/axt.rn.l
.xpert •• nd .p.ci.li.t ••

lr..pirational m•••• ge ••
..minat •• and .109.n •
.xhort improv.m.nt.

Employ •••• r•• xpect_d to
make b.tt.r U•• ot what
IIxat ••

Trainin9 'fix •• ' frontline
employ ••• an~ .up.rvi.or ••

Ex.cutiv •• giv. th.ir
'bl••• ing' and m.k. gue.t

lmprov.ment r•• pon.ibil-
lti •• er. giv.n to e t.w
.el.ct.d p.opl.

M.nag.m.nt t.ll. employ.e.
what cu.tom~r •• xpect.

P'ragm."t. of trainig.
in.plr~tlon. projn~t
improvem.nt ••• ducation.
.tc •• at••• p.rat. trom
.trat.gic planninq.

Cultural chang. i. driv.n
by Un. mall"gor••

lin .nvironlnent of voluntar-
i.m i. nurtur.d through
m.n.9.m ..nt'. le.dor.hip .nd
.upport of intact. cro ••-
functional. and proc •••
improvement t,,&lIl••

1111 hiring. promoting. p.r-
formanee man.g.m.nt.
me ••urem.nt. and r.w.rd.
are r•• lign.d.

Ix.cutlY •• v1albl)' l••d the
contlnuou. lmprov.m.nt
proc••••

Cultural ching. d.t.rmin ••
all .te.t.gi •••• tructu ••• ,
.kill ••and accountabillti •• ,

Team. uncover th.ie cu.tom-
ar.' .xpact~tion. and work
to .xc.·J th.m,

'tratlg\c pl.nning, budg.t-
ing. and ••rvir./qu.liti
improv.m.nt planning ar.
wov.n int~ on. ma.t.r plan
miln.lI.d 1;)' lin. m.n.g.r ••

1
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The philosophy behin i the process is

Help the organisation to compete more suc-

cessfully;

Eliminate ~rrors and unnecessary delays;

Develop work proceaaes that are more eft i-

cient and less complex;

Introduce work procee ses that are more rp.-

spons Lve to custvmers changi.lg needs; and

Make the best pos s LbLe uue of organisa-

tional reA0urces.

The process can best be summarised with the

following two tables :
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The pro~ess encompasses

Interpersonal skills

situation appraisal

Problem solving

lJecis.i.ulI Inaklng

Planned protection

Inter-group relationships

Inter-team relationships

Leadership and team-bu lding

Customer ori~ntation

Constant innovation

Commitment of people

providing vision and values

Analytical manaqem..mt t.k.i.lll:i

Fundamental organisat .on culture change

fundamental to the process is the assessment. of

present (\\'here the company is now), compared to

the vision of the future (where the company

wants to be). The differen~e is ca~led the

"pe r rormance qap " I and the whole process is

based on bridging that gap through the inter-

ventions mentioned above.
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2.2.4

d. Ilaving Ident i f Ied specific requirements for

good people relationship and values and that

is a basis for identifying shared value;

c. Having evaluated the present status of

the organisation against agreed require-

ments.

The Zenger Miller (Southern Africa)

~ty Imgro~ement Process (1994}

The zenger Miller Quality Managemefl~Process is

called "Managing for Excellence". '!'here is a

vet:' strong employee/managementco-operation di-

mension and this will emerge as tlle philosophy

of the process is examined.

The process is based on the following b~sic

issues:

Strategy formulation

Organisation restructuring

Role clarification

Objective setting

Planning and resourcing

ProgresR feedback

Performance development

Performance appraisal

Rewards management
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'i'rust and respect are verbs, they require

ACTION

Unity and Diversity is achieved by building

it into all decisions

(Note)

Manyof the constrllcts embraced in the ITISA

process is based on the original concepts as

~ostulated and implemented by Koopmanin the

'Cash Build' initiative, which, when it is

taken cognizance of t.hat this occurred t.en years

ago, WdS a visiunary and pioneer:tng exercise.

'l'ht! ITISA lJ.LUcess focu::c:::; en 'TOT.~LPRonrrr'T'TV-

rTf AND QUALITY' (TPQ) and is based on the

following:

a. understanding the nature of a culture of

'i'otal productivity and Quality ;

b. Understanding the needing for people driven

qrowt.h as a basis fvr future succeas r

c. understanding the interdependance of

people performance and people relation-

ships;
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Passion for Performance
Personal Accountability
Self-Driven Improvement
Statistical Quality Controls

'Creating and keeping more customers through
participative processes', entails:

~lealth Creation
Leadership
Team Work
Continuous tmprovemerrt 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 class Organisation

Continuous Improvement through Learning and Empowerment

Creating and Keeping more Customers throug~ farticipative Processes

Shiired Vision and Values to Create Mutual Trust and Respect I
and develop Unity in Diversity

At this lime it would perhaps be appropriate to

make the observation that while the 'CROSFY"

process focuses primarily on structures,

training, measurement, and is very strong in

these areas, the ITISA process focuses on 'Win-

ning thci!hears and minds ot the p"=!u~le'•

The ITISA process defines 'World Class Organi-

sation' ab an organisation that has:

Inclusive World vi~w

lnbuilt Quality

Quality Circles / Councils

Gain Sharing and Esops

WorkCreating Pipeline

'Continuous Improvement through I.ea"-I'ing and

Empowerment' encompasses:



Page 26

d. Develop a basis of a co~non value system

by:-

'understanding v~lues' and the relation-

ship to beha ',our - creating a common

understanding of 'desired' value; what

is meant by them, and what be aviours are

involved ;

e. Utilise exercises during the workbhop to

identify some of the current problems and

successes in the organisation, thereby de-

vel oping an informal base for further

action;

f. Initiate evaluation of where the companyis

presently in terms of values; and

g Initiate understanding of the need for

participative processes, and to agree the

required futllre process to achieve peopLa-

driven growth \lith in thp. organisation.

The process can best be describei as
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Visions of the result you want. to create;

and

A clear view of the rr'llity you now have.

Fritz continues that the difference between what

is wanted and what, there is now, forms an impor-

tant structure in the creat Ive process, namely;

that of st.ruct.ura l tension. The formulation of

vision and the identification of the current

reality have to be realised. ('l'here is a strong

s Imi LarLty between Fritz' a argument and those

postulated by Koopruan , rl:1ferred to earlier.. )

De~}er argues that, institutionalisa~ion re-

quires that the opposita interests dnd, _n fact,

often dLamet.r' ca l Ly opposed ~.'I..~rests of the

parties are acknowl~dged. Dekker ident.ifies

the structural tensions ootween t.he rtlrties uri~-

ing from the normat Ive behaviour. which unionism

~~mands relating to democracy, whareas the nor-

mative behaviour which employer.s require re-

lates to efficiency. Dekker rarors to a norma-

tive consensus being a prerequisitl:1.

Dekker cor.t.Lnues that, verLous studies and the

direct neqat.Ivo experience from imposed labour

process systems which resulted from or inter-
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act Ion will satisfy their different interests

and e~l.lOlish coexistence.

Hequot.ae t.he example of the t Ime taken to build

the car for ~residpnt Nelson Mandela, namely;

four days with on l y nine faults. The equiva-

lent German averag~ is six days and fourteen

faul ts, whereas the normaI average in East Lon-

don is said to be fourteen dcys and sixty eight

faul ts! On another occasion, when worker s

agreed to make up lost production subsequent to

a dispute, they completed ~eventy cars a d'lY,

while the av'~rage is forty cars per day. I

Dekker traces the poor relationship habits ac-

quired by both unions and management back ~o

the 1980 decade and argues that it will 1.~4uil:e

more than goodwill for this to be corrected. He

quotes Fritz, Ii management psychologist, who

draws a distinction between structural conflict

and structural tension. Fritz poLnt.s 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 iirgues that the two components

which form structural tens ion are I
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models t at.her than on ro Les and functions, as

well a'! ~xterJ1"'llocl of control, are all exam-

pitas of Africa 'si nclusivist ubuntu-bacad value

system.

This requires buildLng values, the removal of

trust. barriers, gaining trust and respect through

learning, flexible structures, separating all

long/shor~ term power positions, devolving au-

thority and placing responsibility where it be-
longs, allowing jab swopping, and the introduc-

tion of quality processes, the removal of moti-

vational barr.ters, access to information, sta-

tistical control, space for growth, and fi-
nally, pragmatic hwnanism.

2.2.10 Lcct Dou\j'esDl'klcPT, (1993)

Professor Dekker talks about resolving struc-

tural tension, a baais for co-deter.rnination in

South Africa.

Dekker goes on to ftccept the inherency of in-

duat.r Le I conflict and explores what prerequl.-

sites are required ror the energy of manaqera

dnd union leaders to be "renti vely channell ad

so that the output and outcome of their inter-
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going to be needud if we would lik~ to be part
of the new liberatcttive world ozdor ,

After discussing various 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 is to send out invitations, therefore set-
ting up a mutual exclusivity for attendance.
This is in stark contrast to the black wor.ld
whore these events are major social "happen-
ings" and invit'ttions are cons Idared "open".

He further declRrps that in terms of western
style management, the mere word, "management" I

implieJ power over relationships, whereas in
the black community, the manager has to EARN
th~ right to control his peopls.

He then goes on to argue, couvincingly, for
"Humanism in the work place", referring to so-
ctal networking meaning "consent by the man-
aged" and refers to this as "pragmatic human-
jam".

Koopman concludos that, respect for the elder,
the extended famHy and inclination to focus on
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Albert Kooprn~, (1993)

Koopmanrefers to "the div Lne will of Africa"

and a rques that since the existence of man, he

has sea rcbed for the "best" form of orgnnisa-

tion and moral code of conduct, and that the

attainment of these has to do with his rela-

tionship on a day to day basis with his fellow

man, and the interact.ion he has with him,

He continues that whites primarily have de-

signec.i exclusive institutions which give pr i»

VdCy to tho individual, his development, self-

fulfilment, which serves t.o fosteI' l.1beral de-

mocracy. Blacks on the other hand, beUeve

that this is very much part of the societal

fabric, and see the need for each individual to

find his place in societal structure, to play

his particular role in it, and to a large ex-

tent, subordwate h.imsAlfto the sCY'ietal needs.

In other words, he desires organisations to be

INCLusrVE.

Koopmancontinues that, with the colonisation

of Afr iea, many systems were imported and im-

posed which are in direct conflict with the

"na+.ura I way of do Iriq things" in Africa and

that. an entirely new South African ethos is
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In comparing this model to South African or-

ganisations, Christie observes that in the South

African public sector, large bureaucratic forms

of organisations predominate and very few, if

any, follow the INTEGRA'l'ED organisation approach,

In conclusion, Christie postulates tha~, given

the predominant social relationships within an

organisations different development phases, this

would suggest that plevailing relationships in

South African organisations are of a dependent,

or, at best, interdependent nature. Goal and

task orientations predominate, while there is

little evidence of a human side to South Afri-

can enterprise. He argues further, that, in a

country wt.erElantagonistic 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-

vrdue l Ism and competitiveness I

The above concepts articulated by Christie, are

congruent with the basic requirements for ef.-

fective implementation of Total Ouall ty 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 argues further the.e.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 organisation, namely ; the acting element

relates to it's task orientation. He further

argues that in a healthy person, there is a

constant striving tor a baLauce uetwecn thin.~-

ing, feeling and acting in order to produce a

well balilnced indiv.idual.

Extending this analogy to organisations, a

healthy organisation wuuld requl.ra the same bal-

ancing of thinking, feeling and action, and, in

this WdY, a more fulfilling relationshir is

developed, t ak inq and givlng aa the need ar Lses ,

recognising and accepting our mutual interde-

pendence.
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The entrepreneurial corporation;

'rhe mechanist ic corporation; and

The dynamic corporation.

The relevance of the above to Total Quality

Management is the change in managementstyle if

the process is going to be effective.

Christie then goes on to articulate Lieveg..:Jed' s

three structurally distin~t phases of an or-

ganisations development:

The pioneering, differentiated and integrated

phases of development.

He proceods to identify a human model of the

organisation, and ~rgues that it is useful to

ext.end the developmental perspective into tams

mora directly human than biological, and that

by doing so, a realistic conception of the South

African Organisation is possible. Howthes~

concepts and those dil· •.usaed below, impact on

management style were explored it. the Research

Report.

Christie continues that the individual human

being comprises four essentj al elements I
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2.2.8

appropriate to establish at which "spirit stage"

the company is at before introducing any inter-

vention to change the culture of the organisa-

tion.

The above is congruent with Lessem, whomakes a

strong case fer ~n "Afrocentric" approach to

managenentand argues that the concept of "UBUNrU"

is uniquely African, 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 identify value-

centred leadership, the developing, industrial

ecology and the learning community as fundamen-

tal South African constructs •

.eeter Christie, (1993)

Christie believes that the heart has been torn

out of South African businesses. He refers to

the hypothesis formulated by Blake and Col-

leagues in "corporate Darwinism" as a six

stage revolutionary 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 vrientations, but also with it's art.s,

artifacts, stories and myt.hical beliefs, tradi-

tional represented in the "humanities".

It should be noted that this is congruent with

LovemoreMbigi (1993), who focuses strongly on

"creative pathways" and "paradigm pioneers".

LoyernpreMbigi, (1993)

Mbigi argues that the total essence (spirit) of

the companymust be changed to becomecongruent

with that of the society and the culture within

which it operates. To this end, he identifies :

The rainmakers spirit

The hunters spirit ;

, I ~ divination spi'7H

The war spirit;

'l'he clan spirit;

The wandering spirit

The avenging spirit' and

'rhe witch spirit.

t.ovemcra goes on to argue that doing "cultural

surveys' is a waste of time and that it is More
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VAcuum, but i~ has evolved firmly out of one

part.icul ar cultural heritage, but ignored other

cu1tura 1 heritages.

Dividing the world into four clearly defined

lineations :

World One
World Two
World Three
World Four

Western;
Northern;
Eastern ;
Southern.

He goes on to arque that the "Southern" dimen-

sion is more appropriate fol.' South Africa as it

·~volves around "cummunal network" (i.ldigenous

African) .

He condnues in some detail analysing the vari-

ous management ~tyles 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 socioeconomic network) as being the

mOle appropriate management style for Africa.

He refers to tnis as the "humanistic way" and

argues thi".t South Afr:Lca's full cultural herit-

age is bestowed not. only with tnt;: modern fruits

of American and Eur ~tJ9a!1science 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

,.,f the company ;

TO seek actively the contri but.Lons of all em-

ployees in furtheranct:! cf these goals.

an the quas t.Ion of conunitment, Wickens observes

(p.96) •.• "clocking in is regarded by many

manual workers as being demeaning and is dis-

liked particnlarly when they see it as par+. of

the process by WI. i.ch they stopped pay for late 4

ness" •

Lt::ssem's "towards the learning company" z

Cultural ~oundations, (1993)

Lessem post.ulates that the management stylq in

South Africa does not accommodate South Afri-

ca's diversity and that the soc~al, political

and economic transformation of South Africa has

not, yet bbqn acrompan.ied by a purposeful dif-

ferentiated and subsequently integrated approach

to management.

Lessem's hypothes is is that the bus Iness enter-

prise in South Africa has not eJ1\erged in p
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11. Eliminate work stalldl'rtis that prescribe

numerical quot.as ,

12. Renovebarriers that stand between the hourly

paid worker and his right to pride of work-

manship.

1.3. A very strong focus on educat ion and re-

t.raining is required and must be vigorously

enforcC?d.

14. Creat.e a paradigm shift. in top manaqemerrt

that will champion, e~eryday, the above

thirteen points.

Demingfelt very strongly trial 'Ilhile quality in

the responsit'lllity of everyone, it must be driven

from the top. and cascade down,

2.2.13 Acnonde y. F~j)~21llml, (1983)

FaigenbalUnbelieved c.hat the responsibility for

quality dor-s not rest with the special quality

assurance or quality control department, but is

a sharod responsibility. He view was that the

difff:·renca between Total Quality Management and

other techniques, is that it provides a genuine

effectiveness, so that in order to provide genuine
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6. A strong emphasis is placed on modern on-

the-job training techniques.

7. The fundamental role of foremen/supervi-

sors must be changed to improve quality and

product.Iv i.t.y , Managementmust be prepared

to take ImmedLat e action on repor.ts f rom

foreman/supervisors concerning barriers to

quality, such au, inherent defects, machines

not maintained, poor tools, undefined op-

erational definitions.

U. Reduce the element of fear. (This is a

fUI"damental problem wlth the introduction

of any inter' ..ention such as Total Quality

Management, in ttat workers are often fear-

ful of pass i.ble consequences/ramifications.

9. Eliminate the barriers between danartments.

pe~ple must learn to work as a team to

foresee problems with production that, may

be encountered wit.h various materials and

specifications.

10. Eliminate numerical goals, posters, and

s Loqans f ""r the workforce, asking for new

levels of productivity without providing

methods.
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2. Change the philosophy of the company (para-

digm shift). A company that wants to be a

world class compet.i.t.or cannot tolerate com-

monly accepted levels of delays, mistakes,

defective materials, and defective work-

manship.

3. Do awaywith quality inspection. Instead,

ensure that quality is built in to the prod-

uct. (This iR vf:!rymuch the same philosophy

of Peter Wicken of Nissan,

set out in some detail earlier in the Chap-

ter. )

4. Eliminate suppliers that cannot qualify with

statistir.al av ~.denceof quality. Stop the

practice of awardillY iJUt;.llll:ltU:I UII llttf LasLs

of price, but rather insist on suppliers

meeting certain quali~y criteria with price

being a secondary consideration.

5. Look for al.J identify problems. It is cna

of managements prime functions to continu-

ally evaluate the system including design,

incoming m.lterials, composition of mate-

rial, maintenance, improvement of machine,

training, supervision, and retraining.
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like any other type of process - it varies.

Demingdifferentiated between conunonvari-

at ron (random fluctuation) and special vari-

ation (resulting from some spec LfIc faults

or malfunction in the process). The aim of

quality improvement is to eliminate special

variations.

Deming provides a holistic approach for

managementin which the organ i..sation is used

as an integrated entity. His fourteen im-

provement steps (Defiling, 1982 and 1985)

provide a framework for action, and give

management th~ basis on which to formulate

il plar in the absence of experience with a

particular issue (this is congruent with

the Crosby philosophy spelt out ln some

detail earlier in this Chapter. ) •

Deming's fourteen points can be swrunarised

as follows :

1. Creat.e constancy of purpose toward improve-

ment of product and service with a viFlwto

becoming competitive and to stay in busi-

ness. F~nda~3ntal in this process is top

managements res pons ibili ty.
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that objectives have been achieved.

iv. Act by makinq changes to the plan which

are needed to better achieve customer

satisfaction, and to continue what was

successful.

2. The second Dendng principle identifies the

respective responsibiliti~s of management

and workers. Management must be able to

distinguish between problemR due to the

workers and those inherent in the system.

'l'his can only occur provided management and

the workers have the same goals and speak

the same language, and if management in-

volves the workers, using their insight into

problems on the shop floor. (This is very

similar to the Koopmanphl l.osophy , which

envisages a "shared vision" and congruency

between the objectives of management, the

organisation, and labour.)

3. The third concept is that •.,f measurement ,

and the use of statistics as a commonlan-

guage of thf3 workplace. This implies that

both manaqement and workers understand some

statictics. The process in the firm is
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iLy gurus, and is arguably the doyen of the
concept. Deming's basic philosophy is that
quality is the prerog3tive of management ANQ

~he workers who can and must make a meaningful
contribution. Por 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 :

1. The first concept is that of never-endiny
improvement (continuous improv~ment). For
this to be possible, the firm needs to be
colt\Il\ittedt.oappropriate training and the
removal of obstacles 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 deve Loped in step i.

iii. Check results of act.Jcns to make sure
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The authors conclude by identifying the chang-

in9 role of senior managers :

Accept training in howto manage for qual-

ity;

Create and lead II quality council that guides

and coordinates the prncess through which

the companymeets it's quality goals;

Personally determine which quality g~als

should enter the business plan;

Approve the methods of measurement of qual-

ity g061s;

Pel'dona:,ly review progress against the goals;

Participate in recognition ceremonies (this

is very similar to Crosby's "Zero Defects

Day";

Approve revisions in the reward system.

2.2.12 Dr 1fi Edward Deming, (1945)

Demingis 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 I

The aut.horu also focns strongly on the forma-

tion of teams to aolve pr cbLems, and of bl..ild-

i.nq employee ~rust. Another dimension is ask-

ing employees what they think, and promoting

cooperative labour/man~~~ment initiatives.

'1'heygo on to quote the results of a 1990 1\meri-

can Society for Quality Control-Gallup poll,

where employees were ask-ed to rate four ways to

increase their sense of job satisfaction. 33%

voted for "letting you de more to put your ideas

into action", which outranked "pay you more"

(27\), "recognise the efforts more" received

19%, and "listening to your ideas for improve-

ment" received 17%.

The authors further talk about "engaging the

frozen nuddLe" (This is interesting as this is

a commontheme that emerges from an analysis of

the interviews in Annexure E). ',L'neconcept

essentially involves improving the tradition-

ally adversarial relationship between labour

and management.



Page 53

':>eflexible, job classification should be
minimal, and p.mployees should have versa-
tile skills;

Information should be shared amongst the
member4 of the organisation;

The implementation of a strategy is more
important than J~'s formulation;

Employees are active par~icipants in the
organisat.ion, and they should therefore,
share in 1t's fruits.

The authors go on to emphasise the importance
of listening to the ~ople who actually do the
work, and they quote the ex,r.lpleof many compa-
nies who have found that involving \rorkers in
the design of new facilities, etc., contrib-
utu'J positively to employee "buy-in". Compa-
nies such as Boeing, received 4500 recommenda-
;ions 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 single one of them were implemented.

The recommendations began to payoff almost
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jumping jester who always ends in an upright

position. Anot.he r performer proves to be a

g':fted coucdLan , who is equally adept at fire-

eating and scrambling at the Lop of a human

pyramid. Everybody in the troop, it seems, is a

musician, clown, aerialist, an-i stagehand. All

of the per former's are actively involved in de-

sign of thei r "work", as well as in the business

side of the organisat.ion".

The authors go on to examine in some detail the

participativ~ management style identified by

Professor Tadao Kaqonoof xabe University.

They argue that Japanese organisations have been

sur-cess ful because :

Managementrelies on the wisdomof the peo-

ple at the bottom of the organisation;

Motivation and commitment I..)fthe majority

are more important than the motivation and

commitment of a few;

'1'0 motivate the majority, jobs must be se-

cure, and the differences in rewards mini-

mised;

To cope with change, t.he labour force should
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in the American context on corporate govern-

Il'€nts.

Dekker concludes his analysis by talking of a

"the company-in-society", and "the value of in-

duut.r LaL democracy" where industrial relations

has to do with basic values and whea capital an'

labour enter the industrial relations system

they have to accommodate aspects of the respec-

tive ideological preferences. Dekker refers to

Ronnie LessemI s four WorldI s of ManagementModel,

and concludes that it is possible to argue for

the collaborative based industry within the con-

text of the na~ion of a social market, rein-

forced by the importance of humanism.

2.2.11 Bowl!;i!s«J. and HammQnc;iWh,(1991)

These authors, in their book "Beyond Quality" ,

place a very strong emphasis on "the human side

of quality". They usa an Lnt.ere at.Lnq analogy

of a small tJ'oop of Australian perfc·.mers known

as "Circus Oz". They observe (p.d7) : "The Oz

solut.ion is empowered and involves people. One

moment a performer is catching his mates as

they fly through the air with the greatest of

ease ~ the next, he is a trampoline expert, a
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vent ions in the work place, such as "Tdylorism"

and "Fordism", has resulted in employers now

understanding that workers should have some in-

fluence on managementdecisions.

Labour is now increasingly seen as a resource

rather than a cost and hence it I s co-optation

is elicited. However, the need for democracy

by unionism requires indirect participation

through rr presentatives, whereas the efficiency

needed by employers, requires direct participa-

tion bet'v,'een the supervisor and the worker as

individuals and for workers through "team

dynamics" •

This fact has been recognised for some time by

manyprogressive companies, and, hence the con-

stant searching for appropriate board represen-

tation by worke rr., i.e., searching tor "suit-

able" black ~irectors to te appointed. The

issue has not, been delineated at' it is still

c~ouded by the fears of nationalisation and

commandeconomy. Dekk~r dv~~ not pursue the

nature of boar.d representation in South Africa

or the methodology or co-det.errni.nat Ion adopted

in Western ,';ermanyor the principles developed
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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 jud;ing

their success. Qual~tative research

becomes believavle because of its co-

herence, insight, and instrwrent~l u+:.il-

ity. "

Stren\ ~:l'and Weaknesses of the MethodoloCJY

The dynamismof the depth interview provides a

face-to-face encounter with the informant where

large amounts of expansive and contextual dtlta

maybe obtained quickly. Recaul.'le.the interview

establishes a personal relationship with the

subject, it facilitat~s cooperation from the

respondent. The methodology also allows the

researcher to adjust lines of qupstioning and

simplifies access for immediate follow-up. In

addition, it provd.dee the reaearcher access to

subtle and important information contained in

quality and tone 01: \'uice and body language.

While the dynamic nature ':II the procesa is one

of the strengths of the methodology, it ... also
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2. Qualitative research [considers) the
self as an instrument. The self is an
instrument that engages the s:ltuation
and makes sense of it. This is done
most often without the aid
of an observation achedu.l.ejit is not a
matter of checking cehaviours, but
rather of perceiving their ,c,~resenceand
interpreting their significance.

3. A third feature that makes the study
qualitative is its interpretive char-
acter. Interpretive here has two mean-
ings :

a. Inquirers try to account for what
they have given an aCCOUIlt.vr.

b. Qualitative inquirers aim beneath
manirest behaviour tu the meaning
events have for those who experi-
ence them.

4. Qualitative studies display the use 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-

xcct.Lon of enquiry and learning wi thin

simplifying, a contl!'xtual, a priori de-

finitions." (Jones, 1985&, p.46).

Schmitt and Klimoeki (1991) contend that quali-

tative research interviews are by definition

relatively unstructured. The reseaI.::her will

have objectives for the interview, a list of

potentially useful questions as well as an out-

line of thp order in which these questions may

be posed. In terms of these constraints, the

interviews conducted for this research Here sup-

ported by a standardised introduction. A set

of Droad questions W'1rereferred to as an aide-

de-memoir t~ the researcher. The purpose of

the in't:.erview8wer~ to develop constructs and

identify issues.

Features of Ol.l.tAlitatiYeStudies

Eisner, (1991, p32-40) states

" 1. Qualitative studies tend to be field

focused. In education, those conduct-

ing qualitative research go out to

schools, visit clasorooms, and observe

teachers.
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3.1.1 Depth Interviewing

Brehm, (1994, p.55-57), succinctly sets out

the features of Dec)th Interviewing:

"Dept 1 intbrviewing has been described in

the L~terature as a conversation with a pur-

pose (Schmitt and KlimosH, 1991; Walker,

1985; Marshall and Rossman, 1989; Jones, 1985a).

According to these authors, depth interviews

differ from structured interviews in that, while

they do have a schedule of questions to be

asked in each interview, the methodology is a

dynamic proceas which allows for flexibili ty

in permitting thE: researcher to "pursue pro-

ductive and appropriate lines of enquire"

(Schmitt ,"\d Klimoski, 1991, p.139).

Depth inteorviews seek the participant's per-

spective and explore this with appropriate ques-

tiona arising from the interview context. This

is in contrast to highly strt'ctured interviews

with a fixed questionnaire schedule which, in

setting a predetermined schedule ot question!],

focuses the interview on those artlas t.hat the

researcher thinks are relevant and may ignore

those which the respondent considers pertinent

to the subject.

"Qualitative research methodologies seek

to learn about the social world in ways
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CHAPTER THREE

This research was qualitat.i ve in nature with the objec-

tive of establishing whether there was general consensus

that a paradigm shift in management style was requited

in order t.O effectively introduce Total Quality Manage-

ment.

The underlying basis for this research was to identify

the type of managementstyle that is required to effec-

tively introduce Total Quality Management. According to

Bryman, (et el., 1900), the development of constructs

derives frem an exploration of the various meanings that

people at t.ribute and ascribe to these constructs. con .

sequer.tly, the concepts which are developed are qrounded

in the respondents' ownexperiences of the objects and

situations which ~ertain to these concepts.

This research, therefore, sought to elicit the experi-

ences, views and perspectives of the sample through the

use of depth Lnterv Lews,
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Crosby processes. Significant i:'l this com-

parison is that all three authcrities are

in agreement that :

Quality is managementsresponsibility;

The quality effort domands an open,

particip~tive managementstyle;

There are no shortcuts to quality im-

provement;

The improvement proceae is never-end-

ing;

Companies cannot produce greater pre-

cision in .illlvlcT&tion,thoy muot cecur~

greater precision from Buppliers.

It is significant that the above congruency

highlights the need for significant change in

management style, if Total Quality Management

is going to be effectively introduced.
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of recognised authorities, there are certain

congruencies that pertneat.e the principles of

a11 the above quoted author I t.ies.

These include:

Total ~ual i ty 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 so in as manywords, clearly

indicates a significant change in manage-

ment style that is required in order to

effectively implement these processes;

A strong 8111phdS1t:l11:1lJld~t:lJon such aspects

such as:

teamwork;

recognition;

accountability;

t.eambrHding i

building quality into a product, as op-

posed to inspecting quality onto a prod-

ucti

Attached as Annexure D is a summaryof the

main features of the Demming, Juran and
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4. Couduct 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. 'rake 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 - iler-

haps through another breakthrough sequence.

Juran's approach to quality, encompasses three

basic aspects (the quallty trilogy) of :

Quality planning

Quality control

Quality improvement

2.2.16 Integration of the Literature Rev!.ewwith

the I2ropositiom;; PQ3ed in Chapter Three

Notwithstanding the fact that the Literature

Revia\-,covers a ntunberof theories/propositions
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Ischikawa is of the firm view that if there is

no support and leadership from the top, then

the inlroduction of TQe was a waste of time.

F'urthe more, policies must be clearly defined,

including clarifying responsibility and author-

ity. Hewas also of the view that while author-

ity can be delegated, responsibility cannot.

2.2.15 Dr Joseph M. Juran (1974)

Juran I ~ research ccnvinced him that over 80%of

quality defects al~ management control-able,

and it is therefore, management, that nost, needs

tc change. (This is congruent with the propo-

sitions that this Research Report attempts to

prove or disprove. )

The sequence of Juran I s quality process is as

follows'

1. Convince others ·..:hat a breakthrough is

needed.

2. Identify the vitRl two prcjects (involves

Pareto analysis).

3. Organise for a breakthrough in knowledge.
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WhenQC 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 TQe is jmplemented, countrywide, it can

contribute to the improvement of a compa-

ny's corporate health and character.

QCis one of the major objectives of the

company. It is it's new management phi-

losophy.

~et your .::yes VB luuy-term profits, and put

quality first.

Destroy sectionalism.

TQC is manaqement,with facts.

TQe is management based on respect of hu-

manity.

TQC is discipline that combines knowledge

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 muchof the mystery ort, 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 Japanes~ quality

control, inter-alia:

Quality control is to do what is to be done

in all industries.

Quality cnntrol which cannot showresults,

is not quality control.

Quality control begins with education and

ends with education.

To implement TQC, one needs to carry out

continuous education for everyone, from the

President down, to shop floor workers.

QCbrings out the best in everyone.
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effecti.veness, control must start with identi-

fication of customer quality requir.ements and

end only whenthe product has been placed in the

hands of the customer who remains satisfied.

Heargued strongly, that better quality is cheaper

in the long run (this is congruent with Crosby's

concept of PONe). Feigenbaum developed the

concept that quality comprises an "industrial

cyc Le" whic h inc 1udes ~marke+: - .~ .esign, pur-

chasing, manufacturing, superv~sion and shop

operations, LnapectLon ar.d testing I shipping,

installation and service.

2.2.14 Kaoru Ischikawa, (1985)

xacru Ischikawa, who is Japan's leading quality

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 recog-

r ~ed for his contribution in respect of the

statistical aspect of quality assurance, be-

lieving that without statistical analysis, there

can be no quality control.

In 1968, t sch i.kawa began using the term "com-



such a statement or proposition

Revisit the stetement or propos Lt.Lcn

Compare other details of the case against the

revision:

Revie\<!the statement or proposition again

Compare the revision to thtr facts of a second,

third, or more cases (beyvnd the scope of the

proposed Research Report); and

Repeat the process as many times as required.

By tollowing t.he above analyLil.:cal CLCU'_WVLk chia

Research Report is holietic in nature and by impli-

catlon conducive to comparative atudies. Further-

more, the analytical framework proviJes a structure

for the layout and format of the Research Report.
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structs against the following predetermined cri-
teri&, namely : to what extent is there con-
sistency among the respondents on the sub-is-
sues and definition& identified above; to what
extent are there contladictions and divergent
views on the sub-issues and definitions; to
identify the underlying sources of these con-
tradictions and div~rg@nt views on the sub-
issues and definitions; to identify the under-
lying:. Jurces of these contradictions and di-
vergent views; to determine the relationship
between thtl 8.1b-issues; and to .identify the
underlying issues and facton support.ingor re-
jectjng the research problems.

b. Explanatory

"The goal at this stage is to develop explicit
theory that can be used to explain the empjri-
cal generalisations that evolve" (Fprreira and
Puth, 1988, p.162). According to Yin (1984,
p.108), the iteractive nature of the suggested
process involves the following step~

Make an initial theoretical statement or an
initial proposition ;

Compare the findings of an initial case against
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two levels, namely

lI. Exploratory

The data to emerge out of the depth interviews was

analysed in the first instance by means of thematic

analysis, the purpose of which is to

reduce the accumulated data into manageable

statements and tu develop suggestive ideas for

future quantitative researc.h which

the rigours of statistical testing.

can stand

The steps

in the thembtic analysis methodology followed

were :

Transfer of the data unto a flip-chart

Build con~trU~.A hy ~ntering short ~entence3

from the interview transcrip~s and secondary

data sources

Summarise long descriptions without lObing the

content and meaning of the sentences

Addadditional descriptive words to the origi-

nal constructs where constructs are similllr

Casual and Association analysis of the con-
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This question proved to be of great value

to this resear~hcr, as responses were sin-

cere and spontaneous, resulting in the iden-

t ification of a number of key issues in

implementing Total Quality Manl'!;'tment.

3.5 Analysil o_fJ.A.t.A

As t~e responses to the questions asked were not neces-

sarily "mutually exclusive", a thematic analysis was

applied.

According to Ferreira (1988, p.109), "Aqualitative re-

search strategy is inductive in that the researcher

attempts to understand a aj tuation without imposing pre-

flxisting expectations on the setting. Qualitativf'l re-

search designs begin with sp.!cific observation. and build

towards general patterns. t.:atogoriell UL Jl'''Ian.ions of

analysis emerge as a researcher c~mes to make sense of

and organises patte'r"ns that exist in the empirical world

which he is studying. Hethen begins to focus on testing

and elucidating what appears to be emerging. The quali-

tative researcher thus develops analytical, conceptual

and categorical components of explanation from the datr\

itself" •

To this end, the accumulated data was analysed at
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i. Whether the respondents in fact

agree~ with these views;

ii. The kinds of management style changes

that had occurred in the various compa-

nies in order to develo~ a consensus in

reApect of the types of changes that

were necess&:-y tr I!)ffectively in-

troduce Tota... Quali ty Mana~ementi

iii. To prove or disprove t}'.e propositions.

Are th.r. any "P.arls of Wisdom" you would
like to shar., o.g., sor.thing that r.ally
work.d for you, or somothing that you may
have don. Cliff.r.ntly, with the wisdoll!of
hindaight?

With this question, ~he researcher hoped to

gain some insight from the respondents who had

embarked on the Total Quali ty Managementroute,

that could serve as guidelines for newcomers to

the process.

While the above was not conclusive, it did form

the framework for questions that were asked of

the respondent:.s.
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3.4.6 The following quotation of Grant, R.M., ~t
al, on pages 32-33, was read to tht>m and
they were asked to comment in some detail
on these views:

"Total Quall ty Management is more than a
fad or a bu~z word. It is even more than a
technique to controllin~ and motivating em-
ployee». Total Quall ty Management is a
challenge to conventional management tech-
nique., and to the theories that underline
the~, therefore, it cannot simply be grafted
onto the existing management structures and
.ystems. If its benefit. are to be fully
realisCld, then companies need to prepare
themselve. for organisation-wide change, in-
cluding t.QP managoment' s relin'l'Ii!Jhingof
power. Furthermore, Total Quality Manage-
ment practice. cannot be ~ombined with .tra-

Itegic initiat.ives, such as, corporate re-
structuring, that ia ba.ed on conventional
management til.>ry. The failur.e of one or
both programmes is inevitable."

With this question, the researcher attempted
to identify the following :
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3.4 .4

3.4.5

Nothwithstanding the fact that a quality
improvement process must be top management
driven, it requires a lot of team spirit
and team building, and "buyinlJ-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 fUe employees?

This question started to probe the change in
management style required as proposed by rropo-
sition number .Jne.

How effective has the introduction of the
Total Qual.i ty Management process been in
your organisation? Did it e.ce.d your ex-
p@ctations, achiwvw your expectatious, not
achieve your objective. or make no differ-
ence whatsoever?

with this question, the researcher sought to
determine whether there was indeed, a direct
correlation between management style and the
~ffective implementation of Total OualityMan-

agement.
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3.4.2. There appears to be general consensus that

any quality improvement programme must be
driven from the Chief Executive and his

senior managers.

agree with this?

How strongly would you

This question sought to establish how important
it is for the process to be driven by the Chief
Executlve and senior manager, and to solicit
the role that they played in the process. With-
out exception, till the authors cit.ed in the
Literature Reviaw, emphasize the role of the
CEO and Senior Managers in the process. This
question sought to prove the efficiacy or oth-
erwise, of these views.

3.4.3 To what ..xtent did the .enior managers in
your company get involved in the Total Qual-

ity Hanagemflnt process?

With this question, the research sought to de-
termine the extent of involvement of senior
management in the process, and to evaluate how
successful the process had been in order to
draw certain conclu~ions.
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2. There is a direct relationship between the un-

successful implementation of Total Quality Man-

agement and the failure to change the company'e

management style as propagated by the authors

in the Li terat.ure Review.

It was the intention of this research to test these

propositions, and to develop a framework for the

kinds of management changes that are required to

effectively implerrent Total Quality Management.

J.' Ou."tionl_..l.2JIB to RelROaMnU

Bearing in mind the constraint.s in respect of in-dept.h

interviews as discussed in thin Chapter, the questions

which emanate from the above propositions and which

this research sought to answer were I

3.4 •1. What were the main reasons that mad" your

company decide to implement a quality improve-
Ifttant process?

This question sought to establish whether

there was congru -ncy in tile sample of companies

as to why Total Quali ty Management inter-

ventions 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 bymorehappenstance.

There is also no attempt to control bias.

Depending on your purpose and your awareness

of the credibilit~y of this tytle of :1Iampling,

convenaence sampling ;:nay be appropriate to soma

Leas demcmdingkinds of data collection."

Given the geographic spread of the "population",

and the constra ~.nts regarding access, this

researcher WliS:>bliged to use the "convenience"

sampling proc:f,sS, while being acutely aware

of the crudility of this type of sampling method.

Method of .P.A.tA Collection

The method of data collection used was ex-

tensive, personal depth interviews with

senior executives of the convenience sample

of companies who have embarked on the Total

Quality Management process.

3.3 ~ropolitionl

Arising out of the literature are two propoaition~.

These are :

1. There is a direct relationship between the styles

of management p~'opagated in the Literature Re-

view to the success ...ul implementation of Total

Quali ty Management.



3.2.2

3.2.3

Page 75

base of the companies in South Africa that have

introduced their respective systems of Total

Quality Management. 'I'hese total a population of

some 350 companies.

Sample --.S..iR

The sample size used was twenty eight compa-
nies, many of which are "Blue Chip" compardes,
listed on the Johannesburg Stock Exchange. Irl

addition, a senior executi~e of two conqultan-
cies offering Total Quality Management pack-
ages were interviewed to gain ft ulightly dif-
ferent perspective.

According to Leedy, (1989, p.205-209), "the
larger the sample, t.he better" --- "sample size
depends largely on the degree to which the
sample population approximates the qul'llities
and characteristics ?f the general population".

::;ample Met.hod

t.ll!ledy, (1989, p.200) observes: "Sampling can
be divided into t,"I:)major. .:ategories: nonprob-
ability sampling I'!:•.-: t ~lity sdIflpling. In

nonprobabilit i sam!J..I.in':l; .u.: e is no way of
foreca ..ting, estimating, 01 guaranteeing that
each element in t:.he popuLat.i.on will be repre-
Rented in the sample. Nonprobability sampling
can also be divided into two types: conven-

ience, or a.::cidental, sanq:>lingandquota sampling."

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

ience sampling makes no pzet.ence of bf>ing re-



Page 74

one of its liabilities in that it precludes (or

certainly makes difficult) standardisatiol'l.

Jones, (198Sa), identifies other weaknesses 0'

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 cooperation of a small gr~up of key

informants

Data is subject to observer effdcts which

may be obtrusive and reactiv ; and

Th~ prucess is highly dependent on the

ability of the researcher to be resource-

ful, systematic and honeat, and to control

bias."

3. 2 Outline of _th_4l_ Population and SaDl9le

3.2.1

Quality Management ASB~ciates (Proudfoot),

"ITISA", and Zengler Miller, three leading con-

sultarr:ies offering Total Qual.ity M"!:1agement

packages provided the researcher with a data
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nTot,~l Quality Management starts and never stops"

"Consultants must not be allowed to drive/hi-

jack the process - the cowpany knows whac is

best and must modify the package to meet it's

cUlture/philosolJhy"

"Total Quality Management must be profit orien-

tated FORALL STAKE HOIjDERS"

"Biggest problem is getting people to under-

stand the power ana necessity of learning: We

made the assumption that people 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 .../ay a

C'ompanydoes business"

"Onedoes reach points of despair - but you must

keep on making it a way of life"

"You have to change the paradigm, he very pa-

tient and persi3tent"
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4.4.7

Nine respondent.s agreed wl.th the larger part of

the observation with the exception of "includ-

ing top management's relinquishing of. power".

'I'hese respondents believed lhat "at the end of

the day, management must manage the company";

One respondent's reaction was that they did not

see the need to change the company as dramati-

cally as advocated by the three huthors.

Question Seven

(Are there any "Pearls of Wisdom" you would
like to share, e.g., something that really
worked f r YO'l, or something that you may
have tj"n~ iti ffArently, with the wisdom of
hindsight?)

(As the responses to this question were rather

diverRo, no schedule of responses appears)

The respondents who answered this question, did

so with enthusiasm and conviction, and as there

are many "golden threads" of wisdom running

through some of the responses, toese ar~ set

out in some leogt". I
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4.4.6

One respondent reported that they had reduced

the price of non-conformance by 3!l,2%or R20,7m

in one yearl

The remaining nineteen respondents were some-

what ambiguous as to the degree of success or

otherwise.

This researchers' conclusion that as sixty three

percent of the respondents were ambiguous as to

the degree of succeaa or otherwist:! of the Toted

Quality Management intervention, indicates that

the effectiveness of the "measurement" appears

to leave something to be desired.

QuestiQJl....Six

(The quotation from Grant, R.M., et 81)

, 1

AGUE IN AGIUIt WIT" D.I....S...AO.~~ __ I
__ ~IH!,!=_;P"~__ RlSJERV:"Tlc)'"I.. _ _ _ _--:--1

9

U,7\ 20,0' 30,0'

FourtE:en respondents agreed with the quotation

"definitely", "certainly", "totally" "wholeheart-

edly" ;

Six respondents "agrepd in principle";



Page 94

Another ~espondent indicated that they had

achieved a forty seven percent increase in new

business in 19931, but acknowledged that it was

difficult to det armfr.e howmuch of this couLJ

be ascribed to Total Quality Management;

one cl:u:I[JlJudenL indicated that the process had

paid for itself beyond thelr wildest dreams,

and in the first three yeacs , 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 1n

another two years, hoped to achieved seventyl

eighty percent;

One respondent indicated that they had reduced

the cost of quality in their company by R3.5

million in the first nine months 1

FOllr respondents indicated that they had cez--

tainly not met expectations;

One respondent indicated that they "nave actu-

ally gonp backwards a few steps due to the

'cultural wars' of the country WR are living

in";
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It was middle management that were the problem

area I

Tworespondents indicated the importance of in-

troducing self-directed work teams ~

'l'wo respondents indicated that tht had had

various results on different sites (these two

respondents operated in the construction indus-

try from a number of different areas) .

~lestiQo~

(How effective has the introduction of t.he
Total Quality Management process been in
your organisation? Did it exceed your ex-
pectations, achieve your expectations, not
achieve your objectives or make nu differ-
ence whatsoever?)

Onerespondent indicated that they had increased

volumes by twenty/thirty percent per annumover

the past four years, despite the worrt lece~-

sion in that In.tust ry in thirty years ~
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driven, it reqr Lres a lot of team spirit
and team building, aud "buying-in" by the
workers. Would you agree with this obser-
v~tion, and, how did the management in your
company obtain this commitment from the rank
and file employees?)

c;- -~r------ _~~_~rjf;]-- ~~~:£_----TItAO! UMIOR ~1t.r..l)lU(lfll)
INVOLVEMtM'l' tft.'lU 'I~.-_. ' ......-.._ ... __ ......... _.

--,~.-- ..._ -- -- ------
16 4 2 8

51, l\ 13,31 6,7\ I 26,7'

- -_
The majority of respondents (sixteen) empha-

s ised thE:!need for tra inInq , training, and more

training. One responde:nt. indicated that in tile

first three years of Int r oducInq Total Quality

Management, 1l1~Y had spent, collectivel}' t\o7l?nty
six thousand hours on training.

Four respondents ernphasisea the need to get

'l'rade Union Involven-snt at a very early stage;

Three rlJi-l,ondents indicated that they had not

yet achieved "buy-in" by the rank and file ern-

ployeesi

Three respondents ind1cated that gettinq work-

ers to buy-in to the process was eaeYi
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4.4.3

4.4.4

Seven respondents used the words "absolutely

essential",

l"our respondents used the words "definitely".

Five respondents indicated that they were "100\

in agreement",

(To what extent did the senior managers in

your company get nvolved in the Total Qual-

lty Mauagement process?)
----"" -

I --
VERY EXTEt!SIVELY n~T AT ALL

29 1

II
I

96,7\ II ~,3\

only one respondent indicated that the senior

managers had not become involved I (and this

companydid not achieve it's expectations) •

One respondent indicated that their senior mail-

agers had not only got Lnvo l vad , but, "made it

happen".

Question Four

(NothwHhstandinq 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-

r roduced Tolal Quality Managempnt in order to

satisfy customers, becomeworld-class competi-

tors, to gain the competitive edge and there is

a certain congruency in these reaaons.

Question Two

(Must be driv~n by the Chief Executive Of-
ficer)

With only one exceptiun, ALLthe respondent.s

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 T'otal Quality Management;

Three respondents indicated that newChief Ex-

p .ltiv~ Officers had t !tp.nup employment with

thei r companies, who had had prev Lous exper i-

ence in other companies of Total Quality Mdn-

agement and were excited about the achieve-

mants;

Three respondents indicated that they were cus-

t.omars driven organisations;

Tworespondent.s inc.dcated that it was to meet

thelL "v.il:ilon";

One respondent 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 their suppUers, and decided to go down

that route;

The last two responrients, nam€ly; from the con-

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

4.4.1 Ouest;,on One

(Why did your conpany elect to introduce

Total Quality Management?)

Improve Bottom Line 5 16,7\

Improve Markel ~hQre 5 16,1\

Become World· Cia" Competitors 4 13,3\

Corporole Poll~y 4 13,H

Driven by CEO', 3 10,0\

Cu stomer Driven 3 10,0\

Corporate VIsion 2 6,7\

Combination of Reasons 2 6,1\

~ ini •• ,ur Ou,' ur &u 1 3,H

Supplier Driven 1 3,1\

Fhe respondents indicated it was to improve

the boLtom line and lower working costs;

Four respondents replied that it was to survive

in today I s market place and become world class

competitors;

Five respondents replied that it was to provide

a quality service to improve market share and

give them a competitive edge;
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The following table provides a breakdown of the sample

in t.erms of the types of organisations from which it was

drawn.

Table 6 Organis~t~onal Affiliation of Sample

RACE

SERVICE INDUSTRY

CONSUL'l'ANCY /BUSINEJS SERVICE

MANUFACTURING

TOTAL

3

2

25

~==================================~====~;=
TOTAL

4. 3 A.Hj!J._ysi~ RespoQdents Transcrill_~

30

Each transcript was analysed in depth, in an attempt to

ascertain conunon"themes" parmeat Lnq therefrom in re-

spe...:t of the questions posed.

Using the methodology outlined in Chapter Three (flip

charts) s imi.Lari.t i.esZoverLappi.nqwere identified and then

combined in order to reduce the numhur of var Leol es .

Care was t.;ken in this process not to distort or give

exaqqar at.ed meanings to certain of th 1 conat.ruct s ,
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CHAPTER FOUR

This Chapter presents a summaryof the research resul ts

through the application of the methodology outlined in

Chapter Three. The results are discussed and inter-

preted in Chapter Five.

A total of 30 respondents were intprviewed for this

rese-arch. The racial and gender breakdown of the sample

is detailed below :

Table 5 Gender and Racial
Characteristics of Sample

I
.'' I" < SIl·········· Uf,

RACE ~t" 'roTAL
MALI

ASIAN - - -
IBLACK - - ~

COLOURED - - -
WHITE 26 4 30

TOTAL I 26 4 30

-. -
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Professor Tadito Kagonoof Kabe University. These

authors argue that Japanese organisations have

been successful because they focus on motiva-

tion and commitment of the majority as be In

more important than the motivation and commit-

ment of a few: ~anagement relies on the wisdom

oi the people at the bottom of t.he organisat.ion

and to cope with change, the Labour force shou 1d

be flexible, and employees should have versitile

skills.

These aut' ors also focus strongly on the forma-

t.i.on of teams to solve problems and of building

employee trust.

'I'his j s totally congruent with the propos It Ions

posed and researched.

Deming's, (194~), second principle, was identi-

fying t.he respective responsibilities of mall-

aqemant, and workara and that this can only oc-

cur, provided manaqernent, and thE:!WOo "kers have

the salile goals and spea~ the Burne lan~u:lge.

Th!s view is congruent witb Koopman, (1993), of

a "shared vision" and congruency between the

objpctives of management and tho organisation

and labour.
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South Afri~a's rnanaqernent, !'1tyle for generations.

A':1ain, this res'llt is congruent with the Lit-

erature Review, in the seriae that it is one of

the propositions of t.hi s Research Report that a

paradigm shift in management style is required

i'1 order to effectively introduce Tota.! Quality

Management.

This question was the most pE::rtinent in respect,

of the propositions posed, and is i, fact ger-

mane:to t.he who' e research repor t , Grant, et

al, (1994), be l Ieved that Tota, Quality Mauage-

ment "is a challenge to conventional management

techniques, and to the theories that underly

them". The respondents reaction to the concept.

of "including t.op management's relinquishing of

power" is interetltlng. All tne aut hor s 111 t.htt

Literature R(~viewin one way or another support

this philosophy, namely; that employees have to

be empoweredand accept accountability for their

own performance" Koopman's, (1993), view that

the mere word "rna nagement", impl ies power over

relationships, whereas in vhe black community,

the manager has t.o EARN the right to control his

people.

Bowles, €t al, (1991), fOCUSEifl on the

"participative management."style identified by
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5.2.6

ticularly that of Crosby, w~oclaimed that up-

wards of 37\ of a companies expenditure re-

volves around the "pr Ice of non-conformance".

Deming, (1945), also placed a high priority on

r''3a~iUrement,as did rscrukawa, (1985), and Juran,

(1974), who believed that over 80\ of quality

defects are management controllable.

Changes in Hanagement Style required to

f;~.iYW~e Total Quality l1anagement

Question Six was perhaps the most probing of

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

'mere was 'ill uvt:l.wiu::!llll.1liY agreement "in princi-

ple" with t.hLs vh~w. The one area where there

was a lot ()f confus ion and disagreement, was all

the question of "inc1.uding tot' management's re-

linquishing of power". Ten respondent!'! had

difficulty with this philosophy and indicated.

that it could be considered to be tantamount to

a dereliction of duty. It is this researcher s

view that this can be traced back to tho t radi-

tional "paternalistic" method of manaqernent,ill

South Africa, coupled wilh the "ek is baas, en

jy is klaas" philosophy that has characterised
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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 !3owles,

et ai, (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:!vi.aws expressed bi a numLer of

respondents on the necessity for buy-in of mid-

dle management. "

5.2.5 Degree of Effectiveness of the Interventioo

Question Five sought to establish the effec-

tiveness of the introduction of Total Quality

Managemellt.

This was one of the most problematic of the

areas probed. Those companies that indicated

aucceas , proclaimed HUGEadvantages. Somephe-

nomenal figures were quoted, such as a 47\ in-

crease in their busine3s in one year, and sav-

ings beyond "their 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 emer.ge 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 feart!d they had the most

to lose, and asked the question "what's in it

for me".

The response by the overwhelming majority of

respondents to this question, is consistent with

the authors views articulated in the Literdture

Review. Every author reviewed in the Litera-

ture, omphasLses the need for the co-operation

and buying-in of workers into the process if

the ;.ntervention is to Le aucceasful , The com-

m!tment of workora is emphasised throughout the

Literature Revie\'l, 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

Dn ~his point, as i~ Christie, (1993), Bowles,

et al. (1951), all emphasJsed very strongly the

'."01e of workers in eff~ct ively introducing To-

tal Quality Management. "Motivation and COI'(1-

mitment of the majol.1.ty are more important than

the motIvat Ion and commitment of a few" - "to
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5.2.4

They continue that manaqers "decision making

and control functions cont.r ac t , and their

roles as consultants and coaches grow".

According to Zenqer Miller, (1994), the senior

managers role in Total Quali ty Management is

one of the "paradigm shifts" requil:'ed. The

tradl tional paradigm of "management directs,

plans, and controls value operations to the

new paradigm "management supports frontline

teams that run daily operations" is congruent

with the majocity of the respondents responses.

Obtaining Werkert "Buy-In" to the Process

The fourth question, namely; that of the buy-

ing-in of work!l and obtaining their commit-

ment was overwhelmingly supported by the re-

sponclents with a specific emphasis on training

and more training. All the literat'lre l~eviBWed,

concurs with this santiment.

Another significant input here, was the early

involvement of the Trade Unions, anc.l the fact

that where the Union had not become involved,

certain resistance had been experienced.
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Extent of Involvement in

PrQCess by Senior Managers

On the question as to what extent senLor manag-

ers in the companies had got involved in the

implementdtion of Total Qual.i ty 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 t.he necessity for senior manaqemant, to

become intimately involved in the proceaa ,

Crosby, (1979), ITISA (1993), emphasised the

need for tralning of senior managers in order

to effectively introduce Total Quality Manage-

ment. Grant, et a1, (1994), states emphati-

cally "that the role of management needs to

change significant.ly - constitute a substantial

change in managurs ro les , •• Traditionally, man-

agers by virtue of t.heLr training and expari-

ence, were responsible for gathering informa-

tion, making decisions, and appl ymq the incen-

tives and sanctions needed to implement thoS9

decisions. Under Total Quality Management, the

authors argue managements prioritie~ ~~U re-

ordered" .
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Ch.ief Executiye Oft Icer s Rokin the Process

Question Two, which related to the intervention

having to be driven by the Chief Executive Of-

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 r e spondent.s whu dllI:lWt:!LI-IJ In Lhe

affirmative, are in complete agreement with the

literature reviewed, namely: that the process

has to be top dr i ven, and cascade downwards.

Crosby, (1979), Grant, et aI, (1994), ITISA

(1992), Zenger Miller (1994), Koopman(1993),

all emphasised the role of the Chief Executive

Officer in the successful implementation of To-

tal Qu"lity Management.

Respomles by the respondents, such a~ "the CEO

must walk the i al k'", is congruent with the views

of the author's reviewed. Deming, (1945), tock

this concept one step further in clearly iden-

tifying the respect:'ve reapons Ibd Li.t.Ies of man-

agement and workers.
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What is aignif icant, is the fact that many

South African companies today realise that they

cannot just "do business as usual". Theenviron-

gent within which thei are operating has changed

significantly - it is therefore incumbent upon

organil!"1tions t.o change to meet the expecta-

tions of the external environment in which t.hey

operate.

The respondents response to this question were,

by and large, congruent with the author3 in the

Literatur~ Review. Crosby, (1979), focuses on

conformance to customer requirE'!ments, while,

ITISA's, (1992), whole philosophy is based on

"world-class perfo:nnance". The question of meas-

Ulement is an important aspect as far as

DEmting,(1945) is concerned, and in thic regard,

the question of improving the bottom line is

compatible with this view. Ischikawa, (1985),
stated that "quality control that cannot show

resul ts, is not quality control". This is

clearly compatible with the respondents who

indicated that the purposE'!~or introducing Total

Quality Management was to improve the bottom

line.
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the introduction of TotaJ. Quality Management

ranging from bottom line and lower working costs,

to becoming world class competitors. Further-

more, a strong emphasis was placed on quality

service in order to improve market share and

give companies a competitive edge. Aminority

of companies indicah'ri thAt +h is concept had

been imposed 011 them because of being subsidi.-

aries of multinationals.

Other respondents irdicated that newChief Ex-

ecutive Officers who had comeon board, had had

previous experience of this intervention and

believed it was desirable. Only three compa-

nies indicat~d ~hat they were customer driven

ut~.:tIl.LbaLions,while t .....o respondents lnrijr ...tpn

that it was to meet their vision.

'l'here is a stroIloJ 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 opinion, that,

no company would invest the sums of money in-

volved, unless they saw distinct, tangible ad-

vantages to be gained therefrom.
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CHAPTEn FIVE

5.1 !_ntroductio_1!

This research set out to answer t.woquestions/proposi-
tions as stated in Chapter Two.

In addition, th~ ~u~stions posed i~ Chapter One which
really are tantamount to sub-issues, wer.eevaluated in
terms of the research questions and in view of the
Ii terature set out in Chapter TWo.

5.2.1 Reasons for Introducing
~tal Quality Management

The first question posed to the respondent.s,
sought to elicit the reasons for introducing
Total Quality Management. It had been hoped
that a b~~cific reason, or reasons could be
ideatified.

In terms of 'he respondents response, this was
Incone Iueive. 'A variety of reasons emerged for
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"The chief executive officer must drive hard

and never allow compromise"

"Have to keep it simple"

"Chief executive offer and senior managers must

~wdlk the t.a l.k I "

"Don't force it onto the various strategic Lusi-

ness units. The various MDI S must WANTto do

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

process that is growing, and will cont.inue to do so.

As a corollary to this observation, so is the fact that

South African companies still have a long way to go to

change their paradigms and management st.yle to be con-

ducive to the effect.ive implementation of an intE:!rven-

tion of this nature which empowers pp-ople, gives ac-

count.aoi l ity and recognition at the level where it be-

10r.g5, the workers.



Pagf! 120

to it's success.

Clearly, an area for further research would be to ex-

plore how the rank and file employees perceive Total

Quality Management to have enhanced their empowerment,

accouncab i Lt+y, job Jatisfaction, and reward.

A further area of research, could also be the interview-

inc; of customers of companies that have introduced Total

QuaIl ty Management, to ascertain from them, their per-

ceptions of howeffective this intervention has been,

and whether these companies conform to cuat.omar require-

ments first time, every time.

6 5 Conclusion

Notwithstanding the fact that depth interviews are very

time conl'luming and the interpretaticn of the results

proLlematic, this researcher is of the view that a great

depth of information is obtained using this methodology.

During interviewn, certain propositions can be probed

and explored, whereas, with a "cold" questit.nnaire, sent

through the post, this advantage is dissipated.

It is this researcher's firm conviction, that, given the

high degr8e of success achieved by many of the respond-

ents, that, notv.Lt hst.anding the fact t.hat Total Quality
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A distinct lirnit:.ation therefore, is that grass root

employees have not been interviewed to establish t:.heir

perceptions of the management changes that have oc-

curred which, in terms of managementA perspective,

coulti be significant, while at gl'a8&root LeveLs, little

or no change could be perceived.

Finall~" another limitation was, that golven the lcu.ye

number of "products" available through various consul-

tancie., (e.g., the Crosby Process), a convenfence sample

could include various different "products", with dif-

ferent results.

6.4 A&..a_jor future Rel.arcb

As has been previouyly Bta~ed in this ~esearch Report,

Lin:, .in~lc lnoet Yi'Jnificl'lnt weakness, from thl.'J

researcher I 8 point of view, is that the rank and hle

employees were n'.)t interviewed.

It is all well and fine to inte~'iew managementand to

get their persp~~tives of howsuccessful or unsuccessful

this interventio~ of Total Quality Management has been.

Given the fact, and this is in no way impinging on the

integrity of the respondents, that managementhas spent

a great deal of moneyand time on this intervention, it

could be argued, that the1e would be a celtain bias, as
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A further liloitation is the fact tl1at, manycompanies,

having spent a great de",l of money on this process,

could be reluctant to be absolutely hones~ in their

assessment of the effectiveness of Total Quality Manage-

ment, as they could perceive thin to be a reflection on

t.heir management style and culture, contributing to the

idiluLt:l, or ot.he rvl.co OI this intprvf'mt ion.

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 unique demandson specific

industries, this precluded an effective analysis on an

industry basis.

An addittcnal limitation is the fact that the sample

size comprLsed 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 manaycrs were interviewp.d in the

research also creat.ed a further limitation in that man-

agament will have a certain perspective as to howeffec-

tive the Total Quality Management process in their com-

pany has been. It could be argued that they will tend to

want to create the impression that it has been success-

ful, whereas as qr ass root level, a totally different

impression might. be gained.
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The degree of aucceaa var Les significantly from

company to compa-iy , but the overall percept.Lon is

that it is more than worth the time and effort and

costs involved;

The change i~l J'Il' •..lgement style required to effec-

tively Lnt.roduce .4'otal Quality "1:m"ge!nent, though

not being too specific, clearly emerged fro:" the

respondents during the interviewp;

Those companies who were successful, were HIGHLY

SUCCESSFUL,and felt th~t the efforts had been well

worth while;

Employees appeared to buy-in to the process far

JOOrequick.ly ClUJ Ii"Ivl:'eir.t&n3cly th~n h~d been ctici-

pated by management;

6. J Limitation. of R.I.arcb

As Total Quality M41lagement 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 procesB has been. This clearly is one of the

limitations 'f this research.
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Too difficult to measure]

Workforce too uneophLiticated and insuf""iciently

educaterti

nesistancf.l by workers/staff;

No need for it;

Poor relationship and communication between manage-

ment anti ·~rkeTIIIi

Workera unable to influence productivity;

Resistance by Unions; and

Management unwilling to share benefits with WC'rk-

force.

Tbtal Quality Management has to be driven from the

top down, but rec;uires buy-in from the rank anc'

tile employees;

The Literature Review, while comprehensive and ~i~.
nificant, contains many common denominators and

f~ 'ltures which clearly indicate a requirement for

a dr amet Lo chanc;e in management style;
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research can form the basis of giving guidance to compa-

nies wishill':l to embark on this process, I"otwithstanding

the fact th" t there is room for further research in this

regard.

Apossible unique feature of t.h.l s ResQarch Report is the

inclusion in the Litera~lre ~evip-w u[ Lhe views of a

number of South African commentators in this regard, as

opposed to relying exclusively on overseas authors.

6.2 ~ry of Key lSs.lln

Key issues and results of this studt can be ~ummarised

as follows

Tt..;rc I"re a var Ie+y nf rF!asone why companies imple-

ment 7'otal 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 UQI 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/October 1994, Volume 20,

No.4) :
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CHAP'rEJtSIX

The objectives of this Research Repo.ctwere to establish

the ext.ont, to which South African companies have intro-

duced Total Quali ty Management and the effectiveness 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 requ i red to

effectively introduce an intervention such as Total Quality

Management. This research was furthermore aimed at.

providing guideliaes and recommendations to Chief Ex-

ecutive Officers and senior managers with a view to

assisting them in improving the success of the quality

int~rvention 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 tenns of int€rviewing and transcribing and

interpreting the renponses.

It is the considered view of the researcher that these

aims and objectives have been achieved, and that this
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l~ast with sufficient credibility to validate the propo-
sition.

A natural corrolory to the above, is that the second
propostion has also bD~n p£oved, namely; that where
there has n~t been a fundemp.ntal change in management
style, Total Quality Management cannot be effectively
introduced.
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In fa'1t, it is this researchers conclusion that

the respondents answers to this question encap-

sulate and reinforce the views raised in the

previous six questions.

Irrespective of whether one considers the Crosby phi-

losophy (1979), Deming, (1945), Juran, (1974), et e l , it

is axIomat Ic that everyone of the authors reviewed saw

certain distinct advant.aqes to any companyin implement-

ing Total QUnlity Management or a f, iuuLar intervention.

Fundemental to the Irapl.ement, of Total Quality Management

or any similar intervention, is the quest ion of a

fundemental paradigm shift in the way 'that the company

manages its operation. Thp.literature reviewed clearly

indicated the necessity for significant and far reacru.nq

changes in managementstyle.

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 Management provided

'there has been a concomitant change in managementsty Le,

Accordingly, it is submitted that the first propo~ition

has been proved, while perhaps not conclusively, at
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of Southern Africa c.c. strongly supported this

proposition. This if: particularly noteworthy

as Total Quality Management market a specific

product, but even they are coming to acknowl-

edge that their "prcduct" has to be modified to

align its'!!lf wit.h the culture and I·anagement

style of the respective companies where this

process is introduced.

The other issues to emerge under this question

posed, clearly support the theme of the Litera-

tUt"l Review, namely; the integration of the

concept into the way the companydoes business;

changing of paradigms, and being patient and

persistent; mUBtbe driven by the Chief Ex~cu-

tiva Officer, whomust never allow compromise,

and the concept a "holistic" approach co the

procoss of Total Quality Management.

The essence of the quality improvementtheon,.'k!

as expoundedt,y such author!.eq as Crosby, (1979),

Grant, et al, (1994), ITI~", (1992), Wickens,

(1987), together with all the other authors,

emphasise the need for the Total Quality llfan-

agement process to be INTEGRATEDinto the total

strategy of the company, thereby emphasising

the holistic approach.
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Other Releyan_1;,_hsuesthat emerged

The last qusst.Ion probed, nruooly; t.hzt, of "pearls

of wisdom", that have worked for the respondent

companies, reinforces the theory base estab-

lished in the Litl::!rature Review.

Quotes such as "Total Quality Management starts

and never stop~", is congruent with Crosby's

fourteen steps, where step number fourteen is

"start allover again".

An interesti. ng theme to emerge from this ques-

tion was the fact t.hat manycompanies felt that

to implement a "package" as marketed by many

ccnsul tcnt.e , -..eas inAppropriate, and that th~sq

"packages" should be mod.if red , taking cogni-

zance of a companies culture and specific re-

quirements.

'l'his researcher coul.d find nothing specific in

the! iterature reviewed to support this propo-

sition, but it came across so strongly, as to

warrant giving crodor to the concept.

It is interesting to note, that the two re-

spondents interviewed from Total Quali ty Man-

a"1ement (proudfoot), and Quality Advisory Group



APPENDIX.E
1

MONDAY - 26 SEPTEMBER 1994

INTERVIEW WITH MR ALLAH WEGENER

PROJECT MANAGER - P G BISON

Qu••tion

"Allan, would you Hke to give me some background /

main reasons why your c~mp~ny decided to ~mplement

the TOM process, because I think ,~w were one ot the

first South African comran.lesto go down this route?"

Response
"We have ca'13d it TPO (Total Productivity and Quality)
and I thin!. you have to go back in history about
seven years when TPO was first started. TPO was at
that stage really just what we called 'the soft
issues' - the human side of things / human
relationships / the ~lack white barriers / the gap,
and that was designed in those days to try and get
rid of that dnd that wasn't equally successful around
the company - we've got f~ve operating facilities,
some were more ccnservatIve and others 'Nere more
progressive, and it did not work we!] allover. A
lot of people, especially from the technical 3i1e,
t.hequality management.side, were dissapoint.edbecause
it W3S only soft issues human relationships
basically. That's how Wb started. I thi~k it was in
1987/88, somewhere around there. I was part of the
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"ANNEXURE B:
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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

Human Capital 14/14

Violence 14/14

TOTAL 8/14
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don't buy into it, and that alter counselling that

they are still not prepared to buy into it, then they

h~ve to go to another company.H

Closing Coaa.nta

During the interview, the interviewee made j t '/ery
clear th.tt j f a company is going to successfully
introduce TQM, then it must change every single company
~olicy to make them congruent with the TOM philosophy.
lie quotttd the- example of a mo!nager's authority to
sign a cheque for R1000.OO and pointed out that thii
is useless in terms of "amployee empowerment".

lieconcluded that TOM means ·TOTALH and this extends
down ~o no late coming at meetings, etc. In fact it
must permeate the very fabric of t~e organisation.

An in":.erestingcomment was made in conclusion, naml!lly,
that the sales and marketing customers are in fact.
the factory and not the recipients of the products.
The-yare in fact the cu.~omer8 of the factory.
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have cJ manager who is .1n an impcutant or critical

situation in terms of the company and he refuses to

buy into this, for the reason that you have articulated,

tha t he fears for his job or he sees this tIS a threat.

How do you nandle that kind ot situation ?~

Respon.e
"I think it has to be from the :'08S man, it has to be
a one on one situation where he has to interview the
person and find out why there is a resistance to this
change and if he's a barrier to this whole change
proc~ss and the only one, tben I would say that it's
a case of either he takes it or leaves it. But if
there is a lot of othtfrs that are resisting the
~hange then there's a problem somewhere else. If one
perle'l stand. out as '1 resistance then he is the
prohlem, if lots of people stand out a8 a barrier,
then th~re's another proOiem which i» ~LubAbly th~
driving force or the implementation or the
understanding thereof or something else. I would
find out which of these is the situation, and take
action. But at the end of the day, if people don't
~Iantto fit in with the democracy, they will have to
lellve the ,:ompany.~

Qu•• c:Lo.a
H7'hats exactly the comment that your c~o mcJde at our

con!ert'tnce, he macift it very clear that it people
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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 mallagement
that accepts that we are never going to stay the
same. In other words you nave to have management
that says 'we are goj.ngto change and keep changing'
becausft you can't improve if you stay the same. Tne
other mistake that's made is that the question isn't
answered and maybe it's not Aven as~ed either 'what's
in it for me?'. Managers will see chan~e as a threat
to their own pOllitior.. And it is a thre"t because
one of the rftq1lirements for TOM is people get out of
their ivory towers and get onto the shop floor and
find out what's going on. But nobody ever teUs
management what's in it for t.hem. It's al"'~yowhat's
in it for the company and empowerment for the workers,
but m6Hagement doesnt k.now1IFhythey should do it.·

"Is there II certain backla8h there 7"

R•• pon ••

"Yes. So I think those are the two thing I the
understanding of what it's all about and what's in it
for me."

"One last question. What happens, let's .say that you
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Response
"Absolutely, and I think just as an illustration,
some companies like Ford for instance, have forced

of'

their suppliers to go the Total Qualiey route so that
their suppliers understand what Ford ex~ects from
them and ae ccnsequence ufothat, the supply has improved
by leaps and bounds."

Allan thank you very much, I think you have givelJ me
some good information. Are there any other comments

or observat.ions you would like to make which you

'Chinkmight be IJseful in identifying how to implement

this process ettectively 7"

R.lJpons.
"I think many of the m.i.'Jtakeswhich are made with TQM
io that you get consultants or CEO's coming in and
saying 'this is what we are going to do', and these
are t·~obig problems which I liave~l(perienced, one is
that people don't understand what it is. People
think it's something you do for the proj~ct and then
that's it and at the end of two years you can fo~get
about it. TQM starts, but it never actually stops.
It's an ongoing process. If you look at the Crosby
system - he has ~he fourteen steps and the fourteenth
step is that you start the whole process allover
again. It's an ongoing philosophy. 'rhe driving
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Que.c10.D
HThese authors then go on to malee the following

statement :

TOM envisages ~ converge~ce of the long term
interellts of employees, shareho lders and
cust.omers."

So they are aaying it I a a holistic concept, ~''''~'"annot
look at it in isolation. would you agree with th~t
obeervl!ltion?"

R•• ,OD.e
"vr.s,the ground philosophy of TOM is that every~hing
is geared towards the customer and ·total~ i. actually
the operative wO~'d there. It I s TOTAL quality
management and that !i the quality to your cuaecme r
and the quality you receive into your proceps trom
whatever source, whether it I. raw mat ..cials or
st.ationery,whatever, and the proce•• being the whole
company. You have to integrate all of those and"
lot at quality consultant. will tell you what you
have to do i. make your supplier part of your process
and your cu.tomer par':of your process."

Que.e10.D
"Yes I am aware at that, that's a very important

thing. So it becomes a holistiC intervention - not

just an ad hoc thing.H
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What these authors are saying is is that there is a

tundement<ll change required in the way the company is

managed. flow would you like to respond to that

obsar"at.:ion ? H

R•• pon ••

HI agree with it totally. What I think one of the
things that is happening in the PG Bison Group at the
moment is that we are doing other things as well, and
I think the business re-engineering or the change in
the organisation has to be done on a project management
basis. It io a huge project and there are lots of
little micro projects involved and they all have to
dove-tail, they all have to integrate and have to
support one another. If you have one or two who are
going again8t the philosophy of TOM (TOM is basically
a philosophy, rather than a hard and fast rule or
techniqu~), every~ning must support it, and if you
have something that ~s going ~gainst it, it is a very
good excuse for people to S3Y no - people get confused.
So I b~ae"e 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 even
with CEO if possible, ~nd everything else should be
done with TOM in mind. If there is something chat
doesn't support TOM, then it shouldn't be done."
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sites - have not understood it and pushed it and
pulled the team together, and I have seen it's
particularly difficult where there is inter-
departmental rivalry - a lot of power play, politics,
etc., it's very difficult to implement TQM, because
you need team work. All those departments have to
work together."

ou••eioll
"We ncw come the very crux of the matter and I would

lik~ to just read a quote to you and a~k you if you

agree with this. This is quote that appeared in the
Sloan Management RevIew where J gurus of TOMmade the

following comment :
TOMis more chan a fad or a buzz word. It is even
more than a technique to controlling and mot.iva":ing

~mploy~~~. ~QM is a challenge to conventional

m~nag.ment tachniques and to the theories 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 companiets need to preparolthemselv~s
for organisation-wide' change including top

managements rttlJ.!2quishing of power. Furthermore,
TOMpractices cannot be combined with strategic

initiati,,-es such as corporate restructurings

that ar.,based on conventional m4nagement theory.

The f.,llureof one or both programs is inevitable.
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QuestioD
"And how IOf1g do you think it':; going to take you to
achieve 70/80"."

Response
"Over 2 years."

Que.tioD
"That is definitely a long term period."

R...pons.
"Definitely."

aue.tioD
"Notwithstanding the fact that a quality improvement
proce~c must b~ tnr manag~ment driven, it requires a
lot ot team spirit and team building. How did

management in your Company obtain this commitment
from the rank and file employees ?"

R••pon.e
..I don't believe it has got the commitment totally.
Piet Retief has been a team commitment. At other.
sites, there hasn't been, I think mainly because of
the what we call Operations Directors at those sites,
these are the General Managers if you like, at those
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of TOM in your organisation - What do you attribute

it to ?H

Re.ponse
"I think this is cl bit limited, ....e are not that

successful y~t, but I think t1at where we have had a

success, is where therrJ was at a site being a

realisation of what TOM is ~nd what it can do for

you, and then the commitment of the management team

at that site to drive it. And I'm talking particularly

about Piet Retief. They have seen it as a team

effort that is necessary and what it can bring to

them and they are pushing it very strongly and I

believe it's becoming very successful there."

aue.tioD
"On a scale 0 - 10, how effect! ve would you .uy

oVlu'all the implementaticm has been in your

organisation ?"

Re.pon ••
"It differs from site to site - overall it's hard to

say. On an average I would probably say, considering

the effort we have put in and at what stage we should

be at, I would say Weare at probably d.bout 40%at the

moment.N
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Que.cion
"Howwould you rate this in terms of t.'le implementation

of the TOMprocess in your company ? Have you had

that kind of commitment from the top?"

Response

"I think we have Ii taste of commitment, I don I t
believe - the commitment is one thing, but the driving
is another thiaq - which is also required. My opinion
is that the Chief Executivd 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
as to be committed, he has to make sure it happens.
In other words, he has to have a meeting say once a
month and find out what is the progress."

aUG.cion
"So you have a report back meeting where that is an

item on management's agenda ?"

Respons.

"We should have that, but we don 't.
towards that."

I am working

Qu••cion
"Tell me Allan, what in your opiniol., Ire the key

contributing ta~tors tor the successful implementation
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one, and then commitment from the workforce, and then
start empoweri ng the workforce in the right Illay.
Empowerment - people think you just flatten structures
and you give people decision making ability, but that
is not true. What you really should do is first give
them the tools to be empowered and then allow them to
be empowered.

au••tiOll

"'1.'hereseems to be general consensus that any quality

improvement programme must be driven from the C~ief

Executive and his Seni'or Managers. Would you agree
w~th this sentiment ?H

R.spon ••

"Ab10lutely, there is no doubt about that, it has to
come from the top and casc6de down. It has to be,
number one; have a commitment and understanding from
the top. That's often a failure with TOM effor" iq
the lack of understanding of what it :.ctual1.:;. .d
that it is a very long process, it's not a quit:i~f";'x,
and it's a lot of resources required. And that's W;lY

it has to come from the top, because thay have to
commit their resourCes. Resources both in terms of
time for training and in terms of money. And also,
it cannot he an add on, it's got to be 'this is now
part of your job'. ~verything has to focus towards
it.

--
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Grou~ then. I was one of those who was dissapointed.
It did not tackle TQM, it did not t ac)..le the' hard
issues. The ~OM as we call it TPQ was resurrec7.ed
about one and a half years ago. It was more of a
focus on the hard :.ssues, that is, 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 is part ~f TPO/TOM. It is not a stand-alone
thi~g. It's one of the sub-sets of TOM and I believe
now ~b are starting on tn~ right track, I don't think
the previous star.twas a geod one, I don't think it
brought the company anything from a productivity point
of view, in my opinion. It was never measured.

Que.cion
"~"],;ic.~p~rticullir quality improvement process did

you actually implement? From what I hear you say, I

think it was the I'lISA that you actually started.
A,ldthey focused very much on winning the he.:lrtsdnd
minds of the people, and have you now changed directiOll

dS far as that is concerned ? ..

Response
"Yes, we have gone for the traditional TOM, When r

say traditional, there are Jets of different
approaches, but basically, what you do is, you have
to get commitment from management, that's number
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Responsft

"Entirely, WP. started our quality exercise here from
'"

the tnp, and in fact it hasn't really reeached the

bottom yet aiter 3 years, as we take the t.ime to make

sure it is understood by the upper levels.

"Now following on that, notwithstanding the tact that

it has got to be driven from the top, clearly one

must have the employees buy-in to the process in

teMs of team work, commitment. Howdid your Company

go about getting the co-operation of the rank and

file employees to buy-in to the process ?"

R.spon ••
M It starts by top management def!.ning a vision for

the Company, and then spreading that vision, and if

the vision if. axc,i.ting ,Jnough, nnd all levels see

something in it ~or themselves, in terms of their

future growth and wa~' ot life, then you get a degree

of buy-in on that vision only, and then you bavh to

o!stablish a set of values, which will cirive the decidon

making, processes, and you have to ensure that those

values are acceptable to the people, and we went

through a process of surveying all levela in the

Company to find out what they would regard aa values,

and we to~k that into account when we drew up the

corporate values. So now yOll have a vision, a set of

--
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WEDNESDAY - 28 SEPTEMBER 1994

INTERVIEW WITH MR KEITH McKECHNIE
COR~ORATE MANAGER QUALITY - 3M COMPANY

Qu.,·tioJ2

"Mr ~cKechnie can you outline the main re~sons that

made 3M decide to introduce the Quality Improvement
Process."

R.spons.
"Well I que.s it's motivated by survival in today's
competitive market places."

Qu.rtlti0J2

"Do you see the need for your Company to become a
world class competitor in order to survive 7"

R••pons.
"That'. right, especially ill the new, changed
political scene. If we are ~ui~g to compete with
the rest of Africa and locally, then we have to b.
pro-active in ensuring that we have quality syatems,
products, and services."

ou•• t.i0J2

"Do you see, that quality improvement proqrams must
be driven from the CEO, and Senior Manaqers down ?
Would you aqree with that ?" --
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Response

"I think we are in the Scuth African context and for

what it's worth there is such a gulf between theory

ana practice. We know and we have known for ages

what some of the right ways are to go, yet we

continually implement things, we implement pr~grammes

and they fail and employees become used to the f Levouz

of the month intervention, and often it is managements

fau 1t that these interventions don I t bear frui t because

it I S leapt into without any thought to the total

dynamics that are involved and what the company is

trying to achieve and the factors that come into

play. "

-'--
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down there, ~nd this culture trying to enforce and
impose itself on what is below it, in a very forceful
and direct manner, which for me is being shortsighted,
because they seldom try to look at the culture which
is predominant."

au••t:Lon
HThis is very much in terms ot Koopman when he taAks

about shared values. Will the labour torce buy into

~he goals and objectives ot management."

Ro:t.pon ••

"If you at your, and I just think of our supervisory
level, thoae whit88 that are in it are ba.ically trom
an Afrikaans backgrounds and I hate to make a
generalisation, but steeped in a v~ry authoritarian
way of doing thing.. Dealing with subordinates who
pt'edominantly come from a background of consen.us is

the way forwerd, it's the rock on which your quality
proceaa is going to floundet· because you haven't got
consensus to itart off with."

(Ju•• tJon
II lain i thank you very much for your time, are there

4ny other pass.tng ~omznents which you would like to

make or closillg remarks your would like to Make in

terms ,~t what we have discussed 1"
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through that process as well as we could have."

Qu•• cion

"I want to just bounce something oft you.

.'

Peter

Chr.1:::rt..i., and l.essem have a view that what we are

doing ir. coutin Af::'lca - we are managing in an incorre~t

manner, In the Je~se that we are imposing a Drucker/

Covy/Peeer:: m:.nagement style - that what we ar.e trying

to ..10 .411 South Africa, we are imposing an l\merican

kind • manaqe1l.ent style which is highly competitive,

h;ighly i.nci.tv1dualistic and highly goal orientated

onto n !...:......r force which is predominant.ly community

based cl!ld 4 different value systerr. And what Lessem

and ev,r. ~ovemore Mbigi are calling for is an Afro-

cenl.l'i: kind of management style. What 1::1your reaction

ttl ch. t. kind ot proposition ?"

R•• pon••
" I think they certainly do have a point, that

Eurocentric management style haw been dominant for

so mnny years and that so otten companie Q requiro

(maybd not in ~ c~n8cious way sometimes) that they

require new recrui ts, and they conform to what is

commonly calleo business practice. tole are dealing

with companies who bave a normal triangle and you

have that being management. That's very crude, but

m~at of management being white and a totally different

culture operating here and another culture operating
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statement whole-heartedly that it's something that
cannot be injected into the system without some form
of change occurring in terms of the systems, the
structure, management style, 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 supported the whole
implementation."

au•• ei.ol2

·So you 4gree then with the hypothesis th4t if there

is not tundemental management change, then the process

will floundcu' r:

R•• ponse

"Mest 'iefinitely. One hu to qualify a state:ment in
terms of what Carlton i. and what the Company hfts
been in the past and it ~ou look at the management
structure and the dynamics of the top manaCJement
tltMt, they have blJentogeth",r ter ~ long tlm", they
certainly have a lot of h.r.Q"",)U ~.:l terms ot their
approach, and I thlnk to come oxtent you still heed
toddY, in fact we hav~ just had it, in terms of re-
organisation, you need people to relinquish power as
tou were saying, and you need to reward it you are
goin-J to measure peeple, it you ..'ant somethj,t.gfrom
people you must measure on it and you must reward
them on it. And I am not convinced that we thought
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consensus among allot the authorities on TOMthat a

significant change in management style is required

in order to successfully implement TOM. It I could

Just read you from an article in the Sloan Management

Review. There are 3 gurus that wrote this article

and they basically say the following:

"TOMis more than a fltd or a buzz word. It is even

more e: n a technique to controlling and motivating

employees. TOMis a challenge to conventional

manc!lgem~nt techniques and to the theories thdt

underline them, therefore it cannot simply be

grafted onto the eXisting management structures

and systems. If it's benefit:.. .u"'e to be fully

realised, then companies nced to prepdre themselves

for organisation-wide change including top

managements reli.nquishing of powtJr. Furthermore,

TOMpractices cannot be combined with strategic

initiM:iVfIJS such as corporate restructurings that

are based on conve/Jtional management theory. The

tailure of one or both programmes is inevltable.

,Wilat would be your reaction to that comment ?' and

then the second part of that question is 'wJUtt sper.ific

management. changes have taken place at your company

which you think has lead to the process being reasonably

eftective' 7"

R••pon~.
•Let me answer the first one. I agree wi.th the
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93, but training in isolation as far as I am concerned.
The newcomers have been introduced to the concepts of
TOM, but there has been no measurement of quality in
the work place, no real measurement - when I say no
real measurement, I mean it in a sense of a very
committed way, that we are committed to quality,
therefore the initial spark and enthusiasm about making
sure that everything that you do adheres to the quality
philosophy has disoppeared."

"So you believe .. little bit ot momentum haA' bef:n
lost ?"

R•• pon ••

"r would say quite a bi: of momentum, but things have
also changed. W& have had to - because of what we
have put people through was fairly basic - and a lot
of focus is now on the customer and del~ghting the
customer, a lot of focus on participative leader~~ip,
and r think there has been a maturing, al well as the
fact that our business - tile circumstances, t!1e
environment in which we operate - has changed some'Whet
We are no longer making a huge profit.. Our profit
has decreased every year over the last 3-4 yeara."

"We now come the real crux ot the matter. There is

--
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and that it was another management driven programme.
In essence, it wasn't sold properly to the Union."

Que.tlon
"So would you say that trom your point of view and

the CompanY':3, that early Union involvement is

imperat:i " .... "

Response

"Most definitely. The whole thing about part.icipative
management, they have the prerogative to take
initiatives, but they need to get the buy-in and the
participation, at the very least, consult with the
major sta1aholders witt.in the Company."

Qu•• tlon

"Tell me lain, how effectlve do you bell eve TOMhas

been in your organlsatlon - did it; tn'c~~ci YDur

expectations, achieve your expectations, or not achieve

your expectations, or make no difference whatsoever? H

ReapOD ••

"I can only conunont from the time tha;; I have been
here, becau3e I obviously wasn't around wnen it Was
going full bore, and they wen~ at it hammer ~nd tong
for about 2-3 years. They were p~etty ~appy with it
at that !tage. Since I have been here (beginning of
January 1993), training has been done up until mid-
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Que.t.ton

"Notwithstanding the fact that a quality improvement

process must be top management driven, it requires a

lot of team spiri t and team hu i !ding. How did

management in your Company obtain this commitment

frem the rank and file of the 1I .•lployees?"

R•• pon ••

"That's an interesting question. I think one needs
~o outline how the process evolved. It was launched
at Head Office and then at various other locations.
We had then, Cape Town, Head Office, Roodekop, the
Distribution Centre, Enstra Mill, Wadeville Mill,
well there were 2 of them at that stage, so that's 6
and then Durban is 7. I won't count PI!:because they
only have about 7 people. So you are looking at 7
l"rRt'; nnll. It was a bit of a road.how . The guys went
to the locat.ion,had a meetinq for all the employees,
the thing wae officially launched ana it was then a
process of training and actually making it work within
that location in terme of training and setting up
project teams was committed to. Unfortunately, we
didn't, one can say with bindsight, involve the Union
as much 4S we could hav~ and we had a backlash at
Enstra. A lot of effort went into preparing the
meeting, we cleared away part of the Production floor
and we had a number of Union members boycott it,
because they felt that they had not been consulted
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productivity."

Question
"There is a general consensus, lain, that any quality

improvement program has to be dr.i ven from the CEOand

his Senior Managers down. would you agree with tha~

comment ?"

Respon.e
HI think in any type of intervention yo~ need the
CEO's b~cking 49 a starter. I think that is how I
would qualify it."

Que.t:ioll

"I know your CEOpersonally and he' s almost d crusader

on this, he goes around the country preach.i.ng on TOM.

How would you rate th.i.s in terms of the implementation

ot TOM in your company, in other words, that the CEO

plays a meaningful role?-

R••pon ••
"Yes, out of 10 definitely within the top list above
the 75% quarter, as you say yourself, he's p~t ~is
backbone into it and he certainly drove thp process
to begin with."
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TUESDAY - 27 SEPT~ER 1994
INTERVI~ WITH MR lAIN HOWS~
HUMAR RESOURCES SPECIALIST

PERSONAL DEPARTMENT, H~ OPFICE,
CARLTON PAPER SA (PTY) L~D

Qu•• tion

"Could you plea.:Je J.ndlcdte t.;e main reaSons that

made your company decide to implament the Total

Quality improvement process, because tw the best of

my knowledgf! your company is one of the very first /

one of the pioneers.H

Response
"I think if I am correct in what I have heard and I
need to qualify that up front. The! reasoning /
rationale for it was that we were not nappy with the
production process. We have very old equipment that
has been in place for a very long time and people
have said it needs to te replaced. That sCfnario
has been with us for y~ars, and on mor~ than one
occas ion in our history, people have said, "look,
it's not necessarily the equipment, but it is the
way we do business and the way we manufacture that
needs to be improved. I~'If pertle.~s40% the equipn,ent
and 60% the people, and TOM was introducbd as an
intervention to improve the way we manufactured and
the mode we did business as a whole to improve
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Question

"And then those companies that you lndicated have not

been that successful, I would assume that the converse

wou Id apply, chat they have 3tuck to their traditional

methods ot management, highly autocra t ic , non-

recognition, non-people empowerment. How would you

respond to that observation pH

RespOD••

"Very much so, we did it right anyway, we are quality

anyway, 51) we jUl'It carried on ae usual. The work was

high quality, so the workers must change."

Qu•• ci;,n

"Char les, thank you very mur.h, that has be.n v"'~r

l'seful. Perhaps you would 4 .lce to just give us som«

p~!:::ifl(; ob:;arvaeiQll.i ul' 1If14rls cf nsaom tram your 4

years ot involvement in TOM and coming [z'om an

operational background, perhaps you might just 'livtt

us an ~verview e r what management changes you believe

are necessary to successtully implement TOM.H

Re.pOD.e

"At th is ..tage, !?robably what we have come to aceepe

is that TOM, I believe, TOMmust be profit orientated.

To say change the culture, that's the thing to do

nov, because we must treat people right and that IOl.'t

of thing, doesn't have a lot of power. If we want to
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Quest.ian

"Charles, to what to yau attribute the resistance to

change by manolgement 7"

Re.pons.
"Fear of losing control. Fear of the unknown. The
fact that we a very successful company at the ~oment,
so why change. T~ey find that very secure Managing
Directors are very reluctant to change. They are on
a winning fOrMula, so why change."

Que"t:.1on

"You have indicated that some of the companies have

been tighly succ"sstul, could you perhaps articulate,

just briefly, some of the tundemental managing changes

tha~ have taken place in those companies that have
ettectivQll' introduced TQM. What changes did they

brinq about in their management style ?"

Re.pon••
HThe visible and noticeable changoa in Managing
Director] style in participation, listening to input,
empowering people, insisting that managers negotiat6
and deal with the shop floor people. They have moved
away from an autocratic to a more democratic manager,'ent
styl.e. Actually an acknowledgement on their own part
is tha~ they need to change,"
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Qu•• t.ion

HI want to rt,ad to you a quote from the Sloan Management

Review, and then we could perhaps explore your

perception ot why some compan:.es have done very well

and why some have not done '/ell. These 3 gurus who

are qui te famous 011 TOMhave made the following comment:

HTOMJ.S more thar. a fad or a buzz word. It is even

more tr.an .. technique to co."trolling and motivaUnq

employees. TOM is 6 challenge to conventional

man..gem~lt techniques and to the theories th~t

underline them, therefore it cannot simply be

grafted onto the existing management structures

and sY3tems. If it's benefits are to be fully

realised, then companies need to preparo themsel ves

for organisational-wide c/lange includinq top

managements relinquishing of power.

How would you respond to that.' Would you aqree with

that observation ?N

R•• pOD ••

"Def;nitely, I chink one of the factors that inhibits
qu~llty is the resistance to change, especially at
management level. You find workers actually buy-in
quite readily, bu~ management is reluctant to chang~
the structure and to empower employ!es."

--
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Que.tion
"Now 'laving agreed on that, I think there 1s also

general consensus th4t you have to get the staff, the
rank and file employees, to buy-in to the process in

terms ot te&!mbuilding, commitment. Howdid Unitrans

go about gettlng this commitment trom their employees?"

Respon ••
HIt v£ries from each of the Companies, but we will
come to that. Generally speaking, it was a training
thing initially, top down tnining. More participative
teams, that is, in contracts, depot manager and team
leaders from the work force. The more that.was done,
the more progress was made 0.. the team building side.

Qu•• eion

"You are .incharge of t' he TOMprocess in 10 operating
compani~J. On average, 4cro~~ rh~ board, would you

say that the TOMfrocess has met your expectations,

exceeded your expectations or come below your

expectations 1"

M•• pon ••
·On average, I think it has possibly not met our
expectations. Somo companies have done very well,
but I beli,,'/ewe could have done a lot betttlr.H

--
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THURSDAY - 29 SEPTEMBER 1994
INTERVIEW W'('l'HMR CHARLES HOWES

GROUP QUALITY CONTROL MAdAGER - UHITRAHS LT~ (H/O)

Qu•• tion
"Char las, would you please indicate what the main

l'easons wl!ro for Unitrans deciding to implement the

TOM process."

R•• pon••
o I think it was /l recognition that you have to
provide a quality service, so we hav~ to get closer
to our staff, and it our statf could contribute
significantly towards improvement, it would give us

a competitive edge. It wasn't seen alJ the costs
initially, it wal seen a8 servic~. The belief that
better service would actually improve our market
sh'lre."

Qu •• tion
"Charles, there is general consensus that TOM has

got to be driven from the CEO, and Sen.~."r Man~gers

down? Would you agree with that ?h

R••pon••
"Definitely."

--
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3M world, we run our businesses under ~~~ umbrella of
Q90's, and we measure our progress every year in the
7 categories of that. We are not so much interested
in the score that comes out of that process, but what
we are looking for are areas of weakness, and then
the following year, we ~ddress those weaknesses as
far as we can, and t~en meet again the next year and
re-score ourselves, and re-define out areas of
weaknesses. ~o throughout the Company we have this
process of c~ntinuous improvement throughout all 7
of Q90' s categories, and pinging upon thoee 7
categories are things like, TQM, and ISO 9000, and
benCh marking, and all of those other things, none of
th'm are an end th~mselves, they are simply means to
an end. The end is, in our case, is to exceed the
cust .rs' eX'~ectat~or.s at the end of the day.
!very~_~nq is addr~9!~dto th~~. A m8jnr ~art of our
activitie~ i. concinuous on-going tomer surveys
to en.",_ethat we are continC'uslyimproving our rating
amongst our customers."
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Qu•• tion

"SO it depends er.;;irelyon the people and the management

style ot the company?"

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 TOM you need a company
philosophy. You need some way of constantly monitoring
your progress, and you need a process which allow3
yo'\ to apply whatever philosophies you want to
implement to all parts of the business. It's general
in a company like this, in the past we only concentrated
on manufacturing, quality was something that rested
in manufac~uring, and we have had to get those
principles applied down throughout the organisation,
through costing, purchasing, human resources I and
particul,'lrlyin cu.t:lmer service.·

Qu•• tion

"So it's a holistic approach, you cannot view it as

an ad hoc or an add on ?H

Rearon ••

"It has to be holistic, so to that end we took the
Maicolm walridge National Award, which is an award
syscem in the United States, we took their criteria
and renamed it 090 in our Company, and through the-~
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Qu •• e.ton

"Keith, 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
experidnce in this particular portfolio, is there
anything that you could perhaps share with us as this

is academlc research, and it will appear in the librtlry

and will be useful to people who want to introduce
quality management, the lessons that have been learnt,
that you could maybe share with people who want to go

down that route ?M

Qu••tion
"There are 0\ lot of popular things that an in fashion
at tht!'moment, and ~eople are diving into, hoping
that il. will turn eheir company around, and solve
their problems. There have been a lot of geminars on
things like 'bench marking' recently, and people are
qrabbing this, and are going to ~·.shout and start a
bench marking exercise, or they are going ~o rush out
and start doing statist;ical process control. We
believe bere, that all of these thing~ are reelly a
waste of time unless you have the structures, and the
attitudes, to 6.11owchange to happen. tlenchmarkihg
on it's own is not going t~ anything for you it the
people are not; willi'lq to implement the required
changes,"
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management - the messenger wasn't shot for bringing
the bad neWB, we set up a number of task forces, we
got into some training programs dealing with process
re-engineering, problem-solving."

Que.tion
..So you let peopJ.e .lctucdly accept accountabili ty

for their own actions r:

Response
·Yes, this ~eople found very difficult to do initially,
they kept running to the new MD asking him what they
should do. lieaddressed a meeting in SOI.'thAmerica
which I was at, after his first year here, and he
said the biggest problem he had when he came here was
that there was such a lot of dolegation upwards,
everythin:tarrived on his desJr,and h3.siJiggest.problem
in that first year was to stop that, and to get it
dealt with - to reverse the process - get it dealt
with at lower levels. People have opera~ed for 7
ye~rs under the old system and it took the~ over a
year to change their style at the level below, and
then of course this cascaded further down in the
Company. I did a survey recently of middle-management
and asked them how empowered they felt they were, and
I ~ot a very good rating on a scale 0-10, and it came
out at about 8.2 al I recall."
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decision making process. It must be driven from th~
top. The indicators of success roust be defined by
the customer and not by yourself.
big deal. It's just another tool.
bigger than that."

SO TQ~ t~ me is no
We need something

Qu•• tio.12

"This is what I am trying to get to Keith. Would you

like to indicate specific changes in management style

that have occurred In 3M In order to reach the 70\

success rate, which is very good. What change, what

man<'2gement styles changed - did it oecome more

democratic, did it become more employ6e orientated,

recoqn i tion ot employees - what in your view were
some ot the reasons tor the success ?~

R•• pnD ••
·We were fortunate here in that co-inciding with our
initial thrust of th.i.squality journey, we also had a
change iL CEO of the Company ~nd w~ went from a very
autocratic style down to a very laid-back democratic
style of CEO and that facilitated this thing, from my
point of view, it brought about a lot of changes in
the Company, but particularly as it impacted quality,
thi3 was very fortunate that we had this new style
introduced, and it was a style which empowered people
to get on with the job rather than chec~ing everything
that was done. It became a very friendly style of
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Question

This brings me 'ow to the real crux of my research,

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

tn read to you ~n extract of an article by 3 gurus,

which was published in the Sloan Mar.agement Review:

"TOMis more than a tad or a buzz word. It is even

more than a technique to controlling and motivating

employees. TOM is a challenge to conventional

management techniques and to the theories tnat
under line them, therf3fore it cannot simply be

grafted onto the exiDting management structures
and systems. If it's ~~nefits are to be fully

realised, then companies need to prepare themsel ves

for organisaticn-wide change including top manage-

ments relinquishing of power.
would you dgree w.\th that comment? H

R•• pon ••
"Yes, in general. It depends on how you defintt TQM
and what Tc,;Mmeans to you. TQM to me is simply
another tool in developing the core of a system. I
rate it as a tool along with with things like ISO
9000, and Statistical Process Co~trol and quality
function deployment, anc vision and mission - it's
just another tool, it's not an end in itself. It
depends on how complicated you want to make TQM. To
me TOM is just a basic littl~ tning to g~t a massage
over that you should Lnvo lv-, all employees in the
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values that people at all levels accept, and then you
define your mission, and you c~rry on from there so
that people know what the culture is, what they are a
part of, and ~u that way we seem to have got some ~uy-
in at all levels.·

Qu... t.ion

~Keith, one of the problems with quality is that in

many compani~s it's been very successful, and i~ some

companies it's exceeded expectations, and in others
it's not come up to expectations and in some companies

it has been a total flop. How successful would you

say it's been in this Company on a scale of O-lO~H

Re.pon ••
HI would say we are probably currently at a level of
about 7."

Que.tion

"As high as that I That's very good. HOI. tong did

this take to achieve ?H

R••pon ••
·Well generally it has been part of 3M's objectivflJs,
but I guess we re~lly got serious about it 3-4 years
ago whon we introduced an umbrella philosophy, an
umbrella proce~, c~lted Q90."

--
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about where you are going to, shared vision, shared
values about,how you are going ti)behave, and strategieb
and performance management that actually drive you
towards that vision.·

Que.Cion
"You bev« raised a very interesting point which brings

~~ to the next question. We hav~ agreed that it has

got to be top management driven, but you mentioned

shar£d values, which means that you have to let your

rank alld file employees to buy-il' to the process.

How did your orgdllisation go about achieving tllae ?

How did you get them to commi t ehems~l ves, bHcause

p'itople norm.slly resist change of whl.tever natur1 ?"

Re.pon ...
·We appointed some indepent.ant consultants/
tacilitators, and asked them to help us set up sessions
with 411 staff of different levels, different
~unctions, at various meetings over time, in order
for them to input into what ,,'asright with the company,
what was wrong with the company, what sort of company
would they like to see, and therefore identifying the
behaviours that we had to start, maintain or stop
that would drive us, that 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

SOUTHEaN LIFE ASSOCIATION LIMITED

Que.e.ion
"Mr Spinks, could you please articulate the main

reasons why Southern Life decided to go down this

TOM route."

R."pon ••
·We realised that it we want to achi~ve our vision,
which we d~scribed, we have a set of values and we
have t~ ~ridge the gap between where we are now and
where "',ewould like to be. And it's helped '1'J

under~tand the steps that we have to go through to
dev~lop 4n organisation that will actually achleve
the strategies."

Qu•• e.ion
"There is a gene~al consensus amongst most gurus,

that any TOM process must be driven [rem the CEO and

hlS senior m~nagers, and cascade down. How would

you respond to that ?"

Respon.e
"100% agr"!ement. WhCit YOI1 are looking tor is a
common pUlpose in the organisation, a common vision
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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
ae 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, bnd
it has c~st us a lot of money and a lot of time, and
if we knew then what we know now, ~e would have done
it differently. What we have done is, we have moulded
what we've learnt and changed it to 9ui~ Schindler,
our company, our people, our culture, and we have
taken it from there onwatds, and we've made a lot of
mistakes, and we have actually changed the structure
to suite ourselves, and a lot of companies I have
spoken to, agree with me totally. Our Head Office
and S"'itzerland have done the same thing, we have
actually changed, and I am not running any other
organisation down, any quality organisation, or any
consulting organisation down at all, what thoy are
all trylng to do 1s very good, but it cannot be taken
~traight fr~m thetr books and put into the company,
you have to change it to suit your company and people.
And that's ~hat we are do~ng now."

ddcthesi\jntvw005
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Respons.
·Yes r would, but I would also like to say ve made a

fundement.al mistake in training as well. We did'nt
support it with back-up programs like team-building,
problem solving exercises, how to measure, what to
measure, who to measure. You have to as soon as
certain training programs h~ve been completed, people
have to get involved immediately after, and use it in
their aaily jobs, and if they don't use it, they
forget. And that's what we did not realise had to be
done. What has happened n~w is, is that there is
such a big gap between the actual training no"',that
we have to go bacr Iverand redo our training, probably
in a different way,"

QU••tioD
"Are there any concluding comments that you would

like to malee, or anything that you would IH:e to
contribute to this acadfltmic reaserch 7"

R.spon ••
·Yes, I would never advise anyone to take any, whether
it be Crosby or Duran, or any kind of.TOM package and
just think that by putting that in the cOIf.panyit's
g01ng to work - it's nc.t. I think that ycu have to
take a lot or a bit of all the different gurus, you
have to bring th~t into the company, the~ you have to

ddcthesi\intvw005
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m~ke the mistakes that we made the first time around.
Our management have realised the importance of TQM
and the necess.ity of th~.s. Without rOM, you are not
going to survive, and that's the bottom line. It's
the way you implement, and you have to let go of the
reins very, very slowly on hoth sides, so that people
start feeling easy with it. Management gets 'red,
because of giving resr JUsibility to someone else,
and the line manaqers get scared because now they've
been given something that thl~y.:\renct quite used to,
BO both sides h~ve to have very gentle fhcilitdtion,
coaching and guiding into the way it's done. It just
cannot happen overnight."

Qu•• cion
"So tIIhat I thi.,k I hear you saying is that ehis is a
vary long term process, a holistic approach."

Response
"Very much 90."

Que.Cion
"My experience has been, and r implemented TQM at .!

very large company ot 3500 employees, is that tra.ining

is tundom"ntal to the whole process. You have to
devfflop your team work, you have put instructors that
tacili tate ompowerment, recognition and all those

kinds ot things. Would you agree with that ?"
ddcthesi\intvw005

s :
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grafted onto the ex~sting management structures

and system'J. If it's benefits are to be tully

realised, then companies reed to prepare themsel ves

tor orgaldsational*wide change including top

managements relinquish~ng of power.

firstly, do lOU agree with those observations, and

secondly, what change in management ~tyle have you

perceivl!d at Schindler, that has complemented the

process ?"

R•• pons.
"Yes, to ~~swer your firRt question, I 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
experience as the TOM co-ordinator over 18 months,
you cannot just let go of reins just like th~t, ~ou
have to train your people to take on responsibility
which management is now going to be passing down tho
line, and I think that is what we have learnt to,
because what we did do J.nitially was w~ gave
responsibility to people and asked them to input the
process to the QRT as they wished, and it wasn't a

success, so wu had to retrace out steps back, we had
to reapproach this whole strategy very differently,
and th~t'. what we did. And we changed our whole
comp~ny structure to suit the company in order to not

ddct.he8i\intvwOO~
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Qu•• eion

"HIJve you got the trade union involved ae all in this

process 7"

"I hdd a meeting with some other people and one of

the reasons that they found that the process had not

been that successful was because they had not consulted

wi th the unions, and in fact they had union resist.mce,

and they are now having to retrace their :iteps and go

b~c~ and start again."

Response
"Our shop-stewal.:ds are involved, our human resources

side, what we have done witn all the departments, is

that we have told our customers and suppliers, we

have inf.orMed everyone of our TOM proces a and, 30

yes, the shop-stewardc and the unions are involved,

definitely. •

Qu•• t.ion

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

article here which was published in the Sloan

Management Review, dnd I would like t~ read to you a

comment that these 3 authors make :

"TOMis more than a fad or a buzz word. It .is even

more than a technique to controlling and motivating

employees. TOM is a challenge to conventio.,al

management t"chn.iqut!s and to the theQri6s tholt

underline them, therefore it cannot simply be

ddcthesi\intvwOOS
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bett.er ideas on ti.meand where we want to get to in
that time."

Qu•• t.1on

"We have already est :!blished the fact that the

consensus IS that It must cascade trom to~ management
down is a pre-requisi ttl, but fundemental to TOM is
the rank and tile of the employees buying-in to the

process, and the commitment, rather than compliance.

How wo.Juld'you say you people went about getting the

employees to buy-in to the cor.cept and the process -
what strategy did you use ?H

R.spons.

·You see that's the problem we have to this very day,
we haven't got buy-in yet, or should I say a bette~
word is ownersl~p, each person taking ownership, and
f:!lerefore,showing commitment to it. :)0 we haven't
reached there yet, we are still w~rking on that. We
thought it would be an oasy thing fo~ everyone just
as soon as you say 'you can now have responsibility
you never had before', but people are very scared to
suddenly to be given something that they've never had
before, and they look at that ~9 a challenge, they
look at it as 'what is this all about?', the whole
process is looked at as a flavour of the month, so it
~asn't as easy as we thought. But we are actually
workl~g Ou that."

ddctbesi\intvw005
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Question

"l'here is a general consensus that any Tr.,JMprocess

must be driven from the CEO and his senior managers,

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

Response
"For sure. Th~ only way to go."

Que.tion

""ow well have you succeeded in your TOM process so
tar, would you say that you have exceeded your
expectatiol1s r:

Rospcln••
"No I I think TOM in 4ny company in any cou~try is a
m;.racle because of che cultural wars of the country
you are living in, and it is very, very diffic~lt to
get peopla to change, and it's their attitude tnat
you have to change. An attitude that they nave been
brought up with and the culture of the company, so we
thought it would be easy, because to me and a lot of
people, TOM is common sense. We were obviously off
mark to t~ke that as be~ng an easy thing to change,
but no it is not. It is very difficult because i~'s
intangible. No we haven't reached our expectations
yet, we h~ve actually gone back a few steps, a couple
~f points, but I believe that is normal and natural
and I believe now we are on a better track and have

ddctbeai\intvwoOS
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THURSr.AY - 29 SEPTEMBER 1994

INTERVIEW WITH MS CAROL TA1T

T~M CO-ORDINA~vR O~ SCHINDLER LIFTS (PTY) LTD

Question
"C.!rol would you please explain the main reason why

your Company decided to i:nplement the TOM process."

Respons.
Well basically, we a~e an international company and
our model company is in Switzerland, and it was an
international d~cision, not a prudent S~ut.h African
decision, so it was a Swiss decision that the~1 wdnted
all their companies throughout the world to implement
thA rOM process, simply because their objective is
to b~come the No.1 service company in the world.
That is a very la~ge objective, and they want all
their companies obviously to do the same."

Qu•• ti~.D
"How long have you been going down this route ?H

R.spon ••
"Since January 1991. That is when all our Directors
were train~d, but the ac~ual line managers down the
Company never got involved until June 1992."

ddcthesi\intvwOOS
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Question

"Charles, in the one interview I had wi th the gentleman

from C~rlton Paper, hR indicated that fundemental to

thlS whole process is ! revision of all th~ corporate
company human resources policies, to bring it into

line with empowerment and recoqn i z ron . Would you

agree wi th thdt observation? For example, he qu .ted

the example of a person who had the right to sign a
cheque for e: 000. Thllt is not empowerment YOLO

have to change that p.Jlicy to give the mall more

freedom to exercise his discretion."

Response
"It's the policies, the 9rocedures, the systems that
need to be cnanqed objectively. People will not
change if the policies, procedures, systems of .....11

the human resources, the wages, everthing, have to
change in line with what you are trying to achieve,
and ~here is 4 big resistant ~o change th~m.·
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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 to say, 'we are going
to use thi~ process to make a profit, and everybody
is going to share in that profit. Not just profit
for the shareholders, but profit for everyone acro~s
the board. You have got to have that commitm~nt, and
that's the only way you get it. And the n3pd to
actually have to change the processes. There has
been a belief that people can actually change what we
do by ask~ng peuple to do things better. To me that
doesn't work, in fact if you want the output to be
different, you have to Change the way you do th.e job
and there is a great reluctancy to change the way you
do the job. I believe strongly that if you jon't
change the way you do thft j~b, the output 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 dO a good job, bnt it c;oes wrong, and it goes
wrong because of the way the job is structured. You
hfted to change the way the job is done. I believe
that after 3 years, now, Unitrans is actually coming
to grips that the need ro change the job and at the
same time empcwer the people to do che job."
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exercise going. That was ret lly all we ended up
doing in the last year or 2 when I was there.

Question
"Are there any concluding comments, pear2."of wisdom

that you could share with us as this is academic

4esearch and this document will be lodged in the wits

Business School library. Is there any advic~ with a

v rs icn of hindslght having <Jonedown thi..roac , things

thdt you might have done differently?"

Response
"I would say that seni~r m/..aagerll~l'lthas to be totally
committed, >:'atherthan to pay lip service to it.
They must show in all they do that they are committed.
They must say specific things, presentations, that
thEy must actually be something that they ere seen to
do, and they m4st not cut corners. They must lead by
example. '

Que.tion
"I think t,iis is the one area of weakness in my

research, is that I am talking to the senior managers

and not to the rank and file, a~d r think there is an
opportunity the."!!for further research, because I'm

sure if you go and speak those peup:~, there may be a
totally different perception as to how well it has

been implemented."
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Question
"So to pursue that a little further, Anjr~, do yOl~

b~liev~ TOMhas got to bec~me an integrated part of
the whole way the company :s run, and not an add on,

people must see it as normal work 7"

Response
"Yes, it must be part of the process, part of your
everyday job, not just someching you remember because
it's on y~ur desk, and you quickly just spend half an
hour on i~. It must be part of everything that you
do. "

Qu••tion
"A.ndre, do you think one of the reasons that that

happened was bel.ausemanagement didn't sJgnificantly

change tlleway it managed, in other words, the question

ot recognitioli, empowerment, sell-directed work/

project ;eams, do you beli~ve man~gement did not go

down that reuee 7 II

R••pon••
H In the area I worked, we f.;)undthat some of the
aspects - ~ or 3 of the 14 steps - kept b~ing pushed
and worked on, the others seemed to be ignored. There
was quite a bit done in our area on recognition, and
there was an attempt to keep the cost of quality
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underline them, thezetore it cannot simply be
grafted onto the existing management structures
and systems. If it's benefits are to be fully

roalised, then companies need to prepare thems,,,,l','!s
tor organisatiull.::l-wiJechange including top

managements relinquishing of power.

Firstly, Andre, would yo~ agree with that ~bservation,

and, secondly, what kind of change in management

practice was introduced at Old Mutual to effectively

implement TOM?"

Response
"I don't believe enough was done. I found that early
on in the division I wor~ed for, there was a senior
manager who was apppointed as a quality awareness
officer, and his job was to market quality, to push
it to make sure it hap~ened. As long as he was doing
i~, there seemed to be ~ lot of emphasis on quality,
When he was moved to another job, evorything seemed
to slow down and eventually disappear. I then moved
to another division in Jhb, and quality was around
for a while, but it was alWl',Ysseen as something
extra. The idea was that you had a meeting, you
talkod quality first, and then you do oth~r issue~.
PeopJ.e always saw it as something speciul, not as
part of their job, and after a while, we stopp~d even
talking about it, and eventually it disappeared off
the scene,"
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of thd initiative, and how long had they been at it

at that time ?"

Response

"When I left Old Mutual, it had been a~ound for about
5-6 years, and my perception was that it was fairly
successfull in the administrative ar eas where the
work process~s ar~ fairly uniform and standardised.
I c~e from a consulting and marketing area where I
don' believe it was that succ~ssful. In your consulting
and mark~ting field there is no clear description in
what you actually do for a client. When a client
wants something, ynu jump and you do it. It's not
easy to always distinq~ish between what the inputs
and outputs are - there ~s no clear process, and we
found it very difficult in that environment to p~actice
the detail and quality process. I found it difficult
~o measure how effective the process was."

Qu••t':£on
"AnClre, I now come to? the crux of my matter, I have an

article here which was published in the Sloan

ManlJgement Review, and I would like t.::J read to you a

comment that these 3 authors mdke :

"TQMis more than a fad or 11 bl.izz word. It is even

more than a tec),nique to controlling and mCJtivat.1l)g

employees. TOM is a chall,nge to conventional

management techniques and to the theories that



57

aU8lftion

"Having sa.id that, what did Old Mutual do in order to

get the rank and file employees to b!lY -in trJ the

process, because clearly, one needs commit l'!lnt from

these people if the process is going to work ?"

Response
"There was an attempt to show that senior management

w~s committed. There was a big signing process, the

Chairman and all the General Managers signed in front

of the staff at Mutual Park, and then quality was

kept quite high on all agendas, newsletters,

presentations, and all the senior executives and

managers were encouraged to push it down the

organisation."

au•• t~on

"So there was quite a lot of marketing done 7"

Response
"Definitely, yes."

au•• eion

"In your view, hew effective do you thJ.nk the process

was, in terms of meeting expectations, exceeding

expectations, or coming below expectations, in terms
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FRIDAY - 30 SEPTEMBER 1994

INTERVIEW WITH MR ANDRE PIENAAR
DIRECTOR - ALEXANDER FORBES

(This interview is based on what Andre did at his
previous employer, OLD MUTUAL)

ou••tjon
IfAndre, what was the mot...vating factor 1n Old Mutual

deciding to implement a TOM intervention?"

R.spon ••
MIf I remember correctly, the Old Mutual Chairman
was on the Board of another company, it could have
been Sha~l, and they had implemented quality and he
got excited about what they had done, and some Denior
Old Mutual personnel were sent to the USA to have a
1nnk ~t th.e .....hole qualil.y process. The Crosby
process.M

ou••ejon
"There is a general consensus amongst most gurus,

thtltany TOM pr()cessmu=t ba driven [rom the CEO and

his senior man~gers, and cascade down. would you

agree with that observation ?"

R•• ponse
"Definitely. "
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"Wht!t I think r heard you saying is that, if management

acts in a manner that is contrary to it's stated

values and mis s ion«, it can torpedo the whole thing,

because then tile people at grass root levels turn

around and say, 't.'lese guys are talking wi th a forked

tongue, they are telling us to do things in one way,

and yet they politely go or doing things in the old

way. WOllld that btl a valid observation ?"

Response
"Yes, it's one of the threats to the sLtrrtLon , I am
not quite sure how you would deal with it, exce9t
where you notice behaviour that is inconsistant, you
deal with it there and then. Another way is, again,
educating the managers of what is really trring to be
done, that there is a better W&y. In our ccmpany at
the moment, I understanri - r am t..~t involved Ln it. -

we are thinking of changing our disc':pl~~arygrievance
procedure to be a disciplinary only procedure, which
means that an employee can challenge a manager, in a
disciplinary sense, for failing to behave in a propper
manner, So what would nCrTnally be desr:ribed as a
grievance by the emp'oyee is now all the same thing.
It can go upwards, sideways or downwards in the
organisation, the disciplinary can be lodged in any
of those directions."
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Response
"r think the biggest challenge is to get people to
understand the power and necessity of learninq. To a
lot of p~ople, things like shared vision and values,
are nice to have academically, unrelated to the
business type of issues, and there needs to be a
common under9tanding that this is actually potentially
powerful stuff.

One mistake that we made some years ago was to assume
that people want to be empowered. We did' nt understand
empowerment ourselves well enough, and we just allowed

,
\

f
iteams to encourage them, and allowed them to se':

their own goals and monitor their own standards, and
what happened often was that the standards fell,
people felt free to do what they liked when they
liked, but we were'nt measuring the business closely
enough.

'!'hethird element is that if we have vision and
values and we have strategies that will drive us from
where we are now to where we want to be, those will
only happen if the culture of the ~rganisation is
consistant with those values. So it's really the
holistic mana,;ementof all those things that I think
will move the organisation effectively towards it's
vision."

-'--
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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 therefore the
training to help then do their work better and to
understand business ~etter. We are in that process
at t"l.emoment, I think it's largely a process of
information sharing, of encouraging people to take
ownership and to reward them appropr Iat.e Ly . The
latest movement we have on the reward side, is to
introduce a divisional bonus ~ool that is based on
the relativ(! profitability of the individua::'teams,
and there is a mechanism for creating a pool that is
shared amongst the people who have actually cre~ted
it. We are in the process, at this very moment, of
actually sharing the idea with our people."

Que.eion
"Are there any concluding comments, pearls ot wisdom

that you could share with us ,~s this is academic

research and this document will be lodged in the Wits

Business School library. Is therp.any advice with a

vision of hindsight tieviriqgone down this road, things

that you might have done differently?"
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H~ ,uotes the example of the time taken to
build the car for President Nelson Mandela,
namely ; four days with only nine faults.
The equivalent German average is six days and
fourteen faults, ~hereas the normal bverage
in East London is said to be fourteen days
and sixty eight faults I On another occasion,
when workers agreed to make up lost production
subsequent r.oa dispute, they completed sevent.y
cars a day, while the average is forty cars
per day II

Dekker traces the poor relationship habit';
~cquired by both unions and management hack
to ~he 1980 decade and argues that it will
require more than goodwill for this to be
corrected. He quotes Fritz, a management
psychologis~, who draws a distinction between
structural conflict and structural tension.
Fritz points out that a basic principle in
nature 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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Question

"Jeff, r now come to the crux of my matter, I have an

article here which was published in the Sloan

Management Review, and I would like to read to you a
comment that these 3 authors make :

"TOM is mor"!than a fad or a buzz word. It is even

mo:e than a technique to controlling and ml.Jtivating

employees. TOM is a challenge to conver.tional

manage~~nt techniques and to the theories that

underline them, therefore it cannot simply be

grafted onto the existing management structures

and systems. If it's benefits ~re to be fully

realised, then companies need to prepare themselves

for organisational-wide change including top

managem~nts relinquishing 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 dilemas i..s that in developing a learning
organisation, in developing empowerment of people,
and so on, there is a lot of learning that has to go
amongst ma.nagers, and some of that learning can be
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Question
"Jeff, how long have you been involved in the process,

and how effectively do you think you have achieved

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 be ?"

Response
"I don't believe that we have obtained the fu ...#flt

of what we have attempted to do. We started about 18
~onths ago. The process was fairly intensive in that

we involved everyone in det.ermining our behaviours,

determining the things that we had to do and st.op

dc i.nq, Having determined the values, nowthe question

is how do you change the policies, practices,

behaviour~ i~ ~ ~nncr~te way in the organisation that

actually support your long term in intentions, and

that is the process we are goinq through at the

moment. "

Que.tion
"So you would ...1r"e chen that this is not ~ quick

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

Response
·Yes, definitely."
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Questioll

"There is general consensus by c'!lltIleauthori ties on

any surt ot intervention ot this nature that it.has

got to be drlven by the CEO and his senior managers

and cascade downwards, vou l.d you agree with that
observation 7"

Response
"Yes totally. If you don't have that commitment, and
that drive frcm the top, it's going to fail, because
everybody looks up and they all blame the guy at the
top if it doesn't succeed."

Question

"Having said that, I believe there is also general

consensus that in order tor any TOM intervention to
be successtul, you have to get the buy-in ot the rank

and file ot the employee.5, inclul'Hng the trade union,

could you please indicated how your company wert

about gettirg this buy-in trom the average employee,

because otC"n these things are percei ved as beiHg

just another way to increase protits, and there is a

lot ot resi~tance to that kind ot change. What did

you do to enable the people to buy-in And commi t

themselves to the process 7"
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TUESDAY - 4 OCTOBER 1994

INTERVIEW WITH DR MhLCOLM SEARLE

CHAIRMAN, SOUTH AFRICAN CYANAMID (PTY) LTD

Qu•• tion

"Dr Sear-le, could you please .tndicate why your company

chose to go dowr. the TUM reue e , w,"lat were the

motivating factors ?"

R.spon ••
"It all started probably more thdn 3 years ago, when
Pa':.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
t~ improve, and we had done 'Toward Excellence' the
~ltole program and it failed for 'Illriousreasons
which I won't go into. There was a lot of sceptisism
in the company and it was really driven by the
manufacturing division, we have our Witbank plant
which comprises 70-80\ of the business, of our
total turnover, 4nd there was a feeling from them
that we could improve. I should mention that Mr
Moffatt, he was a chemical engineer, metallur7ist,
and it ....10 a hard drive to lower costs. That was the
driving f~ctor."
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this, allcii.tis really a long term process. TherE
were a couple of guys, who with hindsight we should
have included initially - who from their actions and
the word t.hey 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.

ou••tion

"To whlJt extent die:you solicit the co-operation 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 g~"n areas on
the shop tloor, we have 5 different unions, so it was
quit~ an issue, but we got QMA to come and address
them Wlthout. our ~Ltlt ..ence and their bought ;nrn it
straight away. Probably because of their hung~r to
develop and move along. We got their co-operdtion
right down the line, but we d.l.dit up front. It
wasn't something that was forced down on them."
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that decision right up front, it could be gift vouchers
or something the person would went. People ~re paid
to do a job, and to offer financial incentives, everbody
would be on the band wagon nominating everybody else
for recognition, but I think it's one area which we
h~ve recognised has not gone as well as it should.
People were being nominated for ridiculous things
and bei~g turned down, it caused issues. We had a
recognition committee who sc~utiniscd e~ch nomination.
It is a problf"natic area.·

Qu •• t.1on

"Jim, hat·ing gone down this route for some two and a

hal f years now and been very successful, are there

any concluding com~ent~, general observ&tions, things

you might have don~ differently, with the vision of

hindsight, any pearls of wisdom that ycu could share

with us ?"

R•• pon ••
"One of the key areas whicn we learnt by mistake, was
th4t you have to enlist on your initial OIT, the
sceptics and the cynics, and you have to work with
t~em 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 well oftcausethere wer~,
certainly before we set up the OIT, you can pick out
the guys who are committed to oS type of thing like
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Response

"Well, with having set up the OIT with goal setting

and measurement teams, etc., we then set up sub-

~ommir.tees within each 14 steps leaders of sometimes,

3-4, ,ometimes as mllny !IS 6'·8 people on each sub-

committee. They were there to formulaise and give

some stru~ture to that particular step. What we did

in addition to that, is that we set up what we call

.t~p representatives. This is the middl~ ar~ lower

level of emplClyee, whowere not on the sub-coliU!\ittees,

and not on thw OIT's, but wichin departments, we

enlisted el'll')loyees to be step representatives of

iudividual step. anC: the act:ual step leader would

Meet with them on a regular basis to infiltr~te the

department through them. Not only through the manager,

but through the aC.,'lal step leaders, to try and engender

a sense of belon~ .•ng and to get scme movement and

~ction within ~~rArtments. To qet them to buy-in to

it. It has work,.,J to a large degree. On thb recognition

side, we have oS recognition t~aJTIwith the usual forms

and boards up, and peers nominated. Wehave a beacon

of quality, which the cor rect Ive action teams, which

on'y nn~@ they have been successful and have been

measured, the nameo of the corrective action teams

~re put onto it on a regular basis as they complete

their tasks. Recognition is a big issue. Recognition

does not necessarily have to take tho form of monetary

incentive, in fact we would not do that. We made
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organisational-wide change including top managements

relinquishing of power.

Firstly, would you agree with that observation, and,

secondly, what specific changes in management style
ca., you recall being introduced at Ingersoll-Rand to
effectively implement TOM, which you have obviously

succeeded in dclng?H

Respon ••
"Firstly, I ..'ould agree whole! heartedly with that

comment. The change in management style, as I

mentioned, was largdly due those changing MO'S, from

an l!I.utocratic type of management, to a team orientated

empowered 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 comfortable

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

Qu•• e.:LOJl

HThe Crosby process racommends such things as
recognition, empowerment, team work, salf-directed

teams, how did you specifically go about empowering

your teams, recognising extra-ordlnary performance,

in otiher words, what specifically did you people do? H
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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 loss figures. Our
initial cost of quality was reduced by between R3.5

million over the first 6-9 months, which was a
slgnificbnt improvement as f~r 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 obvious, those
are the major areas. It has since become a lot more
difficult because of incremental changes. People
have become more conscious of it."

Que.tion

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

article here which was published in the Sloan

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

comment that these 3 authors make :

"TOMis more than a fad or a buzz word. It is even

more than a technique to controlling and motivating

employees. TOM is a chdllenge to conventional

management techniques and to the theorie3 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 need to prepare themselves (or
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process, and get commitment from them. How did you

go about getting their commitment and them to bl,Jy-in

to the process 7"

Response

"That largely stems from the culture of the country,
because the history of our country and company, people
were obviously told what to do, with the result that
these people are very willing to grab, they will
grasp at anything to learn. Very, very willing, but
it w~s installed through team work and empowerment,
people were encouraged to start worklng as teams,
there was an attemp1 to flatten the organisation, to
take away all the fi~ure-heads, and to get people to
start communicating with each other, which we found
was very difficult. The communication problem was
initially very difficult,"

Qu•• tion

"Jim, two questions here. How long have you been

going down this road, and how effective do you think

you have been-Did you achieve your expectations, exceed

your expectations, or how would you evaluate in terms

of where you wanted to be and where you are now ?"

R••pon••
"Having gone down the Crosby route, we started in
July/August 1992, where we sent a couple of guys on
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way, through QMA."

Question

I'm very glad you menc ionec: 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. There .'.s general consensus by all the

authorities on any sClrt of intervention of this nature

that it has got to be driven by the CEOar.d his senior

managers. would you agree with that observat~on pu

Response
"Whole heartedly. Our MD champion~d the whole thing
and he has driven it from the top, he's a hands on
more people orientated 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 aU

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

UNotwithstanding the tact: that H has ~ot to be

impldmented and driven by the senior management,

particularly the CEO, you obviously have to get your

employees, the rank and file workers to buy-in to the
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TUESDAY - 4 OCTOBER 1994

INTERVIEW WITH MR JIM WILSON, MANAGER,

MAT~RIAL HANDLING AND DISTnIBUTION DIVISION,

INGERSOLI,-RAND

Question
<r u«, perhaps you would like to start off by telling

me why your company decided to introduce a process

such as TOM.H

Response

..It started initially, when we had a change of Managing
Director. Our previous MD was of retiral age and we
were in the process of going through looking fo~ a
new MD. Most companies weed out the local stuff,
and eventually, they sent a guy from Canada, who had
been the MD in Canada for 15 years, and he took the
opportunity to come and join us. He was on a temporary
basis / or a 5 year plan. He was exposed to TOM in
the USA and Canada, with the result that when he got
hare, he t~ok a look around for 6 months and he coUld
s~e that because of the management style that we had
had in the past, it was very very autocratic, right
from the top down, very top he'!vy, and it really
wasn't worklng and because of ~he business pressures
and the changing political scenes, he got us involved
in TOM frol1\grass -ccts, and we also went the Crosby
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what we were doing."
Question

"Did you perhaps do any customer audits, to.)see what

the customer fel t as far as the service they were

getting ?"

Response
"The only audited that I can remember, was a
questionnaire that went to senior executives of our
clitlntswhich was more to der.ermine what their needs
and requirements were, rather then to audit what we
were 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 s~ction, it is much easier to a~ply
quality, because you Cdn clearly identify your work
inputs and outputs and building check lists, a way of
doing things to avoid errors. There we did find
there were ~ome huge savings, often millions of rand,
but as I said earlier on, S.tis Inoredifficult in a
consulting environment, where there is nothing clear
about what YO'l do."

Que.tion
~But surely there are ways of measuring that, for

example, customer satisfaction, referrals, repeat

business, surely that would be an indicator of how

ettoctiiv« you are complying with your customers

requirements ?"

Respolnse
"Yes, if you go to the trouble to negotiate requirements
with your customer, I can't remember us doing much of
~hat. Where areas where quality was useful, we drew
up check lists to ensure that when we were satting up
presentations that everything got done. So there
were areas where we were aLle to use the toold that
picked up quality, to improve the effectiveness of
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realised, then compenie« need to prepare themse !':ec:;
for organisdtlonal-wide change including t,_:'l

managements relinquishing ot pow~r.

Firstly, would you agree with that ob~ervation, and,

secondly, what fundemental organisational change did

you make in your management styLe to make the

implementation of TQM as successful as yo~ perceive

it to be at eoart P"

Response

"I certainly agree with that statement, and as I

mentioned, the fundemental change was bringing in

the green areas and bI'inging in them a far more

participative culture. Our Zambian executives

described the culture previously as a fear culture

and now as a participative culture, similarly in

Canada, and in South Africa, it's become infinitely

iTIv~t: i.t:CfJII l.JC1Ii~d, and ptaople h&vl.ng an l.ntluence over

their work proce1ses, over their problems, 6nd also

sharing in our opp.,rtun.i.ties for improvement. I So I

would say it's a change from quite a financiall~'

driven and autocratic culture, to an infinitely more

participative culture."

Question
"Carol, how did you handle such things as expounded

by Crosby, such as empower,Tlt!nt, recognition,

~ccountability - what change in managempnt style took

_u.o-o
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Rusponse
"Well, as I say it's a mixture, becaus~ we have many
companies withir. our group. But the 3 previously
mentioned companies have really exceeded our
exp~ctati"'ns. In other cases there have been limited
succe9se~, but in general, we are very, very happy
with the T~~ process, It has exceeded our expectations,
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 recession in our market,
and we really believe that if w~ hadn't TQM, we woula
probably not be here. Therefore it haa been a maj~r
reason for our survival. Our competi'.:.orshave suffered
heavy losses, and we have survived, because of the
TOM culture change,"

QU •• t.iOD

"I r:ow come to the crux of my matter, I have an

artiel" here which was published in the Sloan

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

comment that these 3 authors make :

"TOM is more than a fad or a buzz word. It i" even

more than a technjque to controlling and motivating

employees. TOM is a challenge to conventional

managem~nt techniques and to the theories that

underline them, therefore it cannot simply oe
gratted onto the existing man'7sment structures

and systems. If it's benefits are to be fully
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Question
"I am intrigued by a concept that you have introduced

that has not been introduc3d at any other interview

which I have had. You have introduced the Crosby

.system as marketed !:>y QMA, .?ut in addition, you have

introduced, very heavily, the concept of green areas.
In other words, you ha\'e not used it as an individual

intervention, you' ve modified it to meet the needs of

your company."

Response

"Absolutely. We used the Crosby mate "ial by the book
to st~rt with, and then we decided it was total
overkill, and limited in certain ways, so we developed
our own quality thing, and we adapted it to meet your
requirements of your labour force. We really believed
that the green area implementation works \lIe11.Green
areas without the quality training daesn't work, and
quali~y without green ar~~q WA don't believe works,
but it must also be married to the strategic goals of
the company.H

Qu•• tion

hCarol, 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 yaur

expectations or exc&eded your expectations P"
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Responlile
»r think one of the success that we've had ~t Boart,
is tha~ after the extensive training, that we used
the green area concept to make it work. And I think
this is one of the reason a 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 effectively. We have green ~reas at
every level in the organisation, frcm shop floor
right ~\p to executive level in the 3 successful
companies. Where people meet on a daily basis,
sometimes weekly, 4nd we train them in the techniques
of the four absolutes and the p~oblem solving. But
then we give them the time and place to talk about
problems and opportunites, and without ~h4t it doesn't
work. So with that power we've got to the rank and
file involved by actually encouraging them to talk
openly about their problems, f~r example, in Zambia
there wa~ very much a fear culture, when scrap was
produced, people w~re hauled over the coals, now the
culture was ch..ng~d to saying, 'plea!)etalk about the
past, but more importantly, let's talk about ways in
which we can prevar.t it.' So by !ncouraging
commu nLeax Lcn about prob\ems, as well as new
opportunitieft for doing things, we have also in some
comp&nies given them a alice of the action in terms
of productivity honulel.»
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Question

"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 senior managers

and cascade downwards, would you agree with that

(.'lb,-ervation?"

Responl!le
"lOOt. We have spread TOM throughout many companies
3n Boart and we have 3 outstanding examples where it
."'~reallJ succeeded well, our companies in SA, Canada,
and sut'lJrisinglyin Zaml::.ia.And in those 3 particular
c~~e~, each tj~e the MD or the CEO has been nothing
short ot fanatical about quality, and tnat is why it
has worked and we have introduced it in othar .:ompanies
and it has been partial successful, but those 3
companies it was 4 major turn-around."

Question

"Accepting that it has to be top-down-driven, it ~s

inevitable that you have to get your rank anu file

workers to buy-in to the process, and to become
~om~i~te~, instead ot just seeing it as the flavour

of the month. What did you do at B~art 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 ":ANAGER, BOART INTERNATIONAL

Que.tion

"Carol, could you please tell me the prime reasons

why Boart decided to go down the TOM route ?"

It.spon••
"The prime reasons were that we had seen it work tn
one of suppliers in Canada, a company called Atlas
Field, which had been an absolutely useless lie,
suddenly over a period of 2 yean' moved from a
positon where the deliveries were le,te,tht!proc.:uct
was lousy, and the prices ~ere high, to a position
w-tu:lL'a 1..1u: ~a,.i.~t=t:1 wt=t.t= £a..i.r;, the deliveries were
fantastic and the product quality had improved
dramatically. So a group of our technical managers
w~nt to visit them and said, 'what did IOu do ?' and
they said, '",ell Wt! f~: lower. .~rosl:iyOIP.' The
t.echnlcalguys brough" it h"" \. \..0 SA and we contacted
OMA nere and decide~ to ~o it, both in SA and in
Ireland. We had seen it work. The other reason was
OMA appealed to us on the financial basis, looking
at ponc and looking at :he mea!urements of ponc, and
we are a financially driven company and t!iatappealed."
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community orientated and more sociently based, and

their views are we need to develop ~n 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 7"

Responp.e
·We've certainly gone into the whole ·Ubuntu· with
QMA and we believe it has a lot of merit. We haveu't
done anthing ~ight now as we should have, because of
what the company is going through, but we certainly
believe it is ~omething we should be looking at. Why
particularly ground work preparation i3 important is
because we have had gLeen areas, concept and this was
allowed to die, because we didn't have the union
behind us, they just refused to participate. They
would arrive at the meetings and then not participate.
Again, we woulrt have to go into it very, very
thoroughly, prepare the groundwork, and get t.heunion
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 months, you'll have everybody
in the co.npany say, IWe told you so. I •

._-
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Response

"I think what we started off with, how we got the

buy-in, howwe introduced it to the company is critical.

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 t he ground work is quite

difficult because you have a lot of sceptics and

cynics 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 into, to die. People

said, 'here: we come again, another flavour of the

month, we've tried toward excellence, '~,!'ve have

management by objectives, we've had one mir..ute

management, we've had all th~se, and then they fall

away - nowwI-at' s new about thi..s ?' So I tilink that's

very important."

WU •• t.iOll

"One of the subjects we did in this course is a

sUbject called African Management. Therct is a growing

school of thought by SA authors, such as, Peter

Christie, Albert Koopman, Chrlsto Nel, on manageMent

styles, tllst what we have done in SA is try to impose

a Eurocentric mandgement style, a-la Tom Peter, e~c.,

and we tried to impose a highly indi viaucJlistic,

highly competitive dog-eat-dog type of management

style onto ~ SA labour force which is predominantly
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P.esponse
"I would agree with that. But in our instance, 'lie

have not achieved that by any means."

Question

·And yet you have been relatively successful in the

implentation 7·

Respnn~e
..Yes, in the manufactur lng segments, very, we haven't

had the same success in our marketing divisions."

Question
"so would it be fair comment then, to say that as you
go down this route and as you make additional management

style changes, your expectations would be that you
are going to be even more s.lccessful in achieving

your objectives 7H

Response
"Yes"

Question
"Thank you, would you like to share wi th us any

pearls of wisdom which with the vision of hindsight

you have acquired, any advice, any soecific things

you would like to say in closing as to how to implement

TOMin an effecti ve manner 7"
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Response
·Th~t is a very diff.icult question, and if you start
with empowerme~t, we have certainly attempted, although
I wouldn't say that we have been 100% successful in
giving decisions down a coup lc IJf levels, there I

don't believe we hav~ sufficiently empowered people
yP.t. Remember this is a proc~.s and does not happen
over night. I won't go into all the excuses, but we
do have a few excuses right now like the company is
being torn asunder, if you like. How we changed, we
haven't changed our structure significantly, we believe
we are more participative, mcr e open, there!are cross-
functional teams which we have put together, becaus~
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 there. No, we have not restructured the company
in !N!.n~'wal'! dra:n!lticallj'.·

Qu•• tion
"Would you agree though with the comments made by

these peopl« that you need to make major changes in

management style, and eh~ngA company policies. Any
company policy that is r~strictive or that does not

give employees accountability hal to be changed in

order to effectively implement this kind process ?"

-'--
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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 ~ different in a short
period of time. But yes, I believe that we did
achieve quite a lot."

Question

"I now come to the crux of my matter, I have all

article h'lre which was published in the Sloan

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

comment that these 3 authors make :

"TOMis more than a fad or a buzz word. It i,s even

more than a technique to controlling and motivating

employees. TOM is a challenge to conventional

management techniques and to the theories that

underline them, theretore It cannot slmply be gr-!ited

onto the existing management structures and systems.

If it's benefits are to be fully realised, then

companies need to p,~'epare themselves for

organisational-wide change including top

managements relinquishing of power.

Firstly, would you agree with that observ~tion, and,

secondly, what specific changes in management stIle

can you recall being introduced at Cyanamid to

effectively implement TOM 7"
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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 QMA. We then embarked on a briefing
session with various consultants from QMA and got all
the groups together, the djfferent marketing divisions
together, and we went through this with them, of ho~
you can be d first/'tlorldclass company, we gave them
a taste of what we were aiming at. So i~ was done, we
had some resistance from the unicn, they saw it as
all aimed at increasing productivity, we did have
problems with them. We did have problems with
previously when we tried to introduce the gjee~ areas
concept, but yet we did go about it syste~atically
trying to get the buy-in of all the people of the
company. At that stage about 500. We were cr i t i.si.sed
afterwards that we didn't do enough, but I believe
that we really did quite a bit.

Qu••e:Lon

"In terms of YOLlrco:npany's expectations as to what

you were going to achieve, price of non-ccnformance,
cost of quali ty, how Lunq have you been on this

process and in terms of meeting the expectations, not

meeting the eXlJectationsor exceeding the expel...tations,
how successful do you believe that you have been in

the implementation of the process ?"



97

by decl at..•nq it I 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 suitable."

Question
"So you wanted to become more cost etffictive and more
an international player ?"

Response
"Yes, we had to look at our total cost structure, end
we decided to go Crosby, as ho addresses the soft
issues. SA being a vert emotional country with the
diversity of management, of people, we saw that the
best route tv go. We believe in top down. We 6180

believe in our process, developed since ,tI:o, we
believe in an autocrat~~ enforcement of the process,
but 6 democratic participuti~n of the people."

QU811tion
"There is ~'eneral consensus by all the authorities

that any sort of intervdntion of this nature has got

to he driven Dy tlJe CEO and his senior mar.agers and

cascade downwards, would you eq r e» with thl:At

observation ?"

-.~
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TUESDAY - 4 OCTOBER 1994
INTERVIEW WITH ED ~AN DEN HEEVER

SA1!!S SI!:RVICESMANAGER, Et~TI!:RPRISEFOODS (J>TY) LTD

*Note: Ed van den Heever indicated to me that
Enterprise Foods have taken "lC'ecognition"
issue to the extent of extending it lo
their customers and in fact are awaruing
2 of their customers excellence in quality
awards for their service to their
customers.

~u••t.ion
"Could you perhaps tell me why your company decided

to go down this quality road ?H

Respon ..e
"We i~ was really forced on us when we s~w overheads
climbing and volumes dropping and the graph gap got
so big after awhile that we ~ecided to do something,
~nd it's not just a case of increased prices, because
Enterprise at that stage, like tOday, was the market
leader in pricing, 50 the question was asked, 'what
can we do ?', and then the end result after a lot of
research and an overseas visit Cflme down to one
thing, we have to become a !etl:3tcost producer.
Least COlt producing cuts into the bone and marrow
of the company, it's values, it's ~ultures, and just

_I_'
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Question
"In summing IJP, could I as): you if you have any

p~a~ls of wisdom that you would llke to share as to
lessons learnt, or 4nythJ.ng that you would have done

differently, or that for anybody who is going to g~

down this route ?"

Response
HI don't think thp.reare any secrets, The only thing
is that you have to b~ committed to it. You have to
keep on working on it, When you start with TOM
theres a lot of enthusiasm initially, but after a
stort period of time, you start losing enthusiasm
because things don't happen as quickly as you thought
it would happ~n, so the only advice I can give is to
keep on going, keep on pushing, I~'s hard work, a
lot of effort, ~ttention to detail anrt other than
than, I would Bay it is very important to pay attention
to the employees and to listen to them as to what
they have to say and pick up their ideas and try to
make use of th~m, That worked well for us,"
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indicated, is the question ot recognition. Some

companies recognise performance in having a quality

person of the month, and there seems to t-e a resistance

against relo.'arding ill terms ot monetary terms, c'lnd yet

some companies I have spoken to have a bonus based on

team performance, and they reward the team rather

than the individual. How have you tackled t'1at

p...rticulc'lr t,rohlem ot recognition and reward ?"

Respon ••
"In line with the TOM 4ppro~ch, we started to record
the quality improvement process by ~08ting, and one
element of that is recognition, and we have, for that
reason, started to implement a formal recognition
systems, about two-two and a half years ago, and in
there we have a mixture, for instance, housekeeping,
we give a good housekeeping award. Individual
recognition based on the improvement proposals that
come in / action proposals, and there is a small
committee that sits down and judges and allocates
points according to the improvement, and we hand eut
a cheque, 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 some
benefits coming out it. The other thi~g we do is we
publish these in our company n~wBletter, with pictures
and photoq:aphs, and that is received well by the
employees."
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management techniques and to the theories that

underline them, therefore it cannot simply be

grafted onto the existing management structures
sna systems. If It's benefits are to be fully

realised, t.hencompanies need to prepare themselves

for organisational-wide change including top
managements relinquishing ot power.

firstly, would you agree with that observation, and,

secondly, vti«t change in marlagement style did CBr

implement to reach the success level that you have

reached 7"

Response
"In principle, I agree with this st&tement. Unless
the management style is chan)ed from an autocratic
style to a mere team effort ~pproach and getting
people involved and passing re,.ponsibitity onto the
different levels, it will no~ wurk. eEl nev~r rp~11y
had such an autocratic style in the organisation.
Another aspect that helped is that about 4-5 years

I

ago, our MD had handed over to a n,'w gt'!1tlemanwho
had a di!ferent style anyway, and so ic suited TOM to
a large degree. Therefore we did not hav~ to make
any significant changes in that style, and that's why
it worked for us, but in principla the statement is
correct."
Question
~One of the bigg~st problems th~t my research has
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achieved your expectations, where would you say you

are 7"

Response

HI would say we are not quite there yet, on the other
hand, we don I t have any illusions. It will take a
long time to get to the point where we 'A1antto !:" '1, and
where we want to be is on the same level as world
class companies. It takes anything between 3-7 years,
and we are now int~nsively in the 4th year, and we
need another 2 years or so before we really get to
that level. It is hard, hard work, and go into
detail and step by step eliminate the barriers. My

personal view is that one of the main reeson« why

comoanies do not meet their expectations is th4t they

t it a~ a quick fix, they come in boots and all for

a couple o[ ytll1J.::i, ClHU tJ'lau it dotS;;': i.·ork .::-:d tl:c::

they back off, theY're disappointf. JJecaused the system

doesn I t work. It

Que.tior.

"I flOW come to the crux of my matter, I have an

art_cle here which was published in the Sloan

Management Revie~', and I would like to read to you a

comment that these 3 authors make :

"TOMis more than a fad or a buzz word. It is even

more than a technique to controlling and motivating

employees. TOM is a challenge to conventional
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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 drives, intentions, and that
convinced the workforce that they should be ou this
~o~d with us together."

Question
"What I think I hear you saying is that one of the key

elements of success is communication 7"

Response
"Absolutely. They must fully understand the motives
behind it. Otherwise you h"ve no commitment."

Question

"Overseas, TOM has come in tor a lot of flack, in

that it was seen as the panacea tor the problems of

the west6rn nations, particularly trying to compete

;lIith Japan, but some years down the track new, many

companies are disillusioned. Many companies did not

achieve their expectations, some companies exceeded

their expectations, and some companies met their

expectations. In terms of your companies experience,

would you say you exeede:i your expectations I you

_-....-u
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Question

"There is ganeral consensus by all the authorities on

any sort of intervention of this nature that it has

got to bl! driven by the CEO and his senior managers

and cascade aownverds , would you agree with that
observation r "

Respo&\sv
"Absolutely. It is ahsolutely essential. Unless the
workforce sees a clear commitment starting with the
CEO, MD, executive directors, it will not be
successful. We have seen in our company, only once
we had started to set clear sign~ls by the management
team it became effective."

Qu."tion

.... -&..oila'

top, you have to get commitment and buy-in from the

workforce, from the layman who is working in YO(lr
tactory. How did your com,'any go about achieving

this ?"

Response
"Two things, one factor that you should not forget is
the union, and when we started on ~ur road to quality
3-4 yean: ago intensively, and you achieve total
quality, and we got the unions in and we discus Red
wit~ them what we Wlre trying to achieve and what the

_'-.-.
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TUESDAY - 4 OCTOBER 1994

INTERVIEW WITH WOLFGANG WEBER

DIRECTOR, ENGINEERING & QUALITY CONTROL,

CIRCUIT BREAKERS INDUSTRIES LTD

Question

-nr Weber, I see trom your brochure outside, that

you have been involved ir this process since 1989,

or ~ven earlier. Could you perhaps tell me why your

company decided to go down this quality road ?"

Response
·well in fact, eBI 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 fact~ries comply with the ISO 9000 standards,
but lately we have dramatically increased our effort
in TOM and getting our qu!!lity up to scratch to
compare with National standards because we planned
about 4 years ago to extensively market our products
overseas, especially in the western world, and there,
quality is a pre-condition, it is not even discussed
anymore, unless you have a certain quality Level,
you can just forget about it. So that was one
tri.ggeringfactor to Improve our quality dramc!ltically.
The other one is to save costs.·

_-.-u
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eat-dog, highly disciplined environment and we are
trying to impose that kind of management. ;yle onto oJ

SA labour force which is predominantly community

orientated and more sociently based, and their views

are we need to develop an Afro-centric management

style which is more competlble with the philosophy

and the culture of the work force. Lovemore Mbigi

calls it' Ubuntu', How would you respond to t~,at t "

Response

"I guess that my answer has come aboJt by the fact
that we are an international compa.ry , and I don't
really believe an Afro-centric view will help us. I
really believe that not only in Boart, that all
companies in SA have to be global players, have to be
competitive by world stand~rds, either exporting or

In terms of the community orientation, 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,
so I believe 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 should be an Afro-centric thing, because t~en I
think SA will become Africa orientated and not globally
orientated. 00
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Response

"We certainly think that TOM must be an integrated
part of the whole way a company does business. In
the beginning we made a mistake in saying, 'Here w~s
TOM and there was the business'. We learnt that TOM
mus t 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 strategic
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 factor, a~
mentioned with green areas, it is absolutely vital,
ar.d it ~ust be driven by the CEO. If you don't have
the CEO's fanatical inr~lvement, you can forget it.
It' just a waste of time."

Question

"One of the subj"cts we did in this course is a

subject called African Management. There is a growing

school ot thought by SA authors, such as, Peter

Cnristie, Albert Koopman, Christo Nel, Lovemore Mbigi,

that I~e are making a £ mdemental mistake in the way

we are managing illthis country. What we are doing

is we are looking at the Eur~-centric model a-la Tom
Peters, etc., and what we ~re doing, is these people

are all working in a highly competitive highly dog-



36

place to facilitate that ?"

Response
"Back to green the areas that have been a catalyst in
our team involvement, out we do have recognition
syst.ems which are both tea.m based and individual
based, and we have a quality champion of the month,
which is a peer nomination system, and it is assessed
by a recognition policy, and here at Head Office, we
have some corporate kind of recognition once a year,
but each company will have it I S own recognition system,
so that I s '..hat we have done on recognit:.on. The
recognition has largely not been monetarily based,
aLthough some companies have used a prcduee Ivity 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 issues. I think th~t that is another
area which leads to a paradigm shift in management
thinking - do something different or go under,"

Que.t.1on
"In summing up, could I ask you if you havl:t any

pearls of wisdom th6t you would like to share as to

lessons learnt, or anything that you ",,'ould have done

diffel'ently, or that for anybody who is going to go

down this route t :

--.-.
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management techniques and to the tneories that

nnae rline them, then:l""oJ.e.it cannot simply be

grafted onto the existing manaqement structures

and systems. If it's benefits are ~o be fully

realised, than companies need to prepare tibemsel.Vf;;S

for o.:ganisational-wide change includ:i.ng top

managements relinquishing of power.

Firstly, would you agree with that statement, and,

secondly, what kind of management changes did Nampak

illtroduce, in order to effectively introduce TOM 7"

Response
"First, I agree with the statement. TOM is a way a
life. Either you are, or you are not involved with
ie. Yov eat it, sleep it, br~athe it, tal~ it. From
the Switchboard lady right down to the guy who sweeps
the !loor. As far as changes in management go, a
vcll:jL (.;hclnyt' in cltt.it.uut'. Thiny!> like empowerment,
actually empow~ring your staff and subordinates to
make a decision, so althoug~ it is top driven, you
aren't holding onto the reigns. Taking that power
away from the people on the floor. You're allowing
them make decisions and be accounta.ble. You're
allowing them to offer suggestions and improvements,
team building and teamwork. Our own team c~ncept is
a very, very big thing. Nampak is busy at the moment
with the cre~tion of teams and working teams. Tha
results from that are phenomena~. It s almost like

_-.-u
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with with the bolts and braces approach. We went in
hard in every department. aut 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 meet....ngs with them regarding policy. We also 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 are
getting feedback on their participation. As I say
people resist change. It was 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'. aut, it's a long hard slog, we hsve to be
tough, !et the rul~! ~~W"~nrl At.~y involved with the
people, once they've got ampowerment and ri<Jhts. What
are your inputs, what do you want changed, what do
you want done, and it basically comes from them."

Que.tion
"I have an article here which was published in the

Sloan Managem(llntReviel~, and I would like to read to
you a comment that these 3 authors make :

"TQMis more than a fde: IJr " buzz word. It is even

mOl·e than a technique to controlling and motivating

employees. TQM is a challenge to conventional

-\-..
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Question

"Mike, there is a view that the only way TOM call work

.1s if it is driven from the top down, from the CEO and

sen.1or managers, would you agree wi th that comment ?"

Re&ponse
"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 production
personnel. Any process that is driven by one perso~
alone, 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 TOM any other
way, it all collapses."

Que.tion
"For TOM to work you lJeed the cOl'lmit:ment of your
rani< awl n.lt1 WVA k.oH.. II.:.w did Nampak get t.'u:: r.2::k

and f.11e employees to buy into the syst~m, because

people normally resist 'Zhange ':Jf any nature ?"

Response
"Initially it ~as v~ry hard. We had a cri!is, we had
to do somethin~ urgently to get us brought to life,
be~ause our n~e in the market place was bad, our
returns were high, we basically cOlld not produce a
box without a problem creeping in. We started off
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THURSDAY - 6 OCTOHER 1994

INTERVIEW WITH MR MIKE GOUWS

QUALITY CONTROL MANAGER, NAMPAK LIMJiED

Que.tioll
"Mike, would you like to tell me why Nampak decided

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

Response
"Basically, you have your various areas of production,
your total/relative maintenance, total quality, they
all fit in, they are all crucial to business. The
phil~sophy on quality over the years h~~ changed.
Initially, r' ality was 'a pain in the butt', and it
didn't re~lly count, it was mainly there because you
had to have it. When th~ c~mpany took the decision
to go through TOM, you have to make a produc': right
first time, you don't want rehandling and reworking
on products, and the decision was made in conjuction
with planned maintenanc~ was taKen on first, then
the quality lI1anagementjust became TOM. The decision
was made and ISO 9002 is about 25% complete at the
moment. We finished the various pre.ductLen systems.
Ev~rything wa3 finished off, in process and finished
for inspection. So it wal! total control process
right through the plant, from the moment finishing
sets up, during the run of the machine.
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w~re-with-all to ensure that th~se people comprehend
what he is tulking about. And he is held accountable.
That is a critical ene. Another thing that is super-
critical, is that TOM 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 ha" now said,
I we are moving alt-.y whereby we have blendo:!dand
developed a new cos~ of quality item consisting of
poncs, traditional in··"fticil!'l'1cies,and cus i.ness
opportunit.ies. We have e.<panded beyond the hodzon,
so we have a blend of the ",wo,and thQse are expressed
in terms of money, targets, objects and goa13, and we
managed this as part of the sceer.ing committee on d

bi-monthly basis l.nthis company. In fact it takes
us six hour3 every two months to tell thl!'CEO what we
have achieved, and what we have done in quality in
that reporting period.~
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fir.ancia1monthly packayes. It is lngrainp.d 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 insi~e and getting outside companie~
to empower a ccmpan; 's people. We took Patterson 01,
03 level, all that band of level of management and we
made them quallty instructors, tbey 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, their
own design, blend it in with their own values. That
was our major succes~ story at Enterprise."

aue.•tion (comment)

"This is my 12th interview, and that is the tirst

time this point has arisen. I think it is a very

valuable issue, and l chink it 1s a v~ry lmporLdnL

issue that you gi ve the supervisors/managers,

t,wnership ot the process to their own people. If

Response
"It is the only way j,tcan work, otherwise it's them
and us, it's an outsider, this empowered them to take
this s~~e message - we are extremely serious about
th~ cost of quality in our silo approach to tho!"

structure of the company, that it goes right down to
the 'loor, and every manager has the know-how and
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and recognition then automatically follows onto that.
We look at the 14 steps (management issues), the
armour of management in Enterpr;i.se. 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. ThoRe things are management
issues and not attached to TQM at this sta~e of our
lives."

Question
"In conclusion, could I ~sk you it you have any

pearls of wisdom that you would like to share as to
lessc~s learnt, or anything that you would have done

differently, for anybody who is going 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 CEO needs to be aware that TQM
could die on him, so he needo to revitalise it, keep
it going, make it a way of life. The formal side of
qiJalitymanagement within the company must,be embedded.
Quality has to be a substantial is~ue that must be
measured in your monthly packages of reporting,
accountability. You cannot just talk quality a~d not
measure it as part of your financial system. E.nterprise
today, measures it's cost of quality as part of it's

_'--U
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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
~o mana~p.their process, and that today is done from
the top down to the bottom. To answer the first
question, the latter part of process ownership, then
of cour:e pres..nted us with a sitl'ation. If I want
process owners to taka ownership of their own
processes, we need to allow democracy to come into
the work ~lace, within c~rtain yuidelinus. That then
from the CEO was enhanced and he said, 'you have to
soften up, you have to get away from control, you
have to get to lead and training. Training what
~rocess is and then go back and lead. Look at the
constraints of industry and ask yourself the question
as a senior manager "how can you enhance this process
without intcrf=rinq ~ith the inJlvl~udls process".'
That's brought us to a blend of autocracy and democracy.
The cultures, the corporate object is enforced
autocratically, it's not up f~~ question, but the
proces3 itself, around quality steering committees,
qual ity improvement teams, gre.enareas, participative
teams, are all democratically dpveloped with
managements partaking in thum. For that to work, we
n~ed to acknowledge the awar~~ess of what we are in
business for, world class operators, world class
visions, and we then empower the people through
measurement techniques to measure their processes,
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Crosby had to offer us, and we said to ourselves,
'acknowledging that the value cultures and behaviours
of our company consists of 95% of the tradltional
management and styles, and TOM the other 5%. So we
used the 14 issues of Crosby, developed them, everybody
understands them today, then we slowly sloped the 2

systerllsover each other to form one management
structure. So we totally integrated TOM, and TOM
today is spoken in the passages, it is not j'..lst
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 discussed,
which will enhsnce the company's success by miles."

QUdBeion

"One of the things that quality management focuses on
in ter~s of Crosby, is the question of recognition,

empowerment, accountability. How did you integrate

t.'~c~c kinds of ';ViJr..;C1EJL~ into the trClditionl:lly

autocratic management style, which is characterised

our paternalistic way ot doing mencqement: in thJs

country for a long time ? II

Response
"Allow me the latter part first. \'le got 6way from
the "gat skop en donner" attitude. Autocratic
management by acknowledging the process of the
individua:. If we want to be a TOM company, then we_~u
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main opposition until 6 six months ago.

Question

"I ric» "';.neto the crux of my matter, I have al.

article here which was publisheri in the Sloan

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

comment that these 3 auttjrs make :

"TOM is more than a fad or a buzz word. It is even

lI'orethan a technique to controlling and motivating

employees. TOM is a challenge to conventional

management techniques and to the theoriA~ 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 nec.1to prt'~parether.:selves

for organisational-wide change including top

managements relinquishing of power.

Fi'~Lly, wuuld y~u dy'~~ wiLh LhdL obs~rv~tion, and,

secondly, wnat change in management styla did

Enterprise Foeds introduce to make this process so
effective ?"

Response
"First of all, any TOM process, if it is not totally
integrated with ::he day to day management ~tructure
of the company it i, doomed to fail. So what we have
done we have looked at our t.raditional, the formal
management structure, and we looked at the protocol
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Question

"That's qoing right dow.• to A and B bands?"

Response

"Right down to the Tea Girl. We invested in the
first 3 years 26 OCJ man hour's of TOM quality training,
at a figure which exceeds millions. We made sur~
that ~verybody understood the language. Especially
what the 4 absolutes are all about and what the
pi.lrposeof TOM ic;."

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 i."l terms of what you hoped to ach.ieve
W.t th this process ?"

Re&ponse

·We acknowledged the financial investment which has
been substantial, we have and were able in the first
3 years to reduce our cost of quality by 4% of sales
per year. We have subsequently gone onto a 3% and c

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



98

Response

"Two sides to it. First.ly, not up for question is
CEO commitment. Secondly, executive participation.
The CEO and executives 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 CEO that we have had, and every executive that
we have had, support the process as part of their
managemp.nt style."

Question

"Given the fact that it is top-down-driven, how did

you get your renk and file employees to buy-in to the

system, because clearly this process cannot work

withoui; employee commitment, employee :..1vo1vement 7"

Response

"TaJo..ingthe protocol, as I said, 'top down', w.:!: looked
at the total etructure of the company, we started
with our CEO and we put him through the executive
college first. Th~n we went to the cxeuctives, then
we went down to the Pattersen level of 01, 03, then
we went down from the Patterson D1 to C4 with QES.
Tn~re we ignored what QMA had told industry. We went
for a different package ca. f1 'Quality Work Group
Education'. We exposed C2 down +o B1 to this and
lastly, we used Indaba to do our Lotal labour force."
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Response
"A bit of a difficult question to answer off the top
of my head, but I must question the final sentence of
that 9tatement, where it says something about
'management relinqJishing power'. I think one must
understand that at the end of the day, management
must manage the company. Not relinquish control of
managing the company, otherwise tudre will be no
company. tut in terms of TOM, perhaps Jaque c~n help

"I agree that 'rO~ is not just something that you
Lnt roduce today. Tte worc is actually "culture
change". The proqr'smmust be to enhance It new culture
change and the whole structure must be around that to
get this culture change throughout, from the top to
the bottom. :rt is not an overnight process The
fl'mphasisshifts. Our ;ourney st.artedone:with what
was then SASS 0157, we then went the Crosby route.
Subsequ~ntly, through our interna~ion~l connections,
we have adopted different process. There is a link
between all of them, and then what you do in getting
those processes into position and keeping them there
is to find different way& o! doing it. Right ~ow, I
would guess that th~ focus on what we are doing is
the use of corrective action t~ams working actively
in routine production m~etings, management meetings,
deals with qualitj aspect£ and measurEment. There is
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dramatically across ~ll of our operations. I would
be a lier if I didn't say we haven't had problems.
We've certainly have had problem::.,we have lost market
share in some of the areas, and I believe we lost
market share because we actually had not identified
the customers needs, and weren't doing the quality of
job to satisfy."

Qu•• tion
"I would like to quote to from 3 authors who wrote an

article on TOM in the Sloan Management Review, and

t~en I would like to ask you 2 questions relating to

their comments. They say as follows :

"TOM is more than a fad or a buzz word. It is even

more than a technique to control1:i.ngand motivating

employees. TOM is a challenge to conventional

management techniques and to the theories that

underline tjJem, therefore it cannot simply be

grafted onto the existing management structures

~nd systems. If it's benefits are to be fully

realised, then companies need to preparft the:nselves

for organj sational-lNide change including top
managements' relinquishing of power.

Firstly, would yo~ agree with that r.omment,secondly,

what specific changes i,l management style did you

in.troduce to effect TOM ?"

-~,
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Question
"You have indicated that you started this process in

the mid 80' s , Many companies overseas have been

disillusioned .dth the in-effectiveness of TOM, h,:,w

would you rate your company .ln terms 0: it's achieving

it's expectations, exceeding it's p.xpectations, or
not coming up to expectatio~ P"

Response
"I 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 maIket le~der. This means, we are the top
for all of our competition, and our competitors
approach is, invariably, price related. We are not
in tne ousine~~ u! pricing curselv~q intn the market,
we are iJ, the busi.nesF.lof generating an attractj ve
return on investments. That bei)g the case to retain
market share, we have had to sell these concepts. To
get these c.mcept s into position, we have had to
I,.dentifyour customer needs, and ensure that we s!ltisf}'
them. The only way we have been able to satisfy them
is through the identif ication 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 t.hEl market would have shrunk
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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 around the company."

Question
"The next question then, is, !'Jothwi thstanding the

fact that it has got to be top-down driven, you have

to get your employe6s to buy-in to the process. What

did Anikeln do in order to persuade the workers to

accept this new way of working ?"

Ret;pon.e
"As I said earlier on, we started off on our quality
journey becauae the customer started l.skingquestions,
and we are ess~ntially a customer driven company, and
one of the cuitun., we try and inculcate is, the
importance of satisfying customer needs. Now those
might be in~ernal or external customers, but the end
result is satisfying the external customer needs. We
worked very hard through the quality policy, which ...·e
have, and education programmes, which we have taken
down to the l~west level in or organisation, generally
through programmes conducted by Jaque Marais, aesisted
wher~ necessary by myself, on dn on-going basis. We
work steadily at getting the culture entrenched, and
keeping it entrenched, and we re-inforce that by a
tremendouse amount of measurement; that 1s tak::"ngplace
in the company in approv"d open forums."
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THURSDAY - 6 (""'TOBER1994
INTERVIEW WIlli MR HECTAR McIVOR

GENERAL MANAGER, AND JAQUE MARAIS,
QUALITY MANAGER, ANIICEM (P't'Y) !.'_n

Que.tion
"Mr McIvor, would you please articulate the main

reasons th~t lnfluened your company to go down the

TOM route P"

Response

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

Question
"There is general consensus that for any TOM

intervention to be successful, it has to be driven

by the CEO and his sen ro r team and cascade down,

Would you agree with that observatlon ph

Response

"Absolutely, I thlnk if it iq to succeed, it simply
has to be that way. There are no compromises, As an
additive to that, Jaque Marais, who is the manager
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terms of quaHty and as a pi.1ot study and see it
through, We tried to launch everything at once, and
if you look at t.he end of the day, we have not
achieved the results, People see it as a disaster,"

Question
"Would you ascribe that to the fact that things like,

peopl.J, empowerment, recognition, reward,

accountability, was not implemented in tandem with

the systems 1 You share the view then that unless

there is a fundemental management shift, it is

fruitle.ss 1"

K."ponse
"That is correct, you have to change the paradigm.
If you don't change your paradigm, you are wasting
yuu."J,;time."

Que.tion
"Is there anything that you would like to comment on,

any pearls of w.1.sdomyou might like to share, general

observati"ns that you might like to make ?"

Re:spon••
"Nothing, thank yOU,"
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Response

"Absolutely."

Question

"I would like to quote to from 3 authors who wrote an

article on TQM in the Sloan Management Review, and

then I would like to ask you 2 questions relating to
their comments. They say as tollows :

"TOM is more thaJIa flldor a buzz word. It is even

more than a technique to controlling and motivating

employees. T~M ~s a challenge to conventional

management techniques and to the theories that
underline them, therefore it cannot simply be

grafted onto the existing managemer.t 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.

Firstly, would y~u agree with th~t comment, secondly,
what' specific changes in management .style did Air
Liqulde introduce to effect TOM 7"

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 believe we didn't equip the people in
the correct way. We did not isolate the situation in
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through the quality college, and we have o!\ctually
involved a common education syst.em. It has been
difficult because, people are very sceptical of the
system, they have been, and they still are. They can
see quality in terms of ISO 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,
bot that's how we have actually done it. It hasn't
been totally successful."

Question

·Well, that is my next question. Firstly, how long
have you been down this road, and do you believe that

you have achieved your expectations, not come up to
expectations, where would you say you are down the

road ?H

•Down the road, we have been 2 years. We have not met
expectations. I think people thought tha~ we were
really going to turn 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 haul, PG

Bisson, they have been down this route fer 8 years

and they are still no where near it. Anybody who

sees it ~s a quick fix is going to be disillusioned. U
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P.esponse

"Absolutely, I think more importantly that the CEO
has to be seen to be implementing TOM systems and
policies and not paying lip-service to it, I'm open
with you, that tended not to happen."

Que.&tion

uThe next question then, is, that of getting the

employees to buy-in. Clearly, and you and I are both

familiar with the Crosby system, there is a lot of
team work invol ved, a lot of people accepti:lg

accoulltability and responsibility for their own

efforts. How did you go about getting them to buy-in

to the system and not just seeing this as another

manaqement intrique to qet more productivity, etc.?U

Response

"We started off with the quality education system, we
started with the bdsic premise o~ the Indaba systems,
speaking to the trade unions. getting the shopstewards
together, explaining tha rationale behind what we
want to do with TOM, we actually introd~ced it into
our literacy training program. Not only quality as a
way of oper~ting in t~e company, but also operating
in your own day to day life. In terms of the managers,
middle menagement, senior management, we put them

"
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THURSDAY - 6 OCTOBER 1994

INTERVIEW WITH MR DEREK WILSON
HUMA~ RESOURCES MANAGER, AIR LIQ1JI!:":o:..iA

QuestiorJ

"Derek, could you please articulate the main reasons

as to why your company decided to introduce TQM."

Response
"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 philosophy, we had no obtion but to follow
the TOM system. The CEO and executive team thought
that it would bring about a total change in mindset,
actually a quality driven service company, which I
must say, hasn I t really come to fruition, and I
believe that wa went about it the wrong way. So in
a round about way ana: ...ering your question, we were
actually mandated to implement it."

Que.tion

"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 CEO and his senior team. W?uld you
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should come ill."

Question

"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 force, allowing them to make decisions for
themselves."

Question
"What. have you done about the question of recoqni tion,

hot"do you recognise superior effort by ...._ c::mployees

- is there some monetary incentive, or do you have

some quality man of the month - how do you go about

that?"

Response
MAt the moment we are busy negotiating as far as
incentive: go. Ttat'~ still QU Lh~ 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 incentive. What we do have is we have a
light board where we flash up if the mac~ine has done
well, so we recognise the guys throughout the whole
plant over a .nift or two. Our biggest incentive at
t ne moment from the P.l\side when tt.ey guys w",lk
around the floor 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
being negotiated, and hopefully, in the long term
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Question

"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, t.·letop can start to slack off, we would
like it to be self-sustaining. We have found it is
nor.self-eustaining. Top management has to be involved
all the time. We did not send our employees on any
programmes, we trained thelnourselves. We formed a
task force, which 1 headed. Jaques De Wet, of QMA,
asked why I was chosen, and the reason being was that
I have enough clout, 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 took 12 of our low~r
level people - we work on the Patterson plan - we
took mainly 84's and a f~w Cl levels, our lower level
supervisors, 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 Awareness
Experience)."
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FRIDAY - 7 OCTOBER 1994

INTERVIEW WITH MR JULIAN BAKER

ADVANCED SUPERINTEDANT (METALLURGIST), ERGO.

Question

"Julian, would you please tell me whdt made Ergo

decided to go down t~e TOMRoute ?"

Response

"Our GM, who originally introduced' Proudfoot', before
they were part of OMA, decided to do the quality
installation at Frgo, because of, obviously lowering
gold prices, ~rofits, etc., and we thought during
the 1st exercise 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 OMA in as
we felt t~3t they should tackle the lower levels."

Qu",.tion

"Th"'re is general consensus that for any TOM

intervention to be successful, it has to be ~:iven

by the CEO and his senior team and cascade down.

r'h,uld you agree with that observation ?"

Response

"Yes."

-~,



131--~---.-----

seems to be standard. People question why we must
work more shifts. The ~arket isn't big enough. And
that is where we have to warrant our benefit from, by
i:lcreasingour voIume through the factory, and dropping
the overheads over a greater prod~ction, We use the
same capital."
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man as a man, not as a management appuintee or as a
Std B person. Very much like the conc~pt of Ubuntu."

Question
"That really conC'ludes my tormal questions, but you

may have some thoughts and concept~, passing pearls

of wisdom tllat you may want to share wi th us for

reference by users of the library, as this report

wil.L be fHed in the Business School Research library?"

Response
"I find that with the TOM process, it is essential
that th~ top man drives really r~ally hard. Perhaps
one of my biggest fai!ures is me not 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 short term suff~r;n~ mi~ht
have been a lot greater, because your costs do go up
initially, the first ~-9 months, and I find you do
ne~d to compromise a little, to prevenc tho~e 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 meLncenance shift. 24 hours a day. We are
moving onto 3 production shifts. So when one look~ 0

th~ cost of quality, one must LncIude the loss
contribution of 01. 'i working 1 shift and not 4. That
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Respontie

"Yes, but I wouldn't go as far as Albert Koopman. I
think th~re is a style somewh~re in the middle, but
definitely it has to suit the African culture. We
find that don't concentrate on an individual, don't
critisise an individual. It'c the team who is
responsible for various items. YCI\4 uome in on the
tt!&IlI. ~jon't go to the supervisor, address the
supervisor and the whole team. The supervisor is
there because the workers allow him to be there, not
as a manaqement appointee. What we have found, that
if we have put a chap into a Gupervisoty position,
and if they are not ready for that chap to be a
supervisor, then it doesn t work. They don't a.cept
him, no matter how clever he is, what his bacKground
is, whatever. One of my best supervl.sorflcenno i.. i:llad

or write. And I was chc!lttingwith a chap from one of
the UK universinles about it and he said, 'what an
incredible problem, oecause as soon as his workers
realise 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 his workers,
and ask him to read it to him. And the guy hasn't got
a problem with it. The fact that the worker has Std
8 and that he can read, does not mean to eay that he
can be a supervisor. The team c.ecideson w'";ois to be
supervisor, and they will respect him. It's the
esteem that that man has inside himself. It's that
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think that participation is difficult for them. I
find they battle to relate to participative management.
- You're the mandger, we're the worker, we will work
together, but really you must 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 JOD, but the wider sphere, they are
not interested in."

Qu••tioD

"Can I share with you an interesting concept, and

perhaps you could comment on It ?

I did a sOJbject at the business school last year

called African Management, and what the local SA

expert~, like P Christie, A Koopman, on management

are saying is tha" what we are doing is using the

wrt:1rt'1 ", ...n"gftment style in SA, in that what we are

looking at, P Drucker, T Peters, and we are saying

that we must use that management styl~ here, but what

these chaps are saying is that that's okay for a

Eurocentric management labour torce, but here in SA,

because ot our African hel . tage and because of Ubuntu

and the concept ot social orientation, we need to

de~'elop an Afro centi rLo management style to be

eff~ctive. Would you agree with that generally ?u
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employees. TOMis a challenge to conventional

management techniques and to the th~ories that

underline them, therefore it cannot simply be

grafted onto the existing management structures
and systems. If it's benefits are to b~ fully

realised, ther. companies need to prepare themsel ves

for organisational-wide change including top

management.c;' reli/lquishing of power.

Firstly, would you agree with that observation, and

secondly, what kind of menaqement: style change did

you introduce to recognise such things I!S empowerment,

recognition, a=countability, or didn't you change in

any wl!y ? ..

Response
"I agree with most of what was quoted, but I don't

agree with the last part, that management must

relinCluish power. The way we did it in the beginning,

you have to be autocratic. So you drive it down

everybodys throat.

paternalistic.

Then, we changed more towards

We headed then towards the

This was the invo 1vement, headingparticipative.

towards aelf-directed work teams, quality circles.

I found it doesn't work with the very unsophisticated

labour force that we have. I think if my labour

force waAmore sophisticated, I might have a bit more

success with it. I somehow wonder though, whether

the black culture is ready for participation. I-~..
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Question

"Peter, how long have you been going down this 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 doing 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, 'lndour profits trebbled
over that F .rIod. But I wouldn't say we have achieved
our expectations, we are making money, but we are not
as far down the ~rack a3 I would like to have been.
We are getting there, but it is a long slow road. I

thought that with a relatively small company, we
would be able to drive it a lot qUlcKcr, out tnere
are always bugs in the system that slow you down, and
now, we are not as far as I would like to be."

Question
"I would like to quote to from 3 authors who wrote ~n

article on TOM in the Sloan Management Review, ana

then I would like to ask you 2 questions relating to

their comments. They say as follow~ :

"TOMis more tndn a fad or a buzz word. It is even

more than a technlque to controlling and motivating

_.__ ..

.~
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Questioz:

"The next quest Lon then, is, t.ot.nw : thstanding the

tact 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 become part of this

new way of doing business P"

Rosponse
"Not really. I found that the workers are the easiest
people to convince that TQM is the way to go. I find
thO:ltthe most difficult level is the level of management
below me. They are the scepticL. The workers, we
got them together and we said, 'look we want to
introduce more quality consciousness i.ntothe 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 out, we should be using thes~
brushes, etc.'. So they came up with lots of useful

Iideas, and we followed 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
d~fficult keeping up with that. We ran enhanced
courses, which helped a l,t. 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

MANAGING DIRECTOR, CONSTANTIA ECHO (PTY) LTD

Question
"Peter, would you please articulate the main reasons

why your company decided to go down the TOMroute ?"

Response

"I did have experience with it before, at LTA, our
reputation in the market place wasn I t very good.
Our market share, our profitability, was slipping.
We were spending a lot more on sales than we should
I".ave,so it was to improve our m~rketability, improve
our reputation in the market place, and to reduce
our costs, and therefore increase our profit."

Question
"There is general consensus that for any TOM

intervention to be successful, it has to be driven

by the CEO dnd his senior team and cascade down.

Would you agree with that observation ?"

Response

"AbBolut~ly, it does not ~~rk any other way,"
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victory, and make it known around the place, believe
you me, if you don't, it loses it's momentum. There
are no big bangs aiLer the initial 6 months - 1 year,
it's a whole series of little initiatives that take
place, that you measure your pr.ogress by. I had to
from time to time, remind Jaque of this, as he gets a
little despondent, one tends to lose one's way, and
it's those little initiatives that you have to
recognise, and just keep vor ki.nq at them."

_\"""'lS
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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 me~suring
and feeding into the system, and then there are local
measurement going on in in our company. And that is

the main focus right now, around measuroment and
comparing against bench mark targets, or last years /
last 3 years results, and then dealing with customer
complaints 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
matt~rs are reviewed, etc., and these issu~s are all
reviewed in these meetings/forums and addressed."

Que.tion
MHectar, there is no question in my mind that you

have taken a very personal and serious view on this

issue, are there any passing pearls of wisdom which

you may wish to share, any general comlntI s that you

would like to make, something you may neve done

differently with a vision of hindsight ?M

Response
"That is correct, you have to change the paL"adigm.
If you don't changp. your paradigm, you are wasting
your time. I think you have to be very patient, very
persistant and you have to measure the smallest
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Response

"Most definitely. It cannot work it you have people
at che bottom trying to do somet~ing, and you don't
have the commitment from the senior manager with
regard to resources, expenditure, etc. You get a
clash point in the middle, and of course the lower
half eventually pack it in as another flavour of the
month."

"We have agreed, and there is general consensus that
it has to be top down driven, what did you do 1:0 get

your rank and tile to buy-in to the process P"

Response

HI think it started with the appointment of a tull
time national q~~licy co-uLJlnacor. ~ccondlj', the
major prob:em that we had is the fact that we had
started it, and th~ 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 employee suggestion och~me. So what I
did was to revamp that, and actually got it in place,
and spent a lot of time m~king sure it works. That
brought up credibility by the employees again because,
the system works that 'hey would idLntify a probl~m,
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WEDNESDAY - 12 OC~OBER 1994

INTERVIEW WITH MR ERROL WOOD

NATIONAL QUALITY CO-ORDINATOR,

OTIS ELEVATOR CO. LTD

,,;u••tion

"Would you please tell me why your company decided

to go down the TOM road 'I"

Response
"We started with the quality improvement process
which is really the Crosby affiliate company about 9
years ago. It started off with a bang, and "bviously
the wheels fell off a way down the road, because
everybody thought it wo~ld just happen. The first
step they took, b~~ause it was basically prescribed
by our mother company in USA, they w~nted all their
companies through the world to go the Crosoy route.
In 1991, I was appointed full time quality co-
ordinator, to try and get a hold on the pieces that
were falli~g Apart."

Qu•• tion

"There is lJ view that for any Irrt ervent rcn of this

nature to be effective, it has to be driven from the

senior managers and c~scade 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 cifficul t to get commitment
from ~eople when that t1pe 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 OMA type route is not accept~ble. If
you go that route, where you br~ng outsiders in, the
dedication of 1 or 2 of the top people, or preferrably
the top person of the company is absolutely essential,
and the ~nonnt of time they are going tc spend 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
except implement it. Because if he'e 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
he ve t.ht! l.lm~ Lu J~vu L" Lu l L • We:! 1:1 LCI'&:L"J yl.-"'",n

circle type m~etings on our sites DO thot the workers
could try and contribute to the running of the company.
The guy who is pushing it from the top has to go to
those meetings. He has to have the time to do it. I
think even OMA underestimate the amount of tim~ it
takes. For it to be really successful, you have to
take one of your senior ~xecutives for the next year
or more and he is co do nothing else except 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 constru~tion are quite common, but where we have
pain bonuses/rewards, monetary rewards relative to
quality, we have made those less significant as the
normal end of the year type bonuses. They have been
a fairly nominal figure. We have highlighted the
namee of the people, and panned the awards in our
newsletter, but there have been minor monetary
rewards."

Qu•• t:Lon

"That really concludes my formal questions, perhaps
there are some pearls of wisdom that you migllt want
tn ~hare with us on the terms ot what you might have

done differently, or what really worked tor you, or
just something that you think people could buy-i.n to,

who want to go down this route, because it is a very
longterm pro~ess ?"

R••pOr-••

"I no bejieve that -:'heseimprovemt.nt systems, and I
keep referring ~o the word 'improvement', I pcefer
the word 'improvement' to 'quality manag~ment', because
that is re~lly what you are trying to do, to improve
the way YOIl run your company. For t.he improve:ment
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people, to recognise the people, to give the people

accountability, etc. ?"

Pesponse
"My reaction is that I don't believe that you have to
C.'hdn~eyour company dramatically. We certainly did
not. W~ kept the same man~gement struclure in line.
We maybe flattened it a little, but in a constru~_~on
organisation like ours, I think that structure is
very ll:lportant,and we didn't change it. All we did
was we ,=reated 6 lot of improvement committees t.hat
rn"("e~ltrl!ltedon improvement, and those committees
were at all sorts of levels, they were almost job
orientated, like in this Head Office, we had a secretary
improvement committee. If you would lika to call it
a cLange in management, then yes, it was a change.
What 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."

Que.cion
"ttev« you done anything on the question of recoqni tion,

because that is rather a vexed q~estion? A lot ot

companies I h~ve interview8d have said that they are
totally against any sort ot monetary recognition. "

~~l.
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success. We are only 3 years down the programme, and
Murray and Rob~rts will tell you, they are 7 years
down the programme, it is a long proceso. If I say to
you that I think we have improved commun~cation in
the company quite dramatically, it is possibly one of
our biggest successes. Prior to us going on this
thing, one of the comments from someone in the company
was that commun~cation Was very poor. Now they would
say, generally speaking, communication is very good. "

Qu•• t10n

"I would like to quote to trom 3 authors who wrote an
article on TOM in ~ ~ Sloan Management Review, and
then J: would lik6 t')aslc. "'J.2 quel'.tJonsrelating to
their comments. They say as to':'.~ows:

"TOM is more than a tad or ill buzz word. It is even
mnrl't than a technique to controllinq and motivating

employees. TOM is a challenge to conventional

management techniques and to the theories that
underline them, theretore it cannot simply be
grafted onto the exisci.JQ management structures
and systems. i: ~t'H benefits are to be fully

realised, t~~'ll ':ompaniesneed to prepare themselves

tor organis&tional-wide change including top

managements' relinquishing of power.

firstly, ;"'ouldyou agree with those oaservetium«,

and secondly, what changes did your orgdn1sation br1ng

1n in terms ot it's management style to empower the
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Response
IfIt seemed 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
succ~ lS, and those pockets of success are the really
committed ones. A lot of people can come to a meeting
and say that they are committed, just to satisfy tht.'
boss, but ..."

Quest jon
"How successful would you say your organisation has

been - did you achieve expectations, did you exeed

them or do you believe you did not achieve them - how

would you rank your success in this ilutiative ?"

Response
Iflthink the success of our initiative h~s been marred
by ~ome major changes in management. The MD, who I
was referring to, le.Et the organisation in 1992,
there is a new MD now, who has his own ideas as to
what should and shouldn't be done, so in our case is
possibly ~ little out of the ordinary in that we hav~
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 "elieve, quite a lot cf
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TUESDAY - 11 OCTOBER 1994

INTERVIEW WITH MR JP EVERETT

OPERATIOliS DIRECTOR, FRANKIPILE SA (PTY) LTD

Que.t.ion
"Would you please articulate the main reasons why

your company decided to go down the TOM route 7"

P,esponse

"The decision was made by ehe previous MD of this
company in 1991. He had been to some present~tion
by QMA, and thought it was a good idep, and elected
to go that route."

Qu••tion

HThere is a view that tor any intervention ot th~s

nature to be effective, it has to be driven from the
top down. Would you agree with that obser"ation 7"

Response

"199%. It's an absolute necessity. If that doesn't
happen, then you can forget it."

Question

"Having said that I there 1s a great neea to get your
rank and tile employees to buy-in to the process,

and to commit themselves to it. How did Frankipile

go about getting this commitment and buy-in 7"-...........
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being th rea tened, and what's in it tor 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 senior supervisors, are really
where things fall down. They are obviously feeling
the t"lreat."

_~J
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long term process 7"

Response

"Fa: the experience OI 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 obviously
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 experience of the people from Western Deep
levels, because what they did, they tried exactly the
s&ne thing, they failed, they tnen went to the day
shift people, concentrated on the day shift, when
that was up and running, they then only tried on the
shift people, when that was up and runni~q, they then
only tried it on the shift people. So they had to
back tra~k right to the beginning. We haven't taken
th~t atcp b~ck, we ~re ctill prcgreccin; with what we
have done. I find ••nio'['manaqement , very suppor t Ive,
it is the next level down, tlat are not supportive.
Those are the people you have to convince."

Que.tion

"That is a very .tnteresting 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 TQM,

the question of empowerment, recognition, team work,

accountability, etc. f~

Response

"To answer the first question, I don't believe that

t.op 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 empowered them to

do so, but they have not taken ownership of that. I

think that the mining industry for too long has had

thl.S boss-SUbOrQl.nate relationsnip. ·..·0 overcome chis,

again, I think just carry on s~ressing 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 miqht want

to share with us on the terms of What you :nightha /6

done differently, or What really worked for you, or
just something that you think people covio buy-in to,

who want to go down thi~ route, becausa it is a v~ry

_u.-,
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Question

"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 expec cat rons . In terms of Ergo's

experience, would you say you achieved your

expectations, you exceded your expectations, or didn't

achieve your expectations ?"

P.asponse

"We have not achieved our expectations. Tt,e team
c~nc~pt has been fairly well entrenched, but what we
are trying to achieve through the team concept is not
coming CJut "

Question
"! ~~·c:.:ldl ik» ra quot:« to from 3 authors who WI'ote an

~rti~le on TQMin the Sloan Management Review, and

then I would like to ask you 2 questions relating to

their co ....nents. They say as follows :

"TOMis more than a fad or a buzz word. It is even

more than a technique to controlling and motivating

employees. TQM is a challenge to conventional

management techn tques and to the- theories ti.at
underline them, therefore it cannot s~~ply be
grafted onto the eXisting m~nagement structures

and systems. If it's benefits are to be fully

realiFet.i, then companies need to prepare themsel ves

_-.-,
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QUf:lBt ..on
"That is now thR end of the official questions, but

perhaps you would share with us some pearls of wisdom,

whlch you may think worked well for y?U, or did not

work for you, so that anyon~ going down this route

can maybe Leern from the experie.'lceof others r»

Response
"I think, from my perspective, it starts and ends
witc commitment from senior management and board level.
If I talk about commitment, I have visited many an
organisation involved with 'l'QM, I have seen the
suc:essful ones and the unsuccesful on€s, 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 ..Leadthe organisation mu" ~ first and
foremost be people-~eople, and the technocrats, auto-
crats, just do not. make this thing fly. It is an
absolute commitment to developing people, forcing
down decision-making lower in the organisation, making
people responqible and accountable for their work,
but instilling the whole concept of pride and th~ way
in ~~ich they do things with a very very strong focus
in tl;rms of customer. A "<!rr,very stong comm itmerrt
to quality. Walking the talk, and there are
organisation who are practising everything about that
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grafted onto the existing management structures

and systems. If it's benefits are to be fully

":'p','1llsed,them companies need to prepare themselves

t-sr organislltional-wida change lncluding top

m~nagements' relInquishing of power.

Firstly, would you agz'ee with that observation, and

secondly, did your company change certain policies

to align it to the new thinking ? II

Response
"No, no changes were mace. The lust p,\rt of the

sentence, managt'ments' relinquishing of power. I

think some supplementary ~rganisation has to change.

But I don't agree with th~ philosophy that we you

have to restructure your organisation. I don't think

it is necessary. My personal opinion, in a lot a

cases, is that's where a lot of energy gets dissapated,

4na yvu Q~~~ally ara ch~=in; your tail. G~~~ TOMi-

nothing but good common sense business. It is not

neceosary to reorganise your organisation, just change

the mindset ~f the people. In the classical approach

which you get from the Crosby organisation, it

virtually fluts forward that you have to have t\ very

very big structl.<re to manage your TCIM. I think that

is where the whole thing falls flat, in that people

perceive 'rOM to be a septlrate organisation running

paralle 1 to tne business CUi utlucal. It can never

work. It must be integrated."
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would you respond to that type of thing ?"

Response
"Yes, those are probably t~e key pre-requisites for
successful culture chanle or style change, I think
the whole TOM hilsthe r,hil.:>sophyof the empowerment
of peop le, and p'lshir.gdown the authority levels to
the l~~st level. If that doesn't happen, then the
whole process suffers. In our org"ni.sation, probab ly
one of the areas that we have s~ffered most, is from
the Director level, there was, in a lot of cases, the
a~~ol~te reverse - 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 requ.ired, end the Lmp Ldce t Lons of a truly
participative style. I think we have gone the other
way - we have become more autocratic and less
empowered. "

Qu,.. tion

"That brings me then to the statement that these 3

authors make, and it touches on thc!t question (If.

management style. It says :

"TOMis ",ore than a tad or a buzz word. It is even

more than a technique to controlling and motiv.!tinq

employees. TOM is a challenge to conventional

management techniques and to the theories thai

underline them, therefol·e it cannot simply be

-,-
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Response

"We started in 1991, and I think, to date, looking
back, we have probably fallen short of our
expectations.

Que.tioD

"Would you ascribe that to the fact that you have

only been at it for 3 years, and that this is a long
process? "

Re.pon ••

"No. I think it is probably b~~ause we had a change
in CEO halfway through the process, and that naturally
lead to a change in focus, which did not help the rQM
process."

Que.tioD

"'''enow com" to the crux ot my research proposal, and

I w'ould like to make a comment and then read to YOil

from 3 authors who wrote an article in the Sloane

Management Review, and the~ ask you some qu~stions

a round thae ,
There is a general view thdt in order tor TOM to be
success, there needs to be a significant change in
management style. Could you plea~e discu~s some ot

the changes in managem~jt style that you perceive
took place to drive the process, tor example, people
empowerment, recognition, accountability, etc. How



Question

"Notwithstanding the fact that it has to be top down

driven, you have to get your dmployees to buy-in to

the process, anc get commitment from them. How uid
Del ta Motor Corporation go about getting that

commitment from the rank and file of the employees.

Because th~re is a lot of suspicion amongst workers

that this is just another management trick to get

them to work /larder ?,

Respon ••
HI think that on the whole, it is not a problem to get
the employees to commit. It's more difficult to get
management minds to change and focus. Generally, the
employees welcome effort to improve quality, But
having s~id that, yes, we also spent a lot of time,
we involved the rank and file, we involved the
shopstewards, we put them thLu~~b the proece: first,
80 they had a full understanding. ~nd we found, time
and time again, that employees don't have a problem,
management have the problem,"

Qu •• t;ion

"How long hlJ$ your organisation been involved in this

process, and how successful would you say your

organisation has been - did you achieve expectations,

did yot! exeed t1:em or did you fall short of your

expectations 7"

--'--"
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WEDNESDAY· 4~ OCTOBER 1994

INTERVIEW WITH MR WILLEM FAURE

DEALER TRAINING' DEVELOPMENT MANAGER,

DELTA MOTOR CORPORATION

Qu••tion

"Would you please ..ell me why your company decided

to go down the TOM route r:

RespODse
"It was r~ally need driven, by the fact ~hat at the
time, we were not happy with our product quality
index as ~erceived by the customer, as well as measured
by ourselves, and also 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
b~come world players."

Qu••tion
"There is a view' that in order tor TOM to work

elftectively, it has to be dr iveri by the CEO/MD and

his senlor management team.

that observation ?"
Would you agree with

Raspons.
"100%,"
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slogans terminologies, which dont' mean anything t~

the person at the lower level wh~re it counto. Keep
it at the low level, and it can only succeed."

_\_t
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which people are actively looking at for continuous
improvment. So to me the two complement each other,
and it has worked very well for us."

Questit,n
":'hatbrings me to the end ot my tormal questions. I

would like to dsk you one additional question. You

have a very good grasp ot this whol'" quality process.

Are there any pearls ot wisdom which you would like

to shdre with us in terms ot what you may have done

ditterftntly, or what has really worked for you ? II

F41!sponse
"My belief when I cam~ in was to get it obviously to
~he lower level emplo~ees. Therefore, we have kept
it very simple, and we have committed ourselves to
ensure that where ~mployees are involved, they see a
reaction to whateverr whether they hdve identified a
problem, or put forward a suggestion, if they are
involved in quality meetinqs, that we make sur.ethat
certain things happen to get the credability.
I believe there is only one level of quality.

Also,
If you

direct the quality, the structure, the terminology,
all the geod stuff to the lower level. So if it is
simple, and underatandable at the lower level, it
should be even more understandable and practical at
the highor leve1, so keep it simple and on the ground.
Don't keep it up in bosrdroom with lots of fancy
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change of management attitude, management handing
over to lower level employees."

Question

"So you have a problem with the last co:;,ment about

relinquishing power '?"

Response
"I believe that at the end of the day, you could
reLinqu Lsn about 60% of t.he responsibility of
management, and past it down. But it needs to be
over a period 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, I believe you are looking for major hassels.
To answer the second question, what we found was very
beneficial, because about 2 years, once we got the
quality improvement process, which is ongoing, we
then went for the implementation of the ISO 9002
quality system, and my belief, and it tlas worl<.t~u
pretty well for us, that the two go hand in hand. You
cannot have one without the other. The system gives
you the control~ 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 continually improving, so in actual fact, you
have a controlled scenario, where y~u have a s1stem
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stearing committee, so WE:: all started off in the same
direction, and we didn't have thj,. fragmenting of
people putting their own int~rpretations to it. That
Z think was basically the changing point for us."

Question
..I would like to quote to from 3 author'swho wrote an

article on TOMin the Sloan Management Review, and

then I would like to ask you 2 quescions relating to
their comments. They say as tollows :

HTOMis more than a tad or a ,'>uzz word. It is even

more than a technique to con' rolling and motivating

employees. TOM is a challenge to conventi,lnal

management t ecnniques and to the theories that
underline them, therefore it cannot SImply be

grafted onto the existing management structures

and systews. It it's benetits are to be tully

realised, then companies need to prepare tilemsel ve»

for organisational-wide change including top

managements' relinquisJJing of power.

Firstly, would you agree wi th that comment, and

secondly, did you change company policies and practices
in order to faclli tate the implementation of this

process ?H

Response
"z would agree with it to a certain extent, but I do
not believe, initially you need this concept of total
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Question

"Thero is consensus among most authori ties on TOM,

that a signticant cnenqe in management style is

required in order to successtully implement TOM. Could

you discuss, please, in some detail, the specitic

changes that were introduced in your company, e.g.,

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 perc~~tion by management as to how it
should be applied, &nd what the groun~ rules should
be and involvement of emp'oyees were, so people tended
to put their interpretation as to what should be
happenin4, and went off on their own little paths,
with certain degre~s of success, but when you carneto
inter-relationship~ u~LWCQn varicu: departments, lik~
in a corporate company like ourselves, there was no
meshing because, 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
go to the quality college, in order for them to all
have have the sr~e outlook and views and perceptions
of what should be implemented and hot"employees should
be involv~d, the levels of empowp.rment, and that's
where it really stD.r-:...:l"to cnenqe, Utl\,;CI.U:ltl, at; a
management team, we had what we called D. 'quality-~..
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it would go to a senior n.anager,who was a respons ible
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 credibility, and also, the
implementation of quality improvement teams, and
quality councils, which involved every e~ployee ~ithin
the company."

Question
"How successful would you say your orgafdsation has
been - did you achi9ve expectations, did you exeed

them or do you believe you did not achieve them - how

would you rank your success in this initiat:iv'e 7"

Me.pODIt ..

"I believe that since 1991, ~heD we kept the focus,
via myself co-ordinating the actio ties, I think we
have progressed from the point that we were, and we
are continuing to show improvement in our quality
efforts end involvement of the employees, ~hich is
really the make or break. If they haven't bought-in,
you can just forget about it. It becomes a policing
activity.


