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Introduction

The use of Total Quality Management tool is prevalent ever since the 1950s. The use of Total Quality Management tool gained more popularity in the business organisations from 1980s. In simple words, Total Quality Management tool defines the attitude, culture and organisation of a business organisation which aims to provide exceptional customer service to their respective stakeholders by adequately providing them with goods and services which satisfies the need of the end customers (Gupta, 2000 page no.452-453 ).

The primary objective of using the tool of Total Quality Management is to improve the overall quality in all aspects of an organisation’s operations and to bring in a greater degree of efficiency. This is done by ensuring that the defined processes are followed in the right manner in their very first implementation and also focuses on eliminating defects from the operations of organisation. Thus, the use of Total Quality Management tool ensures that employees and the concerned management of an organisation becomes involved in the consistent development of the organisational processes by developing and improving upon the production of the goods and the services that are offered (Van der Wiele, 2000 page no 420-421).

This paper deals in identifying the significance of Total Quality Management tool as a critical tool for contemporary organisations. It begins with a brief description of the Total Quality Management tool as a management tool. Further, the application of Total Quality Management tool in different sizes of organisation has been elucidated. The strategic approach towards using Total Quality Management tool has also been included in this paper. The last part of the report highlights the Total Quality Management tool towards accreditations. The paper ends with a brief conclusion which ties the contents of the paper together (Withers, 2000).
Meaning of Implementing Total Quality Management
Management experts have often defined the Total Quality Management tool as a combination of quality and managerial tools which has its objective in increasing the revenues for the business by streamlining the involved key processes and also by decreasing the potential losses by eradicating unnecessary practices that are followed in the organisations (Häversjö, 2000 page no 48).

Some of the famous organisations and brands that apply the Total Quality management tool include names like Toyota Motor Company, Phillips Semiconductor, Ford Motor Company, SGL Carbon, Motorola and SGL Carbon among others (Vloeberghs, 2006).

Total Quality Management tool relies on viewing the organisation as combinations of different inter related processes. It incorporates the knowledge within organisation to different spheres and also strives to continuously improve the different processes by bringing together the knowledge and the experience of the staff of an organisation. The workforce learns a new thing every day and it is imperative for them to keep adding to their knowledge and the same is achieved by the virtue of Total Quality Management tool. In one line, the primary objective of Total Quality Management tool is to do the correct things, the very first time and then every time subsequently (Heras, 2002 page no 780).

The implementation of the Total Quality Management as a management tool started with primarily focusing on manufacturing processes. It continued to be used only in the domain of manufacturing for many years. However, it steadily and gradually made its way to other areas affecting organisations as well and is today recognised as a generic management tool which is applicable in both public sector and service sector organisations. Today, many organisations have changed the way Total Quality Management tool was used in the earlier days and their own versions are far more dynamic and effective (Lima, 2000).

The figure below identifies the key areas focused by Total Quality Management tool:
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Image Source: (Lima, 2000)

	Total Quality Management tool lays the foundation for the following activities:

· Fulfilling the needs of both the internal and the external customers

· Adhering to the commitments made by the key stakeholders of an organisation

· Lowering the development cycle time and thereby improving the process

· Use of Demand flow manufacturing/ just in time technique

· Building efficient teams through mutual co-operation

· Reducing the overheads and cost involved in providing goods and services

· Facilitates improvements to systems design and processes involved

· Ownership of Line Management

· Empowerment and Engaged Employees (Internal Customers)

· Celebration and Recognition of Employees

· Benchmarking and challenging quantified objectives

· Streamlining Planning processes and improving focus of the workforce

· Incorporation in strategic planning specifically

· Enhanced Leadership

· Better Communication between Teams

· Ensuring Integrity and Ethical standards


The above discussion highlights that Total Quality Management tool is critical to be used in all spheres of the organisation including the departments like Research and Development, Human Resource Management, Purchasing, Sales, Design, Manufacturing, Production, Account and Finance, Administration, Marketing, Customer Service, Engineering, Support, Development, Information Technology, Logistics, Quality Check department, Warehouse and Storage, Risk Management and by all personnel in these respective departments (Aarts, 2001 page no 183).
Significance of Total Quality Management in organisations
Management experts have often defined the Total Quality Management tool as a combination of quality and managerial tools which has its objective in increasing the revenues for the business by streamlining the involved key processes and also by decreasing the potential losses by eradicating unnecessary practices that are followed in the organisations.
Total Quality Management tool can also be described as a management philosophy that results in integration of the key functions of an organization which includes (Finance, Marketing, Production, Engineering, Design and Customer Service etc). It focuses on meeting the objectives of the organisation and also the needs of the customers. Hence, it can be intuitively commented that an organisation which focuses on applying Total Quality Management tool is a customer oriented organisation (Martínez, 2000 page no 3229).

The key principles that Total Quality Management tool follows are given below:

Commitment to Management

Total Quality Management tool helps in planning, driving and directing the employees as the processes to be followed becomes crystal clear and there is a greater degree of transparency in the processes that are followed by the organisations. It also helps in adequate deployment of resources which are required by the workforce to carry out a given task in a comprehensive and timely manner. Further, the review processes and checking the quality of the processes being followed becomes much easier for the management of the organisation through the use of Total Quality Management tool. The revision on a particular task and due recognition to an employee for his deeds in a process is possible in a viable manner through the use of Total Quality Management tool. Lastly, communication between the different levels of the organisation and also horizontal communication gets smooth which is win-win situation for an organisation (Terziovski, 2003).

Empowerment of Employees (Internal Customers)

An organisation following the notion of Total Quality Management tool is always on a lookout to get the best out from their employees. Hence, appropriate empowerment is given to the employees as they are the ones who often come in direct contact with the end customers rather than the senior management of an organisation. This is of paramount importance for a service organisation as the direct contact of an employee with the customer is a moment of truth which can make or break the loyalty of the customer towards the organisation. Moreover, training methods and suggestion schemes are utilised by the virtue of Total Quality Management tool in an effective manner to help the employees of organisation to learn consistently on a daily basis. This results in due measurement and recognition of the results and helps in formation of excellent teams within the internal environment of an organisation (Escanciano, 2001 page no 485-486).
Fact Based Decision Making

Total Quality Management tool makes adequate use of sophisticated methods like TOPS (Ford 8D-team oriented problem solving approach), the seven statistical tools, SPC (Statistical Process Control) and DOE, FMEA to ensure that the data is being used accurately to base the critical decision upon the same (Martínez, 2000).

Continuous Improvement

Excellence in teams is achieved through the use of Total Quality Management tool as there is a systematic measurement and focus on CONQ. An organisation working together as a team possess much higher chances of being successful, relative to the an organisation which does have a sound team working together. Cross functional management of the process is also done through the use of Total Quality Management tool management tool which results in maintaining, improving and attaining the required set out standards of an organisation (Hendricks, 2001 page no 277-279).

Customer Orientation

The other benefits of utilising and applying Total Quality Management tool is better relationships with the suppliers, no compromise on the quality offered, better service relationships with both internal and external customers and customer driven standards. This provide enough evidence that an organisation which strives to build upon the trust of both their internal and external customer must follow the philosophy of Total Quality management tool as the same offers great advantage which can prove to be a source of competitive advantage for an organisation (Najmi, 2000 page no 343).
Principles of Total Quality Management tool at a glance:
	Prevention of the Defects
	Total Quality Management tool ensures that the defects in the processes followed by the organisation are removed as it is relatively cheaper to remove the defects permanently than finding the defects every single time

	Minimising the Defects
	The primary objective of Total Quality Management tool is to achieve zero defects in the organisational processes or to minimise the defects in the case of complex service or product 

	Right Things in the First Time
	Total Quality Management tool  focuses doing the correct things, the very first time and then every time subsequently 



	Involvement of everyone in Quality
	Total Quality Management tool ensures that quality is not only the concern of the operations or production department in an organisation. All the departments are equally responsible like (Marketing, Finance, R & D, Sales, HR etc)

	Consistency in Improvement
	Organisations should always be on a look out to keep improving and developing their processes to achieve quality

	Involvement of the Employees
	Total Quality Management tool provides opportunity for all the employees to engage themselves in the key affairs of the organisation and hence be involved in the key activities

	


Application of Total Quality Management in different size organisations
Total Quality Management tool is highly adaptable and infinitely variable which means that the same can be applied to organisations of different scope, size and scale. It is increasingly noted that Total Quality Management tool is a philosophy that is primarily dominated by larger organisation relative to the small businesses. The same is true in the case of using other high end and advanced technologies (other than Total Quality Management) for small businesses as they are more preferred by the larger organisations (Hua, 2000 page no 1167).

Small and Medium size organisation often limit themselves to quality system certification, example, ISO 9000-9001 in their approach towards building a quality journey rather than focusing on more dynamic forms of ensuring quality improvement in their organisation such as the use of Total Quality Management tool. It is argued by the experts of the industry that small organisation must also follow the Total Quality Management tool from the very beginning. This would be beneficial as then they would be in a much better position as far as application and the use of the Total Quality Management tool is concerned when they expand and grow big. This is also true because the sudden introduction of a management tool likes Total Quality Management tool can cause a drastic change in the approach as the workforce is not used to the same. On the other hand, if the culture is set right from the very beginning, then there would be potentially no requirement for any kind of transition in the later stages (Quazi, 2002 page no 59).
Hence, it is recommend that small and medium sized organisations must make the use of Total Quality Management tool is to attain the benefits of total approach for quality from the very on set. This way their effort on ensuring quality in the organisation would prove to be a successful venture (Rahman, 2001 page no 39-40).
Strategic Approach of Using Total Quality Management Tool

The use of Total Quality Management tool has increasingly become a strategic tool for contemporary organisations. It is also noted that Total Quality Management is seen as a long term process often involving a long gestation period. It is not something that is expected to yield immediate returns to an organisation. The application of Total Quality Management mostly requires an innovative and strategic framework from the senior management as the scope of application differs from organisation to organisation. Thus, the need is to discuss the progress via the means of regular meetings to judge the relevance of changes in the strategies, competitive environment, preferences of the internal and the external customer etc  is very commonly seen (Romano, 2000 43-47).

Many organisations lose the plot as they are often not able to hold regular meetings discussing the application of Total Quality Management tool in their organisations. The primary reason for this is that the application of Total Quality Management tool and it results is not something very clear and is more of an investment for the secure future of the organisation.

Successful organisations have used the strategy of going with the flow of the Total Quality Management tool process and not worrying too much about the immediate results which are derived from the application of Total Quality Management tool. They understand the fact that the major results and benefits are expected to be achieved only in the long term and approach the application of Total Quality Management tool as a long term investment (Hughes, 2000 page no 338).

Strategic Planning and Total Quality Management tool go hand in hand for an organisation. Total Quality Management tool essentially acts as a competitive source of advantage for an organisation which applies it. This is so because Total Quality Management tool provides assistance in prioritising the efforts of an organisation and focuses the attention on the goals of the organisation by taking care of the systems of quality followed and thereby meeting the needs of both internal and external customers (Santos, 2002 page no333-336).

The table below provides a study of the common points and the concepts that are involved in the study of strategic management and Total Quality Management:

	Basis
	       Strategic Management
	    Total Quality Management

	Overview of the involved organisation

(This basis highlights the attributes of the organisation, which is involved with the implementation of TQM and uses it as a strategic framework )


	· Systems are generally open

· High degree of flexibility is observed in the organisations

· Contingent upon strategic planning
	· Systems are generally open here as well

· Change is possible in the organisations

· Less use of strategic planning relative to strategic management

· More emphasis is on quality issues and the organisations is essentially more customer oriented, both of the above points are the drivers of change

	Orientation of Time

(This point of distinction is based upon the timeframe and indicates when the results of the TQM implementation as a strategy are enjoyed by an organisation)
	· Long term benefits are sought and more orientation is towards the future

· Operational processes are linked within
	· More focus on the current practice with a view to change comprehensively in the future

· The current issues and the demands of the internal and the external customers are considered

· The implementation implies long term horizon (Santos, 2002 page no333-336)

	Affect on the culture of the involved organisation

(This point highlights the cultural aspect and the effect of change that is seen in the organisation when TQM is implemented in the organisation)
	· Culture of the organisation needs to be changed

· Innovation is encouraged

· Choosing among different alternatives is a key point
	· Culture of the organisation needs to be changed here as well

· Innovation is encouraged here as well

· More focus is on the customers need, attention to detail, team-work, quality etc

	Leadership

(The effect on the leaders and leadership quality as result of strategic framework followed by TQM application and implementation)
	· Long term dedication is required by all the stakeholders

· Major role is played by the senior management as they navigate and drive the organisation using their vision 
	· Long term dedication is required by all the stakeholders here as well

· All the level of employees (lower level, middle level and top level) are encouraged to participate in decision making and empowerment is a key point

· Initial period are marked by a long gestation period and huge investment often in the form of huge trainings

	Control by the Management

(This section identifies how senior management controls the respective affairs of their organisation when TQM tool is implemented as a strategy)
	· Management use various types of controlling tools to evaluate the degree of deviation from the long term plans and strive to rectify them soon (includes internal control systems and management control systems)
	· The specified objectives are quantifiable and measurable in nature

· Use of statistical approaches to ascertain improvements is common  (Abraham, 2008  page no 187)


Source: (Sun, 2000 page no 168-170).

Using Total Quality Management tool, an organisation analyses and meets the need of the consumers by evaluating the best possible measure in order to meet the needs of the stakeholders. As an example, a priority matrix used in the application of Total Quality Management tool essentially evaluates quality option for meeting the needs of the consumers and use of a tree diagram, process decision and matrix diagram provides the opportunity to take the best possible decision to satisfy the customers. It also results in utilisation of the best professional tool which the organisations use as a base to take their decisions on, and thus provides them with a strategic framework which they use as a potential competitive advantage (Terziovski, 2000 page no 147).

Organisation Strategy and Total Quality Management 

Total Quality Management is adopted as a strategic model in many contemporary organisations. Thus, the respective quality management practices (including the implementation of Total Quality Management) has moved from the operational level to the strategic level at a fast pace in the recent times.

TQM could be used in 
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