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ABSTRACT

Quality management remains one of the top ranking strategic issues in all major
organisations. However, at present, there is a sentiment that business priorities and
quality management priorities have become non-aligned over the last two decades. It
is believed that quality management is still predominately understood and practiced
using the framework and direction provided historically by quality leaders such as
Deming, Juran, Crosby and others. Thus, this study motivated that quality is at a
crossroads and in order for it to be aligned with business priorities, once again it needs

to evolve its role.

This study commenced with the review on related literature on the history of quality
management. From this review, it was evident that the various evolutions of quality
management were directed to meet the changing business challenges and market needs
that were linked to prevailing demand and supply, customer focus, competitive
advantage and profitable growth outputs. The literature review thereafter demonstrated
the potential opportunities wherein quality management could be utilised to re-
establish its previous relevance by supporting organisations in the management of
emerging trends. This study identified globalisation, customer power and
sophistication, social responsibility and environmental sustainability consciousness as
emerging trends that could be the most leveraged with the use of quality management
concepts, techniques and tools. Furthermore, the topics of stewardship, leadership,
change management and strategy were discussed as enablers to the proposed new
evolution of quality management, which should become known as “quality

stewardship”.

As a guideline to the “quality stewardship” strategy, a Quality Stewardship and
Leadership (QSAL) framework was developed in this study. The QSAL framework
incorporated Total Quality Management (TQM), systems thinking and business
excellence as the underlying theoretical grounding. This framework, displaying a
process approach, encapsulated the following components: inputs (risk, revenue and
reputation), processes (productivity Key Performance Indicators (KPIs), technical
governance, and environmental and social sustainability) and outputs (maximise

value) for the proposed new scope for quality management.
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The primary source of information used in this study was obtained from qualitative
and quantitative research methodologies. The research instruments in this study
included surveys in the form of questionnaires and an organisational assessment which
was undertaken by utilising a Viable Systems Model (VSM). The organisational
assessment that was part of the preliminary study was undertaken in two beverage
multi-national organisations in South Africa. The pilot and principal studies consisted
of surveys in the form of questionnaires. The objective of the survey was to gain an
understanding of current quality management practices, current quality management
thinking and acceptability of the proposed QSAL framework across selected

manufacturing organisations in South Africa.

Both the preliminary and principal studies displayed variable levels of responses in
quality management practices and a high level of agreement or awareness to the
questions on the current thinking of quality management and acceptability of the

proposed QSAL framework in the quantitative studies.
Thus, based on the review of related literature and empirical studies, the motivation

for this research, that quality management was ready for the next evolution in order to

support current business challenges and market demands, was validated.
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and systems theory. It is used by operational researchers
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A way of thinking and doing production tasks right the
first time without manufacturing defects. This
philosophy increases the organisation’s profits by
eliminating the costs of failure and increasing revenues
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CHAPTER 1: INTRODUCTION

1. Preamble

In the last twenty years, the world of business has changed significantly; the field of
quality, however, has not correspondingly changed (Gutner and Adams 2009:4).
Concomitantly with the changes in the business world, stakeholders, customers and
regulatory bodies have placed new demands on organisations. Therefore, it can be
perceived that quality, as it was understood in the second half of the twentieth
century, requires a transformation to support changing business needs. This chapter
outlines the key emerging trends, business challenges and market demands relating
to quality management and provides the motivation, objective and value for the

research that will follow under the new definition of quality.

1.1 Background of the study

The transformation and evolutionary phases of quality can be traced from discussions
of various authors such as Garvin (1988:3-20), Gummesson (1998:242-249), Dale
(2003:21-26), Beecroft (2004:425-428) and Zairi (2006:1-7), who reflect continuous
change in quality’s philosophical ideas from functional focus, such as inspection, to
external emphasis and market-based orientation. A common thread that can be
followed through most of the work of these authors is the affirmation that quality
management has evolved through four quality eras in the last century, namely,
Inspection, Statistical Quality Control (SQC), Quality Assurance (QA) and Strategic
Quality Management (SQM). The factors that influenced these phases or eras will be

discussed in detail in Chapter 2.

Connecting to this transformation, quality management enjoyed support during the
1970s and 1980s, mainly in delivering the key business drivers of customer
satisfaction and competitive advantage. During this period, namely between the QA
and SQM eras, quality was promoted as a “process management approach” and saw
the emergence of the concept of Total Quality Management (TQM). This approach

advocated the principles of focusing on the importance of meeting specifications in

Chapter 1 Introduction 1



the first attempt; cost and waste reduction strategies; continuous improvement; and
the use of the theory of “holism” and “totality” (Micklethwait and Wooldridge
1997:1-12; Gutner and Adams 2009:4; Johnson 2009:1-7).

Furthermore, the 1970s and 1980s saw an impressive growth and the sustainable
success of the Japanese organisations that had implemented quality management,
most notably in the automobile industry. This growth and success was later observed
in the United States of America when corporations embraced the teaching and tenets
of quality leaders. The results demonstrated by organisations during this period
suggested that the pursuit of quality management at operational levels was the
ultimate formula for customer satisfaction and profitability (Gutner and Adams
2009:4).

During the period mentioned above, quality management and the strategic needs of
the organisation were seen as synonymous. However, since the 1980s, there has been
very little change in the thinking and practice of quality management. The key focus
of quality in the last few decades has been the development of management systems.
To this end, management systems such as 1SO 9001, ISO 14001, OHSAS 18001, and
business excellence programmes such as the Malcolm Baldrige National Quality
Award, Deming Prize in Japan, the European Quality Award in Europe, to name a
few, (Taylor 2001:286-291; Martinez-Costa and Martinez-Lorente 2007:7-18) were
developed.

In the last twenty years, the world of business has undergone significant changes; for
example, the advent of the dot.com boom, with the acceleration of technology
applications and the double digit economic growth in the new millennium. These
changes created trends such as globalisation, customer power and sophistication,
social responsibility and environmental sustainability consciousness and influenced
organisational strategies and business results (American Society of Quality (ASQ)
Futures Study 2008:43-47; Gutner and Adams 2009:6).
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In order for the business world to realise growth and sustainable success in this
environment, many organisations changed their strategy. The new strategies moved
from being predominately product-focused, using process management and cost
reduction, which used to be core functions to quality, to more risk mitigation,
revenue generation and reputational focused drivers (Johnson 2009:1-7; Sheps
2010:1-10). The trends mentioned above, together with their contribution to the
change in thinking in the business world, will be presented in detail in the review of

literature in Chapter 2.

Although quality management is still seen as important for the governance of
operations, it does not fulfil the customer satisfaction and competitive advantage
drivers as it did in the past. Furthermore, quality in this form is no longer considered
as an important mechanism but serves as an assumed requirement where customers
take product or service quality for granted. The quality of the product or service
delivery does not increase customer satisfaction but they react or express their
dissatisfaction in its absence. On this basis, many authors state that quality as it was
understood and practiced has lost the relevance, fame and glory that it enjoyed
through the 1970s and 1980s in Japan, the United States of America and the rest of
the world (Khoo and Tan 2003:14-24; Parast, Adams, Jones, Rao, Raghu-Nathan
2006:36-49; Gutner and Adams 2009:4; Johnson, 2009:1-7).

It is evident from the work of the above authors that quality and its practitioners are
presently not seen as supporting current business challenges and market demands, as
was the case in the past. Perhaps this could be the reason why the benefit that quality
delivers to the business world has shifted priority and serves as an assumed
requirement. In other words, quality at present is assumed to be an inherent
characteristic of design and manufacture or operations, which is then differentiated
by the cost of the product or service. This change has placed quality, as a discipline,
at a crossroads. Therefore, it can be presumed that in order for quality to be seen in
the same light as before and to support current business challenges and market
demands, it needs to change the scope of its role once again.
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According to Garvin (1988:39), no product or service can be improved without the
service provider having a proper understanding or definition of what quality means
to the customer. Therefore, when considering an improvement in quality by changing
its current scope, an understanding of its definition should be the first step. The
definition of quality has always received inordinate attention. On reviewing the
writings of six “leaders of quality”, namely, Shewhart (1931:53-54), Crosby
(1979:7),, Ishikawa (1985:44-45),, Juran (1988: 2.2,2.8),, Feigenbaum (1991:7) and
Deming (2000:5,49), the consensus is that the present and future requirements of
customers, product requirements, price, statistical process control (SPC) and the
price of conformance are essential components for the definition of quality.

It can be perceived from the above consensus that quality has been defined
predominately through the lens of product focus and cost reduction. This definition
worked adequately during the 1970s and 1980s, as stated earlier in the chapter, and,
to a certain extent, still partially meets needs of organisations today. However,
considering the emerging trends mentioned earlier, this definition should be further
extended. This perception contributed fundamentally to the motivation for this study
and will be elaborated on further in the next section.

1.2 Motivation for the study

According to Jabnoun and Sedrani (2005:8-20); Schniederjans, Parast, Mellat, Majid,
Subba and Raghu-Nathan (2006:7-21); Zairi (2006:1-7); Kanji (2007:1-10), the
common forming principles of quality management in the past have always been
ensuring that the organisation remains competitive and demonstrates its “pursuit for

excellence”.

The motivation for this study is therefore based on creating a new dynamic strategy
and definition of quality management that will highlight the need for organisations to
move their focus from managing the production process and to begin to understand
the customer and stakeholder expectations (Hillmer and Kocabasoglu 2008:51-63,;
Saco, 2008:8-9; Gutner and Adams 2009:3,12). This new dynamic strategy and

definition will be portrayed with an aid of a framework that will be discussed in
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detail in Chapter 4. Taking into consideration the emerging trends that influence
organisational strategies and business results, the proposed novel dynamic strategy in
this study should attend to the entire social system, where issues such as global
climate change, business ethics, sustainable economies, ecology and reciprocity are
addressed (Saco 2008:8-9). This thinking is consistent with Hitchcock and Willard
(2002:43-47), who believe that the new role of quality in this century should include
being the watchword for sustainability and that it should encompass both social and

environmental issues.

Based on the background literature review and navigating the course for quality
management presented above, this study will investigate the change in the concept of
Quality from being predominately product and process focused to organisational
results which incorporate the “triple bottom line” (economic, social and
environmental) reporting requirements (Rossouw 2010:60-63). The new definition
will endeavour to embrace the delivery of unimpeachable product quality, world-
leading environmental and social care, cutting-edge scientific analysis, and top-notch
regulatory tracking. Thus, the key outputs underlying this novel strategy will be
centred upon risk mitigation, revenue growth and building reputational equity.
Therefore, the motivation for this study is to position quality to adopt a new

definition of “Quality Stewardship” and framework for “Leadership”.

It is noteworthy that the word “stewardship” was adopted from the work of Block
(1996). Although subsequent studies have embraced the concept of “stewardship”,
Block (1996) was found suitable as a guide during the development of the framework
for this study. The description of “stewardship”, provided by Block (1996:5), is that
it is a set of principles and practices which have the potential to make dramatic
changes in governance systems by creating a strong sense of ownership and
responsibility in organisations. During the review of the literature it was found that
leadership plays an important role in quality management and therefore the concept

of leadership was included in the development of the framework.
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1.3 Problem statement

The problem statement follows the information provided in the ASQ Futures Study
(2008:43-47) and Gutner and Adams (2009:1-31) report, that quality priorities and
business priorities have drifted apart over the last two decades due to current
business challenges, market demands and new stakeholder requirements created by
emerging trends, such as globalisation, customer power and sophistication, social
responsibility and environmental sustainability. The 2008 ASQ Futures Study
(2008:43-47) was undertaken with the following objectives: to identify and prioritise
the key forces that will shape the future of quality; to develop scenarios that describe
how the forces may unfold; and to determine the implications for organisations and
the quality field, quality professionals and ASQ. This study selected ninety eight
participants in the quality arena from around the world, to identify what they thought
were the primary forces. The information contained in the Gutner and Adams
(2009:1-31) report was the result of an intensive working session of the Conference
Board’s Quality Council. In preparation for this session, seventeen members of the
United States (US) Quality Council were asked to answer a twelve question survey.
During the working session, the Council members used results from this survey as a

springboard, shaping the paper through rigorous discussion.

The outcome of the Gutner and Adams (2009:1-31) report was that it shed light on
the continuing evolution of quality and the changing roles of quality professionals.
Furthermore, the report suggested that due to quality priorities and business priorities
drifting apart over the last two decades, the current perception was that the theory
and practice of quality has become non-progressive and outdated. This belief has led
to enormous uncertainty in the profession by fuelling insecurity amongst many
quality professionals, thus reducing the number of young professionals attracted to
the discipline.

As a result of the changing business environment, organisations in the 21% century
are responding by introducing initiatives requiring new resources and systems which
in many cases place a major strain on organisations already overloaded with cost and

resource constraints. A doctoral study conducted by Singh (2006:231-239)
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recommends that organisations introduce an integrated framework for management
systems. Consequently, it may be concluded that there is a need for an integrated
framework to bridge current business challenges and quality practices. This

framework can be considered as a pioneering framework in the 21% century.

1.4 Aim
The aim of this study is to develop an integrated quality stewardship framework that
supports change, which quality management as a discipline needs to undertake, and

the development of leadership that should be adopted to achieve this.

1.5 Objectives of the study

The primary objective of this study will be to identify the various elements required
to develop the quality stewardship framework and the leadership to support the
change that quality management as a discipline needs to undertake.

This objective will be achieved by conducting:

e A comprehensive literature review, to determine the current perceptions and
status in the discipline of quality and emerging trends that are creating current
business challenges, and to identify the various elements to be considered for
the development of the quality stewardship framework.

e A literature review on the topics of stewardship and leadership to demonstrate
the appropriateness of the term for the new definition of quality management to
support the framework.

e A principal study using the survey approach based on the Malcolm Baldrige
National Quality Award (MBNQA) criteria to evaluate the current practice and
the thinking in quality management.

¢ In addition, the survey will inquire about the acceptability of the framework as

a new approach in quality management.

1.6 Rationale of the study

This study will contribute value to the discipline of quality in three ways.
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The “integrated framework” will exhibit a “systems thinking” approach. Systems
thinking advocates focusing on a system as a whole, with interconnected parts
(Jackson 2009:S24-S32). This study will display the operation of the various

components of quality within an organisation as a complete system.

It will add approaches of quality stewardship and leadership to the “body of
knowledge” of quality.

Finally, it is hoped that the study will contribute to the re-establishment of the
relevance and applicability of quality in the 21st century.

1.7 The research methodology and design

This study will adopt both the qualitative and quantitative research paradigms. The
research instruments will include surveys in the form of questionnaires. The
population considered for this study is defined as employees of manufacturing
organisations in the FMCG sector. The sampling technique to be used is purposive
sampling based on respondents who are believed to have the knowledge and
background to complete the survey. This knowledge includes quality practices and
leadership background. The analysis proposed will be statistically based, which will

include descriptive statistics, analytical techniques and inference tests.

1.7.1 Preliminary work

A preliminary study will be undertaken on two multi-national beverage
organisations in South Africa. It will evaluate the quality management practices
within these organisations by conducting organisational analysis using the Viable
Systems Model (VSM). This is a conceptual tool based on a combination of
cybernetics and systems theory. It is used by operational researchers for
understanding organisations’ operations (Clemson 1984:98; Beer 1985:1-135).

These organisations were selected for the study because they have dissimilar

structures and adopt different methods to implement quality. It was believed that

this would provide the variety required when establishing and assessing quality
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practices in organisations. Organisation 1 has seven plants; organisation 2 has five
plants. Both organisations are supported by a single head office function.

1.8 The principal study
The principal study will consist of a survey which includes the two organisations
studied in the preliminary work, their suppliers and other selected manufacturing

organisations.

The survey will consist of a questionnaire which will be designed in three sections.
These sections will gather information on the demographics, current practice and
future thinking of respondents, as well as infer their perceptions of a proposed

framework on quality stewardship and leadership.

1.9 Delimitations of the study

The delimitations of the study are as follows:

e The study will only focus on selected manufacturing organisations within the
Fast Moving Consumer Goods Sector (FMCG). Other manufacturing sector
organisations, including many organisation types within the FMCG sector, will
be excluded.

e Empirical research for this study will be conducted in South Africa, although
the study can be applicable globally.

e The implementation of the proposed framework on quality stewardship and

leadership is excluded from the study.

1.10 Proposing an acronym for the Quality Stewardship and Leadership
(QSAL) framework

The framework should be viewed in a systematic or holistic way and will be

represented by an acronym. This will allow for ease of its identification and use.

Therefore, in choosing the acronym for the framework, quality, stewardship and

leadership as key outputs were taken into consideration.
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1.11. Possible benefits of the QSAL framework for organisations

It is hoped that this framework will be recognised and adopted by manufacturing
organisations and governing councils as a relevant and best-operating practice for
management systems. This framework will provide clarity and thought leadership in
quality management for all sizes of organisations. Although this study was
undertaken in the FMCG sector within manufacturing, the generic nature of the
practices it proposes is applicable to all types of organisations. As this is a dynamic
framework, organisations can modify it to suit their systems without losing the

integrity of the overall purpose of the framework.

Other benefits, using this framework, will allow organisations to comply with
management systems, such as OHSAS 18001 and NOSA (Safety), ISO 14001
(EMS), King Il Report (Corporate Governance), ISO 9001: (QMS) and legal,
among others. It is anticipated that the framework could be patented.

1.12 Structure of the study
The structure of the study is as follows:

Chapter 1: Introduction

This chapter consists of the background, motivation, problem statement, aim
objectives, rationale and a brief description of the research methodology and design,
preliminary work, principal study, delimitations of the study, acronyms and benefits

for the QSAL framework and finally, a structure of the other chapters.

Chapter 2: Literature Review - Current quality management practices and
business challenges

This chapter will provide a review of literature pertaining to the evolution of quality

management. It will trace the evolution of practices of quality management and take

into consideration the viewpoints of several of its founders, researchers and authors.

This review will illustrate the manner in which quality management remained

aligned to business priorities up until the last two decades. The chapter will then
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elaborate on the emerging trends identified in this study and discuss the

opportunities they present to the future scope of quality management.

Chapter 3: Literature Review - Stewardship: Leadership, Change Management
and Strategy that quality management must adopt

This chapter will present a comprehensive literature review on “stewardship” and

thereafter draw linkages with current perceptions and status of leadership, change

management and strategy.

Chapter 4: Methodology, Development of the proposed framework and
preliminary work

This chapter will illustrate the flow, methodology and research design for this study.

The development of the Quality Stewardship and Leadership (QSAL) framework

will be presented in this chapter. Furthermore, the preliminary work and pilot study

to evaluate the current practices of quality within selected manufacturing

organisations will be introduced. The chapter will conclude with a brief introduction

to the principal study.

Chapter 5: Principal study
This chapter will introduce and present the findings and discussion for the principal

study.

Chapter 6: Summary, conclusions and recommendations

This chapter will culminate with the summary, conclusions and recommendations
of the study. The chapter will include a summary of the literature review and
empirical studies, the manner in which the objectives of the study were achieved,
the limitations of the study, original contributions of the study to the body of

knowledge, recommendations for future research and a concluding remark.

1.13 Summary of the chapter
The chapter will provide a background of the transformation and evolutionary phases

of quality management. This background will commence by highlighting the
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alignment between quality management and the strategic needs of the organisations.
Thereafter, it will present the deficiency in alignment which emerged in the last
twenty years. The chapter will then outline the details of the investigation and

development of the study.
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CHAPTER 2: LITERATURE REVIEW - CURRENT QUALITY
MANAGEMENT PRACTICES AND BUSINESS CHALLENGES

2. Preamble

The motivation for this study was based on the argument that the heritage of many
top organisations was built upon a solid quality management foundation. At present,
organisations are faced with increasing new business challenges and market
demands, based on emerging trends fuelled by sophisticated and informed
stakeholder expectations (Zairi 2005:175-188; Saco 2008: 8-9; Gutner and Adams
2009:4).

The objective of this chapter is to conduct a literature review to support the
determination of the new scope for quality management pertinent to this study. In
the first part of this chapter, the review of quality management will be undertaken by
tracing its evolution through the various decades. This will include the viewpoints of
several prevailing founders, researchers and authors. Thereafter, the chapter will
present the emerging trends identified in this study. This review will provide the
characteristics, business challenges and market demands of each trend, together with

the opportunities they present for the future scope of quality management.

2.1 Evolution of Quality Management Practices

Quality management, according to Kanji (1995:1), is about continuous performance
improvement of individuals, groups and organisations. In keeping with this
philosophy, various authors (Dale 2003:21-26; Folaron, Morgan, Chase and
Company 2003:1-7 and Beecroft 2004:425-428; Johnson 2009:1-7) concur that
quality management has undergone a number of changes over the last century in
accordance with business challenges and market demands prevailing at the time.
Examining the views presented by these authors, it can be suggested that evidence
exists supporting the notion that the present approaches to quality management have
emerged gradually, arriving through a steady evolution rather than through

revolutionary breakthroughs.
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The next section will present a review of the evolution of quality management
through the various decades. Beecroft (2004:425-428) cites a model by Garvin’s
(1988) on “Four Major Quality Eras”, which was chosen as the primary framework
for this review. The choice of this model was based on its perceived simplicity and
applicability to this study. This model describes the evolution of quality
management through “Four Major Quality Eras”; namely, inspection, statistical

quality control (SQC), quality assurance (QA) and strategic quality management

(SQM).

Using this model to map the research for this study, the fundamental principles, the
prevailing trends, the strengths and the weaknesses of quality management during
each era, will be examined. This evaluation will consider the factors that contributed
to the change of strategy in each era, which inadvertently led to various evolutions of
quality management over the years. It will also assess the various management
philosophies utilised during the various evolutions and review the manner in which
these philosophies contributed to addressing the business challenges and market
demands of the prevailing time. In addition to the four eras, this review will examine
quality management practices subsequent to Era Four, namely from the 1990s until

present.

It is hoped that through this review the latent potential of quality management will be
revealed. Furthermore, it is anticipated that the current gaps and opportunities
between quality management, business challenges and market demands will become
apparent. The next section will discuss the principles, fundamental trends, strengths
and weaknesses common to each era that could assist organisations to address

current business challenges and market demands.

2.1.1 Fundamental principles of the evolution of quality management in the
various eras

Table 1 illustrates the fundamental principles of the four eras during the evolution of

quality. It is envisaged that such an illustration will provide a synopsis to display the

positioning of the prevailing fundamental principles within each era.
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It is evident that two fundamental principles dominated in Era One. Craftsmanship
was the first principle, which started in the 1700s. It used skilled craftsmen who built
and inspected their own goods (Spichiger 2002:31-32). According to Garvin (1988),
during this period production was in small volumes and parts were matched to one
another by hand. Therefore, customer needs and satisfaction were fulfilled through

direct communication between the craftsmen and the customer.

Table 1: Fundamental principles during the evolution of quality (adapted by the researcher from Beecroft (2004:425-
428); Grover and Walker (2003:8); Folaron et al (2003:38); Garvin (1988:37))

Fundamental Era One Era Two Era Three Era Four Post-Era Four
Principle 1700- 1800s | Early 1900s Mid 1900s - late Late 1900s From
1900s 1990s — 2000s

Craftsmanship

Inspection —
Non-Conformance
Detection

SQC -
Non-Conformance
Control

QA-
Non-Conformance
Prevention

SQM - Strategic
Impact

QM-

Continuous
Improvement

However, Pascal (2007:2-3) claims that, in the nineteenth century, the increase in
demand for goods led to an increase in production volumes and ultimately the
introduction of mass production techniques. Pascal (2007:2-3) mentions that the
fundamental change required for these techniques was the production and testing of
large quantities of interchangeable parts, which could not be accomplished totally by

the craftsmanship philosophy.

This led to the next fundamental principle, which was referred to as inspection.
According to Folaron et al (2003:38), the emphasis of inspection was to ensure
product uniformity. The measurement criterion was to objectively verify that the
manufactured parts matched the original parts or design using a predefined

specification, mostly in the form of gauges or visual standards.
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Inspection continued into Era Two, with a changed focus of incorporating incoming
and in-process inspection. According to Beecroft (2004:425-428), in Era Two quality
management was approached proactively with the adoption of the fundamental
principles of Statistical Process Control (SPC) and problem solving. The stimulus for
the change to SPC thinking, according to Hossain (2008:1961-1966), was research
conducted at Bell Telephone Laboratories by Dr. Walter Shewhart. Statistical
Process Control provided emphasis on process control through detection and
prediction of non-conformance at different stages of production. However, the
limitation of this era was that it was still viewed as inspecting the product after
production and it did not reduce the quantity of non-conformances. Thus, this
method only controlled the non-conforming product and prevented it from being
shipped to customers. Thus, the amount of non-conformances and cost of quality still
remained high. These became the main drivers of Era Three.

The fundamental principle of Era Three was quality assurance (QA), which was
triggered by the Japanese. This era flagged a radical departure from prior practice of
quality management by focusing on becoming more competitive, agile, and customer
responsive through quality, cost and waste reduction. Through this approach, the
Japanese changed the world view of quality and the Americans’ products and
positioned themselves as leaders in quality (Gryna 2001:2; Heller 2005:17-21).
According to Schonberger (2007: 403-405), the Japanese, instead of competing
directly with the Americans on a purely “product out” basis, adopted the learnings of
Western management philosophers, such as Deming, Juran and Feigenbaum. Thus,
the focus in this era changed from the product to an integrated and holistic approach
to quality management through process focus (Spichiger 2002:31-35; Westcott
2004:22-32; Johnson 2009:1-7).

From Dale, van der Wiele and van lwaarden (2007:581) it can be deduced that the
evolution from Era Three was driven by the Americans who were faced with
business challenges and market demands created for them mostly by the Japanese.
According to these authors, during the third era, the Americans started to experience

serious external factors, such as trade recalls due to defective products, each linking
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to losses in profitability and market share due to poor quality. They add that the
increased foreign competition from the Japanese, a sharp jump in the number of
product liability suits, and pressures from the government on several fronts
awakened the American organisations to quality management’s competitive
potential. A repercussion of this could perhaps be the reason for the evolution to the
fourth era.

The fourth era was activated by the prominent television documentary “If Japan Can
... Why Can’t We?” (Crawford 1980: Videotape) aired by the National Broadcasting
Corporation (NBC) on June 24, 1980. This documentary had a major impact on the
Americans’ perceptions of their manufacturing quality and symbolised the historical
shift of the American quality movement (Deming, 2000:486; Gryna 2001:2; Folaron
et al 2003:40; Heller 2005:17-21; Toney and Rodica 2009:2). Beecroft (2004:425-
428) was of the opinion that the primary focus of the fourth era was the strategic
impact of quality on the organisation. During this era, quality management was led
by top management with emphasis on the market and customer needs, linking quality

with competitive success.

According to Dale, van der Wiele and van Iwaarden (2007: 580) quality management
in the last two decades (after the fourth era) has focused on advanced quality
planning tools. Other advancements noted over the last two decades are the
development and advancement of international and local standards or management
systems and business awards (VVokurka, Stading and Brazeal 2000:41-49; Foloran et
al 2003:41; Singh 2006:68-69; Johnson 2009:2).

From the review of each of the listed four eras it is evident that quality management
evolved due to changes in supply and demand and customer needs, which purposely
were linked to supporting organisations becoming more competitive and profitable.
The review further illustrates that quality management after the fourth era
predominately focused on continuous improvement. The changes in quality

management through the various eras also led to the development and adoption of
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new tools, techniques and guidelines. This can be seen from the prevailing trends,

which will be discussed below.

2.1.2 Prevailing Trends of evolution of quality management in the various eras
Table 2 presents the prevailing trends of the four eras during the evolution of quality.
It is intended that such an illustration will provide an account of tools, techniques and

guidelines within each era.

In Era One, due to the nature of manufacture and small volume of goods produced
by craftsmen, self-evaluation of workmanship was feasible to determine the
acceptability of the product (Garvin 1988). Folaron et al (2003:38-43) states that as
customer demand increased, this signalled a need for higher production volumes;
therefore, organisations found it necessary to change their production strategy to

accommodate the supply.

Mass production was used as a strategy to achieve the desired product volumes.
Inspection for sorting product into conforming and non-conforming categories
provided a solution for many years. This was a result of the customers’ needs, which,
though insatiable, were not very discerning; thus their interests were subsumed under
those of production and demand. Inspection of finished product at the end of the
production line was undertaken by quality control inspectors. Specifications were
introduced to measure the acceptability of these products against predefined
standards (Priestley 2005: 1-6).

Beecroft (2004:425-428) suggests that the fundamental change in Era Two was the
focus on the product and the transfer of ownership of quality to process and
engineering. With the change of ownership, inspections were added at various steps
of the process to support the requirement; namely, incoming, in-process and final
inspection at the end of the production line. This created focus on product uniformity
and ensured that non-conforming products were not shipped to the customer.
Furthermore, he commented that the role of the quality professional evolved to

encompass SPC methods and problem solving techniques.
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Table 2: Prevailing Trends during the evolution of quality (adapted by the researcher from Beecroft (2004:425-428); Grover and Walker (2003:8); Folaron et al (2003:38-43);

Garvin (1988:37))

Prevailing Trends

Era One
1700- 1800s

Era Two
Early 1900s

Era Three
Mid 1900s - late 1900s

Era Four
Late 1900s

Post-Era Four
From 1990s — 2000s

Craftsmanship

o self-evaluation

Inspection — e mass production e mass production e mass production e mass production © mass production
Non-Conformance  end of the line inspection | e end of the line inspection  end of the line inspection | e end of the line inspection  end of the line inspection
Detection o specifications o specifications o specifications o specifications o specifications
SQC - o changing roles o changing roles o changing roles o changing roles
Non-Conformance o product control o product control o product control o product control
Control e incoming and in process e incoming and in process | e incoming and in process e incoming and in process
inspection inspection inspection inspection
o statistical tools o statistical tools o statistical tools o statistical tools
o problem solving o problem solving o problem solving o problem solving
QA - ® process management ® process management ® process management
Non -Conformance e zero defects o zero defects o zero defects
Prevention * COQ * COQ e COQ
e TQC e TQC e TQC
o reliability o reliability o reliability
o LPS e LPS e LPS
e quality at source e quality at source  quality at source
o JIT o JIT e JIT
e kanban e kanban o kanban
e standards e standards e standards
e changing roles o changing roles o changing roles
SQM - Strategic Impact e TQM e TQM
o top management o top management
commitment commitment
o strategic management e strategic management
e competitive advantage e competitive advantage
o customer focus e customer focus
e changing roles e changing roles

QM-

Continuous Improvement

benchmarking, FMEA,
DOE, QFD
international and local
standards or
management systems
o quality awards
Six-Sigma
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The review of Era Two demonstrated that SPC provided emphasis on the reduction
of non-conforming product and process control through detection and prediction of
non-conformances at different stages of the production process. Problem solving
addressed the prevention of producing non-conforming products. Thus, from this
review it can be gathered that this era, in comparison to Era One, delivered better
product quality, reduced the cost of poor quality, increased customer satisfaction and
ultimately increased profit. However, the life-cycle of this era was short lived due to
the complacent attitude it engendered in the American industry.

From Table 2 above it can be seen that the evolution to the third era changed the
course of quality management significantly. Spichiger (2002:31-35); Watson
(2004:54-67); Westcott (2004:22-32); Johnson (2009:1-7); Toney and Rodica
(2009:2) agree that the third era required a shift in the mindset of organisations. It
carried a strong message that the only way to prevent poor quality products was to
control the processes used to produce them. Furthermore, the views of these authors
suggest that to succeed using this principle meant the coordination and contribution
of all functions throughout the supply chain from design to the final customer. They
added that in this era the focus on quality management moved from detecting poor
quality in products to giving prominence on achieving zero defects. The tools for
achieving zero defects expanded to include elements; namely, quantifying the costs

of quality, total quality control and reliability engineering.

The initiatives discussed set the platform for further improvement, which was
adopted as an opportunity by the Toyota Motor Company. This led to the
introduction of the Toyota Production System (TPS), also known as the “Lean
Production System” (LPS). This system, according to Heller (2005:17-21); Barnwell
(2007:1-16) and Schonberger (2007:403-419), which was introduced to Japan by
Kilichiro Toyoda, the head of Toyota motor industries, and Taiichi Ohno, was based
on the practical learning that they gained from American mass production facilities.
The LPS was popularised in the 1990s, after the publication of the bestselling book,
“The Machine that Changed the World: The Story of Lean Production” by Womack,

Jones and Roos, (1990). This book documented how organisations could transform
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their operations by adopting the LPS approach developed at Toyota. The LPS has
since been widely adopted across manufacturing industries and is known for its
supporting strategies; namely, quality at source, just-in-time (JIT) and demand-pull
production or kanban system (Haak 2004:1-27; Pascal 2007:19, 39-46, 67-91; Magee
2007:32-33,7-39,73-83; Liker and Hoseus 2008:13; Bicheno and Holweg 2009:71-
81; Larman and Vodde 2009:14-24).

According to Konning, Verver, Heuvel, Bisgaard and Does (2006:4-11) LPS was an
integrated system of principles, practices, tools, and techniques that were focused on
reducing waste, synchronising work flows, and managing production flows. Kumar
and Bauer, (2010:29-46) maintain that the cornerstone to the LPS approach was
waste reduction. According to George 2002:280; Heizer and Render 2004:596;
Chase, Jacobs, and Aquilano 2007:472 and Taj 2008:219, waste can be defined as
any activity that does not add value to the finished product, such as excess inventory,
unnecessary operations, scrap, rework or transportation. Alukal (2003:29-35) and
Bendell (2006:257) support this view that the elimination of these non-value-added
activities reduces cycle time and costs, and will result in more competitive, agile, and
customer-responsive organisations that make currently-used resources available to
concentrate on those activities that add value to the product or service. The LPS
discussed above by the various authors (Watson 2004:54-67; Schonberger 2007:
403-419; Hossain 2008:1961-1966; Toney and Rodica 2009:2) supported the step
change made by quality management; namely, that the only way to prevent poor
quality products was to control the processes used to produce them. Beecroft
(2004:425-428) commented that the transformation of quality management during
this era also notably changed the role of the quality professional. The role of quality
professional was re-scoped so that he/she was transformed to an auditor, a facilitator,
an educator, a project manager, a team leader or a consultant in management

systems.
Table 2 depicts the fourth era as transferring and re-packaging of the original

Japanese ‘“process management” to the West, as the most popular management

panacea of all, called Total Quality Management (TQM). According to Dale, vvan
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der Wiele and vvan Iwaarden (2007:29-30), TQM, as a new capstone for QA,
advocated that the principles of quality management should be applied organisation-
wide across all departments and functions. It should drive an emphasis on integration
into business practices and a balance between technical, managerial and people
issues. Furthermore, they affirm that although the organisation-wide approach was a
major change for quality management, the inclusion of top management to provide
strong leadership in this process was argued as fundamentally important to the
acceptance of the quality discipline. This changed the thinking towards quality
management from being the responsibility of the manufacturing department to that of

the members of the board of senior executives.

According to Conti, Kondo, and Watson (2003:21-46); Bernal, Castel, Agustin, and
Aleson (2004:20-34); Jabnoun and Sedrani (2005: 8-20), the leadership by top
management transformed quality management to become strategic and competitive
with more customer, rather than internal standards, focus. This included market
research and reviews of competitors’ products and attention to product costs, which
drew a clearer link between quality and profitability as key outputs for quality
management. Beecroft’s (2004:425-428) comments on the changed role of the
quality professional in the fourth era suggested that they reflected little resemblance
to their predecessors. The quality professionals became managers, not inspectors;
planners or leaders, not controllers; most importantly, they became sensitive to

markets as well as to manufacturing.

After the fourth era, advanced techniques, such as benchmarking, increased use of
Failure Mode Effect Analysis (FMEA), Design of Experiments (DOE) and Quality
Function Deployment (QFD) were introduced as advanced planning and continuous
improvement tools (Dale, vvan der Wiele and vvan Iwaarden 2007: 580). The ISO
9000 series of gquality standards introduced in 1987 underwent several updates with
the latest revisions being 1SO 9001:2008 (Cianfrani and West 2010:1-4; Sandford,
2010:46-49) and 1SO 9004:2009 (Scriabina and Cort 2010:28-34). Johnson (2009:2)
suggests that the 1SO 9001 in the last two decades pioneered the development of

other management systems relating to environmental management (ISO 14001) and
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occupational health and safety (OHSAS 18001). Singh (2006:68-69) proposes that
organisations subscribe to additional specialised standards in accordance with their
sector or to stipulations by their customers. These specialised systems, to name a
few, include, “Hazard and Critical Control Point” (SANS 10330:2006), “Legal
Metrology Quantity Control Scheme” (SANS 1841), “General Requirements for the
competence of Testing and Calibration Laboratories” (ISO 17025:2005) and ISO
16949, the automotive supplier requirements standard that was introduced by the
U.S. automobile industry, led by the “big three” in the motor industry; namely, Ford,
General Motors and Chrysler. All of the above management systems were introduced
to align with the changing requirements of the business world, legislation and market
demands, at the time.

More recently, several Quality Awards were introduced across the world. The most
commonly known and used are the Malcolm Baldrige National Quality Award
(MBNQA), the European Foundation for Quality Management (EFQM), the Deming
Prize, the Canadian Quality Award and the Australian Quality Award. All these
awards have undergone several updates since their introduction, as part of aligning to
the changing business context (Vokurka, Stading and Brazeal 2000:41-49, Williams,
Bertsch, van der Wiele, van Iwaarden and Dale 2006:1287-1300). In South Africa,
the South African Excellence Framework (SAEF) was created in 1997 and was
aligned to the European Award (Mohammad and Mann 2010:1). From the review of
the various awards, the MBQNA is seen as the most commonly used award across
the globe. Many countries adopt the MBQNA criteria and categories and make
modifications to some of the criteria or scoring. A recent study suggests that the
reason for the MBNQA being more universally suited than the other awards can be
attributed to its suitability to many national cultures (Flynn and Saladin 2006:583-
603; Evans 200