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THE LONG VIEW / Ma ny firms embark ing on TQM progr ams are doi ng so for the sec ond time.

Bu t now they are more rea lis tic.

Br eaking the information bar rier
BY CAREY FRENCH

Specia l to The Globe and Mail

D
AVID Beatty likes to say that "at
30,000 feet" he has a pretty good
take on busin ess at groun d leve l .

That’s not so much a refe renc e to job -re -
la ted trave l as to the altitude at whi c h he
operates. It’s a long look dow n fr om his job
as pre sid e n t of Toron t o-base d We ston
Foods Co. Ltd., wit h it s 42 pla n t s and an-
nu al sales of $1.8-bil lio n.

Five years ago that vie w wa s too often
cl ouded, but a com mitment to bre a king the
infor mation bar rie r between management
and the sho p floor has largely cle are d the
sk ies and yielde d what Mr. Beatty des cribes
as "signific a n t " im prove ments in five of We-
ston’s sev en operating companies.

Outsid e obs ervers say that’s the kin d of
su ccess that can be cla ime d by only 20 per
cent of Cana dian companies that hav e em -
braced the tot al qu ali ty management philo s-
ophy sin ce the early 1980s.

The failu r e rate cau sed many chief exe cu-
tive offic e rs to charge that they had been
subj ect e d to the corporate versi on of yog ic
fly ing : ma ny pla t itudes, occasio nal flap ping
abou t, but lit tle to show for the trip. TQM
defe n d ers responde d by likening criti cs to
fitness dilettant es who, while feeli ng good
abou t the pur c h ase of home row ing ma-
chin es, expected to los e weight wit hou t
break ing a sweat.

At Weston, whe re the bad odour some-
times associat e d with TQM is diff use d by
calling it something els e (c ontin uou s im -
prov ement), the dist anc e trave lle d and the
perspi ration appear tangible.

Ab sent e eism at cookie manufactur ing
plants in the United States has been halve d,
while tim e lo st to accid e n t s per 200,000
hours at the same operation s ha s dropped to
zero, said Mr. Beatty. Landfil l and "down -
the- drain" waste has been cut by up to 30
per cent a year and two pla n t s – ncluding
the Cana dian Rea dybake frozen dou gh op-
eration – hav e re c eiv ed ext e rnal recog n ition
fo r prog res s.

To tal quali ty management first appeare d
in the East, the brain c hil d of U.S. statis ti cia n
Dr. W. Edwards Dem ing, who is cre dit e d
with showing the Jap anese how to transfo rm
a rep u t ation for shoddy goods into one of
ca st-iron quali ty.

Ja pan is stil l the world lea de r, says int e r-
nation a l cons ult ant and author Wil lia m Con-

way, chair man and CEO of Conway Quali ty
Inc. of Na shu a, N.H.

He places the United States up to 10 years
behin d, wit h Cana da slig htly trailing its sou -
ther n cousin. Nor ther n ma n agement ap-
pears slig htly "mo re re sis tant to change," he
said. "Bu t that’s an opi nio n I can’t prove."

St i ll fur the r behin d are the Eur opeans, led
by the Britis h, said Mr. Conway, who was
in ter vie wed at his Nashu a home hours after
retur ning from a TQM conferenc e in Britain.

In Franc e and Ger many, resis tanc e ha s
been heavy. This is par ticularly true of auto
ma kers such as Daimler-Benz AG and Bay-
er ische Moto ren Wer ke AG (BMW).
"They thoug ht they had the best quali ty in
the world. But what they didn’t want to
face up to – until two or three years ago –
wa s that they had fou r or five people for ev-
er y on e that Toyot a ha d."

Bo th Ger mans and the Jap anese car mak-
ers produ c e d qu ali ty produ cts but, until re-
cently, only the latt e r ha d cont rol ove r the
qu ali ty of all aspects of the busin ess.

Se cto r ally, the lea de rs in the TQM race in
Cana da are the automotiv e, photoco pyi ng
and computer indust rie s , said John Long,
senior princip al of management con sul tants
Er nst and You ng.

Ma ny of the companies now embarking
on such progr ams are doi ng so for the sec-
on d or thir d time aroun d, he said in an in-
ter vie w in Toron t o. But this time the ap-
proach is more realis ti c.

No rth Amer icans made the mist ake a de-
ca de ag o of assuming that they cou ld copy
Ja pan es e TQM cul ture – three decades in
the mak ing – and leapfr og ahea d within two
ye ars, Mr. Long said. Now it is gen erally
accep ted that the rou t e to TQM Nir vana
ha s to be dev elo ped int e rnally, eve n tually
taking on a life of its own.

We s t on Foods’ Mr. Beatty says that at the
co re of his organization’s success are 30
home -gr own and hig hly det ailed case stud-
ie s – inclu ding a wor k-order sys tem that re-
qu ire s ma n agement respons e to sho p-gen er-
at e d qu ali ty improve ment sugge s t ons wit hin
24 hou rs.

Ma n agement by fiat is out. Lis tening, act-
ing and measuring is in.

And of the two-out-of-fiv e co mpanies re-
porting to him that hav e ye t to buy the
TQM philo s ophy?

Mr. Beatty won’t identify them, but he says

the problem is "the mes sage cou ldn’t get
throug h. ..... There are too many laye rs be-
tween top and bottom ."

Super vis ors, who cut their teeth on "le ave
your brain s at home and do what I say "
ma n agement. hav e a tou gh tim e "e mpowe r-
ing" unde r lings, he exp lain ed. And in the
laye rs bet ween senior exe cutiv e ma n age rs
and super vis ors, people are fearful of bei ng
la bel led as mere reprocessors of infor mation
co m ing from bel ow.

Su ccessful expon ents of the inclu siv e
style known as tot al qu ali ty manage -
ment are sometimes "naturals ," but the
best practit ion ers hav e often had to
st ruggle to abandon more comfo rtable
"t hei rs is not to rea son why " habits.

If you can answe r the fol low ing 10
qu estio ns in the affirmative – or can
le arn to do so – you may fit the pro -
file of a TQM lea de r. Are you:

1. Cap able of mak ing people want to
do something you think is impor tant,
rather than bei ng a mere dispense r of
orders?

2. Are you able to vie w em p l oye es as
"c u s t o m ers" and not ser fs?

3. Can you giv e credit to you r people
when they succeed and take a "bul let "
fo r them when they stumb le?

4. Can you see what’s "right" about
fr agi le new idea s? (It doesn’t take a ge-
nius to poi nt out what’s wrong.)

5. Can you make decisio ns base d on
fact s and data rather than ego, opi nio n,
au t hor ity or eloqu enc e?

6. Are you a lis ten er rat her than a
talker?

7. Are you able to find the "le ssons"
in mis takes, rat her than dispensi ng ret ri-
butio n? Ins tea d of ask ing "who screw-
ed up," can you ask "what process went
wrong? "

8. Are you able to be personally in-
volved in TQM as a lea de r, ins tea d of
dele g a t i ng?

9. Do you vie w education as a life-
long process?

10 . Are you able to offer rewards to
the team rat her than the indivi d ual?

Sour ce: Conway Qua lity Inc.
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That may hav e a dark mes sage for some
middle manage rs at Weston, but the rea son
fo r the app allingly hig h fa ilu r e rate of such
prog rams is often to be fou nd hig her up, ac-
co r ding to mos t TQM dev otees.

"F undament ally shifting the stucture of an
or ganization is cer tainly not goi ng to occur

so long as top management believe s it can
dele g a te quali ty to lowe r-lev el manage rs,"
says Ken Merble r, pre sid e n t of Proudfoot
Cana da, par t of the Lon d on-base d ma n age-
ment con sul tanc y, Proudfoot PLC. "Yo u
can’t delegat e qu ali ty or cre ate an isola ted
department to look after quali ty".

Othe r culprits inclu de too much focus on
the process of edu cation, too lit tle on imple-
ment ation and an inability to hol d TQM
prog rams to accou nt.

"One of the key ing redie n t s is soli d mea -
surement," he said. "And it shoul dn’t take two
ye ars – you’r e look ing for res ult s within two
mont hs."
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