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CASE STUDY / Da iryworld moved qui ckly wit h TQM, deci ding that it cou ld only succee d with

le aders trai ned to fos ter new idea s

How one firm made it through
the turmoil of a mer ger

BY WEN DY STUECK
Specia l to The Globe and Mail

Va nco uve r

W
HEN Dair yland Foods mer ged
with two Alber ta dair y coopera -
tive s in July, 1992, the res ult was a

food -proces sing powe rhous e with nearly
3,000 emplo yees and annu al sales of clo se
to $1- bil lio n.

It als o created a con tin uing challenge for the
new Bur nab y, B.C.-base d co mpany, whi c h
now operates as Dairywor ld Foods: mak ing
sure a quali ty process that had been lau nch -
ed five years earli er did not stray off cou rse.

Dair yland bega n wo rking on its quali ty
ma n agement in 1988, gradually int roducing
sk ills and aware nes s train ing for its emplo y-
ees, says Tom Low, Dair ywo r ld’s manage r
of train ing and deve lopment.

When Dair yland joi ned forces wit h it s
on e-tim e rivals, that process had to acceler-
at e. Before the merger, Dair yland had been
faci ng inc rea sing competition from cheaper
U. S. goods. At the same tim e, it was wat ch-
ing competito rs from Cent r al Cana da move
in t o Alberta and Britis h Colu mbia .

WHILE the merger made good strategi c
sens e, it threatene d to wre a k havoc on man-
ag ement and train ing processes that were
stil l being irone d ou t.

"I n the past, this sor t of change has taken
place on an evolu tio nar y basi s," Mr. Low says .
"B ut that won’t keep up wit h the pace of
change in our market. The merger was a
revolu tio nar y change – the re was a lot of
pain, whi c h in clu ded some downsi zi ng.

"We decid ed to become the company we
wa n ted to be by managi ng change, not just
le tting it hap pen to us."

As soon as the merger was complet e,
Dair ywo r ld ex tende d qu ali ty aware nes s
train ing into Alber ta operation s and took
st eps to ens ure that train ing staye d on
sche dule in Britis h Colu mbia . (The par tie s
to the merger were Dair yland, the Nor ther n
Alberta Dair y Pool of Edm onton and Red

Deer-base d Cent r al Alberta Dair y Pool.)

Downsi zi ng, inclu ding the shu t-dow n of
so m e Alberta pla n t s , ma de emplo yees leer y
of new management idea s.

"We had to rei n force the con cep t that once
the dust settles, the re is a pla n fo r this com -
pany. And regardle ss of whe re people are
in the organization, they wil l know whe re
they fit."

The process now unde rway at Dair y-
wo r ld ha s nothing to do wit h qu ali ty pro -
du cts, whi c h are a giv en in the indust ry, Mr.
Low says . Inst ea d, the process is geare d
toward giv ing Dair ywo r ld an edge ove r it s
co mpetito rs throu gh better custome r se rvi ce
and inc rea s ed efficie n cy.

Al1 non -un ion manage rs take a six-day
course on team deve lopment, wit h the com-
pany now running fou r sessio ns a ye ar. De-
spit e a much heightene d focus on train ing,
Dair ywo r ld is not spending pro por tio nat ely
mo re money on staff progr ams than it use d
to, Mr. Low says .

"Some organization s are spending 3 or 4
per cent of their budge ts on train ing. We are
lowe r than that. Becau se if you just throw
money at it, and put in a bun c h of super
prog rams, it’s stil l a waste of mon ey if you
don’t see res ult s."

The pay off wil l co m e, says Mr. Low, when
the new decisio n-mak ing cul ture sprea ds
throug hou t he organization.

"I wou ld lov e to say I hav e a set of num-
bers, but rght now I don’t. But if it shows
up in custome rs who are wil ling to do busi-
ness wit h us, we know we are winning on
the bottom lin e."

Circu it Graphics Ltd. ha s also pursued
qu ali ty for its customers’ –  and its own –
sake. Base d in Burnab y, the 80-em p l oye e
co mpany obtaine d it s ISO 9002 cer tific ation
in December, 1992, and is expecting its nex t
co mplia n ce audit in Janu ary, 1994.

DEVELOPED in 1987 by the Int e rna-
tion a l Orga n ization for Standardiz ation, ISO
is now a com mon bench mark aroun d the

wo r ld. To obtain cer tific ation, companies
mu s t pass an audit.

It took more than two years for Circuit
Graphi cs to get its hous e in ISO -re ady or-
de r, says quali ty assuranc e ma n age r Mega n
Payn e. By cer tific ation Circuit’s custome rs
can be assure d of cer tain lev els of things like
proces s contols and train ing, wit hou t havi ng
to spend their own mon ey on cos tly audit s.

"A n d in the long run," says Ms. Pay ne, "this
syst em enables us to make a hig her-quali ty,
lowe r-cos t product."

Common wisdom has it that companies
turn to tot al qu ali ty management as a last
re sort. But Finning Ltd., a Vancouver-
base d equipment ret ailer, lau nche d it s qu al-
ity process in 1990 after six con secutiv e
ye ars of record rev enue and profit.

Finning mov ed cau tiously, spending two
ye ars studying quali ty management before it
ma de any change s , says Ron Clark, gen eral
ma n age r of branch operation s. The com-
pany ado pt e d what it calls a cas cading phi-
lo s ophy of orient ation and train ing, mov ing
conc epts throu gh senior manage rs, middle
ranks and then to front-lin e em p l oye es. It is
currently wor king toward ISO cer tific atio n.

WITH 3,600 emplo yees, Finning took on
a big job when it decid ed to change its cor-
porate cul ture.

"We’v e turned the cor ner now, Mr. Clark
says . "People are approaching custome rs
differently than they were fou r ye ars ago.
We’re at the poi nt whe re TQM is an int egr al
part of our busin ess pla n."

Getting the re has not been easy, he adds.
Ma ter ial sup pli ed by quali ty con sul tants had
to be modifie d to suit Finning’s needs, and
theories had to be test e d befo re emplo yees
we re convi nced .

"Quali ty principles are just one leg of the
milk ing stool ," agrees Mr. Low of Dair y-
wo r ld. "Yo u’v e go t to have lea de rs who al-
low people to try new idea s. And then
you’ve got to have a recog n ition sys tem that
says to those people, ‘Ye s , you’ve got it rig ht.’
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