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The Globe and Mai l Re por t on Busin ess of Tue sday, Oct ober 26, 1993, print e d a fou r-pag e collection of article s on Tot al Qual-
ity Management (TQM), wit h the int roduction:

The experience of some exe cutiv es wit h tot al qu ali ty management has been a corporate versi on of yog ic flyi ng: many pla t i-
tudes, occasio nal flap ping about, but lit tle to show for the trip. Others, howeve r, who have appli ed the principles carefully, re-
port sig n ific a n t divi dends.

The ten article s fr om this Repor t are reprint e d in this Fig ure 11.1 6b

EM9344: The Globe and Mail, Octo ber 26, 1993, page B25

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 referenc 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 – inclu ding
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

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.

ARE YOU
A LEADER?
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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.

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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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.

All 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 year. 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 la st
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
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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.’

EM9346: The Globe and Mail, Octo ber 26, 1993, page B26

IN THEIR OWN VOICES / Exec utives whose com panies use the expression in pro mot ing their

busin ess explain why to freela nce reporter Edwar d Tr apu n ski

Qual ity is the magic wor d fo r corpor ate slogans
Specia l to The Globe and Mail

W
HAT’S in a word?

When the word is "qu ali ty", the re are as many defi nit ion s
as the re are corporate sloga ns that feature it.

A number of exe cutiv es whose companies use the expre ssi on in
promoting their busin ess – and who emb r ace tot al qu ali ty manage-
ment – enlarge on the con cep t.

JIM O’CONNOR

Pres ident and chief execu tive officer, For d Mo tor Co. of Canada Ltd.,
Oakville, Ont.

Sloga n: Where quality is Job 1.

"Quali ty is Job 1 is more than a sloga n. It’s one of our guiding
prin ciples as far as operating the company. Quali ty is trying to es-
tablis h co mplet e confid e n ce in our produ cts, something that you as
the con sum er can always rely upon, something that alw ays meets or
exceeds you r ex pectation s, and something that you tel l your frie n ds
abou t. We are trying to achieve custome r satisfactio n. Custome r
satisfactio n will hopefully lea d to owner loy alty.

"The re are statistical defin ition s when you bench mark quali ty and
you think of things gon e wrong wit h the veh icle. But you als o tr y to
achiev e qu ali ty wit h things gon e right. Par ts of the touch zon e,
things that people see and touch and feel eve ry day, that they can say
are things gon e right wit h my car. So it’s a combin ation of trying to
re duce things gon e wrong and inc rea s e things gon e right.

"We’v e re c ently dev elo ped some operating standards bot h in sales
and in ser vic e fo r ou r dealerships. We are eve n havi ng the dealers
mea s ure us, whi c h is a new tre n d. We alw ays use d to have the con-
sume rs mea s ure our dealers; now we’r e havi ng ourselves measure d.

"A ll thes e things sup por t tot al qu ali ty management. You hav e to
spend a ton of tim e on train ing. Train ing is probably one of the
mos t im por tant keys. We’ ll ave r age abou t 324 hou rs of train ing.
We lis ten to our emplo yees becau se the people clo sest to the prob-
le m are clo sest to the solutio n. That’s tot al qu ali ty management by
my defi nit ion. Just becau se the bos s puts a plaqu e up on the wall
doesn’t make it tot al qu ali ty management. You hav e to walk the talk."

PETER BERESFORD

Vi ce-presi den t and national direc tor of mar ket ing , McDonald’s Res-
taura nts of Canada Ltd ., Tor o nto.

Sloga n: Qua lity, ser vice, cle anlin ess and value.

"When you look at quali ty in our busin ess you hav e to look at all

aspect s. Quali ty refers to hig hest quali ty raw ing edients that we use
to prep are our produ cts. It’s par t of an ext entiv e train ing progr am
and operation sys tem that ens ures that we con sis tently deliv er hig h-
qu ali ty produ cts as finish ed produ cts to our custome rs.

"I t deals wit h the selection process that we use to choos e ou r fa n-
chis ees. It talks about selecting the best emplo yees. It talks about
the quali ty of our sup pli ers. So to me, the ter m qu ali ty per meates
ev ery aspect of our busin ess. .....

"You hav e to establi sh you rselves as a custome r-drive n co mpany in
the min ds of you r custome rs. You hav e to meet cer tain lev els of expec-
tation. They know what to expect. They expect hig h-quali ty food in
plea sant surrou nding s and we hav e created that lev el of expectation.

"The secon d poin t is the quali ty of the ser vic e, aga in a lev el of ex-
pect ation. If you saw in a rest aur ant a young chil d who mig ht hav e
ju s t purcha s ed an ice cre a m cone and it dro pped on the floor, our
custome rs wou ld expect McDon a l d’s to replace that ice cre a m cone
and make that you ng chil d sm ile. The lev el of expectation is the
qu ali ty of ser vic e.

"We hav e in trodu c e d ou r ow n tot al qu ali ty management progr am
that we call McDon a l d’s Quali ty Management. It is basically a busi-
ness management philo s ophy drive n by a single-minde d focus that’s
100 per cent customer satisfactio n."

MARK LUKOWSKI

Vi ce-presi den t and gen era l manager of Motor ola Cel lular Canada, a
di vision of Motor ola Canada Ltd ., Tor o nto.

Sloga n: Qua lity mea n s th e world to us.

"Our defi nit on of quali ty is to hav e the mos t reli a ble produ cts for
the end user, that wor k ev ery tim e and work rig ht eve ry tim e. It re-
ally comes down to the com mitment we hav e in ter nally to make
sure that we meet those hig h-quali ty standards.

"The re are many corporate initative s. One of them is the Six Sgma
in itiative that we implem e n ted within the Moto rol a Corp. to make sure
that we hav e no more than three erro rs per mil lio n opportun ities in
the produ cts and ser vic es that we provi de. We mea s ure ourselves on
a con tin uing basis to see how well we achieve that quali ty rating.

"What do we do to actually get the re? Is the re one mag ic thing
that we do? The way that we wor k at achievi ng this is doi ng many
things rig ht and trying to do eve ryt hing we do rig ht. It means that
when we build the produ ct we hav e all the components that meet
the standards. It means that when we do all the testing we test the
product in eve ry type of situation.

"If we are processing an order, it means that we take all the
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order infor mation cor rectly up front so that we min imize any errors
in ship ping or inv oicing after. It means trying to do eve ryt hing cor-
re ctly the first tim e, but more impor tantly con tin ually bench marking
yourself as you mov e along".

TOM WATSON

Vi ce-presi den t and gen era l manager, Xer ox Con s ult ing Group, a divi-
si on of Xer ox Canada Inc., Tor o nto.

Sloga n: Lea derhip throu gh qua lity.

"I t is the cent r al busi nes s st r ategy for the company. The meaning
is to meet custome r requ irements as a strategy to achieve busin ess
re sul ts. It is a con tin uou s im prove ment sys tem .

"Pe rhaps if we talk about it on a wor k-team lev el or a wor k-group
leve l as oppos ed to macro, it inv olves infor ming the people doi ng the
wo rk of all the requi rements rela ted to those activ ities. It’s defi ning
the bou ndaries for thei r activities, encou rag ing them to defi ne their
custome rs’ requi rements.

"What it shoul d mean is that the per for manc e of the end produ ct,
if not per fect, is as clo se to fau ltles s as technol ogy wil l allow. Mos t,
if not all, of the imper fection that people can build in is avo ide d.

"Our busin ess strategy is a tot al qu ali ty management strategy. All
the ext r a wo r ds are just int ende d to empha size the holi sti c nature of
qu ali ty in the sense we are talk ing about it."
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Bid for awar d can set new pat h
Specia l to The Globe and Mail

The ultimate recog n ition of quali ty in Cana da is the Canadian Awards
fo r Bu sin ess Exc ellenc e To tal Quali ty Award . The competition for the
trophy is int ense, and the judgi ng process is rig orous, inclu ding a sit e
vi sit by a team of exa m ine rs.

Althou gh the re is no cash component to the award, ent r ants cl aim
that just apply ing is wor thwhile, sin ce it focus es the company’s att en-
tion on its quali ty procedure s. Winne rs get exc lusiv e us e of the CABE
logo, whi c h ma ny vie w as a competitive advant age. The CABE To-
tal Quali ty Award is growing in pre s tig e toward that enj oye d by the
U. S. Malcolm Bald r ige Nation a l Quality Award . The other CABE
catego rie s are ent repre neurship, env ironm e n t, indust ria l desig n, in-
novation, inv entio n, marke ting and sma l l busi nes s.

There can be as many as three Tot al Quality winne rs each year.
Last year, two companies eme rge d on top: the Gener al Motors of
Can ada Ltd. Win dso r tr im pla n t and the Te xas Instruments Can ada

Ltd. mater ials and con trols group in Rich mon d Hil l, Ont.

This year the re are three finalis t s , with the winne rs to be annou n-
ced on Nov. 30. Fo rd Ele c tronics Manufa cturing Cor p. in Mark-
ham , Ont., the IBM Can ada Ltd. To ron t o maufactur ing pla n t, and
NCR Can ada Ltd.’ s im agi ng sys tems div isi on, Wat e r loo, Ont., pla n t
all earned finalis t st atus.

This 10th anniv ersar y is a transit ion a l ye ar for CABE. Its adm in-
is tration is bei ng take n ov er by the Nation a l Quality Ins titute, an in-
dependent organization fun d ed by gov ernment and indust ry to pro -
mo te tot al qu ali ty pract ices. For its first 10 years, Indust ry and Sci-
enc e Cana da ma n age d the CABE progr am and wil l cont inue to
ov ersee the exacting adj udication process.

One of the exa m ine rs is quali ty management con sul tant Dav id Hut-
ton. Apply ing for this award, he says , can get a comp any started on
a tot al qu ali ty pla n, then keep it goi ng on a quali ty rou t e.
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LABOUR / An expanded role in the deci sion-making pro ces s help s conver t sk ept i cs

A que stion of sur viva l
BY CAREY FRENCH

Specia l to The Globe and Mail

W
HEN wor kers at the MacMillan
Bathurst Inc. pack agi ng pla n t in
St. Thomas, Ont., were aske d to

join teams targe ting waste and inefficie n cy,
the first reactio n wa s fe ar.

The tot al qu ali ty management progr am , a
we apon in the fight to keep the agi ng cor ru-
gat e d pack agi ng pla n t aliv e in a marke t
thre atene d by envi ron ment al pres s ure s and
de cli ning prices, was first vie wed as a strat-
eg y "t o ge t us to eli min ate our own jobs ,"
says pre ss operato r Frank Buczkow s ki, sec-
ret ary-tea s ure r of Local 1500 of the Int e r-
nation a l Woodwo rke rs of Ame rica, Cana da.
"We didn’t jump into this wit h open arms.
We sat back and said: ‘Let’s see what they’ve
go t to offer’".

In the two years sin ce the progr am wa s in -
st alled, the bar rie rs of suspi cio n have crum-
bled and produ ctivity has improve d. But

up to 10 hou rly rat e d and two super vis ory
jo b s have gon e ou t the door.

"If a company goes the TQM pat h se ri-
ou sly, the re’s goi ng to be a lot of jobs that
disappear", con cedes con sul tant John Pet rie,
directo r of Toron t o-base d Conw ay Quality
Cana da. "That doesn’t necessarily mean peo -
ple, but if the work dis ap pears ....."

And it’s not always the inefficie n t, the lazy
or the incompetent who are targe ted . Some -
times a job can be made redun d a n t by detec-
tion of errors before they occur – the key-
stone of TQM. What hap pens to the worker
in "the dep artment that cat ches screwups?
Why shoul d he get inv olved in TQM?"

That’s a que s tion, when not answe red up
fr ont, that has con tributed to the failu r e of
ma ny TQM prog rams. Union s have label-
le d su ch strategie s – wit h so m e ju s tific ation
– as "fe el-good" peg s upon whi c h to hang
the dow nsi zi ng hat.

"I t wa s se en as cat ch-all for all the ills

and measure s to deal wit h excess cap acity",
says Bev erley Paque tte, a Toron t o-base d part-
ne r with management con sul tants Ernst and
Yo ung. "Bu t TQM shoul d not be something
la bou r sh oul d be scare d of. It does giv e grea -
ter par ticip ation: a greater chanc e to see
where a company is goi ng".

Where the total quali ty philo s ophy is ap-
plie d properly, bet ween 5 and 10 per cent of
playe rs typically emb r ace the con cep t with
open arms, while a sim ilar por tio n of bot h
ma n agement and labou r "w on’t do it no mat-
ter what," said Conway’s Mr. Pet rie. How to
br ing the rem ain ing "wind check ers" on sid e
means spelling out the alt e rnative s. Nowa-
days , the alt e rnative s to TQM are likely to
mean "br ing ing in the sla sh-and -burn con-
sulting firms, who are goi ng to go throu gh
the place with a meat axe ."

Davi d Sh aw, produ ction manage r at the
MacM illan Bat hurst pla n t in St. Thomas,
didn’t danc e arou nd the choic es when he
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aske d un ion ized wor kers to buy into TQM.
He didn’t hav e to. Lacking the size and equ ip-
ment of many of its compett ors, the pla n t
wa s – and is – vul nerable in a provi nci al in-
du s try that may be able to sust ain only 16 of
21 such operation s.

Mr. Shaw says he hasn’t won ove r all of the
ske pti cs. "Fo rty to 50 per cent are activ ely
particip ating in teams, 5 to 10 per cent are
active ly ag ain st it; the rest are on the sid e-
li nes," But two years ago "only about 10 per

cent were on sid e."

Productivity has improve d by 13. 5 per cent
si nce then, speci alty lin es hav e been int ro-
du c e d and, were it not for a price dro p of
10 per cent and decli ning volum e, the pla n t
woul d have been in the black by 1992, in-
st ea d of repor ting sub stantia l lo ss.

A good sli ce of the improve ment came
fr om giv ing sho p floor teams real mus cle to
devi se and implem e n t change.

"We know better how to fix the produ ct

than a paper push er", said the union local’s
Mr. Buczkow s ki. Management "gave us the
tool s and a budge t to work wit h ..... I can’t
remember any thing Dav e [Sh aw] tur ned dow n."

One improve ment inclu ded provi ding tools
fo r machin e operato rs to per for m si mple re-
pairs and maint enanc e, the pre ss operato r said.

"The way the economy is goi ng – if you
don’t hav e thes e qu ali ty proga ms in the pla n t,
then yours is the pla n t, or the indust ry, that
isn’t goi ng to sur viv e.
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How the experts tend their own sho p
___________________________________

A shift to management quali ty at Ande rsen meant ful l-scale reorganization

BY CAR LIE ORESKO VITCH
Specia l to The Globe and Mail

How does a company that speci ali zes in tel-
li ng others how to run their affa i rs go about
ke epi ng its own hou se in order?

In the case of Ande rsen Con sul t i ng, the
in ter nation a l fir m of management and tech-
nology con sul tants, the answe r is a for mal
prog ram of tot al qu ali ty management. The
or ganization has more than 26,000 people
in 151 offic es in 47 cou ntr ies. In Cana da,
mo re than 700 profe ssi onals operate out of
offic es in nin e cities.

One ele ment of Ande rsen’s TQM pro-
gr am involves a cli ent repor t card – and An-
de rsen is ple ase d with its marks.

Ro ber t Duel k s , ma n agi ng par tner, ser vic es,
is in charge of quali ty initiative s in Ande rsen
Cons ulting Cana da’s Toron t o offic e. He says
ge tting a for mal evaluation has not change d
the way the company tradit ion a l ly addre sses
is s ues.

"One thing Ande rsen is ver y good at is
li stening to cli ents and addre ssi ng thei r con-
cer ns," Mr. Duelks says . "This sur vey as-
sure s us that we’re lis tening to all cli ents and
enabling and encou rag ing eve ry cli ent to giv e
thei r input."

The cur rent quali ty management progr am
replaces a "q uality assuranc e" sys tem that had

been in place for about 18 years. The old
syst em inv olved assessing quali ty at various
che ckpoin t s that had been est ablis hed in
cons ult ation wit h cli ents, and meant bring ing
in another par tner armed with an ext ensiv e
set of che cklis t s ev ery three mon ths. The
proble m is that, "assuranc e im p lie s che cking
rather than managi ng," Mr. Duelks says .

Four years ago Ande rsen decid ed that
de eply embedde d qu ali ty facto rs wou ld be
bett e r than a per iodic checkli st, and came
up wit h a compreh e nsive two -part quali ty
ma n agement sys tem , on e part focus ed int e r-
nally and the othe r on the cli ent.

This company-wid e shift to management
qu ali ty ent aile d a reorganization from the top
down, from the cre ation of a chief quality
offic e r at world hea dqu arters dow n to local
ma n agement groups whe re the detailed wor k
is car rie d ou t by quali ty cou nci l s .

"The purpose of the quali ty cou nci l team
is to look at the processes in the offic e and
the way the processes sup por t the primary
missio n in the life cycle of the proje ct," Mr.
Duel k s says . Thes e coun cils , which meet
abou t ev ery six weeks, share best practic es
and successfull change s , an inv ento ry is made
and othe rs are encou rag ed to ado pt the prin-
ci p les inv olved .

The other par t of this quali ty goa l is the

ex ter nal rev i ew, a standard sur vey that ask s
cli ents to not e thei r satisfact ion and evaluate
cer tain items of impor tanc e su ch as how
wel l they fel t the company con sul tation team
scored on facto rs such as tim eli nes s – how
qu ickly we were able to respond and deal
with a problem or situation and implem e n t a
solu tio n, and the ease of acces sib i lity of get-
ting que s tion s answe red ."

Mr. Duelks not es that cli ents may be more
fr ank in their assessments when faced with
a confid e n tia l survey, and wil l prov ide a "c om-
preh e nsive vie w of what our cli ents have been
thinking about us."

The sur vey inv olves 28 que s tion s, whi c h
cli ents rank on a five unit scale. Ande rsen
sevi ces receiv ed an ave r age of 4.7 in the lat-
est res ult s.

This was only the secon d ye ar usi ng the
survey, but Mr. Duelks says that the re was a
signific a n t im prove ment ove r the first year
fig ure s becaus e of the change s that had been
im p lem e n ted .

He not es that ask ing such que s tion s cl oses
the loop in their ser vic e, and has the fun ction
of showing whether they hav e been success -
ful or not, whether change s we re ben eficia l.
"If it was easie r fo r us but not better for the
cli ents, then it has not been successful," Mr.
Duel k s says .
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CMA’s Compete to Win lure s firms
___________________________________

Devo tees repor t that ben efit s of the progr am sh o w on the bottom lin e

BY NATTALI A LEA
Specia l to The Globe and Mail

The Cana dian Manufacture rs Association aims hig h with its con tin-
uous improve ment sys tem – Compete to Win.

Improv ed emplo yee morale, inc rea s ed profit ability and produ ctiv-
ity, and more effective com mun i c ation bet ween manage rs and front-
li ne staff are some of its goa ls.

Mo re than 100 companies have sig ned up so far for all or par t of
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the flex ible train ing progr am , which is unde rgo ing con tin uou s im -
prov ement its elf, and can be adapt e d to any size organization in any
se cto r. Dev otees range from mul t i nation a ls li ke Dow Chemical Cana-
da Inc. to sma l ler busi nes s es li ke Must ang Eng ine e red Technical
App arel Corp. of Rich mon d, B.C.

Si nce April, 1991, Compete to Win has grown from three key com -
ponents to eig ht, rangi ng from visio n and lea de rship to team deve lop -
ment and day-to-day improve ment.

Su rvival in today’s inc rea singly competitive glo bal economy was a
re ason Lennox Industr ies (Can ada) Ltd. of Toron t o sign ed up two
ye ars ago.

"Emplo yees are the maj or asset to the company, and they’re par t of
the solutio n," said Pat ricia Mag uire, directo r of hum an resou rces and
qu ali ty at the company. "The que s tion is, how do you bring people
aliv e to their ful l potentia l? ..... How do you sto p them from parking
thei r brain s in the lot eve ry mor ning at nin e and picking them up af-
ter five?"

Cons ume rs Gla s s, a div isi on of Consumers Packaging Inc. of
To ron t o and matt res s ma n ufacture r Simm ons Can ada Inc. of Mis-
si ssauga, giv e Compet e to Win a mea s ure of cre dit for improve ment

in their bottom lin es.

After thre e cons ecu tiv e ye ars of los s es, Con sum ers Gla s s repor-
ted profit s fo r the first two quarters of 1993. Pre sid e n t Ji m Bacon
said: "Compet e to Win has absolu t ely been a strong facto r in im-
prov ing the bottom lin e." At the end of the thi rd quarter this year,
Cons ume rs Gla s s wa s sh owing a profit of 13 cents a share, com-
pare d with a los s of 74 cents a share a year ago.

And two years into Compete to Win, Sim mon s repor ted re ducing
fin ishe d goods inv ento ry by 50 per cent, space requi rements by 38
per cent and order-cycle tim e by 90 per cent.

Si mmons pre sid e n t Patr ick Thody said Compete to Win has re-
sult e d in improve ment in a gre at many are as of the company’s oper-
ation. "The challenge was to get middle manage rs and super vis ors
to accep t the change. Tradit ion a l ly, we tel l people what to do, now
we ask them for thei r input and that’s threatening. ..... It’s tak ing a lot
longe r than we thoug ht ..... and cre ated a lot more dem ands on man-
ag ement becau se emplo yees expect res ult s when you ask them to get
involved ."

Compet e to Win is adm inist e red for the CMA by Toron t o-base d
Gilm ore & Associat es Learning Sys tems Inc.
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TWO SOLIT UDES / Su ppliers and custo mer s are often at odds when it com es to con s umer sur veys

Satisfac tion can prove elu sive
BY CAREY FRENCH

Specia l to The Globe and Mail

S
UPPLIERS and customers too often speak different langu age s

when it comes to measuring con sum er satisfactio n, two To-
ronto management con sul tants war n.

Ken Merble r, pre sid e n t of Proudfoot Canada, a unit of Proudfoot
PLC Co., says a ret ail indu s try sur vey con duct e d in the United States
by his company identifie d a "defin ite gap" bet ween the perceptio n of
"q uality deliv ere d " and "qu ali ty receiv ed."

The sur vey of 51 top exe cutiv es of dis cou nt and department store s
with annual sales of $10 -millio n or more fou nd that mos t re spondents
beli eve d qu ali ty of ser vic e in their store s ha d im prove d markedly in
the previous year.

"Howeve r, mos t of the more than 1,000 custome rs int e rvie wed ....
say the quali ty of ser vic e ha sn’t change d at all," the con sul tant said.
Only 20 per cent of con sum er respondents notic e d any upg ade in
the lev el of ser vic e.

Mr. Merble r said a sep arate pol l by the Angus Rei d Group in
Cana da also spotlig hted a com mun i c ation s gap bet ween con sum ers
and ret ailers.

In the sur vey of more than 1,500 Cana dians, "91 per cent said it is
ve ry cruci al for companies to build trust among emplo yees and custo-
me rs in thes e toug h econ omic tim e s. Yet most Cana dians believe
there hasn’t been much progres s in this are a."

Only 28 per cent of those surveyed des cribed companies as more
beli evable than in the past. Another 21 per cent thoug ht the busin ess
mes sage to be les s credib le.

Custome r satisfactio n cons ult ant Michael Hepwo rth , hea d of Hep-
wo rth & Associat es Inc., said sup pli ers are bei ng le d astray by their
ow n surveys that ask the wrong questio ns, often in the wrong way.

Thus, robot telephone -answe ring sys tems – the sou rce of much
lo athing among frust r ated callers – mig ht take on a friendli er face if
us ers were aske d to rat e, on a scale, the impor tanc e of bei ng answe r-

ed within three rings.

"Impor tanc e scales provi de you wit h ab s olu t e im por tanc e rather
than rela t ive impor tanc e," Mr. Hepwo rth said.

"If you talked to the customer, you’d find [a speedy respons e to a
phon e call] is not ter rib ly impor tant. They [might] say it’s more im-
portant that the first person who picks up the phone is able to sol ve
thei r proble m."

While mos t co mpanies have abandone d the "we know what our cus -
tome rs want" philo s ophy, "the statement is implicit in the way they
desig n satisfactio n qu estio nnaires wit hou t first getting input from
custome rs," Mr. Hepwo rth said. This lea ds to que s tion s that focus
st rictly on the hard issues, like deliv ery and accur acy, rat her than on
the soft, or int angible, issues.

This mig ht lea d an airli ne to believe that its customers are more
conc e rne d with punctuality than cle a n wa shrooms. Custome rs rarely
jump ship becau se of a lat e takeoff or arriv a l, he said.

"On int e rnation a l flig hts, dirty washrooms [occur] les s frequ ently
[than delays]. And yet they cau se more damag e" in ter ms of con sum er
dissatisfactio n.

An othe r trap may be the frequ enc y with which sur veys are lau nch -
ed, Mr. Hepwo rth said.

"Eit her people mea s ure too frequ ently and can’t react to the data
qu ickly enoug h, or they mea s ure only onc e a year, whi c h is too in-
frequ ent to keep people’s feet to the fire."

‘Eit her people measure too frequ ent l y
an d can’ t re act to the dat a qu i ckly
eno ugh, or the y me asure only onc e

a year, which is too infrequ ent
to keep people’s feet to the fire.’
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Figure 11.16b. PROCESS IMPRO VEMENT STRATEGIES: Tot al Qual ity Man agement (continue d 3)
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Su rve ys he lp not-for -profit gro ups
___________________________________

Orga n ization s fin d the ver y act of doi ng a study can improve cli ent rela t ion s

BY GREG TOPOLSKI
Specia l to The Globe and Mail

Mr. Top olski is an Ottawa con s ulta nt.

No t-for-profit organization s are mak ing gre ater use of custome r
se rvi ce sur veys to hel p them reach their marke ts.

And many of them are finding that such sur veys are the easi est
way to lau nch total quali ty management initiative s. When done wel l,
they can yield more than just statis ti cs – they can cre ate a co-opera -
tive link bet ween the organization and its cli ents.

The ver y act of doi ng the sur vey can improve custome r satisfac-
tion.

To the Student Federation of the Unive rsity of Ott awa (annu al bud -
ge t $5.5 -millio n), a sur vey deliv ere d em p l oye e suppor t and savi ngs.
The federation’s sur vey of students regarding a campus ret ail outle t
wa s "a real eye -open er", says Mike Aucoi n, vic e-presid e n t of financ e.
The student federation placed computers loa ded with an on-scre en
qu estio nnaire in hig h-traffic are as aroun d campus. Students entered
thei r answe rs directly into the data bank. Hav ing custome r satisfac-
tion dat a and com ments ma de it easie r fo r Mr. Aucoi n to gain sup -
port for needed change s.

The approach hel ped in other are as, too. "By getting our emplo yees
in t o it and focusing on what the students really want e d, we were
able to halve the budge t fo r ou r or ient ation week this year [savi ng
$1 30,000]", he said. "And student satisfactio n mo re than doub led ."

Cana da’s Expor t Deve lopment Corp., a Crow n co rporation wit h
mo re than $9. 5-bil lio n in annual busin ess volum e, track s it s su ccess
rate throug h a custome r satisfactio n in d ex. The corporation’s accou nt-
ants like the CSI becaus e it giv es them a number to crunch at the
end of the year.

"We only track things that we can do better – tur narou nd tim e, re-
li a b i lity, ser vic e, quali ty, etc." says Agat ha Ron a l d, the proje ct manage r
who desig ns and run s the sys tem . "We want to help Cana dian com -
panies compete better in the glo bal marke t," she says . EDC has fou nd
satisfactio n mea s urements "ve ry useful." Last year, busin ess volum e
per emplo yee at EDC inc rea s ed 39 per cent to $18 .6-millio n.

Poli tical par tie s and organization s su ch as the United Nation s As -
soci a t io n of Cana da, Amnesty Int e rnation a l and Friends of Cana dian
Br oadca sting use mail sur veys for gat her ing infor maion and more.
By ask ing their sup por ters for thei r vie w s and showing them that
thei r opin ion is want e d, they are more likely to send a donation back

with the sur vey.

Su rve ys can also be a way of edu cating cli ents about what you
can do for them . The Carle ton Cou nty-Law Association is starting
it s tot al qu ali ty management initiative wit h a new sur vey that has been
desig ned to edu cat e Ottawa -area lawye rs about CCLA ser vic es, and
at the same tim e fin d ou t how lawye rs feel about the association.

"We fou nd you can do a lot wit h a 10-minu t e survey if you desig n
it pro perly", says Karen MacLaur in, exe cutiv e directo r of the CCLA.

Tips for doi ng a custome r survey :

• Deter min e what the obj ectiv es of the sur vey are. What do
you want to find out and who wil l you sur vey?

• Design the sur vey so that it is easy to fill out and won’t take
mo re than 10 min utes to complet e.

• St art wit h si mple que s tion s to ease the respondent into the
qu estio nnaire.

• Where appro priat e, sti ck to yes/no que s tion s.

• Design your more impor tant que s tion s so that respondents
can easi ly che ck off boxes using a five -poin t scale for rating:
poor/satisfact ory/good/ve ry good/excellent.

• Br eak it dow n in t o no more than sev en log ical section s.

• Allow space for com ments and promp t people to com ment
with a lea ding questio n.

• Re member to ask basic que s tion s that det e rmine who the re-
spon d e n t is and how often he or she pur c h ases from you r or ga-
nization.

• Ma ke it easy for people to retur n the que s tionnaire by inclu d-
ing a self-addre sse d enve lope or a fax number.

• Include a cov ering letter that exp lain s the obj ectiv e of the sur-
ve y, ens ures confid e n tia lity (if appropriat e) and encou rag es cus-
tome rs to respond . To inc rea s e the respons e rate, offer a prize,
su ch as bei ng ent e red into a draw for a fre e membership.

• Don’t get cau ght up in the statis ti cs; it’s more impor tant to
know if it’s 20 or 80 per cent who are satisfie d than whether the
survey is accur ate to plu s or min u s 5 per cent.

• Pret est the que s tionnaire wit h a sma l l gr oup of repre sen -
tative respondents.

QUESTIONS, QUESTIONS
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Environmental contro ls make som e companies tur n green
___________________________________

Cleaning up operating practic es does not threaten endange red profit s
BY ANNE KERR

Specia l to The Globe and Mail

It has become a mot he rhood issue for smart companies to care about
Mo the r Na ture. Cur bing pol lutio n can cut cos t s and avo id pricey law-
suit s and reg ula tor y battle s. It’s als o good pub lic rela t ion s.

Bu t so m e co mpanies stil l turn gre en at the thoug ht of env ironm e n-
tal con trols.

They’r e afraid such mea s ure s coul d ji mmy their works and threaten
alrea dy endange red profit s. Only one -qu arter of Cana dian busin esses
have ado pt e d signific a n t pollutio n prev entio n prog rams, according to
Randy Bil ling, a par tner in env ironm e n tal ser vic es at Ernst & You ng
of Toron t o. He advis es companies on what’s known as TQEM – to-
tal quali ty env ironm e n tal management. TQEM not only cle a ns up
operating practic es, Mr. Bil ling maint ains , but the bottom lin e.
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"The basis of this is that it improve s your competit ive posit ion," he
said. "Yo u can bring cos t s down by reducing defects and waste. It’s
a preve n tiv e ap proach to problems rat her than dealing wit h them at
the end of the pipelin e."

One conve rt to eco -econ omics is Quaker Oat s Co. of Can ada
Ltd. in Pet e r borou gh, Ont. The company’s large s t plant, whi c h ma kes
all of its bre a kfa st cereals and oat produ cts, produ c e d abou t 4. 5 mil-
li on kilogr ams of waste in 1986, just before con trols were put in place.

This fiscal year, the waste dro pped to 450,000 kilogr ams. In the
past sev en years, Quake r ha s save d $395,000 in landfil l cos t s. An-
ot he r $780,000 has been pre ser ved by sim p ly cutting dow n on spil ls ,
using les s mater ial in startup and sel ling surplus cardboard and pla s-
ti c to recycle rs. Edible waste goes to anima l fe e d co mpanies.

Quaker is now con sid ere d a lea de r in env ironm e n tal practic es in
Cana da, alt hou gh it didn’t int end to be.

"We knew we were losing mon ey on our lin es and that’s what
ma de us look at what we were doi ng. It didn’t start out as env iron-
ment ally drive n," said Ala n Wils on, manage r of eng ine e ring and en-
vi ron ment al at Quake r Cana da.

Vi rtually all of the mon ey that has been sav ed has been pou r ed
in t o im provi ng other problems. A new cooli ng sys tem that recycle s
us ed wat e r rather than spi lli ng it back into the Tre n t Rive r, for in-
tanc e, cos t $1 mil lio n.

Expens es like that can scare off eve n the env ironm e n tally com mit-
ted . Mr. Bil ling con cedes that a compreh e nsive ove rhaul doesn’t come
cheap. The kin d of sys tem he provi des can cos t "i n the hun dre ds of
thou s a n ds."

That’s one rea son why the Canadian Manufacture rs Association
advocates that companies go slowly when int roducing con trols. The
ot he r is that a les s dema n d ing sys tem is more likely to succeed and
le ad to other advanc es.

"You don’t go to a gol f pro to bring you dow n to 68 if you’r e
sh ooting 110 . What you’v e go t to do is go from 110 to 90," said Bent
Larsen, vic e-pre sid e n t of CMA member ser vic es.

Some companies, not ably in the United States, whe re quali ty man -
ag ement is more per vasiv e, have fou nd that it hasn’t wor ked . The CMA
it self weat hered one exper iment wit h a sys tem that, ins tea d of sol ving
it s proble ms, cre ated big ger ones. Now, along wit h ou tsi de con sul-

tants, it train s Cana dian companies in the Int e rnation a l St andards Or-
ga n ization (ISO) 9000 sys tem , which is les s in tensive than TQEM.

Competing camps asi de, in order to succeed, any env ironm e n tal
prog ram must have unf lin c hing sup por t and inv olvem e n t fr om top
ma n agement. Emplo yees then have to be train ed and motiv ated .
Envi ron ment al au dit s mu s t be car rie d ou t.

Nor anda Inc. of Toron t o ha s fo und that it’s not an easy process.
"Success varie s plant to pla n t. It depends on how much the pla n t
ma n age r beli eve s in the quali ty approach," said Frank Frantis a k, se-
nior vic e-pre sid e n t of env ironm e n t.

He says Noranda is min ing good res ult s by encou rag ing those on
the sho p floor to take initiative. "There was a case whe re a maint e-
nanc e person came across a seep age of min e wa ter that cou ld hav e
been a problem . He took immediat e action and pumped it back in
becaus e he didn’t hav e to go to his bos s."

Othe r ex amples have gre ater imp act. Noranda’s large copper smelt e r
in Rouyn, Que., has reduced its emissio n of sulphu r diox ide by 70 per
cent more than the 50 per cent requi red by law and wil l have it
down to 90 per cent by the end of the deca de, Mr. Frant isak main-
tain s.

No t surprisingly, resou rce companies like Noranda tend to be the
mos t advanc e d in TQEM. It isn’t true to say that’s mainly to keep
the reg ula tors at bay, Mr. Frantis a k cont ends, althou gh it can mean that
"y ou can anticip ate some of thes e is s ues and be ahea d of the game."

Tw o prov inc es – Ont ario and Manitoba – are pla nning laws to force
mo re st ringe n t wa ste reduction. And corporate custome rs, especi ally
in Eur ope, are dem anding more accou ntability – that pulp and paper
co mpanies, for ins tanc e, practis e sust ainable forest management.

There are some companies that "only do what they hav e to do to
st ay out of jail," said Dennis Dur rant, speci al advis er in env ironm e n-
tal protection at Env ironm e n t Cana da in Ott awa . Othe rs may avo id
a for mal envi ron ment al prog ram , fe aring that it wil l draw heat to
proble ms that other wise wou ldn’t be visib le.

No t only is that unethical, it’s sho rt- sig hted, Mr. Dur rant poi nts out.
"You can pay now as you go and manage it, or wait until it’s a requi re-
ment and pay mil lio ns.’"

Be sid e s , althou gh Ott awa doesn’t exactly tur n a bli nd eye, he said,
co mpanies that are making an effor t to improve are "ge tting a more
obje ctive ear" when things go wrong.

The article s reprint e d in this Fig ure 11.1 6b
are not able for the varie ty of busin esses they
cove r; they als o rais e many is s ues of statis ti-
cal int e rest. The sev en que s tion s below and
on the facing pag e 11 . 105 addre ss only so me
of thes e is s ues. For conve n ienc e, the article
refe renc e numbers, the pag e they start on
and their tit les, are lis ted at the rig ht.

EM9344 pag e 11 .97 Bre aking the information bar rier
EM9345 11.98 Ho w on e firm made it throu gh the turmoil of a mer ger
EM9346 11.99 Qu ali ty is the mag ic wor d fo r corpor ate sloga n s
EM9347 11.1 00 Bi d fo r awar d ca n se t ne w pa th
EM9348 11.1 00 A quest i on of sur viva l

EM9349 11.1 0 1 Ho w th e experts ten d th eir own shop
EM9350 11.1 0 1 CMA’s Com pete to Win lures firms
EM9351 11.1 02 Sa tisfa ction can prove elu sive
EM9352 11.1 03 Su rve ys hel p not-for -pr ofit groups
EM9354 11.1 03 Envi ronmenta l controls mak e so me com panies tur n gr e en

EM9516 11.1 06 To t al Qua lity Hou sing Proje ct at UW.Refer ring to the secon d and thi rd parag raphs
of the rig ht-hand colum n of the article EM9349
on pag e 11 . 101, dis cus s cr iti c a l ly the stat ements:

• ... cli ents may be more fra nk in their asses sments when faced wit h a con fident ial sur vey, and will provi de a "c ompre hen-
si ve vie w of what our cli ents have bee n thin k ing about us."

• The sur vey inv olves 28 quest i ons, whi ch cli ents rank on a five unit sca le. Ander sen sevices recei ved an average of 4.7 in
th e la tes t results .

1

Discus s cr iti c a l ly, from a sta tis tical perspectiv e, the statement near the top of the rig ht-hand colum n on pag e 11 . 102 in the ar-
ti cle EM9351: "Impor tan ce sca les provi de you wit h abso l ute impor tan ce rather than rel ative impor tan ce."

2
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Figure 11.16b. PROCESS IMPRO VEMENT STRATEGIES: Tot al Qual ity Man agement (continue d 4)

Discus s cr iti c a l ly the secon d-last statement in the ‘Questio ns’ box of the article EM9352 near the cent re rig ht of pag e 11 . 103:
Don’t get caugh t up in the sta tis tics; it’s more impor tant to know if it’s 20 or 80 per cen t wh o are satisfied than wheth er the
survey is accurate to plu s or minus 5 per cen t.

3

In the fou rth parag raph of the article EM9352 on pag e 11 . 103, the descr iptio n of the Unive rsity of Ott awa’s Student Federa-
tion sur vey states that: The studen t fe d era tion pla ced com pu ter s loaded wit h an on-scree n qu est i onnai re in hig h-traffic ar-
ea s ar ound campus. Studen t s en ter ed their answers direc tly into the data bank. Li st the adva ntage (s) (in what you con sid er
to be order of decrea sing impor tanc e) of this met hod of adm inist e ring a sur vey questio nnaire.

• Li st the disadvant age(s) of this met hod of que s tionnaire adm inist r ation, aga in in order of decre asi ng im por tanc e.

• Indicate briefly the type(s) of situation s in whi c h this met hod of que s tionnaire adm inist r ation is fea sib le; als o, giv e two
ex amples of situation s where it is not fe asible.

4

Discus s cr iti c a l ly the stat ement, in the secon d-last parag raph of the left-hand colum n of the article EM9352 on pag e 11 . 103:
We only tra ck things that we can do better – tur nar ound time, rel iability, ser vice, qua lity, etc. in lig ht of Mr. Hepwo rth’s ex-
pres sio n of con cer n, in the fifth-la st parag raph of the rig ht-hand colum n of the article EM9351 on pag e 11 . 102: This lea ds
to quest i ons that focus str ictly on the har d is sues, lik e deli ver y and accurac y, rather than on the soft, or inta ngi ble, iss ues .

5

Outlin e the impor tant sta tis tical is s ue(s) raise d by the last sent enc e, in the rig ht-hand colum n on pag e 11 . 103, of the article
EM9352: We fou n d you can do a lot wit h a 10-mi nute sur vey if you des ign it pro p erly.

6

The fifth parag raph near the middle of the rig ht-hand colum n on pag e 11 . 104, of the article EM9354, states that: No randa’s
large copper smelter in Rouyn , Que. , has reduce d it s emis sion of sulphur dioxide by 70 per cen t more than the 50 per cen t
requ ire d by law and will have it down to 90 per cen t by the end of the dec ade. Re write this statement so that the meaning s
of the nume rical value s it con tains are cle ar.

• In gen eral, what is the cle ares t way of des cribing num erically the mag n itude of a change? Compare and con trast your
answe r with what has been don e in the stat ement quoted above from the article EM9354.

7

In addit ion to speci fi c mtters raise d in the sev en que s tion s abov e, ar ticle s reprint e d in this Fig ure 11.1 6b are not able for
st atements that inv olve one of two matt e rs:

• in trodu cing a quali ty progr am is giv en as the rea son for implem e n ting something that mig ht rea son ably be expected to hav e
alrea dy been in place; OR:

• the improve ment achieve d un d er the quali ty progr am wa s so str iking as to sugge s t that the re was previously poor super vi-
si on of the processes inv olved .

Examples of such statements, unflatt e ring to the prior operation s of a company, are:

* Abse nteei sm ... has bee n halved, while time los t to acciden t s per 200,000 hou rs ... has dro p p e d to zer o,... Landfill and
"down-the-drai n" waste has bee n cu t by up to 30 per cen t a year ... [EM9344, pag e 11 .97, left-hand colum n]

* [Daim ler-Benz and BMW] "... had fou r or five peop le for every one that Toyota had ." [EM9344, pag e 11 .97, middle colum n]

* Desp i te a much heigh t ened focus on trai ning, Dai ryworld is not spending pro por tionately more mon e y on staff progr ams
than it use d to,.... [EM9345, pag e 11 .98, middle colum n]

* "We’ve rece ntl y develo p e d so me opera ting sta n dar ds both in sales and in ser vice for our dea ler ships . ..." [EM9346,
page 11.99, left-hand colum n]

* "... TQM ... does give ... a gr eater chance to see wher e a com pany is goi ng." [EM9348, pag e 11 . 100, rig ht-hand colum n]

* A goo d slice of the improve men t ca m e from giving shop floor tea ms rea l mu scle to devise and implem ent chang e.
[EM9348, pag e 11 . 101, middle colum n]

* On e el ement of Ander sen’s TQM progr am inv olves a cli ent rep ort car d ... [EM9349, pag e 11 . 101, left-hand colum n]

* Im prove d em p loyee mor ale, incre ase d pr ofit abi lity and pro ductivity, and more effec tive commu nication between manag ers
and fron t-lin e staff are some of [Co mpete to Win’s] goals . [EM9350, pag e 11 . 101, rig ht-hand colum n]

* ... two years into Compet e to Win, Simmons rep orted reduci ng finish ed goo ds inven tor y by 50 per cen t, spa ce req uirem ents
by 38 per cen t and ord er-cycle time by 90 per cen t. [EM9350, pag e 11 . 102, rig ht-hand colum n]

* ... a se p ara te pol l by the Ang us Rei d Gr oup in Canada also spotlig hte d a commu nications gap betwee n consumers and re-
tailer s. [EM9351, pag e 11 . 102, left-hand colum n]

* "By getting our employees into it and focusing on what the studen t s re all y wante d, we wer e able to halve the budg et for our
or ien t ation week this year [sa v ing $130,000] ... And studen t sa tisfa ction more than dou ble d." [EM9352, pag e 11 . 103, left-
hand colum n]

* Last year, busin ess volume per employee at EDC incre ase d 39 per cen t to $18.6-million. [EM9352, pag e 11 . 103, left-hand colum n]

* It has bec ome a moth erhoo d is sue for smart com panies to care about Moth er Nature. [EM9354, pag e 11 . 103, left-hand colum n]
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* ... the waste dro p p e d to 450,000 kilogr ams.... Qua ker has saved $395,000 in landfill costs . ... $780,000 has bee n preserved
by simply cutting down on spi l ls, using les s material in startup and sel ling surplus car dboard and plastic to rec yclers . Edi-
ble waste goes to ani mal fee d co mpa nies . [EM9354, pag e 11 . 104, left-hand colum n]

* No randa’s lar ge copper smelter ... has reduce d it s emis sion of sulphur dioxide by 70 per cen t more than the 50 per cen t re-
qu ire d by law and will have it down to 90 per cen t by the end of the dec ade, [EM9354, pag e 11 . 104, rig ht-hand colum n –
se e also Que s tion 7 ov erleaf near the middle of pag e 11 . 105]

* ... som e co mpa nies ... "only do what they have to do to sta y ou t of jai l," [EM9354, pag e 11 . 104, rig ht-hand colum n]

As wit h the article EM9211 in Fig ure 11.1 6a, so me ar ticle s reprint e d in this Fig ure 11.1 6b als o sh ow recog n ition that quali ty
im prove ment from ado pting TQM in a company is a slow, arduous process that does not qui ckly produ c e tang ible res ult s; im -
patienc e fo r qu ick pay-back makes it "... incre dib ly di fficult to get posit ive results ." [EM9211 , page 11.94, left-hand colum n]

* "The challenge was to get middle manag ers and super visor s to accep t th e change. Tra dit i onally, we tel l peop le what to do,
now we ask them for their input and that’s threa teni ng. ..... It’s taking a lot longer than we thought ..... and cre ate d a lot
more dem ands on manag ement bec ause employees expec t results when you ask them to get inv olved ."
[EM9350, pag e 11 . 102, rig ht-hand colum n]

* [We s t on’s is the] kind of success that can be claimed by only 20 per cen t of Canadia n co mpa nies that have embra ced the
to t al qua lity manag ement philosophy sin ce the early 1980s. [EM9344, pag e 11 .97, left-hand colum n]

* ... many firms still bel ieve that putting a qua lity progr am in pla ce is a swift and sure way to rever se their for tunes .
[EM9211 , page 11.94, middle colum n]

* "One of the key ing redients is solid mea surem ent, ... And it shoul dn’t tak e two years – you’r e lo oking for res ults wit hin two
months." [EM9344, pag e 11 .98, rig ht-hand colum n]

The final article, EM9516 reprint e d below, in this Fig ure 11.1 6b is inclu ded becau se it deals wit h TQM at the Unive rsity of
Wa terloo and also becau se it provi des usef ul infor mation abou t how the proje ct was car rie d ou t. The article is reprint e d fo r
teaching purposes at the Unive rsity of Wat e r loo wit h the per mis sio n of the Ins titute for Improve ment in Quali ty and Produ ctiv-
ity (IIQP), Unive rsity of Wat e r loo, whi c h holds the copyr ight.

EM9516 : IIQP Newsletter, Spr ing , 1995, page 7

To tal Qual ity Hou sing Proje c t at UW by Gai l Clar ke, Busin ess Manag er

In Aug u s t 1994, the Hou sing Dep artment at
the Unive rsity of Wat e r loo com menc e d a
To tal Quali ty Management (TQM) proje ct.
Our obj ectiv e wa s to look at all aspects of
ou r activity throu gh a sys tem ati c analys is of
ou r Bu sin ess and Student Life operation s.
Throu gh this process we int roduced our
Ma n age rs and Super vis ors to the eig ht key
elem e n t s of Tot al Quality: planning, manage -
ment lea de rship, con tin uou s im prove ment,
em p l oye e involvem e n t, custome r focus, sta-
tis ti c a l thinking, process model , and mea-
surement and con trol

Commencing in Sep tember, the Manage rs
and Super vis ors met wit h Dennis Beecroft,
Ma n agi ng Directo r, Ins titute for Improve-
ment in Quali ty and Produ ctivity, a Unive r-
sity Res earch Cent re, and Dr. Gar y Wa l ler
who is a facul ty member in the Dep artment
of Psychology. The team building wor k-
sh op inclu ded for mal train ing on the impor-
tanc e of ser vic e qu ali ty, the cos t s of poor
qu ali ty, defi nit ion of quali ty, proje ct identific a-
tion and team selection. Thes e wo rksho ps
involved dis cus sio ns on our custome rs, ser vi-
ces we provi de and whe re we feel we shoul d
im prove. This init i al group numbere d twelve
Ma n age rs and Super vis ors. It inclu ded the
Directo r, Busin ess Manage r, Resid e n ce
Ma n age rs, Resid e n ce Super int endents, Re si-
denc e Li fe Manage r and Super vis ors.

The group split into two teams to dev elo p

a lis t of problems that a team cou ld con sid er.
Deve loping this lis t wa s qu ite a challenge for
us. Wit h the assis tanc e of our facilit ato rs,
we came to realize that often what we
tende d to focus on were symp t o ms. We
ne e ded to be more con cis e! We als o fo und
ou rselves prematurely att emp ting to sol ve
thes e "s ymp t o mati c" problems. We use d a
Prio rity Ranking Matr ix to rank the prob-
le ms each team identifie d. The mat rix con-
soli dat e d the two independent lis t s.

We compare d each problem wit h all the
ot he rs on the two lis t s so that the mos t de -
si rable one was sele cted . Us ing this process
we chose a problem that fel l within the are a
of Staff Rela t ion s and in par ticular, "sche dul-
ing". It focus ed on our cle a n ing ser vic es st aff
of whi c h there are sixty-five across fou r re s-
id e n ces.

From this group we cre ated a Process Im-
prov ement Team to study the problem . The
team’s composit ion was Resid e n ce Super in-
tendent, three Hou sekeepers and one Janito r.
The sco pe of the proje ct inclu ded two of
the five resid e n ces at Wat e r loo. The Man-
ag ers defi ned the proje ct goa l, sco pe and is-
sues to con sid er. We learned that it is ver y
im por tant to establi sh solutio n cons train t s fo r
the team . Fo r this proje ct thes e in clu ded no
change s to staff lev els , solu tio n budge t fixed
at $0 and solutio n in clu des only Hou sekeep-
ers, Janito rs and immediat e Super vis ors.

The team met weekly wit h a Facilit ato r. The
team establi she d thei r ow n rule s regarding
conduct and att endanc e. Age n d as were pro -
vi ded at each meeting and minu t es docu -
ment e d prog res s. The Manage rs met wit h the
Te a m ev ery fou rth week for an updat e on pro -
gres s. Thes e me etings did not inclu de a de-
bate on recom mende d solu tio ns. Ins tea d, we
we re the re to hear about the Team’s progres s
and pla n of actio n and act as a resou rce.
We offered any advic e, if aske d. The team
ha d em p l oye d surveys to accumulat e in -
fo rmation from our custome rs who ranke d
variou s phys ical are as wit hin the resid e n ces
according to custome r im por tanc e. In addi-
tion the team split into two groups in order
to map the pre sent process of sche duling.

The final repor t wa s hande d in on March 31,
1995. The team had the addit ion a l re sponsi-
bility to implem e n t all recom mendation s in -
cluded in its repor t. Ser vic e qu ali ty inclu des
all aspects of what we do in the department.
The int roduction of quali ty improve ment as
a process provi des us wit h the oppor tun ity
to exa m ine our cur rent processes; how we
deal wit h ou r custome rs; and exa m ine op-
portun ities for innov ation and exper iment a-
tion wit h a tole r anc e fo r risk tak ing and an
accep tanc e of failu r e. We wil l not know the
ou tco m e of our first proje ct until the spring
at the earlie s t.
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