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Preface 

 

This dissertation is an attempt to further our understanding of quality management practices in 

developing countries focusing on India. The current business environment is in a process of 

constant change due to competitive environment created by the globalization; this scenario is 

more relevant to India compared to other developing countries. To be competitive in this 

competitive environment ISO standard is the most widely used framework in introducing 

quality management systems and winning new customers. In this scenario, understanding the 

purpose, acceptance and benefits of implementing standards is critical. However, this 

difficulty is more common to developing countries and makes it more important to understand 

knowledge and awareness concerning quality management practices.  

One can see the teachings of quality gurus being practiced all over the world mainly in 

the form of TQM based awards. Regarding ISO it is clear that eight quality management 

principles address large portion of the enabler criteria of these TQM based quality awards. In 

practice, implementation and verification of these principles is largely ignored while auditing 

for certification. On  the other side, literature on quality management practices in developing 

countries reveal developing economies often have unique characteristics such as  lack of 

democracy, instability, corruption, unskilled labor force and others. While not all developing 

countries suffer from these ills more are less this is valid. In developing our understanding 

author presents results from studies focused on India. The first study was carried on a group of 

companies supposed to have established quality management system. Results from this study 

showed continuous improvements were not pursued as required even though the policies are 

committed. Observations basing on this study could not find significant differences in 

practices with German organizations except cultural and sustainability differences. In addition 

the study carried in SSIs indicates factors such as lack of training, low product range of these 

companies, market acquisition, and investment in the technology and relationships with 

workers is affecting the companies’ negatively. These findings insist the development of 

organizational competence in supporting important elements, (Management Activities (SQM), 

Communication Process, and Employee Management) to realize the benefits of changes such 

as ISO certification. In supporting organizations these three characteristics of organization are 

formed as structural elements for the successful implementation and are surfaced in the 

proposed implementation model for introducing quality management concepts.  
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Chapter 1 Introduction 
 

In this chapter the background to the research area and the problem discussion are presented. 

The research questions, purpose, delimitations, and the structure of the thesis are also 

described. 

1.1 Quality Management, Performance Development, and Developing countries 

 

The use of quality management has become widespread among organisations during the last 

decades. The aims of the businesses may differ, but the importance of customers is a matter of 

common interest, and the ability of organisations to adapt to new customer requirements on a 

global market is of vital importance for long-term success. During the past decade, quality 

management has been recognised as a major edge for competitiveness and long-term 

profitability. In the process systems such as ISO 9000 are developed for controlling and 

managing quality and are being adapted all over the world. The importance of such systems 

can be conformed by ever increasing system certifications, which crossed 700,000 by the end 

of 2005 [1]. Along with ISO standards, TQM and other concepts such as Six Sigma are 

gaining much needed importance.  

The adoptability of such generic systems and practices are not uniform all over the 

world. There is strong difference between developed and developing world in this regard          

[1], [2], [3]. The reasons such as, low technology, closed markets, low education, and access 

to other markets caused these differences in adaptability [3], [4], [5]. As one knows 

globalisation that works for universal markets where only competitive organisations can 

survive, will be a hard pill to swallow if organisations do not adopt these practices. These 

practices are also demanded by world trade organisation (WTO) to promote exports from 

developing countries [6]. Successful organisations are those, which are able to adapt as the 

situation demands and practice management techniques with purpose of continuous 

improvement in its ability to deliver quality goods and services. Such organisations are very 

few in developing countries [2]. The spread of management concepts is aided by the 

collaborations, transfer of technologies from developing world, which demands organisations 

in DC’s adopt changes to practice standards such as ISO.  Now and then, there is an argument 

that these systems do not deliver performance other then installing a formal structure for 

managing quality [7]. This situation is some way leading organisations to go for standards 
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only on the demand of the customers. However, many studies found how organisations are 

benefiting from adopting standards along with other useful tools [8]. This conflicting situation 

is determinant for spreading quality values in the world especially in developing countries as 

performance of these organisations needed to be raised in order to make them able to compete.  

There arises the situation to know better how organisations are implementing these 

systems; about commonalities of situation in whether these practices are particular to type of 

countries. It is almost two decades since the first ISO standards are published with which 

systematic practices of quality management came into existence especially in to developing 

countries. The existing literature has shown that no large-scale research has been 

systematically conducted dealing with QM practices in this direction, particularly in 

developing countries in identifying and addressing failures in ISO implementation, especially 

in India [Chapter 3]. In order to bridge this gap, an investigation into true practices of QM 

implementation in developing countries is truly needed. Such a study can explore the degree 

of quality management practices, understand their motivations, deficiencies and help in 

identifying problem areas and possible remedies in order to realise true benefits of these 

practices. 
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1.2 Research Objectives 

Based on the current QM practices of Indian manufacturing firms, this research aims at 

achieving the following research objectives: 

-  To generate knowledge and awareness concerning quality management practices in 

developing countries (focusing on Indian manufacturing firms)  

- Develop model that can be used by organisations for introducing quality 

management   concepts. 

Thus, new knowledge related to quality management practices in developing countries 

especially Indian organisations can be derived. In this research, new knowledge is generated 

from existing knowledge integrated with specific characteristics of Indian organisations. After 

reviewing the existing literature, it has become very clear that this research project is the only 

one that systematically examines the quality management practices in Indian organisations. In 

addition, this research attempts to develop an implementation model that can be used by 

organisations for introducing quality management concepts. 

1.3 Delimitation  

Based upon the two overall aims, the author has made the following delimitations of the 

research accounted for thesis: 

• The quantitative study, with the objective of estimating the QMS implementation is 

restricted to Indian organisations with export orientation due to resource, 

geographical and practice considerations  

• The qualitative study on small scale industries (SSI) in this thesis comprises Indian 

organisations based in Hyderabad due to geographical and cultural considerations. 
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1.4 Research Questions  

Based on the research objectives, the extensive literature review, brainstorming sessions with 

the author’s promoter and industry friends, and informal talks with quality practitioners in 

India, four research questions have been proposed. They are listed as follows: 

Question 1:  Development of different quality management concepts, how they 

complement each other? 

Question 2: How quality management work is organised in India and other developing 

countries? 

Question 3: How export oriented organisations are practicing quality management?  

Question 4: What lessons can be learned from these practices of these organisations 

and how can these practises better implemented?  

1.5  Structure of the Thesis 

Chapter 1 gives a brief description of the research. 

Chapter 2 describes the development of quality management, from the quality gurus 

(Deming, Juran, Crosby), the three quality award models (the Deming Prize, the European 

Quality Award, and the Baldrige Quality Award), and ISO Standard and present how they 

address quality management concepts their purposes and how they can be related to each 

other. Here Question 1: Development of different quality management concepts, how they 

complement each other? Will be addressed.  

Chapter 3: Deals with Quality management practices with extensive review of literature 

available. Describes how quality management work is organised in India and identifies the 

gaps in existing literature, provides view of QM practices developing countries and practices 

in Germany. Here Question 2: How quality management work is organised in India and other 

developing countries? Will be partially addressed. 

Chapter 4 Presents the methodological perspectives of this research. The strategies adopted in 

this research are discussed in greater detail. The issues of how to develop the research 

questionnaire and structured interviews, how to conduct the questionnaire survey and 

structured interviews, and how to conduct the case study are described in this chapter. 

Chapter 5 Presents the summary of studies conducted. The questionnaire survey is conducted 

in two parts, one based on organisations which are collaborating with German organisations 
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and second study organisations in and around Hyderabad, and interviews conducted in small 

organisations.  

 Here Question 2: How quality management work is organised in India and other 

developing countries? Will be partially addressed. 

Question 3: How export oriented organisations are practicing quality management? 

Will be addressed 

Chapter 6 Discussion based on results from the studies and literature with different 

perspectives is presented. In addition the development of an implementation model for 

introducing quality management concepts is discussed.  

This model is developed based on existing knowledge, the results of the questionnaire 

survey and the structured interviews and the specific characteristics of Indian organisations.   

Here: Question 4: What lessons can be learned from these practices of these organisations 

and how can these practises better implemented? Will be addressed. 

Chapter 7 Presents a summary of the research and the main conclusions with respect to the 

new knowledge derived from this research. The limitations of the research and issues requiring 

further study are also addressed. 
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Chapter 2 Introduction to Quality Management Concepts 
 

This chapter will focus on evolution of quality management. In first part of the chapter author 

will present the influencing personalities on quality management and brief view of their 

teachings and in the later part of the chapter author will present modern day quality 

management models (Quality Awards & ISO Standards) and discuss about their criteria.  

2.1 Introduction 

“A set of coordinated activities to direct and control an organization in order to continually 

improve the effectiveness and efficiency of its performance.” 

-QMS as defined by DTI1 
 

The concept of quality is evolved from inspection, measurement, and testing, which had been 

in practice for many years in 19th century and early 20th century. With the start of production 

in large quantities, “The Taylor System” inspection of goods came in to practice. The Taylor 

System led to the creation of separate inspection department, with the responsibilities to keep 

defective products from reaching customers [1], [3].  

In the 1920’s statistical theory began to be applied to quality control by Walter A. 

Shewhart who began to focus on controlling processes, making quality relevant not only for 

the finished product but also for the processes that created it [1]. In 1924, Shewhart made the 

first use of a control chart. Later Deming developed use of statistics as theory of “statistical 

process control (SPC)”. Application of statistical control became popular in manufacturing 

companies after World War II through teachings of Deming [2].   

After the destruction in World War II, the reputation for inferior quality led Japanese 

organizations to explore new ways of thinking about quality. Japanese recognized the 

problems and took the help quality gurus – Deming, Juran, and Feigenbaum to solve their 

problems and make their industries competitive. Due to the influence of these gurus’ in 

1950’s, quality management practices developed in Japanese companies became popular as 

Japanese management philosophy. As a result, all companies in Japan started practicing 

quality control and management by 1960. The practice of quality concepts helped Japan’s 

imports into the USA and Europe increase significantly by early 70’s [2].  

                                                           
1 Department for Trade and Industry Government of United Kindom 
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In 1969, the first international conference on quality control took place with the help of JUSE 

[43]. Feigenbaum used the term “total quality” for the first time, and referred to wider issues 

such as planning, organisation, and management responsibility in his paper [2]. The quality 

revolution in the in Europe and USA started in early 1980’s, when companies introduced their 

own initiatives in response to the Japanese success. In 1983 the national quality campaign was 

started in Britain to bring the awareness of importance of quality for competitiveness [2]. 

During this period the international standards ISO 9000 series brought the main principles of 

quality management in to all branches that specify the requirements for the documentation, 

implementation and maintenance of a quality system.  

During 1980’s, many countries adopted TQM frameworks, aimed at helping 

organizations to achieve excellent performance. In the 1980s, the Malcom Baldrige national 

quality award came into existence as an excellence model to strengthen the competitiveness of 

US industries. Few years later, the European foundation of quality management – founded, 

supported and financed by the largest companies in Europe, developed the quality award based 

on the “Business Excellence Model” with similar criteria as Malcom Baldrige national quality 

award model [3]. 
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2.2 Major Contributors to Our Understanding of Quality 

 

There are number of people whose work dominates the quality movement. Ideas and 

approaches they provided have stood the test of time and have come to form a body of 

accepted knowledge on quality management. Only few of these had provided the new ways to 

understand and achieve quality. All the people in the field of quality management consider 

them as “gurus”, which literally means “People who leads others from the darkness of 

ignorance to the light of knowledge”[44]. According to the author, understanding the 

teachings of gurus is very important to every quality management practitioner. Out of all 

quality gurus, we consider Dr. W. Edward Deming, Dr. Joseph Juran and Philip B. Crosby as 

most prominent ones for their unique approaches towards quality management.  

 

W. Edwards Deming: Deming is one of the founders of quality control. He is famous for the 

transformation of Japanese industry after World War II. Deming's philosophy is summarized 

in his famous "14 Points for Management ", provided to help people understand and 

implement the necessary transformation. Deming places lot of faith in the workers then 

management; he sees them as the root cause of problems and advocates that they should 

change instead of blaming production workers [36]. He recommends workers and managers 

must form a partnership to drive down errors, reduce costs and provide better quality goods 

and services [37]. He educated managers in the importance to understand the differences 

between special causes and common causes [36]. Deming believed that managers who lacked 

understanding of variation would take wrong decisions. He recommended the Japanese to 

implement a systematic approach to problem solving known as PDCA cycle (or Deming 

cycle) and continuous improvement cycle.  

According to him improvements in quality will lead to improvements in productivity, 

which in turn leads to lower prices, greater market share, and future growth [47]. He 

recommended management to become actively involved in their company's quality 

improvement programs. He educated the western world by listing out deadly diseases and 

obstacles afflicting most companies in the western world. 

According to Deming, the transformation to a new style of organizational management 

according to 14 points for management should be based on greater cooperation between 

managers and employees. This transformation is achieved by introducing “System of Profound 

Knowledge” consists of four interrelated parts [45]: 
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Appreciation for a system: This emphasizes the need for managers to understand the 

relationship between functions and activities. Everyone should understand that the long-term 

aim is to gain - employees, shareholders, customers, suppliers, and the environment. Failure to 

accomplish the aim causes loss to everybody in the system. 

Knowledge of statistical theory: This includes knowledge about variation, process 

capability, control charts, interactions, and loss function. All these need to be understood to 

accomplish effective leadership, teamwork etc. 

Theory of knowledge: All plans require prediction based on experience. An example 

of success cannot be successfully copied unless the theory is understood. 

Knowledge of psychology: It is necessary to understand human interactions. Leaders 

must use differences between people for optimization. People have inherent motivation to 

succeed in many areas. 

 

Joseph Juran: Juran is well known in the quality field as the editor of the quality control 

handbook (1951) and for his paper introducing the quality trilogy [42]. 

This model developed in the 1950’s defines managing for quality as three basic 

quality-oriented, interrelated processes [39]: It shows how an organization can develop by 

better understanding the relationship between processes that plan, control and improve quality 

and achieve business results. 

� Quality Planning — the process for designing products, services and processes to meet 

customer needs;  

� Quality Control — the process for meeting goals during operations; and  

� Quality Improvement — the process for creating breakthroughs to unprecedented 

levels of performance.  

According to him, quality is defined as “fitness for use”, with this Juran means that quality has 

two meanings; quality means product features meet customer needs, and should be free from 

deficiencies [38].  Further Dr. Juran described how company wide quality management is 

structured into three parts, 1) Strategic quality management-providing upper managers with a 

structured approach for managing quality throughout the company. 2) Operational quality 

management-providing middle managers with a structured approach for managing quality 3) 
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The workforce and quality-for identifying the potential contributions of the workforce and 

provide necessary infrastructure and conditions that are necessary to realize this potential [38]. 

Philip B. Crosby: Crosby is known for developing the concept of “zero defects” and for 

defining quality as conformance to requirements. His argument was that quality is free, as the 

efforts for higher quality pays for itself in reduced rework and warranty costs, improved sales 

due to better product quality [46]. The book “Quality is free” made managers to take quality 

seriously; it helped them to realize that quality and productivity were not to be traded-off 

against each other but, rather, improving quality lead directly to improving productivity. 

According to him management should take prime responsibility for quality, and workers 

follow their manager’s example.  

He established the “absolutes of quality management” the foundational elements of the 

body of quality knowledge, which includes "the only performance standard (that makes any 

sense) is Zero Defects”, and the basic elements of improvement.  

The four absolutes of quality management [40] are: 

• Quality is conformance to requirements  

• Quality prevention is preferable to quality inspection  

• Zero defects is the quality performance standard   

• Quality is measured in monetary terms – the price of non-conformance  

According to Crosby, lack of knowledge and lack of attention are the two main reasons 

for mistakes. Education and training will remove the first cause and a commitment to 

excellence (zero defects) and attention to detail will cure the second. Crosby stressed 

management style is important to successful quality improvement. He presented the quality 

management maturity grid to evaluate quality management maturity of firms. The five stages 

in the maturity grid are: uncertainty, awakening, enlightenment, wisdom, and certainty. These 

stages can be used to measure progress in categories such as management understanding and 

attitude, problem management, cost of quality as percentage of sales, and outline company’s 

quality position [41].   
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2.3 Quality Awards and ISO Standards 

2.3.1 The Malcolm Baldrige National Quality Award 

Introduction 

The Malcolm Baldrige Award was established in 1987 to drive and guide American 

organizations towards excellence and achieve world-class quality [4].  The president of the 

United States gives the award annually to small and large businesses manufacturing and 

service, education, and health care organizations that apply and are judged to be outstanding 

based on the criteria [4].  

Objectives  

According to “[6]”, “The Malcolm Baldrige National Quality Improvement Act of 1987 - 

Public Law 100-107” the purpose of the award is to achieve following objectives: 

1. Helping to stimulate American companies to improve quality and productivity for 

the pride of recognition while obtaining a competitive edge through increased 

profits;  

2. Recognizing the achievements of those companies that improve the quality of their 

goods and services and providing an example to others;  

3. Establishing guidelines and criteria that can be used by business, industrial, 

governmental, and other organizations in evaluating their own quality improvement 

efforts; and  

4. Providing specific guidance for other American organizations that wish to learn 

how to manage for high quality by making available detailed information on how 

winning organizations were able to change their cultures and achieve eminence. 

Important Benefits to the Organizations 

1. Accelerates quality improvement efforts (through guidance of award criteria). 

2. Provides outside perspectives of organizations processes through reviews of each 

application by experts.  

3. Identification of strengths and opportunities for improvement through feedback 

(thorough written assessment).  
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4. Helps organization to determine its most critical performance measures and 

improve performance   

Criteria for Evaluation  

Criteria for evaluation depend on the core values found in highly performing organizations. 

These values and concepts provides basis on which organizations should run to become 

successful. Thus, derived criteria are reflection of these core values in a detailed manner [5].    

Core Values  

• Visionary leadership: Leadership should set directions, create values for all the 

stakeholders, and develop strategies, systems, and use of techniques to ensure 

performance excellence and act as role models for entire organisation. 

• Customer driven excellence: All the features and characteristics of products & 

services including customer expectations and new developments (in technology and 

competitors) should be taken care in providing goods and services to customers. 

• Organizational and personal learning: learning should be part of daily work of all 

the members of organizations and needs to be rooted in the organization culture. 

• Valuing employees and partners: Organisations should work towards satisfaction, 

development, and well being of employees through more flexible, high-performance 

work practices. Organizations should also work towards building internal and external 

partnerships to achieve overall goals.  

• Agility: Organizations should develop ability for rapid change and flexibility. 

Organizations should be able to cope with shorter cycles in introducing new 

products/services and more sensitive to ever changing customer demands.  

• Focus on the future: Organizations should be able to predict and plan for future 

aspects (business challenges, competitions, new opportunities).  

• Managing for innovation: Innovation should be part of the daily work as a means to 

achieve sustainable improvements in all the activities. 

• Management by fact: Organizations should collect data (measure) for analysis of 

performance of various critical activities.  

• Social responsibility: Leaders should promote organizations the responsibilities 

towards public, ethical behaviour and in practicing good citizenship.  
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• Focus on results and creating value: Organizations should take care that its 

performance measurements focus on key results, which create balanced value to all the 

stakeholders.  

• Systems perspective: The Baldrige criteria provide a system perspective (Figure 2.1) 

for managing organization and its key processes. The seven Baldrige criteria and the 

core values form the building blocks and the integrating mechanism for the system. A 

systems perspective promotes using measures, indicators, and organizational 

knowledge to build key strategies and link these strategies with key processes and 

resources to improve overall performance and satisfy customers. 

 

    
 
Figure 2.1 Baldrige Criteria for Performance Excellence Framework: A Systems Perspective 

 

 
 

  

Criteria for Performance Excellence 

Baldrige award for excellence is given to the organizations basing how well they score to 

performance criteria. The seven categories in the performance criteria are based on 11 core 

values presented [5].  

Source: [5] 
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Criteria 

• Leadership examines how organization’s leaders guide and sustain organization. It is 

also examined how organization addresses its ethical, legal, and community 

responsibilities. 

• Strategic planning examines how organization develops and deploys strategic 

objectives and action plans, and how progress is measured. 

• Customer and market focus examines how organization determines customer 

requirements, expectations, and preferences and how it builds relationships with 

customers.  

• Measurement, analysis, and knowledge management examines how organization 

selects, gathers, analyzes, manages, and improves its data, information, and knowledge 

assets 

• Human resource focus examines how organizations facilitate growth of its employees 

and how work systems and employee learning and motivation enable employees to 

develop and utilize their full potential in alignment with organization’s overall 

objectives, strategy, and action plans.  

• Process management examines aspect organization’s process management, such as 

key product, service, and business processes for creating value to customer and 

organization and key support processes.  

• Business results examines organization’s performance and improvement in business 

areas product and service outcomes, customer satisfaction, financial and market 

performance, human resource results, operational performance, and leadership and 

social responsibility. Performance levels are compared to those of competitors. 
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2.3.2 The European Model for TQM 

The EFQM Excellence Model is a self-assessment framework similar to Baldrige award used 

for measuring the strengths and areas for improvement of an organisation across all of its 

activities. “EFQM model for excellence” is widely used TQM framework in Europe. Many 

countries in Europe and around the world adopted EFQM model in establishing national 

quality awards.  

There are three levels of reorganization for excellence in recognizing EFQM model for 

organizations [25]: 

1. European Quality Award(EQA)2 

2. Recognized for excellence 

3. Committed for excellence 

European Quality Award (EQA) is the highest recognition any organization can 

receive for achieving organization excellence according to EFQM Model. All the 

organizations that receive EQA are excellent organizations with minimum 5 years of success 

in continuous improvement. These organizations are treated as role model organizations in 

Europe. 

Recognized for excellence is the second level for recognizing organization excellence, 

useful to organizations recognizing the structured approach to identify organizational strengths 

and areas for improvement. This reorganization is a step towards achieving the ultimate goal 

“European Quality Award”. The minimum score required is 400 or more based on EFQM 

model criteria for getting reorganization for excellence. 

Committed to excellence is intended towards organizations that started their journey 

towards EQA. This is given to organizations recognizing their understanding of current 

organizational performance level and their ability to set improvement priorities and finally 

executing prioritized activities. 

Potential Benefits 

• The model provides a holistic framework that systematically addresses a thorough 

range of organizational quality issues and also gives attention to impacts through the 

‘results’ criteria 

                                                           
2 The award name was changed to EFQM Excellence Award (EEA) since 2006 
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• It provides a clear diagnosis of an organisation’s activities and is useful for planning as 

it makes links between what an organisation does and the results it achieves, 

highlighting how they are achieved 

• There is no requirement for external validation and the model can be used as an 

internally driven self assessment tool allowing an organisation to be as honest and 

open as possible in gauging its performance 

• Scoring can provide an organisation with an internal benchmark for its next self-

assessment, in order to capture trends. It can also be used among organisations for 

some external benchmarking and comparison 

EFQM Model  

EFQM model is a non-prescriptive framework for recognizing all the approaches, which help 

to achieve sustainable organizational excellence. EFQM model is built on basic concepts, 

which are essential for organizations aimed at excellence. Leadership of organizations should 

be committed to these concepts in their own way to achieve excellence [25]. 

Fundamental Concepts 

1. Results orientation: Organisation should work for achieving results that delight all the 

organisation’s stakeholders. 

2. Customer focus: Organisation should focus on creating sustainable customer value. 

3. Leadership & constancy of purpose: Organisation should lead by visionary and 

inspirational leadership, coupled with constancy of purpose. 

4. Management by process and focus: Excellence is managing the organisation through a 

set of interdependent and interrelated systems, processes, and facts. 

5. People development and involvement Organisation should strive for maximising the 

contribution of employees through their development and involvement 

6. Continuous learning, innovation and improvement: Challenge the status quo and 

effecting change by utilising learning to create innovation and improvement 

opportunities 

7. Partnership Development Organisation should develop and maintain value adding 

partnerships 



Chapter 2                                                                                            Introduction to Quality Management Concepts 

17 

8. Corporate and social responsibility: Organisation should be able to exceed the 

minimum regulatory framework in which the organisation operates and to strive to 

understand and respond to the expectations of their stakeholders in society. 

The Structure of EFQM Excellence Model  

The EFQM Excellence Model is framework based on nine criteria and 32 sub-criteria used by 

organizations across Europe to evaluate their strengths, weaknesses, opportunities, and threats 

and to monitor progress of strategic actions. For companies and more generally organizations, 

it provides a framework for continuous improvement.  

The framework shown in Figure 2.2 was revised in 2003 [24]. The criteria, 

summarized below provide an overview of elements in the framework that is grouped to two 

categories enablers and results.  

 

 

Figure 2.2 The EFQM Excellence Model Framework 

 

  
Enablers: Enabler criteria deal with activities carried out in organization, how the leadership 

sets the goals, defines the objectives, and provides the means to achieve these objectives. 

Enabler criteria ask what does organization plans to achieve and what organization does to 

achieve it. 

Leadership: Leaders from excellent organisations develop and facilitate the achievement 

of the mission and vision. They develop organisational values and systems required for 

Leadership 

10% 

 People 9% 

Policy and 
Strategy 8% 

Partnerships & 
Resources 9% 

 People  Results 
9% 

Society Results 
9% 

Customer 
Results 20% 

Key 
Performence 
Results 15% 

Processes 

14% 

 Innovation and Learning 

 Enablers 50% Results 50% 
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sustainable success and implement these via their actions and behaviours. During periods of 

change, they retain a constancy of purpose. Where required, such leaders are able to change 

the direction of the organisation and inspire others to follow. 

Policy & strategy focus: Excellent organisations implement their mission and vision by 

developing a stakeholder focused strategy that takes account of the market and sector in 

which it operates. Policies, plans, objectives, and processes are developed and deployed to 

deliver the strategy. 

People: Excellent organisations manage, develop, and release the full potential of their 

people at an individual, team-based, and organisational level, through fairness, equality, 

and empowerment.  

Partnerships & resources: Excellent organisations plan and manage external partnerships, 

suppliers and internal resources in order to support policy and strategy and the effective 

operation of processes.  

Processes: Excellent organisation's design, manage and improve processes in order to fully 

satisfy, and generate increasing value for, customers and other stakeholders. 

 

Results: Results criteria deal with how far organization is successful in achieving its goals, 

related to customer, society and its own employees and importantly financial success. Results 

criteria verify organizations ability to achieve all the goals and objectives as planned.  

 

Customer results: Excellence organisations comprehensively measure and achieve 

outstanding results with respect to their customers. 

People results: Excellent organisations comprehensively measure and achieve outstanding 

results with respect to their people. 

Society results: Excellent organisations comprehensively measure and achieve outstanding 

results with respect to society. 

Key performance results: Excellent organisations comprehensively measure key results 

defined by the organisation and agreed in their policy and strategies. 
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2.3.3 Deming Prize 

The Deming Prize is the most important award on TQM. Union of Japanese Scientists and 

Engineers (JUSE) established the prize in 1951 in honour of the late Dr. William Edwards. 

Deming through his teachings on statistical quality control helped Japan to lay its foundation 

of quality management [7]. Deming prize is awarded annually.  Any company in any country 

is eligible for this award. Any number of companies can win in a given year.  

Categories of the Deming Prize 

There are three categories in Deming Prize. 
 

• The Deming Prize for individuals is awarded to individuals or groups for their 

outstanding contributions to the study of TQM or statistical methods used for TQM or 

contributions in the dissemination of TQM.  

• The Deming Application Prize is awarded to organizations or divisions of 

organizations that manage their business autonomously recognizing their distinctive 

performance improvements through the application of TQM 

• Quality Control Award for operations business units is awarded to operations 

business units of an organization recognizing their distinctive performance 

improvement through the application of QC/Management in the pursuit of TQM. 

Key Principle 

The definition of TQM is the key principle integrated into all the activities of organizations, 

which challenge the Deming prize. 

“TQM is a set of systematic activities carried out by the entire organization to effectively 

and efficiently achieve company objectives so as to provide products and services with a 

level of quality that satisfies customers, at the appropriate time and price”. 

- TQM as defined by Deming Prize Committee 

Basic Requirements of Award 

• Business must be managed in the most suitable manner to type of industry, business 

scope and business environment and should have established customer-oriented 

business objectives and strategies under their clear management leadership. 
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• TQM should be implemented properly to achieve business objectives and strategies as 

mentioned above, TQM should be unique and appropriate for its business and scale (no 

need to copy other TQM models). 

• Avoid unnecessary activities in the name of TQM & use of tools and advanced 

techniques should be used only when necessary.  Outstanding results should have been 

obtained for all business objectives and strategies. 

The Deming Prize examination does not require organizations to conform to a model 

provided by the Deming Prize Committee and also does not specify what issues the 

organizations must address; rather the organizations are responsible for identifying and 

addressing all issues.  

Evaluation Criteria
3
 

The evaluation of Deming Prize is divided into three parts basic categories, unique 

activities, and roles of top management. Organizations are qualified to receive Deming 

application prize only when they pass the all three categories in the examination.  

Basic Categories 

1. Management policies and their deployment regarding quality management 

2. New product development and/or work process innovation 

3. Maintenance and improvement of product and operational qualities 

4. Establishment of systems for managing quality, quantity, delivery, costs, safety, 

environment, etc 

5. Collection and analysis of quality information and utilization of information 

technology 

6. Human resources development 

Unique Activities 

Unique activities are the company’s core quality related activities developed from ideas 

originated from the employees to benefit organization  

• Top management vision, business strategies and leadership 

• Creation of values for the customers 

                                                           
3 To understand criteria:  Refer to explanation of TQM definition by Deming Prize Committee in The Deming 

Prize Guide and document related to “Examination View points”. For details about examination and procedure 
of determination of Prize Winners please refer to: The Deming Prize Guide 
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• Remarkable improvement of organizational performance 

• Establishment of the company’s management foundations 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 2.3 Relationship between basic categories source: The Deming Prize Guide 2005 

 

Roles of Top Management 

Top management plays the most important role in promoting TQM; “the executive session” is 

held to find top management understanding of TQM, specifically it addresses management 

understanding passion, in establishing and deploying policies and reviewing activities related 

to TQM.  
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2.3.4 ISO International Organization for Standardization 

ISO a non-governmental organization is a federation of the national standards bodies of more 

then 154 countries, from all regions of the world. ISO officially came into existence on 23 

February 1947 [9]. ISO technical committees comprising experts from the industrial, technical 

and business sectors develop standards. The purpose of standards is to provide a common 

language, between provider and their consumers to facilitate trade and the transfer of 

technology. In general, certification is required for entering new market segments and to work 

as a supplier for big manufacturing companies. ISO certification not only satisfies customers, 

it facilitates organizations to improve business process efficiencies, reductions in waste, and 

improve product quality.  

Majority of ISO standards are specific to a product, material, or process, but the series 

of standards ISO 9000 and ISO 14000 are "generic management system standards". Any 

organization can use these standards, irrespective of its size (small or big), irrespective of its 

type (service or manufacturing) and whether it is a profit or non-profit enterprise, a public 

administration, or a government department to manage its processes [10]. The ISO 9000 

family standards are "quality management system" standards deal with what organization does 

to fulfil its customer’s requirements, regulatory requirements, improve customer satisfaction, 

and achieve continual improvement.  

The ISO released the first standards in 1987, and revised in 1994 as ISO-9000: 1994. 

The next revision of ISO standards was released in 2000 as "ISO-9000: 2000 Standards". The 

new revision is designed around a “process approach” and is closely aligned with the 

principles of TQM. 

ISO 9000-2000 series core Standards 
[11] 

ISO 9000: 2000 Quality management systems - Fundamentals and vocabulary  

ISO 9001: 2000 Quality management system - Requirements  

ISO 9004: 2000 Quality management system - Guidelines for performance 

improvement  

ISO 19011 Auditing quality and environmental management systems  
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ISO 9001:2000 Quality System Requirements 

ISO 9001:2000 details the requirements for a quality management system that has the ability 

to provide product/service that meets customer and regulatory requirements and leads to 

improve customer satisfaction. The standard is used for certification/registration and 

contractual purposes by organizations seeking recognition of their quality management 

system. 

 

4 Quality Management System 

4.1. General Requirements 
4.2. Documentation requirements 

5 Management Responsibility 

5.1. Management commitment 
5.2. Customer focus 
5.3. Quality Policy 
5.4. Planning 
5.5. Responsibility, authority and 

communication 
6 Resource Management 

6.1. Provision of resources 
6.2. Human resources 
6.3. Infrastructure 
6.4. Work Environment 

 

7 Product Realization 

7.1. Planning of product realization 
7.2. Customer related processes 
7.3. Design and development 
7.4. Purchasing 
7.5. Production and service provision 
7.6. Control of monitoring and 

measuring devices 

8 Measurement, analysis and improvement 

8.1. General 
8.2. Monitoring and measurement 
8.3. Control of nonconforming product 
8.4. Analysis of data 
8.5. Improvement 

 

 

 

 

Quality Management Principles 

All the revised standards ISO 9000:2000 incorporates eight quality management principles, 

which form as a core for quality management system. ISO technical committee ISO/TC 176 

derives these principles [48]. 

Principles
  

Customer focus: Organizations depend on their customers and therefore should 

understand current and future customer needs, should meet customer requirements and 

strive to exceed customer expectations. 

Note: For detail information about each section of ISO 9001: 2000 Quality system requirements please refer to 

the Requirements Manual or appropriate document which can be obtained from ISO. 
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Leadership: Leaders establish unity of purpose and direction of the organization. They 

should create and maintain the internal environment in which people can become fully 

involved in achieving the organization's objectives. 

Involvement of people: People at all levels are the essence of an organization and 

their full involvement enables their abilities to be used for the organization's benefit. 

Process approach: A desired result is achieved more efficiently when activities and 

related resources are managed as a process. 

System approach to management: Identifying, understanding, and managing 

interrelated processes as a system contributes to the organization's effectiveness and 

efficiency in achieving its objectives. 

Continual improvement: Continual improvement of the organization's overall 

performance should be a permanent objective of the organization 

Factual approach to decision making: Effective decisions are based on analysis of 

data and information. 

Mutually beneficial supplier relationships: An organization and its suppliers are 

interdependent and a mutually beneficial relationship enhances the ability of both to 

create value 

Process Approach 

In the earlier releases of ISO 9000 standards, continuous improvement was not given 

importance apart from quality management system elements such as "control of non-

conforming products" and "corrective and preventive action”. The standard ISO 9000:2000 

focuses on customer, the process approach to continuous improvement and fact-based 

management [12], [13].  

ISO 9000: 2000 defines a “process” as a set of interrelated or interacting activities, 

which transforms inputs into outputs. “Process approach,” means systematically identifying 

and managing all process and their interactions in an organization. The process approach is 

built on the belief that a desired result is achieved more efficiently when activities and related 

resources are managed as a process [14]. 
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Figure 2.4 ISO 9001:2000 Process Model [15] 

 

 

Source:ISO/TC 176/SC 2/N 544R2(r) 

EFFECTIVENESS

OF PROCESS =

Ability to achieve

desired results

Interrelated or interacting
activities and control

methods

Monitoring and Measuring

Input

Requirements Specified
(Includes resources)

Output
Requirements Satisfied

(Result of a process)

EFFICIENCY OF
PROCESS =

Results achieved
vs. resources used

 
Figure 2.5 Process Approach 
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Implementing Process Approach 

• Identify the customers and their requirements to determine organization’s intended out 

puts 

• Establish the organization policies and objectives 

• Identify all the processes needed to produce the out puts (products & services) 

• Identify interaction of all processes and stakeholders (inputs, outputs & customers for 

each process) 

• Assign responsibility & authority for each process 

• Document the processes 

• Determine the activities needed to achieve the required out puts of processes, (define 

inputs, out puts, activities to be performed, sequence of operations, & how are they 

performed). 

• Define the measures and monitoring criteria for process control & performance 

• Define the resources required 

• Verify the process and its activities against its planned objectives.  

• Implement the process and related activities as planned  

• Perform the measurements, monitoring and controls as planned 

• Evaluate the process using data collected 

• Identify and take corrective and improvement actions (use plan-Do-Check-Act 

methodology to implement and control corrective actions if necessary.)   
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2.4 Discussion 

 

How can quality initiatives and models benefit to organizations? This question every 

organization should be able to answer before going for any model. Organisations should have 

clear understanding about different quality initiatives for implementing and maintaining 

company wide quality systems. The common requirement for organizations to achieve success 

is need to establish goals (both short and long term) and plan strategies to accomplish them. 

The most important component of organization that enables successful implementation of 

strategies is leadership. 

Only through successful implementation of strategies, organizations can achieve long-

term success. For this purpose, organizations should establish effective and efficient 

management systems to plan and carry out necessary activities. There should be clear purpose 

for organizations, which are planning to use a model. In this section author, discuss on the 

differentiation of the awards and their focuses.  

2.4.1 Criteria for Discussion 

Goals and Focus 

The ISO 9000 family of standards represents good management practices to ensure the 

delivery of quality products and services. ISO 9001 aims to give assurance of product quality 

and to enhance customer satisfaction, while ISO 9004 uses a broader perspective of quality 

management to give guidance for performance improvement. The focus in the 2000 version of 

standard is on process approach in managing business. Deming prize aims to promote the 

continued development of quality control / management. The focus is on TQM, developing 

unique approaches to quality management in implementing TQM that meets business 

environment [7]. Other prominent award for organizational excellence “EFQM Excellence 

Model” aims to promote sustainable excellence in organizations in Europe. “EFQM 

Excellence Model” focuses on a way of managing business activities to gain efficiency, 

effectiveness and competitive advantage to ensure longer term success, meeting the needs of 

the customers, employees, financial, other stakeholders and the community. The aim of the 

Malcolm Baldrige Award program is to spread best practices in managing organizations across 

United States of America and make quality a national priority. The focus is on recognizing 

organizations according to elements critical for performance excellence and spread the 
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practices of organizations in managing elements critical for performance across the country 

[19].  

According to existing literature, excellence models and ISO 9000 standards, showed 

“to guide organizations in establishing and running effective and efficient management system 

which facilitates planning and execution of all the activities which are necessary for the 

realization of organization goals”. Both the standards and excellence models have the same 

basic aim, excellence of the organizational performance, and similarity in structure and 

contents. However, they have differences that originate from their backgrounds. The standards 

reflect a large international consensus for harmonization of the approaches for quality 

management and quality assurance. The performance excellence models works for creating 

awareness about quality, and sharing best practices from the excellent organizations in the 

development of a national or regional competitiveness towards excellence [18].  

Comparison of Criteria  

The assessment criteria for giving awards for excellence more are less focus on same 

components of effective management system in which leaders strive for outstanding 

performance by aligning the whole organization with customer needs. However, the models 

differ in the number of criteria (9 in EFQM, 7 in Baldrige) and the number and grouping of 

sub-criteria (32 in EFQM, 19 in Baldrige). 

The original frameworks, with their criteria, sub-criteria, and point weightings, are 

presented in Table 2.1 the criterion for comparison is as follows:   

• Customer focus / results 

• Human resource focus / results 

• Leadership, policy and strategy / results 

• Process management/ process improvement / results  

• Measurement, analysis, and knowledge management 
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Table 2.1 Quality Awards Criteria 
 
 
  
 
 

Baldrige award Deming Prize European Quality Award 

Leadership 12% 1) Basic Categories: 
Management policies and their 
deployment regarding quality 
management (20%), New product 
development and/or work process 
innovation (20%), Maintenance and 
improvement of product and 
operational qualities (20%), 
Establishment of systems for managing 
quality, quantity, delivery, costs, safety, 
environment, etc (10%), Collection and 
analysis of quality information and 
utilization of information (15%), 
technology 

Human resources development 
(15%)(Pass= 70% overall) 

Leadership (10%) 

Strategic planning 8.5% Policy & strategy (8%)  

Customer and market 
focus 8.5% 

Partnerships & resources 
(9%) 

Process management 
8.5% 

Process (14%) 

Human resource focus 
8.5% 

People (9%) 

Measurement, analysis, 
and knowledge 
management 9% 

People results (9%), 
Customer results (20%), 
Society results (6%), 
Key performance results 
(15%)(total=50%) 

Results  

Product and 
service10%, Customer-
focused 7%,  
Financial and market 
7% 
Human resource: 7% 
Organizational 
effectiveness 7%, 
Leadership and social 
responsibility 7% 
(total=45%) 

2) Unique Activities: Are core quality 
related activities 

Top management vision, business 
strategies and leadership, Remarkable 
improvement of organizational 
performance, Creation of values for the 
customers, Establishment of the 
company’s management foundations, 
(Pass= 3.5/5 overall). 
3) Roles of Top Management: 

Understanding of and enthusiasm 
toward TQM 
Insights into top management 
leadership, visions, strategic policies 
and environmental changes 
Organizational strength (maintenance 
and strengthening core technology, 
speed and vitality) 
Employee development 
Organization's social responsibilities 

 (Pass= 70% overall) Award= Pass 1 & 
Pass 2 & Pass 3 

Source:  
1.  EFQM Excellence Model Criteria 

2. Baldrige award: 2005 Criteria for Performance Excellence 

3. The Deming Prize Guide 2005, & Examination view points 

4. ISO 9000 Quality Systems Hand Book, 4
th

 edition, David Hole 

5. Implementing ISO 9001: 2000, Pradeep Kumar Mathur 

6.  
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Customer Focus / Results 

Customer satisfaction activities are the organisational efforts towards determining customer 

requirements and expectations, building relationship with customers, setting performance 

indicators for customer satisfaction, and determining customer satisfaction. 

 Malcolm Baldrige and the EFQM awards give similar importance to customer 

satisfaction activities. MBNQA address enabler activities in model criteria at 3.1a2, 3.2 giving 

weight 6% (60 points), where as European quality award addresses these issues in model 

criteria at 5c, 5e-giving weight 5.6% (56 points). EFQM quality award gives more importance 

than MBNQA regarding customer related results. MBNQA asks for the evidence of 

customer-focused performance results under the sub criteria 7.2 giving weight 7% (70 

points), which is significantly less compared to EFQM award which gives 20% weight (200 

points). Deming prize does not have definite results criteria. The main aim is implementing 

unique brand of TQM suitable to organization, customer satisfaction is central to this. 

However, customer satisfaction was relatively addressed in evaluation criteria at basic 

categories 1a, 2b counting towards 20 points (20%). In addition, section two of examination 

criteria organization is expected to be involved in doing activities, which creates values and 

ensures customer satisfaction. In the same way as awards, ISO 9001:2000 asks for 

establishment of processes for determining customer requirements (7.2) and ensure that 

customer requirements are met (5.2). In addition, customer satisfaction should be monitored 

(8.2.1) to know how far organizations are able to fulfil customer requirements. 

 

 Baldrige EFQM 

Customer enablers 56 56% 60 6% 

Customer results 200 20% 70 7% 

 
Table 2.2 Customer enablers and results weights of MBNQA, EFQM awards 

 

The major difference between awards and standards is, awards not only ask 

organisation to establish all the activities to enable customer satisfaction but also demands 

activities are fruitful and customer satisfaction is realised. In contrast, ISO certification, does 

not ask for proof of customer satisfaction. 
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Human Resource Focus / Results 

Human resource activities are the organisational efforts towards development of personnel 

contribution to the achievement of quality objectives and competence of the people. It includes 

all the activities addressing the needs for training, evaluating employee performance as well as 

employee wellbeing and satisfaction. 

 Malcolm Baldrige and the EFQM awards give same importance to human resource 

activities. EFQM’s model address HR activities in performance criteria at 3a, 3b, 3c, 3d, 3e   

(9% (90 points)). Baldrige model address HR activities in criteria at 5.1, 5.2, 5.3 (8.5% (85 

points)). In contrast, EFQM model gives 9% (90points) more importance to human resource 

results then Baldrige model, which gives 7% (70 points). The greatest difference in results 

between the models is in their allocation of points between perceptual measures and 

performance measures. EFQM model gives more weight to perception 75% of 90 points, 

where as Baldrige awards not more then 50% of 70 points. Similar to excellence frameworks, 

Deming Prize addressed all the HR activities separately in “basic categories“, “unique 

activities”, and “roles of top management” of evaluation criteria. 

ISO 9001:2000 address the human resource activities in requirement “6.2 Human 

Resources”. However, ISO 9001:2000 does not address employee wellbeing and satisfaction 

as done in award models. 

 

 

 

 

Table 2.3 Human resource focus / result weights of MBNQA, EFQM awards 

 

Leadership, Policy, and Strategy / Results 

Leadership activities are the management efforts towards setting vision, values, and goals for 

organization, spread these values through out organization, and lead organization through 

necessary means to achieve goals. Policy and strategy activities are the organisational efforts 

towards developing stakeholder-focused strategy based on vision and missions developed by 

leadership. In addition, develop objectives, policies and action plans to deliver strategy and 

measure its progress. Baldrige model gives more importance to leadership criteria than EFQM 

 Baldrige EFQM 

Human Resource enablers 85 8.5% 90 9% 

Human Resource results 70 7% 90 9% 
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model. Baldrige model address leadership activities in performance criteria 1.1, 1.2 giving 

weight 12% (120 points). EFQM model address leadership in the criteria at 1a, 1b, 1c, 1d, 1e 

giving second highest importance with 10 %(100 points). 

Deming Prize address leadership tasks in 

1. “Basic categories” item 4. Establishment of management system 

2. “Unique activities”, where organization leadership is expected to work in establishing 

vision, values and share the values among the members of organization.  

3. “Roles of top management” in the third section of evaluation criteria. 

The results of the review (of award application guides) suggest Deming Prize gives more 

importance to management activities compared to award frameworks. However, Baldrige 

award gives more importance to results of management activities than other models. 

 Development and implementation of strategy got the same importance in both Baldrige 

and EFQM models. Baldrige model address strategic planning activities in performance 

criteria 2.1, 2.2 (8.5% (85 points)). EFQM model address strategic planning activities in the 

criteria 2a, 2b, 2c, 2d 8.5 % (80 points). Results of leadership, policy, and strategy are the key 

performance outcomes of market and financial, organizational effectiveness, product and 

service. Baldrige model (at 7.14, 7.3, and 7.5 with 21 % (210 points)) gives more importance 

to leadership and strategic planning results compared to EFQM model (at 9a, 9b, with 15% 

(150 points)).  

Deming prize address strategic planning tasks in evaluation criteria in 

1. “Basic categories” item “1. Management policies and their deployment”  

2.  “Unique activities” where organizations are expected to establish business strategies 

to become excellent company.  

 

 

 

 

 
Table 2.4 Leadership, policy and strategy/results weights of MBNQA, EFQM awards 

 

                                                           
4. 7.1 focuses on organization’s product and service performance related to customers importance and relative to 

other organizations providing similar products and services. This is more customer-focused result than merely 
a product and service related performance. 

 Baldrige EFQM 

Leadership, policy & 
stratergy-enablers 

205 20.5% 180 18% 

Leadership, Policy & 
stratergy -results 

210 21% 150 15% 
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ISO 9001:2000 address leadership in requirement in “5.Management responsibility”. ISO 

9001:2000 standard asks for evidence of the management commitment in establishing, 

implementing, maintaining, and continually improving QMS, ensuring customer focus, 

establish and communicate the quality policy. 

Process Management / Process Improvement / Results 

Process management and improvement activities are the organisational efforts in identifying, 

designing controlling and improving key value added processes and support process. Baldrige 

and EFQM awards address management / improvement of customer specific processes in the 

criteria   3.1a2, 3.2 and 5c, 5e respectively. 

Baldrige award and EFQM award give equal importance to process management 

activities. Baldrige award addresses process management in criteria 6.1, 6.2 (8.5% (85 points)) 

and EFQM model addresses process management/process improvement in the criteria “5. 

Process” (8.4% (84points)) excluding customer-focused activities. Baldrige model addressed 

results of process management / improvement in 7.1, 7.3, 7.5 sub criteria. Where as EFQM 

model criteria address results in “9. Key performance results” (in 9b. Performance results) 

 

Deming Prize address the process management / improvement in evaluation criteria 

1. “Basic categories” items 2. New product development and / or work process 

innovation maintenance and improvement of operational qualities and 5. Collection 

and analysis of quality information and utilization of information technology.” 

accounting for nearly 50% of basic categories 

2. “Unique activities” where organizations activities related to improvement of 

performance related to quality, productivity, costs, and value for customers etc  

3. “Roles of top management” where leaders commitment to maintenance and 

strengthening core technology, speed, and vitality is addressed. 

  ISO 9001:2000 address process management and improvement in requirements “7. 

Product Realization” and “8. Measurement, Analysis and Improvement”.  Processes5 required 

                                                           
5. Processes related to customer (communication and requirements identification), design and development, 

purchasing, production and service, control and monitoring of measuring devices are addressed. In addition, 
continuously improvements and effectiveness of processes to meet product requirements through corrective 
and preventive actions is addressed.    

 



Chapter 2                                                                                            Introduction to Quality Management Concepts 

34 

for establishing requirements and realization of products including continues improvements 

of process are addressed.  

 

 

 

 

Table 2.5 Process management / process improvement weights of MBNQA, EFQM awards 

 

Measurement, Analysis, and Knowledge Management 

Measurement and analysis activities are the organisational efforts in collection of data and 

information for determining performance. Baldrige award addressed measurement and 

analysis in criteria 4.1 (4.5% or 45 points). Selection of key performance measures and 

effectiveness of measurement system is given importance. Not only that, organization 

performance review and proper use the review findings is also addressed.  

 EFQM model does not address measurement, analysis, and review of organizational 

performance in separate criteria as Baldrige model. Nevertheless, addresses that in leadership 

sub criteria 1b, expects leaders to “establish and review measures and results” indicating 

progress towards the achievement of strategy. In addition, in, sub criteria 5a and 5b expects 

organisations to establish measures, assess performance targets and effectiveness of key 

processes.  

 Information and knowledge management activities are organisational efforts towards 

providing information through establishing reliable information system. Baldrige award 

(criteria 4.2, 4.5% (45points)) gives more importance to information and knowledge 

management than EFQM model (criteria 4e (1.8% (18 points)).  

  Deming Prize addresses “measurement and analysis” in evaluation criteria in “basic 

categories” item  �
 “4. Establishment of systems for managing quality, quantity, delivery, costs” where 

organization is required to establish appropriate performance indicators to manage the 

quality/delivery of products and services.    �
 “3. Maintenance and improvement of operational qualities” where organization is 

required to establish quality assurance indicators such as customer satisfaction, and 

 Baldrige EFQM 

Process management/ 

improvement  85 8.5% 84 8.4% 
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also processes performance indicators to analyze the effectiveness of processes in 

order to improve in planned and continual manner.  

ISO 9001:2000 addresses “measurement and analysis” in requirement “8. 

Measurement, analysis and improvement”. Organization is required to collect all the necessary 

data for analysis as required in award models. In addition, according to requirement “5.5.3 

internal communication” organisation is required to establish proper communication system to 

ensure access to information when necessary.                                                                                                   

Summary 

It is understood from the discussion both “EFQM Excellence Model” and “Baldrige Award” 

have the same objective to recognize role model performance of organisations through 

assessing organizational quality and excellence. Importantly, assessment criteria are divided 

into two groups enablers and results. Enablers ask for what organisation has done and results 

what are achieved.  The main differences between these two models are in addressing 

measurement, analysis, and reviewing in the criteria. EFQM model does not address 

measurement, analysis, and review of organizational performance separately as did in Baldrige 

model. However, EFQM model addresses these points as part of criteria “leadership” and 

“processes”. In addition, relatively small differences exist in leadership, customer focus, and 

human resource management criteria. Baldrige model focuses more on leadership while 

EFQM model gives more importance to “customer focus” and “human resource management”.  

This similarity in the criterion can be attributed to “EFQM Business Excellence Model 

design was based on the USA's Malcolm Baldrige Award”. Overall, the evaluating procedures 

used in carrying out assessments against award models display minor differences but the 

principles are the same [32]. In particular, Deming Prize assessment is different from the 

procedures used for the Malcolm Baldrige national quality award (MBNQA) and the EFQM 

award. Deming Prize examination does not require applicants to confirm to the model 

provided by the Deming Prize committee or criteria set by them. Rather, the applicants are 

expected to understand their current situation, establish their own themes and objectives and 

improve and transform themselves company-wide. Applicants for Deming Prize are provided 

with objectives to achieve, and were guided through “TQM definition” and “examination view 

points”. Organisations are expected to achieve these objectives in their own specific manner 

relevant to company. The main difference between other models and Deming Prize is that 
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Deming Prize applicants have to develop company specific culture in practicing TQM 

principles. 

From the ISO 9000 series viewpoint, processes have to be described in procedures and 

defects have to be handled in a prescribed way. Most often, organizations already have some 

systems or procedures in place before they start working towards meeting the requirements of 

the ISO 9000 series [32]. There are many differences and similarities between ISO 

requirements and award models. ISO eight management principles address large portion of the 

enabler criteria of awards. The main difference is there are no result criteria in ISO 9001: 2000 

standard. Other important differences are, ISO 9000 series are adopted mainly because of 

external market pressure [33, p 257], where as award models are adopted generally by internal 

desire to improve performance. Another important difference is independency of auditing or 

examination.  

Taking into consideration existing auditing methods and motivations for certification, 

there is an opportunity for organisations to ignore eight management principles on which 

standards are based. Thus true comparison on benefits of award framework to ISO framework 

is valid only if auditing procedures ensure management principles are followed ISO certified 

organizations.  
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2.5 Conclusion 

ISO 9001 certification requires relatively small change in an organization, because the reasons 

for implementing the requirements of an ISO 9000 series quality system are most often related 

to external demands. However, quality award models of TQM and excellence, needs the 

involvement of all employees working towards organizational goal. This requires a new 

approach towards working and managing organizational activities, which involves culture 

change, new styles of management, continuous improvement of all processes and building 

relationships with all the stakeholders. The implementation of award models or self-

evaluations against the model criteria is driven by internal motivation; otherwise, 

organisations have no chance to stand rigorous examination of practices. The comparison of 

excellence awards framework and ISO framework will yield true benefits only when 

examination process of ISO certification ensures quality management principles are followed. 

In the present situation, ISO 9000 standard registration can only be a first step towards TQM. 
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Chapter 3 Review of Quality Management Practices 
 

3.1 Quality Management in India 

This section of the Chapter: 3 will address about introduction and development of quality 

management in India, where the progress of TQM, ISO, and their status in implementation is 

discussed and presented with the help of studies conducted previously on these issues. A 

special section is dedicated to world-class organisations in India presenting how they are 

running their organisations under the name of Deming Prize Winners. 

3.1.1 Introduction 

Introduction of new technologies and practice of quality management enable organisations to 

improve internal efficiencies and competitiveness. Japanese companies are first to adopt TQM 

philosophies in 1950s and 60s to improve internal efficiencies and competitiveness. Western 

organisations started implementing TQM in 80s. Developing countries were slow in 

understanding and implementing TQM philosophy, one reason being protective policies that 

existed until early 90s. In India the main reason for getting-away with low quality is lack of 

pressure from consumers. Companies used to be of the opinion that unless the customers are 

aware of their right to demand high quality, and insist companies to invest in quality, they 

continue to receive poor quality products [1]. Customers are now aware of the choice they 

have. 

Bureau of Indian Standards (BIS) helped Indian companies foray ISO 9000 quality 

management system to achieve international quality levels [48]. Majority of the companies 

obtained the certification just to please the auditors while very few companies followed the 

spirit of registering customer complaints and taking corrective actions. The system soon 

reduced into a bureaucratic exercise with very little impact on quality [49]. However, a few 

companies did take TQM seriously and went about articulating their vision statements and 

quality policies with commitment. 

India’s journey towards TQM started with efforts of Confederation of Indian Industries 

(CII) in early 80s. In April 1982, quality circle forum of India (QCFI) was founded as a non-

political and non-profit organization with headquarters at Hyderabad to promote quality circle 

concept to create awareness and impart skills in implementing quality circles. Bharat 
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Electronics Limited was the first to use quality circles concept. In 1986, CII invited professor 

Ishikawa to India to speak about quality [1]. In 1987, a TQM division was set up by CII. In 

1987 and 1988 CII invited the Juran Institute to India to conduct three training workshops. In 

1991, a new opinion about quality began in Indian organisations with Liberalization. From 

1993, CII has been organizing “quality summit” every year in the month of November to 

provide an opportunity for policy makers, CEOs, academicians, and practitioners to confer 

about national and international developments on TQM [1]. This summit provides a platform 

to share best practices from various sectors such as manufacturing, service, education, and 

government, while offering a learning opportunity for industries from success stories of 

‘unsung heroes’ [50]. 

A survey made for world competitiveness report indicated that the quality of Indian 

products and services are found to be disappointing [2]; observations from “[1]” suggest that 

India needs to adopt TQM principles for improving their output quality while attracting 

foreign investment. Government of India’s commitment is commendable in the present trend 

of globalization. The government has realized that improvement in the manufacturing sector 

with private investments, with export orientation as well as foreign investment will facilitate 

competition and expedite the drive for world-class quality. In 1996, the government of India 

set up the quality council of India (QCI), which was given the responsibility to monitor and 

administrate the national quality campaign with the objective of establishing and operating 

national accreditation structure for conformity assessment bodies and to raise quality 

consciousness in the country. Since then companies in India have been trying individually to 

improve their product quality, besides overall performance through TQM practices [51].   

In Indian perspective manufacturing is a support activity for marketing and finance 

with miniature top management attention [41]. Most organizations have far from world-class 

practices while their international competitors are continuously working on improving 

manufacturing, bringing in new products and making manufacturing more proactive and 

responsive. Study “[3]”, talks about manufacturing priorities and action programmes of Indian 

industries. Despite organisations adopting programmes like ISO 9000 certification and TQM, 

their emphasis is more on operational issues like worker training, periodic review, staff 

awareness about cost etc. rather than strategic issues like JIT, concurrent engineering, 

reduction of suppliers etc. which require major structural changes. It is also found there is 

immobility in investment in aspects like automation, cellular manufacturing/GT. However, 
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study “[4]” on Indian process and manufacturing companies reveals that “quality” is being 

considered as the most important competitive priority. It highlights, “Indian companies are 

investing in advanced management systems as an improvement activity for gaining a 

competitive advantage over competitors” [4].  

Success stories in TQM implementation are recognised through Deming Prize in 

Indian industries. Sundaram Clayton, under the visionary leadership of Venu Srinivasan, 

became the first Indian company to win the Deming Prize. Other companies like Brakes India 

and Sona Steering emulated this achievement in the subsequent years. Quality management 

practices in these companies and other Deming Prize winning companies is presented in the 

Chapter 3.2. Apart from this, the chapter discusses literature available and studies conducted 

on Indian companies regarding different aspects of TQM & ISO implementation.   

3.1.2 General Experiences  

Having the right QMS is the norm for performing activities as intended. According to study 

“[6]”, organisations in India do not have a formal quality management system and the 

application of ISO 9000 series certification is low. The level of quality practices such as 

training of employees, product design, and use of quality data is better in larger organisations. 

According to “[7]”, some organizations maintain consistent quality standards and encourage 

shop floor workers to suggest and try new methods to improve product quality. In addition, 

majority of the organisations believe that quality of their products is at par with the quality of 

the products manufactured by the market leaders in the global market place. Regarding 

customer satisfaction, majority believe that their customer services are better than their 

competitor’s [7]. Although organizations are satisfied with this situation, they do recognize the 

problems such as inadequate training of workers, poor quality control processes, and defective 

raw materials exist.  

3.1.3 Quality Policies 

According to the study “[11]” in Indian organisations, quality policies are oriented towards 

customer satisfaction and determined by: compliance with government regulations, meeting 

customer expectations, market share growth, company reputation and profitability. These 

quality policies are reviewed periodically. Quality policies along with quality objectives and 

quality slogans are displayed on the shop floor to make all the employees aware of their 
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responsibilities towards quality. Agreeing with “[11]”, study “[8]” in ISO 9000 certified 

Indian industries states that customer relations have an important place in determining quality 

policy and companies deploy quality policy through “posters”, “pamphlets”, training, and 

talking to employees about it. 

3.1.4 Quality Department 

In many Indian industries, though the quality department names are changed from inspection 

department to that of quality control (QC) or quality assurance (QA) or quality engineering 

department (QE) their activities remain unchanged. Though quality control is different from 

inspection, many companies still believe in inspection as the main QC activity. Efforts are not 

directed towards planning and acting for problem prevention but are directed towards find and 

fix approach. After liberalisation, organisations started practicing quality control (defect 

prevention activity), moving towards quality planning and improvement as departmental 

activities to meet the high quality demands of customers.   

Several studies documented the information regarding the functions of quality 

department. These studies suggest that quality departments should be visible, autonomous, and 

have direct access to top management. Study “[11]” conveys that the major responsibilities of 

the quality departments in Indian manufacturing organizations are formulating and improving 

major quality improvement programmes and working closely with other departments. Quality 

control procedure includes activities from development to marketing, purchasing, 

manufacturing and distribution. The quality departments also prepare various types of 

summary reports of defects and failures at various stages of processing and final inspection. 

Study “[7]” found that the role of quality department was given the highest importance in 

Indian organisations. According to study “[10]” quality departments plays an important role in 

reducing scrap/defect levels and customer complaints. All companies had their quality 

departments highly visible. Their roles and responsibilities are substantially broadened and 

enjoy more functional-autonomy. Most of the quality departments have their own line of 

authority, reporting directly to the chief executive officer, with many companies having their 

top managers heading the quality departments.  
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3.1.5 Product and Process Control 

Study “[5]” about the status of quality control in India, observed that no performance 

evaluations of quality control operations are done in Indian manufacturing organizations 

which are based on the application of statistical quality control techniques. According to 

“[11]” many organizations maintained an effective system for monitoring incoming raw 

materials, checking in-process production, and reviewing finished products. Supporting “[11]” 

to some extent study “[7]” found majority of the organisations both small and large incur 

interruptions in production due to non-conformations of products to the specifications. 

Organisations’ response to any breakdown or interruption is to take immediate action to put 

production back in track. While nearly 50% of organisations having trouble-shooting list 

available to handle crises, it is found that larger organisations are relatively poor in having 

trouble-shooting list. Less then 15% of the organisations involve in systematic documentation 

of time lost due to production. Conductive activities for quality management like having a 

customer complaint system, using of systematic sampling procedure and internal testing 

facilities are very good. Small organisations have inferior customer complaint system when 

compared to those of larger ones; but both offer less attention to quarantine of defective 

products. According to “[10]” most of the companies reported to have created a ‘foolproof’ 

process design, which minimized the chances of employee errors, ensures a stable production 

schedule and a high clarity of work instructions. All the companies reported in the study have 

relied on statistical sampling inspection for incoming materials. If defects were found, 

inspection is expanded to a larger number of units. To facilitate incoming inspection, most of 

the companies have been using acceptance sampling. Companies used in-process inspection as 

part of statistical process control to identify trends before nonconformities actually occur. All 

the companies accorded priority to the final inspection [10].  

3.1.6 Quality Data and Reporting 

Measurement, analysis and reporting of all-important activities at every level is required for 

achieving improvement, collecting information for planning and understanding the 

organization in a better way. Main parameters for measuring performance of an organization 

are scrap/defect levels, cost of quality, customer complaints, which can vary according to the 

type and requirements of the organization. Defect levels in manufacturing are basic measures 
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of effectiveness, yet has attracted a lot of attention in recent years along with the zero defect 

approach to quality improvement in India [12].  

Indian organizations have an efficient quality cost reporting system that maintains data 

on vendors, defect or failures, error rates, scrap, warranty reports, cost of prevention, cost of 

appraisal, and customers' complaints. Apart from managers and supervisors, this data, which is 

updated on a regular basis, is made available for all divisions, in the form of control charts at 

employee workstations for full-time and hourly employees to examine.  It acts as a tool to 

manage quality and to make necessary quality improvements [11]. Study “[10]” has 

interesting findings, here organisations collect the data in the form of inspection and test 

reports, in-plant scrap and defect levels and customer complaints and use them to manage 

quality. However, in contrast with the study “[11]” the display was very low.  

3.1.7 Human Resource  

Human resource management is the most important aspect for organizations to sustain 

success. Materials, manpower, money and machinery are required for organizational activities; 

of these, human resource is vital. Human resources act as fuel that makes the organization run. 

An organization comprises human minds, brought together to achieve organizational goals. 

Through the introduction of TQM practices and ISO certifications, understanding the changes 

to organizational practices in the context of globalization is important. The emphasis needs to 

be on people management, empowerment, teamwork, training and education, system for 

recognition and appreciation of quality efforts. In Indian context, it is always difficult to 

change, follow or adopt modern practices in human resources. Deming Award winning 

companies along with others IT companies are leading, guiding, and standing out as the best 

organizations in practicing better people management in India.   

Studies conducted about QM practices in Indian organisations dissipated information 

about current human resource practices. According to “[7]”, few companies have employees 

actively involved in quality improvement teams. Similarly, study “[6]” found employee 

involvement program was given less attention. Training and participation in quality decisions 

was considered relatively unimportant. Overall, human resource related activities are poorly 

managed and given less importance by management. In addition, study “[11]” says about 

organizations, which have introduced employee involvement programmes such as quality 

circles for tackling quality-related problems found the programs had become non-functional. 
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According to study “[10]” in ISO certified companies the degree of participation in quality 

decisions by employees was small as decisions about whether a process should run or stop, 

whether a product conforms to specifications or not, are made by managers. Managers are 

apprehensive about delegating the decision making process to workers. As a result, employee 

involvement and empowerment had taken least priority in practice. 

In general, the main barriers of employee involvement are lack of top and middle level 

management commitment to employee empowerment, and the prevailing adversarial 

relationship between management and unions. 

3.1.8 Recruitment and Selection 

Indian private sector firms’ emphasis more on talent acquisition strategies, compared to 

public-sector firms, which are over-manned and less efficient in India. As a result, 

management in these public-sector firms are adopting mechanisms to reduce costs by 

downsizing, divestment, redundancies, and voluntary retirements through a systematic and 

formal approach [28], [22]. Indian private-sector organizations emphasis on advertising 

internally and sort for employees’ referrals in recruiting staff, in comparison public-sector 

organizations rely on external advertising to recruit their staff [26], [27]. Studies “[30]” and 

“[31]” confirm the existence of a formal and structured approach to the recruitment of 

managerial staff in Indian public-sector organizations. 

3.1.9 Training and Development 

The quality of employees and their development through training and education are major 

factors in determining long-term success of organisations. Organisations should invest in the 

development of the skills of their employees to increase their productivity. Many 

Organisations provide training only to new employees. Continuous training for employees 

gears them for rapidly changing job requirements. Training also provides employees a greater 

sense of self-worth, opportunities for growth, dignity, and well being, as they become more 

valuable to the organisation and to society [42].  

Though top management’s commitment to employee training is high, it is not reflected 

in making resources available for employee training [10]. Study “[11]” observes that effective 

and efficient training programmes to educate and communicate a focus on quality to managers 

and employees are available in Indian organizations. On-the-job and off-the-job training 
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programmes, specifically in the form of classroom exercises are used. However, training in 

special processes, advanced statistical methods, and the use of sophisticated measuring 

equipment is available that is merely like academic exercise. Another study “[10]” says that 

depending upon the nature of the company’s work and the employees’ responsibilities, ISO 

9000 certified companies in India had imparted technical and vocational training to employees 

for reinforcement of knowledge and work skills. The statistical training programme of the 

companies focused more on basic tools while less importance was given for training in 

advanced statistical techniques. Quality-related training signifying strategic importance of 

quality, understanding customer complaints, problem solving, teamwork, waste reduction etc 

is needed to develop. Although attitude of organizations are changing to introduce quality-

related training, many ISO 9000 companies are providing this training only to the managerial 

level where it needs to cascade down to every employee in the organization.  

Generally, it is understood there is an increased importance of employee development 

in Indian organizations [32]. The effect of employee development on improving the quality of 

the organizations' products and services can bee seen. However, on the flop side both the 

private and public sector organizations give a marked importance to the training needs of 

white-collar employees compared to their blue-collared [32]. Indian public sector is doing 

better in systematically analysing employee training needs and monitoring the effectiveness of 

their training programmes in comparison to the private sector. Apart from this, Indian public-

sector organizations put more emphasis on annual career development interviews for the 

training and development of their employees, which indicates the presence of a relatively more 

formal HRM function [33].  

3.1.10 Vendor Quality Management 

According to study “[38]”, most of the Indian companies have some supplier evaluation 

systems; however, they fail in establishing the synergistic integration between buyers and 

sellers. Study “[11]” says in India unlike Japan, there is a desire to have alternate vendors (in 

relation to a single source) for as many materials as possible in order to ensure availability of 

supply and have purchasing advantage. However, in selecting suppliers, price becomes 

important, given a certain level of quality. In addition, a standard system of providing 

feedback to suppliers concerning the quality of their raw materials is seen in some 
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organisations. These organisations also provide assistance to help vendors identify and resolve 

problems when necessary.  

Another study “[10]” suggests that ISO certified organisations have similar 

understanding about vendor practices in India. Generally, selection of suppliers is based on 

quality at the most economic price. Tendency is to purchase materials and parts from multiple 

suppliers. However, there was a clear trend towards significantly reducing multiple suppliers 

for the same material or part, to a few dependable suppliers by maintaining long-term 

relationships. An effective supplier rating system was practiced to identify reliable suppliers as 

well as to drive them towards continuous quality improvement. Supplier development is an 

important activity to provide a strong base for the continuous supply of quality material and 

building mutual trust. Supplier development requires investment of time, money, and 

manpower by the purchaser. However, Indian companies accorded lower priorities to 

supplier’s education, technical assistance and supplier’s involvement in the product 

development process. 

3.1.11 Organizational Culture 

The organizational structure and management style in Indian companies depends mainly on 

the size and ownership of companies. The commonalities attributed to culture differentiate the 

way the organizations operate and manage. Indian family firms do not permit information 

sharing and decision-making to the extent that MNCs allow [24]. For example, Indian family 

firms have a social hierarchical structure with norms like paternalism, non-disclosure of 

information and decision to safeguard the loss of key proprietary information essential for 

firms’ survival. MNCs need multiple competencies to handle issues rapidly, so diffusion of 

information and delegation of decision making help to develop the collective learning 

capacities and improve the response time of the firm. Managers in MNCs and family firms 

maintain high ethical standards. Public sector managers stress more on external compliance 

with legal and regulatory guidelines to sustain public trust and procedural fairness. MNCs are 

exposed to cross-cultural organizational ethics standards and usually have a more diverse 

workforce requiring explicit moral norms of conduct to ensure responsible work behavior that 

sustains global competitive advantage, regardless of the host country environment [24]. 
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In the Indian context, there is a clash between the values acquired from education and 

professional training and those drawn from Indian culture and society [44]. Loyalty and 

belongingness are of utmost importance [25]. In India, rules regarding practices such as 

recruitment, training, promotions, and lay-off are ad hoc in nature and are subject to easy 

manipulation by the employers [22]. Private-sector organizations in India tend to recruit 

informally, such as appointing their relatives to top positions and practices related to 

promotion, transfer and benefits are manipulated as a result of social contacts and personal 

relationships [26]. In addition, a professional HR department based on formal rules is treated 

as a threat to the owners’ ability to enforce control in private-sector organizations [27], [40]. 

3.1.12 Role of Management and Management Attitudes 

According to studies “[6]” and “[11]” management is actively involved in quality control, 

setting quality goals and development of quality policy but when it comes to implementation 

phase they failed to communicate it properly and follow through the progress in organization 

and it resulted in lack of proper understanding of lower hierarchical personnel and failed in 

achieving goals. General attitude of management is on targeting costs and meeting schedule 

over achievement of any quality objectives further quality related issues are not reviewed on a 

regular basis at top management meetings.   

Indian top management share less information related to both strategy and financial 

performance with their blue-collar staff in comparison to with managerial staff due to low 

faith by top management in their subordinates [24]. Second, Indian managers prefer 

centralized decision-making, practice tight control and do not like to delegate authority [35], 

[34]. In addition, majority of the lower-level employees in India are not aware of their rights 

and are exploited by management [22]. For such reasons, it is not surprising that little 

information is shared with employees in Indian organizations. The hierarchical system 

prevalent in organizations results mainly in top-down communications. Both in public and 

private sector companies’ communication with employees is done through their immediate 

superiors. The other forms of communication with employees are through unions, work 

councils, suggestion boxes, quality circles and regular work meetings. This is mainly due to 

the presence of strong unions [31], [22]. A number of studies “[36]”, “[37]” and recent 

developments (Deming Prize winners) show the influence of the Japanese models on 

management in Indian organizations.  
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3.1.13 Reasons for ISO Implementation 

India is late in practicing quality management or at least it was evident that quality movement 

in India was not started until early 90s. This happened because of the policy of globalisation 

and liberalization adopted by the Indian government in 1990s, which created new challenges 

to companies [1]. This has compelled the managers of local companies to look for those tools 

and techniques, proven and tested, which would help them to maintain and improve their 

strategies and positions in the market [1]. Study “[14]” among Indian manufacturing 

companies indicate that after the economy opened, the focus has shifted to quality and the use 

of the quality management practices to face the competition resulted from the entry of 

multinational corporations. Threat from foreign companies forced them to think in a new way 

of doing business efficiently and effectively by providing quality products at reasonable price 

and keep customer satisfied.  

ISO certification, which is the quality assurance certification for recognising 

organisations’ quality system also helps in increasing business process efficiencies, reducing 

waste, and improving product quality [45]. In India according to K.P.Nyati6 the main reasons 

for ISO certification is cost reduction, regulatory compliance in respect of environment, 

improvement of corporate image, competitive advantage, and greater acceptance in 

international markets [46]. According to study “[8]” the significant benefits expected by 

Indian companies going for certification are improvement in financial performance by 

continuous improvement, focusing on quality and reducing cost, market place benefits such as 

global deployment, the competitive edge and meeting customer attitudes, work place benefits 

to ISO 9000 to install a formal system. 

At present traditional quality control is being replaced by TQM practices. Indian 

companies perceive that survival of manufacturing is critically dependent on quality of design, 

quality of manufacturing and time of delivery [29]. Initially Indian manufacturing companies 

attempted to implement total quality management (TQM) in the hope that it would solve all 

existing productivity problems; but later realized that significant benefits from implementation 

in confronting the global challenge both for manufacturing and service sectors [17]. 

 

                                                           
6 K.P.Nyati, Head of the Environment Management Division of the Confederation of Indian Industry (CII) 
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3.1.13 Perceived Benefits of TQM and ISO Certification 

Organisations are going for ISO certification and TQM because of positive experiences. 

Organisations, which have under gone changes through the ISO certification process, have 

learnt many important aspects of quality management. A study in the ISO-9000 certified 

companies (CII, 1995) showed improved product quality, reduction in customer complaints, 

and lower cost of manufacturing and high motivation of employees of companies [1]. In 

addition study “[8]”, indicates organisations have also experienced “Improved product quality 

and contribution to competitive edge”. Similarly, ISO 9000 standards significantly helped 

organizations in implementing eight critical factors of quality management, contributing to the 

improvement in the quality performance [10]. Certification to ISO 9000 has generated a 

quality momentum in these companies to implement a total quality management program. 

Similarly, study “[7]” indicates, total savings realized exceeded the expenses for getting the 

certification and has helped organizations to improve their products and their positions in the 

domestic market. When it comes to TQM experiences, Indian organizations have had many 

successes in the journey towards TQM philosophy. Many organizations were recognized for 

their achievements through Rajiv Gandhi National quality award, Deming Prize [Chapter 3.2]. 

Success at awards and performances related to financial, market, customer satisfaction enabled 

other organizations to take path towards TQM philosophy.    
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3.1.14 Difficulties in Understanding and Implementation of TQM 

Review of literature suggests many Indian firms that are taking strategic initiatives to 

implement TQM projects in their business units are not able to sustain these initiatives because 

they often lack in articulating the critical factors that are needed for continual pursuance. As a 

result, TQM activities have become stand-alone and the programs lost their defined objectives. 

Many firms speak of long-term strategic planning but short-term operational focus with 

compliance and control mind-set always remains an immediate plan.  

Top Management Attitudes 

There are complex views about top management attitudes, their involvement in quality 

programs and their commitment towards long-term success. According to the study “[11]”, top 

management of Indian manufacturing organizations was involved in developing quality 

policy; however, implementation was strictly accomplished by the efforts of the quality 

department personnel and they are not responsible for quality performance of the organisation. 

Similarly, study “[6]” says management is actively involved in quality control, setting quality 

goals and development of quality policy but they failed to communicate it properly in the 

organization, which results in lack of proper understanding of lower hierarchical personnel.  In 

contrast, studies “[8]” and “[10]” found positive views regarding management involvement 

when compared to the other studies. Study  ““[8]” says that in nearly 81% of companies the top 

management was totally involved in the implementation process, whereas in 19% of the 

companies involvement of top management is minimal; these results are supported by the 

study7 [10]. In these companies, corporate quality goals were proposed at the top with middle 

and lower management levels responsible for identifying and establishing specific sub-goals 

for their departments. Later these goals were integrated into the overall specific quality goals 

of the company. Such a quality goal setting process involved comprehensive communication 

in both the direction of the hierarchy. However, there are no clear quality goals for inspiring 

superiority in quality.  

Statement made by Philip Crosby as reported in “The Times of India (1997)” is 

important in understanding management attitudes in Indian organisations. Crosby said that 

complacency is a major problem with the Indian management system, which the management 

should consider seriously [1]. As pointed out by article “[47]” TQM continues to baffle 

                                                           
7 A total of 56 managers representing 16 ISO 9000 certified companies participated the survey . 
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corporate India, as evident by the different interpretations made by each person in the industry 

about what is TQM. It was observed during the sixth quality summit organized by the CII in 

New Delhi, that TQM means anything and everything depending on the individual’s 

perspective, politics, and paradigms. As many as nine different definitions were presented by 

the speakers about what constitutes TQM. This means people in the corporate sector have no 

consensus about the concept of TQM and it could be a deterrent in its implementation [1]. 

Another survey [13] regarding ISO certified companies’ points out interesting observations 

about implementing TQM in a company. Out of 17 companies that were surveyed, managers 

in seven companies said that they believed in TQM but do not know how to implement it.  

3.1.15 Problems in Implementation 

Traditional Indian organisations’ management is the main drawback for implementing TQM 

and ISO. Traditionally what exists in India is hierarchy, where there is only one-way of getting 

things done; orders pass from top to bottom, where workers do not have a say. TQM advocates 

collective way of running business where every employee participates in fulfilling customer 

demands. Second is the cost, Indian consumers demand low cost products. Until late 90s, 

organizations were inclined towards reducing cost without any regard to quality; quality of the 

products was given secondary importance. Third is lack of awareness, managers are not well 

trained about the concepts of TQM, this is less significant in large and medium scale industries 

but in small scale industries it is widely found that management lacks understanding of TQM 

philosophy and knowledge of necessary tools. Finally, resistance by employees in adopting 

new practices and lack of resources to enable employee training are the barriers. For example, 

study “[6]” says  that of the 81% of companies where the top management was totally involved 

in the implementation process, 43% of companies having problems in introducing ISO, due to 

resistance from employees who think it’s just a extra burden on them and others who think 

ISO is just a paper work.  

For instance, during the visit to India in 2004 author had an opportunity to work with a 

quality management consultancy for a couple of months. The experience makes us to 

understand that even big companies, which said to be following TQM, doing six sigma 

projects has lot of inefficiencies in their implementation.. In one case involving six-sigma 

implementation, a noted bank hired consultancy to do six-sigma project for reducing 

customer-waiting time in a call centre. At the end of the project, it was found that solution was 
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well known even before commencement of the project. The project solution was not 

implemented successfully, main reason was lack of management commitment and laid back 

attitude of employees. This may or may not be the prevalent situation but it signifies how a 

corporate bank was unable to utilize human capital and how management lacked commitment 

for customer satisfaction. 

In any organization, TQM is implemented to analyze processes, identify barriers to 

quality, satisfy beneficiaries of the work, and create an atmosphere of building trust, 

competence and continuous improvement. Studies and research work in this regard show the 

problems in implementing TQM. Barriers that slow down the implementation of TQM in India 

are lack of know how of TQM, continued dependence on traditional incentive schemes, 

numerical targets, performance rating, slogans for improving productivity, and not identifying 

and providing the right type of training for each employee [13]. According to “[1]” if not all 

critical factors are given importance, many Indian companies may continue as ISO certified 

but not be recognized as a TQM firm.  

 Organizations must first build quality within, before providing it to those outside the 

organization through its products and services. This quality can be achieved only through 

quality management practices, which are well supported by committed leadership. The main 

reasons for Indian organisations not implementing these quality management practices were 

lack of understanding and resistance by managers/supervisors; in addition main problems 

during implementation are cultural change that is required, followed by managerial 

intervention, financial and technical problems  [14].  

Management must encourage employees to embed TQM in the entire value chain of an 

enterprise. To do this, it is necessary to incorporate TQM attributes in the performance 

appraisal systems. As per the study “[38]”, no organization has ever thought of incorporating 

TQM attributes in the performance appraisal systems. Many managers indicate that everyone’s 

commitment to quality is very important; a conceptual shift is needed in the current 

performance appraisal systems. Such a new appraisal system can provide opportunities for 

managers to work collectively with a strategic vision towards improvement of quality in 

management and establishing a collective value system towards total quality. 
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3.1.16 Conclusion 

This section has presented an overview of quality management practices in India based on 

literature review conducted in Indian organizations. These studies conducted by researchers 

give an impression that awareness on quality of products and services has picked up in India. 

 One can say ISO certification was drive for many organizations as a quality related 

goal and many had positive experiences with certification, especially management awareness 

and involvement in quality improvements, but once achieved and when euphoria generated by 

ISO 9000 certification was over, there found to be a general tendency of complacence. 

Successful implementation of TQM seems to be an uphill task to Indian organisations mainly 

due to lack of understanding of the factors that can collectively affect the TQM.  

In general, concentration of power, and lack of proper awareness in handling 

information and decision-making processes among certain Indian firms is hindering the 

implementing quality management practices. There seems to be clear difference in the way 

public sectors and private sectors are managed, one can identify public sector organisations 

with more formal procedures and inefficiency then in private sectors. However, to stand to the 

competition, a number of organizations, both private and government are actively propagating 

TQM through a variety of training and educational programs. Even though India has not 

reached the level of consistency in practicing TQM philosophy and ISO certification when 

compared with industrialized countries, these efforts by government, other agencies and some 

organizations for improving quality and the application of modern quality management 

principles is commendable.  

The general situation of Indian organization can be summarized as:  

“There is light at the end of tunnel (success) for the people who want to make journey 

(organizations) on the vehicle (TQM, ISO & other tools); only thing lacking is 

 a skilled driver (proper management awareness) and sufficient fuel  

(Employee involvement, management commitment & financial resources in some cases) 

 to make the journey happen”. 

The review provided a comprehensive understanding of quality management 

awareness in India in general but failed to highlight the most critical activities that have to be 

addressed by the different groups of companies with different levels of practices for example 

small scale industries, export oriented organizations. These gaps must be addressed to gain 

complete understanding of practices in different types of organizations. 
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3.2 Quality Management in India, Deming Prize 

Introduction 

India’s journey towards Deming Prize was started in late 80’s just before liberalization of 

markets and was active during late 90’ until present. From late 90’s until present Indian 

organizations was forefront in wining Deming prizes. In total, they have won 16 awards, 

which are considered as the highest and best in quality management in implementing TQM 

concepts.  In this section author will present four companies and their practices in achieving 

Deming Prize. 

Deming Application Prize Year 

Sundaram- Clayton Ltd, Brakes Division 1998 

Sundaram Brake Linings Limited 2001 

TVS Motor Company Limited 2002 

Brakes India Limited, Foundry Division 2003 

Mahindra and Mahindra Limited, Farm Equipment Sector 2003 

Rane Brake Linings Limited 2003 

Sona Koyo Steering Systems Limited 2003 

SRF Ltd, Industrial Synthetics Business 2004 

Lucas-TVS Ltd 2004 

Indio Gulf Fertilizers  2004 

Krishna Maruti Limited, Seat Division 2005 

Rane Engine Valves Limited 2005 

Rane TRW Steering Systems Limited, Steering Gear Division 2005 

Deming Quality Control Awards for Operations Business Units  

Hi-Tech Carbon GMPD 2002 

Birla Cellulosic 2003 

  

The Japan Quality Medal  

Sundaram- Clayton Ltd, Brakes Division 2002 

Source: JUSE, http://www.juse.or.jp/e/deming/index.html 

 
Table 3.1 List of Deming Award Winning Companies From India 

 

3.2.1 Sundaram-Clayton Ltd, Brakes Division 

Sundaram-Clayton is the leading manufacturer of air braking systems in India. SCL won the 

“Deming Application Prize” in 1998, becoming the first in India and only the fourth company 

outside Japan to claim this honour [8]. SCL won the Japan Quality Medal8 for the year 2002, 

                                                           
8 Japan Quality Medal is the highest Honor in Quality Control – A Validation of Long-Term Practice of TQM. 
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the first in India and the second company outside Japan to win this honour. SCL belongs to 

TVS Group9, which is active in promoting total quality management (TQM) in all its 

manufacturing companies during 90’s. The brain behind the success of SCL was its CEO 

Venu Srinivasan. Under his leadership, SCL followed the core principles of the TVS group - 

quality, reliability, and service. SCL integrated Deming's teachings into the four streams of its 

quality practices, namely policies, people, processes, and products, respectively. Its TQM 

model ensures total employee involvement, policy deployment, standardization, kaizen, and 

training, besides promoting employer - employee relations [9]. Other divisions of TVS Group 

such as Sundaram Brake Linings Limited (SBL) in 2001, TVS Motors Limited in 2002 and 

Brakes India Limited's foundry division in 2003 and Lucas TVS Limited in 2004 won the 

Deming prize keeping in line with SCL in applying TQM. 

SCL was the first Indian company to get an ISO certification [2]. The company has 

been winning the 'supplier of the year' awards from the US giant General Motors, and has won 

TPM awards from the Japanese institute of plant maintenance (JIPM).  

SCL's Definition of TQM 

“TQM is a company-wide effort aimed at continuous quality improvement of all processes, 

products and services through total employee involvement that results in increasing customer 

satisfaction, loyalty and improved business results”. 

TQM Activities
 [1]

 

The following activities are realized because of TQM: 

• Relationship of trust with employees, customers, and suppliers has been built as the 

basic philosophy. 

• With TQM as the core, TPM, JIT, QS-9000, and Lean production system have been 

inducted and a synergy effect is being produced 

• Considerable attention is given not only to education and training of employees for 

self-fulfilment and improvement in welfare of employees and their families, but also 

by way of contribution to the local society 

                                                           
9 TVS Group is one of the largest automotive components manufacturing groups in India. 
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• Quality diagnosis, education and guidance for suppliers are being carried out in a 

planned manner and satisfactory results are being achieved in terms of quality 

improvement and cost reduction.” 

Results of TQM
 [1]

 

There are many positive out comes in measures such as share of business, profit and sales 

index, sales per employee and addition per employee. Benefits in the areas of customer 

satisfaction, supplier satisfaction, new product development processes, employee and family 

fulfilment, industrial relations, satisfied local society were realised. In addition, change in 

organisational culture resulted in high ownership among employees for improving the 

organisational performance, growth/business and international recognition.  

3.2.2 Rane Brake Linings 

Rane Brake Linings is one of the promising companies, which achieved Deming application 

prize. It is a division of the Rane group10 and produces brake linings; disc pads, composite 

brake blocks, and clutch facings. RBL today is the No. 1 friction material manufacturer in 

India[5]. The TQM journey of RBL began in 1999 [10]; importance of this company is that it 

has achieved Deming application prize in 2003, which is just four years after start of journey 

towards TQM, which is a record. 

  

 “Belief in TQM as a philosophy that aims to define a methodology that creates quality 

that delights the customer while satisfying all other stakeholders”. 

-Organization motive for TQM 

RBL’s TQM journey began with the help of Prof. Tsuda. He established the following 

criteria for excellence: 1. Develop a business model to generate business for long period 

through uniqueness in products & technology and uniqueness in achieving certain excellence 

2. Reduce technological dependence on another company 3. Create new market or achieve 

drastic expansion of existing market, 4. Unique and enhanced utilization of manpower/human 

resources that drives a company to supply excellent people/manpower [10]. TQM 

implementation created tangible and intangible benefits for RBL such as clarity to each person 

in understanding their role in the organization, their suppliers and customers, and their metrics.  

                                                           
10 Is an automotive components company with a sales turnover of $ 131 million and 4600 employees. 
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Figure 3.1 Rane Brake Linings TQM Model 

 

Quality Policy [5]  
 

• Customer satisfaction is an imperative and this is achieved by supplying quality 
products in time at competitive prices. 

• Quality should be designed, engineered and built into the product through appropriate 
technology. 

• Ensure adequate in-house testing facilities, to create confidence and trust in customers, 
on the performance of its products. 

• Total employee involvement and commitment, by imparting adequate knowledge and 
skills to all levels of employees, are the prime objectives of the company. 

• Doing things right first time and every time. 
  

CCUUSSTTOOMMEERR  SSAATTIISSFFAACCTTIIOONN  

TQM

STRATEGY 

RBL, the Institution 

Source: Presentation by Mr S. Sundar Ram, 

President, RBL, Quality Summit 2003, 

www.ciionline.org 
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Before TQM 

Prior to the TQM the organization’s work is “basic,” i.e., organisation focused on survival. 

The top management and only few other employees dealt with the customers, most employees 

are unaware of their customers and their needs. There exists high level of plant rejections and 

customer returns, few continuous improvement programmes. Statistical tools were used 

occasionally, no systematic initiative for improvements. Review and analysis were not carried 

out. Training programmes were need based and there was no structured training programme 

for operators. The concept of total employee involvement does not exist and employee 

involvement activities and analysis were not given importance.  

After TQM and Deming 

TQM model Figure 3.2 is developed placing the customer satisfaction at the top. It includes 

activities defining the role of all the workers, development of new product development 

(NPD) system, setting up the review mechanism and daily routine management (DRM). In 

addition, process for strategy and strategy implementation, improvements in human resource 

practices to enable employee participation through suggestion schemes, Quality control circles 

(QCC) and quality improvement team (QIT) and practice of PDCA (plan, do, check, act) in all 

activities, systems, and processes [1]. 

Effects of TQM 

RBL TQM journey enabled improvements such as reduction in plant rejections, reduction in 

customer line rejections, increase of net sales per employee, increase in new product sales and 

supplier raw materials rejections went down from 1.88 per cent to 0.70 per cent and the 

adherence to schedules is at 98 per cent [11]. 
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3.2.3 Sona Koyo Steering Systems Limited (SKSSL) 

Sona Koyo Steering Systems Limited was founded in 1985. It is a joint venture with Koyo 

Seiko Company, Japan. It won the prestigious Deming Application Prize in 2003 and was the 

first steering systems making company in the world to win. Organisation believes success 

depends on that quality journey, lead by TQM philosophy and supported by TPS and TPM, 

through the involvement all the employees of the company with their continuous education 

and training to help them to understand customer requirements and exceed their expectations. 

“Commitment to defect prevention and continuous improvement while meeting  

or exceeding customer requirements at all times”. 

-Quality policy Sona Group [15] 

 First steps towards TQM journey started in early 90’s with the help of expert, 

M.Tanaka from Koyo Seiko. With his help, SKSL implemented TPM, where poka yoke (fool 

proofing) systems were installed to avoid operator mistakes. All employees at Sona Koyo 

were involved in group kaizen activities similar to QC Circles [1]. Problem solving and Just-

in-time are integral part of the work and their quality system was complaint with ISO-9002 

standard by 1994. Active pursuit of TQM was started in 1997 in cluster11. As a part of TQM, 

the 'managers' model lines, daily work management, gap analysis and root cause analysis with 

scientific tools were introduced. All the TQM activities are coordinated by a separate quality 

system division led by a general manager where TQM, total productivity maintenance (TPM), 

quality management systems (QMS) and environmental management systems (EMS) were 

formed and headed by a manager [12]. 

TQM Model
 [1]

 

Sona-Koyo's model of excellence was built upon a strong base of retainment improvement and 

breakthrough. Precision, visualization, Poka Yoke and operations standards were the pillars 

for retainment. PDCA, TPM, group kaizen activity and managing points and checking points 

were pillars for improvement. Deep analysis, management for objectives, quality visits and 

technology developments were pillars for breakthrough. Operator role is related to retainment 

and the middle management to improvement; while, the top management focuses on 

breakthrough. 

                                                           
11 In 1997 Maruti Udyog Limited suggested that Sona Koyo join the first total quality management (TQM) 

cluster of 10 suppliers to be trained in the TQM methodology. 
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Figure 3.2 Sona-Koyo's Model of Excellence [1]
 

Positive Outcomes and Changes 

The teachings of TQM enabled the company to understand the customer better. TQM 

approach enabled identifying weakness in the organization and working to eliminate the 

weaknesses. With the achievement of Deming Prize, it believes its brand equity is enhanced 

and now it can achieve confidence of global auto majors and is confidence of receiving 

positive reviews or will be seen with positive view from customers, prospective employees, 

shareholders, industry observers, and public [1].  

 3.2.4 SRF- Industrial Synthetics Business (ISB) 

SRF is India’s largest nylon tyre cord fabric manufacturer and the first tyre cord company in 

the world to win the prestigious Deming Application Prize [3]. It is the domestic market leader 

with 38% market share and is a significant player in the Middle East, Central Europe (Mitas), 

South Asia (Sri Lanka) and Central Africa (Kenya). SRF also has a presence in Western 

Europe and CIS countries. SRF has four plants at Manali, Malanpur, Gummidipoondi in India, 

in addition to plant Jebel Ali (Dubai) with total production capacity of 41,000 tpa of nylon tyre 

cord fabric [6]. 
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Satisfy Customers 

Improve efficiency; 
eliminate volatility, 

overload and waste 

Get best rates   for 

resources 

Eliminate             
Non-conformities and 

failures 

Cooperative and capable 

efforts of all 

Excellent returns to shareholders 

Satisfaction to society 

Journey towards Excellence in Quality Management 

SRF successful challenge for the Deming application prize was the result of more than ten 

years of unstinting initiatives towards raising the operating capabilities of the organization 

through TQM. Organization’s belief is in the philosophy of “quality has to be caused, not 

controlled”, and based on TQM, where quality is the result of a carefully constructed cultural 

environment [4].  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 

Figure 3.3 SRF TQM action Model 

 

Important Features of TQM 

Daily management standards: In each of the office and plant areas high level of 

visual identifications and controls are used to eliminate non-conformances to improve 

communication and encourage participation. 

Skill evaluation matrix: Skill evaluation matrix is used for evaluating the skill levels 

of every employee, which provides an effective base of training and re-training of employees 

and enables multi skill development. 

Source: On SRF Winning Deming Prize by B.S 

reekumar, Vice President and Head of Operations, 

sreesrfo@eim.ae 
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Evolution of a flat and empowered organization culture: The efforts are directed 

towards creating a flat and empowered organization with the help of consultant. A flat Model 

subjected to continuous improvement through sustained efforts.  

Red book of people: This is a complaint /need register, provided to employees to enter 

their grievances, and needs. Each and very complaints are addressed in consultation with the 

person entered the complaint and the closure status is notified. Moreover, similar red book is 

available for customer complaint and internal next processes. The statuses of all the red books 

are monitored on a monthly basis by head of the plant.  

Breakthrough management: Breakthrough management was started in the year 2002 

to face the stiff competition and to focus on the profit margin. 

Some Important Results of TQM 

Internal results felt due to TQM are from SRF Overseas limited, shows decrease of waste and 

scrap by 23%, reduction breakdown hours by 80 percent, increase in training man hours per 

person/year by 226% and significant increase in employee satisfaction. Main external effect 

was significant decrease in customer complaints thus increase in customer satisfaction. 
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Mahindra and Mahindra Limited,  

Farm Equipment Sector 
Hi-Tech Carbon Gmpd 

• Involved in designing, manufacturing and marketing 
agricultural tractors 

• First tractor manufacturer in the world to win Deming 
Prize. 

• 15% of the production is exported  
TQM journey started in 1985. 

• Hi-Tech Carbon (HTC) is a unit of Indian Rayon & 
Industries Ltd a part of the Aditya Birla group of 
companies. 

• Unit won the Deming award - without assistance from 
an external consultant 
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• Introduction of quality circle movement (1985 to 1989) 

• Quality improvement for problem solving and statistical 
process control (SPC), support to all suppliers to improve 
their processes and product quality (1990 to 1994) 

• Implementation of robust systems, 

• Business Process Re-engineering (BPR) with 
improvement in employee involvement and productivity 
(1995 to 1999) 

• Focus on improving at a rapid pace towards the vision of 
global leadership and challenging the Deming Prize, new 
product development process was improved and brought 
to international standards (2000 to 2001)  

• Introduction of work environment and waste 
elimination (WEWE) philosophy. Employee 
competition and individual awareness in 5S 
promotions were adopted. Development of quality 
circle consciousness for problem solving. 
Environmental management system strengthened and 
improved (1998-99) 

• Moved towards process-based operations. Process re-
engineering based on Plan, Do, Check and Act cycle 
was adopted. Deployment of analytical tools for 
improving process and product. quality culture in team 
work, quality system certification, customer focus, 
customer satisfaction, process re-engineering. (1999-
2001) 

• Manufacturing process improvement and Just-in-Time 
(JIT), Failure Mode Effect Analysis (FMEA)for  
processes improvement, lean culture was internalized 
by the employees, employee motivation through 
kaizen suggestion system (KSS), brainstorming, 
career development plan and multi-skill training, 
providing welfare measures 
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• Rework and rejection (Quality) came down to less than 
1000 PPM levels. 

• Improvement in employees, suppliers and dealers 
working relationships 

• Improved field quality and productivity due to (BPR). 
Quality of outsourced components improved. 

• Use of tools QFD, FMEA enabled to meet exact customer 
requirements at reduce quality problems and product 
development cycle time was also reduced. 
Customer satisfaction and domestic market share 
improved and export volume increased substantially 

• Remarkable improvements in product and process 
quality and high gains in customer satisfaction 

• Strengthened customer focus through standard 
operating procedure (SOP) for building quality into 
business processes 

 

A
w
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• Management systems certified first through ISO/QS 
9000, ISO 14001 and 

• Recognized with the Deming Prize in 2003. 
 

• Quality control award for operations business 
units’in the year 2002. 

• ISO certifications (ISO 9002, QS 9000 and ISO 
14001) in the year 1999, 

• In 2000, the Unit received ISO 18001 and ISO 
17025 

• TS 16949 in the year 2003, which complies with the 
standards of ISO 9001: 2000 and QS 9000.  

 
Table 3.2 Mahindra and Mahindra Limited and Hi-Tech Carbon Gmpd 

Source: [13, 1]                                                                                               Source: [1, 14] 
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3.2.5 Conclusion 

The common understanding from the companies is that, Deming Prize enabled to understand 

customers’ better, it also delivers financial gains, employee’s commitment, customer’s loyalty 

and a big competitive advantage while entering new markets as potential customers are 

ensured that  

“Organisations which follow TQM process had basic quality systems, quality improvement 

activities such organisation could consistently deliver a quality product.” 

All these companies have good working relationship with workers union. As a result, 

unlike other organisations in India these organisations do not loose work hours due to strike or 

lockout. This can be attributed to training, commitment from the management to the welfare of 

all the employees. In their own words leaders from these organizations say, use of tools such 

as PDCA, Kaizan, 5S, Poka Yoke, SPC, QFD, FMEA enabled them to achieve what they had. 

They all see future to the organizations exists only with continuous commitment to TQM, and 

achieving Deming Prize is only a part of it or one can say a benchmark to management 

commitment to TQM and success it achieved with it.  

All these organizations stand out as role models to those who want to achieve success. 

One can follow in the steps of Deming prize winners to understand what it takes to achieve 

success and what it takes to build world-class organizations.  

To conclude “committed management + 5-10 years of hard work in transformation” is 

all it is required for successful Deming prize application (or) to transform organizations into 

truly world class. 
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3.3 Quality Management in Developing Countries 

Introduction 

As business is getting more competitive every day, management of all the organizations has to 

commit them for continuous improvement and run in a professional manner. In the new world-

order, “survival of the fittest” has changed from the “one with big muscles” in future for the 

survival of developing countries. Organizations, especially in developing countries have not 

been professionally managed. Leading developing countries such as India, China, and Mexico 

are forefront in adopting new management philosophies in running business in a professional 

manner. Manufactured exports accounted for 70 percent of DCs exports at the end of the 

1990s and 30 percent of world-manufactured exports. These global markets therefore present 

an excellent avenue for developing countries to participate in the benefits of a buoyant trading 

environment [1]. Developing countries can take their share of market only when they can be 

competitive that means they should be able to provide goods and services of highest quality at 

low price.  

Until recently only advantage companies in developing countries having are “ability to 

provide goods of low quality and low price,” this was possible due to the availability of low 

skilled, low-paid and almost an abundance of labor.  However, according to Feigenbaum [12], 

in this increasingly competitive world, quality is no longer an optional extra it is an essential 

strategy: without quality, an organization cannot survive. The making of quality products and 

services demands total commitment from the entire organization; it requires TQM. TQM 

therefore is a solution for improving the quality of products in developing economies so that 

they are accepted in a global market [18]. Therefore, situation will change for positive if 

thinking changes from quantity to quality, adopt modern management concepts such as TQM, 

use tools and techniques, and get ISO certified.  

It is important to notice that developing countries understand the need to improve their 

quality of life and can see that their quality of life is influenced by productivity, which affects 

their national economy [9]. In the present scenario, many countries have taken steps in 

modernizing its industry to increase productivity and quality by adopting modern management 

concepts and achieved reasonable success. Even countries like India Mexico, China, have this 

common weakness. According to study “[15]”, employee involvement and employee 

participation and the training employees in basic statistical tools for total quality management 
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have been given the least importance even in organisations which are performing relatively 

better. Management in these countries is responsible to develop training programs and enrich 

the knowledge of workers to understand the realities in order to adopt quality management. 

In this work, author will present general situation regarding quality management in 

developing countries with the help of experiences from few important developing countries, 

based on the studies specific to that countries.  

3.3.1 Quality Control/Improvement  

Developing countries are in different stages of the quality movement. This is due to changes in 

their economic and trading policies, opening their markets to the free market system, and 

competing in international markets. Quality control and improvement activities are 

particularly weak in government and service organizations, because they have traditionally 

been operating in a monopolistic state. On the other hand, this is traditionally applied in the 

manufacturing industries. Quality control application in the service part of the manufacturing 

companies is also weak. Most manufacturing firms measure the product quality, but not the 

service quality [3]. Biggest problem in controlling the causes of variation in DC’s is in dealing 

with common causes. This situation is principal in local organisations when compared with 

multinationals or their subsidiaries in developing countries. Many of these organisations have 

a dependence on the availability of a cheap unskilled labour force and lack the financing to 

purchase modern technologies let alone upgrade frequently [9]. 

3.3.2 Quality Assurance (ISO Certification) 

Quality assurance, which aims to ensure consistency in operations so that an accurate and 

consistent product can be delivered, is being well understood since the introduction of ISO 

9000 standards [3]; however, being well practiced especially by export oriented companies in 

developing countries. National Standard bodies with the help of ISO in different developing 

countries are promoting the implementation of quality standards. ISO currently has 

approximately 161 members, of which developing countries represent approximately 75% 

[20]. The level of participation of developing countries in developing standards is relatively 

poor. Though situation is not encouraging, governments from countries such as India are 

providing assistance and also providing financial incentives to organizations, which are 

pursuing ISO certifications to encourage exports.  
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Countries Dec.2001 Dec.2002 Dec.2003 Dec.2004 Dec.2005 

China 7413 40997 96715 132926 143823 

India 544 2247 8367 12558 24660 

Brazil 182 1582 4012 6120 8533 

Mexico 79 265 1437 3391 2890 

Egypt 18 222 754 810 1326 

Pakistan 96 186 464 695 2013 
 

Table 3.3 Total number of ISO 9001:2000 Certifications 

3.3.4 Important Considerations for Organizations 

There are some problems typical to developing countries which management should solve 

while implementing QM, as coated by “[19]”, “efforts towards improved efficiency often leads 

to loss of jobs and workers are unlikely to support quality initiatives when, in the long run, 

they will be victimized by their efforts”. 

According to “[18]” most organizations in the developing world are having following 

problems  

1. Lack of employee involvement and participation in quality improvement efforts. 

2. Lack of management commitment and motivation 

3. Perception that quality is an optional extra and not a necessity for development. 

4. Traditional belief that "quality costs money". 

5. Lack of communication and trust between suppliers, dealers, management, and trade 

unions. 

6. Unorganised and indifferent customers, lack of political support. 

7. Lack of established quality standards and inadequate test facilities. 

8. Obsolete technologies. 

9. Low level of education. 

10. Negligible capital investment in technologies, research and development and 

employees' education, etc. 

11. Disrespect to the people as far as quality of life is concerned. 

12. Undesirable social tensions such as terrorism, violence, religious fundamentalism, etc. 

 
All the stated problems can be categorised as internal (organisational) and external 

(international) variables in accordance with study [14]. Study “[14]” has done an extensive 

review of existing literature and presented framework to understand these problems effecting 

quality in developing countries.   
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They are as follows: 

Economic: Economic factors such as quality of infrastructure, resource availability, 

volatility, role of the private, sector in the economy, and the size of markets. For example due 

to lack of proper resources, governments in developing countries are unable to provide for 

good transportation and communication infrastructures to meet the necessary demands for the 

flow of materials and information. 

Political/legal: The common political/legal factors are free-trade agreements with 

other nations, regulations, and role of the public sector, central planning, governmental 

priorities, governmental efficiency, and financial incentives. This is one of the most important 

influencing factors, as governments legislations till early 90’s prevented foreign competition 

and thus monopoly existed in many developing economies, which is the reason for lack of 

competitiveness and focus of quality in organisations.  

Cultural/social: Cultural/social issues such as relative status of personnel, hierarchical 

focus, achievement focus, education level of workforce, labour turnover, customer focus, and 

the degree of international communications are important in the context of developing 

countries. Hierarchical distance among various levels of personnel within a given 

organisations affects quality; many developing countries have high power distance at 

workplace and have low level of literacy. 

Goals/priorities: Organizational priorities supporting quality efforts need to be in 

place for quality efforts to be successful. Implementation of quality initiatives such as TQM, 

ISO 9000 will be more successful only when top management give importance to quality 

improvement. Historically, this was not the case as many organisations in developing 

countries were state controlled and protected from private and foreign competition.  

Commitment/control: Organizations in developing countries can facilitate quality 

efforts by creating conducive environment for their workers. This requires workers to be 

committed and involved in the quality improvement process. This workers commitment 

should be aided by policies and procedures in place that encourage process control to 

minimize defects. However, lack of employee involvement and participation in quality 

improvement efforts is common in developing countries [18]. 

Centralization/decentralization: The quality management philosophy requires 

decision-making be decentralized. Workers need to be empowered to enable them to make 
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decisions at the source. This will happen with creating flat organisations with higher 

transparency.  

  The listed problems are typical only to developing countries even to date; important 

things organizations should take care of to implement QMS and overcome some stated 

problems are to develop flat organizations, which will replace the traditional hierarchical 

structure present in organizations of developing countries. Organizations that have been 

successful in building up their quality management practice have been shown to dismantle this 

vertical structure [17]. Power sharing is, necessary in order to practice TQM. Concentration of 

power the most commonly found in developing countries is in conflict with Deming’s 

philosophy. In addition, total quality management experts advocate teamwork rather than 

individualism [9]. The lack of internal communication and teamwork in the developing 

countries is the most important obstacle in achieving objectives of quality management. 

Cultural changes should take place in organizations to integrate workers and develop 

teamwork in achieving organizational goals. In the process workers should be educated and 

trained so that they possess the necessary tools and skills to do their jobs right. It is important 

that everyone in the organization share the same views and goals of management to implement 

quality as a culture. Typical cultural problem exists in developing countries is hierarchy of 

authority. In the society, it is disrespectful to challenge their thoughts of elders. This makes 

education, training and awareness programs necessary to mangers, to make them understand 

that the importance of teams to improve processes, so that views of subordinates are accepted 

with out any feeling of disrespect to their seniority or position [9]. 
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3.3.5 Overview of Some Developing Countries 

Pakistan
 
 

Pakistan is one of the leading developing countries working its way to stand firm in this 

competitive business environment. However, Pakistan is less competitive and has less export 

growth rate compared to other developing countries such as China and India [1]. This is due to 

less appreciation of quality assurance through ISO certifications and use of other management 

techniques. According to article “[2]”, WTO recommends organizations in Pakistan to register 

ISO to honor WTO and SAFTA12 requirements to ensure quality of products. 

According to study “[3]”, quality in ISO certified organizations is suffering from with 

poor implementation in majority of organizations. Organisations are performing very poor in 

different quality assurance related processes, mainly in statistical quality control, corrective 

action, insufficient management review, weak auditing, insufficient internal quality audits. 

Consequently, excellence in quality assurance is not guaranteed with the proof of ISO 9000 

certification. Some important characteristics of organisations according to “[4]” are 

1. Marketing: only minority has established this department on a professional basis. 

2. Design: Majority of the companies did not have any organized design or 

development department: 

3. Production planning was followed satisfactorily in nearly 60% of organizations but 

nearly all organisations have good production control measures. 

4. HRD was unorganised and in organisations where they are organised, they are 

usually not effective due to insufficient competence, commitment, and resources.  

5. Top management, middle management, and supervisors/workers lack quality 

management skills essential for developing quality culture. Awareness of quality 

tools is poor.  

6. Nearly half of organizations top and middle management not fully committed to 

quality. 

7. Participation of workers is very low in taking up quality initiatives and involved in 

quality problem solving.  

 

                                                           
12 South Asia Free Trade Agreement 
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Indonesia  

Organizations in Indonesia are facing stiff competition from other exporters from developing 

countries like Pakistan, China, Vietnam and India. The problem is the quality of Indonesian 

products, which are reputed to be inferior when compared with products from other countries 

[5]. Quality issues were first recognized in 1983, the Indonesian government initiated efforts 

toward improving its national productivity.  With this, quality concepts were introduced in a 

number of Indonesian companies with large foreign equities, notably Japanese-Indonesian 

joint ventures, and companies wholly owned by Japanese concerns. Even though organizations 

are successful to some extent in implementing quality management concepts, there exist 

profound problems according to various studies conducted when viewed in overall sense. 

Barriers for the successful implementation of TQM in Indonesian manufacturing organizations 

are human resource management, attitude towards quality, organizational culture, 

interdepartmental relations, materials, machines, equipment, information, method [5]. 

Yemen 

The study “[8]” shows three main categories of difficulties in practicing quality management. 

Yemen consists of mainly public companies. The first category is related to government 

issues, which include the selection and assessment of managers in the public organisations and 

the lack of governmental programmes, which are needed to support the quality activities like 

those found in other countries. The second category is related to technical knowledge, which 

the organisations in Yemen lack. According to study “[8]”, organisations lack sufficient 

knowledge of new techniques and are short of skilled personnel to implement these activities. 

The third and most important category is current organisational practices related to 

inappropriate managerial traditions. As found in the study most quality related activities are 

not practised and are still new for both staff and managers. 

Egypt 

Egyptian organisations have good understating of the purpose of ISO standards [6]. Majority 

organisations believe that ISO 9001:2000 intend for establishing a consistent documentation 

and for establishing formal quality system. In contrast, study “[7]” found that the majority of 

ISO companies believe that adopting the ISO certification means implementing TQM, instead; 

ISO certification should be regarded as a first step towards TQM. In general, manufacturing 
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companies and larger companies had a higher level of understanding of ISO than small and 

medium sized companies did.  

The study “[6]” revealed that many Egyptian companies place a great emphasis on 

certification. The most common reasons for seeking certification were to improve the 

efficiency of the quality system and pressures from competitors/foreign partners [6]. Study 

further revealed Egyptian companies see ISO mainly as quality system efficiency rather than 

achieving quality improvement, which is considered to be one of the least important 

influencing factors for seeking ISO certification. The perceived benefits of improving 

organizational documentation and the efficiency of the quality system appear to be the leading 

benefits for implementing ISO certification. Other perceived benefits are relative to supplier 

selection, improving product/service quality and using as a promotional marketing tool.  

There is significant difference in manufacturing organisations about the understanding 

of efforts required and benefits TQM will bring. These differences in understanding the efforts 

required for improving the efficiency and effectiveness of the system is denting TQM 

implementation [7].  

According to “[7]”, most important TQM influencing factors are top management 

commitment to quality and other important factors are promoting exports, attract foreign 

investments, improving quality and productivity-profitability, customer orientation. The main 

obstacles for TQM implementation is insufficient infrastructure, lack of training, workers’ 

reluctance to get involved in decision making, and inadequate knowledge base are regarded as 

resisting forces that inhibit the introduction of TQM strategy. To improve the situation in 

TQM implementation, study “[7]” recommends policy makers to enhance the capability of 

manufacturing firms that are willing to implement TQM strategy through increased funding, 

grants, incentives, and educational programs. 
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3.3.6 Conclusion 

This section has presented a brief overview of quality management practices in developing 

countries, with specific views on countries Egypt, Indonesia, Pakistan, and Yemen. Although 

these countries may not be directly comparable, they have provided information regarding 

prevailing situation in organizations of developing countries in their journey towards 

excellence. Developing economies often have unique characteristics, notably lack of 

democracy, instability, corruption, unskilled labour force and others. While not all developing 

countries suffer from these ills more are less this is valid.  

Presentation indicates organizations in developing countries have not been taking 

professional management seriously. Overall, issues relating to market forces, governmental 

responses to business environment, technology, and management, hamper performance in 

these countries. Difficulties in these areas can be removed only with professional planning, 

and implementation, both at the company and at the country levels. TQM and ISO programs 

which focuses on developing organizations for providing and aiding to satisfy mainly 

customers and stake holders are essential instruments for which organizations have to look for 

achieving success more keenly. ISO 9000 is a good framework for quality assurance, only if it 

is implemented effectively and efficiently which was not the case present in developing 

countries. The role of government is very important in disseminating quality management 

practices. Government should take steps supported by other groups to support development 

and utilize new organizational techniques.  
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3.4 Quality Management in German Organizations 

Introduction 

Historically product related quality philosophy has dominated in Germany where importance 

is given to the technicality of product [6]. The main goal was producing products, which cause 

minimum failures and statistical methods are used for this purpose.  Such system for 

controlling the quality was continuously improved to keep German products as widely 

accepted for quality. With the time technical and production knowledge spread, competitors 

were able to produce at lower costs and quicker in responding to customer demands [5]. With 

this, German companies recognized the essence of change laying path for prevention-based 

approaches. This was the first step to establishing a quality system in many companies, 

providing the platform for ISO certifications. The ISO 9000 series of standards gave a strong 

momentum to the quality movement since it first published in 1987. The automotive industry 

was the first to identify the advantages certification [5]. With the help of automotive industries 

the association of German car manufacturers has developed an independent standard for 

quality management VDA, the German quality management system (QMS) for the automobile 

industry (Verband des Automobilindustrie e. V.) which is mandatory for all German car 

manufacturers.  

Just in Time concept was being in use in Germany since the beginning of the 1980’s 

and Lean concept became popular since beginning of the 1990’s, especially in medium sized 

and big organizations [1]. At present main emphasis of quality is on customer satisfaction. 

Fulfilling customer requirements and giving the customers what they want is of prime 

importance [6]. Total quality management is the philosophy originations followed to achieve 

customer orientation. Total quality management and business excellence gained importance 

since 1988 when EFQM was founded [5]. Further commitment towards business excellence is 

strengthened by establishing the “Ludwig-Erhard-Preis – Auszeichnung für Spitzenleistungen 

im Wettbewerb” in 1997 as the German quality award, named after Ludwig Erhard, the first 

minister of trade and commerce after World War II and is based on European Quality Award 

(EQA). At present self-assessment, concepts are used for internal purposes. At the same time, 

positive trends can be seen in applications for the Ludwig-Erhard-Preis as an outward sign of 

the companies’ commitment to quality [5]. 
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3.4.1 Management Attitudes of EFQM Award Applicants 

 The study “[3]” has produced an extensive understanding of leadership practices in German 

organizations applied for EFQM award. The main criterion to be a leader in organizations is 

having ability to provide technical assistance to subordinate. The leaders, inclusive all 

employees in general prefer to work alone or with clear interaction and show a strong desire 

for control over uncertainty.  

The common objectives of leaders in these organizations is to ensure employees have 

targets that support business objectives, review progress towards objectives, provide training 

to employees, and recognizing employees for successful achievement of objectives. Even 

though both individual and team recognition is practiced, team recognition was preferred over 

individual by majority. Empowerment is key, in this regard majority organizations practice 

decision-making by the lowest possible decision-maker. That means employees were expected 

to act on their own responsibility and the teams were largely self-directed. It is common that 

leaders to encourage employees’ to network outside their own organization to learn from 

organizations in other industries. Media such as newsletters, intranet, video, meetings, e-mail, 

voicemail, and notice boards was used for internal and external communication. In general, 

communication is formal, especially for arranging meetings. Informal meetings with 

employees such as to spend time outside work with employees to integrate and communicate 

is not common. 

As the emphasis of quality is on customer satisfaction, communication with customer 

was given prime importance. Organizations stress their commitment and involvement with 

customers through customer visits by the top leaders to understand them in better way. In 

addition, customers have always a possibility to contact leaders at any time. Teamwork was 

regarded as usual practice and cross-functional collaboration using teams, which included 

employees from all levels and all functions of organization, is a commonly seen in 

organizations.  

It is in practice that leaders encourage employees to take part in improvement activities 

and provide time and training to do so. It is the norm for senior managers to lead improvement 

teams, set improvement priorities with reference to vision, mission, strategy, business targets, 

and customer needs. In addition, leaders usually engage themselves in a role in the local 

community to fulfil their responsibility towards society.  
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3.4.2 Quality Management Systems  

The quality management-systems in the organisations are based on different standards and 

models such as VDA6.1, QS-9000, and ISO. Overall, QMS certification in German 

organisations is very positive. From the study [6], it is known that 74% organizations being 

certified and from the study “[7]” it is known that 62.3 % organizations when seen in the 

context of other countries this is relatively large. According to study “[7]” most organizations 

have certified their QMS according to ISO 9001:2000, with fewer going for TS 16949, QA 

9000 certification.  

According to “[6]” leading motives driving organizations for introducing QM-system 

are “customer demand” and internal desire of wanting to “increase the efficiency” of the 

enterprise. It can be conformed by “[7]” to some degree but in contrast with study “[6]” 

internal desire of wanting to “increase the efficiency” of the enterprise is not the main motive. 

Overall the studies “[6]” and “[7]” show that the main advantages of QMS as seen by 

organisations are clear operational sequences and processes and clear organizational structure, 

transparent workflow. Increase in output, better reproducibility and tractability are major 

advantages particularly for small enterprises, which is quiet different from medium and large 

scale companies. Biggest disadvantage of QMS as seen by most enterprises is the complex 

documentation and the high administration expense. Cost and time-intensive work are main 

problems for introducing QMS in smaller organizations.  

According to study “[7]” internal effects of QMS are transparency of the processes, 

decrease of the internal errors, and decrease of the complaints. Other effects such as personnel 

development, motivation, and satisfaction of the employees are not that significant. External 

effects of QMS are increase in customer satisfaction, general reputation of the enterprise, and   

improved relationship with suppliers. When it comes to organisations with certified QMS, 

increase in general reputation is the strongest effect of quality management. Enterprises 

without certified QMS indicated certification a positive effect concerning their credit-

worthiness with banks.  

Success of Quality Management System 

The success of quality management system depends not only on its support by the top 

management and the strategic deployment, but also based on support of all the employees in 

the enterprise. From the study “[6]”, two third organisations practicing QMS are able to 
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sustain QMS after certification; overall the sustainability of QMS is about seventy five 

percent.  Same high percentage of sustainability of QMS can be observed in the study [7], 

where certified organisations considered being partially successful 50% to 50% very 

successful but in general the activities related to application quality management such as 

quality planning, control, improvement of process have weakness particularly in the 

organizations without certification. 

Use of Tools and Techniques  

Overall use of quality tools and techniques in organisations is poor with only one third 

organisations having relatively good use of all the tools and techniques available, with the 

remaining organisations seems to be unaware of tools and practically poor in using them            

[6]. In general, use of tools and techniques is proportional to production size, with larger the 

production batch size more the intensity of use of tools, in the same way large the number of 

employees and/or the amount of turnover, strong the use of techniques. 

Methods such as customer survey, customer observation, benchmarking and customer 

complaint analysis known for idea generation and for developing new products in German 

organizations [7]. However, relatively few organisations know creative techniques such as 

morphologic box, brainstorming, and brain writing. 

Common methods used in product development are Failure Mode and Effect Analysis 

(FMEA), target costing, chance-risk analysis and QFD. However, FMEA is the best-known 

and regularly used method. Considering widespread customer-oriented quality philosophy in 

the organizations, it is somewhat surprising to know that QFD regularly used only in twenty 

percent of the organizations.  

FMEA is the popular method used regularly in nearly forty percent of organisations in 

the production. The main purpose of FMEA in production is to uncover the potential mistakes 

and evaluate these mistakes and suggest suitable measures if necessary. Other techniques 

widely used are array data evaluation, process capability analysis, statistical process control 

(SPC), fault tree analysis and poka yoke.  

Process Improvement 

Production process optimisation/improvement ensures that resources are operating at their 

peak performance at all times to maximize production. The ability to optimise a process 

depends on the ability to control it. For the optimisation of production processes majority of 
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the organisations, wait until severe manufacturing problems arises [6]. Other major 

influencing factor for process optimisation is outside pressure for a necessary cost reduction. 

Only minority of organisations normally intervene in ongoing process to accomplish an 

optimisation. In general, organisations with large volume of production regular optimisation 

optimize processes and work with continuous improvement programs. 

TQM Activities 

TQM activities have started in 80’s, but the actual impetus only came with the initiation of 

“EFQM Excellence Award” which was later followed with “Ludwig-Erhard-Preis” the 

German national quality award. However, according to “[7]” even after initiatives such as 

establishing regional quality awards such as “Qualitätspreis Berlin – Brandenburg” the broad 

acceptance of TQM, as an organisational philosophy was not materialized. Majority German 

organizations are not inclined towards engaging themselves in activities other then conforming 

to QMS [7]. Organizations believe they are not required to survive without TQM and are of 

opinion that TQM is just a cost intensive program. Those who believe otherwise are engaged 

in self-evaluations, TQM, and six sigma activities. However, according to experts, general 

attitude of organizations is positive towards TQM. 

 In general, organizations are engaged in following activities important to TQM. All 

organizations are having clearly defined goals for the future with certified organizations being 

more systematic in having a vision. In general, employees including leaders of organizations 

devote 60 per cent of their time for keeping the processes under control, and invest remaining 

time on improvements and innovations in organizations [7]. There are positive trends towards 

training and development of employees. In addition, organizations work on determining 

employee satisfaction through various means directly and indirectly. Directly through regular 

meetings and questionnaires, and indirectly through indicators such as absenteeism, sick 

leaves, employee turnover, and readiness for the further training. However, certified 

organizations have positive trend compared to non–certified organizations. Performance 

related to employee suggestions  is very poor in German organizations; number of suggestions 

made by employees per year ranges from 1 to 5, far low when compared with Japanese 167 

suggestions per employee may be better then USA 1.1 suggestions per year [8]. 
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3.4.3 Conclusion 

This section has presented an over view of quality management practices in Germany mainly 

basing on two studies “[6]” sampling from organizations all over Germany and “[7]” sampling 

from Berlin and Brandenburg region. 

 There is clear indication from the studies a shift towards "customer-oriented quality". 

Nearly half of all enterprises regard this view of quality as important element for their success 

and the majority of the enterprises already orient itself to customer-oriented quality philosophy 

[6]. Though the majority of organisations from studies “[6]” and “[7]” complain about 

complex documentation and cost of QMS they still found to be having certified QMS, which 

indicates organisations commitment to deliver products and services with consistent quality. 

Large organisations and in particular manufacturing organisations are inclined towards 

certified QMS and doing activities related to TQM. It is also clear that to be a successful 

organisation, leadership, customer orientation, employee orientation, quality of process, 

control systems, communication process are very important as organisations with success are 

performing far better compared to ones with less success [6]. One can also sense the 

differences in level of quality practices when measured by QMS certifications and activities 

related to TQM, where average Germany company looks far better then ones from Berlin and 

Brandenburg [3],[ 6],[7]. 

Although studies show TQM is being welcomed mostly in larger organisations, one 

can see the TQM based awards such as EFQM, Ludwig-Erhard-Preis and Qualitätspreis Berlin 

– Brandenburg are providing frame works for organisations for self-assessment. Organisations 

using these frame works are performing far better in all aspects of QMS “[7]” when compared 

with organisations with and without certified QMS. 

 
 
. 
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Chapter 4 Research Methodology 

Introduction 

Research can be accomplished in many ways. In this chapter, aspects related to the research 

process of this thesis are described and discussed. A general description of available research 

methods is presented, underpinning a discussion of why some of these have been considered 

suitable for this specific research project.  

4.1 Research Design 

The role of research design is to connect the questions to the information collected in various 

forms. Design sits between the two, showing how the research questions will be connected to 

the data, and the tools and procedures to use in answering them. Research design provides the 

glue that holds the research project together.  

“A design is used to structure the research, to show how all of the major parts of the 

research project -- the samples or groups, measures, treatments or programs, and methods of 

assignment -- work together to try to address the central research questions”
[1]

.  

4.2 Research Strategies 

The mission of research is to generate knowledge with new ideas/methods. As a researcher, 

one also gains knowledge during the path of reading, discussing and investigating. The 

research, and how it is conducted, is influenced by the researcher’s understanding of world. 

There are alternative perspectives of what the process of undertaking research should look like 

[2]. The choice of research approach is not only dependent on the researcher’s epistemological 

position, but should also be based on the type of research questions we set out to illuminate 

[6], [8].  

Empirical methods are the means by which scientists gather information about the 

world in order to develop theories [9]. For conducting empirical research, there are two 

methods of data collection: qualitative and quantitative. The qualitative method permits 

researchers to study selected issues in depth and detail. Approaching fieldwork without being 

constrained by predetermined categories of analysis contributes to the depth, openness, and 

detail of qualitative inquiry. The quantitative method, on the other hand, requires the use of 

standardized instruments so that the varying perspectives and experiences of people can fit a 

limited number of predetermined response categories, to which numbers are assigned. The 



Chapter 4                                                                                                                                 Research Methodology  

81 

advantage of a quantitative method is that it is possible to measure the reactions of many 

people to a limited set of questions, thus facilitating the comparison and the statistical 

aggregation of the data. This gives a broad and generalised set of findings presented briefly. 

By contrast, a qualitative method typically produces a wealth of detailed information about a 

much smaller number of people and cases. 

In order to avoid their respective disadvantages, one important way to strengthen a 

research design is to use both qualitative and quantitative methods. The objective of 

generating knowledge about organisations’ following QM implementation by studying, 

analysing and describing implementation is done by both qualitative and quantitative methods. 

However, the first and most important condition for differentiating among the various research 

strategies is to identify the type of research questions being asked [8]. The explanations for 

adopting research strategies for different research questions proposed in this study are 

presented in the following subsections. 

4.2.1 Literature Review 

A literature review provides the meaningful context of project within the scope/knowledge of 

already existing research. “Meaningful context” can elevate research from disconnected 

observations or number crunching to the level of significance in the field of investigation [5]. 

The first and the second research questions Development of different quality 

management concepts, how they complement each other? and How quality management work 

is organised in India and other developing countries? are descriptive in nature.  

As explained by Punch [7] descriptive study sets out to collect, organize, and 

summarize information about the matter being studied; it is concerned with making 

complicated things understandable. For answering these two research questions, a literature 

review approach was the best strategy. The literature review on all aspects of QM helped to 

provide a detailed understanding of development of quality management concepts and their 

practices through different forms in the world. It also details the state of different quality 

management practices and basically how developing countries such as India practice these 

concepts in industries today. The literature review identified how different quality 

management practices are related. Thus the first research question, “How different quality 

management concepts are developed, how they complement each other?” was answered. 

Similarly, the literature review on all aspects of “Quality management practices in Indian 
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industries” developed understanding and identified some gaps in literature. Thus, the second 

research question, “How quality management work is organised in India and other developing 

countries?” was answered to some extent. In addition, in addressing the fourth question, 

“What lessons can be learned from these practices of these organisations and how can these 

practises better implemented?” literature review is used to get the understanding of various 

elements of implementation model.   

4.2.2 Questionnaire Survey 

The third research question “How are export oriented organisations practicing quality 

management?” is to examine the activities of QMS implementation, quality results, and 

organisations intentions towards quality management practices and their understanding for 

improvements. Based on the existing ISO 9000 system requirements model a two level survey 

was done to collect information about QMS practices. Here the objective to generate 

knowledge regarding export oriented organisations by studying, analysing and describing their 

practices. Therefore the design chosen is descriptive, non-experimental quantitative based.  

“Descriptive designs are used to gain more information about a particular 

characteristic within a particular field of study. A descriptive study may be used to, 

develop theory, identify problems with current practice, justify current practice, make 

judgements or identify what others in similar situations may be doing. There is no 

manipulation of variables and no attempt to establish causality” [10]. 

Characteristics of Descriptive Research 
[11] 

  

• Descriptive research aimed at describing the characteristics of subjects -- may 

be students, teachers, administrators, parents, the community at large, etc.  

• Descriptive research usually takes one of two forms: 1) survey research 2) 

observational research  

• Have objectives instead of hypotheses 

 
The greatest advantage of a questionnaire survey is its lower cost compared to other 

methods. A questionnaire survey can be used only when the objective of the study is clear and 

not complex [3].  In understanding quality management practices, research has been conducted 

using questionnaire surveys to collect information from Indian industries [Chapter 3.1, ref 7, 
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10]. Thus, a questionnaire survey was the most appropriate strategy to answer this research 

question. 

4.3 Structured Interviews 

In dealing with second question “How quality management work is organised in India and 

other developing countries?” there is not sufficient information regarding practices of QM in 

small scale industries, especially which are local market oriented. The available knowledge of 

SSIs suggest that they lack proper QM practices, with technically low educated people 

maintaining these organisations it was understood that detail structured interviews are the only 

way to gain knowledge of their practices, because these people do not understand standard 

questions in a questioners due to lack of awareness and knowledge about quality management 

concepts. Interviews will allow researcher to analyse the understanding of QM through 

interacting with organisation managers to get information about knowledge and quality 

management practices.  

Such information obtained from structured interviews was used to develop 

understanding of quality management practices. Generally, structured interviews can obtain 

more detailed information when compared with questionnaire surveys; some information that 

cannot be obtained through questionnaire surveys can be obtained through structured 

interviews. In the research area to understand QM practices, some researchers’ uses structured 

interviews to develop implementation frameworks. These results obtained from the structured 

interviews give the author a better understanding about QM practices followed in small-scale 

industries in India. 

4.4 Questionnaire Survey 

Many researchers in the field of quality management have used questionnaire surveys. Most of 

these researchers developed their questionnaires for data collection, based on their own 

research purposes, thus, differencing from each other. Therefore, it was necessary to develop a 

new research questionnaire. However, the questionnaires developed by these researchers did 

give much needed insights into developing the questionnaire required for this research 

purpose. As the purpose of the survey is to gain understanding QMS practices of Indian 

organisations, after consultation with research promoter and colleagues, ISO 9001:2000 
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requirements standard, which is broadly accepted standard for managing quality management 

system, is used as a core part in the design of questionnaire [Appendix: 4].  

The process of designing a research questionnaire can be split in to three elements [12]. 
 
Following these three elements and answering all the questions might ensure the successful 
design of the questionnaire. 
 

a) Determine the questions to be asked, 
- What is the aim of asking question? 
- Is the question of proper scope? 

 
b) Select the question type for each problem and specify the wording, 

- Can the respondents answer adequately? 
- Will the respondents answer willingly? 
- Are scales clear? 

 
c) Design the question sequence and overall questionnaire layout 

- Is the questionnaire logical? 
- Is layout of the questions easy and simple to follow? 

 

4.4.1 Questionnaire Modification 

During the initial stages of preparing questionnaire an active discussion with colleagues 

prompted many changes in the content mainly to simplify the structure; the questionnaire is 

divided into three parts mainly  

Part 1: General information 

Part 2: Information regarding quality system 

Part 3: Quality results & satisfaction with results 

Further modifications were made with critical review from promoter, which prompted 

to alter the sequence of questions and removal some unnecessary questions. The changes took 

place mainly to the Part 2, which was intended for collecting information regarding quality 

management system. Before finalising the questionnaire, it was rechecked with the people 

who are working in middle managerial position in Indian industries, who met author during 

visit to India before this study took place. Changes to the wordings of the questions suggested, 

and these changes were amended in the questionnaire before final version was drafted.  
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4.4.2 Research Sample Regarding Survey 

All the organisations considered for the initial study [Appendix 1] are doing business with 

German organisations or at least having some collaborative work with German organisations. 

The choice to use the organisations doing business with German organisations or 

organisations having some collaborative work as the sample for the Survey 1 is motivated by 

the following arguments: 

• Provides much needed understanding about practices of export oriented or 

export capable organisations.  

• Studying these organisations gives a great opportunity to compare these 

organisations practices with German organisations to gain some understanding 

in their practices, as it was one of research objective. 

• Organisations are expected to have formal following of QMS. 

 Comparison with German organisations was made possible only with author’s ease to 

obtain sufficient information regarding German organisations.   

Survey Samples 

The type of samples and the number of firms were determined on the basis of the information 

requirements for the research. In this research, all companies investigated for [Appendex: 1] 

the survey were randomly selected from “Directory of German Companies in India - I, 

Collaborations, Joint Ventures, Subsidiaries, 12th Edition published by Indo-German Chamber 

of Commerce”. The selected sample is limited to directory of German companies in India, 

manufacturing firms that are export oriented and/or having some sort of collaboration with 

German organisations. Therefore, the research results might be generalized to all organisations 

in collaboration with German organisations, which are manufacturing oriented.  

To extend the understanding of all export-oriented organisations to a greater extent, a 

second study was undertaken to compliment the main study [Appendix 1], with a sample 

based on organisations, which are practicing QMS systematically, certified according to ISO 

9001: 2000, also registered for export and located in and around the city Hyderabad. This 

study was mainly conducted to check how far results from [Appendix 1] could be generalised.  

This study was made possible only with the help of Joint Secretary, O Vasudeva Reddy, 

Charlapally Industrial association, Hyderabad. The association provided the author with a firm 

name list. And upon the request of author to get information about organisations that have 
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established QMS practices and may have certification according to ISO 9001: 2000. This 

association personally, with the help of Joint Secretary provided means to get in contact with 

organisations, and helped to fill out the survey. Upon the willingness to provide information, 

about 30 organisations were contacted. Questionnaire along with cover letter stating the 

purpose of the survey is delivered to responsible persons in these organisations, requesting 

them to complete the survey within two weeks. After two weeks, organisations were contacted 

again through telephone and completed questionnaires were collected personally there after.  

In total, twenty-three duly filled questionnaires were returned but only 21 were used for 

analysis after scrutinising thoroughly. 

4.5 Structured Interviews 

The design of the structured interviews was based mainly on the research objectives, the 

research questions, and the extensive literature review.  As said in earlier sections structured 

interviews are conducted to gain understanding of quality management practices in small-scale 

industries. However, before the structured interviews began, content was reviewed with 

management consultants, practitioners’ in the quality management.  Pre-test was done to 

finalise the contents and difficulties in answering them with the help of a small-scale industry 

owner, who suggested some questions could be irrelevant to SSIs even though literature 

suggests to search for such practices. Minor alterations were made as a result of this pre-test. 

The categories of questions, which were asked during each interview, can be classified into: 

General information about respondents, customer relationships, quality control/ improvement 

practices, employee management practices, and future orientation. 

4.5.1 Sample Determination 

To conduct structured interviews, first step is to decide the sample of firms, the interviewees 

in the firms to be interviewed, and the number of firms for interviews. After selecting the type 

of firms (SSIs) to be interviewed, the next step was to decide how many firms would be 

selected for structured interviews. The number of interviews was decided by considering the 

information required against the cost and time of conducting structured interviews. Finally, ten 

structured interviews were regarded as sufficient for this study. Not all of the 10 firms were 

available during study; finally, seven SSIs selected were selected for the study as   

recommended and introduced by local industry association member, who also owns an SSI in 
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that area, whom I know from a very long time. Before selecting companies for interview 

author had discussions with the member who though well educated not aware of quality 

management concepts in order to make him understand the research topic and requirements of 

present study. After understanding the requirements of the study two weeks time was taken to 

select the potential organisations that could be participating in the study. All the potential 

candidates address was given by the association member, he also personally got in touch with 

those organisations to inform about my study and to know about their willingness to 

participation, before passing on their information such as names, address and telephone 

numbers. Author then made telephone calls to each interviewee and explained the aim of the 

interview and time required. As a result, they all agreed to participate in this research. With 

the help of associate member author then made appointments with all the interviewees. Only 

with the help of this associate member, it was relatively easy to get their appointments. 

Process for Structured Interviews 

The structured interviews were conducted in the months of July and August 2004. During the 

process of the interview, the interviewees were encouraged to give the major points of about 

practices. Each interview was approximately 2-4 hours long and only single case it was 

continued to the following day.  Most of the questions asked were not exactly as prepared, but 

only relevant questions applicable to these organisations as they come up during interviewing 

process. Questions are prepared only to make sure that none of the important points are 

missed. Generally, start of each interview was preceded by a small look into plant where 

actual work happens. All interviewees were owner managers and have the complete 

knowledge about their company activities, thus are ideal source to collect information. This 

makes collected information more valuable and presents complete picture about practices of 

these organisations. 
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4.6 Reliability, Validity and Generalizability  

Precision and accuracy are the two most important qualities measured in research success. In 

practice, they are measured by reliability and validity [13].  

The present study can be reliable if the interviews, information, observations and 

survey study lead to the same results when repeated. However, at the same time it is not valid 

if the result incorrectly reflects the actual phenomenon. The following argumentation 

describes the author’s efforts to accomplish the study as accurately as possible in relation to 

the two concepts validity and reliability. 

4.6.1 Validity Regarding the Survey 

Validity is defined as the extent to which any instrument measures what it is intended to 

measure [14]. The three most popular methods of evaluating the validity of a measurement 

instrument are content validity, criterion-related validity, and construct validity. 

The construct is the initial concept, notion, question or hypothesis that determines 

which data is to be gathered and how it is to be gathered, it deals with all the items that are 

meant to be measured can actually predict the phenomenon or an attribute under measurement. 

Content validity refers to the extent to which a measure represents all facets of a given concept 

[15]. The evaluation of content validity typically involves an organized review of the survey’s 

contents to ensure that it includes everything it should, and does not include anything it should 

not. In this research, however, it was argued that the 5 scales of QMS implementation 

constructs had content validity since the development of these measurement items was based 

mainly on an extensive review of the literature related to ISO 9001:2000 requirements and 

reviewed by peers. The references list the literature reviewed by the author during the period 

of conducting this research, and the research methodology section addresses the detailed 

process of developing the research questionnaire. 

4.6.2 Reliability Regarding Survey 

The extent to which results are consistent over time and an accurate representation of the total 

population under study is referred to as reliability and if the results of a study can be 

reproduced under a similar methodology, then the research instrument is considered to be 

reliable [14]. Reliability refers to quality of measurement; it means there is "consistency" or 

"repeatability" of measurements [16]. 
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According to Earl Babbie [13], reliability concerns with weather particular technique, applied 

to the same object would yield the same result each time. There are four methods commonly 

used for assessing reliability, namely, (1) Inter-Rater or Inter-observer reliability (2) the Test-

retest reliability (3) Parallel-forms reliability (4) the internal consistency method. The most 

general form of reliability estimation is internal consistency method. In internal consistency, 

reliability estimation is used to judge the reliability of the instrument by estimating how well 

the items that reflect the same construct yield similar results.  It indicates how consistent the 

results are for different items for the same construct within the measure. Coefficient alpha 

measures internal consistency reliability among a group of items combined to form a single 

scale. Generally, professionals consider reliability coefficients of 0.70 or more is valid [17]. 

This internal consistency method was used in evaluating the reliability of the survey 

instruments in this research [Appendix 3] though this can be said to be valid only with sample 

of significant size. The requirement of sample size is dealt more in generalizability.  

In addition to internal consistency method, to ensure the reliability of the study, clear 

instructions were given in questionnaires about how to interpret the questions and what should 

considered while answering the questions. For convenience and simplicity, special care is 

taken to keep different type of questions in different sections. And questionnaire was also 

tested for understanding to avoid any misinterpretations.  

4.6.3 Validity of Qualitative Approach (Interview) 

Qualitative research uses a naturalistic approach that seeks to understand phenomena in 

context-specific settings, such as "real world setting the researcher does not attempt to 

manipulate the phenomenon of interest"[18, p. 39]. Validity in qualitative research has to do 

with description and explanation, and whether or not a given explanation fits a given 

description. It is important for the researcher to describe the studied phenomena as correctly as 

possible, which implies that the researcher’s comprehension and interpretation of the studied 

phenomena should be in accordance with the real phenomena. The best tactics for increasing 

validity of qualitative research by multiple sourcing, reviewing of interpretation by key 

informants. In the present study author worked towards validity by continuously engaging 

with people in the small industry who has experience about practices in these industries and 

later reviewing the interpretations by these people. Author also took in to consideration 
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information from other sources such as book on “Small Scale Industries in the New 

Millennium” by Dr. Syed Vazith Hussain to check uniqueness of the interpretations. 

4.6.4 Reliability Regarding the Qualitative Approach 

Quality concept in qualitative study has the purpose of “generating understanding” about a 

group under observation. To ensure quality of the study researcher should be able to persuade 

his or her audiences that the research findings are worth paying attention to. [19, p. 290]. To 

be more specific with the term of reliability in qualitative research, [19, p. 300] use 

“dependability”. 

In order to ensure the reliability, author has reviewed the group and collected 

information mainly in the form of personal interviews with the help of standardized interview 

questions; this will enable another researcher to walk the same path during the data-collecting 

phase. Special care was taken to convey every interviewee the purpose of interview is for 

generating understanding about small industries and interviews are conducted with full 

commitment from the managers to provide complete information regarding their practices.  

4.6.5 External Validity and Generalizability 

Along with internal validity, every researcher should deal with external validity by defining 

the boundaries of the results. As said by Adams and Jay [20, p 89] external validity refers to 

generalizability or representativeness of research findings. To determine external validity 

questions such as, to what group of population can the findings be generalized? In what type 

of settings under what conditions? Should be answered.   

Population from which study [Appendix 1] represents organisations, are associated 

with German organisations. However, with response of about only 20% from sample 150, the 

findings cannot be generalised to whole population. However, the main objective of the study 

is not to generalize to whole population but to develop understanding about export oriented 

organisations in India and their practices related to quality management. Only in that process 

(develop understanding about export oriented organisations) the framework organisations 

associated with German organisations is selected. So one can only generalise the results to 

these organisations to a great extent. One supporting argument for this is that study result 

shows more homogeneous practices in these organisations, as it is known fact that 

generalisability depends not only on sample size but also characteristics of sample.  In 
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addition, to achieve overall objective of develop understanding about export-oriented 

organisations in India and their practices related to quality management, a second sample 

representing organisations with established quality management practices was selected with 

convenient sampling method and the result from this study shows more are less same trend in 

practices. These results add to confidence of results representing wider population. With this 

one can say objective of achieving understanding of quality management practices in export-

oriented organisations of India was relatively successful.  
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Chapter 5 Summary of Studies 

5.1 Summery of Survey  

The study [Appendix 1] quality management in Indian organizations says, organizations are 

working towards implementing and operating a determined quality management system. 

Though organizations are embracing modern systems, majority of them are yet to successfully 

implement and achieve success. Our study shows almost all the companies (90%) are pursuing 

excellence through philosophy of continuous improvement and customer orientation. For this 

purpose, 83% of the companies use cross-functional quality improvement teams in introducing 

improvements in organizational processes. In addition, nearly 75% organizations have their 

quality systems certified. In general, the quality management system of the companies 

participated in this survey found to be very good, with 73% of them systematically established 

and maintaining a quality manual with strong control of documentation at all levels. 

 

 

 

 
 
 
 
 
 
 

Figure 5.1 Survey Results Management Commitment 

 

Over all management commitment in the organizations participated in this survey is 

good with majority of (53.3%) organizations’ are having management strongly committed in 

establishing strong quality policy, quality objectives and communicating them to organization. 

Even though customer satisfaction was given high priority, observations revealed only 47% of 

the organizations are systematically doing all the activities such as assessing customer needs 

and expectations, studying customer complaints, collecting data from customers and use data 

on customer expectations and / or satisfaction in designing new services and products.  
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Figure 5.2 Survey Results Quality Planning 
 

 The performance of activities related to quality planning is not encouraging; only 37% 

of organizations are performing all the activities such as establishment of measurable quality 

objectives, documenting procedures for key activities identifying and allocating resources and 

activities needed to achieve quality objectives to complete satisfaction. Communication 

system is essential for effective and efficient running of any organization. Results from this 

study showed, good communication system prevails only in few organizations; only 27% of 

organizations have established a very good communication system and 57% of organizations 

should improve in their communication system, necessary for effective implementation of 

QMS. 

 

 

 

 

 

 
 
 
 

Figure 5.3 Resource Management 
 

Performance of the activities related to resource management in Indian organizations is 

not good. This study found only 23.3% of the organizations doing excellent resource 

management activities. These activities include allocation of sufficient resources for 

implementing, maintaining and improving QMS providing education and training the staff and 

infrastructure to achieve conformity to product requirement. In addition, majority (56.6%) of 
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organizations have to improve resource management activities in realizing organizational 

goals. 

 Activities related to purchasing such as, evaluation of supplier, and working with 

suppliers to improve the quality and developing new products are being performed very well 

by Indian organizations. This study found, about 45% of organizations are having the 

excellent system while the remaining 45% of organizations agree to be working on the criteria 

to perform all the related activities. Indian organizations are conscious about customer 

satisfaction, majority (52%), collect information about customer satisfaction to know whether 

organization actually meet customer requirements. In addition, products are checked and 

monitored carefully to avoid defective products reaching customer. As found in many modern 

organizations, study found only 45% of organizations have standard system in place to take 

action to eliminate the cause of non-conformities and also to eliminate potential cause of 

nonconformities, and the remaining organizations need improvements in this regard. 

 

 

 

   

 

 
 
 
 
 

Figure 5.4 Measurement Analysis and Improvement 

 

 The use of statistical tools to monitor and measure product and process is very poor; 

only 17% of organizations strongly use the statistical tools to monitor product and process and 

in 48% of organizations using statistical tools, their application is limited. In addition, only 17 

% of organizations actively work and analyze the appropriate data to demonstrate the 

suitability and effectiveness of QMS. 

Taken together, quality results of the organizations are reasonably good. From the 

study, it was found that 43.3 % of organizations are doing very well and are having excellent 

quality related results considering the criteria in simplifying how products and services are 

provided to improve quality of products and services, and reduce the costs. 
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Figure 5.5 Organisations Quality Results 

 

It was clear from the study that only 27% companies are completely satisfied with their 

quality improvement efforts and all other activities they are undertaking related to QMS. 

Majority (63%) organizations are merely satisfied with their efforts and there is considerable 

work still to be done to get desired results.   

 

 

 

 

 

 

 
 
 

Figure 5.6 Satisfaction with Quality Improvement Efforts 
 

Conductive work environment is very important to make employees interested in their 

job and get desired results. Results obtained from the present study showed, majority of (53%) 

companies are completely satisfied with present situation of having conductive work 

environment and satisfied workforce. However, about 43% organizations are not completely 

satisfied with their work environment and believe there are definitely many necessary 

improvements to be made to make work environment more conductive. 
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5.2 Summary of Interviews in SSIs 

Organizations participated in the study [Appendix 2] are having total number of employees 

from 4 to 23, which are manufacturing oriented. All the studied organizations have a small 

customer base, which does not exceed six in number; however, majority of the business is 

done with only 2 to 3 customers, who are locally based medium sized industries. These 

organizations produce parts that require not more than 4 to 5 operations. The quality of the 

product is assured through 100% inspection; however, there is no special planning for quality 

or quality improvement activities. It is common to see; neither workers nor owners to have any 

technical background. In the present study, people who have technical education such as 

engineering own only two out of seven organizations; remaining organizations are owned by 

people who have working experience in similar field. Except a single company, none of them 

is technical oriented. In general, workers with experience are preferred for employment. 

However, some of companies provide initial training to workers in specific operations they 

have to do in their job.   

Worker incentives or motivational activities are not common among organizations, but 

performance based appreciation has been observed in some organizations. Giving incentives to 

workers will not be a problem for companies because organizations have a single owner. 

Overall, it has been reported that workers are not enthusiastic in improving the quality. In 

general, there is a strong negative feeling regarding workers attitude, some owners think 

workers try to avoid doing work, even they suggest incentives does not work to motivate 

employees. Apart from two organizations, none had positive experience with workers. Only 

one organization has a method of problem solving and nonetheless, there is no documentation 

or logbooks to make a case history. In the process, targets such as “reduce machine 

breakdowns”, “reduce rejections” are set  and reviewed that after specific period, the reviews 

are also based just on workers remembrance of problem occurrence, because there is no 

recorded data to verify improvements.   

 Repetitive orders are the yardstick for organizations to know about customer 

satisfaction and decide on changes or improvements to the product. Organizations do receive 

customer feedback, to provide suggestions or give compliments for products/services they 

provide; normally this is done through phone calls. Common channel to receive customer 

orders are is on phone because most of companies do not have marketing person; however, it 

makes sense to deal with customers on phone as they have very few customers.  
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In the present scenario, most of the organizations are facing heavy competition; and are 

concerned about future, because of constant decrease in price due to competition. As a result, 

none of the organizations has any major changes or plans that they will undertake other than 

technology up gradation plans to face the competition. 
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6.1 How ISO Certified Indian Organisations are Managed 

 
Preceding chapters presented a view of current quality management practices in Indian 

industries from wide range of sources. This section will focus on discussing quality 

management practices of organisations implementing ISO standards. This discussion, based 

on study [Appendix 1] and research studies available, will provide greater understanding of 

practices of ISO certified organisations in India. 

Introduction 

Literature review [Chapter 3.1, 3.2] indicates Indian organisations are moving from traditional 

quality control practices and investing in advanced management systems. This is truly the 

case; present study 13 gives ample evidence that organisations are giving importance to QMS 

certification and following TQM principles. Even though, the intentions to follow the 

philosophy of continuous improvement and customer orientation are evident, it is far from 

accomplished work.    

Implementation, Maintenance, and Sustainability of QM 

Sustainability of quality management refers to the organization’s ability to continue support in 

all activities in the manner it is planned during the period of its initiation. Management 

commitment is the most important influencing factor in implementation, maintenance, and 

sustainability of QM. Results of this study indicate increase in management commitment in 

establishing quality policy, quality objectives, allocation of resources and communicating 

them to organization compared to what found in the studies [11],[8]. Studies “[8]” and “[10]” 

indicate increase in customer orientation in 90’s due to increase in competition and conform 

organizations had positive experiences by implementing ISO certification. Agreeing with this 

present study indicates customer orientation was gained much needed importance, but only 

half of these are systematically doing the activities. Which indicates organizations intentions 

but in practice, they are not successful in performing. Activities related to quality planning are 

performed in the same manner. Despite organizations carrying out planning activities most 

does not seem to do with conviction. In addition, results indicate only few organizations 

actively work for effectiveness of the QMS. In general, the study shows positive trends 

                                                           
13 Among the organisations, which are, outward oriented and are doing business and having collaborations with 

organisations from other countries. 
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compared to previous studies, however, sustainability and commitment may be lacking in 

implementing and maintaining QMS.  

Resource Management 

According to the present study, majority organisations are not providing proper resources for 

implementing, maintaining, and improving QMS. This indicates organizations lack of strong 

commitment for sustaining QMS. This belief is shared by the study [Chapter 3.1, ref 8]. 

However, in maintaining infrastructure necessary to achieve conformity to product 

requirements and assuring quality, organizations are doing better. The most important aspect 

of resource management is providing education and training to staff for identifying and acting 

on quality improvement. Organizations performance in this regard is not encouraging. In 

agreement with the studies [Chapter 3.1, ref 11, 8] two third organizations provide education 

and training but only one third of those are able to do it properly. The same was reflected in 

the study [Chapter 3.1, ref 10] in the certified Indian organizations. Study [Chapter 3.1, ref 10] 

indicates resources available for employee training is low among the Indian organizations and 

number of days training provided is low compared with other countries.  

Customer Orientation  

TQM philosophy says organizations must work towards customer satisfaction with whatever 

service/products they provide, ISO standards says proper system to be in place to ensure 

costumer requirements are met. Results show Indian organizations are not receiving this 

message properly.  

Studies [Chapter 3.1 ref 10, 11] indicate organisations are involved in activities such as 

collecting data regarding customer satisfaction, but there is lack of information really how 

their performance in this regard is. Present study provides more information; it tells that 

overall organisations are involved in collecting necessary data used to manage quality and to 

make necessary quality improvements to ensure customer satisfaction. However, majority of 

them are not performing to the desired maturity level, especially organisations need to address 

activities regarding assessing customer needs and expectations and using the data in designing 

new services and products.  
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Product/ Service Realization 

Product/service realization activities are organisational efforts in determining the 

requirements, design the product/service and establish processes and documentation, and 

provide resources and facilities specific to the product/service. There is not much from 

information from previous studies regarding how organizations are performing. However, 

careful review suggests activities regarding defining objectives and requirements of new 

products are in practice in Indian organizations. Though the inputs to define products 

specification are taken from customer, systematic process of collecting information for 

defining product is not identified. Particularly the use of tools such as QFD is not commonly 

found. Present study indicates only fifty percent organizations doing very well in product 

realization activities. Even though the remaining organizations are involved in these activities, 

there is definite scope for improvement in activities such as “collecting product specific 

information from customer” and “reviews to ensure organization has the capability to provide 

requested product (or) service”.  

Supplier Involvement 

Supplier is the most important element of organizational network whose performance will 

directly influence organizations reputation and product performance. Thus supplier 

involvement, supplier monitoring, evaluation became important organisational activities. 

According to study [Chapter 3.1, ref 38], Indian organizations have supplier evaluation 

systems. However, these systems failed in establishing the synergistic integration between 

buyers and sellers. Result from the present study agrees with this to an extent. Results suggest 

organizations have documented the criteria for supplier evaluation, but only a few 

organizations seem to be doing systematically. According to study [Chapter 3.1, ref 11, 10] 

organizations are having a standard system of providing feedback to suppliers concerning the 

quality, and effective supplier rating system for identifying the reliable suppliers as well as to 

motivate them towards improvement of quality. But there is no enough information regarding 

how widely this is practiced. Present study indicates many organizations are working closely 

with their suppliers and have a system to measure their performance from time to time. Even 

though this is widely practiced, only half of these organizations seem to do with perfection. 

This indicates necessity for organizations to review their process to enable them to work more 

closely with suppliers thus benefiting in organizational performance and customer satisfaction. 
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Measurement Analysis and Improvement  

Collection and analysis of data for improvement is very important to organizations, as 

performance in this regard will significantly, and negatively affects the customer complaints 

[Chapter 3.1, ref 10].  

Monitoring customer satisfaction is necessary to make sure that product/service fulfils 

customer needs. If customer needs are not met, it gives the opportunity to make necessary 

improvements to ensure customer is satisfied. Results of the present study show, majority of 

the companies comprehensively work towards monitoring customer satisfaction, but 

significant portion of organisations still have to work in this regard. This indicates 

organizations are well aware of importance of monitoring customer satisfaction but they have 

not standardized their efforts. The same is true regarding eliminating the cause of non-

conformities, nearly fifty percent have systems to prevent their reoccurrence, the remaining 

having systems but may not functioning properly.  

The most important aspect of measurement analysis and improvement is the use of 

statistical tools to measure and monitor product and process. Study [Chapter 3.1, ref 10] 

indicates organizations realized preventing problems is much better then correcting defects 

later but preventive work is not widely practiced.  

According to study [Chapter 3.1, ref 8], awareness of statistical tools is poor in Indian 

organisations. It suggests management needed to be educated in using statistical methods in 

improvements. Another study [Chapter 3.1, ref 10] in this regard indicates Indian 

organisations use statistical sampling inspection for incoming materials and in-process 

inspection but does not give clear information about how strongly they use statistical tools. 

Present study indicates improvement in the awareness of statistical tools compared to previous 

studies. However, only few organizations (less then 20%) strongly use tools to monitor 

product and process. This indicates the application of statistical tools is limited, though 

majority of organizations know about their use. 

Human Resource Management/Employee Satisfaction/ Work Environment 

Employee relations is aspect of HR that directs attention to assist employees and management 

to establish a work environment that is stimulating and creative and that supports an 

environment in which the individual can perform to the best of his or her ability [1]. Customer 

satisfaction is important for every organization to achieve organisation goals; however, it is 
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impossible goal to reach without satisfied employee. Employee’s satisfaction has direct 

influence on customer satisfaction. According to [Chapter 3.1, ref 1], “how employees feel 

about their job has an impact on their work experience, but also on tangible business outcomes 

such as customer satisfaction, sales, and profit” [2]. Management commitment to employee 

empowerment influences employee involvement in organizational activities. Studies show 

employee participation in improvement activities is low in Indian organisations. According to 

[Chapter 3.1, ref 10] the degree of employee participation in quality decisions was low, since 

decisions on whether a process should run or stop, and whether a product conforms to 

specifications or not, was made by managers. Employee involvement and empowerment was 

given least priority in practice in these organizations [Chapter 3.1, ref 10]. Present study 

agrees with this, only one-third organizations have their employees’ active in giving 

suggestions for improvement of quality. The majority of organizations are not completely 

satisfied with the level of employee participation in giving suggestions and sees scope for 

improvement. There is also evidence that many certified organisations recognised the 

importance of teamwork and involvement of employees for successful implementation 

[Chapter 3.1, ref 8]. In general, the main barriers to employee involvement are lack of top and 

middle level management commitment to employee empowerment [Chapter 3.1, ref 10].  

Recognition and rewards play an essential role in inspiring employees regarding 

quality. There are different practices in recognizing employees in Indian companies. Study 

[Chapter 3.1, ref 10] indicates employees in ISO companies were recognized and rewarded 

individually for their superior quality performance. Even though this is true in the 

organizations participated in the present study; it shows only 57% of companies are 

completely satisfied with their policy of recognizing employees. This shows significant work 

remains to be done by relatively large number of organizations in encouraging employees by 

recognizing them in proper way. 

 Process changes are common in any organization and very important for improving 

the efficiency and introducing new technology. To implement changes organizations need 

employee cooperation. In general, it is believed gaining support for process changes in Indian 

organizations seems to be a tough task. Present study shows only one-third organizations are 

getting proper support from their employees for making changes, with in the majority 

organizations this seems to be relatively challenging task. Not only gaining support for process 

changes challenging task, but also it is relatively hard task to transfer good practices from one 
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department to others. Lack of cooperation from employees could be due to lack of proper 

communication from leaders, employees feel insecure towards new changes and not motivated 

to change practices.  

Quality Improvement Efforts 

Quality improvement efforts are investments to improve the performance of key processes 

within an organization. Improvement focuses on improving customer satisfaction through 

continuous and incremental improvements in processes; the best-known tool for implementing 

CQI process is PDCA cycle. 

Management understanding of quality is necessary to initiate quality drive and carryout 

improvements. Present study results are not encouraging in this regard. Results show more 

than half of organizations believe their management has very good understanding of quality 

requirements but it remains significant portion of organizations (more than 40%) lack proper 

understanding of quality. Despite this situation, more than 63% of organizations strongly 

follow the principles of continuous improvement of quality. This situation may be the result of 

trend in the Indian industry; continuous improvement philosophy has lot of publicity after 

number of companies won the Deming award. However, in contrary strong commitment to 

continuous improvement of quality exists only in 56% organizations, the reason for this could 

be management lack of understanding for quality. 

Present study indicates overall quality improvement efforts are poor with less than 

25% organizations carrying out improvement activities systematically. Remaining 

organizations are required to put extra efforts into quality improvement activities. Same can be 

inferred from the study [Chapter 3.1, ref 10] where situation demands extra efforts; here 

leadership gives importance to quality and review quality issues in meetings, but the same 

message was not taken up by the employees who work on improvements. In addition, study 

indicates organisations does not exhibit real commitment to pursuing a path of meaningful 

quality improvement and does not make sure necessary resources are made available for 

improvements. However, some organizations recognize the need for extra efforts for 

improvements [Chapter 3.1, ref 8]. Agreeing with the findings of study [Chapter 3.1, ref 8], 

present study indicates the needs for extra efforts should be realised by organisations. Because 

organisations are unable to provide excellent training, communicate about quality, encourage 



Chapter  6                                                                                                                                                    Discussion   

105 

employees’ active involvement in improvement efforts and in effective utilization of 

resources.  

Conclusion 

The result from present study regarding awareness about the status of practices was 

encouraging when compared to other studies. Though study [Chapter 3.1, ref 8] gives some 

indications of management awareness of organisation requirements, other studies in ISO 

certified organisations does not provide any information regarding management awareness of 

organisation requirements. In the present study, only 33 percent of organisations are 

completely satisfied with their performance and think that they have good growth prospects 

through happy customer and satisfied employee. However, the quality results showed only 43 

percent of organizations are in healthy state and have good growth prospects, organizations 

perception in this regard indicates they are aware that they are not secured, which is a good 

sign to have for any organization to make necessary improvements.  

This discussion had a definite limitation. Due to the differences in study objectives and 

information presented in various studies, discussion has not provided opportunity for direct 

comparison of status of various quality management related activities. Information provided in 

this discussion will only serve as indicative of status of current practices in ISO organizations. 
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6.2 Classification of Indian Organisations 

There are different levels of quality management practices in this world. Studies and literature 

available in this regard indicate different levels of awareness and practices of QMS in India. 

This is mainly due to the status of transition period since 1991 when liberalisation of Indian 

economy started. In this period, it was easy for some organisations to adopt modern systems, 

for others, the management have not realised fast enough, but they are just in the right 

direction and the remaining have not realised yet. Many factors such as management 

awareness, their education levels, cultural aspects, organisation size, market direction, 

customer base are influencing these practices. One of the simple ways to differentiate 

organisation practices is according to customer base (or) potential customer base. For 

example, Indian manufacturers, who were eager to become suppliers and collaborators to 

larger European, Japanese, and US companies, pursued QM rigorously by implementing TQM 

philosophy and used related tools to achieve competency. In contrast, small-scale industries 

that are local oriented and works for one or two local industries do not have any formal 

practices. With the thorough analysis of literature and understanding from the studies four 

levels of quality management practices are identified. 

TQM Organizations (Level 4) 

These organizations attained “Global green card” through implementation of “TQM 

philosophy”. Organisations follow the philosophy that creates quality and delights the 

customer while satisfying all other stakeholders. These organisations are the best in the 

business, and reached the level where they can compete with any known organisation in the 

world in terms of quality, customer satisfaction and profits. These organizations regularly use 

tools and techniques, to identify and measure customer needs and satisfaction, in order to plan 

and improve organizational activities to enable them to provide required products and 

services. These organizations focus particularly on development of design and human 

resources in addition to process quality. Most of these organisations are Deming Prize winners 

[Chapter 3.2]. 

Export Oriented Organizations (Level 3) 

These organizations work nationally/internationally and have achieved export competence as 

one can say “International licence” through “quality assurance practices”. They try to assure 

customers that organisation possesses processes which will enable them deliver quality 
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product and service. These companies try to standardize their processes and use internal audits 

to check the standardization and their conformance. Organizations knowledge of continuous 

quality improvement (CQI) and related quality tools and techniques is moderate and practical 

use is poor. Most of these organisations are recognised by their certification to International 

standards as found in [Appendix 1].  

Regional/National Organizations (Level 2) 

These organizations work nation wide or have the potential for the same. These organisations 

achieved “National licence” through “quality control practices” that makes sure organisation 

process will not deliver defective product or service. These companies carry out inspection 

and testing at different stages of production. Use of SPC, SQC can be seen in these 

organisations. Defect detection in products and rework remain focus of these organisations. 

Quality assurance practices are relatively low among these organisations. Knowledge of 

continuous quality improvement (CQI), and related quality tools and techniques is very 

limited and practical use is relatively poor. These organisations may be effective but lack of 

efficiency; it is almost impossible task for these organisations to with stand heavy 

competitions. Most of these organisations comes under these category can be identified with 

the characteristics found in literature review [Chapter 3.1].  

Local Organizations (Level 1) 

Most of these organisations do business with local customers, mainly for medium scale 

industries or local markets. If they work as suppliers to medium, larger scale companies, they 

will not have more than three to four customers. These organisations are single owned and 

come under category SSIs. Formal quality management activities do not exist. These 

organisations are characterised by use of low technology, uneducated labour, run by 

uneducated owner or a person without technical background. Most of the organisations comes 

under this category can be identified with the characteristics found in study [Appendix 2]. 

 Further understanding of practices in these organisations is achieved through 

discussing important aspect such as, human resource practices, management attitudes, quality 

control/process control/ improvement activities, and customer/supplier relationships.  
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6.2.2 Human Resource Practices 

Level 1: These organisations follow outdated human resource practices. In general, it is not 

common for workers to have any voice in these organisations. In majority organisations, 

workers do not have formal education. In particular, training is not given importance, if 

necessary employees are trained only for specific job they have to do. Empowerment almost 

does not exist in these organisations. However, it is common to see workers to give 

information if problem exists, to take action and correct mistakes. Workers participation in 

improvements is poor, and generally, management do not encourage workers involvement. 

General practice is that no-incentives are given to workers other than wages, but in some SSIs 

employees are motivated with financial rewards for good performance and special care taken 

towards their personal problems if they arise. However, this is happening only where 

managers/owners are well educated. 

Level 2: Human resource practices in these organisations are not particularly well-established 

ones. Education and training to enable employees for identifying and acting on quality 

improvement opportunities is poor, here many organisations know (or) aware of these 

practices and are practicing them but only few are able to do in an organised way and do 

activities what is required. Empowerment is relatively poor, here only supervisors and low-

level managers have some sort of power, and people tend not to delegate power by any means. 

Workers care particularly in low skill jobs in private sector is poor as abundant people are 

available to do those jobs. To conclude, organisations give least priority to employee 

involvement, training and empowerment.  

Level 3: It is evident there is not much difference between organisations when compared with 

Level 2 organisations. However, the trend is slightly positive in organizations ability to give 

training, have their employees active in giving suggestions for improvement. Recognising and 

rewarding workers is more systematic as managers tend to recognise TQM principles as 

important and are practicing QM in an organised manner. To conclude, employee 

involvement, training and empowerment practiced in organised manner but only in few 

organisations in successful manner. 

Level 4: These organizations work for total employee involvement and commitment. 

Organisations provide training to impart adequate knowledge and skills to all levels of 



Chapter  6                                                                                                                                                    Discussion   

109 

employees; as part of achieving objectives of the company. Organisations use regular 

employee opinion survey (EOS) to identify gaps, in performance appraisal, employee training, 

to undertake improvements. 

6.2.3 Management attitudes 

Management understanding of quality concepts such as, defect prevention, quality 

management system, and other quality concepts such as TQM, depends upon their level of 

education, awareness and their attitudes towards quality in general. In general, management in 

Indian organisations is hierarchal, where organisations are vertical with power concentrated on 

the top with delegation of power to subordinates not commonly found.  

Level 1: Most of SSIs are owned by individual’s who are not well educated or trained in 

running the business. These managers use different management styles. Most common style is 

authoritative type, but provides opportunities for workers to report on problems. Majority do 

not know quality management concepts, tools, their purpose or any sort of understanding 

related to quality management. Only few organisations, which are more technical oriented and 

managed by well-educated persons, maintain good relations with employees through attending 

their personal problems to involve them to attain company goals. Except few, even in these 

organisations, understanding related to quality management does not exist, but they do follow 

some elements of quality management. 

Level 2: Here managers prefer centralized decision-making, practice tight control and do not 

like to delegate authority. Majority of them have limited knowledge of quality management 

concepts, tools, and their purpose. Management though involved in quality control, setting 

quality goals and development of quality policy but when it comes to implementation attitude 

of management is mainly meeting schedule over achievement of any quality objectives. 

Further, top management does not review quality issues on regular basis. To conclude, limited 

knowledge of quality management concepts and commitment towards implementation are 

drawbacks.  

Level 3: There is increase in organisations’ understanding in the importance of QMS 

certification and following TQM principles compared with Level 2 organisations. In addition, 

there is increase in management commitment in establishing quality policy and achieving 

quality objectives. To conclude one has to say management needed more commitment 
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preparing organisation for changes, in establishing proper infrastructure for sustaining QMS, 

training of employees, and creating suitable atmosphere for employee involvement. 

Level 4: Management is committed in establishing, vision mission, and setting quality policy. 

All the activities directed towards creating a flat and empowered organization subjected to 

continuous improvement to achieve customer satisfaction. To conclude, management is 

working towards future through creating suitable atmosphere in organisation, which actively 

promotes employee development and involvement. 

6.2.4 Quality Control/ Process Control/ Improvement 

Level 1:  It is normal for SSIs to do quality checks through 100% inspection because the 

volume is very low. Even after 100% inspection at every stage of operations, some 

organisations have rejections at final inspection. In addition, documentation to show the 

quality related data for example:  total number of rejections, number of defective products, 

how often problems are repeating and where and in what conditions are not practiced. In 

dealing with daily problems, solve the problems, as they arise, no future planning. In general, 

there is no specific approach followed to set or trace quality improvement targets. In some 

organisations, targets are set with out any detail information about problem; for example if a 

particular machine is giving trouble regularly (no specific count on how many times, it is just 

overall observation) target is set as the breakdown time of the machine should be decreased.  

Level 2:  Activities related towards monitoring customer satisfaction, eliminating the cause of 

non-conformities are being practiced but poor in nature. Many organisations do not pursue 

preventive actions to control potential problems. Systematic documentation of data regarding 

production stoppages, defects, and other problems is poor with very few organisations 

involved in doing that. Use of sampling techniques to control incoming and outgoing product 

quality is in practice in majority organisations. Generally, use of statistical tools to monitor 

and measure product and process is poor.   

Level 3: Majority of the organisations comprehensively work towards monitoring customer 

satisfaction. Most organizations maintain an effective system for monitoring incoming raw 

materials, checking in-process production, and reviewing finished products and taking action 

and eliminate the cause of non-conformities. Majority organisations know about continuous 

improvement of process and products, but very few practice it successfully. The main reason 
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for this situation is lack of knowledge of statistical tools to monitor and measure product and 

process and commitment by the management in pursuing continuous improvements.  

Level 4: Organisations pursue improvements in a way that all the stakeholders benefit; 

customers and suppliers are the part of improvement network. Development of metrics or 

indices for manufacturing/non-manufacturing areas to all-important activities, systems, and 

processes is done to monitor performance. Organizations pursue improvements through 

systematic analysis of the problems, take necessary steps to resolve it, monitor impact of the 

steps and learning from each observation. For the purpose of improvements, quality teams in 

these organisations use tools such as PDCA, Kaizan, 5S, Poka-Yoke, SPC, QFD, and FMEA.  

6.2.5 Customer Relationship/ Supplier Relationships 

Level 1: Most of the organisations are targeting local markets; customers present in either the 

same district or same state. Organisations, which are targeting non-local customers, are very 

few, and organisations, which target other countries, are negligible. As the products are not 

highly technical and customer is local based, there is no problem of communication. Orders 

are in general repetitive type, so customers just order when they require, just by calling on 

telephone or just by visit from their personal. Generally, each SSI has minimum of one to 

maximum of 5-6 customers and not more than 2 suppliers. Satisfaction level of customers is 

generally understood from the repeated orders and whatever little feedback they get from the 

customers. The means of contact with customer is personal or by telephone, only in few 

organisations a special marketing executive is present who looks after customers.  

Level 2: Customers are considered very important in these organisations. However, 

organisations lack proper process to know customer requirements and customer satisfaction is 

not monitored properly. Organisations have a long way to go in maintaining relationships with 

customers during product development and production and providing information when 

necessary, and maintaining special relationships after sales. Most of the organisations have 

some sort of supplier evaluation systems, and have a system of providing feedback to 

suppliers concerning the quality of their raw materials existed; most of the companies did not 

depend entirely on a single supplier due to lack of reliability. However, organisations need to 

establish processes, so that all the activities related to customer management dealt in a 

systematic manner. 
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Level 3: Organisations give priority to customer focus and monitor customer satisfaction 

regularly. But issues such as using customer requirements for developing products, 

improvements and providing proper information to customer when necessary during 

production and after sales, during service, organisations needs to develop further. Most 

organizations have established criteria for supplier evaluation and work closely with suppliers 

to improve the quality of their products and services. In these organizations systematic 

monitoring of the supplier’s performance and involving suppliers for quality improvements of 

products takes place. Though knowledge of supplier management and standard system for 

supplier management exists but in practice not more then half of them are successful in 

implementation and maintenance of the system.  

Level 4: These organisations work continuously for the satisfaction of customer, right from 

the product concept until the end of life of the product. Customer is integrated in a way that he 

always has the opportunity to contact organisations whenever necessary to provide 

information regarding products performance or other necessities as they arise. That means, 

customers are treated like extended network of the organisation. Top management is 

continuously engaged in monitoring customer satisfaction and on the improvements made to 

continuously delight customers.  

Suppliers are the other end of the same network. They are actively engaged in 

organisational activities and work together in developing products and implementing 

improvements. Organisations see suppliers as a most important part of their organisation as 

their products and innovations affects customer satisfaction.  
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6.3 Quality Management in Germany and India 

 
German products are well known for their quality and organisations have standardised 

quality management practices. In the light of present research about developing countries, 

comparing the practices against practices from developed country will provide an opportunity 

to identify gaps and determine minimum levels for organisations to remain competitive. The 

essence of this part of discussion is to develop a general understanding of practices by Indian 

organisations [Appendix 1] compared to German organisations  

Activities of a Manager   

Indian managers tend to act as coordinators and coaches, helping employees meet the 

organizations goals and objectives, which is the same with German managers, as it is usual for 

managers to be expert in their area and to help employees in their day-to-day work [Chapter 

3.4, ref 3]. German managers are formal than Indian managers, but when it comes to 

organizations, they are hierarchical in nature in both Germany and India. German managers 

have high uncertainty avoidance; in contrast, uncertainty is prevailing factor in Indian culture. 

As quoted in [Chapter 3.4, ref 3] “German employees want role/tasks to be clearly defined, 

they will not change from the status quo unless the new solution is perfect - better is not 

sufficient reason. They prefer to work alone or with clear bilateral relationships, rather than 

with amorphous teams”. In India, one cannot expect things to be done always as planned; 

flexibility and delay are common factors in coming to decisions in Indian organizations. 

 Review of the effectiveness of the organizational strategies, quality policies is done by 

top management in majority of organizations in both countries but only third of them do it 

regularly in India, which signifies Indian organizations lack of commitment to some degree. In 

both countries, behaviour of nearly two third organizations leaders is consistent with values 

relevant to quality and continuous quality improvement, can be said to be role models for their 

organizations. 
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TQM Involvement 

TQM philosophy is first practiced by organisations in Japan; upon the success it was adopted 

all over the world in last two decades. In the present scenario German organizations are not in 

the favour of TQM. They believe, formal involvement in TQM is a cost intensive and 

organisations can survive without TQM initiatives. But according to experts, there is a positive 

trend in some common characteristics of TQM such as customer orientation, setting clear 

goals for future, employee involvement, training and development of employees and 

continuous improvement activities [Chapter 3.4, ref 7]. Where as in India strong moment 

towards TQM can be identified. Though majority of organizations formally involved in 

continuous quality improvement/TQM; according to study, they are far from being called as 

TQM organizations. With this one can interpret Indian organizations are more TQM oriented 

at least from the management point of view; in reality, there does not exist much difference in 

organizational activities from both countries.  

Empowerment and Control 

There is a significant difference in employee freedom. Employees in German organizations 

seem to have more freedom than in Indian organizations. In German organizations, employees 

can act on their own initiatives to identify quality problems and improvement opportunities 

and to take action on these problems and opportunities in their own working area. 

Teamwork 

Encouraging teamwork is considered important in both German and Indian organizations. In 

German organizations it is not common for leaders to work in different functions; just 20 

percent organizations usually practice it [Chapter 3.4, ref 3]. Whereas in Indian organizations 

even though greater than eighty percent are involved in cross-functional quality improvement 

teams only 24 percent strongly use cross-functional quality improvement teams to introduce 

improvements in organizational processes. To conclude, both Indian and German 

organizations do not use cross-functional teams effectively. 
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Recognition 

Recognizing employees is major element of employee management. Organizations in both 

India and Germany are practicing this in a combined manner, recognizing both individual and 

group achievements. However, in German organizations, team recognition is more popular 

than individual recognition. In India, individual reorganization is more widely practiced. In 

doing so, people with individual initiatives and those achieve objectives are recognized most. 

Quality System Certification 

Germany with 39816 certifications and India with 24660 certifications of ISO 9001:2000 are 

in 7th and 8th positions in the world at the end of 2005 [Chapter 1, ref 1]. In both Indian and 

German organisations majority have their quality systems certified [(Chapter 3.4, ref 6, 7), 

Appendix 1], but certification is more in German organisations compared with Indian 

organisations. Sustainability of QMS is also more in German organisations, in Indian 

organizations the overall sustainability of QMS is around 60 percent, while sustainability in 

German organisations is around 75 percent. This significant difference indicates ability of 

German organisations to deliver consistent quality.   

Customer Focus 

Studies indicate shift towards “customer-oriented quality" in Indian and German 

organisations. Nearly half of all enterprises regard this view of quality as important element 

for their success and the majority of the enterprises practice customer-oriented quality 

philosophy [Chapter 3.4, ref 6]. Whereas, Indian organizations focuses explicitly on 

“customers” – both external and internal [Appendix 1] and have, measurable goals related to 

customer satisfaction. However, only half of these organizations are pursuing it strongly. To 

conclude Indian organizations seems more customer oriented but in actual practice we cannot 

say that which much confidence. 

Use of Tools and Techniques for Improvements 

Knowledge of a proper tools and techniques is required to understand the processes, so that 

they can be improved systematically. The effective use of these tools and techniques requires 

training the people who actually work on the processes, and their commitment. Among the 

German organisations majority do not pursue systematic optimization of production processes; 
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most of the problems are solved and improvements made only after severity of problem is felt 

[Chapter 3.4, ref 6]. This makes us to understand that organisations do not take preventive 

measures. In addition, the use of tools and techniques is not any better, only one-third 

organizations having relatively good use of the tools and techniques available, with the 

remaining organizations seems to be unaware of tools and practically poor in using them 

[Chapter 3.4, ref 6]. Indian organizations are not doing any better in this regard, with 

education and training in statistical and other quantitative methods that support quality 

improvement can be said to be poor with no more then 20 percent organizations strongly use 

the tools. What one can understand is both Indian and German organizations are not actively 

pursuing continuous improvement and preventive measures and at the same time both the 

knowledge and use of tools is relatively poor. Positive point about Indian organizations is they 

recognize the importance of continuous improvements and necessity of training provided to 

employees, even though they do not pursue it.  
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Summary 

An overall look at quality management practices says there are no significant differences 

between Indian and Germany organisations.  In use of tools and techniques and training of 

employees, both countries are doing poor with German organisations doing better than Indian. 

In Indian organisations, employee freedom is less when compared to German organisations 

and uncertainty avoidance is more in German organisations compared to India. Both Indian 

and German organisations are customer oriented, but in not more than fifty percent 

organisations, you can find it in practice strongly.  

TQM concepts are more acceptable to Indian organisations when compared to German 

organisations though in practice it cannot be seen. Regarding ISO certifications both Indian 

and German organisations are doing well but in sustaining the QMS German organisations are 

doing far better than Indian organisations; which makes it clear that German organisations are 

more predictable than Indian organisations in delivering consistent quality. 

When looking into the results of discussion it is worth to take note that the sample size 

which Indian organisations are representing is not big enough; however, these organisations 

have established QMS and into advanced stage of management practices compared to an 

average export oriented company. The comparisons made from the studies may not be 

universally acceptable due to the differences in the survey methodology, sample sizes of 

studies in German organisations. 
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6.4 How can organisations successfully implement ISO Certification 

 

In this section author will discuss a model based on common problems that comes out during 

implementation of changes or improvement strategies based on literature review and study 

results, to enable organisations to benefit from implementing improvement strategies. 

Introduction 

In order to pursue the improvements through ISO certification, the present scenario makes it 

mandatory for organisations to establish structure for carrying out basic activities, and also 

pursue all the activities, necessary to continuously improve the system and provide sufficient 

resources to demonstrate commitment to quality. 

The study indicates Indian organisations are unable to carryout many activities 

successfully according to ISO 9001:2000 requirements. Importantly data from the results of 

the study suggests that the organisations are unable to demonstrate their commitment to 

quality or at least they are failing in pursuing activities related to continuous improvement and 

providing resources. Review of literature suggests failure to implement improvement 

strategies depends mainly on motivating factors and implementation factors; these factors 

addresses why organisations are pursuing improvements and how are they implementing. 

6.4.1 Motivating Factors 

According to study [1], the motivating force for most of organisations is the demand from 

customers to obtain quality certification and the fear associated with losing business. From the 

study [2] it is understood the first reason for the ISO 9000 certification lie in a reactive 

approach to doing business, lacking any strategic consideration and planning, usually on 

request by customers. In many studies, it was noted that marketing provides the second major 

explanation for the adoption of ISO 9000 initiatives. According to study [5], organisations 

consider the implementation of ISO 9000 may affect not only their economic but also their 

organizational or operational performance. 

Similar motivating factors can be seen in Indian organisations [Chapter 3.1]. The 

significant benefits expected by Indian companies going for certification are improvement in 

fiscal performance, improvement in focusing on quality in addition to market place benefits, 

competitive advantages, and most importantly installation of a formal system. 
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6.4.2 Implementation Factors  

Studies identified many organisational problems, which are effecting implementation of QMS. 

Study [33] identified barriers such as a lack of implication of management team, the company 

culture, the resistance of workers to assume new responsibilities, or difficulties of 

communication among organisational units and groups effecting certification. According to 

[34], deficient supplier management, unclear lines of authorisation, non-conformance to 

procedures, lack of management review and inconsistent inbound practices are major 

influencing factors. 

Similarly, in Indian organisations, top management was involved in developing quality 

policy but implementation was done by efforts of quality department personnel who are 

responsible for achieving results regarding quality. In addition, quality policies are not 

properly communicated to the entire organisation resulting in lack of proper understanding of 

lower hierarchical personnel. 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 
Figure 6.1 General trend in ISO Certified Organisations 

 

Figure 6.1 shows how organisational change is occurring before and after the quality standard 

registration if QI is not followed.  

So, what could be the cause of these problems? According to Dawson [3], failure in the 

implementation of a quality management system resulted from lack of clear goals, unrealistic 
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team expectations, inadequate management support, no implementation strategy, and limited 

training. In addition, Cummings and Worley [16] says communicating “what” and “why” of 

organizational change to employees is very important, but leadership fails to communicate 

information throughout the entire organization during certification. Study “[17]” recommends 

implementation of QMS through transforming an organization to a form that is flexible, agile, 

adaptive, responsive, and value adding. What is commonly found is customer forced standard 

registration. However, customer forced quality standard registration demands organizations to 

change rapidly, which means organisations undergo discontinuous change [18]. If 

discontinuous change is unavoidable during implementation organisations should constantly 

improve QMS once established.  

Organisations should always be ready for a change in this competitive environment. As 

said by “[19]” readiness for change is a prerequisite to implementation of a quality 

management system, because it makes organisations well prepared for problems that it may be 

forced upon by external elements. 

6.4.3 Model for Implementation 

The model was formulated to enable the researcher to gain a better understanding of key 

variables associated with quality performance outcomes and quality standard registration. The 

main objective is to enable management to focus on key issues for successful implementation 

and realise the benefits of continuous improvement. Model is also important which according 

to [5] adoption of ISO 9000 must be part of the firm’s overall business strategy. Thus, all 

adoption-drivers are encapsulated in a firm’s dominant strategic orientation. Strategic 

orientation of firms has direct influence on ISO related benefits and it gives a push for 

organisational thinking to adopt ISO as a strategic change by defining its goals. 

Literature Review  

According to previous studies the failures are due to the implementation of the quality 

assurance system without a previous analysis that permits understanding of the nature of the 

standards and which facilitates a suitable fit to organisational needs and capabilities. 

According to study “[20]” deficient understanding of the standards provokes the firms to 

consider the quality assurance implementation process as a project, which ends up with the 

certification. This highlights organisations lack of proper preparation and understanding 

affects its success. Common understanding is that certification does not guarantee success 
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unless committed management prepare organisation to absorb the changes when going for 

implementation of QMS and ensure continuous improvement. Lack of preparation for changes 

generates mistaken expectations and attitudes in managers and workers, which are a source of 

conflicts and a cause to reject the system [21]. On the other hand, the lack of a prior strategic 

analysis implies that companies start the implementation process without having defined a set 

of clear and measurable goals [22]. Because the way of interpreting ISO 9000 standards and 

their adaptation to the organisation’s competitive strategy affect the implementation process. 

Study “[22]” suggests that company’s managers must understand standards, interpret them, 

and decide the best way to implement them in the framework provided by the company’s 

strategy.  

Supporting Arguments for Proposed Model 

According to the results of present study, the management of activities in the companies is 

poorly oriented to continuous improvement, even though management have the policy of CQI. 

This leads to understanding that organisations concepts and policies permitted to the 

boardroom and not completely translated in to true actions. On the other hand, it is found that 

documentation of QMS is being done exceedingly well in all organisations.  This leads to 

understanding that documentation which is the most common form of verification of QMS 

done just for the purpose of certification and establishment of structure for QMS but not for 

the purpose following the eight management principles of QMS as required.  

The following briefly describes the present situation in Indian organisations 

[Appendix: 1, Appendix: 3] 

Management Responsibility 

Management Commitment: All the activities regarding management commitment are 

in the margin of improvement, but special care towards “regular review of suitability of quality 

policies and objectives” is necessary because this being the only means organisations can 

survive in rapid changing business environment. Study also indicates management should be 

more committed to spread the values throughout organisation. With out proper understanding 

of what organisation stands for (values) in real terms it can’t expect employees to stand for the 

values. 

Customer Focus: Though organisations are committed to customer orientation, not a 

single activity that ensures customer satisfaction and loyalty is performed to excellence; all of 
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them are in improvement zone.  Especially “use of data on customer expectations and/or 

satisfaction when designing new services and products” needs more attention than all other 

activities. 

Planning: In key activities related to planning; only maintaining quality manual was 

done with reasonable effectiveness, but importantly care should be taken in “establishing 

measurable quality objectives and allocating resources and activities to achieve objectives.” 

Responsibility, Authority and Communication: Responsibilities and authorities are 

clearly defined and communicated within the organization with reasonable satisfaction, but 

“communication process in organisations should be given more importance to have an 

effective QMS”. 

Resource Management: The most under performed activity is resource management, 

especially “education and training of staff for supporting and carrying out quality 

improvements and to improve job skills should be given more importance.” 

Product Realization 

One of the better-performed activities, defining quality objectives and requirements necessary 

to deliver product/service, which can meet customer demands, and all organisations are doing 

well in this regard but problems related to “effective customer communication” to capture 

customer voice should be addressed properly. Regarding relationships with suppliers, none of 

the activities is effectively followed. It shows “involving suppliers while developing new 

products should be taken care of” required more attention then other activities. Involvement 

of suppliers is necessary to avoid problems that may arise due to lack of supplier’s capacity 

and ability to produce necessary parts; it also helps suppliers to give necessary input for 

developing product and also helps to have better understanding of customer demands 

necessary to deliver quality parts during production. 

Measurement, Analysis and Improvement 

This is one of the poor performers; only controlling product to ensure it actually meet all 

requirements is being performed effectively. Some important aspects in quality improvement 

such as use of statistical tools to monitor and measure product and processes for effectiveness 

and/or improvement is considerably ineffective. Special attention is required in this regard. In 

addition improvements to other activities such as monitoring customer satisfaction, evaluating 

suitability and effectiveness of the QMS is required.   
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What one can understand from the studies and literature is that there exists three situations in 

organisations, which could influence effectiveness of QMS:  

1. Organisations do not have proper understanding of principles of quality 

management and the importance of continuous improvement. 

2. Organisations do know the importance of continuous improvement but failed to 

achieve it due to lack of knowledge regarding how to prepare organisation for 

implementing QMS. 

3. Third situation could be, organisations are forced to go for certification by external 

forces but do not have time to prepare for change. 

These three situations enable us to come to the understanding that the important elements that 

influence the successful implementation are knowledge, commitment, time, and resources. 

Knowledge: Top management understanding of quality management principles and 

requirements of ISO.  

Commitment: Importance given to continuous improvement in daily activities. 

Time: Why is organisation going for ISO? Is it due to external forces or internal 

reasons? If so, is organisation ready for certification, or change? 

Resources: Enough resources to hire consultants, establish, and maintain QMS. 

Assumptions for model 

Every organisation that looks at this model is assumed to have 

1) Management committed to quality. 

2) Enough resources to hire consultants, train employees and provide other resources 

when required. 

Target: Organisations who have not implemented QMS, and want to implement if 

demanded by customers or when decided by management. 

(or) 

Organisations who implemented QMS but unable to realize any benefits and want to 

rethink the approach for renewing the certification. 

Providing the assumptions 1 and 2 are met model framework provides a better 

understanding of the target. 

Taking into consideration the three situations, important elements as defined, the 

results of study conducted and literature available, model is required to address the following 
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Formulate strategies for future 

Implement three steps 

Implement frameworks 

Become a Successful Company 

points. Which otherwise might hinder the successful implementation of QMS as commonly 

found in organisations. 

The need for “strategic quality management” based approach: to ensure quality policy 

and quality objectives are established, deployed, and continuously reviewed throughout the 

organization,  

…. Supported by “proper communication system“: for effective internal (management, 

employees) and external (with customer and supplier, society etc…) information exchange, 

…..this ensures “involvement of employees”: through training and empowerment to realize 

organizational goal of “continuous improvement” 

Thus, preparation consists of mainly three steps. To successfully implement any 

changes or improvement strategies organisation should implement these constructs. (Preparing 

for quality management system is merely to implement these three steps, which occurs 

through a set of practices by committed management) 

  

 

 

 

 

 

 

 

 

 

 

 

Figure 6.2 Structure for Implementing Frameworks 

 

According to the proposed model, managing change depends on developing leadership 

competency, employee competency, supported by competent communication system which 

facilitates smooth execution of all the activities. 
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First Step: Develop competency of management for changes; management has to develop 

competency in SQM as defined by Dr Juran. As a first step, organisations have to develop 

competency in developing suitable quality policies, goals, communicating them to 

organisations and continually reviewing the achievement of goals with respect to customer 

satisfaction. 

 Second Step: Develop competency in communicating with in organisation. Look at 

organisation communication system, develop competency in two-way communication for 

connecting with organisation and understanding organisational requirements clearly.  

Third Step:  Develop competency of providing resources, mainly by addressing requirement 

of human resource management. Employees are those who continuously work towards 

organisational goals. To achieve organisational goals it is necessary to develop employee 

competence (imparting necessary skills) and wining employee commitment. 

Following sections will detail how organisations can look into implementing these 

three steps. 

6.4.4 Elements of the Model  

• Management Activities (SQM) 
 

• Communication System 
 

• Employee Management 
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The model Figure 6.3 propose that if strategic quality (management activities), 

communication, and employee management issues are addressed in organisations before 

implementation of any quality initiatives such as ISO, TQM, organisations will realise the true 

benefits of such initiatives. 

There are many models presented in literature addressing these issues, preparing 

management for changes, developing and implementing strategic quality in organisations. 

 

6.4.4.1 Management Activities (SQM) 

Strategic quality management model enables management to understand the right perspective 

about quality and to organise relations and resources, and so that organisation is prepared for 

good when changes such as ISO standards or other models are adopted.  

Strategic management is that set of managerial decisions and actions that determines 

the long-run performance of a organisation. It works as a framework, which enables highest 

management level activities that sets the terms and goals for a company. This includes 

environmental scanning, strategy formulation, strategy implementation, evaluation, and 

control [34]. Practicing of strategic management involves allocation of sufficient resources, 

establishing cross-functional teams, assigning responsibility of specific tasks or processes to 

specific individuals, monitoring results, evaluating the efficacy and efficiency of the process, 

controlling for variances, and adjusting the process as necessary. 

Strategic Quality Management 

SQM was defined by many authors in many ways. Some in a very broad sense, for example 

Juran defines “SQM is a systematic approach for setting and meeting quality goals throughout 

the company”.  Others define SQM as “a comprehensive and strategic framework linking 

profitability, business objectives, and competitiveness to quality improvement efforts with the 

aim of harnessing the human, material and information resources organization-wide in 

continuously improving products or services that will allow the delivery of customer 

satisfaction” [10]. 

For the purpose of our framework, after thorough review of literature we define SQM 

as “a systematic way of addressing organisational strategic quality goals that provides value 
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to customer, focuses on quality improvement, competitiveness and enables to achieve 

objectives“.  

Previous Models  

There are many models presented in the literature to understand and implement strategic 

management. Study “[6]” developed a testable framework for quality standard registration 

success based on all the key organizational variables together. The framework focuses on 

organizational change with applicability to quality management standards, and change 

management. Study “[4]” presets a control loop system model for implementing a new 

strategy. The model presents various stages on how to develop and implement strategy, and 

how to measure and evaluate the results achieved during implementation. This model provides 

basic understanding for organisations to implement changes. Study “[7]” presented an 

integrated framework for adopting different standards based on systems approach to 

management. It provides an approach for harmoniously integrating the elements of different 

systems such as quality management system, environmental management systems. The paper 

“[8]” proposes a fit and contingency model based on level of decision-making centralization, 

level of formalization-standardization and common values within the organization. Study 

“[9]” presented a focused system model for strategic quality management based on single 

manufacturer TQM framework. This model is comprehensive in its approach and detailed in 

its application, integrating all the major elements of TQM. 

Though the literature provides different approaches for strategic quality management, 

there is definite gap to be addressed in the scenario where failure of implementing certain 

aspects of ISO 9000 in particular as identified in the study. The model presented is developed 

based on SQM framework presented in the study [10] and Dr. Juran’s lessons on SQM 

presented in “[11]” and “[12]” in addressing the gaps identified.  

Core Elements of Framework  

Management/ Leadership: Leadership of the organisation is required to create quality 

values and develop quality policies that enable them to lead in the right path. They should 

actively involve in developing quality goals. It is necessary to create quality councils which 

will oversee the deployment and achievement of goals and provide resources required. They 

should actively involve in reviewing of accomplishment of goals and customer feedback so 
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that new goals could be established and policies changed if required for continuous 

improvement and achievement of goals.  

Policy Deployment: Policy deployment refers to methods used to make sure that 

everyone in the enterprise is working effectively towards the same goals [13]. It is process of 

identifying tasks to be done across the organisation to achieve the goals set by the 

management. 

The activities involved in policy deployment are: 

1) Subdivision of goals until specific tasks are identified 

2) Allocation of until responsibility is assigned to achieve the tasks. 

3) Receive the request for resources to accomplish the tasks  

Strategic Quality Planning: SQP is a structured process for defining strategic goals 

for an organisation and determining the means to achieve those goals [12]. Achieving 

excellence in quality and market leadership requires a strong future orientation and willingness 

to make long-term commitments to customers, employees, stockholders, suppliers, and the 

community. The quality goals as well as the strategic and operational plans need to reflect 

these commitments [10].  

Implementing strategic planning is based on organisations ability to answer the 

following questions [35]. 

1. What is organisation’s performance w.r.t quality?  

2. What is the goals w.r.t quality?  

3. How to achieve the goals?  

Continuous Improvement: Continuous improvement is the most important aspect of 

SQM. SQM requires quality improvement of all processes, in order to provide continuous 

improvement in the value provided to the customer. For this purpose, organisations are 

required to regular monitoring of goals achieved and study customer feedback and competitive 

factors to act on gaps and full the purpose of organisation.  

Implementation of SQM Framework 

Figure 6.4 gives a clear idea about the implementation process of SQM. The management of 

the organization must start with quality initiatives, goals with strategic quality planning (SQP). 

Policy deployment ensures that all the activities are assigned to responsible people or 

departments to carry out the initiatives. There after resource management should ensure 
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through necessary means, involvement of employees, training and education, rewards and 

recognition to carry out the activities. Proper measurable controls should be agreed and be 

placed in order to verify ability to reach defined goals and evaluation of performance. 

Continuous improvement will ensure time-to-time evaluation of organisations ability to satisfy 

customer needs, organisations ability to remain competitive so that organisations can be 

remain focused to pursue changes necessary.  

 

 

 

 
 

 
Figure 6.4 Strategic Quality Model 
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Despite having advantages adhering to SQM as an initial management philosophy; as a basic 

concept it will ensure management will regularly review policies, goals, customer 

requirements, and problems why goals are not attained and formulate new goals by 

understanding the problems in achieving overall objectives. Thus, in principle activities 

required by management as part of ISO 9001:2000 will be addressed by SQM framework. 

With this, the problems (critical activities identified in the study) such as regular 

reviewing of quality policy, attending the problems or reasons for lack of achievement of 

goals, such as failure to provide resources, lack of understanding of goals by low-level 

employees will be addressed by management. In short, organisations will look into the reasons 

beyond why they are unable to achieve goals or objectives as part of their activities. 

Once organisation has achieved this maturity level where it will enable regular 

reviewing of suitability of what organisation does, how it does things, and reasons why it has 

not been able to achieve things as planned; it provides basis for success of any planned 

strategic initiatives. When organisation achieved this status, then it would have achieved a 

major objective (maturity level to implement planned strategies such as ISO, TQM) in 

achieving success in what ever it may plan to achieve in future. Thus, success of an 

organisation in any planned improvements is more predictable and more realisable when 

compared to present status in organisations. 

Present framework if implemented through three steps will assure everything is in 

place to achieve quality and ensure quality results are achieved, and those results are valid 

with respect to organisation’s quality policy, customer requirements, and meet external 

requirements. Therefore, it will improve organisation’s ability to meet requirements of all the 

stakeholders. 

The two other elements that have to be addressed along with strategic orientation to 

achieve the desired status as presented above are communication and employee management. 

Importance of communication and employee management is and how organisations have to 

view communication and employee management processes are discussed in the following 

sections. 
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6.4.4.2 Organisation Communication 

  
Literature review identified that a proper communication is the most important element of 

organisations achieving success. Study shows that majority of the organisations are lacking 

good communication process, which is necessary to ensure effective QMS. Articulation of the 

organization’s values relevant to quality and continuous quality improvement is poor. The first 

goal of organisational communication is to inform the employees about their tasks and about 

the policy and other issues of the organisation [36]. Same can said to be true with 

communication with customers, where providing product information, handling enquiries, 

orders and customer feed back is not being done at the required level.  

Effective communication is essential for transmitting information, building co-

operation and team spirit, optimizing performance and satisfaction, avoiding and solving 

problems. The ultimate purpose of information and communication flows in an organisation is 

to raise awareness of customer needs, quality and overall firm performance. The aim is to gain 

higher levels of commitment to the work process, to the end user and the organization as a 

whole [25], [12]. In the process it also helps in maintaining good relationships with customers, 

suppliers and other external elements. In an organisational communication process between 

manager and employees where communication flows from management as the sender, and 

with employees as the receiver of information is explained by common communicational 

theories of sender, message, channel, receiver, and noise could be applied to this 

communication. 

Communication during changes: The importance of communication increases with 

organisations going for changes such as implementing new strategies, improvements. Study 

“[13]” says that it is important to treat employee communication as a strategic discipline and 

using effective communications to drive change efforts.  

Characteristics of good communication during change: Characteristics of good 

communication during change is “managers being able to talk about the change as openly as 

possible, as early as possible, and as much as they can in order to minimize eliminate 

resistance’’ [26], [11]. Literature suggests that employees’ cooperation during change 

initiatives is key to the success of most planned organizational changes and also points to the 

importance of providing opportunities for employees to seek input to achieve employees’ 

cooperation. It is also important to know the acceptance of certain communicative activities by 

low level employees that implementers appear to see as vital to change efforts [11]. If people 
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should act on others decisions, they must be convinced to do so. To act in the right way, it 

depends very much on the information they need to take the right course of action and to be 

motivated to do it. Motivation or the absence of it depends on level of understanding between 

the two parties and this depends on communications, and its influence on those receiving it. 

According to “[24]”, managers place more importance on information dissemination than on 

seeking employee input. In addition, study found that manager’s dissemination activities are 

related to their own perceptions without employee acceptance. Although it seems clear that 

access to information is generally critical to employee satisfaction in organizations, it is true 

that information to be accurate, timely, and useful [11]. It is also important that employees 

perceive information to be of higher quality with vision clearly understood to reduce 

resistance to the change. 

Barriers to good communication: Even when a good communication system exists 

there seems to be barriers existing in organisational communication process. Literature 

suggests common communication barriers that have to be taken care in initiating any 

communication process are [14]:  

• Different status of the sender and the receiver  

• Use of proper language – avoiding using specialist language for a non-specialist 
audience  

• Selective reporting - where the reporter gives the recipient incorrect or 
incomplete information 

• Timing - information that is not immediately relevant  

• Conflict - where the communicator and recipient are in conflict; information 
tends to be ignored or distorted 

Model for Communication  
 

Theories of communication make it clear that effective communication depends on the 

receiver interpreting the message as intended by the sender, and the feedback loop enables 

both sender and receiver to check understanding [23], [27], [14]. Figure 6.5  shows general 

model for organisational communication; it shows there are two types of communications - an 

external with customers, suppliers and society, markets and  internal between management and 

employees. During the organisational changes, most important aspect of communication takes 

place between management and employees. What ever be the model used, and between whom 

ever the communication takes place, it should ensure that receiver understands the message. 
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Figure 6.5 Model for organisational communication 

 

During the organisational changes such as implementation of ISO 9001:2000 standards, TQM 

or general day to day communication, or while communicating with customers, suppliers, it is 

necessary for organisations to be prepared and follow model such as the proposed one which 

demands two-way communication. Because, two-way communication not only makes it 

certain that receiver understands the message, it also develops trust between sender and 

receiver for maintaining strong relationship. The model emphasises the importance of two-

way communication as a necessary tool for successful and effective communication as 

presented in literature. It is the duty of management to train employees in use of new 

communications systems if they are implemented, and organisations can model their 

communication system based on the model presented here and follow the implementation 

steps as shown in Figure 6.6 for effective communication. 

Content of Communication 

The content of communication concerns what information is conveyed to employees before, 

during and after the change initiative, as well as what information is sought from employees. 

According to study “[23]”, employees want to know as much information as possible in order 

to minimize uncertainty. As presented in the study “[38]”,  Kitchen and Daly [28] have 
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identified three types of information that affect employees during change: first, what 

employees must know; second, what employees should know and, finally, what employees 

could know.  Organisations should categorise all the available information accordingly into 

three types to make it feasible when finalising the content they want to share with employees. 

Channels of Communication 

There are different channels being used to communicate across the organisation such as team 

meetings, formal and informal individual meetings with managers, company newsletters, 

notice boards, and suggestion schemes. Study “[29]” defines a communication channel as ‘‘the 

means by which messages get from one individual to another’’. Whichever channel is chosen, 

the importance regarding communication, as a two-way process has to be given importance.  

Interpersonal channels primarily involve face-to-face communication, and mediated 

channels make use of some form of mass media or technology. Study “[30]” put forward 

several suggestions in the use of channel types during planned change implementation. 

According to them interpersonal channels are best suited to satisfy needs of organizational 

members in avoiding problems associated with a change. Mediated channels are regarded as 

more effective in providing general information. Study [24] findings suggest a trend toward 

use of mixed formal and informal channels for disseminating information and use of more 

informal channels for soliciting input. 
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Figure 6.6 Flow Chart for Effective Communication 
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6.4.4.3 Employee Management 

Organisations ability to pursue continuous improvement philosophy depends on how well 

employee management is practiced. Employee has second most influence after management 

on organisational success. Though integrating continuous improvement philosophy within the 

standards is influenced by TQM trend, it is undeniable fact that improvements in organisations 

ability to provides goods/services must take place for survival and continuous improvement is 

only way to ensure long-term survival. To achieve this organisation must stress on effective 

and efficient employee utilization. Employee management means exactly how organisations 

able to use employees most efficiently and effectively. Organisations can achieve this through 

a systematic program that motivates, develops, and retain employees more effectively. 

Research indicates that such an effective employee management programs leads to a 

competitive advantage; in the form of a more motivated workforce and, by extension, 

improved operational and business performance [15].  

“In the presence of quality products and services, well-managed people can be the difference 

between a successful company and one that is not competitive”. 

 
Organisation with workforce having better skills, motivation, education, and 

experience than competitors, will have an advantage over those competitors regardless of the 

type of business [15]. Employee growth has direct and indirect benefits. More knowledgeable, 

skilled, and capable employees directly influence organisations ability to satisfy customers, 

resolve problems and crises, and adapt to changing market conditions. Research found that the 

employee management practices are being used in a relatively small though management of 

smaller organisations this as important, they failed to include it in their business objectives 

[15].  

Employee management gains much needed importance when organisations go for 

strategic initiatives like ISO certification and total quality management. To the successful 

adherence to standards and TQM concepts, elements such as customer focus, working closely 

with suppliers, continuous improvement of process and preventive measures needs to be 

addressed. All of these measures demands active employee involvement, training, 

empowerment and motivation. On contrary, when we see actual situation in the certified 

organisations and organisations that are following QMS this is not the prevalent situation, 

especially in empowerment and training their scoring is not encouraging, this can be even 
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QMS. Therefore, it is vital for organisations, which are not yet certified to look at the 

importance of employee management, and integrate it as a part of strategic competence.  

Once organisation decide

competence, it must determine which management practices 

specific elements needs to be addressed first to achieve objectives. What ever are the short

term goals it is necessary to practice all the elements in the long run to achieve desired 

performance as presented in the 

 

Figure 6.7 Model for Employee Management Practices, (Adopted from [15])
 

 As shown in the model,

employee management initiative all the elements need to be addressed. 

Developement

Compensation

                                                                                                                                     

worse when seen in a grand scale with in the organisations which are not certified or following 

QMS. Therefore, it is vital for organisations, which are not yet certified to look at the 

importance of employee management, and integrate it as a part of strategic competence.  

ion decides to integrate employee management as a strategic 

competence, it must determine which management practices needs to be adopted

to be addressed first to achieve objectives. What ever are the short

s necessary to practice all the elements in the long run to achieve desired 

 model Figure 6.7.  

 
Model for Employee Management Practices, (Adopted from [15])

in the model, irrespective of the strategy adopted, i

initiative all the elements need to be addressed.  

Employee

Management

Training

Recruitment

Performence 

Evaluation
Developement

                                                            Discussion   

137 
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Employee recruitment practices ensure that employees recruited for different positions have 

the necessary skills and background to be successful in their individual jobs. Assessment 

practices ensure that the employees are being provided with useful feedback about their 

performance. Compensation practices provide employees with what they consider fair pay for 

their work. Training and development practices provide employees with opportunities to grow 

through job training, job rotation, and promotions. If any organisation can be said to be strictly 

following these initiatives we can see a great future for those organisations 

Conclusion 

Models such as this will help organisations to concentrate on important aspects before going 

for organisational changes such as implementing QMS, and TQM. The presented model is 

needed to be field-tested. Moreover, the three basic elements (management activities, 

communication process, and employee management) will help organisation to be prepared for 

effective changes. The present model is based on deficiencies that are found in implementation 

of QMS, motivations, and implementation characteristics found in the literature, which are 

affecting most of the organisations in the present world.  As found in the literature, some 

organisations are going for certifications in a hurry just to satisfy the customers and not for 

organisational improvements, while some organisations go for internal improvements. The 

proposed model will enable organisations in both situations to realise the important aspects 

they should take into consideration before going for such big initiatives such as ISO to realise 

their full potential. 
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Chapter 7 Summary and Conclusions 
 

This chapter provides summary and conclusions from this research project. In addition, it 

presents research evaluation, considering research limitations and future research 

perspectives. 

7.1 Summary 

 

Organizations from the developing countries are facing difficulties in using ISO standards, 

especially in terms of their purpose, acceptance and benefits of implementation. To date, ISO 

9001: 2000 is the most widely implemented framework in introducing quality management 

systems and winning new customers. Though certification is necessary for organisations to 

enter new markets, it is essential to approach certification in a way to bring real benefits to 

organisations. According to the previous studies, organisations are benefiting from adopting 

standards, but may not be sure if organisation able to perform all the activities to ensure 

continuous improvement as demanded by standard to realize these benefits. This will be 

particularly important for organisations from the developing countries because of the 

prevailing situation in these countries.  

 As per the previous reports related to QM practices in developing countries / especially 

India is reviewed, it became evident that no major research has been done in dealing with 

identifying elements that are to be addressed during ISO standards implementation. 

Consequently no significant research has been conducted for developing a model that can be 

used by Indian firms to really benefit from ISO standards implementation and its continuous 

improvement of their philosophical background.  

Thus, the major objectives of this study are:  

- To generate knowledge and awareness concerning quality management practices in 

developing countries (focusing on Indian firms)  

-   To develop a model that can be used by organisations for introducing quality 

management concepts. 

This study started with an extensive review of literature about development of quality 

management concepts from teachings of quality gurus and quality management frameworks. 

Observations from these literature revealed, formulation of different management concepts 

and their common approaches in practicing the quality management. Further, it is understood 
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eight quality management principles proposed by ISO addresses significantly large portion of 

the enabler criteria of quality awards. However, implementation and verification of these 

principles is ignored while auditing for certification. In addition, obtaining an ISO 9000 

registration only requires small changes in an organization and do not ensure these principles 

being followed. Where as, quality award models needs cultural changes in organisation in 

managing quality through the involvement of all employees working towards organizational 

goal. This, extensive review of the QM literature provided a solid foundation for conducting 

the research, to understand quality management practices in developing countries. 

To gain insight about the progress of quality management practices in developing 

countries, literature review was performed. Review shows interestingly, developing economies 

often have unique characteristics, notably lack of democracy, instability, corruption, unskilled 

labour force and others. While not all developing countries suffer from these ills more are less 

this is valid. Importantly, things such as management structure, roles, accountability, the 

definition of quality, the supply chain, management ethics, the controls and financial 

freedoms, learning processes, resources and involvement of employees should be taken 

consideration in these countries. Taken together these observations, ISO 9000 standard is 

providing basis to introduce systematic quality management practices, and its certification is 

allowing them to compete in global markets.  

 In order to achieve the objectives of research a detailed literature review was done on 

quality management practices in Indian organisations.  According to the literature, ISO 

certification was source of drive and motivation for many organizations, as a quality related 

goal and many had positive experiences with certification [Chapter 3.1], such as increased 

management awareness and involvement in quality improvements. However, once euphoria 

generation by ISO 9000 certification was over, there found to be a general tendency of 

complacence. In addition, lack of proper awareness in handling information and decision-

making processes among certain Indian firms is hindering the implementing quality 

management practices. In contrast, successful implementation of TQM seems to be an uphill 

task to Indian organisations mainly due to lack of understanding of the factors that can 

collectively affect the TQM. Apparently, this review also highlighted specific group of 

companies are successfully implementing TQM concepts and recognized by Deming award. 

Furthermore, organizations with the help of TQM tools understood customers better, achieved 

financial gains, employees’ commitment, customer’s loyalty and a big competitive advantage 
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while entering new markets. However, this review has not thrown light on the small industries 

practices in comprehensive manner, and not identified the elements or specific activities in 

managing quality, which are being neglected while pursuing certification. These elements 

have to be addressed to enable organizations to realize the true benefits of implementing 

quality management according to ISO 9001:2000. To identify and address these elements in 

the proposed model, a survey study was carried on a group of companies having established 

quality management systems. For this reason, a sample framework based on organizations that 

are export oriented was selected based on review of literature. As per analysis, organizations 

capable of export were collaborated with companies from developed world are supposed to 

have established QMS. So sampling such a group provides a great opportunity to identify 

elements that are being neglected or unable to be pursued by organizations.   

As our results from the study [Appendix 3] showed, organizational activities regarding 

continuous improvement was not being carried out as required, even though the policies was 

committed to CQI. However, documentation of QMS is done exceedingly well in all 

organisations. Some other important management activities such as “reviewing of suitability of 

quality policies and objectives,” “establishing communication process” and “ability of using 

customer data for designing new products and services”, along with “establishing measurable 

quality objectives for all functions and levels of organization” and “education and training of 

employees for supporting and carrying out quality improvements” are to be addressed 

properly.  

Based on study findings and reviewing of literature to understand the motives and 

problems implementing IS0 9001:2000 models were identified. Model identified three most 

important elements (Management Activities (SQM), Communication Process, and Employee 

Management) for successful implementation of changes such as ISO certification. These 

changes demand continuous improvements of all activities that influence quality. To realise 

the true benefits, organizations should understand and able to address these three elements of 

the model [Chapter 6.4].  

 One of the important purposes of this research is also to understand how Indian 

organizations fared in comparison to developed country (German Organisations) in 

implementing the QMS frame works. For this purpose the results of the survey 1[Appendix 1] 

were used to compare with the practices of German organisations. Our observations basing on 

survey 1 suggested that, there isn't much difference in practices of these two groups except 
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TQM philosophy seems to be more widely accepted in Indian organisations than German 

organizations. However, in ISO 9001:2000 certifications both Indian and German 

organisations are doing well but in sustaining the QMS German organisations are doing better 

then Indian organisations. 

 To gain better understanding of small industries, an interview study was conducted in 

SSIs in Hyderabad. This study indicates factors such as lack of training of managerial 

people/owners, low product range of these companies, market acquisition, and investment in 

the technology and relationships with workers is affecting the companies in their way being 

successful. In general, these organisations seem to lack understanding of quality management 

concepts other than inspection. Finally, it was discussed about different groups of 

organisations in Indian industries according to their practices depending on their customer 

base or potential customer base. This discussion was mainly based on trends identified during 

literature review and results of the study. Our findings based on their practices suggest that, 

there are mainly four groups of organisations  “Global green card”, “International licence“,      

“ National licence” and “local organisations”. 

Finally, to address the research questions, “Development of different quality 

management concepts, how they complement each other?” was answered on the basis of the 

extensive literature review. The understanding of the ISO framework, and TQM models was 

used throughout this study to understanding practices of organisations and formulating studies, 

in exact terms it laid a solid foundation for conducting this research.  

2) “How quality management work is organised in India and other developing 

countries?” was also answered on the basis of the extensive literature review and discussions. 

Literature review was has identified mainly two different practice levels and gaps in the 

literature was addressed with the help of studies conducted by author. 

3) “How export oriented organisations are practising quality management?  was 

answered using the data from 32 Indian manufacturing firms having business collaborations 

with German organisations and data obtained from 21 organisations which are having 

established quality management systems. The study identified different elements which are not 

being addressed in the export oriented organisations and management perceptions regarding 

quality improvement efforts.  

4) “What lessons can be learned from practices of organisations and how can these practises 

better implemented? was answered using the model, which identified important elements that 
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should be addressed in while organisations work for implementation of ISO or TQM models, 

based on problems identified from the literature and studies.  

 To summarise, four research questions were answered and the two research objectives 

achieved through conducting this study.  

7.2 Conclusion 

 

This thesis has attempted to contribute to the understanding the performances of organisations 

of developing countries and implementation aspects of QMS. More specifically the aims were 

to generate knowledge of Indian organisations’ work in practicing QM. Thus clear 

understanding of research findings has been reported along with the progress made in QM 

practices, in the process different levels of practices in implementing TQM, ISO standards 

were identified in Indian firms.  

A number of conclusions have been obtained from this research. Thus, a quality 

management theory related to developing countries especially Indian manufacturing firms has 

been developed. 

Several conclusions were obtained from studying the organisations according to 

selected ISO 9001: 2000 requirements instrument and literature review were listed as follows, 

1. Export oriented organizations were equipped with QMS certification. 

2. Regular review of suitability of quality policies and objectives is not addressed 

properly. 

3. Establishment of measurable quality objectives for all functions and levels within the 

organization is not pursued to satisfactory level. 

4. Data on customer expectations and/or satisfaction is not used properly when designing 

new services and products. 

5. Organizations lack effective communication system 

6. Education and training of employees regarding improving job skills and supporting 

quality improvements is generally neglected. 

7. Poor use of statistical tools to monitor and measure product and processes for 

effectiveness and/or improvement 

8. Involvement of suppliers while developing a new product/service is not seen.  

Taken together, our results showed, activities in the companies are poorly oriented to 

continuous improvement, even though management has the policy of CQI, and committed. 



Chapter 7                                                                                                                                                       Summary 
 

144 

This leads to conclusion that organisations concepts and policies are being permitted to the 

boardroom and not being translated in to true actions for the realisation of benefits of quality 

management frameworks such as ISO 9000.  

Second, the majority of small scale industries which are local oriented have a long way 

to go in practicing quality management activities, the main problems identified in this 

companies are lack of management knowledge required for improvements, modernisation of 

facilities, employee training and involvement.  

Third, group of companies are having excellent management practices in India such as 

Deming award winners. There is strong influence of these award winners, on Indian 

organisations pursuing TQM philosophy as shown in the study. 

Fourth, theoretical model was developed in this study may applicable in practice. This 

model can be used by Indian manufacturing firms to improve their efforts while going for 

organisational changes such as ISO frame works and other award models. Through using this 

model, firms can quickly identify which areas urgently need improvement. Thus, the resources 

can be allocated more wisely and more effective plans can be formulated.  
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7.3 Research Evaluation 

7.3.1 Research Limitations 

The research has been completed. As with all research, the present study has certain 

limitations that need to be taken into account when considering the study and its contributions.  

Specific limitations of the methodology and method are discussed in [Chapter 4]. There are 

some other limitations that are to be considered. 

First weakness of this study is that, the empirical base consists of organisations 

belonging to India only and data used to draw conclusions regarding practices of export 

oriented gathered from only 53 firms in total. One of the potential limitations is that 

organisations from which data is collected by two samples may represent two different 

populations. Thus, strictly speaking, the generalization is limited.  

Second, the measures of perceived employee satisfaction/ and work-environment used 

in the survey instrument could be relatively weak, because the respondents are managerial 

people and their general perception of employee satisfaction may not actually reflect true 

situation.  

Third the results regarding SSIs can’t be generalised to all SSIs accept to those, which 

are local oriented.  

Fourth, comparisons made with practices of German organisations may not hold strong 

ground because of differences in survey instruments and sample size. Thus, conclusions might 

have been biased in some way.   

7.3.2 Future Research  

There are several investigations that we can pursue for further research based on the developed 

theory in this dissertation. Based on these findings, future research may start from a relatively 

higher level of knowledge. 

First, a replication of this study using larger sample sizes would be helpful in re-

examining the validity of its findings.  

Second, the framework and model suggested by this study is the results of an 

exploratory in nature, not a predictive one. Subsequent research needs to be engaged in the 

development of valid and reliable operational definitions for the proposed elements. Further 
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the empirical study based on greater geographical diversity, and firm type diversity of the 

theoretical model presented will help in validating model.  

Third, the results found in this study should be investigated in different developing 

countries to test whether they coincide in the same manner or different directions.  

Fourth, more structured interviews would be necessary in certified small-scale 

industries (SSI) to get the complete picture of practices of SSIs.  

Fifth, an in-depth case study in an Indian manufacturing firm is beneficial to gain more 

insight into using this QMS implementation model in practice.  

Fifth, more structured interviews would be necessary in certified Small Scale 

Industries to get the complete picture of practices of SSIs.  

Sixth, an in-depth case study in an Indian manufacturing firm is beneficial to gain 

more insight into using this QMS implementation model in practice.  
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