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Abstract 
 
 
     This paper introduces the subject total quality management and explains how quality becomes 
most important in life as well as industry. The Indian industries are viewing total quality 
management as just process controls, quality circles, statistical quality control and inspection, 
quantitative analysis, getting ISO 9000 and QS 9000 certificates. But TQM really means changing 
our culture and over all change in the organization by involving all employees in the organization 
in the movement of quality culture. That means to say- It has to change the way we  think, the way 
we sit, the way we act and the way we evaluate , redesign not only our   organization but also each 
one of us so that it changes our lives, our place of work and our society as a whole.  

 
  We also have great example of TVS motors and allied industries, which have 
pioneered in quality movement and has even bagged Deming’s award for quality.  In this 
research paper we are focusing the areas or industries, which have failed to realize the fruits of 
TQM and WHY.  

 
We examine here, how to inculcate leadership with an ability to complete 

listening, total transparency and an overall commitment to give opportunity to all stake holders, 
internal and external customers to speak out and contribute for the unending journey of quality 
and perfection. So we try to understand total quality management not only as a subject but also 
as emotional, physical and spiritual change in our life and society.  
 

      We will try to examine the case study of different companies in India, where labor unrest had 
rocked a year before and strained the management and employee relationship, in particular a 
company which is totally committed for TQM movement and which, as an international standard 
certified industry throwing light on why TQM has not worked. Where they have faltered?  Were 
there some pitfalls in the commitment of top management for whole hearted implementation of 



TQM in Toto? Why and where have they failed to take care of internal customers? This study is to 
find whether TQM has become a reality or myth in Indian corporate management scenario.  

 
Quality - An introduction 

 
 According to Hindu philosophy the journey of life, which is accepted in the 

material world to have a beginning & ending as an inevitable truth, is not accepted. It is declared 
by Vedas that the sprit never dies, it has neither beginning nor ending. It is the spark in each 
being that represents the mystery of the creation. TQM as a philosophy also has neither 
beginning nor has any ending, for “perfection lies no where; improvement only speaks what 
perfection is”.  

 
    Organization may be a production unit producing consumer goods or a service industry 
catering to particular need of society or it may be a governmental body, or even a religious 
center.  TQM as philosophy and a practical way of living is an accepted reality for the existence, 
growth and stability of any organization in the society. To achieve this, every one in the concern 
shall have to excel each day and each minute by the process of learning to give better to the 
world of tomorrow. 
 
 Pursuit of any business organization is perfection, not just for this day, the present year, 
but for the life time of organization i.e., perpetually.  Profit can be defined as progress, security 
& stability of an industry. Profit could also be defined as the quantum of happiness of employees 
and growth of their standard of living. Profit is also defined under TQM as the delight of 
customer. Profit is the other name for stability, longevity and growth of the organization. The 
social commitment of the industry is to create employment and secured life & remuneration of 
its employees by way of expanding markets & better quality in their products and services, day 
after day by “better design, better delivery, better satisfaction, and better service after sales” 
based on the changing needs and requirements of the “customer”. 
 
 TQM brings “customer “to the driving seat of an industry. Though the American industry 
widely accepted that the importance of customer acceptance & satisfaction as the surviving 
factors of industry, only TQM could bring the “customer” to the driving seat by its principles, 
statistical methods and by declaring “customer “ as the part of production process -  dictating 
what he wants , when he wants and how he wants the product to be etc.TQM as a concept is like 
Democracy - “By the people, for the people and of the people “as told by Abraham Lincoln. But 
unwritten slogan of TQM is for the customer, by the customer and to the customer.   
The total quality management could be defined under Deming’s framework as follows: 
“Quality” is to satisfy customer requirements continuously, 
 “Total Quality “is to achieve quality at lowest cost, 
“Total Quality management” is to obtain total quality by involving everyone in the organization 
with total commitment of top management in the process. 
 
 He said that quality of the product shall be defined by customer’s requirements. Most 
important parameters of the product as to how the product should perform, how the product 
should look like, how the product should be packed, how the product should be delivered, shall 
be decided by customer and his ever changing requirements and not according to the dreams of 



CEO or the research & development engineers alone. The product and service are designed, 
redesigned, changed again & again, but by the CEO’s and R&D’s joint vision to realize, what is 
the dream of customer about the product that the company is presently offering and what he is 
expecting it to be in future.  
 
 He framed fourteen rules, which are like pillars around the banquet hall of TQM, supporting & 
strengthening the whole structure of the building. They are: 
 
Deming’s fourteen principles: 
 
1. Constancy of purpose to continuously improve quality. 
 
2. Adopt new philosophy of quality culture (zero defect philosophy). 
 
3. Cease dependency on cent percent inspection. 
 
4. End the practice of awarding contracts solely on the basis of “lowest tender”. 
 
5. Improve every process of production – “system improvement”. 
 
6. Institute training on job (training on the skill is essential part of system). 
 
7. Institute leadership ( in the place of annual rating & grading systems) 
 
8. Drive out fear among peers, suppliers and whole environment.  
 
9. Breakdown barriers between departments & staff areas. 
 
10. Eliminate exhortations, slogans & arbitrary targets to workman. 
 
11. Eliminate numerical quotas for workmen & arbitrary goals for management. 
 
12. Protect pride of workmanship 
 
13. .Encourage education (educate all in quality management & its urgency) 
 
14. .Bring everybody in the organization in the process of transformation ( by top management’s 

total commitment)[1] 
 

Crosby’s quality principles 
 
He declared that “quality is free “, if one aims and focuses for it.   He declares the steps a company has 
to take in quality journey. [2] 

1) management commitment 
2) Quality improvement team 
3) Measurement 



4) Cost of quality 
5) Quality awareness 
6) Corrective action 
7) Zero defects plan 
8) Quality education 
9) Zero defect day 
10) Goal – setting 
11) Error cause removed 
12) Recognition 
13) Quality councils 
14) Repeat 

 
Joseph M Juran’s quality principles 

 
Famous management consultant from America, Dr Joseph Juran, who visited Japan with Deming 
(first visit by 1955) stressed that quality shall be defined as “fitness for use “, should be 
distinguished from the user’s and the manufacture’s view point. (Which became the foundations 
for ISO 9000 series documents framed from the year 1987). Juran stressed the need to improve 
quality through proper training of employees and direct involvement of top management in the 
leadership of the company’s activities. (Juran established Juran quality institute at Japan on the 
basis of experiments regarding quality improvement innovative plans in Japanese industries). [3] 
  
Juran trilogy: 

(1) quality planning 
(2) quality improvement 
(3) quality control 

 
Case study: Implications of poor implementation of TQM 

We will try to examine the case study of three companies in south India, where labor unrest 
had rocked a year before and strained the management and employee relationship, that too in 
a company which is totally committed for TQM movement and which, as an international 
standard certified industry throwing light on why TQM has not worked. Where they have 
faltered? Here are the some of the problems in the company that have been identified. 

• Cash-flow problems were becoming more pronounced.  
• Component complexity was resulting in a reduced ability to feed the right components 

into the productive process at the right time.  
• There were poor manufacturing results originating from the late delivery and poor quality 

of the materials purchased from suppliers. This led to an increasing failure rate of 
company’s products during manufacture. 

• External failure costs were high and mounting in consequence.  
• Customer complaints about late delivery and the poor quality of company’s products 

were mounting. Company was falling behind its competitors.  
• Fostering slow response times to customer needs.  



• Causing bottlenecks in the manufacturing process due to a sequential approach to product 
design and development.  

• Lessening innovation because of adherence to narrow departmental perspectives.  
• creating conflicts over resource allocation and product priorities.  

 

Barriers to successful implementation of TQM 

Poor top management support and involvement  

Lack of flexibility  

Lack of effective organizational communication  

Lack of proper training  

Failure to cope with people resistance  

Failure to assign organization’s best  

Misunderstanding and misapplication of the concept  

Failure to test the process  

   The above barriers are due to lack of quality culture in implementing TQM.The aim of  cultural 
change must be the creation of a force that drives actions to achieve the vision & goals of TQM. 
Pitfalls for the implementation of TQM include lack of education in the concepts of TQM and 
failure to conduct strategic business planning prior to starting the implementation process. 

New model in implementing TQM as reality in corporate business 
 

TQM elements as a whole are regarded as enablers that can lead to improvements of overall 
business performance. In other words, overall business performance is the result of TQM 
implementation. By implementing a pilot study it provides adequate input for TQM 
implementation, identification of improvement areas, and areas caused attention. Overall 
business performance consists of employee satisfaction, product quality, customer satisfaction, 
and strategic business performance. The firm can use the latest information on overall business 
performance to compare with itself (e.g., previous performance, planned objectives), its 
competitors, and the best practices in the same industry. Through evaluation, firms identify the 
areas that need action or draw attention (Dale, 1999; Rummler and Brache,). 
 
 
 
 
 
 



Action plan to be taken by the new model 
 

Top Management commitment:  
Top management commitment is the first step and prerequisite for a firm’s TQM   
implementation efforts. Lack of management commitment is one of the reasons for the failure of 
TQM efforts (Brown et al., 1994). Top managers need to demonstrate their commitment through 
their actions rather than words. Top management commitment can positively affect employees’ 
commitment to TQM and culturally change the people involved. If top management views 
quality as more important than cost, more important than meeting product schedules, employees’ 
quality awareness is easily improved. To implement TQM, top managers should be committed to 
establishing a firm that continually views quality as a primary goal. If the organizational culture 
does not embody quality, any quality improvement effort is probably shallow and short-lived 
(Dale, 1999; Juran and Gryna, 1993). 
 
Benchmarking: 
Benchmarking is the process of understanding one’s practice and performance, comparing them 
against that of competitors or best-in-class firms, learning how they practice and perform, and 
using that information to improve one’s own practice and performance. It is an effective catalyst 
for change and an effective tool for continuous improvement. Benchmarking can stimulate 
creativity and provide a stimulus that enables operations to better understand how they should be 
serving their customers. To conduct benchmarking, firms should know their own situation and 
identify what and who to benchmark. In order to use benchmarking effectively, the firm should 
have sufficient information from its competitors or best-in-class organizations. Thus, 
benchmarking can be conducted (Dale, 1999; Juran and Gryna, 1993; Kolarik, 1995; Slack et al., 
1995). 
 
Process Capability 
  Process capability measures the extent to which a firm’s production systems can meet design 
Specifications. . Therefore, the firm should study its process capability and calculate a process 
capability index in order to determine whether a process is stable, investigate any sources of 
instability, seek their causes, and take actions to eliminate them. Process capability information 
can provide designers with important information in setting realistic specification limits (Dale, 
1999; Juran and Gryna, 1993; Feigenbaum, 1991; Kolarik, 1995). 
 
Recognition and Reward Program 
Firms should institute a serious recognition and reward program. First, the recognition and 
reward must be consistent with organizational values and objectives. If individual or team 
efforts cannot contribute to the realization of the overall organizational objectives, they 
cannot be  recognized and rewarded. 

 
 
 
 

 
 
 



THE NEW MODEL OF PLAN OF ACTION 
TO CONVERT TQM MYTH TO REALITY 
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Information System to implement TQM 
 
A firm should have an integrated computerized information system, which collects, stores, 
analyzes, and disseminates information for various specific purposes. Such an information 
system can manage large amounts of information and provide sufficient information for 
management to make decisions. Additionally, different departments can share resources through 
the information network. Thus, communication barriers between different departments are 
reduced. If information technology remains at a primitive level, an effective information system 
is impossible. Various information from suppliers, customers, employees, different functional 
departments, data on performance of competitors, and data on “best in class” organizations 
should be stored in the system. Information system can support the process of decision-making 
and evaluation. Note that information so gathered  can be acted on. If it cannot be used, then it is 
worthless. There is plenty of data in a firm. Only useful information should be collected and 
stored in the information system. In addition, information stored in the system should be valid, 
complete, and occur. 
 

Conclusion 
 
 

  In order to bring TQM on to the platform of reality in corporate business the 
points suggested in the new model has to be implemented with a pilot study. During the pilot 
study process, at each stage “quality” has to be checked, in order to achieve the transformation in 
the business environment. If there is any weakness in the processing stage, it should be with a 
suitable feedback to rectify the errors and modified TQM plan implemented to make the TQM 
objectives a reality. 

 
We observe here, the most important under laying philosophy can be written as 

team work, anticipation of customer requirements, just in time and lean production (Toyota 
experience), top management commitment to TQM (quality culture), continuous process 
improvement, taking care of both internal (employees & suppliers) & external customers, 
fearless environment for proper internal & external feedback for improvement and suitable 
statistical methods for analysis for process control. It needs top-management  with commitment 
to themselves to be happy , to initiate happiness & delight to customers ( through satisfying 
products & services and gentle & humane front offices to attend to any customer round the 
clock) , keep happy the employees,  the suppliers ( who supply items that goes in making of 
one’s goods), even the environment, & to fill  the air we breath in the organisation  with 
happiness & enthusiasm and also the goods & services the organisation serves to people with 
happiness, delight & surprise . To bring this dream of TQM alive, it is the human element that is 
most important & shall be taken care & properly lead towards forecasted result areas. 
   

    From the case study  the most important step of TQM I perceive is the principle which says 
that “ It is the change in the system ( by management) , that can set the organisation  in the path 
of quality, but not just by coercing , asking the employees to give quality & set blame & fingers 
on the departments or group of employees or individual employees for the quality, defects & 



problems in the output. I have already mentioned that according to Deming 96 % of problems are 
of systems used for production rather than people who man it.  So the onus of improvement and 
success of TQM rests in the hands of TOP- management rather than the internal customers - 
employees 
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