
_______________________________________________________________ 

_______________________________________________________________ 

Report Information from ProQuest
October 10 2011 18:25

_______________________________________________________________ 



Document 1 of 1
 

TQM and the learning organization
 
Sohal, Amrik; Morrison, Michael. Managing Service Quality5.Â 6 (1995): 32. 

_______________________________________________________________ 
Find a copy

Check Document Availability

_______________________________________________________________ 
Abstract 
The difference between TQM and organizational learning is questioned, with an inclusion of

characteristics and problems encountered. It is stated that TQM is a vehicle for organizational

learning. Australian organizations are used to provide examples of this link. An examination is made

of systematic problem solving, with an experimentation of new approaches, learning from experience,

and the transfer of knowledge within these 3 companies. It is concluded that TQM is part of becoming

a learning organization, but that most TQM initiatives do not lead to organizational learning. 

_______________________________________________________________ 
Full Text 
There appears to be no doubt about the importance oftotal quality management (TQM) and

its positive relationship with competitiveness in terms of improved productivity and reduced

costs. The establishment of national quality awards in many countries has increased

management's quality awareness and recognized accomplishment in product and service

quality improvements. More recently, the concept of the learning organization (where people

continually expand their capacity to create desired results and new patterns of thinking are

nurtured) has gained considerable momentum. However, is the concept any different from

TQM? What are the characteristics or building blocks for developing a learning organization?

Are the problems associated with developing learning organizations any different from

developing TQM organizations?

TQM, if practised as a philosophy as well as a set of techniques, can be a vehicle for

organizational learning. Indeed, quality is primarily associated with learning. One

commentator has suggested that the connection between TQM and the learning organization

is evident in two ways:

(1) There is a cause-and-effect relationship learning is an intended outcome of TQM.

(2) There is a correlation between two powerful systems -- process improvement and

organizational learning -- which are operating in a concurrent and integrated manner.

It has also been suggested that, to become a learning organization, a company needs to be

skilled at:
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* systematic problem solving;

* experimentation with new approaches;

* learning from its own experiences and past history;

* learning from experiences and best practice of others;

* transferring knowledge throughout the organization.

Three Melbourne-based organizations which have succeeded with their quality programmes

are good examples of the link between TQM and the learning organization:

(1) W.A. Deutscher Metal Products Group manufactures a range of self-drilling and thread-

forming screws. In the early 1980s, the company experienced falling market share and

declining financial viability. A review determined that improvements were needed in quality,

customer orientation and production;

(2) Ramset Fasteners Limited manufactures a range of products including fastening systems,

drilling and anchoring systems, adhesives and sealants. Its TQM initiative dates back to the

mid-1980s but did not get off the ground because of lack of support from middle

management.

(3) Toyota Motor Corporation Australia is one of the four main automotive manufacturers in

Australia. TQM has resulted in greater focus on both customers and suppliers,

standardization and quality control and extensive training and employee involvement.

When these TQM initiatives are analysed in terms of the required skills listed above, a link

between TQM and the learning organization becomes clear.

Systematic problem solving

Deutscher has introduced data collection mechanisms on which decision making and

problem solving can be based. These include: quality history sheets;

* the installation of automatic load monitors to track quality variations; and

* a customer feedback study to determine which products are in demand and why.

Competitive advantage at Ramset Fasteners is focused on product quality and the company

has introduced many initiatives:

* first-run checks against specifications;

* check sheets for measuring rejection rates;

* logistics analysis; and

* a more scientific approach to warehousing and distribution.

At Toyota an internal product audit checks 100 motor vehicles per month for a number of

deviations against set targets. Extensive surveys are a vital measure of customer feedback,

giving Toyota a much better understanding of the direction in which it should move to

improve its competitiveness.

Experimentation with new approaches

In an attempt to make improvements in quality, customer orientation and production

processes, Deutscher has streamlined its structure and management reporting relationships,

and has adopted a number of innovative manufacturing methods.

The introduction of TQM at Ramset saw the following initiatives: improved communication, a

"bright ideas scheme" and the installation of a computer system to replace the physical



control of inventory.

At Toyota the "Toyota production system" was introduced to integrate plant facilities,

materials and labour, which led to the basis for the achievement of TQM.

Learning from their own experiences and past history

New management reporting procedures at Deutscher allows for effective review and

implementation of corporate strategies. The main benefits of teamwork and two-way

communication are:

* clarity of purpose;

* clear accountability; and

* effective measurement of past performance.

At Ramset the formation of project teams and regular training sessions has facilitated a

continuous review of TQM.

At Toyota, team leaders meet daily to discuss company progress, policy implementation and

target achievement. This information is then shared and discussed with coworkers at weekly

team briefings.

Learning from the experiences and best practice of others

Regular trips to Japan has given Deutscher's general managers and manufacturing

managers a working example of TQM and encouraged their own study of the philosophy.

Deutscher also continually tests competitors' products and, by focusing on specific problems,

it has developed a link between business operations and the external environment.

Ramset's branch, regional and administrative managers, together with sales representatives,

meet regularly with major customers to learn about contractual aspects of purchase, product

use and the after-sales service experience of customers.

To meet the requirements of export customers, Toyota's Australian plants must be able to

match Japanese quality. This involves benchmarking against Toyota plants worldwide to

achieve an improved Ausnralian ranking.

Transferring knowledge throughout the organization

The effective transfer of knowledge throughout Deutscher is achieved by:

* the organizational climate which emphasizes teamwork;

* two-way communication and shared vision;

* regularteam briefings;

* monthly management meetings;

* use of cross-functional teams;

* product demonstrations; new product launches; and a TQM induction programme.

The catalyst for effective knowledge transfer at Ramset is a streamlined organizational

structure which has led to improved communication, especially between R&D and marketing.

At Toyota, training modules have been designed to give employees specific knowledge to

guide them through the different levels of the production process. Other ways of improving

the transfer of knowledge are: the use of regular team meetings, quality circles, technical

work manuals and employee suggestion schemes.



Clearly, these companies have emerged as learning organizations. Over the past five to ten

years they have expanded their capacity to create desired results and have occupied leading

positions in their industry sectors. There also appears to be a clear indication of each

organization continuously acquiring new knowledge about customers, suppliers, processes

and employees. Learning is obviously an output of a successfully implemented TQM

programme and a TQM initiative can only be regarded as successful when a new working

environment has been created in which people are able to learn, share knawledge and

contribute. Unfortunately, most TQM efforts never reach the stage where people's

behaviours have been modified and new working arrangements and culture established.
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