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 Be able to monitor appropriate systems to improve organisational

performance:

◦ AC 3.1 Design systems to manage and monitor quality standards specified by the

organisation

◦ AC 3.2 Demonstrate a quality culture to ensure continuous monitoring, evaluation and

development of the process

◦ AC 3.3 Recommend improvements which align with the organisation’s objectives and

goals and which result in improvements

◦ AC 3.4 Report on the wider implications of proposed changes within the organisation



 LO3 Be able to monitor appropriate systems to improve
organisational performance:
◦ AC 3.1 Design systems to manage and monitor quality standards

specified by the organisation:
 Total Quality Management
 Quality Systems

 Assessment Criteria

 Review Questions

 References



 Having establish quality standards within an organisation, it is
essential that systems are designed to ensure that the quality
standards are maintained and appropriate.

 According to Whitely and Younger-Ross (n.d.) standards are
certainly ‘clear and explicit statements about key elements of
a given service’; they say ‘this is how things should be in this
service’ and ‘this is what we (the purchaser and user) have the
right to expect’. They can be expressed as statements of how
much, how well, how often or how quickly something happens
and can be percentages, numbers, frequencies or cost.



 A core definition of total quality management (TQM) describes a management
approach to long–term success through customer satisfaction. In a TQM effort, all
members of an organization participate in improving processes, products, services,
and the culture in which they work (Quality Glossary).

 Managementstudyguide.com (2016) notes that TQM is defined as a continuous
effort by the management as well as employees of a particular organization to
ensure long term customer loyalty and customer satisfaction

 TQM can be summarized as a management system for a customer-focused
organization that involves all employees in continual improvement (asq.org, 2016).
It uses strategy, data, and effective communications to integrate the quality
discipline into the culture and activities of the organization.

 It’s 8 principles are discussed next.



1. Customer-focused - The customer ultimately determines the level of quality.
No matter what an organization does to foster quality improvement—training
employees, integrating quality into the design process, upgrading computers
or software, or buying new measuring tools—the customer determines
whether the efforts were worthwhile.

2. Total employee involvement - All employees participate in working toward
common goals. Total employee commitment can only be obtained after fear
has been driven from the workplace, when empowerment has occurred, and
management has provided the proper environment.

3. Process-centered - A process is a series of steps that take inputs from
suppliers (internal or external) and transforms them into outputs that are
delivered to customers (again, either internal or external). The steps required
to carry out the process are defined, and performance measures are
continuously monitored in order to detect unexpected variation.



4. Integrated system - Although an organization may consist of many different
functional specialties often organized into vertically structured departments,
it is the horizontal processes interconnecting these functions that are the
focus of TQM.

◦ Micro-processes add up to larger processes, and all processes aggregate into the
business processes required for defining and implementing strategy. Everyone must
understand the vision, mission, and guiding principles as well as the quality policies,
objectives, and critical processes of the organization.

◦ An integrated business system may be modeled after the ISO 9000 standards. Every
organization has a unique work culture, and it is virtually impossible to achieve
excellence in its products and services unless a good quality culture has been fostered.
Thus, an integrated system connects business improvement elements in an attempt to
continually improve and exceed the expectations of customers, employees, and other
stakeholders.



5. Strategic and systematic approach - approach to achieving an organization’s vision, mission, and
goals. This process, called strategic planning or strategic management, includes the formulation of a
strategic plan that integrates quality as a core component.

6. Continual improvement - Continual improvement drives an organization to be both analytical and
creative in finding ways to become more competitive and more effective at meeting stakeholder
expectations.

7. Fact-based decision making - In order to know how well an organization is performing, data on
performance measures are necessary. TQM requires that an organization continually collect and
analyze data in order to improve decision making accuracy, achieve consensus, and allow prediction
based on past history.

8. Communications - During times of organizational change, as well as part of day-to-day operation,
effective communications plays a large part in maintaining morale and in motivating employees at all
levels. Communications involve strategies, method, and timeliness.



 TQM is divided into four categories (managementstudyguides.com, 2016):

 Planning Phase - Planning is the most crucial phase of total quality management. In this phase

employees have to come up with their problems and queries which need to be addressed. They need to

come up with the various challenges they face in their day to day operations and also analyze the

problem’s root cause. Employees are required to do necessary research and collect relevant data which

would help them find solutions to all the problems.

 Doing Phase - In the doing phase, employees develop a solution for the problems defined in planning

phase. Strategies are devised and implemented to overcome the challenges faced by employees. The

effectiveness of solutions and strategies is also measured in this stage.

 Checking Phase - Checking phase is the stage where people actually do a comparison analysis of before

and after data to confirm the effectiveness of the processes and measure the results.

 Acting Phase – In this phase employees document their results and prepare themselves to address other

problems.



 Barrett (n.d.) states that it's the system that an organisation uses to manage the
quality of their services or products. Quality management systems are only one
type of management system; other examples include financial management
systems, safety management systems and environmental management systems.

 Quality system is ‘the management system used to direct and control an
organization with regard to quality‘ (ISO). But that's a bit of a mouthful, and not
overly clear (as with many of their definitions).

 A quality management system consists of various elements. ISO 9001 groups
them into these into 4 categories:
◦ Management - planning, goals & objectives, reviewing progress)
◦ Resources - people, tools, equipment etc
◦ Services or Products 'realisation' - whatever is involved in creating or delivering them, and

lastly the
◦ Monitor, Measurement & Checking - the all-important feedback loop.



 Quality circles were originally associated with Japanese management and
manufacturing techniques. The introduction of quality circles in Japan in the
potwar years was inspired by the lectures of W. Edwards Deming (1900-1993),
a statistician for the U.S. government

 According to Pradhan (2011) Quality Circle is one of the employee participation
methods. It implies the development of skills, capabilities, confidence and
creativity of the people through cumulative process of education, training, work
experience and participation

 It also implies the creation of facilitative conditions and environment of work,
which creates and sustains their motivation and commitment towards work
excellence

 Quality Circles have emerged as a mechanism to develop and utilize the
tremendous potential of people for improvement in product quality and
productivity.



 Quality Circle is a small group of 6 to 12 employees doing similar work
who voluntarily meet together on a regular basis to identify
improvements in their respective work areas using proven techniques for
analysing and solving work related problems coming in the way of
achieving and sustaining excellence leading to mutual upliftment of
employees as well as the organisation.

 It is "a way of capturing the creative and innovative power that lies within
the work force”.

 Quality Circle concept has three major attributes:
◦ Quality Circle is a form of participation management.
◦ Quality Circle is a human resource development technique.
◦ Quality Circle is a problem solving technique.



 The objectives of Quality Circles are multi-faced:
◦ Change in Attitude – From "I don’t care" to "I do care." Continuous

improvement in quality of work life through humanisation of work.

◦ Self Development – Bring out ‘Hidden Potential’ of people. People get
to learn additional skills.

◦ Development of Team Spirit – Individual Vs Team – "I could not do but
we did it“ Eliminate inter departmental conflicts.

◦ Improved Organizational Culture – Positive working environment.
Total involvement of people at all levels. Higher motivational level.
Participate Management process.
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management/overview/overview.html
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