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I n las t m o n th ’s c o lu m n  I w ro te  
o f  e v id e n c e  n o w  e m e rg in g  to  
s h o w  th a t  re c e n t m a n a g e m e n t  

p r e - o c c u p a t io n  w i th  d o w n s iz in g  
a n d  c o s t c u ttin g  has fa ile d  to  p r o ­
d u c e  th e  re su lts  p re d ic te d . T h e  fo ­
cus o n  Q u a l i t y  fo r  th is  e d it io n  ca lls  
fo r  s o m e  c o m m e n t  o n  th e  im p lic a ­
t io n s  o f  T o ta l  Q u a l i t y  M a n a g e ­
m e n t  ( T Q M )  fo r  m a n a g e m e n t  o f  
p e o p le  in  A u s tra l ia ’s o rg a n isa tio n s .

T Q M  has risen  q u ic k ly  to  b e ­
c o m e  in  th e  9 0  s th e  m o st p o p u la r  
p o lic y  fo r  p u rs u it  o f  im p ro v e d  p e r ­
fo r m a n c e  in  A u s tr a l ia n  in d u s tr y .  
W h ile  th e  c o n c e p t  h as b een  a ro u n d  
fo r  m a n y  yea rs , d e m o n s tra te d  esp e ­
c ia l ly  in  th e  w o r k  o f  W .E .  
D e m m in g  in  1 9 5 0 ’s J a p a n , it w as  
th e  e m p h a s is  o n  q u a li ty  in  th e  
F o le y  R e p o r t  o f  1 9 8 7  {Report o f the 
Com m ittee o f  R eview  o f  Standards, 
A ccred ita tio n  a n d  Q u a lity  C o n tro l 
a n d  Assurance. C a n b e r r a :  A G P S )  
w h ic h  b eg an  th e  A u s tra lia n  fix a tio n  
w i th  T Q M  as a s o lu t io n  to  e f f i ­
c ie n c y  a n d  p ro d u c tio n  p ro b le m s .

O n e  w a y  o f  lo o k in g  at T Q M  is 
b a s ed  o n  th e  ’Q u a l i t y  T r ia n g le ’ : 
C u s to m e r  F o cu s, D a ta -B a se d  D e c i­
s io n s  a n d  T e a m w o r k . In fa c t  th e  
a p p ro a c h , w h i le  seen  as d i f fe r e n t  
f r o m  e a r lie r  m a n a g e m e n t  s ty le s ,  
b o r r o w s  q u ite  h e a v i ly  fro m  its  
p re d e c esso rs . In T a y lo r ’s S c ie n ti f ic  
M a n a g e m e n t  it  f in d s  its e m p h a s is  
o n  s tu d y in g  th e  systems fo r  d o in g  
w o rk . F ro m  th e  H u m a n  R e la tio n s  
S c h o o l  it in c lu d e s  a consultative  
te a m -b a s e d  p e rs o n n e l m a n a g e m e n t  
s ty le . A n d , o f  c o u rse , in  th e ir  e n ­
th u s ia sm  to  ta c k le  th e ir  p ro b le m s ,  
a n d  e sp e c ia lly  to  be seen as u p -to -  
d a te  w i th  c o n v e n t io n a l w is d o m , a 
m a jo r ity  o f  m a n ag ers  seem  te m p te d  
v i r t u a l l y  to  g r a f t  T Q M  o n to  o r ­
g a n is a t io n a l c u ltu r e s  w h ic h  h a v e  
d e v e lo p e d  fo r  y e a rs  u n d e r  fu n d a ­
m e n ta l ly  d i f fe r e n t  a n d  o fte n  d ia ­
m e t r ic a l ly  o p p o s ite  re g im e s . 
T h e re in  lie  s o m e  o f  th e  d an g ers  in  
th e  u rg e  to  ju m p  o n  th e  T Q M  
b a n d w a g o n .

In p a r t ic u la r ,  o rg a n is a t io n s  
n e e d  to  b e  e x tr e m e ly  c a re fu l to  
a lig n  th e ir  h u m a n  re s o u rc e  m a n ­
a g e m e n t (H R M ) p o lic ie s  to  a n e w  
c o m m itm e n t  to  T Q M . I f  th e y  fa il 
to  d o  so , th e ir  r e te n t io n  o f  u n s u it­
a b le  p e rs o n n e l m a n a g e m e n t s ty le s  
can  a lo n e  m a k e  a d o p tio n  o f  T Q M  
a h ig h  p ro f i le , e m b a rra s s in g  fa ilu re .

N o w h e re  is th is  b e t te r  i l lu s ­
tra te d  th a n  in  th e  a rea  o f  s t a f f  p e r­
fo rm a n c e  m e a s u r e m e n t  a n d  
re w a rd s . T r a d i t io n a l ly ,  m o s t  o r ­
g a n isa tio n s  h a v e  fe lt  it e sse n tia l to  
p u t  in  p lace  fa i r ly  fo rm a lis e d  p e r­
fo rm a n c e  a p p ra isa l system s in v o lv ­
in g  s e t t in g  o f  a n n u a l g o a ls  an d  
assessm en t o f  re su lts  a g a in st th e m . 
T h is , in  fac t, c o n tin u e s  to  re p re se n t  
th e  c e n tra l e le m e n t  o f  an  o b je c -  
t iv e s -b a s e d  a p p ro a c h  to  c o rp o ra te  
a n d  b u sin ess p la n n in g  still used  in  
a g re a t m a n y  A u s tra l ia n  o rg a n is a ­
t io n s , in c lu d in g  th o s e  w h ic h  n o w  
p u r p o r t  to  be c o m m it te d  to  T o ta l 
Q u a li t y  M a n a g e m e n t. B u t it is a r ­
g u a b le  th a t  th is  re p re s e n ts  an  im ­
p o s s ib le  c o n t r a d ic t io n ,  as w e ll  as 
in d ic a t in g  a lm o s t  c e r ta in  fa ilu re  fo r  
T Q M  in  th o se  o rg a n is a tio n s , n o t ­
w i th s ta n d in g  th e  t im e  a n d  e f fo r t  
b e in g  g iv e n  to  it.

F o r  c a re fu l a n a lys is  w ill  su ggest 
th a t  in d iv id u a l p e r fo rm a n c e  assess­
m e n t  o f th is  k in d  is q u ite  in c o n s is t­
e n t  w i th  th e  id e a ls  o f  T Q M . It 
fo c u ses  o n  th e  w o r k  o f  in d iv id u a l  
w o rk e rs  ra th e r  th a n  o n  th e  o u tp u t  
o f  team s, w h ic h  are  c e n tra l to  q u a l­
ity  p h ilo s o p h y . In d e e d , b ecau se  a p ­
p ra isa l is th e  basis fo r  sa la ry  se ttin g , 
it in  fa c t  e n c o u ra g e s  c o m p e t i t io n  
a m o n g  e m p lo y e e s  fo r  access to  an  
in e v ita b ly  lim ite d  sa la ry  ‘c a k e ’ , th e  
v e r y  a n t i th e s is  o f  te a m w o rk . B e­
cau se  a tte n tio n  is a lw a ys  fo c u s e d  o n  
re su lts  o v e r  a s in g le  y e a r  (o r  e ven  
less) e x is tin g  a p p ra isa l system s d is ­
c o u ra g e  th e  lo n g -te rm  p la n n in g  fo ­
cu s o n  w h ic h  a ll o f  J a p a n ’s 
e c o n o m ic  su ccess  h as b e e n  b u ilt .  
B ecau se  it is n a tu ra l fo r  e m p lo y e e s  
a n d  m a n a g e rs  to  se t g o a ls  w h ic h

. . .  o rg a n isa tio n s  
n e e d  to  b e  

e x tre m e ly  ca re fu l  
to  align th e ir  

h u m a n  re so u rce  
m a n a g e m e n t  

( H R M )  p o lic ie s  to  
a n e w  c o m m itm e n t  

to  T Q M .

th e y  can  a c h ie ve , h o riz o n s  a re  n a r ­
ro w e d  a n d  ‘sa fe ty  f i r s t  a t t itu d e s  a re  
lik e ly .

M o r e o v e r ,  th e  w a y  in  w h ic h  
g o als a re  set b e tw e e n  m a n a g e r a n d  
s u b o rd in a te  as th e  so le  basis fo r  re ­
v ie w in g  in d iv id u a l an d  u l t im a te ly  
o rg a n is a t io n a l p e r fo rm a n c e  m e a n s  
th a t  in f lu e n c e s  w h ic h  a re  sy s te m s  
o r  p r o c e d u r a l ly  b ased  a re  o f te n  
o v e r lo o k e d .  In  o th e r  w o r d s , a p ­
p ra isa l assu m es fa r  to o  m u c h  c o n ­
t r o l  b y  th e  in d iv id u a l e m p lo y e e  
o v e r  w o r k  o u tp u t. In re a lity , b o th  
g o o d  a n d  b ad  resu lts  are  o fte n  c ru ­
c ia lly  d e te rm in e d  b y  th e  q u a li ty  o f  
sys te m s a n d  p ro cesses. A  g o o d  sys­
te m  w i l l  in v a r ia b ly  p ro d u c e  g o o d  
re su lts  a n d  th e  c o n v e rse  is u s u a lly  
tru e . T ra d it io n a l s t a f f  p e r fo rm a n c e  
m e a s u r e m e n t  te c h n iq u e s  fa il to  
tak e  th is  in to  a c c o u n t.

A n d  f in a l ly ,  o f  c o u rs e , th e se  
te c h n iq u e s  m u s t  e i th e r  o v e r t ly  
b ra n d  h a l f  th e  w o rk fo rc e  as fa llin g  
s h o r t  o f  a n  a v e ra g e  c o m p e te n c e  
le ve l o r  g o  th ro u g h  th e  c h a ra d e  o f  
c o n c e a lin g  th e  fac t. It is d i f f ic u lt  to  
see h o w  e ith e r  can  s t ro n g ly  m o t i ­
v a te  s ta f f  o r  fa c ilita te  te a m w o rk  as 
a basis fo r  su ccessfu l T Q M .

W h a t  a re  th e  lesson s f ro m  a ll o f  
th is?  T h e r e  a re  p r o b a b ly  th re e .  
F irst, i f  T o ta l Q u a li ty  M a n a g e m e n t  
is to  p r o v id e  a g e n u in e  a n s w e r  to  
A u s t r a l ia ’s p r o d u c t iv i t y  p ro b le m s ,  
it c a n n o t  ju s t  be im p o r te d  in to  an  
o th e rw is e  u n c h a n g e d  o rg a n is a t io n .  
S e c o n d , if  it is to  w o r k  m a n a g e rs  
a n d  s t a f f  m u s t be g iv e n  e x te n s iv e  
a n d  d e ta i le d  t r a in in g  in  b o th  its  
m a jo r  e le m e n ts  a n d  te c h n iq u e s .  
A n d  th ir d , a n d  m o s t  im p o r ta n t ly ,  
th e  im p a c t  o n  all a sp ects o f  H u m a n  
R e s o u rc e  M a n a g e m e n t m u s t b e  as­
sessed  before  a n d  a p p r o p r ia te  
ch a n g e s  m a d e  du rin g  its  in t r o d u c ­
t io n  i f  T Q M  is to  a v o id  th e  fa te  o f  
m a n y  o f  its  p re d e c e s s o rs — th a t  is, 
g ra n d  d e sig n s la u n c h e d  in  a b laze  
o f  a d v a n c e  p u b lic ity  b u t  so o n  c o n ­
s ig n e d  to  th e  m a n a g e r ia l  ru b b is h  
b in  as m e re ly  y e s te rd a y ’s fad .


