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Around the world Quality Management is commonly regarded by industrialists and 

academics as a management concept that encompasses the potential in any organisation 

of developing into a company-wide philosophy with a profound focus on stakeholder 

values and improvement processes. However, there are mounting evidence that 

Quality Management has developed into an important strategic issue also on a national 

level, and that some leading industrial nations have enjoyed significant gains in the 

post War era by means of nation-wide progresses in Quality Management. In this thesis 

organisation is therefore substituted with nation state as the unit of analysis, with the 

ultimate objective to gain insight into how quality management movements in the 

industrialised world develop and prosper. 

Based on empirical data from the Cross-cultural Quality Management Research 

Project, a bird' s�eye view of Quality Management is taken in twelve leading 

industrialised nations. Comprehensive descriptions of Quality in Australia, Brazil, 

Germany, Japan and Sweden are given in order to identify what national driving 

factors that currently have an influence on national quality management movements, 

whereas China, Great Britain, Italy, Norway, Saudi Arabia, South Korea and the 

United States are assessed on a more overriding level with an objective to determine 

the factors' scope and characteristics. 

The existence and influence of national driving factors in Quality Management was 

firstly discovered in the mid 1980s by one of the field's pioneers, Dr. Joseph M. Juran, 

and a core task in this thesis is to re-examine the identified factors current 

applicability. The outcome is a proposed set of national driving factors, embracing 

economy, national quality societies, people, certification bodies, industrial structure, 

organisation and its quality function, and government. Although, these national driving 

factors are found to be common to all countries, they are genuinely national in the 

sense that the national context by and large determines the factors' character and 

influence. To gain insight into how national quality management movements in the 

industrialised world develop and prosper, it is therefore recommended that focus be 

direct towards the national context with its national driving factors. The factors are 

powerful explanatory variables that so far have largely remained an untapped fountain 

of knowledge within the field of Quality Management. 
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Part I - The Thesis and its Research Approach 

THE THESIS AND ITS 

RESEARCH APPROACH 

An introduction to the thesis is given, together with brief background 
information on research area, research project, and collaboration 
partners. A brief literature review is then given to the two research 

areas covered in this thesis, namely Quality Management and 
International Business. The ways in which the research was planned, 
approached and conducted are also described, with an emphasis on 

how the research methodology has contributed towards a scientifically 
recognised and anchored approach in this thesis' underlying field 

research. 
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Chapter 1 - Introduction 

1. 
It is difficult to imagine that Quality Management in the industrialised nations should 

have spread and developed like a Phoenix out of the ashes. Rather it seems that the 

quality management movements in countries such as Japan, Germany and the United 

States have gone through stepwise progress, and even sometimes followed similar 

tracks at different points in time. Despite these similarities it is equally clear that some 

countries have developed further, harvested bigger gains and seemingly had a more 

dynamic and prosperous quality management movement than others. Working on such 

issues, the author has over the years slowly realised that the national context could hold 

vital answers. There must be something, some sort of underlying patterns, that drives 

Quality Management on a national level and influences the progress in the quality 

management movement. To understand this something, proximate social institutions or 

driving factors, together with its characteristics and scope is the core issue of this 

thesis. 

Quality has become an especially important part of a company's overall 

strategy to compete in today's global market, and has required that attention 

be directed to understanding the impact of national culture on managing for 

quality. 

(Juran 1988c, p. 35A. l.) 

The scenario is set. In today's global economies, Dr. Joseph M. Juran, one of the 

quality management movement's most distinguished pioneers, holds that industrialists 

and academics need to gain insight into the relations between national culture and 

management for quality (Juran 1988c). This thesis builds on Juran's vision, and 

basically picks up the work where he left it a decade ago with an endeavour to include 

appropriate expansions and improvements. 
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Quality Management - National or Global Driving Factors? 

In a research assignment dating back three years in time, the author carried out 

research on Quality Management and its motivating aspects in South Korea. As part of 

the study, comparative visits were made to Australia, Japan, Sweden, Taiwan and the 

United States. The author was over and over again surprised by the value of these 

small side-steps from the main country in the research project. Firstly, the visits 

revealed that what seemed like "logical" patterns of development, status and 

perceptions in the area of Quality Management in South Korea, were not necessarily 

identified in the other countries, which in turn had their own seemingly "logical" 

patterns. Organisational structure, leadership style, government intervention, economic 

development, labour relations and industry varied considerably, but constituted in each 

country an almost organic system that needed to be studied in whole in order to gain an 

understanding of the countries' individual approach to Quality Management. In other 

words, the author found it extremely difficult to explain and understand Quality 

Management on a national level, without firstly gaining an understanding of the 

national conditions and environment. This might relate to the author's academic 

fostering at the Division of Quality Technology and Management at Linkoping 

University, where Quality Management is not viewed as a rigid concept with crystal

clear definitions, but rather a holistic and dynamic concept that needs to be understood 

in its context, be it organisational, industrial or national. 

Secondly, by studying the countries as such, they were found to have reached different 

levels of maturity in Quality Management. By aggregating companies together in 

industries, and industries together in national business, the author gained from the 

analysis of interviews with industrialists and academics an understanding of some of 

the dynamics involved in the spread and development of Quality Management in the 

respective countries. In both Australia and Japan, the factor of natural resources was 

for example used to explain why Ja pan, with its scarce natural resources, had 

developed further in Quality Management than the natural-resource-rich Australia 

(Johansson and Kroslid 1996). That the factors seemed to have different impact in 

different national contexts, was also revealed in the case of national culture, which by 

the interviewees was referred to as facilitating in some countries and a hindering factor 

in others. Contacts were in this connection established with an Australian researcher at 
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Chapter 1 - Introduction 

the University of Technology, in Sydney, who had done some work on Hofstede's 

working-related cultural values, and it made the author of this thesis understand the 

potential of its possible impact on Quality Management. Although the comparative 

studies were not given much attention in the final report on Quality Management in 

South Korea, it concluded that the comparison studies were most helpful in the in

depth study of South Korea (Johansson and Kroslid 1996). Besides, the whole 

experience made the author identify research ideas and niches on which parts of this 

thesis are built. 

At the outset of the author's PhD studies, preliminary contacts with key representatives 

from multinational enterprises also confirmed that they sometimes struggled to develop 

successful global quality management strategies. This accounted just as much for 

European multinational enterprises as for American and Asian multinationals. 

Allegedly, management theories provided scarce support, and there was a stated need 

in the international business community for sound guidance in Quality Management 

that reaches beyond the frontiers of national boarders and continents. Frequently raised 

questions in this area were if quality management should be centralised or 

decentralised, the role of the headquarters, and to what extent their quality 

management approach should cater for cultural aspects. Another issue raised by both 

companies and consultants, was what national environment is most favourable for 

quality management initiatives, and how for example national turbulence politically, 

economically or otherwise has an impact. Contacts with a consulting company 

providing services in the quality management field also showed that there is also a 

need, based on pure business interests, in such companies to know more about what 

national scenarios increase or lessen a country's overall interest in Quality 

Management. 

World culture is a myriad of different ways of creating the integrity without 

which life and business cannot be conducted. There are no universal answers 

but there are universal questions or dilemmas, and that is where we all need to 

start. 

(Trompenaars and Hampden-Tumer 1993, p. 194) 

In the 1980s and 1990s there has been a global shift in terms of markets and production 

(Dicken 1992). We are moving away from an economic system in which national 

markets are distinct entities into one huge global marketplace (Hill 1997). In this 
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Quality Management - National or Global Driving Factors? 

connection the pioneers of Quality Management, such as Juran and Kondo, state that 

human society has depended on quality since the dawn of history, and that 

globalisation has contributed towards making it a key issue in manufacture and service 

industries (see e.g., Juran 1995; Kondo 1994). Quality management system standards, 

such as the ISO 9000 series, Total Quality Management and Business Excellence, have 

as a result developed into much applied strategies worldwide (Daniels and Radebaugh 

1998). In the field of Quality Management it was Japan that triggered a focus on 

quality and cultural diversity, when its competition could no longer be ignored in 

Western markets in the late 1960s and 1970s (Deming 1986). The relevance of the 

issue peaked a decade later, when the United States had in some industries experienced 

great losses vis-a-vis the Japanese in their home market, mainly due to inferior quality, 

and a strong interest for Quality Management swept across the industrialised world 

(Juran 1995). One of the first major international comparative studies within the field 

of Quality Management was presented in Juran and Gryna (1988), embracing and 

assessment of Quality Control in developing, industrialised and socialist countries. 

Later there have been some others focusing on specific issues of Total Quality 

Management, with a couple of countries included, notably those of Dahlgaard, Kanji 

and Kristensen (1989), Dahlgaard, Kanji and Kristensen (1995), Harrington (1995), 

and Kim, Miller and Reineke (1998). 

The goal of high quality is common to all countries. This common goal must 

compete with other national goals amid the massive national forces - political, 

economic, and social - which determine the national priorities. 

(Juran 1988c, p. 35A.1) 

Juran (1988c) hence indicates that quality resembles similarities with other national 

forces, such as policy and economy, and that he finds it worthwhile to examine 

national conditions that have influenced the development of Quality Management. In 

Juran and Gryna (1988) the assessment is carried out by local authors in the following 

countries; France (Gogue 1998), Germany (Schlotel 1988), Great Britain (Thoday 

1988), Japan (Kondo 1988), the United States (Juran 1988d), as well as general 

assessments of developing countries (Sandholm 1988) and socialist countries 

(Egermayer 1988). The reader should note from this that the core academic 

contribution in Juran and Gryna (1988) mainly embraces the identification of national 

factors having an impact on the development of Quality Control, and that the work 

does not at all go on to discuss the cross-country or global applicability of the factors. 
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Chapter 1 - Introduction 

That is just where this thesis picks up the invaluable work of Juran and his co-authors 

in Juran and Gryna (1988). Juran (1988c) also comments on the ever-increasing 

importance of understanding the scope and characteristics of these factors. 

The subject matter[... ] is of obvious interest and importance to those engaged 

(or contemplating engagement) in operations of an international nature. Such 

operations are becoming ever more extensive as trade barriers are 

progressively removed. However, removal of governmental barriers has little 

effect on cultural barriers. These remain as a continuing problem until the 

cultural patterns ( and the reasons behind them) are understood, appreciated, 

and taken into account. 

(Juran 1988c, p. 35A.2) 

The author of this thesis has carried out a text-analysis on the relevant country chapters 

in Juran and Gryna (1988), examining the number of references made in the texts to 

factors with an influence on the studied countries' quality management movements. 

Over 30 different factors were addressed in the texts, and Figure 1 gives an overview 

over the seven most frequently quoted ones. Other national factors such as consulting 

companies, standardisation bodies, individuals, certification bodies, national quality 

societies and consumers were also frequently addressed, but it was decided to rank the 

factors according to number of references and to make a cut based on Pareto's 20-80 

principle (Bergman and Klefsjo 1994), or what Juran (1986) terms the vital few as 

opposed to the trivial many. 

25 [SI National training and awareness prog. 

EiJ Government
20 

D Economy 

15 8 Labour relations 

II People
10 

!I Industrial structures 

5 D Organisation and its quality function 

121 Other 
0 

Figure 1. National factors with an influence on the quality management movements 
in the countries covered in Juran and Gryna ( 1988 ). 
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Quality Management - National or Global Driving Factors? 

The set of most influential national driving factors derived from Juran and Gryna 

(1988) includes: (1) national training and awareness programmes, (2) government, (3) 

economy, (4) labour relations, (5) people, (6) industrial structures, and (7) organisation 

and its quality function. They form the main starting point of this thesis. 

In the above reasoning, it is revealed that both theory and empirical data indicate a 

relation between Quality Management and the national context. National factors have 

been identified which seem to influence the underlying dynamics behind the maturity 

in approach and accumulated amount of initiatives taken by the country's enterprises at 

a given time in the area of Quality Management, in other words the country's quality 

management movement. Increased knowledge about what the author would like to 

term "national driving factors", with their scope and characteristic, could increase the 

understanding for developments in a country's quality management movement, and 

significantly improve the affected parties strategies and achievements in this area. 

Based on the work of Juran and his co-authors in Juran and Gryna (1988), the core 

objective of this Licentiate thesis is hence: 

To gain insight into the national quality management movements ofthe 

industrialised world by proposing a set ofcurrently applicable national driving 

factors and to determining these driving factors' scope and characteristic. 

One decade has passed since Juran and his co-authors carried out the assessment 

published in Juran and Gryna (1988), but they did not examine the scope and 

characteristic of the national driving factors they identified. Additionally, the quality 

management movement has since then all over the industrialised world taken 

significant steps from Quality Control at that time to the currently predominating 

Quality Management System and Total Quality Management. The exemption is Japan, 

a nation which at the time of the assessment was considered to have reached a very 

mature stage in Quality Management (see e.g., Ishikawa 1985; Kondo 1988), 

comparable to that of Total Quality Management (see e.g., Juran 1995; Kondo 1994). 

8 



-----

Chapter 1 - Introduction 

An assessment like the one required in this thesis, will inevitably involve a multitude 

of countries, and the reader should note that the author does not claim to have 

understood all local phenomena in their correct cultural perspective. The author has 

some experience from other cross-cultural research projects (see Johansson and 

K.roslid 1996), but has also come to the insight that a full understanding is probably not 

necessary since this thesis is more about developing a set of currently applicable 

national driving factors on an international level, and not so much about local nuances. 

However, Quality Management and culture are complex issues, and the richness that 

the author would ideally have liked to cover and comprehend in each country has to 

some extent been substituted for by the considerable number of countries included in 

this thesis underlying field research. 

Thesis structure 

This thesis contains three parts, Figure 2, in which Part I identifies the seven most 

important national driving factors examined in Juran and Gryna (1988), given some 

necessary background information, and describes the applied research methodology. 

Part II assesses the current applicability of Juran's national driving factors plus 

possible new ones in five countries, namely Australia, Brazil, Germany, Japan, and 

Sweden, resulting in a proposed set of currently applicable national driving factors. 

Finally, Part III deals with the factors' scope and characteristics, and reflects on the 

thesis and its underlying field research. 

Part I Part II Partlll 
National training & Great Britain 

awareness prog. I Australia, Ch. 41 
China 

Government 
1 Brazil, Ch. 5 Set of currently UnderstandingItalyEconomy 

applicable national quality 
People IGermany, Ch. 61 Norway

national management
Labour relations Saudi Arabia 
Industrial structure I Japan, Ch. 7 driving factors movements 

South Korea Org. and its I Sweden, Ch. 8 
quality function The USA 

Structure 

Examine Examine Conclude and 
current scope and reflect

applicability characteristics 

Figure 2. Thesis structure and analysis process. 
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In addition to the introductory chapter, Part I of this thesis contains one chapter that 

aims to give the reader the necessary theoretical background knowledge to Quality 

Management, International Business and national driving factors, see Chapter 2. Also 

included in Part I is Chapter 3, embracing descriptions, validations and reflections on 

the Cross-cultural Quality Management Research Project, which constitutes this thesis' 

field research. In terms of customers for Part I, the author would recommend all 

readers to go through Chapter 1 and 2, whereas Chapter 3, most likely will attract a 

higher interest by academics. 

Chapters 4 to 8 give an outline of Quality Management in Australia, Brazil, Japan, 

Germany, and Sweden, with a thorough assessment of the seven national driving 

factors proposed in Juran and Gryna (1988). All five countries have been chosen due to 

their diverse geographical origin and presumed span in quality management maturity. 

For all twelve countries in the Cross-cultural Quality Management Research Project an 

independent article was originally written embracing qualitative and quantitative 

findings on development, current status, attitudes and national scenario, similar to the 

ones in chapters 4 to 8. However, due to the volume of the twelve articles together and 

the structure of this thesis, it was decided only to use five of the country articles, and 

also to strengthen the reasoning with more references from other literature. Part II also 

embraces Chapter 9, which is a very central passage in this thesis in that it sums up the 

assessment of the seven national driving factors, proposes a set of currently applicable 

national driving factors and addresses some aspects concerned with the characteristic 

of the factors. Part II of the thesis is generally recommended for readers with a 

particular interest in Quality Management in Australia, Brazil, Germany, Japan or 

Sweden. However, readers with an overall interest in global developments within the 

area of Quality Management would also most likely find the whole assessment of 

national driving factors interesting. 

In Part III, Chapter 10 examines the scope of the previous chapter's proposed set of 

currently applicable national driving factors, in China, Great Britain, Italy, Norway, 

Saudi Arabia, South Korea and the United States, and reflects on the possibility and 

relevancy of including additional impacting driving factors. Chapter 11 sums up the 

main findings of the thesis, and draws conclusions that is specifically dealing with the 

thesis' objective. Chapter 12· contains reflections on the thesis, research and findings, 

as well as ideas about future research. This latter part of the thesis can be 
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recommended to readers who want to understand how to gain knowledge and insight 

about Quality Management in a country, including the scope and characteristic of 

driving factors. 

Collaborating partners 

The Cross-cultural Quality Management Research Project has three main cooperation 

partners, namely Asea Brown Boveri TPT TDT, Det Norske Veritas, and the Swedish 

Institute for Quality. The former two have been the main sources of data, whereas the 

latter have largely financed the research project. The author is indebted for their 

contributions and constructive participation, and here follows a brief description of the 

four organisations. 

Asea Brown Boveri, Business Area Transmission Power Transformers and 

Transmission Distribution Transformers (Asea Brown Boveri TPT TDT) 

Asea Brown Boveri TPT TDT is world leading in the manufacturing of transformers 

for power transmission and distribution. With production plants in 25 countries world

wide and a total of around 14,000 employees, the two business areas are also among 

the largest segments within the Asea Brown Boveri Group. The products manufactured 

are power transformers and distribution transformers, compromising a complete range 

of systems and products for transmission and distribution of electrical energy. 

Det Norske Veritas 

Det Norske Veritas is a world-leading supplier of services related to safeguarding of 

life, property and environment. The company has 4,400 employees and 300 offices in 

100 countries. As one of the world's leading certification and maritime classification 

societies, with major markets in the United States, Europe and Asia, Det Norske 

Veritas has issued over 10,000 quality management system certificates worldwide. 

The Swedish Institute for Quality 

The Swedish Institute for Quality was founded in 1990 to enhance the competitiveness 

of Swedish industry. It is recognised as Sweden's peak body on Quality Management 

and Business Excellence. The Swedish Quality Award is organised by the organisation, 

which also holds annual conference, seminars and training courses. The Swedish 
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Institute for Quality has been the main financial sponsor in the Cross-cultural Quality 

Management Research Project. 
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. Setting the Scene 

It feels appropriate to elaborate on three very central concepts in the thesis, namely 

Quality Management, International Business and national driving factors. In the 

following, therefore, the term Quality Management is explained in detail, and a 

literature review included addressing the intersection between Quality Management 

and International Business. Finally, the national driving factors extracted from Juran 

and Gryna (1988), are specified, exemplified, and theoretically anchored. 

1 Quality Management - a specifIcation 

The term Quality Management is applied throughout this thesis, and judging from the 

voluminous number of definitions of both Quality and Quality Management that exists 

in the literature it is difficult to present a global definition (see e.g., Bergman and 

Klefsjo 1994; Dahlgaard, et al. 1995; Kondo 1994; Kruithof and Ryall 1994; Oakland 

1993). However, the author does not think that a clear definition is required in order to 

deal with the subject of Quality Management. On the contrary, too rigid a mindset in 

terms of definition could colour the author's view, and indicate cultural bias in the 

research process. In order to avoid this, a specification has been used to help the author 

distinguish between different areas of Quality Management. In this thesis, the term 

"Quality Management" is used in conceptual terms, and embraces the concepts of 

Inspection, Quality Control, Quality Assurance, Quality Management System, and 

Total Quality Management. A country's quality management movement is then, as 

stated in Chapter 1.2, determined by the maturity in approach and accumulated amount 

of initiatives taken by the country's enterprises at a given time in the area of Quality 

Management. 

Inspection is the simplest form of Quality Management, and "involves evaluating the 

quality of some characteristic in relation to a standard", with the main purpose of 

determining whether products conform (Zeccardi 1988, p. 18.4). Some literature 

sources specify Quality Control as Modem Quality Control, because the former term is 

used almost as synonymous with Inspection in some countries (Juran 1995). Modem 
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Quality Control was introduced by Shewhart in the 1920s, and is based on theories of 

variation, in-process quality control, statistical monitoring of processes, and the 

application of quality tools and techniques in order to ensure a predetermined level of 

quality on the finished goods (Deming 1993; Shewhart 1939). In this work, the 

definition proposed by Juran (1988a, p. 6.31) will be applied, namely that Quality 

Control is "the regulatory process through which we measure actual quality 

performance, compare it with quality goals, and act on the difference". 

Quality Assurance involves the manufacturing of equipment according to a specific 

standard, mainly including technical requirements for quality, reliability, performance 

and safety (Kruithof and Ryall 1994). Such standards originated in the military and 

nuclear industries, and were used by government procurement agencies, with the 

NATO AQAP quality assurance standards and the International Atomic Energy 

Agency Quality System Standard 50-C-QA as the best known (QMI 1994). Gryna 

(1988, p. 9.1) defines Quality Assurance as: "The activity of providing the evidence 

needed to establish confidence, among all concerned, that the quality function is being 

effectively performed". In terms of Quality Management System, this builds on the 

quality assurance standards, but is more non-industry-specific and constitutes a general 

quality management system approach. The objective of a quality management system 

is to define all activities that can influence the quality of product or service, in order to 

assure the fulfilment of a contract between two parties (QMI 1994). The quality 

management system standard most applied internationally is the ISO 9000 series 

standard, containing ISO 9001, ISO 9002 and ISO 9003 (Kruithof and Ryall 1994). 

Quality Management System is in the ISO 9000 series standard (ISO 1994, p. 1) 

defined as: "Achieving customer satisfaction by preventing nonconformity at all stages 

from design through to servicing." 

Total Quality Management is commonly regarded as synonymous with Company Wide 

Quality Control and Business Excellence (e.g., Kondo 1994; Oakland 1993; Peters and 

Waterman 1982). All terms are used to describe the most advanced form of Quality 

Management around the world, and are complex, holistic concepts. One way to 

describe them is to refer to them in terms of the existing national quality awards around 

the world, such as the Australian Quality A ward, the Deming Prize, the European 

Quality Award, the Malcolm Baldrige National Quality Award, and the Swedish 

Quality Award (AQC 1997; JUSE 1996a; EFQM 1997b; NIST 1997; SIQ 1997). 

Another way is to identify the means by which to work with Total Quality 
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Management, namely the elements in a successful strategy (see e.g., Bergman and 

Klefsjo 1994; Oakland 1993). Still others make an effort to define the concept of Total 

Quality Management. 

In Europe we usually apply the following definition: "TQM [Total Quality 

Management] is the culture of an organization committed to customer 

satisfaction through continuous improvement." In Japan the approach to TQM 

is a little more scientific [ ... , which] has led to a characterisation of TQM 

along the following lines in Japan: "TQM is a management philosophy which 

is characterised by being scientific, i.e. based on data and logic, systematic, i.e. 

based on systems (e.g. ISO 9000), and company wide, i.e. involving everyone in 

the organization. " 

(Dahlgaard, et al. 1995, p. 39) 

The relationship amongst the different parts of Quality Management can be pictured as 

a model where Total Quality Management is encompassing the more square-natured 

concepts of Quality Management System and Quality Control, which again embrace 

Inspection (Figure 3). 

Total Quality Management/ Business Excellence 
.••••••••••••••.••.•.•••• ·1- • - • - • - . ., - - - - - - = - - - - - - - - -

j ; ; Quality Assurance : 
• • • I 
: I 

Inspection I 

Quality I 
• I 

: Quality Control . . Management System ,
·························-·-·-·-·J----------------' 

Figure 3. Quality Management - its main concepts. 

The Intersection between Quality Management and 
International Business 

In Kroslid and Napier (1996) an assessment is made of to what extent existing 

contributions in the field of Quality Management address cross-cultural aspects. To 

structure the assessment, a classification used by Schollhammer (1973) has been 
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incorporated. He classifies research into theoretical-abstracts and empirical-studies, 

with conceptualising and synthesising research being subgroups of the former, and 

case-studies and comparative-studies belonging to the latter. 

The conceptualising group contains mainly literature from the people pioneering the 

quality management movement, such as Covey (1991), Deming (1993), Imai (1986), 

Ishikawa (1985), Juran (1989), Oakland (1993), Peters (1989), and Senge (1990). 

Characteristically they all present a holistic quality management concept, based on a 

set of common principles that they argue constitute a sound approach to Quality 

Management, frequently drawing upon personal experience from Japanese and 

American industry, but with very few comprehensive comparisons. Synthesising 

literature contains works by the likes of Bergman and Klefsjo (1994), Green (1993), 

Juran (1995), Kondo and Dahlgaard (1994), Masing (1994), Pfeifer (1993), and (Zink 

1995). They characteristically endeavour to put the conceptualising contributions into 

context, and their works are frequently used as text-books at universities. In their 

description of national culture they typically have a more multi-dimensional approach 

than is found in the conceptualising literature. Similarly, their reflections on cultural 

aspects are almost exclusively descriptive, and they rarely dig deep into discussions on 

underlying cultural aspects. 

The case-study group includes both national and corporate case-studies and embraces 

the work of Bredal (1997b), Fournier (1993), Gitlow and Loredo (1993), Garvin 

(1988), Gros (1996), Gummesson (1988), Hardjono, Have and Have (1996), Semler 

(1993), and Yasuda (1991) amongst others. Some of these studies tend to be somewhat 

narrow in scope and based on relatively small samples from which the empirical data 

are derived. Such descriptive studies are typically not directed toward the refutation or 

confirmation of specified hypotheses and their potential contribution to theory 

development has hitherto been largely impaired. One strand, however, in the case

study group, that has developed quite far, is what Kroslid and Napier (1996) terms the 

learn-from-Asia group, typically using Japanese management practice as an example 

and then applying it to countries in the Western World (see e.g., Eberts and Eberts 

1995; Ishikawa 1985; Shingo 1986; Swanson 1997). 

The group of comparative studies most significantly includes the work Dahlgaard, et 

al. (1989; 1995), Hagedorn and Weisshuhn (1995), Harrington (1995), Juran and 

Gryna (1988), and Womack, Jones and Roos (1990). They primarily have a descriptive 
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nature, and distinguish themselves from case-studies in that they more commonly focus 

on relationships found amongst the study objects, whether on an inter-organisational or 

international level. One weakness of some of them is that the underlying research 

projects are one-offs, and they typically concentrate on specific quality management 

issues and not so much on underlying cultural implications. The exception here is 

Juran and Gryna (1988), who deal with "Quality and the National Culture", and 

contain qualitatively descriptions of the quality management concept in relation to the 

national contexts of France, Germany, Great Britain, Japan, and the United States. One 

could argue that Dahlgaard, et al. (1995) and Harrington (1995) indirectly address 

driving factors as well, in their publication of results from their surveys on particular 

issues in the countries studied. However, there are no discussions about the 

appropriateness of the different constructs that they deal with and to what extent they 

have an influence on the surveyed countries' quality management movements. 

Kroslid and Napier (1996) conclude that the quality management literature reviewed is 

very descriptive and tends to be rather pragmatic. Some very valuable contributions 

have been made, but with very little explanatory data to support the arguments and 

comparisons. Only Juran and Gryna (1988) address the quality management 

movements' national driving factors as far as the author of this thesis is aware, and no 

reference or follow-up is done in the rest of the reviewed quality management 

literature to their specific contributions in this area. 

The field of international business theories covers a range of management issues, like 

financing (e.g., Prestbo and Sease 1997), cross-cultural communication and interaction 

(e.g., Lewis 1996), technology transfer (e.g., Kim 1997a), cultural values (e.g., 

Hofstede 1980; Schwartz 1994), cultural diversity (e.g., Chu 1995), competitive 

advantages (e.g. Porter 1990), and management systems (e.g. Chen 1995). The 

question raised by Kroslid and Napier (1996) is how these and other books within the 

international business strand touch on quality management issues. On a general level 

there is The Global Competitiveness Report 1997, see Schwab (1997), which addresses 

applicability in Total Quality Management directly in one of its 195 sub-criteria. In 

Global Management by Mendenhall, Punnett and Ricks (1995), QC-circles are touched 

upon, whereas Daniels and Radebaugh (1998) address Total Quality Management and 

Quality Management System. Chen (1995) uses two pages to elaborate on the "endless 

drive for high quality and low cost" in Japan, and give some brief comments on the 

situation in South Korea, the United States and Western Europe. However, none of the 
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contributions reach a point where they specifically relate their brief outline of Quality 

Management to theories and concepts within their field - International Business, and 

their understanding of Quality Management seems to be limited (Kroslid and Napier 

1996). Instead, some, like for example Hill (1997) and Mead (1994), do not address 

Quality Management at all in their text-books on International Business, whereas 

others such as Daniels and Radebaugh (1998) and Mendenhall, et al. (1995) cover it on 

the same basis as inventory systems, product design, purchasing and supplier relations. 

Redding (1994) generally maintains that the Dutch scientist and researcher, Prof. 

Hofstede, through his framework of working-related cultural values, has provided 

international management research with a fully worked out theory of national culture 

and its organisational effects. In the field of international business research, Hofstede's 

framework is regarded as the backbone (see e.g., Hill 1997; Redding 1994). In their 

review, Kroslid and Napier (1996) conclude that Hofstede's work can be applied to 

cross-cultural aspects in the quality management research field, and contribute towards 

a more profound understanding of a nation's approach to Quality Management. It is 

added, however, that none of Hofstede's contributions applies the framework to the 

field of Quality Management. 

Introduction to National Driving Factors 

As stated in Chapter 1.1, the Background: "The seven national driving factors; (1) 

national training and awareness programmes, (2) government, (3) economy, (4) labour 

relations, (5) people, (6) industrial structures, and (7) organisation and its quality 

function, form the main starting point of this thesis." It hence seems required to 

address how each of the seven national driving factors are specified and explained in 

Juran and Gryna (1988). Before that, an introduction will be given to the work of Juran 

and his co-authors in the Juran' s Quality Control Handbook and reflections made on 

more profound aspects of the national driving factors. 

2.3.1 The Quality Control Handbook 

Over four decades have passed since the Quality Control Handbook (now Juran' s 

Quality Control Handbook) was fist in gestation, and it was soon to become the 

profession's main reference work (Garvin 1988). Juran (1988b, p. xi) explains that 
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since the first edition in 1951: "It has attained the status of the leading international 

reference work on the subject." The three first editions sold over 350.000 copies (Juran 

and Gryna 1988), and Juran (1974a) explains that the Third Edition is the first edition 

to recognise the international nature of quality activities, in that sections devoted to 

"Quality Control and the National Culture" are included. The units assessed in the 

Third Edition are: Japan, Western Europe, the United States, socialist countries, and 

developing countries. 

In the Fourth Edition, see Juran and Gryna (1988), the number of pages on quality and 

the national culture have been increased from 29, in the Third Edition, to 112. In 

addition, Germany, Great Britain and France have been added to the assessment, and 

the heading for the relevant sections changed to "Quality and the National Culture" 

(Juran and Gryna 1988). In the preface to the Fourth Edition Juran (1988b) explains 

that no section has escaped extensive revision, and that doubtfully as much as 20 

percent of the Third Edition was incorporated into the Fourth Edition. As far as the 

author of this thesis can judge, this general comment fully applies to the sections on 

Quality and the National Culture, which embody much more extensive and 

comprehensive descriptions. 

Besides, the reader should note that it was local authors who wrote the various country

scenarios in Juran's Quality Control Handbook (see Egermayer 1988; Gogue 1998, 

Juran 1988d; Kondo 1988; Sandholm 1988; Schlotel 1988; Thoday 1988), and that the 

country chapters have not been cohered or compared. This implies in practical terms 

that the country assessments only explore relevant national driving factors, with no 

cross-national analysis or consideration given to the factors' scope and characteristics. 

In this respect the difference to this thesis is significant in that all the twelve countries 

covered by the Cross-cultural Quality Management Research Project have been 

covered by the same researcher, subjected to the same methodology and cross-national 

analysis. 

The editor in chief of Juran's Quality Control Handbook, Dr. J.M. Juran, is regarded 

in quality management circles and beyond to be one of the field's most important and 

renowned individual (see e.g., Bergman and Klefsjo 1994; Garvin 1988; Kondo 1994). 

Dr. Juran is awarded over thirty medals, fellowships and honorary memberships by 

professional and honour societies in twelve countries, and is the recipient of the 
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Second Class of the Order of the Sacred Treasure given by the Emperor of Japan - the 

highest decoration awarded to a non-Japanese citizen (Juran 1989). 

2.3.2 Profound aspects of national driving factors 

Based on the pertinent literature's coverage of national driving factors, two major areas 

need to be addressed, namely nation as the unit of analysis and what type of factors it is 

that has been derived from Juran and Gryna (1988). In terms of the former aspect, this 

thesis uses nation state as the unit of analysis in order to gain an understanding about 

the object under study, Quality Management in industrialised nations. Another 

possibility would have been to focus entirely on one industry such as the automobile 

industry, which Womack, Jones and Roos (1990) do in their famous study. However, 

in the area of Quality Management it is much more common to speak about national 

quality management movements, and it has been decided to conduct the field research 

project on a national level. Besides, the interest for national aspects is increasing in 

management science. 

Generally, the growing interests in business recipes represents a shift in unit of 

analysis from the single organisation to a broader context, such as sectors and 

nations. Furthermore, behind the two notions "industry recipe" and "business 

system" we can identify two more general theoretical perspectives with the 

common objective of capturing contextual structures in which organisations 

are embedded and explaining the impact of these contexts on the way of 

organising at the company level. [ ... ] Although the notion of business systems 

is applicable on different system levels, there are several arguments why the 

nation state is a proper level ofanalysis at which to identify significant ways of 

organising business. 

(Hellgren and Melin 1992, pp. 180, 182) 

Regarding the latter aspect, namely what type of patterns the national driving factors 

dealt with in Juran and Gryna (1988) are. Reference can here be made to Whitley 

(1992) who evaluates different types of factors that can found in a business system, or 

national context. 
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In considering the key social institutions that influence the sorts of business 

systems that become established in different market economies and the ways in 

which they vary, it is useful to distinguish between those that structure general 

patterns of trust, cooperation, identity and subordination in a society and those 

that are more directly involved in the economic system and constitute the more 

immediate business environment. The former, back-ground, social institutions 

underpin the organisation of all economic systems and form the background to 

industrialisation and the development of modern market economies. Typically, 

they are reproduced through the family, religious organisations and the 

education system, and often manifest considerable continuity from pre

industrial societies, especially where industrialisation has been relatively 

recent and fast. The latter proximate, social institutions are more often a 

product of the industrialisation process itself and frequently develop with the 

formation of the modern state. As well as reflecting particular features ofpre

industrial political and economic organisation, these proximate social 

institutions are also the result of political changes. [ ... ] In considering the 

major proximate social institutions which affect forms of business organisation 

- and which in turn become influenced by long-established and successful 

business systems - those dealing with the availability of, and conditions 

governing access to, financial resources and different kinds of labour power 

are clearly crucial, as is, ofcourse, the overall political and legal system which 

institutionalises property rights, provides security and stability and varies in its 

degree and type ofsupport for private business activities. 

(Whitley 1992, pp. 19, 25) 

The four proximate social institutions that Whitley (1992) emphasises are; (1) financial 

resources, (2) labour power, (3) political system, and (4) legal system. Comparing 

these with the set of national driving factors derived from Juran and Gryna (1988), it 

can be concluded the two sets contain significant similarities and that the 

argumentation used by Whitley (1992) to a large extent legitimises the examination of 

national driving factors in Quality Management on a cross-country level. 

Support for the seven individual national driving factors can also be found in other 

relevant literature. In his assessment of Quality Control between East and West, 

Ishikawa (1985) addresses the first five of the seven national driving facts found in 

Juran and Gryna (1988), but adds language, religion, suppliers and ownership structure 
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to his list. In the area of International Business, Hill (1997) argues that economy is a 

very decisive factor for any country in the management area. In terms of the people 

factor, Hofstede (1991) has identified five work-related cultural values; (1) Power 

Distance, (2) Uncertainty Avoidance, (3) Individualism, (4) Masculinity and (5) Long

term Orientation. In addition, Dahlgaard, et al. (1995) identify the importance of 

culture on Quality Management, in a comparison between Scandinavian and Asian 

countries. Industrial structures is also proposed as an important aspect of maturity in 

Quality Management by Deming (1986), who refers to important differences between 

manufacturing and service industries. In the field of Organisational Theory and 

Behaviour, Schein (1992) elaborates on the role of organisational structures, whereas 

Ritter and Zink (1989) and Ishikawa (1980) deal with the importance of the quality 

function and the different forms of group-work structures that support Quality 

Management. 

2.3.3 Specification of the national driving factors proposed in Juran and 
Gryna (1988) 

With the core focus on national driving factors in this thesis, it will now be explained 

how the factors are operationalised in Juran and Gryna (1988). Examples from the 

countries covered in the assessment are also given, together with an indication about 

what boundaries Juran and Gryna (1988) suggest for each factors. 

National training and awareness programmes 

The national driving factor most addressed in Juran and Gryna (1988) is national 

training and awareness programmes, originally two individual factors that the author of 

this thesis decided to integrate. This factor contains such diverse elements as university 

courses at both undergraduate and postgraduate level as in France and the United 

States (Gogue 1998; Juran 1988d), courses offered by national quality societies as in 

Germany and Japan (Kondo 1988; Schlote! 1988), and also government-led courses as 

in many socialist countries and some developing countries (Egermayer 1988; 

Sandholm 1988). 

By "awareness programmes" is meant the type of national information campaigns that 

one saw in Japan in connection with the QC-circle movement in the 1960s and 1970s, 

which was widely broadcast and covered in the mass-media (Kondo 1988). Other 

countries such as China and South Korea later applied similar awareness programmes 
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(Sandholm 1988). In terms of Great Britain and awareness campaigns, Thoday (1988, 

p. 35E.3) states that: "In recent times [mid 1980s] promotional campaigns have been 

launched in the quality sphere under the broad banner of 'competitiveness'. The 

campaign is supported by much advertising, distribution of literature, organization of 

seminars, and funding of specific projects." 

Although Sandholm (1988) explains how countries that have reached a high level of 

industrialisation have consultants offering courses in Quality Control, none of the 

country sections in Juran and Gryna (1988) specifically address this. This can relate in 

part to the fact that consulting companies were not so involved in the quality control 

era of Quality Management. Another possibility is that consulting companies will have 

difficulties in achieving a nationwide spread of their courses. 

Government 

The two main ways in which the texts include government as a viable force, are 

through legislation and support. Legislation, in terms of product liability, labour laws 

and export and import regulations all had an influence on the spread of Quality 

Control, and they are explicitly dealt with in the case of France, Germany and Great 

Britain (Gogue 1998; Schlote! 1988; Thoday 1988). In terms of support, the 

assessments outline two ways that governments can enhance the quality management 

movement, namely by direct and indirect support. In countries such as Japan and the 

United States, the support has only been given indirectly and a high reliance has lain on 

the shoulders of the national quality society, whereas the role of the government in 

many socialist countries has been more direct (Egermayer 1988; Juran 1988d; Kondo 

1988). 

The problems related to product quality in developing countries are of such a 

nature that they cannot be solved on a company level. Instead, efforts on a 

national level are necessary, and these depend largely on the national policy of 

the country. In some countries, government is ahead in developing means for a 

good quality control program. 

(Sandholm 1988, p. 25B.7) 

In the industrialised world, Thoday (1988, p. 35E.3) explains how in Great Britain's 

case: "The government influence on the determinant side of quality is very wide. The 
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measures of quality are reflected in the protective legislation, much of which is 

regulated through offices of fair trading." 

Economy 

One central theme under the economy factor, is whether economic growth is more 

enhancing than economic crises with regards to the quality management movement. 

Both scenarios are outlined, with the oil crisis in 1974 spurring a larger interest for 

Quality Control in French industry whereas the long-term economic growth enjoyed by 

Germany in the post-war era allegedly made few requirements for changes in the 

industry's basic approach to quality management (Gogue 1998; Schlote! 1988). Due to 

the lack of comparison and reflections in the studies, it is not stated that economic 

crisis is more enhancing than economic growth. Although not explicitly commented 

upon by Kondo (1988), he does indirectly link the strong developments in the Japanese 

quality management movement to the years of strong economic growth. 

By the standards of later decades, [. .. } the U.S. economy grew to superpower 

size. Some of this growth was achieved by ways which had implications for 

quality. 

(Juran 1988d, p. 350.3) 

Economic sub-factors such as market orientation, export dependency and natural 

resources are also dealt with, mainly in the chapters covering Japan, the United States 

and socialist countries (Juran 1988d; Kondo 1988; Egermayer 1988). The authors 

hence take a fairly broad perspective in terms of the economic factor. That such 

elements as currency and balance of trade are not included is regarded by the author of 

this thesis as a reflection of the times and not a conscious avoidance by the co-authors 

in Juran and Gryna (1988). 

Labour relations 

By "labour relations" is meant the interaction between the representative bodies of the 

employees and the employers in the labour market. Gogue (1998) refers as far back as 

to 1780 when France experienced hostile disputes between the two parties, and adds 

that trade unions generally have had an impact on the quality management movement, 

with the trade unions declaring against QC-circles in the 1980s. In the case of 
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Germany, Schlote! (1988) elaborates on the role of the German guilds on product 

quality. Kondo (1988) holds that the labour force in Japan wanted jobs that developed 

their abilities and talents, and management introduced Modern Quality Control and 

participative work structures as a result. 

People 

In his introduction to the country chapters, Juran (1988c) states that "cultural 

differences" are plentiful, and include such vital components as language, customs, 

traditions, ownership of companies, management style and suspicions. The author of 

this thesis found culture to be a very broad factor, and hence termed it people in an 

effort to scale it down. Support for this is found in the chapter on Great Britain where 

Thoday (1988, p. 35E.2) specifies that: "The principal determinants of quality are 

created by people, particularly their attitudes, policies, and actions generated toward 

quality." 

It is the Japanese who have demonstrated to the world that determined people 

can revolutionize their quality peiformance, even out of the ashes of war, and 

can do so within the life span ofa single generation. 

Dr. Joseph M. Juran at the First International Conference on Quality Control, 

Tokyo 1969. (Kondo 1988, p. 35F.7) 

The people factor hence embrace motivation for quality (e.g., Egermayer 1988), 

custom (e.g., Juran 1988c), employee participation (e.g., Kondo 1988), traditions (e.g., 

Egermayer 1988), and attitudes (e.g., Thoday 1988). Still it is a broad factor, where the 

author of this thesis finds it difficult to specify the boundaries. However, it seems as 

though little consideration is given to specifying issues in the country chapters in Juran 

and Gryna (1988), and it feels legitimate to try to approach this factor in the same way. 

Industrial structures 

The "industrial structures" factor comprises three main aspects. Firstly, the impact on 

the quality management movement from the composition of large, middle and small 

enterprises is addressed by Schlote! (1988) in the case of Germany. Secondly, Thoday 

(1988) states the multinational firms are more developed in Quality Management and 

have a more positive influence on the quality management movement in Great Britain 
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than do the domestic enterprises. Thirdly, the issue of some industries' higher maturity 

in Quality Management is addressed by Kondo (1988), and that they can serve as role 

models in the quality management movement. 

During the early decade, engineers in the metallurgical and chemical 

industries showed a keen interest in applying statistical methods to their 

manufacturing processes. In contrast, engineers in the mechanical, electrical, 

and construction industries were rather indifferent to the activities ofstatistical 

quality control. In fact, the winners of the Deming Application Prizes in this 

early period were steel, pharmaceutical, chemical, and other such companies. 

(Kondo 1988, p. 35F.3) 

Although not commented upon directly by Kondo (1988), one could also interpret 

Japan's case as indicating that it was the process industries that took the leading role, 

whereas more project-oriented industries like construction and shipbuilding were 

lagging behind. In terms of developing countries, Sandholm (1988) categorically states 

that quality is influenced by industrial development. 

Organisation and its quality function 

This factor really contains two separate factors, namely the organisation, with 

structures and management style, and the quality function with its head, status, 

assignments, staff and structure (Juran 1988d; Kondo 1988). It was decided to 

integrate them, due to their obvious relation, but also because the contributors often 

mix them. 

The Japanese companies needed to promote company wide quality control, in 

which all employees participate [ ... ] rather than providing a large central 

quality department with numerous centralized functions of quality planning, 

coordination, and auditing. Most of these quality-oriented functions are 

carried out in Japanese companies by the line personnel. 

(Kondo 1988, p. 35F.7) 

In his assessment of the United States, Juran (1988d, p. 35G.3) explains how the 

Taylor System took a predominant role in the country, and influenced Quality Control 

with the separation of planning and execution. He adds that the main task of the quality 
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function hence was inspection and testing, which "helped to foster a widespread belief 

that achievement of quality was the responsibility of the Quality Department". Kondo 

(1988) exemplifies the assignment aspect of the quality function with internal audits 

and the organisational structure aspect with QC-circles. It should also be explained that 

another notation for the quality function used in Juran and Gryna (1988) is the quality 

management department, and that both will be used in this thesis. 
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3. Methodology 
With the objective of assessing the current applicability of the national driving factors 

proposed in Juran and Gryna (1988) and to determine these driving factors' scope and 

characteristic, this thesis sets out to contain both descriptive and explanatory elements. 

The outline of social research proposed by Vaus ( 1996) hence fits well to the research 

objectives of this thesis. 

Social researchers can try to answer two fundamental questions about society. 

What is going on ( descriptive research) and why is it going on ( explanatory 

research). I believe that the central role of social research is to try to answer 

both the 'why' and the 'what' questions. 

(Vaus 1996, p. 11) 

Patton (1990) points out that exploratory studies are typically used in new fields of 

study where little work has been done, few definite hypotheses exist, and little is 

known about the nature of the phenomena. Kroslid and Napier (1996) conclude that 

Quality Management, at least in its intersection with the area of International Business, 

is just that, namely a relatively new discipline of research, with varied methodological 

practises adapted from more established fields of research. Much inspiration and 

encouragement can hence be found in the works of for example Mills (1961), Patton 

(1990) and Taylor and Bogdan (1984) who hold that methodology is not rigid and 

stringent, but rather a set of dynamic and structured procedures for surveying a subject. 

There is no scientific method as such, and the vital feature of the scientist's 

procedures has merely to do with his mind, no holds barred. 

(Mills 1961, p. 58) 

The overriding methodological strategy applied in this work is therefore to meet the 

thesis' objectives by combining quantitative and qualitative methodological 

approaches of both primary and secondary nature, in an integrative and complementary 

way. The means by which the data is gathered are embraced by this thesis field 

research project, named the Cross-cultural Quality Management Research Project. 
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Prior to the development of the Cross-cultural Quality Management Research Project, 

the author set out to find a way to gain a profound understanding of established 

theories within the two areas of Quality Management and International Business, with 

an emphasis on their intersection. Patton (1990) holds that review of relevant literature 

can help focus the study and is relevant in the introductory stage of research. Contacts 

were also established with well recognised academic representatives from each of the 

two areas, in order to get their view on the direction and focus for a possible research 

project. Other means of acquiring the same knowledge and understanding could have 

been to attend courses or conferences. These were however not pursued, based on a 

brief assessment of availability and resources. 

In general, to overcome the barriers to theory development, you should try to 

prepare for your [. .. ] study by doing such things as reviewing the literature 

related to what you would like to study, discussing your topic and ideas with 

colleagues or teachers, and asking yourself challenging questions about what 

your are studying, why you are proposing to do the study, and what you hope 

to learn as a result of the study. 

(Yin 1994, p. 29) 

The way the literature review was approached was firstly to structure pertinent 

literature on Quality Management according to a classification used by Schellhammer 

(1973), namely conceptualising, synthesising, case-study, and comparative research. 

Each group was then examined to find the contributions' views on international aspects 

of Quality Management. Secondly, recognised work in the area of International 

Business was scrutinised with the aim of assessing the extent to which quality 

management issues were addressed. Besides, article databases and conference 

proceedings were used to include the latest developments and contributions in the two 

fields. The review resulted in an article with the title; Review of the International Total 

Quality Management Paradigm and its Application to the Work of Geert Hofstede, see 

Kroslid and Napier (1996). The article was presented in the refereed stream at the 

ANZAM' 96 conference in Wollongong, Australia. It has later been revised and will be 

included in a forthcoming book by Gabbay entitled Contemporary Issues in 

International Business & Marketing, published by the Academic Press International. 

Parts of the review have been included in this thesis under the theoretical introduction 
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to the intersection of Quality Management and International Business, refer to Chapter 

2.2. 

The rest of this chapter will deal explicitly with the Cross-cultural Quality 

Management Research Project, its technical and methodological aspects. Towards the 

end of the chapter, considerations are also given to the quality of the field research 

project, together with some reflections. However, the methodological development 

process was complex, time consuming, challenging, and not always clear-cut. 

Inevitably, some of the sense-making has been done in a retrospective setting, but this 

does not necessarily have to be a drawback. It rather indicates that the process was 

approached with an open mind, from which valuable learning points were drawn. 

People who know the outcome of a complex prior history of tangled, 

indeterminate events remember that history as being much more determinant, 

leading "inevitably" to the outcome they already knew. 

(Weick 1995, p. 28) 

3.1 research -
Research Project 

Based on the author's previous experience from this type of field-research, although in 

a much smaller scale, a framework for the field research project was developed during 

the summer and early autumn of 1996, under the working title Cross-cultural Quality 

Management Research Project. By January 1997 the project had reached a stage where 

it could be "sold" to industry, and with the myriad of multinational enterprises 

available, numerous alternatives were considered. One initial happening that was to 

have a major impact on the Cross-cultural Quality Management Research Project was a 

decision to design the methodology of the field research project in such a way that it 

would cover the need for empirical data in both the Licentiate and PhD thesis. The 

reader is hence advised to note that the Cross-cultural Quality Management Research 

Project not only meets the objective of this thesis, but just as importantly gather data 

for a larger comparative study on current status of Quality Management in the 

countries to be surveyed, and their blue-collar worker's attitudes. In fact the order in 

which the different objectives of the Cross-cultural Quality Management Research 

Project were address, was precisely the opposite, with blue-collar workers' attitudes to 
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Business Excellence being the first area that the author tried to find a suitable way of 

researching. 

Reflecting on objectives to be met by the Cross-cultural Quality Management Research 

Project, it was clear to the author that in order to survey blue-collar workers' attitudes 

to Business Excellence a company with operating units in a wide range of countries 

would be beneficial. The reason for focusing so strongly on blue-collar workers in the 

project, is in part related to Hofstede (1980) who used front-line salespeople of IBM, 

an assumption that blue-collar workers well represent the people of a country, and a 

belief that it is an easily accessible group around the world. 

In terms of type of industry, it was anticipated that a multinational enterprise in one of 

the traditional manufacturing industries would probably have blue-collar workers with 

a well distributed age distribution and a more clear-cut element of national culture than 

for example in the high-technology industries. Multinational enterprises in the service 

industry, such as City Bank, Hilton or McDonald's, would most likely also have been 

suitable, but the author had a personal preference for a manufacturing group, due to 

contacts and familiarity with that type of industry. The decision to include only one 

company and not a couple was made based on limited project resources and a belief 

that one organisation could provide sufficient data. 

In order to survey current status of Quality Management, it was for some time 

considered surveying a large number of companies in each country, an approach that 

has been applied in most of the few comparative studies that have been done in Quality 

Management (see e.g., Dahlgaard, et al. 1995; Harrington 1995; Hagedorn and 

Weisshuhn 1995; Womack, Jones and Roos 1990). The experience from these studies, 

when it comes to high demands on a broad contact net and relatively poor response 

rates (see e.g., Dahlgaard, et al. 1995, Harrington 1995), made the author of this thesis 

conclude that one instead should try to join up with one multinational company that 

possessed experience from the country's industry in Quality Management. Certification 

societies, like Bureau Veritas Quality International, Det Norske Veritas and Lloyds 

Certification, as well as leading consulting companies like McKinsey, KPMG or 

Andersen Consulting were all considered. But in the end it was decided that a 

certification society would probably be the most beneficial source of information, due 

to its experience from third party quality management system audits in a large sample 

of the respective countries' industries and companies. Another decision was to involve 
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only one certification company, which was mainly related to practical reasons and a 

conviction that it would be easier to find one interested partner than two. 

As first choice, Asea Brown Boveri (business area, Transmission Power Transformers 

and Transmission Distribution Transformers) and Det Norske Veritas were 

approached. The first main reason for choosing these two organisations was their broad 

international network. Secondly, the author's positive experience with the two 

organisations from previous research projects (see Johansson and Kroslid 1996), and 

thirdly, the awareness of an interest for this type of research questions in the two 

organisations. The suitability of the two organisations is better exemplified by referring 

to Asea Brown Boveri TPT TDT, which has some 14,000 employees distributed on 

production plants in over 25 countries worldwide, and Det Norske Veritas, which has a 

total of 1,000 quality management system auditors in 50 countries. 

The two organisations generously made their international network available to the 

Cross-cultural Quality Management Research Project. The country-selection process 

contained three major criteria. Firstly there was a wish to survey one country from each 

of the world's major continents, and in this way Australia, Brazil, Japan, Saudi-Arabia 

and the United States were chosen. No African country was included due to the next 

selection criterion, namely significance in international trade and business. On the 

other hand, this selection criteria singled out China, Great Britain, South Korea and 

Sweden. Conclusively, Norway, where Det Norske Veritas has its headquarters, was 

added, due to the third selection criteria, namely the inclusion of the home markets of 

the two cooperating partners. It should be added here that Switzerland, the home 

country of Asea Brown Boveri, was not included due to the concern's higher number 

of employees in Germany and Sweden. There are surely numerous other combinations 

of countries that would have been possible, but from the author's viewpoint the sample 

(Table 1) felt very comprehensive and representative at that time, with a satisfactory 

coverage worldwide of some of the world's most powerful industrial nations. 

• Australia • Germany \• Japan \• Sweden 

• Brazil • Great Britain l• Norway l• South Korea 

• China • Italy l• Saudi Arabia l• United States 

Table 1. Countries surveyed as part of the Cross-cultural Quality Management 
Research Project. 
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Although the sample of countries was assessed as good by the author, the actual 

number of countries chosen was subjected to much debate in the planning process. 

Twelve countries were the maximum that it was possible to include in the study with 

regard to time and other resources, and it was decided to survey all of them in order to 

get as good a basis as possible for the examination of global applicability of the 

national driving factors as well as the comparative analysis in the PhD thesis. Another 

approach would have been to survey a couple of countries, and then add countries if 

necessary, but this was not viewed as very favourable for the collaborating partners. 

Actually, it was first at this stage in the planning process, that the author identified the 

opportunity to include an assessment of the nations' quality management movements in 

relation to the national context, just as in Juran and Gryna (1988). The reason for this 

late inclusion of the objective of this thesis in the Cross-cultural Quality Management 

Research Project was a large element of uncertainty concerned with whether the author 

should write a Licentiate thesis at all, or proceed directly to the PhD thesis. At that 

point in time the design process had developed so far that it was decided to keep the 

major framework of the Cross-cultural Quality Management Research Project, and 

merely include elements covering the objective of this Licentiate thesis. 

3.1.1 Main methodological developments 

Focusing only on methodological aspects in the development process of the Cross

cultural Quality Management Research Process, it is possible to outline a number of 

significant methodological decision that was made (Figure 4). At the outset of the 

research-design phase (0), refer to Figure 4, there was a clear focus on finding for the 

PhD thesis the impact of Hofstede's working related cultural values (Hofstede 1980) on 

people's attitudes towards Business Excellence. In an interview with Hofstede, he 

welcomed a quantitative testing of the relationship between his constructs and quality 

management aspects. Much time was hence invested in the design of appropriate and 

comprehensive questionnaires for the blue-collar workers at Asea Brown Boveri TPT 

TDT and quality management system auditors at Det Norske Veritas. Both 

questionnaires were to contain questions from Hofstede's Value Survey (Hofstede 

1994), but the Asea Brown Boveri questionnaire was to address attitude questions and 

the Det Norske Veritas questionnaire current status questions, all related to the area of 
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Quality Management. Refer to Chapter 3.2.2 for descriptions of the two questionnaires, 

which were termed the attitude questionnaire and status questionnaire, respectively. 

- - - - - ·A Quantitative 

C 

QualitativeB 

Figure 4. Development ofmethodological strategy. 

The two questionnaires went through comprehensive improvement cycles. One of them 

embraced a test study, where some Asea Brown Boveri blue-collar workers in Japan, 

South Korea and Australia completed the attitude questionnaire, and some auditors of 

Det Norske Veritas in the same countries the status questionnaire. Additionally, some 

South Korean employees at LG Electronics, formerly Goldstar Electronics, completed 

the attitude questionnaire. Since the sample sizes were relatively small (in total 40 

attitude questionnaires and 10 status questionnaires), qualitative interviews were also 

held with some of the respondents in order to get feedback on their perception of the 

questionnaire. The interviewees clearly revealed some perplexing aspects associated 

with the design of a cross-cultural questionnaire. The Japanese and South Koreans, for 

example, disliked the randomly arranged questions, since they found questions 

belonging to the same construct very similar and suspected that they were being tested 

for consistency in their responses. Besides, the author faced the ever-present problem 

of questionnaire design, namely its sluggishness to prognosticate its overall feasibility 

and the reliability of its constructs, without making a full-scale test survey in a couple 

of countries. 

With an insight about the negative impact that a poorly designed methodology could 

have on the outcome and cost of the project, it became clear to the author (1), Figure 4, 

that the so far solely quantitative approach (A) would need to be strengthened and 

made more robust. It was also decided that a questionnaire was not feasible for 

addressing the explanatory parts of the research objectives, in essence the national 

context with its driving factors. It was therefore decided to introduce complementary 

elements of a merely qualitative nature. Besides, Alasuutari (1995) argues that in 

quantitative analysis, what is common to all observation units does not give any clue 

whatsoever about the phenomenon to be explained, it is automatically ruled outside the 
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methodological possibilities. It was also discussed whether a purely qualitatively 

approach (B) would be appropriate, but here the author felt such would not be feasible, 

due to the cross-cultural nature of the study, in which generalisations are needed 

(Alasuutari 1995). Secondly, there was a strong wish to examine the extent to which 

national culture, as measured by Hofstede (1980), has an influence on people's attitude 

towards Business Excellence and nations' current status in Quality Management. 

Thirdly, the author was advised and convinced about the strengths of triangulation, 

namely to apply different methodological approaches in the same study (see e.g., 

Patton 1990; Yin 1994). 

Despite the endeavour to integrate qualitative elements with already existing 

quantitative ones, it was very difficult in that phase of the project to clearly see just 

how this was to be accomplished, and it was decided to develop an independent 

qualitative research methodology (2), Figure 4. This was done with the awareness that 

an integration should talce place in due time (C). 

Finally, the integration process was triggered by an awareness and understanding of the 

methodology applied by Calori and Woot (1994), where in a primary qualitative 

comparative study, they brought in quantitative data. This maturing process also 

embraced comments from Professor Gummesson at Stockholm University, whose main 

advice was that the questionnaires should be administered first and that in the 

qualitative interviews one should, among other things, confront the interviewees with 

the results of the questionnaire in order to get their comments and reactions. When 

considering how to bring in reference from the literature, Patton (1990, p. 163) 

indicates the possibility of letting a literature review go on simultaneously with 

fieldwork, "permitting a creative interplay among the processes of data collection, 

literature review and researcher introspection", which would avoid a bias in "the 

researcher's thinking and reduce openness to whatever emerges in the field". 

By then, it was clear that the field research also should assess national driving factors, 

and that a purely qualitative method would have been sufficient (D), Figure 4. 

However, the quantitative comparisons and analysis of the PhD thesis had to be taken 

into account. 

From ( 4) the major issue shifted from designing to testing the whole methodology, by 

letting it run through improvement cycles. For example, a full-scale analysis was 
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undertaken on the attitude questionnaire, using data from some 50 MSc students in an 

advanced total quality management course at Linkoping University in Sweden. The 

status questionnaire was distributed to around 15 executives attending a total quality 

management course at the University of Kaiserslautem in Germany. Both 

questionnaires were also assessed by Associate Professor Leander at Linkoping 

University who gave valuable input on the feasibility of more technical aspects of the 

questionnaire. In terms of the qualitative part, Dr. Widegren at Linkoping University 

sat in on two of the qualitative interviews carried out by the author at Det Norske 

Veritas in Sweden and gave comments and advice. In the very final phase of the 

designing process, all data gathered in the field research's first country, Sweden, were 

examined in order to see if any final adjustments were needed. 

By integrating qualitative and quantitative approaches into a methodology based on 

triangulation, the author felt that a feasible field-research approach had been found. 

Alasuutari (1995, p. 7) maintains that: "In a sense qualitative and quantitative analysis 

can be seen as a continuum, not as opposite or mutually exclusive models of analysis." 

Two of the most valuable insights gained from the methodological design process were 

firstly that other methodological concepts would also be possible, and secondly, that 

the outcome of a field-research project depends largely on the methodology. 

3..2 Elaboration on methodological approaches 

The Cross-cultural Quality Management Research Project, contains four main means 

of data collection; (1) qualitative interviews, (2) questionnaires, (3) on-site 

observations, and ( 4) secondary data. The data gathering itself, or field research 

project, has been conducted by the author during visits to the surveyed countries. 

Approximately two weeks were spent in each country, and it was the endeavour of the 

author to approach each country in the same structured and planned way, by means of 

the developed methodology. 

First a brief discussion should be made about the role of the author in his access to the 

countries embraced by the Cross-cultural Quality Management Research Project, and 

the companies involved. Gummesson ( 1991) outlines that there are three roles, namely 

(1) researcher, (2) consultant, and (3) the employee, of which the author obviously hold 

the researcher role. An aspects related to roles, is how one view the dynamics of 
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methodology, in that the traditional qualitative approach is to apply a priori-determined 

research design, whereas the participant observation remains flexible both before and 

throughout the actual research (Taylor and Bogdan 1984). Gummesson (1991) argues 

that the application of participant observation will take the researcher farther, and is 

the major access method used by anthropologists. Taylor and Bogdan (1984) supports 

this and describes the participant observation in detail. 

The phrase participant observation is used here to refer to research that 

involves social interaction between the researcher and informants in the milieu 

of the latter, during which data are systematically and unobtrusively collected. 

[ ... ] The primary difference between participant observation and in-depth 

interviewing lies in the setting and situations in which the research takes place. 

Whereas participant observers conduct their studies in "natural" field 

situations, interviewers conduct their in situations specifically arranged for the 

purposes of the research. 

(Taylor and Bogdan 1984, pp. 15, 76-77) 

Without going to much in detail, the author of this thesis holds participant observation 

as favourable, and that the applied qualitative methodological approaches certainly 

contains elements of it. Some of the qualitative elements were for example developed 

during the field research, with the inclusion of some on-site elements changes in the 

questions raised in the qualitative interviews. On the other hand, the Cross-cultural 

Quality Management Research Project has a strong quantitative part, and although the 

qualitative interviews were carried out in the home countries and workplace of the 

interviewees, the author used an interview scheme to partly structure the interviews 

and did not consciously avoid research setting that was specifically arranged. 

Gummesson (1991) applies the iceberg metaphor to explain how a methodology based 

on questionnaires and personal interviews, only sees the part of the iceberg above the 

water's surface, and that participant observation and action research is need to for 

those who aim at covering the remaining 85 to 90 percent of the iceberg's masses. The 

author assesses the Cross-cultural Quality Management Research Project to have 

methodological elements that ensure some understanding of the iceberg's masses 

below the water surf ace, but that much of the time will be spent above. 
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3.2.1 Qualitative interviews 

Gummesson (1991, p. 30) states that it is "qualitative (informal) interviews and 

observation" that provide the best opportunities for the traditional researcher to study a 

company. It is added by Taylor and Bogdan (1984, p. 76) that: "In stark contrast to 

structured interviewing qualitative interviewing is flexible and dynamic. Qualitative 

interviewing has been referred to as nondirective, unstructured, nonstandardized, and 

open-ended interview-research method. By in-depth qualitative interviewing we mean 

repeated face-to-face encounters between the research and informants directed toward 

understanding informants' perspectives on their lives, experiences, or situations as 

expressed in their own words. The in-depth interview is modelled after a conversation 

between equals, rather than a formal question-and-answer exchange. Far from being a 

robotlike data collector, the interviewer, not an interview schedule or protocol, is the 

research tool." This served as a guideline for the author in the conducting of the 

qualitative interviews. 

In every country an average of three managers and two blue-collar workers within 

Asea Brown Boveri, one manager and three quality management system auditors at the 

Det Norske Veritas, as well as a representative from a national quality society were 

interviewed. In the case of Italy and Great Britain an interview with a representative 

from the European Foundation for Quality Management was carried out. The aim of 

the interviews with the national quality society was to get general comments on the 

country-specific findings, and also to make sure that the total quality management 

stream of the country's quality management movement was satisfactorily covered. All 

together, the project was at its outset estimated to end up with around 120 qualitative 

interviews. This meant the qualitative interviews were to constitute the most time

consuming part of the Cross-cultural Quality Management Research Project, and play a 

major role. 

To emphasise the objective of the qualitative interviews, the author would like to 

underline that the Asea Brown Boveri managers and blue-collar workers are to 

complement and elaborate on the blue-collar workers' attitudes towards Quality 

Management and some of the national driving factors outlined in Juran and Gryna 

(1988). Managers and auditors of Det Norske Veritas, together with a representative 

from a leading national quality society, will be interviewed in order to give qualitative 

input on the quality management movement and the national context. 
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Based on approach and advice in Calori and Woot (1994) and Yin (1994), three 

different interview schemes were developed for the qualitative interviews, all 

containing two structured and one unstructured part: 

• Managers at Asea Brown Boveri TPT TDT, see Appendix A 

~ Blue-collar workers at Asea Brown Boveri TPT TDT, see Appendix B 

• Managers and auditors at Det Norske Veritas, as well as representatives from a 

leading national quality society, see Appendix C 

The first and third part in each focused interview addressed general questions on 

attitudes towards Business Excellence as well as development and future aspects of 

Quality Management including national driving factors. The second part was more 

structured, in as much as the interviewees were asked to comment on results from the 

questionnaires. The underlying intent with the schemes was not to follow them 

slavishly, but rather to make sure that all planned aspects are covered, and be of 

general support if the interview should halt. 

One of the main advantages of the focused interview is according to Yin (1994, p 85) 

the possibility to "interview participants for a limited period of time, and it may still 

remain open-ended and assume a conversational manner, but more likely to be 

following a certain set of questions". Consulting Professor Gummesson at Stockholm 

University on this issue, he emphasised the importance of not being afraid of 

developing the qualitative part of the study throughout the project, which in this case 

would mean to alter questions if necessary, and that a direct comparative study is 

extremely difficult to conduct on the basis of qualitative interviews alone. He also 

underlined that the interviewees should be confronted with the results of the 

questionnaires during the interview, because it would serve as a validation of the 

results, and probably give additional information. This approach and the structures of 

the interview schemes show clear similarities with the one applied in Calori and W oot 

(1994). 

"The first part of the interview was unstructured, and managers were asked to 

express their views spontaneously on common European characteristics and on 

diversity. The second part of the interview was on the same themes but semi

structured. The third part was unstructured but guided by a few broad 
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questions which focused on the future and manager's wishes in terms of 

education and development." 

(Calori and Woot 1994, p. 7) 

First and foremost, a tape recorder is the technological innovation that can make 

fieldwork more efficient and comprehensive, according to Patton (1990), who adds 

that a portable computer is another tool that can facilitate the writing of field notes, as 

can photography. Patton (1990) also explains that the ratio, on the average, of 

transcribing time to tape time is typically 4: 1. Nevertheless he advises the use of full 

transcriptions, but admits that where resources are not sufficient the interviewer can 

work back and forth between interview notes and sections of the tape. In the Cross

cultural Quality Management Research Project, all interviews were recorded, except 

for cases where the interviewee did not allow it. In the latter case notes were taken 

during the interview. For the taped interviews, the transcription has been word-by

word for the interesting parts and in summary form for the parts that the author feels 

are not so relevant. Ideally, the author would have favoured a full transcription of all 

interviews, but with some 100 plus qualitative interviews the shear amount of work 

was judged too large. Additionally, a photograph was taken of all interviewees. 

The precise organisation offieldwork is very much a matter ofpersonal style 

and individual work habits. What is not optional is the taking of field notes! 

[ ... ] Field notes are the most important determinant of later bringing off a 

qualitative analysis. [ ... ] They should contain everything that the observer 

believes to be worth noting. [ ... ] Direct quotations, or as near as possible 

recall of direct quotations, should be included in field notes. [ ... ] The 

gathering offield data involves very little glory and an abundance of nose-to

the-grindstone drudgery. 

(Patton 1990, pp. 239, 241, 265) 

Patton (1990) also addresses the difficulties associated with language differences and 

differences in norms and values. Disregarding the interaction between interviewer and 

interviewee, Patton concludes that as difficult as cross-cultural interviewing may be, it 

is still superior to standardised questionnaires. Both Asea Brown Boveri and Det 

N orske Veritas were found to live up to their reputation as multinational organisations, 

and the employees were used to share ideas and interact in cross-cultural settings. This 

fact was in hindsight considered to have considerably reduced the number of 
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misunderstandings and misinterpretations. The blue-collar workers at Asea Brown 

Boveri TPT TDT were, however, a study object that was a bit error prone in this 

respect, due to their often limited knowledge of the English language, except for 

interviewees from the participating Anglo-Saxon countries. The author speaks fluent 

English, German, Norwegian and Swedish, and it was possible to conduct qualitative 

interviews in all countries except for Brazil, China, Italy and Japan, where interpreters 

are needed. The impact of language difficulties on the qualitative interviews is difficult 

to assess, but it certainly helped that the author had valid experience in conducting 

qualitative interviews in foreign cultures (Johansson and Kroslid 1996) 

In hindsight, after the completion of the Cross-cultural Quality Management Research 

Project, it can be summarised that the qualitative interviews lived up to the author's 

expectations of being a sound approach to gain a deeper understanding of the issues 

concerned. The interviewees were in most cases picked by the author and his contact 

person at the visited plant or office. A total of 114 qualitative interviews were carried 

out (Figure 5), and the deviance from the planned 120, was mainly related to the small 

size of some of the visited branches of Asea Brown Boveri and Det Norske Veritas. In 

those cases, however, the author made sure to compensate for this increase the length 

of the qualitative interviews conducted. The number of interviews with blue-collar 

workers was as planned, namely 24 in total, as was the actual number of interviews 

with national quality societies. 
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Figure 5. Actual number ofqualitative interviews. 
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3.2.2 Questionnaire 

In order to gather quantitative data about the current status of Quality Management, the 

impact of industrial structures and people's attitudes towards Business Excellence, two 

questionnaires were developed as part of the Cross-cultural Quality Management 

Research Project. They have been termed the attitude questionnaire and the status 

questionnaire, refer to Appendices D and E, respectively. The attitude questionnaire 

was answered by blue-collar workers employed by Asea Brown Boveri TPT TDT and 

the status questionnaire answered by quality management system auditors at Det 

Norske Veritas. The two questionnaires were both made up of two parts, the first was 

concerned with Quality Management and the second with national culture. 

"Survey analysis" is often understood as a simulation or application of the 

classic scientific experiment. This is why it is natural that survey research 

offers the exemplar for what social research is conceived to be both by the 

general public and by many of those who have studied in the field. Another 

reason for the survey' s role as the exemplar ofsocial research is the dominant 

position it has held for so long. 

(Alasuutari 1995, p. 6) 

The attitude questionnaire had the interviewee as its focus, and the blue-collar workers 

were primarily participating as citizens of their countries and not as Asea Brown 

Boveri TPT TDT employees. In order to give the interviewees' responses national 

applicability, all questions in the first part of the questionnaire were phrased according 

to Hofstede (1994); "Please think of an ideal job disregarding you present job. In 

choosing an ideal job, how important would it be to you ...". This introductory question 

was followed by 22 sub-questions concerned with attitudes towards Business 

Excellence. 

In the first part of the status questionnaire, the quality management system auditors of 

Det Norske Veritas were asked to assess in detail the current status of Quality 

Management in their country's consumer manufacturing industry, specified as 

"companies manufacturing typical consumer goods or their parts, such as automobiles, 

hand tools, electrical appliances, textiles, footwear, and housewares". In the following 
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questions they assessed the current status of Quality Management across nine different 

industries on an overriding level. The status questionnaire was developed by the author 

of this thesis and it contained 51 questions directly dealing with the current status of 

Quality Management. The primary reasons for the difference in number of questions 

between the attitude and status questionnaires, was partly an agreement with Asea 

Brown Boveri TPT TDT and Det Norske Veritas limiting the total numbers of 

question, and partly the test study which showed that the participants would not like 

the questionnaires to be any long in terms of number of questions. 

In order to avoid Western bias in both questionnaires, an extensive scrutiny was made 

of the criteria of the national quality award in the countries surveyed, except for China 

and Saudi Arabia where no such model existed (Table 2). The national quality awards 

are in essence a national model for Business Excellence or Total Quality Management 

(see e.g., Bergman and Klefsjo 1994; Zink 1995). The individual models have from 

seven to ten criteria on Quality Management, and after analysing these criteria, it was 

found that 8 common constructs could be extracted, namely (1) Leadership, (2) Impact 

on Society, (3) Information & Analysis, (4) Strategic Planning, (5) Human Resource 

Management, (6) Processes, (7) Customer Focus, and (8) Business Results. 

Name of model Countries using the model 

Australian Quality A wards Australia 

Brazilian Quality Award Brazil 

Deming Price Japan 

European Quality Award Great Britain, Italy and Norway 

Korean Quality Award South Korea 

Ludwig-Erhard National Quality Award Germany 

Malcolm Baldrige National Quality Award The United States 

Swedish Quality A ward Sweden 

Table 2. National quality awards used in the development of the two 
questionnaires. 

It was an underlying aim throughout the questionnaire-design process to use 

questionnaires that would achieve reasonable Cronbach Alfa values. If they were to 

tum out to be in the low end, they would indicate that the national quality award 

criteria, directly used as constructs in the questionnaire, are not very strong indicators 

for what they try to describe. According to Hair, Anderson, Tatham and Black (1995), 

43 



Quality Management- National or Global Driving Factors? 

the Cronbach Alpha factor is a commonly used measurement of reliability for a set of 

two or more construct indicators. 

The second part in each of the two questionnaires was a replication of Hofstede' s 

Values Survey Module 1994 (Hofstede 1994). The set of 20 questions are widely 

applied in today's international business research to measure culture (Chandy and 

Williams 1994; Sondergaard 1994). In an interview with Hofstede he stated that he did 

not regard it necessary to make a replication of his study. "The cultures shift, but they 

shift together, so that the differences between them remain intact" (Hofstede 1991, p. 

77). However, the author felt that the globalisation, thaw in the world's former 

centrally planned economies, together with experiences from the Asian tiger 

economies, Hofstede' s comment was questionable. A replication was also largely 

justified by the opportunity of doing structural equation modelling amongst the quality 

management constructs and Hofstede' s national constructs, which has never been done 

before, as far as the author is aware. 

Most questions in the two questionnaires were based on a scale type that Vaus (1996) 

terms semantic differential formats, with the wording of the extremes being "of little 

importance" and "of supreme importance" (Schwartz 1994; (Hofstede 1994). 

Regarding the number of options, scales of 11 and 9 have been applied. In the attitude 

questionnaire only scales of 9 have been used, whereas the status questionnaire 

contains both. This is partly based on the fact that the 9 scale was originally preferred, 

but that the auditors of Det N orske Veritas are used to thinking in terms of Opercent to 

100 percent when they audit a company's Quality Management System. One possible 

weakness of the 11-point scale is its many options, but this was alleviated by labelling 

every second value on the scale. A great deal of consideration and consulting was laid 

down on the appropriateness of the scales, and in the end none of the many parties 

consulted had any major objections to the preferred solution. 

The status questionnaire was only used in the English version, since all quality 

management system auditors at Det Norske Veritas speak English. They are used to 

working with the English version of the ISO 9000 standard, and were well familiar 

with the terminology used in the questionnaire. In terms of the attitude questionnaire, 

the original version was also developed in English. Upon completion it was proof read 

by a native speaking English academic, and then translated into eight different 

languages. The translation was carried out by native speaking PhD students within the 
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area of Quality Management (Table 3), except for the Japanese version, which was 

translated by a professional translation agency. Each language version was also sent to 

the local Asea Brown Boveri TPT TDT plant, as a means of double checking. 

In few cross-cultural studies can we escape the need for translating research 

instruments, like questionnaires and back-translating non-precoded responses 

and analytic conclusions. This translation is rarely simple, and the less so, the 

wider apart the structures of the two languages. [ ... ] The crucial factor is the 

quality of the translator, who should be familiar not only with both languages 

but with the context of the material to be translated as well. [... ] If at all 

possible, translators should be chosen such that they translate into their 

preferred language, as it takes greater familiarity with a language to express 

nuances of meaning than to understand them. The recommended remedy 

against non-equivalence in translation is back-translation by a second 

bilingual, comparing the back-translated text with the original and resolving 

differences by discussion. [... ] I might add that it helps considerably if the 

researcher is multilingual. 

(Hofstede 1980, p. 28) 

No direct back-translation was done on the translated versions, mainly due to a lack of 

resources and confidence in the process above outlined, although this is strongly 

recommended by Hofstede (1980). The researcher himself was capable of assessing the 

quality of the English, German, Norwegian and Swedish versions of the questionnaire. 

Including the four countries in which the English version was used, this adds up to 

seven out of twelve countries. 
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Country Language j Translation 

Australia English lAuthor 

Brazil Portuguese PhD candidate, Linkoping University 
1 

China Chinese !PhD, Linkoping University 

Germany German !PhD candidate, University of Kaiserslautern 

Great Britain English Author 

Italy Italian PhD, University of Rome 

Japan Japanese Aadake Worldwide, Translation agency 

Norway Norwegian Author 

Saudi Arabia English Author 

South Korea Korean PhD candidate, Linkoping University 

Sweden Swedish !PhD candidate, Linkoping University 

United States English !Author 

Table 3. Translations ofthe attitude questionnaire. 

In terms of sample size per country, an average of 50 blue-collar workers of Asea 

Brown Boveri TPT TDT and 10 auditors of Det Norske Veritas answered the attitude 

and status questionnaire, respectively. The participating blue-workers were sampled 

randomly, whereas the sampling of auditors was made by the country manager. The 

administering of the questionnaires was very successful in that the response rate, for 

the attitude questionnaire was close to 100 percent and for the status questionnaire over 

80 percent. In Asea Brown Boveri the participating blue-collar workers was gathered 

in a seminar room where they completed the questionnaires, and only 5 of the 469 

distributed questionnaires were not completed. This due to language difficulties and a 

lack of interest. The status questionnaire was distributed to quality management system 

auditors prior to the author's visit, and the response rate averaged 80 percent, with lack 

of time being the reported reason for non-replies. 

Analysing the questionnaire responses in some more detail (Figure 6), the attitude 

questionnaire eventually got an average response rate in every country of 39 instead of 

the planned 50, and the status questionnaire 8.5 instead of 10 responses. The deviation 

will influence the analysis in a negative way, but was due to conditions outside the 

control of the author once the research project was running, mainly that the number of 

employees in the participating branches of Asea Brown Boveri is small in Japan, South 
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Korea and Saudi-Arabia. The same accounts for Det Norske Veritas in Australia and 

Saudi Arabia. 
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Figure 6. Actual number of respondents in the two questionnaires. 

Analysing the profile of the participants, it can be extracted that 9.9 percent of the 

respondents were women and 90.1 percent men. This is a very skewed distribution. 

Although the author was informed that this was the situation in the type of industry that 

the author wanted to study, and Hofstede (1991) has found that gender has no impact 

on the answer for the work-related cultural constructs, the author can only assume that 

the same also accounts for the quality management constructs. A thorough analysis 

will be included in the PhD thesis. The age distribution of the participants in the 

attitudinal questionnaire (Figure 7) shows that it conf orrns well to the expected general 

age structure in the working population of the main-stream industrialised country. 

Similar questions about the respondents in the status questionnaire were not included, 

and in hindsight the author regrets that they were left out. 
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Missing 18-29 30-49 50-70 

Figure 7. Age distribution ofparticipants in the attitude questionnaire. 

3.2.3 On-site observations 

The author's visit to each of the twelve countries for approximately two weeks as part 

of the Cross-cultural Quality Management Research Project, also embraced excellent 

opportunities to extract miscellaneous on-site observations. People, newspapers, hotels, 

taxis, restaurants, shops, market place, sport venues, public transport, traffic, and 

museums, all added to the understanding of the country and its structures. It was found 

that this exercise enabled the author to be more specific in the qualitative interviews, 

since it was possible to address on-site observations and try to make sense of them in a 

cultural perspective. 

The field research mainly constituted one arranged setting for visual observation, 

namely the plant visit at each of the participating Asea Brown Boveri TPT TDT plants. 

Here the author planned to follow a couple of front line employees for some hours on 

their job. The aim was to learn how the people on the shop-floor interact, what the 

manufacturing areas look like, and how quality-related work is carried out. 

One more informal setting for observations was the so-called BigMac test. In essence it 

included visits to two different McDonald's restaurants in each country, where a 

BigMac menu with a regular Coke was ordered. After having received and paid for the 

order, the author asked for the Coke to be replaced by a Diet Coke, just to watch the 

reaction of the employee. The quality in the way he or she handled the situation was 

assessed, and the price of the meal noted. In terms of objective, this is done as an 

informal way of testing if a renowned multinational enterprise in the service industry 

can achieve the same level of service quality worldwide. 
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3.2.4 Secondary data 

The most obvious and cost-efficient means by which to compile information was to 

review relevant literature, often termed secondary data survey (see e.g., Alasuutari 

1995; Patton 1990). Pertinent literature that the author came across during the field 

research or during the writing of the country articles was hence reviewed with the 

underlying assumption that it added credibility to the article and deepened its scope. 

Patton (1990) does, however, warn that the reviewing of literature can present a 

quandary in qualitative inquiries because it may bias the researcher's thinking and 

reduce openness to whatever emerges in the field. He therefore advises the researcher 

to wait with the literature review until after the data collection, or do it simultaneously. 

This advice was by and large followed. Besides, the author followed the local news in 

TV channels and daily newspapers throughout the visit, with an aim to gain a better 

understanding of current happenings that might have implications in the quality 

management area. Additionally, all interviewees were asked if they could refer to 

literature of relevance to the study. A larger search for literature was also made at the 

very end of the field research, mainly by using the ProQuest article databases and 

readily available literature. 

3.2.5 Summary - research methods 

An overview of the methodology applied in this thesis shows that the number of 

distributed questionnaires will add up to some 720, with around 120 qualitative 

interviews (Table 4). Referring back to the main methodological strategy set out at the 

start of this chapter, namely to "meet the thesis' objectives by combining quantitative 

and qualitative methodological approaches of both primary and secondary nature, in an 

integrative and complementary way", it can be concluded that a holistic and triangular 

solution has been found. 
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Method, each country 

Questionnaires 
e Asea Brown Boveri, 

50 blue-collar workers 

• Det Norske Veritas, 

10 auditors 

Focused interview 

Asea Brown Boveri, 

2 blue-collar workers 

• Asea Brown Boveri, 

3 managers 

• Det Norske Veritas, 

4 representatives 

• National quality society, 

1 representative 

On-site observations 

• Asea Brown Boveri, 

plant visit 

• McDonald's, 

BigMac test 

Total, whole study 

Questionnaires 

• 600 blue-collar workers 

• 120 auditors 

Focused interviewees 

• 24 blue-collar workers 

II 96 managers and 

representatives 

On-site observations 
e 12 plant visits 

• 24 BigMac tests 

Actual outcome, whole 

study 

Questionnaires 

• 469 blue-collar workers 

II 101 auditors 

Focused interviewees 

• 24 blue-collar workers 

• 90 managers and 

representatives 

On-site observations 

• 12 plant visits 

II 24 BigMac tests 

Table 4. Summary of methodological approaches applied in the Cross-cultural 
Quality Management Research Project, and its actual outcome. 

Reflections has already been made on the fact that the numbers of qualitative 

interviews and questionnaires were lower than planned, and that this, merely in the 

latter case, will put restrictions on the comparative analysis in the PhD thesis. The on

site observations were according to plans, as was the number of interviewed Asea 

Brown Boveri blue-collar workers, and representatives from the national quality 

societies. All in all, the author is pleased with the statistics of the Cross-cultural 

Quality Management Research Project's different methodological approaches. The 

author has also learnt that in a field research project of this size, there are bound to be 

deviance, and then typically of a negative nature. 
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3.. 3 Quality field research 

Before the launch of the field research, and the application of the research 

methodology, the author used considerable time to assess the strengths and weaknesses 

of the methodology in the Cross-cultural Quality Management Research Project. 

The author was from the outset of the Cross-cultural Quality Management Research 

Project aware of the research methodology's impact on the quality of the field research 

project's outcome. As far as the author could assess, the best way was to approach the 

issue under study professionally and to handle data and findings appropriately. One 

essential way to improve the quality of the methodology was to involve external 

expertise to assess the project. The questionnaires were commented upon by Professor 

Dahlgaard (The Aarhus School of Business), Dr. Fisher (University of Technology, 

Sydney), Associate Professor Leander (Linkoping University), and Professor Park 

(Seoul National University). The qualitative elements were assessed by Dr. Widegren 

(Linkoping University). In addition, the speaking partners at Asea Brown Boveri TPT 

TDT and Det Norske Veritas, Mr. Magnusson and Mr. Brett respectively, provided 

valuable input. 

Yin (1994) explains that three tests have been commonly used to establish the quality 

of any empirical social research, namely (1) construct validity, (2) external validity and 

(3) reliability. Kidder and Judd (1986) elaborate on them: 

1. Construct validity: establishing correct operational measures for the concepts being 

studied. 

2. External validity: establishing the domain to which a study' s findings can be 

generalised 

3. Reliability: demonstrating that the operations of a study - such as the data collection 

procedures can be repeated, with the same results 

Gummesson (1991) adds that a pre-understanding of the study object, research project 

and knowledge is a prerequisite when undertaking research. He concludes that a lack 

of such means that the work of the researcher becomes liable to serious shortcomings 

and may indeed be misleading. 
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The term pre-understanding is used here in a wider sense than just knowledge; 

pre-understanding also implies a certain attitude and a commitment on the part 

of researcher/consultants. It involves their personal experience as an essential 

element in the process ofcollecting and analysing information. 

(Gummesson 1991, p. 53.) 

The author will leave it to the reader to judge how well Gummesson's requirement is 

met in this research project. However, it can be mentioned that the author has 

experiences from similar projects, see Johansson and Kroslid (1996), where South 

Korea was the country of focal interest, but comparative studies in Australia, Japan, 

Sweden, Taiwan and the United States were carried out. The author has also previously 

cooperation with among others, Asea Brown Boveri and Det Norske Veritas, and has 

job experience from a similar type of manufacturing industry as the one interacted with 

in this survey. 

3.3.1 Construct validity 

A common and appropriate way to increase the construct validity in the survey is to use 

multiple sources of evidence (Merriam 1988). She explains that questionnaires, 

interviews, literature review and observations all should be used in a complimentary 

way to undertake the research, and together make up a so-called triangular approach. 

One important way to strengthen a study design is through triangulation, or the 

combination of methodologies in the study of the same phenomena or 

programs. This can mean using several kinds of methods or data, including 

using both quantitative and qualitative approaches. [ ... ] The logic of 

triangulation is based on the premises that no single method ever adequately 

solves the problem of rival causal factors. [ ... ] Because each method reveals 

different aspects of empirical reality, multiple methods of observations must be 

employed.[... ] Studies that use only one method are more vulnerable to errors 

linked to that particular method. 

(Patton 1990, pp. 187-188 
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The Cross-cultural Quality Management Research Project conforms well to Patton' s 

specification of triangulation, with its questionnaires as quantitative input, and 

qualitative interviews, on-site observations and literature reviews as qualitative 

elements. The methodology underlying this thesis also has several other elements 

aimed at strengthening the research's construct validity. Firstly, twelve nations were 

surveyed, representing a well-distributed sample of the world's industrialised 

countries. They represent five of the world's six major continents, and five of them are 

amongst the ten highest ranked countries in terms of GDP (Schwab 1997). Secondly, 

the study objects were the same throughout the field research, namely Asea Brown 

Boveri TPT TDT and Det Norske Veritas, and they were specifically approached due 

to their favourable international network. In addition the interviewees of Asea Brown 

Boveri TPT TDT, namely blue-collar workers, belong to a traditional industry, with 

few expatriates, a high requirement for workmanship and a well distributed age 

structure. Det Norske Veritas is one of the world's largest certification bodies of ISO 

9000 quality management systems, and has so far certified some 10,000 companies. In 

the front line of their organisation, Det N orske V eritas has professional auditors that 

carry out third party certification of companies' quality management systems according 

to the ISO 9000 standard series, and it is the very same auditors who are going to give 

input in the field research project as experts on a country's current level in Quality 

Management. 

Another construct-validity element is the interviewing of experts, which constitutes 

one of the Cross-cultural Quality Management Research Project's core methodological 

assumptions. This implies a belief that certain people possess easily accessible and 

valuable knowledge, just because they are who they are and work where they work. 

They are experts on some areas in society, and when these areas coincide with the 

study object of a research project it is natural to utilise these people's knowledge. Just 

as Calori and Woot (1994) used CEOs to survey the possibility of a European 

Management Model, the Cross-cultural Quality Management Research Project intends 

to use the front-line employees of Asea Brown Boveri TPT TDT and auditors of Det 

Norske Veritas as experts on the individuals' attitudes towards Business Excellence 

and the country's status in Quality Management, respectively. This idea has in the first 

case been derived from Hofstede (1980), who solely used front-line sales people to 

survey working-related cultural values, and in the latter case by Calori and Woot 

(1994), who claim that top managers have an integrated, holistic view of management 

concepts based on their expertise. 
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Construct validity is also concerned with the establishment of correct measures for the 

studied aspects. Here, the constructs of questions used in the questionnaire were 

analysed with respects to their reliability, and the Cronbach Alfa factor applied as an 

indicator of goodness. According to Hair, et al. (1995) the Cronbach Alfa factor does 

indicate the existence of unidimensionality in the set of quantitative data under 

analysis, on a scale from Oto 1.0 with higher values indicating higher reliability among 

the indicators. It is explained how the unidimensionality is an assumption underlying 

the calculation of reliability and is demonstrated when the indicators of a construct 

have acceptable fit on a single factor. The use of a reliability measure, such as 

Cronbach Alfa, does not ensure unidimensionality but instead assumes it existence 

(Hair, et al. 1995). Good constructs have a Cronbach Alfa factor above 0.67, according 

to Farley and Lehmann (1994). In order to predict the goodness of the constructs that 

were used in the questionnaire, a reliability analysis was carried out on the data from 

Sweden before the field study commenced (Table 5). 

Constructs Cronbach Alpha factors, Cronbach Alpha factors, 

a, attitude questionnaire a, status questionnaire 

Leadership 0.7033 (n=56) 0.8937 (n=9) 

Impact on Society 0.8494 (n=57) i 0.9258 (n=9) 

Information & Analysis 0.8150 (n=57) ! 0.8881 (n=9) 

Strategic Planning 0.7967 (n=56) 0.9150 (n=9) 

Human Resource Mngt. 0.9046 (n=57) 0.8396 (n=9) 

Processes 0.9067 (n=56) 0.8664 (n=9) 

Customer Focus 0.7810 (n=57) 0.9243 (n=9) 

1 
! 

Business Results 0.9131 (n=56) 0.8396 (n=9) 

Table 5. Reliability in the two questionnaires on quality management constructs. 
Based on data from Sweden. 

From this it can only be concluded that in both questionnaires there existed high 

reliability amongst the indicators for each of the eight constructs. In other words, the 

way the questions were asked, a high reliability existed amongst the individual 

questions that belong to the eight constructs, which was identical to the eight different 

criteria of Quality Management applied in the Cross-cultural Quality Management 

Research Project. In the same manner the cultural part of the questionnaire was tested 
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by calculating the Cronbach Alfa factor for Hofstede's national culture dimensions 

(Table 6). 

Constructs Cronbach Alpha factors, Cronbach Alpha factors, 

a, attitude questionnaire a, status questionnaire 

Power Distance 0.5007 (n=53) 0.7005 (n=9) 

Uncertainty Avoidance -0.0498 (n=57) -0.7746 (n=9) 

Individualism 0.8496 (n=56) 0.6927 (n=9) 

Masculinity 0.2396 (n=57) 0.2122 (n=9) 

Long-term Orientation 0.8229 (n=57) 0.6625 (n=9) 

Table 6. Reliability in the two questionnaires on the working-related cultural values 
constructs, based on data from Sweden. 

Power Distance, Individualism and Long-term Orientation all had reasonable values 

for the Cronbach Alfa factor, whereas the values for Uncertainty Avoidance and 

Masculinity were very low, in particular for the Uncertainty Avoidance dimension. 

However, it was decided by the researcher and supervisors to use all five constructs, 

due to their recognised position in the field of international business research, and the 

fact that the questionnaire was to be used in a cross-cultural study, and thus the poor 

results for Sweden might improve on a global scale. The sample sizes used were also 

relatively low, and the questionnaire's global reliability cannot be assessed until data 

from all countries has been gathered. 

3.3.2 External validity 

Merriam (1988) explains that the external validity is the extent to which the results of 

the research project can be applied in other situations than the one surveyed. In other 

words a question about wider applicability. Referring to the purpose of the research 

project, it should be explained that when assessing the impact of national driving 

factors on Quality Management, its scope will be the whole industrialised world, and 

not limited to the 12 surveyed countries. In order to achieve this, background statistics 

will probably have to be included and studies like that of Hofstede (1980) and Schwab 

(1997) applied, which essentially quantify work-related cultural values in some 70 

countries and strict application of Total Quality Management in 53 countries, 
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respectively. The Cross-cultural Quality Management Research Project can hence 

show external validity by producing results that are correlating with the two studies. 

Much of the methodology of this project rests on the assumption that the cross-national 

data is relatively indifferent to the organisation which the participants represent. The 

same is also a very central assumption in Hofstede's groundbreaking survey of IBM in 

the late 1960s and early 1970s (Hofstede 1980; Hofstede 1991). The following 

essential passage in Hofstede (1991) hence also directly applies to the people of Asea 

Brown Boveri and Det Norske Veritas who have been involved in the Cross-cultural 

Quality Management Research Project. 

'We know IBMers,' they say, 'they are very special people,[. .. ] and not at all 

representative for our country.' The people who say this are quite right: 

IBMers do not form representative samples from national populations. [. .. ] 

Samples from cross-national comparison need not be representative, as long as 

they are functionally equivalent. IBM employees are a narrow sample, but very 

well matched. Employees ofmultinational companies in general and of IBM in 

particular form attractive sources of information for comparing national traits, 

because they are so similar in respects other than nationality: their employer 

(with its common corporate culture), their kind of work, and - for matched 

occupations - their level of education. The only thing that can account for 

systematic and consistent differences between national groups within such a 

homogenous multinational population is nationality itself - the national 

environment in which people were brought up before they joined this employer. 

Comparing IBM subsidiaries therefore shows national culture differences with 

unusual clarity. 

(Hofstede 1991, pp. 251-252) 

During the field research, two major external validity tests were carried out on the 

attitudinal questionnaire. The first was in China, where not only the blue-collar 

workers at Asea Brown Boveri TPT TDT were surveyed, but also a group of 60 MSc 

students at the Zhengzhou Institute of Aeronautics. The same exercise was carried out 

in Norway, but here the source of data was a plant of Asea Brown Boveri, from the 

Flexible Automation business area, in which around 10 blue-collar workers completed 

the questionnaire. If the questionnaire is indifferent to organisational culture, the 

results from each of the test objects should be reasonably similar to the results from the 
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corresponding Asea Brown Boveri TPT TDT plant. It seems, without doing any 

statistical analysis, that the outcome of the test (Table 7), reveals very similar results, 

especially for the total average scores. 

ABBTPT I Zhengzhou i ABB Flexible ABBTPT 
TDT, Institute of : Automation, TDT, 

China Aeronautics : Norway Norway 
Leadership 6.82 6.90: 6.39 6.20 

Impact on Society 7.05 6.74; 6.44 5.15 

Information & Analysis 5.89 6.41 : 6.22 6.83 

Strategic Planning 6.51 6.58 i 6.01 6.20 
I 

Human Resource Mngt. 6.10 I 6.08: 6.77 7.25 

Processes 6.521 6.45 j 6.05 6.28 

Customer Focus I 6.17 1 6.24: 6.30 6.87 

Business Results 6.50 ! 
: 

6.15 : 6.69 6.08 
: : : I : : 

1 
Total Average 6.45\ 6.44 I 6.35 

1 
6.36 j 

Table 7. External validity tests on attitudes towards Business Excellence - across 
different organisations and industries. 

External validity can also be achieved by means of comparison with similar studies. 

Kroslid and Napier (1996) have found that the number of comparative studies in 

Quality Management on a national level is scarce. However, after the literature review 

was written, one very suitable study to compare against has been published, namely 

The Global Competitiveness Report 1997 (Schwab 1997). This report assesses the 

applicability of Total Quality Management in 53 countries around the world, and a 

correlation analysis is included in Chapter 3.4 of this thesis. 

3.3.3 Reliability 

According to Merriam (1988), reliability is all about to what extent a research project 

can be repeated, and still give the same result. She adds that reliability is closely 

related to validity. In more applied terms, Yin ( 1994) boldly recommends the use of 

protocol and the development of a field research database. In the Cross-cultural 

Quality Management Research Project both will be established, containing research 

methodology, interview schemes and copies of the questionnaires. In addition, a 

database will be developed throughout the field research, with the transcribed 
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interviews, questionnaire results and findings. The availability is however, restricted to 

the cooperating partners, supervisors, examiners and other individuals with special 

permission, due to the sometimes sensitive nature of the raw data. 

The general way of approaching the reliability problem is to make as many 

steps as operational as possible and to conduct research as if someone were 

always looking over your shoulder 

(Yin 1994, p. 37) 

Another aspect of reliability is that the research is approached in a structured way 

(Merriam 1988). In all countries, the author plans to visit the Asea Brown Boveri T'PT 

TDT plant first, and spend one week there, before moving on to Det Norske Veritas the 

second week. Towards the end of each country visit a meeting will also take place with 

a representative from the countries' peak national quality society. The researcher will 

hence follow the same processes in country after country, and try to standardise the 

approach as long as it does not cause significant inconvenience to the cooperating 

partners. At the same time, the author is fully aware that it is little use trying to achieve 

a complete repeatability between each country, since so many methodological elements 

are attached to it. Instead the framework and methodology used will be the same, but 

internal variation allowed for. 

3..4 Reflections on methodology 

Reflections have also been made in hindsight by the author about the Cross-cultural 

Quality Management Research Project's methodology. With all the visits laid behind, 

all questionnaires collected, all qualitative interviews conducted and all relevant 

literature reviewed, the author felt he was left with a much easier task than the 

development process itself. One essential learning point that was made in the research 

project is that strategy and trade-offs go together in field research, and there is no 

perfect research design (see e.g., Patton 1990). There are almost certain to be 

limitations to time, availability of interviewees, and the interviewees' ability to grasp 

and explain the complex nature of social reality. Needless to say this also applied to the 

Cross-cultural Quality Management Research Project. Another important issue that 

was experienced in the field research was the phenomenon that intercultural 

interactions are always subject to misunderstandings (e.g., Brislin, Cushner, Cherrie 
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and Yong 1986; Harris and Moran 1979). Patton (1990) adds correctly, as far as the 

author of this thesis can judge based on experience from field research, that short

termed evaluations are much more subject to misinterpretations and 

miscommunications than long-term anthropological fieldwork. The Cross-cultural 

Quality Management Research Project belongs to the group of short-termed 

evaluations, and the author is aware of many of its associated shortcomings, which 

partly will be addressed later in this chapter. 

There is no rule of thumb that tells a researcher precisely how to focus a study. 

The extent to which a research question is broad or narrow depends on 

purpose, the resources available, the time available, and the interest of those 

involved. In brief, these are not choices between good and bad, but choices 

among alternatives, all ofwhich have merit. 

(Patton 1990, p. 166) 

The author of this thesis would like to address the following four specific and critical 

aspects of the Cross-cultural Quality Management Research Project's research 

methodology: ( 1) number of countries, (2) transcription of the qualitative interviews, 

(3) the culture constructs in the questionnaires, and (4) the use of blue-collar workers. 

Firstly, the number of countries to be studied was substantial, and an alternative 

approach would have been to conduct the study in one or two countries first, just to 

show that the national driving factors derived from Juran and Gryna (1988) can be 

identified in today's national environment, and that there is a relationship between 

national culture and Quality Management. At a later stage of the research process the 

global applicability could have been tested, and the data for the comparative study 

gathered. However, the author felt he was given a very good one-off chance by Asea 

Brown Boveri TPT TDT and Det Norske Veritas, in that they allowed the author to 

pick how many and what countries that should be included in the research project. 

Besides, the two companies were keen on getting feedback as soon as possible, and it 

was concluded that to split the field research in two, with a break of several months, 

was not desirable. This decision was also supported by logistics and amount of 

resources of the Cross-cultural Quality Management Research Project. 

Secondly, there is the question about full or partial transcription of the conducted 

qualitative interviews. Here the literature shows a clear preference for full transcription 

(see e.g., Patton 1990; Yin 1994). For primarily financial and time-consumption 
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reasons, this was found to be too extensive, and it was decided that parts of the 

interviews that the author assessed as relevant should be transcribed in full, with the 

rest only transcribed in summary form. A supporting argument for this approach is that 

the thesis is not solely dependent on the qualitative interviews as sources of 

information and that no major content analysis is planned. 

Thirdly, when identifying the weak Cronbach Alfa values for Uncertainty Avoidance 

and Masculinity in the test phase, one could have halted the project and searched for 

other survey instruments in the national culture area. For example, the author had at 

that time access to a survey tool more recently developed by Professor Schwartz, 

which is less work-related than Hofstede's Value Survey (Schwartz 1994; Hofstede 

1994). However, the former contain more than twice the number of questions, and are 

not yet as recognised as Hofstede' s constructs. Based on previously mentioned 

arguments in favour of Hofstede's survey, it was therefore decided to use it. At the end 

of the field research project, a new reliability analysis was undertaken, using all the 

gathered data. The results are presented in Table 8 and Table 9. It shows clearly that 

the quality management constructs in the status questionnaire have very good 

Cronbach Alfa values, and that the quality management constructs in the attitude 

questionnaire are acceptable overall. However, the results for Uncertainty Avoidance 

and Masculinity are still very low in both questionnaires, and it will probably be 

difficult to use them as good constructs in the quantitative analysis, which is a part of 

the PhD thesis. 

Constructs 1 Cronbach Alpha factors, Cronbach Alpha factors, 

j a, attitude questionnaire a, status questionnaire 

Leadership !o.5456 cn=465) 0.8909 (n=91) 

Impact on Society 
1 

o.4016 cn=467) 0.8445 (n=91) 

Information & Analysis !o.5854 cn=465) 0.9070 (n=91) 

Strategic Planning 0.5395 (n=463) 0.9067 (n=91) 

Human Resource Mngt. 0.7009 (n=465) 0.9388 (n=91) 

Processes 0.7284 (n=463) 0.9350 (n=91) 

Customer Focus 0.5708 (n=468) 0.9498 (n=91) 

Business Results 0.8126 (n=466) 0.9155 (n=91) 

Table 8. Reliability of the quality management constructs, all responses. 
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Constructs Cronbach Alpha factors, Cronbach Alpha factors, 

a, attitude questionnaire a, status questionnaire 

Power Distance 0.2645 (n=457) 0.4924 (n=90 ) 

Uncertainty Avoidance 0.0356 (n=461) -0.0085 (n=90) 

Individualism 0.6537 (n=462) 0.7891 (n=90) 

Masculinity 0.0450 (n=462) 0.2354 (n=90) 

Long-term Orientation 0.6875 (n=423) 0.7445 (n=89) 

Table 9. Reliability ofthe work-related cultural values constructs, all responses. 

Fourthly, the use of blue-collar workers instead of white-collar workers should be 

addressed. Hofstede surveyed IBM's front-line employees, the sales staff. They are 

white-collar workers, with probably a higher level of education than the blue-collar 

workers involved in this study. The author finds that both approaches are relevant, as 

long as one asks the front-line employees when surveying the attitudes of the people in 

a country towards e.g. managerial concepts. When moving up in managerial levels, the 

author finds that the representatives for the whole population decrease for important 

variables such as education, income and living standard. At the outset of the Cross

cultural Quality Management Research Project, the author felt that blue-collar workers 

in the manufacturing industry were a very representative group for the population in a 

country, and this impression reinforced itself throughout the field research project. 

Finally, The Global Competitiveness Report 1997 has already been evaluated as a 

meaningful benchmark for the results produced in the Cross-cultural Quality 

Management Research Project. In his study, Schwab (1997) ranks 53 countries 

according to national competitiveness, and one of the 195 underlying determinants is 

applicability of Total Quality Management. The data for the Total Quality 

Management sub-criteria is based on questionnaires to local managers, an approach 

that was considered at an early stage in the Cross-cultural Quality Management 

Research Project as well. In the analysis of the two sets of rankings (Table 10) a 

correlation coefficient of 0.75 is derived. This indicates that there exists a considerable 

positive correlation between the two studies, and the result constitutes a strong 

indicator of the Cross-cultural Quality Management Research Project's external 

validity. 
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Ranking Cross-cultural Quality Global Competitiveness 
Mana2ement Research Project I Report 1997 

1 Sweden Japan 
2 United States Sweden 
3 Japan Germany 
4 South Korea Norway 
5 Australia United States 
6 Great Britain South Korea 
7 Germany Australia 
8 Norway Brazil 
9 Brazil Italy 
10 China Great Britain 
11 Italy China 
12 Saudi Arabia Saudi Arabia 

Table 10. Comparison of research results with The Global Competitiveness Report 
1997, showing a correlation coefficient of0.75 in terms of rating. 

Some readers might find it interesting to note that further analysis revealed that if the 

rankings for Germany and Norway had been identical in the two studies, the 

correlation coefficient would have been 0.89, which is extremely high. This is however 

not the place and time to argue which of the two studies gives the most correct picture 

of the present situation in Germany and Norway in relation to the other ten countries. 

The high correlation coefficient does however lead to the conclusion that the quality 

management system auditors at Det Norske Veritas are just as capable as local 

managers of assessing the current status of Quality Management, positively confirming 

one of the assumptions in the Cross-cultural Quality Management Research Project. 
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CURRENTLYAPPLICABLE 

NATIONAL DRIVING FACTORS-

COUNTRY PRESENTATION AND EVALUATION 

This part presents the development and current status ofQuality 
Management in Australia, Brazil, Germany, Japan and Sweden, 

together with the blue-collar workers' attitudes towards Business 
Excellence. In every country an assessment of the seven national 

driving factors proposed in Juran and Gryna ( 1988) is also covered, 
leading to a proposed set of currently applicable national driving 
factors. The descriptions given for the individual countries do not 
claim to be exhaustive or very rich in nature, but rather to be ofan 

introductory nature, and a reflection of the data gathered in the Cross
cultural Quality Management Research Project. 

63 





Chapter 4 - Australia 

1 Introduction Background 

Australia, the nation "down under" and the host to the Olympic Games in 2000, has a 

relatively young history built on British roots in the late eighteenth century. The early 

twentieth century saw people immigrate from all comers of the world to Australia, 

which is not just a country, but also a continent. Its vastness, with plenty of land area 

and natural resources, is just one of the characteristics assessed for implications on its 

Quality Management concept. More broadly, the way Australia approaches Quality 

Management is outlined in this chapter, together with her links to Oriental cultures. 

The research conducted for this chapter has included ten qualitative interviews, two 

questionnaire surveys and a literature review. At an Asea Brown Boveri TPT TDT 

plant, close to Sydney, the attitudinal questionnaire was completed by 43 of the 60 

blue-collar workers, and qualitative interviews carried out with three managers and two 

blue-collar workers. One of the blue-collar workers was a labour union representative, 

and the managers were the heads of the manufacturing, project and quality functions. 

The plant was taken over by Asea Brown Boveri in 1989, from Westinghouse Electric, 

and it manufactures power transformers. At Det Norske Veritas in Sydney, two lead 

auditors were interviewed, one being the regional manager. The company has around 

ten quality management system auditors, including three part-time auditors, and has 

issued some 5 percent of Australia's 11,000 certificates. Six auditors filled out the 

status questionnaire, since it was decided to leave out the part-time auditors. 

Qualitative interviews were also conducted with the general manager of the Australian 

Quality Council, an associate professor from University of Technology in Sydney, and 

a quality manager at the National Australian Bank. The author has also previously 

made a study of quality management in Australia, see Johansson and Kroslid (1996), 

where interviews were conducted with the quality manager of Sydney Electricity, a 

former general manager of the Australian Quality Council, and the personnel and 

quality manager at CSR, a sugar refinery company. Finally, the author has found quite 
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a bit of relevant literature on the topic, and the reader will find extensive references to 

such throughout the chapter. 

4.2.1 Development of Quality Management 

As an understandable consequence of our beginnings, few early Australians who were 

forced to work cared about the quality or quantity of the products or services they 

produced (Hilmer 1985). Elaborating on this, a quality manager at the National 

Australian Bank explained how Australia initially was a penal colony with convict 

labour used for developing the primary industry. Migrants were brought in as the need 

for more labour grew, but with high land prices and the migrants' lack of funds, 

arguably their lot was similar to that of the convicts, and they all developed what 

Hilmer (1985) terms a conscript mindset where doing the bare minimum, distrusting 

employers, and letting others control and supervise became the norm. He adds, 

however, that a strong tradition for entrepreneurship developed, as a bare means of 

survival. 

The development of a technical infrastructure for Quality Management began with the 

formation of Standards Australia in 1922, but according to an auditor at Det Norske 

Veritas, the first milestone of the Australian quality management movement was the 

introduction of certain military standards for Quality Assurance in the 1950s. These, 

together with NATO and British DEF standards, formed the basis for the Australian 

Standards AS-1820 series, which was issued in 1975 (Kruithof and Ryall 1994). It 

merely focused on how suppliers to the defence sector should run their business to 

assure a good output. Simultaneous with these developments, the country also saw a 

drive in Quality Control, with the establishment of the Australian Organisation for 

Quality Control in 1968. Kruithof and Ryall (1994) explain how Australia integrated 

the ISO 9000 standard into its own standards system in 1987, and re-labelled it the AS 

3900 series. Its application spread to most industries, and its replacement came in 

September 1994, in connection with the introduction of the revised ISO 9000 standard, 

which Australia adopted in full, and launched as AS 9000. Some 14,000 ISO 9000 

certificates have been issued in Australia up to the end of 1997, a trend that, according 
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to a manger at Det Norske Veritas, was boosted by the defence department and later 

the government making it close to mandatory for the suppliers in their early 1990s. 

However, according to an associate professor at the University of Technology in 

Sydney, it was only with the "Australia for Quality" in the early 1980s, that a national 

awareness programme within the framework of Enterprise Australia spread, and 

Quality Management was put on the agenda. The program was headed by Mr. Irwine, 

and in an interview he explained how the group's associated research found that 

Australia lagged behind Japan and the West, especially in the Quality Management 

area. A group was hence sent to study the Japanese Company Wide Quality Control 

concept, and returned with the conclusion that the concept was not feasible for their 

country, and its statistic-sceptic managers. Mr. Irwine added that some years later, in 

1986 and 1987, Australia for Quality changed their approach profoundly, and instead 

searched for leadership and culture issues within Company Wide Quality Control, in 

order to determine which principles and practices were applicable in an Australian 

business setting. In 1988 this resulted in the establishment of the Australian Quality 

Awards Foundation, and the launch of the Australian Quality Award (AQC 1997). In 

essence this meant that Australia launched its quality model in the same year as the 

Americans introduced their Malcolm Baldrige National Quality Award. The two 

awards are quite similar in terms of criteria, but differ significantly in that the 

Australian Quality Award is more principle oriented and has recipients instead of 

winners, as opposed to the Malcolm Baldrige National Quality Award, which can only 

have one winner in each category. With this background, an associate professor at 

University of Technology in Sydney maintained that Australia in conceptual terms of 

Total Quality Management took a leading position internationally. A year later, the 

quality award scheme was broadened to include a Quality Prize, for companies already 

having received an Australian quality award. 

In 1993, ten of the non-profit organisations, including Enterprise Australia and the 

Australian Quality Awards Foundation, agreed to gather under the umbrella of a non

profit private organisation to be named the Australian Quality Council, and was given 

"peak" status by the government (Gome 1996). The interest for the Australian Quality 

Award has remained stable at around 40 applicants per year since the late 1980s, and 

according to the general manager of the Australian Quality Council as well as auditors 

from Det Norske Veritas the model is well known in industry. 
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Overall, however, the quality management movement stagnated in the 1990s, and 

people started talking about total quality management fatigue (Walsh 1995). Adding to 

this was Mr. Spouster's whistle blow in 1994, where he, the CEO of the Australian 

Quality Council, stated in a press release that he could not get government to 

understand that the ISO 9000 requirement in the public bidding process was 

inappropriate and too costly for small businesses (Gome 1996). The effect was 

astonishing, according to Gome (1996, p. 39), who refers to a leading management 

consultant that had stated: "Spouster was God. So you can imagine the impact." 

Dwelling on its impact, Gome (1996, p. 38) concludes that: "After a decade of 

fanatical support by powerful political and industry leaders, the quality management 

movement is split politically, internally and over future direction. Its reputation among 

many small and medium businesses continues to deteriorate. Some small businesses 

have almost been destroyed by the endeavour to implement costly and pedantic quality 

assurance (QA) ISO 9000 systems that had little relevance to their business." Another 

reference is made to Mr. Spouster, who reportedly concluded: "The bubble has burst. 

The movement has gone pfff [lost its momentum]." 

Around three years ago, there was a lot of static and concerns about Quality 

Management in Australia. There was one strand that thought quality was all 

about standards, and another strand that understood what it was all about. It 

was an unproductive discussion that went on, so we initiated bringing together 

all the key players in this area, like Standards Australia, National Association 

of Testing Authorities, and Australian Organisation for Quality. We brought 

them together as an informal group. [ ... ] We commissioned a report to 

understand what the issues were in quality. It is called the Wider Quality 

Movement report. So far the response to the report has been positive, and the 

foreword is written by the Prime Minister. 

Barton, General Manager, Australian Quality Council. 

As a response all key players, as Mr. Barton states, were brought together, with an 

endeavour to get the quality management movement back on track. Its first major 

output was the Wider Quality Movement report, see Foley (1997), p. 7, which 

concludes that: "Australia will be unable to take full advantage of the contribution that 

quality can make to national well-being by increasing productivity and corporate 

industry and national competitiveness, unless quality is considered ( and promoted) as 

part of the nation's technical infrastructure and as a rigorous and coherent theory of 
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management." It is the service industry and public sector that are driving the quality 

management movement at the moment (Eastman and Fulop 1996; Navaratnam and 

Harris 1994), who also report that Quality Management has gained widespread 

acceptance and application in these two sectors. 

While the Australian quality management movement, is trying to revitalise by sorting 

its situation out, there is still a push for ISO 9000 certification, and Quality 

Management System. According to Det Norske Veritas auditors, one can foresee a 

surge in the certification of safety and environment systems, and already some 

companies are stating that they want to integrate environment, quality and safety into a 

management system. In addition, some companies have integrated the Quality 

Management and Human Resource Management functions (Simmons, Shadur and 

Preston 1995). This trend was confirmed and welcomed by the general manager of the 

Australian Quality Council, who stated in an interview that: "We work very closely 

with the Australian Human Resource Institute and we often do joint ventures." 

A brief' summary of the author's understanding of the Australian quality management 

movement, in terms of initiatives, is outlined in Figure 8. After having followed a 

pretty common route of development up to the mid 1980s, Australia introduced its 

quality award at a very early stage. That the country has worked with progressive 

quality management models for some time, was also revealed when discussing quality 

issues with leading representatives from the Australian quality management movement. 

Some of this maturity culminated in a broad debate on Quality Management in the mid 

1990s and made involved parties aware that the quality management movement was 

stagnating, and a knock-on effect took place. The Wider Quality Movement has not yet 

managed to tum around the declining trend, and the author foresees that it will take 

years before the quality management movement will again pick up speed and regain 

credibility. 
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1945 1950 1960 1970 1980 1987 1990 1994 1996 Time 
Quality Assurance and Quality Control Quality Management System 

···....···························~ 
Total Quality Management 

Figure 8. Historical overview - quality management initiatives in Australia, as 
assessed by the author. 

4.2.2 Current status of Quality Management 

With a strong focus in the quality management movement on Quality Management 

System, and the lack of Total Quality Management initiatives on a nation-wide basis, 

Mr. Barton, the general manager at the Australian Quality Council, stated that: "The 

high performing organisation will probably be up with some world-class organisation." 

He added that from his point of view the United States has a much larger group of 

high-performing organisations, and that not many Australian companies would be in 

that group. In The Global Competitiveness Report 1997 the country is ranked 17th out 

of 53 countries in terms of application of Total Quality Management, and lies in the 

same group as South Korea, Denmark and Brazil (Schwab 1997). Interviewees 

expressed a feeling however, that something is happening, in as much as customer 

focus and customer services seem to be mentioned quite regularly in promotion by 

many organisations. This trend is, together with the last years' turbulence and 

stagnation in the Total Quality Management area or the nation's quality management 

movement, to some extent reflected in this thesis' survey results on current status of 

Quality Management in the Australian consumer manufacturing industry (Figure 9), 

where Human Resource and Customer Focus together with Business Results are rated 

highest. Leadership, Impact on Society, and Information & Analysis score low, and the 

overall score is not very high. The Leadership issue is also addressed in Foley (1997) 

together with Information & Analysis, and two areas where the Australian industry 

needs to improve. 

70 



Chapter 4 - Australia 

World class 10 --------------------------. 
9 

Excellent 8 

Vecy;:::; ~□ ~ ~ ~~~ 
Fair 2 ~ :b'~ ~f ..c] -i'§ ] a-s -er i -~ -~ -~ ~ 

1 § § t5 ro .§ .~ ~ t> ~ o o.. o > :0 C: C: :::s 
Poor O__ ~ =:i:: ~ ~..__ °"'11-ro-----&.r::o_Q)__ Cl)Q) __ _u_,~_.<+-<_ro__...--i:::::_______ u ~ rf .... Cl)-1Q),...] __, 

1 1 

Figure 9. Current status of Quality Management in the Australian consumer 
manufacturing industry. 

I read in an article that manufacturing has lost 130,000 jobs and has increased 

production three times over the last 20 years. So there have been enormous 

changes in productivity, but that has been brought about without strong 

leadership, impact on society, strategic planning and those sort of things. Our 

bottom line focus is a little bit more diversified than in the USA. [ ... J 
Leadership in Australia is rather poor. It is still a very paternalistic style, not 

theory X, but not very person centred. Very dissociated relationships. 

Dawes, auditor, Det Norske Veritas 

"It is disappointing to see how much there is left to do after an ISO 9000 certification," 

was the comment made by an Australian middle manager when being briefly 

questioned by the author about his company's current standing in Quality 

Management. His statement is supported by Terziovski, Samson and Dow (1997), who 

explain that despite its overwhelming popularity, there is considerable confusion and 

frustration surrounding the role and business value of ISO 9000 certification. A 

manager at Det Norske Veritas added: "If you think about what the accreditation 

bodies want, they want it [ISO 9000] to be a commodity, they want the product to be 

undifferentiated, they want the same standard of certificate from every certification 

body, which is a commodity. Australia is probably getting into that situation. In 

England it is very much the same, it is just a bigger market." 
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Australia will continue to be unable to take full advantage of the contribution 

that quality can make to national well-being by increasing productivity and 

corporate, industry and national competitiveness, unless quality is considered 

( and promoted) as part of the nation's technical infrastructure and as a 

rigorous and coherent theory ofmanagement. 

(Foley 1997, p. 84) 

The author is on the one hand convinced that Australia has the infrastructures needed 

to take further steps in Quality Management. The Australian Quality Council and by 

large the Wider Quality Movement reveals that the country has a mature quality 

management movement, with societies and individuals that are aware of the country's 

deficiencies and know where to go. On the other hand, the industry has experienced 

mixed success in its introduction of both Quality Management System and Total 

Quality Management, and have typically opted for the former after the total quality 

management initiative ran out of management commitment. The Australian quality 

management movement is currently at a cross-roads, and has been so for almost two 

years now. Its future is difficult to predict, but a re-invigoration of the total quality 

management stream in the quality management movement will be hard, due to previous 

failures. In order for Australian companies to gain competitiveness, an issue to which a 

lot of attention is given, it will in the author's opinion not be sufficient to proceed on 

the current quality management system track. 

Area ' Information 

Name of national quality award The Australian Quality Award 

Organiser The Australian Quality Council 

Established l 1988 

Number of recipients 30 

A sample of recipients ' Kodak, Ford Motor Company, BHP Steel 

Slab & Plate Products Division, Toyota 

Motor, Tubemakers, NEC, Sydney 

Electricity, The Wesley Hospital, Ericsson 

Australia, and ICI Pharmaceuticals. 

Application of TQM, Schwab (1997) 17th ( out of 53 countries) 

Number of ISO 9000 certified firms end 1997 14,000 

ISO 9000 standard series officially adopted 1993 

Table 11. Fact figure sheet (e.g., AQC 1997). 
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4.2.3 Attitudes towards Business Excellence 

Australian workers seem to be well accustomed to quality initiatives according to the 

interviewees, and Karpin (1995) supports this when stating that the time has come for 

management to change and not only the front-line employees. Within the quality 

management sphere, many companies have tried various sub-concepts in the past, but 

in hindsight most of them stranded, and what Walsh (1995) terms as chronic fatigue 

arises. Blue-collar workers are not necessarily negative towards Quality Management 

initiatives, but allegedly tired of management's lack of commitment to what they 

initiate. 

We used to have Quality Circles, SGI (small groups involvement) and things 

like that. Quality Circles we used to have some 10 years ago. In the quality 

circles we had to identify a problem, and then solve it. We came up with a high 

number of good solutions, that are still in use today. I do not know why the 

Quality Circles were abolished, it was a management decision. They stopped it 

for a few months, because we were so busy, and they never started it again. 

Then we got into Small Group improvements, where we tried to come up with 

better ways and faster ways without jeopardising quality. Both of them had 

good purposes behind them. [ ... ] We do not have SGI any longer either, and I 

do not know why they stopped it. It was only one hour a week. 

Blue-collar worker, Asea Brown Boveri 

They [ workers J are given an opportunity to build up a team spirit and a team 

environment, but then it comes back to management commitment and the 

management resource. It is not something that you do over-night. I think a 

problem a lot of companies face now, is that they have had TQC, Total Quality 

Management, Kanban, and unfortunately there has been a real spurt of these 

operational concepts over a 10-year period. Unless companies resource 

properly, they rush in, they do them and they fail after 6 months. Enthusiasm 

went, and when management comes with the next programme, the workers are 

not motivated. Very deliberately we have tried to make these programmes as 

something that is going alongside our daily operations. 

Richards, Manufacturing Manager, Asea Brown Boveri 
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Being questioned about their personal attitudes towards Quality Management, blue

collar workers in Australia found it overall to be of very high importance, but the 

distributions are very wide, which indicates a large dispersion in attitudes in this area 

(Figure 10). 
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Figure 10. Blue-collar workers' attitudes towards Business Excellence in Australia. 

Impact on Society and Human Resource Management is rated a fraction higher, and 

Policy and Strategy a little below the others, but the difference in terms of statistical 

significance is minor. As an Asea Brown Boveri manager commented, "I think we may 

have given the employee an understanding of the importance of balance". The blue

collar workers replied to this that: "The Australians are not too lazy, they will give you 

a hand where they can, but they are not fanatic about it." 

Both in the service industry, and in delivering service. [ ... ] There has been a 

major paradigm shift in the last 10 years. [... ] I think they understand the 

difference between the words service and servitude. In Australia around 10 

years ago service was seen as servitude, but you really now have a young 

generation that are going into the hospitality and hotel management area in 

large numbers and think it is a marvellous career. It is just generally a change 

in attitude. 

Barton, General Manager, the Australian Quality Council. 

The author found that the Australian blue-collar workers generally had a positive 

attitude towards Business Excellence, and that they are prepared to be cooperative vis-

74 



Chapter 4 - Australia 

a-vis management in its introduction of new management concepts. That management 

in many cases do not have the commitment to maintain the programmes they introduce, 

is another story. In Australia, however, there is the unfavourable "don't rock the boat" 

attitude, indicating a preference for a steady-as-she-goes mentality, which influences 

the blue-collar workers general attitudes towards work in a negative way. 

Assessment of Juran's factors 

4.3.1 National awareness and training programmes 

The number of structured national training and awareness programmes in Quality 

Management has hitherto been low in Australia, according to one of the pioneers in the 

quality management movement. He added, however, that the Australian Quality 

Council, with its preparation and launch of the Australian Quality Award, attracted 

interest from the broader business community, and the council has educated quite a 

substantial number of corporate representatives in the use of the award model. 

Quality Management is being taught at Australian universities, but to speak about them 

as national training programmes would be far fetched. An Asea Brown Boveri 

manager did, however, comment that the many MBA courses offered in Australia 

commonly contains Quality Management, and that this contributes positively towards 

the understanding of quality management issues amongst managers in industry. 

I think the research on quality management in Australia has been poor and 

inadequate. It is only very recently that management academics are beginning 

to accept that quality is a legitimate approach to managing organisations. 

Fisher, Associate Professor, University of Technology in Sydney. 

Some hold that the recent debate in media on the relevance of ISO 9000 certification 

and Quality Management at large has increased the awareness of such issues among 

the public. Commenting on this, a quality manager at the National Australian Bank 

stated that quality was currently on many people's lips. Twice during the visit to 

Australia, the author also overheard conversations dealing specifically with customer 

satisfaction and ISO 9000 certification. The author finds that the media's high 

coverage of the quality management debate has made Quality Management 
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understandable to the public at large, and that this can only be positive for the future 

developments in the area. 

4.3.2 Government 

The government has according to auditors at Det Norske Veritas merely played a role 

in the quality management system area. Historically through the military' s 

development of quality assurance standards, but then also more actively when the 

defence department and government made a certified quality management system close 

to mandatory for its suppliers in the early 1990s. The latter created a strong 

certification push amongst medium and small sized enterprises in particular, and with a 

total of 8,834 issued certificates by the end of 1995 Australia ranks third in the 

international Mobile Survey (ISO9000 News 1996). 

Having government in position of things like this is also historically common in 

Australia, and it goes back to the convict days, where they relied on the 

wardens to look after them.[. .. ] The people who came out here, shall we say, 

voluntarily, the founders of Australia, also adopted this mindset. The pay was 

low, so they looked for organisations to look after them, and trade unions 

developed. Obviously the government thought we have to do something with 

quality, and they have imposed that [ quality certification] down. It has not 

been recognised by Australian organisations, that they had to improve quality. 

Napier, quality manager, National Australian Bank 

It was a generally shared perception amongst the interviewees that the government 

today only plays an indirect role in the quality management movement, through its 

reforms in the economy and labour market. The reforms are believed to have positive 

effects on the quality management movement, but that is not believed the primary 

reason for the government initiative. 

4.3.3 Economy 

Over the past 15 years, the Australian economy has undergone a transformation, in 

which the government has introduced reforms in the financial system, business 

regulation, and industrial relations, and reduced trade protection (Lewis, McCann, 
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McLean and Zitzewitz 1996). According to Karpin (1995) the goal is to evolve into 

one of the world's most open economies by the year 2000, in which the Australian 

enterprises will have to compete with the world's best products and services. Despite 

these efforts, Lewis, et al. (1996) report that the nation's relative economic prosperity 

has not altered since 1970, and Foley (1997) adds that the country's position in the 

World Competitiveness Report has fallen from 14th to 21st over the last 20 years. 

According to a quality manager at the National Australian Bank, the major economic 

policy in the post-war years, was to use high tariff walls to surround Australia, and 

although enjoying steady economic growth, an inward-looking economic culture 

established itself, in which many non-competitive industries and enterprises popped 

up. 

Australia began opening up its economy ten years ago, shedding the high 

tariffs and restrictive government regulation that isolated it from the 

industrialized world. Because of its British heritage, Australia at first tried to 

realize its economic future in the United Kingdom and the United States. [ ... ] 

Australia has come to recognize the vast market on its doorstep, Asia. It's a 

near-perfect marriage: Australia has loads of natural resources, Asia has 

loads ofpeople. 

(Prestbo and Sease 1997, p. 243) 

With real GDP growth hitting its post-war history bottom in 1991, stagnating at 1.2 

percent (Wadley and Jackson 1997), the economy emerged in 1995 and 1996 from its 

modest slowdown, and has achieved growth figures around 3 percent the last 2 years. 

The authors add, however, that the Australian economy is burdened by the long-term 

trade deficit and high foreign debts, with a high dependency on agriculture and mining. 

Prestbo and Sease (1997) explain how even the emphasis in Australia's manufacturing 

sector has shifted to raw-materials processing in recent years, away from traditional 

industries, such as clothing and transportation equipment. 

The country now has a diverse and liquid stock market that is attractive to both 

domestic and overseas investors (Prestbo and Sease 1997). They add that a survey in 

1994 said that 23 percent of Australian individuals owned stock, up 16 percent from 

1991. In a survey of 53 nations, The Global Competitiveness Report 1997 ranks 

Australia 22nd in terms of foreign access to capital markets, 30th in tariffs and hidden 

import barriers and 26th in level of state interference (Schwab 1997). 
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4.3.4 People 

Australia originated as a penal colony, and many believe that the convict mindset still 

is evident in the general workforce and management practices (see e.g., Hilmer 1985; 

Emery 1978). With its blend of descendants from European and Asian cultures, the 

country is a melting pot in terms of cultures, with the British and Irish dominating, and 

more recently large populations of Greeks, Italians, Japanese and Vietnamese. A local 

Asea Brown Boveri manager portrayed the culture as rather laid back, and associated it 

with casual, relaxed, mateship and barbecues. Another stated feature was that everyone 

tends to mind their own business. 
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Figure 11. Work-related cultural values - profile for Australia. 

The high Individualism score (Figure 11) is hardly surprising in a culture with people, 

that Hofstede (1991) found to be sufficiently individualist to leave their old 

environment, and they came to countries where, in the frontier spirit, every person had 

to fend for herself or himself. In fact, when asked about the ranking of family, 

company and country, the blue-collar workers at Asea Brown Boveri explained that 

family and recreation would be ranked highest, followed by company and country. The 

Power distance's score lies in the middle, and reflects the somewhat hierarchical 

structures found in the Australian society. The extremely low Masculinity score, does 

not fit well with the results in Hofstede (1980), who recorded a Masculinity score of 79 

which was high in his study. The blue-collar workers interviewed at Asea Brown 

Boveri categorically stated that the typical Australian male would probably tend to be 
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down in the local pub, whereas his spouse would take care of the home. However, they 

did add that various sources had tried to introduce the "snag" to the Australian culture, 

which is a "new age man" that values more equality between the genders. 

In terms of Uncertainty Avoidance one would expect that to be lower in Australia, with 

its laid-back culture and sometimes laisser faire attitude - 'no worries' or 'she'll be all 

right in the end' (Lewis 1996). The following statement by Mr. Richards is 

characteristic in this respect. 

I think that there is a certain "steady as she goes" mentality in Australia - "do 

not rock the boat". "Australia the lucky country" they have sort of rested on 

the laurels a bit. It is first in recent years that the pressure has come on. I think 

people want to avoid risk to a certain point. 

Richards, Manufacturing Manager, Asea Brown Boveri. 

Yet, another manager at Asea Brown Boveri indicated that the recession in the early 

1990s with increasing unemployment rates might well have increased the uncertainty 

avoidance, at least in job-related issues. The Long-term Orientation score indicates a 

more mid-term planning horizon, which fits well with the explanation of an Asea 

Brown Boveri manager, who held that "in the companies you work on your one year 

budget, and you focus on your bottom line". 

4.3.5 Labour relations 

According to a quality manager at the National Australian Bank, the nation has 

historically had strong trade unions, developed very much along the British lines, 

where the unions represent people with the same trade and skill. Their influence was 

strong, and the trade unions were sometimes perceived as somewhat militant and not 

afraid to go on strike. In the "industrial relations" category, The Global 

Competitiveness Report 1997, ranks Australia 47 out of 53 countries, and reveals a 

very poor area for Australian industry (Schwab 1997). However, Lansbury (1996) 

explains how "a quiet revolution in industrial relations has been in progress for the past 

decade". Starting in 1987, there has been a strong trend towards a more decentralised 

approach to industrial relations, and in 1991 the enterprise agreements were sanctioned 
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by the Australian Industrial Relations Commission, and the focus of bargaining has 

since then been predominantly at the enterprise level. 

Furthermore, the declining rate of unionisation among the private-sector 

worlforce, in particular, has meant that unions have had less power to wield. 

Employers gradually assumed the upper hand in the bargaining process, 

despite there being a Labour Government in office. 

(Lansbury 1996, p. 8) 

The current coalition government has proposed further changes, that will strengthen 

the enterprise bargaining concept, enhance the establishment of enterprise unions, and 

avoid strikes during the period of an agreement's operation (Lansbury 1996). The 

author adds that employers have generally welcomed the reforms, and an Asea Brown 

Boveri manager explained how it is an opportunity to agree with the union on some 

productivity targets for the company, and in return enable pay increases to the 

employees. 

Enterprise Bargaining was meant to be based on the concept that the paying 

conditions should be related to the results of the company, in other words 

productivity. That really, in my opinion, has not happened. What has happened 

in 99 percent of the organisations, the extra pay increase has been based on 

input factors, and not on outputs like customer satisfaction. 

Napier, Quality Manager, National Australian Banlc 

Some companies, like the Asea Brown Boveri plant visited, have however prospered 

on the opportunity given within the Enterprising Bargaining framework, and improved 

internal relations. A manager explained how in the area of Quality Management it 

could contribute towards an implementation of autonomous working groups, operator

based control and maintenance, as well as extensive training programmes. In the past 

this would have been difficult without paying the individuals for their increased 

responsibility or burden of work. 
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We have made it a lot easier for them [the company] to move people around 

and have them to learn different jobs. Before it used to be you do that job and 

you do that job. Now we move people around to where they are needed and we 

multi skill people. 

Union representative, Asea Brown Boveri. 

A debated theme in the human resource area is the skills and education of the 

Australian workforce. Wadley and Jackson (1997) argue that Australia offers a 

workforce of 9.1 million, with a substantial depth of education and skills. On the 

contrary, Karpin (1995) in an assessment of the Australian economy, lists a need to 

upgrade vocational education and training as one of the five key challenges facing 

Australian management. Schwab (1997) goes in the middle when reporting that 

Australia ranks 15th in the average years of schooling category and 21st in employee 

training, and indicates that it is the companies' training programmes that are the 

primary hindrance, and not the public education system. 

4.3.6 Industrial structure 

The Australian economy is dominated by small enterprises, and some 80 percent of the 

total number of companies have fewer than five people employed (Karpin 1995). Only 

around 600 enterprises in Australia employ more than 1,000 people. The major export 

industries are agriculture, mining and manufacturing, whereas the service industries 

dominate domestically (Wadley and Jackson 1997). Some people, like the general 

manager of the Australian Quality Council, held though that the service sector will 

soon start to have an impact on export, especially to Asian nations, and that the 

industry has gone through a "major paradigm shift in the last 10 years". 

In terms of development of Quality Management within the industries (Figure 12), the 

maturity is found to be quite similar between Consumer Manufacturing, Public 

Services, and Service Industry. The Heavy Industry, High Technology and Metal & 

Chemical form the group of leading industries, and according to some interviewees it 

was these traditional industries that first were exposed to Quality Management via 

Quality Assurance and later Quality Management System. The author would like to 

add here that they are also the leading exporting industries, with a higher exposure to 
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international requirements and management trends. Commenting on the results in 

detail, one interviewee stated that the Australian mining industry should not be 

grouped with the chemical industry, because it has a long way to go in Quality 

Management, and also that the questionnaire does not directly show the advance 

approaches found in the Australian construction and electricity industries. 
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Figure 12. Current status ofQuality Management in Australia by industry. 

The strongest thing that we see in Australia about Quality Management, is that 

we have public, private and service sector all working together and moving 

together. In other countries public sector has just started to pick up. In 

Australia there has been a notable difference where everyone has been working 

together. This is a strength. 

Barton, General Manager, Australian Quality Council. 

A Det Norske Veritas auditor commented that there exists a significant difference 

between large enterprises on the one hand, and small and medium-sized enterprises on 

the other. In this respect, Karpin (1995) categorically states that for small and medium

sized enterprises, bridging the gap to world-best practice will be an even more 

challenging exercise than for the large organisations. He adds that the nature of small 

business tends to make its managers more entrepreneurial and customer-oriented than 

those of their large counterparts, but that they have more gaps to be bridged and major 

constraints of size to be overcome by leveraging mechanisms. 
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4.3.7 The organisation and its quality function 

In terms of structure, the main-stream Australian organisations have clear hierarchical 

lines and are very functionally oriented and somewhat bureaucratic, according to an 

Asea Brown Boveri manager. He also stated that there are no laws regulating 

employees' representation on the boards of directors, and that they consequently are 

excluded from the company's strategic decision-making processes. Karpin (1995) 

states that considerable attention and effort have been applied to the skills and 

productivity of the Australian workforce over the last decade, but that managers have 

received scant attention, and that management reforms will be the key area of leverage 

for the future. 

Australians are achievers, but not, it seems, when working in large 

organisations. Australian individuals have excelled in their contribution to 

sport, literature, films, music, medicine, science and technology. Prospectors 

have found mines and oil, technologists have found ways to convert remote and 

often difficult ore bodies into mines and even industries [but] a negative 

attitude towards work within large organisations seems to develop early. If the 

large majority of Australians working in organisations were more satisfied by 

their work and thus added more value, the pot of gold for both individuals and 

the nation would be a large one. 

(Hilmer 1985, p. 117) 

Australia is widely known for its "mateship" -concept, and even at first meeting most 

Australians refer to each other as "mate" (Lewis 1996). However, the blue-collar 

workers interviewed, held that mateship is not as strong as it might seem, and that it 

neither implies a group-oriented culture nor has an impact on quality management 

initiatives. They explained that: "In England they say 'hello'. Here in Australia it is just 

tradition that they say 'mate', they probably cannot remember your name anyway, and 

it is much easier saying 'how are you, mate'. It is just a greeting, that is all it is." 

With the strong quality management system approach to Quality Management in 

Australia, many organisations have built up a separate quality function, called a quality 

management department or a quality assurance department. The person heading this 

function is typically a higher-ranked manager, but one interviewee questioned if not a 

middle manager would be capable of handling the same duties. In terms of total quality 
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management incentives, the allegedly few companies that work on it typically view it 

as the broader management team's responsibility and not as the responsibility of the 

person heading the quality function. 

If I had the luxury of starting a 200 mA$ company, from the bottom up. What 

roles do I need? I need the finance director. I need sales and marketing, I need 

a operations manager, I need an HR person. I really question what the quality 

manager can achieve for me, because if I am setting the right priorities so that 

the things that can be influenced by the quality manger is part of the others' 

job. [ ... ] You might perhaps need a lower level person to look after the 

accreditation of the quality system, and I say that from my own experience 

because I was a quality manager. [ ... ] With the right people in management 

positions, I question the long-term role ofthe quality manager. 

Richards, Manager, Asea Brown Boveri 

Notably, some leading Australian companies, like Kodak, CSR and Tubemakers, have 

merged their quality management department with their human resource department, 

and established a personnel and quality management team (Simmons, et al. 1995). This 

is believed to be an increasing trend in Australia, and at the Australian Quality Council 

it was reported that in recent years they have had a number of joint ventures with the 

Australian Human Resource Institute. 

Both Quality Management and Human Resource Management are about 

behaviour change, that is the key. Human Resource Management improves and 

develops people. Quality Management improves processes, which can only be 

achieved through people. Traditionally we have had a quality department and 

a personnel department. Some months ago we sat down and looked at the 

principles ofour areas. We were amazed to see how similar they were, and the 

main question became, why have we not integrated the two departments before. 

Now we have a team of quality and human resource staff joined together. They 

are all specialists, but they all understand the two concepts of Total Quality 

Management and Human Resource Management. 

Monro, General Manager Quality & Personnel, CSR. 

The main-stream Australian quality manager is in the vast majority of cases recruited 

internally. This is confirmed by looking at the job advertisements in leading 
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newspapers like the Sydney Morning Herald (1997) and Weekend Australia (1997). In 

their around 100 executive appointments, and 2000 general ads, there was not a single 

vacancy for the quality function, and only two ads on vacant quality assurance 

positions. The general manager of the Australian Quality Council adds that: 

"Historically [ the quality manager has had] an engineering background, but I think it is 

moving towards being a more service oriented person. It should be a generalist, who 

has a good understanding of variation. I do not know if it has hurt the quality 

movement, but I would say it has hindered it a little." 

4.3.8 Current importance of factors 

The only one of the national driving factors proposed in Juran and Gryna (1988) that 

currently seems to play a significant role in Australia is the economy factor. From a 

protective economic policy up to the middle 1980s, the economy has made significant 

shifts towards a market economy, and led to a focus on the enterprises - their 

operations and results, this in order to increase the national competitiveness, and 

allegedly to have the world's most open economy by the turn of the millennium. 

Labour relations have the potential to be strong within the next couple of years if the 

reforms and Enterprise Bargaining give the expected results. 

Few of Juran' s other five factors have, as far as the author is aware, a strong impact on 

today's quality management movement in Australia. The national training and 

awareness programmes are far apart and sporadic, and the government has only 

indirectly shown support for Quality Management. Besides, the people factor embraces 

cooperative employees that seem to have got tired of quality management issues. Two 

factors that are assessed to have a moderate impact are industrial structures and the 

organisation and its quality function. In terms of the former, the service industry and 

public sector take the lead in terms of total quality management, and the significant 

variance between the different industries in terms of maturity in Quality Management. 

The latter factor has mainly a negative impact, with traditional structures in both the 

organisation as a whole and its quality function. As part of this factor the skills of 

managerial staff have been questioned. 
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Factor Impact Comments 

National training and weak Generally few courses, and no national campaign. 

awareness programmes Not a well established subject at universities. 

Government weak Only indirectly via reforms in economy and labour 

market. 

Economy strong Deregulation of economy, leads to increased 

competition and striving for Business Excellence. 

People weak A mix of a willingness to try, laid back, and "don't 

rock the boat". 

Labour relations strong Enterprise bargaining has a high potential, and could 

improve the poor labour relations. 

Industrial structures moderate Significant difference between industries in terms of 

maturity in Quality Management. 

Organisation and its moderate Mainly traditional organisations and quality function, 

quality function with lacking management skill. Hindering factor. 

Table 12. Current impact ofnational driving factors in Sweden, proposed in Juran 
and Gryna ( 1988 ). 

4.4 Additional impacting factors 

There are two, possibly three, factors that the author has found to be vital in the 

explanation and understanding of Australia's maturity in Quality Management, namely 

(1) the many national quality societies, (2) the horde of consultants in the ISO 9000 

certification business and (3) geographical location. 

The many national quality societies have as a whole made a significant contribution to 

the development of Quality Management in Australia, according to a quality manager 

at the National Australian Banlc The one with the highest impact has been the 

Australian Quality Council, which was established in 1988 under the name of the 

Australian Quality A wards Foundation, and was expanded to include nine other non

profit quality societies in 1993 (Foley 1997; Gome 1996). In an interview, the current 

general manager of the organisation stated: "The Australian Quality Council is 

recognised by the Federal Government of Australia as the peak body on quality 

management. There is an agreement in place, and it is important to us." The Australian 
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Quality Council, has according to Mr. lrwine, the first general manager of the council, 

launched and developed a quality management model that is unique and based on the 

principles of Quality Management that were learnt overseas in the mid 1980s. It was 

also the Australian Quality Council that in 1996 took the initiative to bring together all 

key players in the quality area, an informal forum that later were to be named the Wide 

Quality Movement group. Other organisations that, according to some interviewees, 

have had a significant impact on an individual level, especially in the area of Quality 

System, are the Australian Organisation for Quality and Standards Australia. The 

author finds that the number of organisations involved in promotion of quality-related 

activities to be remarkably high, which on one hand is a strength, but on the other hand 

indicate difficulties in creating a strong concerted move in the quality management 

area. 

Gome (1996, p. 39) comments: "At its peak there may have been more than 1000 

consultants specialising in ISO 9000, many of whom developed generalised kits that 

proved inadequate when applied to specialist business. For every report praising ISO 

9000 there was another highlighting its failures." In a general comment to Game's 

article, the general manager at Det Norske Veritas, one of the more recognised 

certification bodies in Australia, said that he agreed by and large with its content, and 

the problems it raises. However, he added that: "The market for ISO 9000 is quite 

mature. In terms of maturity of the product, the standard, it is probably relatively 

immature." Despite all this, the general manager at the Australian Quality Council 

concludes that the certification bodies also have played a positive role, and that his 

organisation, amongst others, should guide the hordes of ISO 9000 certified companies 

towards Business Excellence. The more general management consultants have not 

been so visible in the quality management area, and none of the interviewees regarded 

their contribution as significant, one way or the other. 

[ISO 9000 ... ] has had a major role, both positive and negative. An ISO 9000 

certification is a great starting point, or a great contributor to quality. We have 

a message to get across, that says you have done a good job here, but there is 

more to it than that. Having everything well documented, and written out to say 

this is the way I do things, that is important - that makes good business sense 

anyway. 

Barton, General Manager, the Australian Quality Council. 
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The author has in some academic setting come across a belief that Australia's 

geographical location, adjacent to Far-East Asia, has enhanced the country's quality 

management movement, and that the country has been more successful than other 

Western countries in its adoption of Oriental working methods and concepts. This is 

according to the Australian interviewees nothing more than a myth. At the Australian 

Quality Council the general manager stated rather that: "The key question is what 

Australia has learnt about Australia from Asia." From his viewpoint Australia has 

learned that their service quality is higher than that of many Asian countries, and that 

Australia can learn in the area of flexible manufacturing. Besides, Australians are 

reportedly well accepted in Asia, and they do not bring colonial baggage with them as 

so many of their European counterparts. In the quality management area, Australia 

tried to adopt the concept of QC-circles and Policy Deployment, but without any 

lasting success. There is of course one rather merciless learning experience that 

Australia, together with many other countries have learnt from Asia. 

They are fairly ruthless, and if you supply a product that does not meet all the 

requirements that it says it has, well they will turn around and cancel 

everything. They will not just reject the batch, they will cancel the lot. All 

companies have realised that if they [the Asians] do not get it the way they 

require, and they consistently are getting it, Asia will reject it, and they cannot 

afford that, because it is too big a market to lose. 

Morton, Auditor, Det Norske Veritas 

Of the three additional national driving factors, the author holds the certification bodies 

to be of strongest importance currently, followed by the national quality societies 

which have gone from a strong impact to a medium impact during the last couple of 

year's static quo. Australia's geographical location has only a very minor impact, and 

has never been a particularly strong factor. 

Historically [the quality manager has had] an engineering background, but I 

think it is moving towards being a more service oriented person. It should be a 

generalist, who has a good understanding of variation. [. .. ] I do not know if it 

has hurt the quality movement, but I would say it has hindered it a little. There 

are a lot of anecdotal things around, like engineers not making good human 

resource people, and much ofquality is about people.[... ] There is a paradigm 

shift now. When we first ran our Quality Management conferences in Australia 
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the composition of the audience was 95 percent male, and mostly engineers. 

Today, nine years on, the composition is about 50 - 50 male and female. 

Barton, General Manager, Australian Quality Council. 

Factor Impact Comments 

National quality moderate Introduced Total Quality Management and a national 

societies 

Certification bodies Istrong 

quality award in the late 1980s. 

With 14,000 issued certificates, the certification bodies 

Geographical location iweak 

have played both a positive and a negative role. 

j Asian concepts, methods and techniques, are not found 

j to be easier and more broadly applied than elsewhere. 

Table 13. Current impact ofadditional national driving factors in Australia. 

Conclusion 

Australia is, with its 14,000 plus issued ISO 9000 certificates, dominated by a quality 

management system approach to Quality Management, and the masses of these have 

not yet opted for Total Quality Management. This despite the fact that the nation was 

introduced to Total Quality Management in the late 1980s, and was one of the first 

countries in the world to have a national quality award for Business Excellence. 

Australia has numerous private and non-profit organisations that promote quality 

management on an industrial, local or national level, and one has now gathered all 

these in the recently established Wider Quality Movement, in an effort to revitalise the 

quality management movement which stalled in the mid 1990s. 

In terms of impacting factors it was found that amongst the national driving factors 

derived from Juran and Gryna (1988) only economy has a significant impact today. 

Additionally, the national quality societies factor was added to the list of strongly 

influential national driving factors. The Olympic Games in Sydney will be a major 

showcase for the country, which has proclaimed that by then it will have the most open 

economy in the world. With some of the same determination in industry relative to 

Business Excellence, the Olympics will not only reveal Australia's excellence in both 

sports and Quality Management. For the latter to happen a re-vitalisation of the total 

quality management stream of the quality management movement is needed, and the 
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unanswered question is if Australian companies and managers have the stamina and 

initiative needed. 

Notes and References 

The so-called Foley-report issued in 1997 by the Wider Quality Movement (see Foley 

1997), is as far as the author can assess, a thorough and comprehensive assessment of 

the national status in Quality Management. Another informative and interesting read is 

Gome ( 1996), who deals with the static of the Australian quality management 

movement in the mid 1990s and reports on the broad discussions that took place in the 

society at large. 

No pertinent literature on Quality Management in Australia deals extensively with 

impacting factors, but individual contributions like that of Hilmer (1985), and Prestbo 

and Sease (1997) contains valuable information about the national context, with its 

people and its economy. Also the so-called Karpin report (Karpin 1995) holds a lot of 

information, especially about factors such as labour relations, and industrial and 

organisational structures. 
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1 Introduction and background 

The country of samba and football, Brazil, is also one of Latin America's most 

attractive destinations for foreign investments and a country with good economic 

development. It was however very recently that Brazil saw the light, in so far as state 

socialism went the same way as the rejected military juntas whose cruelties and 

incompetence between 1964 and 1985 lumbered the economy with what is still know 

as the "Brazil effect" (Griffiths 1997). Brazil is the world's fifth largest and fifth most 

populous country, the superpower of Latin America, an emerging market with 45 

percent of South America's land area, and producing three fifths of its wealth (Prestbo 

and Sease 1997; Weinberger 1996). In the years that lie ahead, probably with strong 

economic growth, the question is to what extent Brazil lets Quality Management 

influence and balance the development. Countries such as Japan and South Korea both 

serve as role models for how Quality Management constructively and favourably can 

be used as a leverage in times of economic growth (see e.g., Kondo 1994; Park 1992). 

Field research underlying this chapter includes a total of twelve qualitative interviews, 

two questionnaire surveys and a literature review. A power transformers plant, close to 

Sao Paulo, constituted the participating Asea Brown Boveri unit. The attitudinal 

questionnaire was filled out by 51 of the around 110 blue-collar workers, and 

qualitative interviews carried out with six managers and two blue-collar workers. The 

former ASEA company joined the Asea Brown Boveri group after its joint venture in 

1988. At Det Norske Veritas in Rio de Janeiro, the country manager for certification 

was interviewed, together with two quality management system auditors. The company 

has around 250 clients, ten auditors, and a market share of 12 percent, only trailing 

Bureau Veritas and Funda9ao Vanzolini. Eight auditors at Det Norske Veritas 

completed the status questionnaire. An additional interview was conducted with the 

president of the National Quality Award Foundation, Brazil. The author found that 

English literature on Quality Management in Brazil is very rare, and two extra 
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interviews were conducted at Asea Brown Boveri in order to compensate for this 

shortcoming. 

Quality Management 

5.2.1 Development of Quality Management 

With her limited involvement in the Second World War and high international demand 

for supply, Brazil as a nation virtually prospered, with regard to both industrialisation 

and economy. After the War, foreign companies were invited to set up new plants in 

the south-eastern parts of the country where the coffee industry had already built up an 

infrastructure (Griffiths 1997). However, it was the establishment of the state oil 

company's, Petrobras, in the early l 950s and its construction of 11 oil refineries 

throughout the decade along the coast of Brazil, that introduced the country, or at least 

the projects' vast number of suppliers, to the concept of Quality Control, mainly in 

terms of inspection. Besides, the foreign auto makers with plants in Brazil, mainly GM, 

Ford, Volkswagen, and Fiat, introduced Quality Control in their operations (Womack, 

et al. 1990). 

In 1964 the government, under its new military dictatorship, closed the country borders 

to all further foreign business investments and ventures, and imposed high import taxes 

to protect the already established industry (Griffiths 1997). An interviewee explained 

how this gave a corporate climate in Brazil that got very relaxed in its protective and 

steered environment, with very few initiatives and developments as far as Quality 

Management was concerned. However, a manager at Det Norske Veritas added to this 

two-decade-long era, that Quality Assurance was introduced in the mid 1970s to parts 

of the construction and offshore industry, via some vast nuclear and offshore projects, 

where the main suppliers and their sub-suppliers were required to conform to already 

existing European and American quality assurance standards. 

In the mid to late 1980s, in times of staggering inflation (Weinberger 1996), two major 

happenings took place, according to the interviewees. Firstly, some of the Brazilian 

manufacturing companies with overseas owners were introduced to ISO 9000 as well 

as Total Quality Management, and were urged to implement appropriate measures. 

Secondly, the president of the National Quality Award Foundation explained in an 
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interview how in 1984 he led a group of ten Brazilian industrialists attending the 

quality engineering course by the American Society for Quality Control in the USA, 

and that they later offered it to fellow countrymen within the framework of the 

Brazilian Association for Quality Control which was initiated in 1986. Sandholm 

(1988) assesses the activity level of the Brazilian Association for Quality Control at 

that time to be high. To this date over 1,000 Brazilians have completed the Brazilian 

version of the quality engineering course. 

ISO 9000 was adopted as a Brazil standard in 1990, and by the end of 1997 the country 

had a total number of around 2,000 issued certificates. The number of ISO 9000 

certified companies has been rapidly expanding since 1995, when the number was 923 

(ISO9000 News 1996). This relates to the increasing number of small and medium 

sized enterprises that have established their own quality management system according 

to ISO 9000, according to an auditor at Det Norske Veritas. Chemical Week (1995) 

reports that by 1994 Brazilian companies had recognised the importance of registering 

for international quality standards as a way to penetrate foreign markets and improve 

competitiveness. 

In 1990 a new government was elected, and it gradually enforced a programme 

to gradually globalise the domestic market, by lowering the import taxes. This 

deteriorated the competitive situation for the companies, and f arced them to 

change their mind, action, planning and strategies towards quality in product 

and services. This was a very big change. Up to then most companies and 

people had not done much to improve quality. The Brazilian Programme for 

Quality and Productivity was also introduced by the government, to help their 

companies in the opening of the domestic market. In October 1991 the private 

and non-profit National Quality Award Foundation was established. 

De Mathias Martins, President, The National Quality Award Foundation. 

The National Quality Award Foundation replaced the Brazilian Association for Quality 

Control, and the new national quality society introduced the National Quality Award in 

1992 (NQAF 1996a). It was a group of industrialists, quality professionals, public 

officials, and members of academic institutions, who already in 1989 recommended the 

award program to be modelled after the Malcolm Baldrige National Quality Award, 

but with certain modifications to reflect the special needs and conditions in Brazil 

(NQAF 1996c). The launch of the National Quality Award had a positive impact on the 
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quality management movement, which was increasingly being felt by companies in the 

country (Macedo-Soares and Chamone 1994). An average of 18,000 Award Criteria 

brochures are for example distributed annually, according to the president of the 

National Quality Award Foundation, who does however add that the number of award 

applicants has been relatively low. From 29 applicants in 1992, it plummeted to 8 

applicants in 1994 and 2 applicants in 1996. In 1997 there were 18 applicants, 

indicating an upward trend that reportedly is expected to continue. The first local 

company to win the award was Seresa, in 1995, at a ceremony performed by the 

president, and over 250 examiners were trained in a total of 11 courses (NQAF 1996b). 

Although Total Quality Management has not been widely applied in industry, the 

country holds some world-recognised total quality management committed companies, 

like Semco (Semler 1993). 

Under the current president, Mr. Cardoso, the country has fought inflation and started 

on political and economical reforms, and Bar and Fialho (1996) report that in this 

environment quality management programs have also been applied in public 

administration areas. Carvalho and Tonet (1994) argue that the word quality appears 

with a great frequency in the discourse of the public leaders, and that one speaks about 

improvements in the educational and health systems. 

1945 1952 1960 1975 1982 1990 1992 1995 Time 
....,.._____Q...;.u_a_li....aty_A_ss_u_ra_n_ce____-iliQ~u~l.i~r. ~~~~~~~~~! -~~tern• ~•-----~►

Quality Control Total Quality Mngt. 

Figure 13. Historical overview - quality management initiatives in Brazil, as assessed 
by the author. 
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5.2.2 Current status of Quality Management 

Quality Management in Brazil is at present fairly dominated by a quality management 

system approach. Considering the fact that the country belongs to the group of 

developing countries and has a GDP per capita of US$ 4,970, the expectations for 

Business Excellence from the outside world are not as high as in the industrialised 

world (Sandholm 1988; Economist 1997c). At present it is more a question about 

meeting average requirements, and ISO 9000 has been found a suitable measure, 

according to interviewees. There has however been some argument in the professional 

Brazilian quality press about the importance of ISO 9000 in comparison to Total 

Quality Management (Reis 1996). In terms of application of Total Quality 

Management in industry, The Global Competitiveness Report 1997 ranks Brazil 18th 

out of 53 countries (Schwab 1997), one of the absolute highest rankings the nation 

achieves in the 195-criteria assessment. In the total quality management ranking the 

nation trails such countries as Japan, Sweden and Germany, but lies ahead of Italy, 

France and the United Kingdom. That Brazil has made some significant achievements 

in Quality Management is also reflected in the status questionnaire in this thesis, 

addressing the current status of Quality Management in Brazil's consumer 

manufacturing industry (Figure 14). 
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Figure 14. Current status of Quality Management in the Brazilian consumer 
manufacturing industry. 

Impact on Society is by far the lowest rated criterion, with the rest fairly evenly 

distributed. Interestingly, Impact on Society, was the criterion that the blue-collar 

workers in interviews put most emphasis on. The reason for this low rating is partly 
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because so few Brazilian companies have an ISO-14000 certificate, 12 by the end of 

1996 according to an auditor at Det Norske Veritas. Sissell (1997) has however found 

that ISO-14000 is catching on in certain industries like chemicals. An interesting 

finding from the qualitative interviews was the interviewees' keenness to link Impact 

on Society with Customer Focus. Blue-collar workers and managers alike stated that 

you need a good relationship to the community to achieve high customer satisfaction. 

Although fairly highly rated in the survey, Customer Focus was by means of interviews 

and observations assessed to be an area where Brazil is lagging clearly behind 

industrial nations. This could partly be related to Brazil's degree of development. That 

Process and Business Results lie comparatively high, was looked upon by many 

interviewees as very positive and a significant shift for Brazilian companies away from 

the last decade's external focus due to the high inflation. 

Another recent feature in Brazil is the letter that all newly ISO 9000 certified 

companies receive from the director of the National Quality Award Foundation, in 

which they are acknowledged for their fine achievement, and informed about the 

quality award model as the next natural step. This practice shows that there are 

initiatives in the direction of Total Quality Management, and lies on top of the self

assessment courses and quality management seminars offered to Brazil industry by the 

National Quality Award Foundation. 

As the director of the National Quality Award Foundation, I write a personal 

letter to the CEO of each company that has received an ISO 9000 certificate. 

This is to stimulate their further work with quality management. In the letter I 

first ofall congratulate them on the certification. I then address the benefits of 

the model for the National Quality Award. Most enterprises start to work with 

the model for self-assessment. 

De Mathias Martins, Director, The National Quality Award Foundation. 

The author find that Brazil has extremes in its approach to quality management. On the 

one hand the Brazilian company Semco represents one of the "world's most unusual 

work places", or what the author of this thesis perceives as one of the most total quality 

management aligned organisations in the world (Semler 1993). On the other hand there 

are reportedly companies, mainly with local ownership, that have virtually done 

nothing in Quality Management, and in the middle there are the 2,000-plus companies 

with an quality management system certificate on the wall. The country is currently at 

96 



Chapter 5 - Brazil 

an ISO 9000 level, but it will be interesting to see if future initiatives will take the 

country to a Total Quality Management level, and if Quality Management will 

consciously be used as a stabilising element in the rapid economic development that is 

predicted to lie ahead of the country. Brazil appears as the land of opportunities in 

Quality Management, where almost everything is possible in terms of management 

concepts and organisational structures, mainly due to the favourable attitudes of the 

Brazilians. 

Area Information 

Name of national quality award The Brazilian Quality Award 

Organiser National Quality Award Foundation, Brazil 

Established 1991 

Number of winners 5 

A sample of recipients IBM Suman\ Xerox do Brasil, Citibank 

I Segmento Pessoas Ffsicas, Seresa, Alcoa 

Aluminio 

Application of TQM, Schwab ( 1997) 18th (out of 53 countries) 

Number of ISO 9000 certified firms end 2,000 

1997 

ISO 9000 standard series adopted I 1990 

Table 14. Fact figure sheet ( e.g., NQAF 1996a). 

5.2.3 Attitudes towards Business Excellence 

"The Brazilian Way" says a lot about Brazilians' attitude to Quality Management. As 

an Asea Brown Boveri manager explained in an interview: "Our people are very bright 

on ideas. When we face a complex problems we find easy solutions. We call it the 

'Brazilian Way'. That is, Brazilians are very creative, and they have an open mind, and 

find good solutions to every problem. In this plant we have many examples of that. 

This can be related to the fact that Brazil is very multicultural. Brazilians are not so 

worried about things. They are a people that likes samba and football, so their minds 

are always open to new ideas." This is reflected in the attitude survey, that shows a 

very high rating of all aspects of Quality Management (Figure 15). A lead auditor at 

Det N orske V eritas maintained that the importance of quality management has been 

well announced to the general public in Brazil's industrial area, and that there prevails 
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a fine climate of respect and co-operation in quality management issues. Semler (1993) 

also portrays the Brazilian workers as very flexible, cooperative, and open towards 

change. 
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Figure 15. Blue-collar workers' attitudes towards Business Excellence in Brazil. 

Impact on Society stands out as the single highest rated aspect. In Brazil, employees of 

multinational firms allegedly have a higher status in society, and many of the cities in 

the industrial areas of the country are built up around the local cornerstone company. 

For example the Asea Brown Boveri plant .visited had given name to a street in the 

neighbourhood, and sponsored a soccer team, judo club and athletics . club in the local 

community. 

When you work for a multinational company, you have a good status, good 

salary, good benefits and good career opportunities. So when our workers say 

that "I am working for Asea Brown Boveri" other people look up to them. It is 

something that gives pride. 

Rodrigues, Production Co-ordinator, Asea Brown Boveri 

There are believed to be a couple of major obstacles to Quality Management in Brazil, 

related to Information and Analysis, Process, Strategic Planning and Customer Focus. 

The first is connected to the relatively low Information and Analysis rating, to which 

the blue-collar workers commented that as long as the main business results are good, 

everything is fine. Elaborating on this, an Asea Brown Boveri manager told how they 

had tried almost anything to get people more interested in operational information and 

data. On a piece of paper with common corporate information circulating on the shop 
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floor, a line was added that a prize could be picked up in a specific office. No-one 

noticed. 

Secondly, the Brazilians, despite their openness to new ideas, have a tendency to lose 

their enthusiasm for long-term cultural changes like that of Total Quality Management. 

It was explained by the president of the National Quality Award Foundation how 

Brazilians focus more on the end result and can sometimes be de-motivated because 

they know what the concept holds. Another relevant and quoted aspect here is that 

whereas Brazilians are very good and creative in problem-solving they are allegedly 

not very proactive, and continuous process improvements are not very high on the 

agenda in Brazilian companies, be they international or domestic, which is reflected in 

the relatively lower Process score in the attitude survey (Figure 15). 

Thirdly, there is the aspect of doing things in one's own way. The high creativeness 

and open-mined approach to all aspects of life obviously have their clear advantages, 

that the companies should utilise. At the same time managers interviewed maintained 

that it is difficult to get the front-line employees to follow strategies, routines and 

procedures, because they prefer to find their own ways of doing things. This is 

particularly a problem in the quality management system area, according to auditors at 

Det Norske Veritas. 

Finally, in the area of Customer Focus it was aired in interviews that employees in for 

example the service industry, often come from the country's rural areas, and are not 

used to luxury and have difficulties imagining and learning what it takes. As an 

example, the author of this article had some difficulty in finding a relationship between 

the number of stars on the front gate of the hotel and its service quality. One 

interviewee explained that Brazilians do not like to argue, and instead of solving 

customer problems, they take a very defensive attitude. 

Nowadays, the relationship of customer and supplier is getting stronger, and 

we are criticising more when we go to places where we do not receive proper 

service. Yet, still when you buy something in the drug store, you, as the 

customer say to the shop assistant "thank you" when leaving the store. It 

should be the other way around. The shop assistant should thank you, because 

you help his shop to survive. [ ... ] We [Brazilians] think that a guy that is 
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complaining is a pain in the ass, and as long as the customer in the drug store 

is saying "thank you", you will not have a real service-oriented people. 

Barbosa, Manager, Det Norske Veritas. 

The literature on Brazilian blue-collar workers' attitude towards Business Excellence is 

scarce, but Bar and Fialho (1996, p. 231) state that in Brazilian business discourse 

ideology; "it is necessary to convince everybody, no matter how, to adhere". They add 

that some Brazilian organisations wrongly see Total Quality Management as a tool to 

build artificial social intra-organisational contexts, that the motivation for quality is not 

as genuine as it might seem, and more related to intense internal information 

programmes. The author of this thesis finds that the rather negative picture given in 

Bar and Fialho (1996) is solely based on philosophical reasoning, fits poorly with 

observations and interviews conducted in the country, and contradicts the experience 

of for example Semler (1993). 

The author found an astonishing openness towards Business Excellence amongst 

Brazilian blue-collar workers, and supported by success stories like that of Semco in 

Semler (1993) it can be concluded that the blue-collar workers would positively 

contribute in almost any quality management initiative. The problem lies rather in 

keeping their enthusiasm and focus on the implementation process, and making sure 

that they do not run out of motivation as the process drags on. 

Assessment of Juran's factors 

5.3.1 National training and awareness programmes 

The most significant training programme offered in Brazil with relevance to the quality 

management movement has been the quality engineering course, which since its 

introduction in the mid 1980s has had over 1000 participants. The course was offered 

by the Brazilian Association for Quality Control (Sandholm 1988). In connection with 

the launch of the National Quality Award in Brazil, self-assessment and examiner 

courses were offered by the National Quality Award Foundation, and it basically 

replaced the quality engineering course. The number of annual participants has lain at 

around 250 since the course was introduced in 1992 (NQAF 1996b). 
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A common approach for Brazilian companies is to increase their awareness by learning 

from the industrialised world. As an example, the criteria of the National Quality 

Award is a carbon copy of the Malcolm Baldrige Award, and consciously so, in order 

to learn what Business Excellence is from one of the world's most experienced 

countries in that area, namely the United States, according to the president of the 

National Quality Award Foundation in Brazil. Some interviewees did however, argue 

that this has led to a less conscious approach to quality management, in which 

everyone just do things right, but not ask if they are doing the right things. 

We must learn how world-leading enterprises manage their companies. We 

need to learn the what's, but the do's we have to tailor-make to our culture. 

The Malcolm Baldrige only says what to do, and from that we can learn what 

world-excellence is. 

De Mathias Martins, Director, The National Quality Award Foundation. 

Brazil's national training and awareness programmes are however minor in relation to 

the size and population of the country, and the author of this article would say that it 

fairly much reflects the finding that the quality management movement only got under 

way in the 1990s. Some universities offers courses in Quality Management, but they 

are far apart and according to the interviewees there is no formal academic degree in 

the field. 

5.3.2 Government 

The role of the government has been dual in the post-war era. Between 1964 and 1985 

the military-dominated governments created the "Brazilian Effect" - a combination of 

graft and protectionism that impeded private enterprise and littered the country with 

grandiose infrastructural schemes (Griffiths 1997). Interviewees commented that for 

the organisations the "Brazilian Effect" meant a protective and non-competitive 

environment, where only those in the vast building projects had some sort of 

requirements to live up to in the quality management area, by means of quality 

assurance standards. Although this is not directly commented upon by Sandholm 

(1988) in his assessment of Quality Control in developing countries, the author of this 

thesis finds that there exists enough evidence to suggest that the role of the Brazilian 
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government in the two decades starting in 1964 was negative and strangled natural 

expansions in the country's quality management movement. 

In Brazil people traditionally think it is the government's role to decide how 

things must be. Americans look at this kind of intervention as if the government 

were trying to decide whether it is going to rain or not. 

De Campos Meirelles, CEO, Boston Bank (Muylaert 1997, p. 71). 

The return to civilian rule in 1985 helped, but it was only with the Brazilian 

government of 1994 that the country managed to free itself of the after-shocks of the 

military government (Schneider 1996). Under the leadership of the democratically 

elected president, Mr. Cardoso, the economy was opened up, free-market policies 

adopted, and the currency stabilised with the so-called new Real Plan (Euromoney 

1997; Griffiths 1997). The new government's support for the quality management 

movement has best been shown in the president's presentation of the awards at the 

annual Award Winning Ceremony (NQAF 1996c). Public service and government 

have gone though major overhauls and trimming since 1994, and there has been a trend 

towards the implementation of quality programmes in the public sector, which has 

added scope to the quality management movement (Dyer 1997; Bar and Fialho 1996). 

A manager at Det Norske Veritas added that the government has also given companies 

with a quality management system certificate some tax allowances in the north of 

Brazil. President Cardoso said two years ago that Brazil "accepts the challenge of 

competition", but this is an issue that is debated in international business circles 

(Economist 1996, p. 38). 

5.3.3 Economy 

With a GDP of only US$ 4,970, Brazil belongs to the group of developing countries, 

but constitutes the 8th largest economy of the world, and is tipped by the World Bank 

to grow at almost 6 percent a year over the next two decades (Economist 1997c; Reid 

1997). Yet, the industrial areas in the south-eastern regions, especially around Sao 

Paulo, stand out as industrial cities and areas that are far more developed than the rest 

of the country (Economist 1997a). In this vast country's many rural and in-land areas, 

poverty haunts the people, and there seems to be no rapid economical growth in sight 

(Griffiths 1997). 
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From 1945 to the early 1990s, Weinberger (1996) holds that Brazil had a closed 

economy, ending in an inflation horror with close to 50 percent a month and an 

economy close to collapse. In terms of the quality management movement this was not 

a very prosperous environment, and the president of the National Quality A ward 

Foundation explained how companies, in the times of the soaring inflation of the late 

1980s and early 1990s, made money by speculating in the financial market and on their 

transactions. 

Although the business was to manufacture goods, you would not realise if the 

company was losing money on production because of profits from financial 

transactions. Now the inflation is under control, and we have to be competitive 

in our operations. I then used to work as a designer, and if I remember right, 

we worked a lot of overtime and the departments were overcrowded. The 

efficiency was very low, but we did not mind - the company had enough money 

in the bank. 

Saravali, Production Co-ordinator, Asea Brown Boveri 

Reerink ( 1996) explains how the economy has improved since President Cardoso was 

elected in 1994 on a platform of fiscal discipline, exchange rate stability, privatisation 

and the gradual introduction of a market-driven economy, also called the Real plan. 

The president of the National Quality Award Foundation, categorically stated that: 

"After the stabilisation in 1994, however, the companies have had to focus on their 

operations and quality was put on the agenda." 

With its immense natural resources and huge workforce, it should long ago 

have become a stellar example of all that is desirable in an emerging market. 

But government corruption and bureaucracy, coupled with astronomical 

inflation and a population crippled by low wages and poor education, left 

Brazil in the investment boondocks for years. [ ... ] Yet, if stock markets really 

are leading indicators, Brazil's promise may finally be on the verge of being 

realised. Brazilian stocks rose nearly 60% in 1994 after effectively doubling in 

1993. 

(Prestbo and Sease 1997, p. 257) 
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The three currently most worrisome economical aspects for Brazil are its trade deficit, 

high public spending and strong currency (Reid 1997). The impact of these on the 

future development of the quality management movement is however not assessed as 

important by the interviewees as those changes that took place in the first half of this 

decade. In the author's opinion, however, Brazil's economic growth will still stimulate 

initiatives in the quality management movement, and hopefully there will be more 

realisation in government and industry of the positive role Quality Management can 

play in times of strong economic growth. 

5.3.4 People 

Brazil is a melting pot of cultures, with descendants from, mainly, Western and 

Southern Europe as well as Asia (Schneider 1996). The similarities to the USA in this 

respect are striking, and from observations and interviews it can only by concluded that 

there exists a fine openness to other cultures and the people are used to taking other 

ideas into account when making a decision. This acceptance of other people's mental 

models, was discussed with most interviewees, and they considered it being and 

advantage in any change process. In terms of work-related cultural values it was found 

that Brazilian workers have little respect for authorities, avoid uncertainty, put self 

before the interest of the group, pref er unclear roles between genders, and plan rather 

short-term (Figure 16). 
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Figure 16. Work-related cultural values - profile for Brazil. 
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The low score in Power Distance was confirmed in both interviews and on-site 

observations. In the organisation visited, openness and friendliness existed between the 

blue-collar workers and managers. However, in many domestic companies, the power 

distance is reported to be bigger, and hence more in line with the findings of Hofstede 

(1980), who found the Power Distance to be relatively high. The high Uncertainty 

Avoidance score is linked by most interviewees to the last decade's staggering 

inflation and its impact on the every-day life of the Brazilians. In the company visited 

the employees worked independently, and the high Individualism score indicates that it 

fits the Brazilian culture well to do so. It was however explained in interviews how the 

workers gathered in small groups when they wanted to solve problems. The blue-collar 

workers interviewed all revealed a high preference for a Masculine society, in so far as 

the division of work in their homes was concerned. However, it was explained by 

managers in Asea Brown Boveri that there exists a much higher equality of gender in 

higher social classes, to which most managers belong. The low Masculinity score is 

hence surprising, and implies a significantly less Masculine culture than the results 

derived in the study by Hofstede (1980). The Long-term orientation score is relatively 

low, but with more control over personal finances people are allegedly now starting to 

plan a little further ahead. 

The Brazilians are cheeiful, and enjoy life. Sometimes, however, they mix 

professional and private life. I am forced to make it clear to them that these two 

have to be divided. We can [in quality management] profit very well from the 

fact, that it is very easy to communicate with Brazilians. But at the same time 

we need more discipline, more like in Japan and Europe. 

Takatsu, Quality Assurance Manager, Asea Brown Boveri 

Based on case studies of firms in the motor component industry, Humphrey (1995) has 

found that Brazilian blue-collar workers have a low level of education, and that this 

presents barriers to the introduction of management concepts. The problem related to 

low educational background is also revealed in a study by Schwab (1997), where 

Brazil is ranked 47th out of 53 countries in terms of the labour force's average years of 

schooling, and 50th in terms of quality of primary and secondary education. 

Compensating for this is the involvement and commitment shown by the work-force in 

the companies, with the "Brazilian Way", and Brazil's 13th place in The Global 

Competitiveness Report 1997 (Schwab 1997) when it comes to abundance of labour 

105 



Quality Management- National or Global Driving Factors? 

force is supporting such a finding. The role of the people factor was elaborated upon 

by Mr. De Mathias Martins in an interview, where he gave the following statement. 

The Brazilian people are very sensitive. Employee participation is unique. 

People are very creative, and they give both time and mind for the job. 

Employee participation is very important here in Brazil. There is one 

expression in Brazil: "Jeitinho Brasileiro", meaning the "Brazilian Way", 

indicating that Brazilians always find ways to even very complex things and 

that they are very creative. 

De Mathias Martins, Director, The National Quality Award Foundation. 

5.3.5 Industrial structure 

The country has a large industrial base, primarily located along the south-eastern coast 

line, with manufacturing accounting for 37 percent of Brazil's gross domestic product 

in 1994, and service for around 50 percent (Rosenblatt 1996; Economist 1995). The 

major manufactured products include motor vehicles, aircraft, electrical and electronic 

appliances, textiles, garments and footwear (Rosenblatt 1996). Besides, the country has 

a very large oil and mining industry, and privatisation is on its way, best represented by 

the sell-out of mining giant Companhia Vale do Rio Doce in 1997 (Knight 1997). 

In terms of industry's impact on Quality Management, the interviewees maintained the 

existence of very big differences between Brazilian subsidiaries of multinational 

enterprises and local family-owned companies. Both in terms of Quality Management 

System, Environmental System, and Total Quality Management, the Metal and 

Chemical industry is put forward as perhaps the most developed, with Alcoa Aluminio 

winning the National Quality Award in 1996 (Chemical Week 1995; NQAF 1996b). 

The strength of this industry in Quality Management is also reflected in the status 

survey conduced for this thesis (Figure 17), where Wood & Paper scores just as high as 

Metal & Chemical. 
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Figure 17. Current status of Quality Management in Brazil by industry. 

The differences within the manufacturing sectors are minor though, and case studies 

from all of them show that they have some individual companies that have developed 

far in Quality Management (see e.g., Oakeson 1997; Semler 1993). The study shows, 

however, that the Public Services and the Service Industry, clearly lag behind the other 

industries in the survey from the Cross-cultural Quality Management Research Project. 

This was also confirmed in interviews, where for example it was mentioned that 

"service companies have not done much in Quality Management". 

The biggest influence that the industrial structure factor has on the quality management 

movement does however stem from big companies versus small companies. Large 

enterprises, such as Petrobras, OHM, Fiat, Ford, GM and Volkswagen, all stood at the 

forefront in the introduction of Quality Control and Quality Assurance in Brazil. 

According to an interviewee, their requirement for inspection and control plans from 

their large number of suppliers led to a quality cascade throughout those industries. 

Secondly, big international firms like the car makers, IBM, Xerox and Asea Brown 

Boveri, drastically renewed their approach to management in the late 1980s as part of 

their world-wide renewal of corporate management philosophy. This is reflected in the 

list of winners of the Brazilian Quality Award, which includes IBM Sumare and Xerox 

do Brazil in 1992 and 1993 respectively (NQAF 1996c). Allegedly, it is only in the last 

two years that the domestic companies in Brazil have seriously started to learn from 

these companies, and it is expected that the multinationals will still be a factor of 

significance in the Brazilian quality management movement. 
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5.3.6 Labour relations 

Schwab (1997) reports that Brazil had an unemployment rate of 5.8 percent in 1996, 

and is ranked 38th out of 53 nations in terms of industrial relations, and 35th in terms 

of strikes. This indicates that the labour relations in Brazil are only fair. However, in 

the interviews this was not commented upon by anyone as an influential factor in 

today's quality management movement. One interviewee stated that: "The labour 

unions were an obstacle to the quality management movement up to 1994, but now the 

union in Brazil has less power, and they speak about Quality Management and modem 

companies in order to keep a high rate of employment." It was added, however, that 

the Brazilian labour unions did little to actively promote Quality Management amongst 

their members. 

5.3.7 The organisation and its quality function 

The typical Brazilian manufacturing company is quite hierarchical in terms of 

structure, according to interviewees, and they frequently compared it to the American 

organisation of the 1980s. Prior to the country's democratisation process the leadership 

style in domestic companies used to be similar to the political system of those days, 

namely dictatorship. Brazilian subsidiaries of international companies, on the other 

hand, applied a much more consultative leadership style, and some have seemingly 

with ease and success implemented a very flat and involving organisational structure. 

There is a very big tendency to assign a production manager [to the quality 

manager position], but in my opinion this is wrong. They should use a person 

who firstly, is systematic and organised, but also he must know the whole 

company very well. You do not have to be a production manager to fulfil these 

requirements. Our quality managers [in Brazil] are very good, at least in 

comparison with the contacts I have with quality managers in America. 

Barbosa, Manager, Det Norske Veritas 

The mainstream Brazilian quality function has gone from responsibility for quality 

control and inspection in the 1970s and 1980s, to one of maintaining the quality 

management system and taking initiatives towards Total Quality Management in the 

1990s. In the latter case, the responsibility for quality has been deployed to the front

line workers, and the size of the quality management department has been reduced in 
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most cases, according to interviewees, who also mentioned that the quality manager's 

status seemed to grow to the right arm of the CEO during the certification processes 

some years ago, but that the quality managers have re-positioned themselves at the 

wing of the organisational chart. 

5.3.8 Current importance of factors 

The late developments in the Brazilian quality management movement, together with 

its current state of transition, make it extremely difficult to assess the relative 

importance of the seven national driving factors extracted from Juran and Gryna 

(1988). With the changes in the national context in 1994, it is however evident that the 

influence of economy is strong, and that it overall has had an impact throughout the 

history of the Brazilian quality management movement. The government factor, which 

initiated the economic reform still have only indirect and modest impact on Quality 

Management in the country. Besides, the people factor was very much addressed in 

interviews, together with the related phenomena of the "Brazilian Way". 

There have been some national training programmes, but with no more than a couple 

of hundred participants annually, their effect is only moderate. National awareness 

programmes have been virtually non-existing. The industrial structure factor is also 

found to be of moderate influence, with a clear difference in quality management 

approach between large and small enterprises, but not so much difference between the 

different industries. Labour relations and the organisation and its quality function were 

both assessed as comparatively weak, with little real influence on the quality 

management movement. 
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Factor j Impact 'Comments 

National training and moderate Courses in quality control and self assessment, a 

awareness programmes couple of hundred participants annually. 

Government moderate Only indirectly via reforms in economy, and some 

support from president Cardoso. 

Economy strong Gone from negative impact in years of inflation to 

positive impact in recent years of economic reforms. 

l People strong !The Brazilian Way. 

Labour relations weak Some weak initiatives from the labour unions in 

terms of support for Quality Management. 

Industrial structures moderate Public service and service industry lagging behind, 

and large companies generally ahead. 

Organisation and its weak Wide dispersion in terms of structures and no real 

quality function impact. 

Table 15. Current impact of national driving factors in Brazil, proposed in Juran 
and Gryna ( 1988 ). 

Additional factors 

From the interviews it can be derived that three additional factors have contributed to 

the development of Quality Management in Brazil, namely (1) certification bodies, (2) 

individuals and (3) national quality societies. 

In the area of Quality Management System, the certification bodies with the 

surrounding infrastructure have contributed to the Brazilian quality management 

movement. A sound mixture of local and internationally recognised certification bodies 

was found, with the four main players being ABS (American Bureau of Shipping & 

Affiliated Companies), Bureau Veritas Quality International, Det Norske Veritas, and 

Funda9ao Vanzolini. Besides, the national accreditation organisation, Inmetro, was 

found to play a facilitating role. Partly as a result of this, the number of certificates 

issued now exceeds 2,000, which is relatively high by international measures. The 

interviewees felt that many Brazilian companies by now have quite some experience 

with the quality management system side of their operations, and that it has helped 

Brazilian organisations develop. 
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In Brazil, two individuals have positively influenced the quality management 

movement. When it comes to the more direct promotion of Quality Management, the 

name of Mr. de Mathias Martins is frequently mentioned. He was a project leader in 

some vast industrial project in the 1970s that introduced the country to quality 

assurance standards, led the first group of Brazilians to successfully complete the 

American Society for Quality Control's course in quality engineering, started the 

Brazilian Association for Quality Control, became the president of the committee that 

introduced ISO 9000 in Brazil in 1990, and in October 1991 he became the first 

director of the National Quality Award Foundation in Brazil, a position he held until 

May 1997, when he retired. 

At the age of 60, I am now retiring, but for two thirds of my life I have had the 

good fortune and opportunity to been at the centre of the development of 

quality management in Brazil. I have been involved as an actor in the 

development ofquality management in this country. 

De Mathias Martins, Director, The National Quality Award Foundation. 

The second individual is Mr. Semler, who is renowned all over the world for his 

pioneering transformation of a Brazilian manufacturing company called Semco. His 

book Maverick! The Success Story Behind the World's Most Unusual Workplace 

(Semler 1993) became an international best seller. In the book it is revealed how he 

through sound leadership basically turned Semco upside-down, and challenged well 

established management theories. Some have named Semco the world's best example 

of a Total Quality Management company, and the work of Mr. Semler has also brought 

considerable inspiration in Brazil. Semco is one of Latin America's fastest-growing 

companies, acknowledged to be the best in Brazil to work for, and with a waiting list 

of thousands of applicants hoping to join in (Semler 1993). 

Finally, there is the peak national quality society, namely the National Quality Award 

Foundation, which together with its forerunner the Brazilian Association for Quality 

Control has enhanced Quality Management. The Brazilian Quality A ward, seminars 

and courses counts to its most important tasks. With Total Quality Management merely 

anchored in Brazil industry, its role is not as dominating as that of certification bodies, 

but assessed to have an impact similar to that of individuals. The author of this thesis 
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assesses certification bodies as ranking before companies in both current and future 

importance. 

j Factor ! Impact Comments 

Certification bodies strong With 2,000 issued certificates, the certification 

bodies have played and still play a dominating role. 

Individuals moderate Mr. De Mathias Martins and Mr. Semler. 

National quality societies moderate The National Quality Award Foundation, in both 

Quality Control and Total Quality Management. 
: 

Table 16. Current impact ofadditional national driving factors in Brazil. 

Conclusions 

The "Brazil Effect" has been changed with the "Brazilian Way", as far as the quality 

management movement is concerned. From Quality Control and Quality Assurance in 

days of protectionism to Quality Management System and Total Quality Management 

in recent years of economic reforms and growth. Labour and natural resources are the 

two resources the country has, and what the people factor lacks in education it 

abundantly compensates for with the "Brazilian Way", which embraces an excellent 

attitude to Business Excellence. 

The Brazilian quality management movement has a history that only goes back to the 

early 1990s. Whereas many companies have gone for quality management system 

certification, only single companies have introduced Total Quality Management. Some 

of them have however done this with so much success that it has impressed the rest of 

the world. Besides, it was found in the examination of the national driving factors 

proposed in Juran and Gryna (1988) that government, economy, people, companies, 

certification infrastructure and individuals currently have the strongest influence on the 

Brazilian quality management movement. Factors such as national training and 

awareness programmes, industrial structures, labour relations, and the organisation and 

its quality function, have only played a minor role. 

This chapter has also raised the question that is found on the other side of the coin, 

namely what role can Quality Management play in the predicted economical growth of 

Brazil. The author holds that it is rather unclear to what extent the government and 
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industry really have identified Quality Management as a sound corporate strategy in 

times of economic expansion, and so far no clear direction exists. It is however, hoped 

that Brazil, just like Japan and South Korea, uses Quality Management as a conscious 

means of balance in the years of rapid economical growth that probably lies ahead. 

Notes references 

Semler (1993) is a highly recommended book for people who want to learn about one 

of the world's most total quality management orientated organisations. Unfortunately, 

the book does not deal so much with the Brazilian culture's impact on Quality 

Management, and for such information the reader is advised to refer to Humphrey 

(1995). In terms of development of Quality Management in the country, literature in 

English is very rare, and no good source of reference exists as far as the author is 

aware. Regarding impacting factors such as economy, government and industrial 

structures, some valuable information can be extracted from Griffiths (1997), Reid 

(1997), and Rosenblatt (1996), respectively. For the rest of the factors, the author had 

difficulties to locate applicable literature in English, and relied more on data from the 

qualitative interviewees. 
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1 Introduction and background 

Germany, Europe's economic giant, is the nation of Wirtschaftswunder, "Made in 

Germany", Audis, BMWs, Mercedeses, and a whole range of other global high-quality 

products and brands. Although Germany's export power is unparalleled; nearly 

equalling that of the much larger United States, and twice as high, per capita as 

Japan's, its business practices and views are not widely researched (Glunk, Wilderom 

and Ogilvie 1996; Heidunk and Yamamura 1990). The role of Quality Management in 

the German Wirtschafswunder, and in today's post-reunification era will be covered, to 

get a better understanding of the German quality management movement and its 

dynamics. 

This chapter uses data from field research embracing a total of seven qualitative 

interviews, two questionnaire surveys and literature review. At an Asea Brown Boveri 

distribution transformer company, in one of the new Lander - previously East 

Germany, the attitudinal questionnaire was filled out by 47 of the around 80 blue-collar 

workers, and qualitative interviews carried out with three managers and two blue-collar 

workers. Before 1990, when the company was taken over by Asea Brown Boveri, it 

was a state-owned transformer repair company. To include a company located in the 

former East Germany is on one hand stimulation, but on the other it introduced 

uncertainty as far as the representativeness for the whole of Germany is concerned. To 

this the author finds that a similar element of uncertainty also would have been present 

if a company located in the former West Germany had been surveyed, and that one has 

to assume that the sub-cultures within Germany are not significant in comparison to 

other countries in the study. Besides, the five interviewees from Asea Brown Boveri 

explicitly stated that they did not want their names to be revealed in direct citations, a 

wish that the author accepted. 

At Det Norske Veritas in Essen, the country manager was interviewed. The company 

has around thirty quality management system auditors and some 1,200 clients, a 5.5 
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percent market share, only trailing TUV and DQS (Deutsche Gesellschaft fi.ir die 

Zertifizierung von Management Systemen). Five auditors at Det Norske Veritas 

completed the status questionnaire. Additional interviews were carried out with one 

representative of the Deutsche Gesellschaft ftir Qualitat (hereinafter German Society 

for Quality) and one from the European Foundation for Quality Management. In 

previous visits to Germany, including studies and intemships, the author has had the 

opportunity to interview one professor from the University of Kaiserslautem, a couple 

of managers within the Robert Bosch group, and a group of executives attending a 

master's course in Quality Management at the University of Kaiserslautern within the 

European Master's Programme in Total Quality Management. Literature on Quality 

Management in Germany is, as Glunk, et al. ( 1996) state, generally scarce, but a rather 

extensive and wide literature search has enabled coverage of the issues addressed. 

Quality Management 

6.2.1 Development of Quality Management 

In his historical assessment of Quality Control in Germany, Schlotel (1988) refers back 

to the guilds in the eleventh century, and terms them the origin of Quality Assurance in 

the country. The guild structures were strong until industrialisation came around, but 

some of their characteristics lived on, such as training of apprentices, approval of 

masters, test of quality by guild elders, and punishment of those members who 

produced poor quality (Lentze 1964; Wissel 1974). One interviewee added that the 

designation, "Made in Germany" stems from the start of the industrial revolution, 

when the British tried to stop the growth in the German textile industry by introducing 

a requirement for a quality certificate - which eventually led to an international 

recognition of textiles made in Germany. Schlote! (1988) reports that probability 

theory and statistical methods in process control were researched in Germany in the 

1910s and 1920s, but did not lead to broad application. 

In Germany at that time [pre second World War], product quality was assured 

by employment of skilled workers, well trained and not too specialized, and by 

inspectors who represented management. [ ... ] Widespread application of 

modern statistical methods began in the 1950s. [ ... ] A stimulus to broader 

activity was given by a small group of engineers and scientists who funded a 
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subcommittee on statistics in technology (Technische Statistik, TESTA). [. .. ] In 

1953 the European Productivity Agency (EPA) promoted lecturers by W. E. 

Deming. [ ... ] The year 1956 brought organizational changes. The TESTA 

committee became the Arbeitsgemeinschaft fur Qualitiitskontrolle [ ... ], 

internationally better known under its present name Deutsche Gesellschaft fur 

Qualitat (DGQ) (German Society for Quality). In Paris the same year saw the 

founding of the European Organization for Quality Control (EoQC), whose 

first president was W. Masing ofGermany. 

(Schlote! 1988, p. 35D.4) 

According to an interviewee, German companies had to start from scratch in the post 

Second World War era. The nation had been stripped of manufacturing machinery, and 

had to use all its efforts to reinvent, develop and install new manufacturing processes 

and machines in order to supply the domestic market. A manager at Det Norske Veritas 

explained how this was the start of the German Wirtschaftswunder, which got under 

way in the late 1950s, and grew strong in the 1960s and 1970s. In these brimming 

years, with rapid economic development and export, Inspection and Quality Control 

strengthened itself, and the country took an engineering and specialist approach to 

Quality Management which still exists today (Schlote! 1988). In this era, the 

designation "Made in Germany" soon became recognised as a trademark for quality 

applicable to a wide range of German goods, not only textiles (German Brief 1994). 

The 1960s and 1970s contained two additional significant happenings, namely the 

introduction of product test programmes and quality assurance standards. The former, 

introduced as a form of consumer protection in 1961, is still widely spread today, and 

included the testing and publication of product tests by Stiftung W arentest (Product 

Testing Foundation). Under this concept, any consumer product may be selected to 

undergo comparative testing, and the test results are disseminated by the press, 

television, radio, as well as by advertising (Fuhr 1980; Schlote! 1988) The introduction 

of Quality Assurance in some vast industrial projects came around in the 1970s, 

especially nuclear and construction, where the suppliers were required to conform to 

overseas quality assurance standards, according to a manager at Det Norske Veritas. 

A professor in Quality Management at the University of Kaiserslautem explained in an 

interview how in the 1980s, BMW launched Lemstattrunden, which rapidly spread to 

other companies and embraced train-the-trainer aspects as well as group-oriented 
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problem solving. The professor maintained that Lernstattrunden resembles clear 

parallels to the Japanese QC-circles. Besides, Warner and Campbell (1993) state that 

German firms in this era developed a strong reputation for product orientation and that 

they compete on product quality rather than on prices. 

A manager at the German Society for Quality added however, that throughout these 

years of the Wirtschaftswunder, the country saw no pushes towards the establishment 

of a quality management movement, and it was not until the early 1990s with the 

introduction of ISO 9000 that a wider movement towards Quality Management System 

can be identified. Since its introduction in 1992, over 27,000 companies have been 

certified according to the standard in Germany. In 1994 it was reported that "ISO 9000 

has even started to replace 'Made in Germany' as a key marketing tool" (German Brief 

(1994, p. 6). 

It is by many interviewees considered that the first milestone on a total quality 

management track in the German quality management movement was passed in 1995, 

when a conference in Berlin boosted the number of German members of European 

Foundation for Quality Management. The same year also saw the foundation of the 

Frankfurt Forum, in essence an umbrella organisation for the many small quality 

societies in Germany. In 1997 the Ludwig-Erhard-Preis, hereinafter the Ludwig-Erhard 

National Quality Award, was launched, with a range of trade organisations and quality 

societies standing behind, but with the German Association for Engineers and the 

German Society for Quality as the organisers (VDI 1997a). 
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Figure 18. Historical overview - quality management initiatives in Germany, as 
assessed by the author. 
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6.2.2 Current status of Quality Management 

Quality Management System, with the large number of certified companies, dominates 

the German approach to Quality Management. In an interview with a representative of 

the European Foundation for Quality Management, it was stated that Germany is the 

fastest growing country in terms of membership, and that despite a lot of static in the 

1990s a push towards Total Quality Management is expected at any time. The 

introduction of the Ludwig-Erhard National Quality Award in 1997 is regarded as a 

possible facilitating factor in this sense (DGQ 1996; VDI 1997b). However, a 

representative at the German Society for Quality questioned if Total Quality 

Management as practised in the United States and Japan would be beneficial to 

German industry, in its current strive for rationalisation, down-sizing and cost-cutting. 

There is also a general belief that a large part of German management sees no large 

differences between Quality Management System and Total Quality Management (see 

e.g., Wagner 1998) 

The TQM-movement and also its follower, the rapidly deploying "QS

bureaucracy" have helped many companies, to reach a higher level of quality. 

The strong focus on internal discussions on quality issues, from the front-line 

via internal promotion to numerous projects, has brought around visible 

changes in the heads and also in the hands of the employees. But the higher 

level achieved is not sufficient for the many companies that want to stay at the 

forefront in global competition. [... ] In the heads of the managers two 

dangerous assumptions are widely shared. Quality Management is a time

restricted project, and "when we have put it behind us we can return to the 

agenda". And, when it comes to the need for a new philosophy in the 

organisation: Quality is an area for the project's assigned QS-manager, QS

teams and QS-department. [ ... ] The next area to address is (mainly because the 

responsibility is laid in the hands of engineers) that quality, also when it is 

called something else in the front line, by and large is perceived as technical 

quality. Quality Management is perceived as further improvements ofproducts, 

and services in themselves, and not approached from the eyes of the customer. 

(Wagner 1998, p. 10, translated). 

118 



Chapter 6 - Germany 

Reportedly, some leading German companies, such as BASF and Siemens, are starting 

to align their organisations to the philosophy of Total Quality Management, but the 

numbers are so far small (Muller 1995; Handelsblatt 1997). One of the most visual 

exemplifications of a move towards Total Quality Management in German industry 

took place in 1997, when Mr. Schrempp edged out Mr. Werner for the top position of 

Daimler-Benz AG. The "fight" was not only on a personal level, but just as much 

between old and new ways of running a corporation, in which Mr. Schrernpp's focus 

on "shareholder value" against Mr. Werner's focus on "product, brand and company" 

(Mitchener 1997). 

German managers seem to regard their application of Total Quality Management very 

highly, which gives them a 4th spot in The Global Competitiveness Report 1997 

(Schwab 1997). This stands in relatively stark contrast to the results from a 

comparative study by Harrington (1995), which shows that Germany significantly trails 

Japan and USA in basically all aspects of Total Quality Management, that is customer 

focus, strategic planning, process analysis and focus, as well as application of quality 

related tools and techniques. Eglau (1996) gives a very similar picture, when he states 

that "Lean Management, Total Quality, Shareholder Value, Business Reengineering 

and Benchmarking" all are concepts with an American origin, and that the German 

managers do not see the help from the other side of the Atlantic as necessary. He adds 

however, that the increasing unemployment rates have taken some of the self

confidence away from the German managers, and made them more open to overseas 

influence. The status questionnaire giving material for part of this thesis also reveals 

that Quality Management in the consumer industry is less developed (Figure 19). 
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Figure 19. Current status of Quality Management in the German consumer 
manufacturing industry. 
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Impact on Society is the only one of the eight criteria that lifts itself above "good" in 

the assessment, and this can be linked to the high interest for environmental issues in 

Germany and the high number of ISO 14000 certified companies (Wagner 1998). 

Leadership is the single lowest-scoring criteria, and support in literature for the lack in 

the top management of German industry is large (see e.g., Hiller 1997; Eglau 1996). 

Both Processes and Business Results score high, and according to a manager at Det 

Norske Veritas the first is related to the type of industry evaluated, and the latter a 

reflection of recent trends in German economy where the dependence on equity is 

increasing. 

The first companies are now asking for the EFQM model. It is an issue now in 

Germany for the big companies. Many companies have developed something 

on their own that they think is TQM, and now this EFQM model is being used 

as a guideline in some of them. Parallel to them more companies go for a more 

practical approach and say that the next step must be an integration ofquality, 

environment and safety. With other words one totally integrated management 

system in the company. I think this is a more important issue, because ifyou do 

it consequently and right the efficiency increases will be enormous. 

Frohlich, Manager, Det Norske Veritas 

Lawrence (1994) states that technical knowledge and engineering skills are especially 

highly valued in Germany. The author of this thesis finds that the country has taken a 

very technical and engineering-dominated approach to Quality Management and not so 

far a management approach, by means for example of Total Quality Management. 

Germany has, as far as the author is aware, only to a limited extent had a quality 

management movement, and it has still not picked up considerable momentum. High 

quality and robustness of products, together with advanced technology and design, 

seem to be the winning formula in the quality management area, and it has so far had 

little impact on the organisations themselves and the way things are done. However, 

the author sees a nation-wide push in Total Quality Management likely, considering 

the economic slowdown and the state of the German-style management. 

120 



Chapter 6 - Germany 

Area Information 

N aine of national quality award Ludwig-Erhard National Quality Award 

Organiser The European Foundation of Quality 

Management 

Established 1997 

Number of recipients 1 

A sainple of German recipients Centra Regelungstechnik Honeywell AG, 

OTIS GmbH 

Application of TQM, Schwab (1997) 4th (out of 53 countries) 

Number ofISO 9000 certified firms 30,000 

end 1997 

ISO 9000 standard series adopted 1992 

Table 17. Factfigure sheet (e.g., DGQ 1996). 

6.2.3 Attitudes towards Business Excellence 

Germans are according to Lewis ( 1996) a people that try not to make mistakes and 

generally succeed. He adds that if you make a mistake they will tell you about it, not to 

be rude, but to live up to their unstoppable drive towards order and conformity. From 

observations made, it is quite clear that mistake avoidance is strong in most German 

companies, and it promotes a very high degree of self-inspection in the work force. In 

terms of direct attitudes towards Business Excellence, the attitude questionnaire 

conducted as part of this thesis shows that German workers overall are quite positive 

towards the concept (Figure 20). 
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Figure 20. Blue-collar workers' attitudes towards Business Excellence in Gennany. 

The highest ranked criteria are Impact on Society, together with Leadership, Human 

Resource Management and Business Results. The lower-scoring group, contains 

Information & Analysis, Strategic Planning, Processes, and Customer Focus. It is 

interesting to note that Customer Focus scores relatively low, considering the statement 

made by Woodruff (1997c) about the lack of such in the service industry. Strategic 

Planning and Information & Analysis have always been top-down in German 

organisations (Lewis 1996), and the workers might feel that these activities are going 

on above their heads. In one company that the author visited, the operator at a welding 

station dutifully wrote down measurements taken from sub-samples of the production. 

The sheet was later collected by an engineer from another department, who carried out 

the analysis, and reported the results. No data analysis whatsoever was done by the 

front-line employee, neither was feedback given. Human Resource Management has 

for years been a hot issue in Germany, with strong trade unions forcing companies to 

accept nation-wide pattern contracts, but with record high unemployment rates workers 

are eager to compromise (Woodruff 1997a). Some attribute the high Business Results 

to the increasing focus on equity in Germany, and the new laws making shares more 

available to the public (see e.g., Rosen 1997; Bjork 1997). 

We agree with the results. Business results are the most important business 

prerequisite nowadays, and Human Resources, Impact on Society and 

Leadership follows closely after. 

Blue-collar workers, Asea Brown Boveri 
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In discussion with Germans about quality and Quality Management, the author has 

been struck by how often they start to speak about "optimisation" as opposed to 

continuous improvement. It was aired in a round-table discussion in a seminar for 

executives attended by the author that this focus on the optimum made the Germans 

develop their plans and projects so long that when they finally arrive at a solution, so 

many of the external factors have changed that immediate revisions are necessary. By 

borrowing the analogy from quality costs (see e.g., Bergman and K.lefsjo 1994), a 

strong belief in an optimum hinders a mind-set for continuous improvements. This was 

very much the mindset behind the explanation given by Mr. Schrempp, the CEO of 

Daimler Benz, for holding back of the new A-class in connection with the elk-test, 

where the engineers would work night and day in order to find "the optimal solution" 

(Hall 1997, p. All). 

The author finds that the attitude of the German blue-collar worker towards Business 

Excellence is good, but that they have a clear focus on Inspection and Quality 

Assurance. They seem to be well informed and aware of the rising unemployment 

rates, lack of foreign investment, outsourcing of production to low-cost countries, 

weakness of management and the German system at large. German blue-collar workers 

are also well educated, and they expressed in interviews that they are more than ready 

to take on corporate change concepts, like Business Excellence, but have to wait for 

this realisation to take place in management. 

6.3 Assessment of Juran's factors 

6.3.1 National awareness and training programmes 

The German Society for Quality is the premium organisation in Germany for national 

training programmes in Quality Management. In the late 1980s around 4000 persons 

participated in courses and seminars in Quality Management offered by the association 

(Schlote! 1988), mainly covering such areas as statistical methods, Quality Assurance 

and Quality Control. According to a manager at the German Society for Quality, this 

has changed towards more management courses in the 1990s. He added that his 

organisation presently has a 60-70 percent market share in the German market for 

training in quality. 
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Another instrumental aspect has been Germany's state-regulated apprentice system, 

which is recognised as the best vocational training system in Europe (Warner and 

Campbell 1993). It provides standard curricula for nearly 400 vocational qualifications, 

where young people learn a well-defined skill, for which they get a state diploma 

(Reutling 1996). The learning process is partly on-the-job learning and partly 

theoretical, and a study shows that at least 5 percent of a company's labour force 

consists of apprentices (Ogilvie 1992). Glunk, et al. (1996) explain how this public

private system, which promotes technical "workmanship", is rooted in the German 

medieval guilds and the law of 1919, enforcing an obligation for companies to offer 

apprenticeships. The author would here like to add that the focus on product quality 

obviously is high in the training programmes that the apprentices go through, but that 

they allegedly learn little about quality management tools and philosophy. 

Quality Management has seemingly, just as in industry, had problems in establishing 

itself as an independent and recognised management discipline at German Universities. 

One of the few universities that is known to offer the most comprehensive course 

programme in Quality Management is the University of Kaiserslautem, with courses 

on both undergraduate and postgraduate level, as well as study-letter courses. The 

university is also the only German participant in the European Master's Programme in 

Total Quality Management, within the framework of the European Foundation for 

Quality Management (EFQM 1997a). In general, it can however be stated that courses 

in Quality Management are not readily available to the German student, and that 

nation-wide training and awareness programmes have been virtually non-existent in 

the history of the German quality management movement. 

6.3.2 Government 

Under the headline Can Germany Change?, Beck (1997) addresses the lack of drive 

for change in the country's government. With 4.5 million people out of work, and a 

country that has become far too set in its ways according to critics, Mr Kohl's 

government seem to try but plans seem to join in a "reform log-jam" (Beck 1997; Dale 

1997). Adding to this is The Global Competitiveness Report 1997, a study showing that 

the German government holds the 41st position in the poll of 53 countries (Schwab 

1997). 
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According to one interview, the role of the government in Quality Management in the 

post-war era has been insignificant, and it has failed to lead the way for industry in the 

field, for example by pointing out Total Quality Management as a sound approach to 

corporate improvement and development. In the assessment of Quality Management in 

Germany, made by Schlotel (1988), the government are not mentioned as a contributor 

in any of the historical developments that are addressed. 

A manager at Det Norske Veritas stated, however, that the government has in recent 

years set up a support plan for the smallest companies, so that they can built up a 

Quality Management System. Also companies in the five new Bundeslander, or the 

former East Germany, enjoyed a similar support-package from 1994 to 1996 (German 

Brief 1994). 

6.3.3 Economy 

Germany is by far the most powerful economy in Europe, often dubbed the economic 

engine. This position stems from the days of the German Wirtschaftswunder in the 

1960s and 1970s (Prestbo and Sease 1997; Mervosh 1997). It is reported by Salz

Trautman (1996) however, that despite some belief in a "temporary blip on the screen" 

in the mid 1990s, the German economy seems to have begun a long downward tum in 

the global economy. Mervosh (1997) adds that in the early 1990s when most 

industrialised nations felt the global recessionary crunch, Germany experienced 

unprecedented growth in domestic demand, and companies neglected restructuring 

measures. During the several decades of steady growth, leading up to the mid 1990s, 

the interviewees did not see similar expansions in the quality management movement, 

and generally held that the correlation between the German economic growth and 

initiatives in the quality management movement was close to nothing or even negative. 

The seemingly ongoing recessions in the German economy from the mid 1990s have 

however made the Germans critically assess their economy (Dale 1997; Glunk, et al. 

1996), and the interesting question to be raised is if the outcome of this will be a push 

towards more advanced quality management concepts in German organisations. 

Two main forces to be considered in the German economy are the reliance on export 

and banks. The latter factor embraces both the German central bank and the commerce 
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banks. The German Bundesbank, central bank, still maintains a strong control over the 

economical market forces in the country, and is probably the only financial institution 

on European soil that possesses enough guts and power to influence stock markets 

across Europe and even have an impact on the value of the US dollar, merely by 

adjusting the German interest rates (Andrews 1997). The banking sector holds large 

equity stakes in Germany industry, basically being both their major creditor and 

shareholder, which makes German enterprises very dependent on loans instead of 

equity capital (Prestbo and Sease 1997; Rosen 1997). Prestbo and Sease (1997) sum 

up, however, that this situation will change in the years ahead, because "Germany 

needs huge new infusions of capital". In terms of export volumes, Germany nearly 

equals the United States and is in front of Japan, and helped by lower exchange rates 

against the dollar the economy is seeing some improvement (Heidunk and Y amamura 

1990; Young 1997). Due to its high dependence on export (Beck 1997) term it a one

cylinder economy. Cooper and Madigan (1997) explains that the economy now is 

starting to pick up, not least because recent weakness in the D-mark has brought back 

that old German favourite, export-led growth. 

Helped by a lower exchange rate against the dollar, moderate wage increases 

and big gains in productivity, German business has been regaining its 

competitiveness, according to experts at the Organization for Economic 

Cooperation and Development in Paris. [ ... ] German companies are focusing 

on core activities, merging, cost-cutting, shedding surplus labour and adopting 

more flexible working practices, just as American corporations started doing in 

the 1980s. 

(Dale 1997, p. 10) 

The statement is significant in that it stipulates a similar remedy package as the 

American corporations used in the 1980s. If this is right, the answer for German 

industry is Total Quality Management (see e.g., Deming 1986; Juran 1989). The 

statement also fits well with the trends observed by a representative of the European 

Foundation for Quality Management, namely that Germany is the next country where 

Total Quality Management will really anchor itself. In conclusion, the economy has 

largely made it clear to all players in German business that fundamental changes are 

needed in the organisations, and although exchange rates and rationalisations gives 

short-term remedies, the author finds that there is an awareness that actual corporate 

development and improvement must take place. 
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6.3.4 People 

Lewis ( 1996) explains how the German culture is relatively group-oriented, and that in 

a crowded country pressures to conform in public are very strong and Germans do not 

wish to be seen as mavericks or unorthodox. This pressure was also observed by the 

author in one of the larger German multinational enterprises, where the fresh blue

collar worker explained how he did not dare to make improvement suggestions, since 

the older workers would not like it and it could endanger workplaces. Some 

interviewees stated that the Germans still have "Luther on their shoulder", and 

explained that they dutifully and accurately carry out their assignments. 

Germans also have a high regard for authority and structure (Frazee 1997), and 

although their Power Distance score is relatively low in the survey conducted (Figure 

21), it is still evident in salary levels and social status. A closely related aspect is the 

use of the polite "Sie"-form in the work-place, which the interviewees mainly 

explained was used to maintain professional relationships amongst colleagues in the 

work-place and to show respect for authorities. 
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Figure 21. Work-related cultural values - profile for Germany. 

The high Uncertainty Avoidance is generally held as a characteristic of the Germans, 

and a conservative low-risk attitude prevails in business (Hofstede 1980; Mervosh 

1997). That Masculinity scores so low might be surprising, but one of the interviewed 

blue-collar workers explained how the equality of genders was one of the traits in the 
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former East Germany. Hofstede 1980 found that the Masculinity score in former West 

Germany was quite high, whereas Tollgerdt-Andersson (1996) reports that the number 

of female managers in Germany is increasing but not in the top positions. 

Individualism runs relatively high in Germany, according to the survey. This result is 

similar to the one found by Hofstede (1980), but contradicts to some extent Lewis 

(1996), who states that the German culture is relatively group-oriented. The high Long

term Orientation score, is for example reflected in the Germany companies' "rigid 

long-term planning horizon" (Glunk, et al. 1996). 

The German paradox is a question about discipline, organisation, and of 

course being very highly qualified. The standard of the employees' 

qualification is very high, although the German education scheme has been 

criticised lately. It is, however, still one of the best. We have in majority a 35-

hour working week, so we still are very effective and fast, and the output has a 

very high quality. Education, training, and knowledge is one key thing, then the 

Germans are very good at organising - sometimes almost too exactly, and then 

there is discipline. With discipline is meant workers' self inspection, and 

discipline of the human beings themselves. They feel responsible for their job, 

and in Germany that is a key issue. 

Frohlich, Manager, Det Norske Veritas 

The Germans count among the best trained and skilled people in the world, and they 

are internationally regarded as efficient and accurate (Mervosh 1997; Glunk, et al. 

1996). Lewis (1996) adds that the German workers try to avoid making mistakes, and 

the author of this thesis find that this represents a high degree of self-inspection and 

discipline in work. The blue-collar workers interviewed stated for example that 

working procedures are something that "we obviously check with the specifications 

and drawing before, during and after we have finished work". Their manufacturing 

manager responded that; "We have had to give them a lot of training to make it clear to 

them that work will only be done after specifications, and that they are not allowed to 

make improvisations." 
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6.3.5 Labour relations 

In Germany, most employers belong to an employers' association, and in 1990 around 

30 percent of employees belonged to a union. However, with union and non-union 

employees working side-by-side, the same study reveals that the union coverage rate 

was 76 percent for Germany (Wallerstein, Golden and Lange 1997). Historically in 

Germany, the employers have had a positive attitude toward trade unions and work 

councils, regarding them as stabilising factors for the German economy, and the 

country has been less preoccupied with labour disputes than e.g. Great Britain and 

France (Ebewein and Tholen 1993; Maurice, Sorge and Warner 1980). Glunk, et al. 

(1996) generally portray the labour relations as effective, and refer to statistics 

indicating that Germany has lost fewer days to strikes than any of the other major 

industrial economies. 

On the other hand Schwab (1997) reports in his recent The Global Competitiveness 

Report 1997, that German managers find the labour-employer relations to be mediocre 

and that the labour market by and large is inflexible. The German unions have 

enormous power, and the strongest of them, IG Metall, blocked industry's move to 

implement a state-approved cut in sick pay in 1996 (Woodruff 1997b). That the 

relationship nowadays is less cooperative and more unfriendly is supported by Beck 

(1997) and Mervosh (1997). According to Miller (1996), the some 4.5 million 

unemployed Germans seem finally to have made both sides realise that Germany has a 

giant job crisis, and that ways of cooperation are sought where the employee unions 

agree on more flexible terms and wages and the employers' associations promise more 

work places. 

High prices and hard times have cost Germany more than one million jobs 

since 1990, many of which have been exported to cheap-labour countries in 

Asia and Eastern Europe. No-one doubts that German workers are among the 

best trained in the world, but companies are losing patience with trade union 

demands for shorter working hours and increased wages. Rather than openly 

challenging the trade unionist position and attempting reforms, the federal 

government has chosen the path of least resistance and simply increased taxes. 

(Mervosh 1997, p. 43) 
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Interesting to analysis in this situation is the degree to which the employer and 

employee organisations promote or enhance Quality Management as a viable way for 

Germany industry. An interviewed manager, stated that he had not recognised any such 

initiatives, and doubted that such issues were considered in discussion merely focusing 

on payment and social-welfare rather than the means to generate more jobs. Another 

aspect is the role played by the characteristic German concepts of "Mitbestimmung" 

and worker's council. The former stems from a law issued in 1920, ensuring the 

employees right to elect a number of non-executive directors to a firm's management 

board, and the latter gives legally backed power to the democratically elected workers' 

council (Betriebsrat) surpassing any of the powers such councils may have in other 

countries (Glunk, et al. 1996). 

The roles of the workers' council vary from company to company. It could be 

something like co-management in the best case, and a way of involving 

employees in the strategic decision-making of the company. [ ... ] On the other 

hand the people could try to implement certain ideologies that have nothing to 

do with the operations of the company. The latter is the worst case and there is 

much in between. The workers' council have a lot of power by law, [ ... and] 

have to be consulted on issues such as appraisal systems, salaries, 

qualification guidelines and so on. Quality as a topic is rarely discussed, and 

you are not obliged to discuss quality initiatives with them. It is difficult to 

imagine how the workers' council could be used to promote quality in the 

company, because they are usually focusing on very different issues. 

Human Resource Manager, Asea Brown Boveri. 

The author has heard about cases where the workers' council has blocked initiatives in 

Quality Management from the management, because they are not pleased with the 

compensation offered. In terms of the workers' representatives on the firm's 

management board, the interviewees generally stated that the effect of this on Quality 

Management is minor. Overall, the author could find little evidence that the labour 

relations, workers' council or Mitbestimmung had positively promoted Quality 

Management in German companies. 
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6.3.6 Industrial structure 

Germany has its stronghold in industries such as consumer manufacturing, heavy 

industry, chemicals and metal (UN 1994). The majority of companies does also deliver 

to overseas markets, and when one speaks about the big German export industry, it is 

difficult to identify specific industries. Worldwide known and traded German goods 

are cars, hand tools, industrial tools and machinery, chemicals and metal products 

(Salz-Trautman 1996; Schlote! 1988). Characteristic is also that only 25 percent of 

German companies are large, that is with more than 500 employees (Euromonitor 

1998). 

Woodruff (1997 c) explains how service accounts for 61 percent of German 

employment, but that many of the companies have a total lack of focus on customers. 

He adds that American and British companies are giving Germans their first taste of 

fine service, from telecommunication to investment banking, and that they get a warm 

welcome "in a country where services have always played second fiddle to 

manufacturing". Also Tagliabue (1997) has found that German service providers trail 

their counterparts in the United States and Great Britain. This became particularly clear 

in connection with longer shop opening hours in the retail industry in 1996, where the 

unions held nation-wide demonstrations opposing the changes, and the general public 

and media clearly demonstrated that they wanted to be able to go shopping after 6 p.m. 

(European Industrial Relations Review 1996). That Quality Management is more 

advanced in the manufacturing industries is also reflected in the survey conducted in 

connection with this thesis (Figure 22). The same accounts for the Public Service. 
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Figure 22. Current status of Quality Management in Germany by industry. 
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High Technology is the industry that seems to be the most developed industry in 

Germany in terms of Quality Management, closely trailed by Heavy Industry, 

Consumer Manufacturing, Metal, Chemical, Food and Beverages. Companies that are 

mentioned in connection with Total Quality Management, such as BMW, BASF, and 

Siemens all belong to the high-scoring industries, and they are starting to align their 

organisations to the philosophy of Total Quality Management (see e.g., Muller 1995; 

Handelsblatt 1997). The number of companies pushing for Total Quality Management 

is however small, and it would be farf etched to state that the industrial structure of 

Germany has influenced the quality management movement in a significant way. 

6.3.7 The organisation and its quality function 

Some state that the deep skill base of German workers is the key to Germany's 

economic power (e.g., Glunk, et al. 1996; Henzler 1993). Glunk, et al. (1996) even go 

as far as stating that this in essence means that "the 'learning organisation' is 

incorporated into everyday German business practice", but that experts and gurus like 

Morgan and Senge have not yet seriously considered this tradition of German business. 

The author of this thesis would to such a statement reply that skill in itself does not 

necessarily equal a learning organisation, and that Senge (1990) puts much more 

emphasis on dynamic corporate development and system view in his learning 

organisation concept than what the author can find in the mainstream German 

company. 

In terms of organisational structure in German companies, Hill (1994) argues that they 

are typically formalised, and that this has led to excessive bureaucracy, poor 

communication, and, ultimately, inefficiency. Others, such as Lewis (1996) and Frazee 

( 1997) support this view, and emphasis the rigid structures, hierarchy, vertical 

orientation, and bureaucracy. Glouchevitch (1992) adds that German firms lack 

flexibility in adjusting to new conditions. Glunk, et al. (1996), however, present a 

much more positive view on the organisational structure in German companies, and 

refer to a study by Lane (1989) who has found that the "relatively flat structure of 

business enterprises means that bureaucratisation and formalisation are least 

developed". From what the author of this thesis has experienced, the former group fits 

best to the observations, and interviewees have stated that the strict vertical orientation 
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in the companies hampers quality initiatives. On the other hand the blue-collar workers 

interviewed stated that their organisation had a strict hierarchy, but that they found it 

good in order to get things done, and someone had to make decisions. 

German companies are, by tradition, slow-moving entities, encumbered by 

manuals, systems and hierarchical paths regarded by many Europeans and 

Americans as over-rigid and outmoded. 

(Lewis 1996, p. 209) 

Inspection and Quality Control are still strong in the German quality management 

concept, and this is reflected also in the quality function, which characteristically is 

divided into a quality control and a quality assurance department (Harrington 1995; 

Glunk, et al. 1996). Interviewees explained how the quality control side takes care of 

incoming goods inspection, in-process control, and finished goods inspection. 

Specialists are often used for these positions, and have in some cases the status of 

middle managers, and as key figures in technical problem solving. Many German 

manufacturing companies also have a very impressive test laboratory to carry out tests 

on incoming and finished goods, and the test bay leader enjoys high recognition. In a 

smaller company that the author visited, the test bay manager held a PhD degree and 

was the head of the quality function, and the quality assurance manager was his 

subordinate. The quality assurance side is concerned with the maintenance of the 

quality management system, and has only been around since the start of the company's 

certification process. According to a manager at Det Norske Veritas, the quality 

function is typically headed by people with long experience from quality control 

related work. In conclusion, little evidence exists that the quality function has actively 

enhanced the nation's quality management movement. 

6.3.8 Current importance of factors 

According to the assessment made it can be derived that factors concerning national 

draining and awareness programmes, government, industrial structure, and labour 

relations, only have minor importance in the German quality management movement. 

The government has been largely neutral together with the labour relations, with none 

of the parties explicitly supporting for example Total Quality Management as a 

winning formula for industry. The industrial structure has to some extent had a more 
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direct, yet weak, influence, and the same applies to the national training and awareness 

programmes as well. 

The importance of the economy lies in the middle, mainly due to the effects of the 

economic recession of the mid 1990s which look as if it has given some pushes in the 

Germany quality management movement. This factor is similar in strength to that of 

the organisation and its quality function, which is mainly assessed as a hindering 

factor, with the organisational structures and their quality function being traditional 

and bureaucratic, with a high reliance on inspection. Only one of the national driving 

factors proposed in Juran and Gryna (1988) really stands out in Germany, that is 

people, who over decades have ensured the output of high-quality products, even under 

traditional management and organisational structures. 

Factor Impact Comments 

National training and weak Some courses offered by the German Society 

awareness for Quality, as well as universities. 

programmes 

Government weak Is not actively supporting the quality 

management movement. 

Economy moderate Recession of the early 1990s made a 

moderate impact, and with still a gloomy 

economy, more is happening. 

People strong High skill and self-inspection in 

manufacturing, ensuring a high quality 

, output. 

Labour relations weak No direct support, only indirectly via 

"Mitbestimmung" and workers' councils. 

Industrial structures weak Some difference between industries in terms 

of maturity in Quality Management. 

Organisation and its moderate Traditional in structure, with an emphasis on 

quality function inspection that hinders TQM initiatives. 

Table 18. Current impact of national driving factors in Germany, proposed in Juran 
and Gryna ( 1988 ). 
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6.3.9 Additional factors 

Other factors that have influenced the German quality management movement are 

national quality societies, mainly the German Society for Quality, and certification 

bodies. 

Quality Control in Germany was mainly promoted by the German Society for Quality, 

founded in 1956. In 1983 the organisation had 1100 individual and 470 institutional 

members (Schlotel 1988). It is a private, non-profit, and member-funded organisation, 

whose main role has been to publish material, organise seminars, conferences and 

courses, as well as to establish scientific advisory boards - all within the area of 

Quality Management. A manager at the German Society for Quality explained in an 

interview that his organisation is the peak national body for Quality Management in 

Germany, with 8,000 members and 60-70 percent of the training market in Quality 

Management. Together with the German Engineering Association, the society also in 

1997 launched the Ludwig-Erhard National Quality Award. However, Business 

Excellence is still not anchored in German industry, and the impact of the factor can 

hence only be assessed as moderate. 

It was the introduction of ISO 9000 in the area of Quality Management System that 

sparked the first real push in the German quality management movement, and with 

over 30,000 companies certified by the end of 1997, the certification bodies factor is 

considered to have contributed significantly towards this development. A manager at 

Det Norske Veritas explained how there today operate more than 100 accredited 

certification bodies in the country. In addition to the large domestic certification bodies 

present in Germany, such as TUV Cert, DQS (Deutsche Gesellschaft fiir die 

Zertifizierung von Management Systemen) and Dacar, the country also has major 

international players like Bureau Veritas, Det Norske Veritas and Lloyds (German 

Brief 1994). 

Factor Impact Comments 

National quality moderate Both the German Society for Quality and Frankfurter 

societies Forum are active, but with limited success. 

Certification bodies strong 30,000 issued certificates, means that ISO 9000 is 

dominating, and certification bodies have facilitated. 

Table 19. Current impact ofadditional national driving factors in Germany. 
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Conclusions 

Germany has in the 1990s chosen Quality Management System as its approach to 

Quality Management, and this fully dominates its quality management movement. 

Total Quality Management has not yet anchored itself in the industry, although many 

expect a total quality management strand to erupt any time. Before the 1990s the 

German quality management movement was minor, very static, inward focused and 

quality-control oriented. The economic slowdown and high unemployment rates have, 

however, made some larger German companies rethink their fairly traditional approach 

to Quality Management and is anticipated and required that the quality management 

movement gets on its way. 

In terms of the high quality and robustness of German export items, this assessment 

has pointed out the people, or the German worker, as the main contributor. Since the 

Second World War, the work-force have ensured high product quality, via discipline, 

self-inspection and skill. Other influential factors have been the German Society for 

Quality, that mainly promoted Quality Control in the country, and the over 100 

accredited certification bodies that have issued 30,000 plus certificates altogether. 

What is needed is a strong drive for Total Quality Management, which could balance 

German companies' approaches to Quality Management. 

Germany is the giant and driver in Europe in terms of economy, but when it comes to 

Quality Management the country has played a minor role. Current trends are interesting 

and promising in Quality Management, but Germany is nevertheless trailing some 10 

years behind such nations as Sweden, USA and Great Britain, in terms of introduction 

of Total Quality Management. No matter how many Audis, BMWs and Mercedes that 

roll of the production lines, the author believes it will take years for the nation to reap 

benefits and gain international recognition in the quality management area. 

6..5 Notes and References 

Schlote! (1988) is one of the few English texts dealing with the development of Quality 

Management in Germany, and for the era up to 1988 it serves as very good 
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introduction. The article by Wagner (1998) is in German, but gives a good overview of 

the problems that the German quality management movement has faced in the 1990s. 

In terms of comparisons of Quality Management with other countries, both The Global 

Competitiveness Report 1997 (Schwab 1997) and the comparative study by Harrington 

( 1995) give indications as far as position is concerned. 

There exists quite a substantial amount of literature that deals with one or more of the 

national driving factors proposed in Juran and Gryna (1988), namely Mervosh (1997) 

with economy and labour relations, Glunk, et al. (1996) with people, and Woodruff 

(1997b) with industrial structures. 
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Japan, the land of the rising sun, has served her nick-name well in the area of Quality 

Management, and the country is recognised worldwide for its achievements. Juran 

(1994) states that the prognosis for Japan is that they have been improving quality for 

over four decades, that they show no signs of stopping, and should remain among the 

world quality leaders during the next decade. However, the economic and financial 

turmoil that struck the country at the end of 1997 indicated that something profound is 

wrong (Chandler 1998; Thoenes 1998). 

This chapter is centred around field research embracing a total of eight qualitative 

interviews, two questionnaire surveys and literature review. At an Asea Brown Boveri 

Industry plant, located in the Osaka region, the attitudinal questionnaire was completed 

by 13 of the around 17 blue-collar workers, and qualitative interviews carried out with 

two managers and two blue-collar workers. The reason for including such a small 

plant, and also an Asea Brown Boveri company outside the TPT TDT business area, 

was that the surveyed plan is the biggest one of the Asea Brown Boveri group in Japan 

in terms of number of blue-collar workers and there are no TPT TDT plants in the 

country. The company has a 20-plus year history, and manufacture valves primarily for 

the nuclear industry. At Det Norske Veritas in Kobe, two lead auditors were 

interviewed, one being the country manager. The company has around fifteen quality 

management system auditors, some 350 clients, and roughly a seven percent market 

share. With this Det Norske Veritas is the fourth largest certification body in Japan. 

Ten auditors filled out the status questionnaire. Additional interviews were carried out 

with the branch manager of the Union of Japanese Scientists and Engineers' office in 

Osaka, as well as a quality management consultant. In previous visits to Japan, the 

author has had the opportunity to interview one professor in Quality Management from 

Kyoto University, two additional auditors at Det Norske Veritas, three additional 

managers of Asea Brown Boveri, a quality manager at Kawasaki Heavy Industry, and 

one technical attache at the Swedish Embassy in Tokyo (Johansson and Kroslid 1996). 
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The literature on Japan and Quality Management is voluminous, and some has been 

brought into the chapter in order to broaden the scope and insight. 

Quality Management .. 

7.2.1 Development of Quality Management 

Although Kondo (1988) states that the concepts and techniques of Quality Control 

were introduced from the United States in 1945, immediately after the end of the 

Second World War, Ishikawa (1985) holds that it was not until 1949, that the quality 

management movement got under way in Japan. The Union of Japanese Scientists and 

Engineers (JlJSE) was established in 1946, and has been at the very core of quality 

control activities (JUSE 1990). Amongst JUSE's early activities was the establishment 

of the Quality Control Research Group in 1949, whose main achievement was the 

developed a 6-month quality control course which was launched the same year and had 

in 1983 been held 147times and attended by 18127 engineers (Kondo 1988). 

In 1950 Dr. Deming held the famous 8-day quality control seminar for presidents of 21 

of Japan's leading companies, and an estimate of 80 percent of the capital in Japan was 

represented on that first course (Hollingworth 1994). Deming ran courses for a further 

100 senior managers, and his lectures helped the participants to understand the 

importance of statistical quality control in manufacturing industries (Hollingworth 

1994; Deming 1982). In recognition of Deming's significant contribution to Japan, the 

Deming Prizes were established in 1951, with JUSE serving as secretariat to the 

awarding committee (Kilian 1992). This gave Japan the first national quality award in 

the world, and the recipients are presented annually at the Deming Prize award 

ceremony in November, which is the quality month in Japan (Kondo 1988). Despite 

these initiatives and the start of the Japanese quality management movement, the 

country and its products had a reputation in the 1950s for very variable and poor 

quality amongst industrialised nations. 

For a country so lacking in raw materials, the inability to sell finished goods 

for export also meant an inability to earn foreign exchange and hence an 

inability to buy the materials needed to create an upward spiral of industrial 

development. Thus a revolution in product quality became essential. 

(Kondo 1988, p. 35F.6) 
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What was to happen in the late 1950s has been recognised as an important milestone in 

the miraculous growth of the Japanese economy. Partly with external influence from 

Dr. Juran, who gave seminars in the mid 1950s, the quality management movement 

expanded the application of Quality Control from the manufacturing area to operations 

in almost all levels and branches in the company, and the concept of Total Quality 

Control, later to be termed Company Wide Quality Control was born (see e.g., 

Feigenbaum 1983; Kondo 1994). According to Kondo (1994) Company Wide Quality 

Control was a tailor made Japanese approach to Quality Management, much taking 

into account the national culture and structures. Ishikawa (1972) adds to this that it was 

clear from the start of the QC Research Group in JUSE that a Japanese model of 

quality control should be established because of differences in background and cultural 

pattern between Japan and Western countries. 

Ishikawa (1985) explains how the quality management movement was further boosted 

from the early 1960s by a strong QC-circle movement. The importance of the front-line 

employee was hence recognised, and during a 6-year period starting in 1956, a 13-

week short-wave radio series, called "Quality Control for the First-Line Supervisors" 

was broadcast nationally, and followed by a weekly television series on Quality 

Control in 1959 (Kondo 1988). In 1962, JUSE began publishing the monthly magazine 

Gemba-to-Quality Control, and served as reading and sources of information for the 

many QC-circles that were established. According to Kondo (1994) JUSE also 

undertook to organise QC-circle conferences, where the QC-circle members could 

present their achievements. On top of this, JUSE also published works such as QC

circles Koryo by Ishikawa (1980), in order to ensure leadership in the QC-circle 

movement and maintain its pace. 

In the 1970s Company Wide Quality Control also spread to the service industry, and 

the decade that followed are held to be the heyday of the Japanese quality management 

movement, where virtually all companies were keenly working with QC-related 

activities (Kondo 1994). The Japanese products also started to gain recognition 

internationally for their high quality, and "Made in Japan" gradually became a positive 

household name in leading Western countries, such as the USA. The concept of Just

in-Time manufacturing, Lean Production and Kaizen also spread from Japan to the rest 

of the world, and increased the country's recognition in Quality Management 

throughout (Womack, et al. 1990; Imai 1986). 
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From the late 1960s to the late 1970s, I think that Japanese companies tried 

very hard to use TQC in their operations. [ ... ] There were a lot of QC-circle 

presentations across Japan, on a local, regional and national level. I think that 

after the mid 1970s, TQC activities themselves became a competition between 

companies, and they tended to improve their presentation techniques instead of 

reflecting the real situation of their efforts. So, by the mid 1980s, interest in the 

QC-circles also faded away. I think it was simply too much. My opinion is that 

both the TQC-movement and the QC-circles movement forgot the real purpose 

on the way. 

Yoshimura, Manager, Det Norske Veritas. 

Although many locals reportedly understood that the quality management movement 

was stagnating in the late 1980s, no genuine debate on the status of the quality 

management movement took place in Japan. The downward trend can in hindsight be 

viewed in the last decade's plummeting number of international books published on 

Quality Management in Japan, as far as the author can judge. Besides, the report from 

The 23rd Quality Control Study Team published by msE, has the heading Actual State 

of Quality Control Activities in Japan, and Eberts and Eberts (1995) published the 

book The Myths of Japanese Quality. Dale and Allan (1994) conclude after a total 

quality management study mission taking European manufacturing executives to 

Japan, that the difference is not so big that the European companies could not catch up. 

The ISO 9000 series standard was adopted by Japan in 1990, and export companies 

slowly started to obtain certificates in order to meet the requirements of their European 

customers. The quality management system auditors at Det Norske Veritas maintained 

that there was a general lack of understanding of the management system concept, and 

that it was not until 1993 that leading Japanese companies understood and appreciated 

the internal benefits associated with a quality management system approach. By the 

end of 1997 some 5000 certificates had been issued in Japan. Willmott (1994) explains 

how Total Productivity Maintenance has spread in Japan in the 1990s, and adds that it 

is a people and machine oriented concept, but distinguishes itself from earlier concepts, 

like Policy Deployment or Hoshin Kauri (Bergman and Klefsjo 1994), in that it is top

down. 
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Previously in Japan the manufacturing companies had a bottom-up approach 

to quality [Company Wide Quality Control]. ISO 9000 is clearly top-down. I 

think that the bottom-up and the top-down approaches fit in a very good way, 

and have balanced the quality concept in Japanese companies. 

Kiyomoto, Lead Auditor, Det Norske Veritas. 

In recent years there has been a push in the Total Quality Management direction, 

according to a branch manager at JUSE. The organisation itself is now promoting Total 

Quality Management instead of Company Wide Quality Control, and 2 years ago the 

Japanese Quality Management Award was initiated by Scakai Seisanse Kiko. The 

award is a carbon copy of the Malcolm Baldrige Award, and was reportedly introduced 

as an alternative to the very demanding and time consuming Deming Prize processes. 

Time1945 1950 1960 1970 1980 1990 1991 1993 
~uality Contr~l ◄ ._. _.':~1.:1P~~~ ~i.d_e.9~~1~1J.~~~t~~l. _.•~~a~ 9~a]i!)'_~ngt. 

◄················ .... ·· ►
Quality Management System 

Figure 23. Historical overview - quality management initiatives in Japan, as assessed 
by the author. 

7.2.2 Current status of Quality Management 

After four decades with continuous expansions and positive developments in the 

quality management movement (Juran 1994), Swanson (1997) maintains that Just-in

Time, Total Quality Management and "other tools" still are applied in Japanese 

companies. In a comparative study, Harrington (1995) has found that Japanese 

companies in the automotive industry are emphasising problem-solving tools, and that 

the United States is 50 percent more active in deploying statistical process control than 
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is Japan. Another finding is that Japan is placing comparatively high emphasis on 

inspecting quality into the product to ensure that they protect their external customers 

(Harrington 1995). As a consequence "the quality control workers, with their 

distinctive hard hats, maintain an obvious presence" on the shop floor (Swanson 1997, 

p. 23). The maturity Japan has in Quality Management is also revealed in The Global 

Competitiveness Report 1997 where the country holds the first spot in terms of 

application of Total Quality Management (Schwab 1997). This thesis' underlying 

questionnaire survey into current status of quality management in the manufacturing 

industry also confirms the high maturity of Japanese companies in Quality 

Management (Figure 24 ). 

World class 10 
9 

Excellent 8 
7 

Very good 6 
5 

Good 4 
3 

Fair 2 

1 
Poor 0 

Figure 24. Current status of Quality Management in the Japanese consumer 
manufacturing industry. 

Information & Analysis, Human Resource Management, Processes and Business 

Results are the four areas receiving highest scores. That Information & Analysis 

belongs to this group fits well with findings from two independent surveys, both 

concluding that Japanese companies apply quality-related tools and techniques in their 

decision-making and improvement processes (Dahlgaard, et al. 1995; Harrington 

1995). The broad use of especially statistical tools such as control charts is also 

commented on by Deming (1986) and Juran (1989). Traditionally, the country has had 

strong focus on manufacturing processes and minimising waste in Japan, mainly due to 

its scarce natural resources, a tradition that is still strong (Kondo 1994; Duffin 1994). 

That Japanese Quality Management has strong elements of people-orientation is 

pointed out by most pertinent literature (see e.g.; Duffin 1994; Willmott 1994). The 
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high Business Result score mirrors according to an auditor at Det Norske Veritas the 

1990s' continuously increasing focus on the bottom line in Japanese companies. 

That Impact on Society, Strategic Planning and Customer Focus form the lowest 

scoring group of criteria might be surprising to some. As far as Customer Focus is 

concerned, Harrington (1995) has found that 42 percent of Japanese companies use 

customer satisfaction as a primary criterion in the strategic planning process, but that 

80 percent said that they would do so in the future. This does in essence indicate that 

Japanese business leaders are aware that they will have to better integrate their 

Customer Focus in strategic decision making. Japanese service companies are also 

found to lag behind their American counterparts in productivity in some of the most 

customer intensive sectors (David 1995). On the other hand, Dahlgaard, et al. (1995) 

found that Japanese companies were good at measuring customer satisfaction. 

Strategic planning is an area where Japanese companies are considered very strong 

according to the literature, and frequent reference is made to the company's long 

planning horizon (see e.g., Deming 1993). A manager at Det Norske Veritas did 

however question the content of the companies' strategic plans. 

Interesting. I think your results reflect the true situation. Many European 

people would perhaps expect the results to be better, but I think that is a 

misjudgement. I think the way we Japanese people approach business is not so 

systematic, we are a very direct people, and not very good at planning and 

developing new things. What we are good at is to adopt new things. [ ... ] In 

general Japanese companies are not so concerned with the broader 

community, but if you go to a small town it is very different. For example the 

big steel mills located in small cities are very keen on the relationship with the 

local community. [ ... ] I think that if your question is if strategic plans exist or 

not, it would have been "world class", but the content of the plan is not so 

good because we are not so good at that.[. .. ] Officially they say that quality is 

first, and top management always say to the employees that quality must be 

first. I think that the majority of the top management of Japanese companies 

actually putfinancial matters first. 

Yoshimura, Manager, Det Norske Veritas 

Despite all the positive results and findings, and Japan's indisputably high international 

status in Quality Management, the author would like to state that the Japanese quality 
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management movement has taken a step or two back in the last decade and that it 

partly needs renewal. At least in comparison to the 1960s and 1970s, when virtually the 

whole society and its industry focused on Quality Management and its underlying 

philosophy. The number of active QC-circles has plummeted during the last decade, 

according to a branch manager of JUSE, and the macro-economic conditions of the 

1990s have forced Japanese companies to shift their focus more and more to Business 

Results and cost cutting. Despite self-inspection, and concepts like QC-circles and 

Total Productivity Maintenance, inspection activities are still a part of the Japanese 

approach to quality management, with a relatively large quality control department. It 

also seems that traditional trade-marks of the Japanese quality management movement, 

like life-time employment and seniority-based human resource management, are 

presently working against rather than for the Japanese in the current economic climate. 

Some interviewees expressed the opinion that the quality management movement had 

development as a means of its own over the last decade, and tried to create a more 

positive image than what was necessarily true. 

Area Information 

Name of national quality award !The Deming Prize 

Organiser 1 The Union of Japanese Scientists and 

Engineers 

Established 1951 

Number of recipients ! 150 

Famous recipients Fuji Iron & Steel, Matsushita Electronics, 

Kawasaki Steel, Nissan Motor, Toyota 

Motor, Bridgestone Tire, The Japan Steel 

Works, Texas Instruments Japan, NEC 

Application of TQM, Schwab ( 1997) 1st (out of 53 countries) 

Number of ISO 9000 certified firms 5,000 

end 1997 

Standard adopted 1993 

Table 20. Fact figure sheet (e.g., JUSE 1996a). 

7.2.3 Attitudes towards Business Excellence 

Lewis ( 1996) states that, once accepted, the Japanese show complete loyalty to the 

company and that there exists no clear dividing line between life and job. Their 
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loyalty is rewarded by lifetime employment and regular promotion. When the same 

author tries to explain why Japanese companies have been successful in the last 

few decades, he lists hard work, good education, unpaid overtime and short 

holidays, and spirit of harmony and cooperation. All these features are attitude

related. More specifically in the area of Quality Management, Koelsch (1995) 

categorically states that the key to Japan's manufacturing success is a superior 

quality ethic and devotion to problem-solving in the work-force. Dahlgaard, et al. 

(1995) report from their study that Japanese workers have a very high motivation 

for quality, and they relate this to the workers' eager and committed participation 

in QC-circles. 

The attitudes towards Business Excellence amongst a sample of blue-collar 

workers in Japan was surveyed (Figure 25), and Leadership, Impact on Society, 

Processes and Business Results were found to received the highest scores, with the 

rest of the aspects only slightly lower. Only Customer Focus is notably lower, a 

finding that one interviewee found contradictory to the high general politeness of 

the Japanese, but he added that the "extreme" politeness that one can witness in the 

service sector is something superficial that the Japanese people takes on at work. 

The overall score was not, however, as high as the interviewees expected, and 

some explained this as being due to the blue-collar workers' long familiarisation 

with the concept - and that companies focus too much on business results 

nowadays. 
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Figure 25. Blue-collar workers' attitudes towards Business Excellence in Japan. 
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When carrying out operation tasks, an interviewed Asea Brown Boveri blue-collar 

worker expressed the opinion that; "I always think how I can make something 

easily, quickly and with high quality." The following statement gives further 

insight in how a Japanese worker looks upon quality in daily work. 

I myself think I produce high quality, but I am not God, so an inspector is 

needed to detect any non-conformities. Japanese good-quality products are 

made through double or triple inspection. Even our customers inspect our 

products. Ideally, if I make good things perfectly, then the inspector is not 

necessary, and also the inspector misses non-conformities. If a non-conformity 

reaches a customer, I think that both are responsible for the fault. 

Blue-collar worker, Asea Brown Boveri 

Japan is known world-wide for its life-long employment, which is commonly regarded 

as an asset that enables the required long-term orientation and commitment to Quality 

Management initiatives. 

In Japan it is now changing, but in general Japanese companies have a life

time employment system, so people must stay with the same company until they 

retire. So it is natural that the employees have obligations to companies. 

Because it is the individual's concern to secure the future employment, the 

average Japanese works very hard. Job hoppers in Japan gets worse 

conditions when entering a new company. The commitment of Japanese 

workers to comply with company regulations and expectations is also high, and 

I think this is a big difference from the Western world. 

Yoshimura, Manager, Det Norske Veritas 

In some cases the devotion of the workers in the area of quality goes beyond that of 

management. One example is QC-circles, where an Asea Brown Boveri employee 

stated; "It is such a long time ago, so I have almost forgotten. We worked in QC

circles, and we liked it, but my boss decided to stop it. I would have liked to continue 

working in QC-circles." 

Having had the opportunity to Jorn a blue-collar worker on the shop floor one 

afternoon, the author saw clear evidence for what Kondo (1988) proposes as a very 

profound feature of the Japanese front-line workers, namely their discipline in the area 
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of self-inspection. Checking and double-checking the drawings and specifications, 

before cleaning the part to be machined, and continuing checking throughout the 

machining processes all the way to the end. This can only have a positive effect on the 

quality of the product, and everyone in the organisation knows that drawings and 

instructions will be followed almost blindly. There is this erratic blend of pride in 

one's work and fear of doing something wrong - lose face. According to a Norwegian 

housewife living in Japan, the family had been amused more than ones by watching the 

last worker leaving the adjacent construction site for the day. The worker could check 

and double-check that he had locked the gate properly for up to 15 minutes. 

Commitment to company and work itself is from the author's viewpoint well 

exemplified with one of the blue-collar workers met, who worked some 100 hours of 

overtime every month without compensation, and his manager's comment that this is 

"my best worker". 

Assessment of Juran's factors 

7.3.1 National awareness and training programmes 

According to Kondo (1988), national training and awareness programmes have been 

instrumental in the progress of the Japanese quality management movement, and 

Ishikawa (1980), argues that there is no other country like Japan in promoting QC 

education so diligently. Detailed education programmes are available for each level, 

from front-line workers to president, there is lifelong employment ensuring a mutual 

commitment between employer and employee, and the education activities are mainly 

conducted by specialised national organisations such as JUSE (Ishikawa 1980). A 

survey by Dahlgaard, et al. (1995) indicates that the Japanese worker receives almost 

twice as much education as workers in other Asian countries and Scandinavian 

countries. 

To offer training to the workers, a 13-week short wave radio series, "QC for 

the First-Line Supervisors," was planned and broadcast from October to 

December 1956, and it was continued by NHK (the Japan Broadcasting Corp.) 

until 1962. During the first year about 100,000 transcripts of the radio 

broadcast text were sold at newsstands. In 1959 a weekly television series on 

quality control was initiated. QC Text for Foremen, edited by K. Ishikawa, was 
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published by JUSE in 1960, and 200,000 copies were sold before the end of 

1967. Thus the education and training of supervisors and first-line workers 

were carried out very enthusiastically. This provided the most important basis 

for the birth of the QC circle movement. 

(Kondo 1988, p. 35F.4) 

The author would, however, like to comment that the training and awareness 

programmes seem to have reduced in size and scope nowadays, and that the big 

initiatives were launched in connection with the introduction of Quality Control and 

QC-circles in the 1960s and 1970s. According to interviewees, JUSE's national 

training programmes slowly declined in the late 1980s, and consulting companies and 

the Japanese Standards Association introduced some new ones. Largely, however, the 

companies themselves had to take over. Education of employees hence became more 

directly connected to other corporate costs, and in many cases not receiving the same 

priority as in the heyday of national Japanese training and awareness programmes. 

7 .3.2 Government 

The Union of Japanese Scientists and Engineers is a non-profit organisation, which 

neither receives financial support from nor is controlled by the government (Kondo 

1988). In fact the scrutiny of literature addressing the development of Quality 

Management in Japan shows that government is rarely mentioned as an influential 

factor. One interviewee stated that the Government had played a major role in 

promoting Quality Management in his country, but when questioned in more detailed it 

turned out that he meant JUSE. When it comes to the government itself, Valery (1997) 

states that the Japanese government has serious problems in changing, and by "all 

normal measure, the bureaucracy in Japan is out of control". 

The role of the government - no control, just stimulation. Bureaucrats all over 

the world love control. [ ... ] Japan is also not free from problems, but in 

general I think that the bureaucrats in the Ministry of International Trade and 

Industry have done well. My own view is that the government must provide 

stimulation for the private sector but never control it. 

(Ishikawa 1985, pp. 34-35) 
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In conclusion, it can be generally stated that the government surely has given indirect 

support and stimulated the quality management movement, but that one has let it be a 

privatised movement. One example of such is referred to in Prestbo and Sease (1997), 

namely that the guarantee of lifetime employment was a government requirement to 

corporations as a trade-off for a multitude of favours. 

7 .3.3 Economy 

The industrial revolution had to wait long in Japan, and it was only with the defeat in 

the Second World War that the country rose in unison to its challenges, and took 

revenge on the Western world by economic means. Initially helped by the Marshall

package, Japan's growth record, especially from the 1950s to 1990, was amongst the 

highest in the world (Ito 1997). 

Economists in the 1980s almost unanimously portrayed the Japanese business 

system as having been produced by a long period of economic growth and 

superbly adapted to thrive in a growth environment. However, the strong yen, 

the collapse of the "bubble economy," and the continued Japanese recession 

have led many observers to conclude that Japan is now facing an extended era 

of zero or near-zero economic growth. This raises the specter of three serious 

problems for the Japanese business system: the growing importance of 

operational profitability, the erosion of lifetime employment, and generational 

conflict. [ ... ] The bursting of the bubble economy is evidence that the Japanese 

economic system, symbolised by industrial policies, the keiretsu, and lifetime 

employment cannot function without rapid real growth. 

(Tezuka 1997, pp. 90-91) 

Although only indirectly commented upon, it was during the years of strong economic 

growth in the 1950s and 1960s that the Japanese transformed the Western quality 

control concept into Company Wide Quality Control and succeeded in involving most 

employees in QC-circles (see e.g., Kondo 1988; Deming 1986). Both Ito (1997) and 

Merchant (1997) comment that when the economic growth stagnated in the late 1980s, 

and the "bubble economy" burst in 1990, the Japanese economic system was hurt. In 

the 1990s the Japanese economy has been in the doldrums, and at the end of 1997 the 
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economy took a new downturn together with many other Asian economies (Chandler 

1998; Sugawara 1997). 

The author finds that the slide of the Japanese economy during the last decade has 

taken the country's quality management movement with it, just as the economy 

boosted the quality management movement in the 1950s and 1960s. Two influential 

economical factors have been the currency and the requirements for better business 

results. Firstly, the strong currency in the 1980s forced Japanese companies to go 

overseas for cheaper supplies of product parts, in order to maintain their 

competitiveness internationally. A professor at Kyoto University explained how this 

meant a severe blow to the traditional strong relations between Japanese sub-suppliers 

and the large export companies, a value-adding chain that was quality conscious 

throughout. Secondly, in Japan the banks provide most of the funds to the private 

sector, as part of the economic recession a significant number of bad loans has been 

revealed, and put focus on better business results in all companies. In other words, 

short term profits have been put on the agenda of Japanese industry. Fruin and 

Nakamura (1997), for example, regard the spread of total Productivity Maintenance as 

a part of the Japanese manufacturers' efforts to reduce their costs of operation. 

Besides, Thomas (1997) states that the restructuring needed in response to the 

economic crisis will constitute a threat to lifetime employment. 

Japan had a period of recession since the mid 1980s, and then Japanese 

management was very much concerned with the economic situation and keen 

on cost reduction. To some extent, I would say that they put the first priority to 

cost reduction, rather than to quality. Then in the late 1980s, ISO 9000 

requirements came to Japan from European customers. At that time, neither 

the government nor industry in Japan knew about ISO 9000. 

Yoshimura, Manager, Det Norske Veritas 

Not only economic growth and stagnation has allegedly had a large influence on 

Quality Management in Japan. Farrell (1994) holds for example that that the 

protectionist market policies in Japan have hampered free competition in the Japanese 

market, and Tezuka (1997) adds that the strong currency has forced a stronger cost

cutting and downsizing focus. 
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7 .3.4 People 

It is the workforce that is regarded as the primary key to Japan's success in Quality 

Management (Koelsch 1995). In this connection it has also been concluded that 

Japan has the most favourable set of working-related cultural values vis-a-vis 

common Total Quality Management principles (Kroslid and Napier 1996). Japan 

with its 125 million people is a very homogenous society, with few foreigners and 

only one language, and this has eased the development of Japanese management 

models (Jackson 1997; Kondo 1988; Ishikawa 1985). 

It is the Japanese who have demonstrated to the world that determined people 

can revolutionise their quality peiformance, even out of the ashes of war, and 

can do so within the life span ofa single generation. 

Dr. Joseph M. Juran, at the First International Conference on Quality Control in 

1969 in Tokyo. (Kondo 1988, p. 35F.7) 

A survey into national work-related cultures (Figure 26) reveals a high Uncertainty 

Avoidance score. This is well aligned with the findings of Hofstede (1980), as are the 

relatively high Masculinity and Long-term Orientation scores. Kroslid and Napier 

(1996) state that the high score in Uncertainty Avoidance that Hofstede found could 

well be linked to the Japanese workers' frequent use of quality-related tools and 

techniques in order to make fact-based decisions. On the other hand Tezuka (1997) 

states that in the current recession an upsurge in risk-taking Japanese entrepreneurs is 

needed, and that there are too few risk takers to revitalise the Japanese economy. The 

dominance of the masculine gender in the Japanese culture is also commented upon by 

Ashby (1997), and Takahashi (1997) adds that women never were a part of the lifetime 

employment arrangement. The high Long-term Orientation score also seems 

reasonable, considering the large amount of literature referring to the long-term view 

found in Japanese companies (see e.g., Deming 1993; Kondo 1994). 
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Figure 26. Work-related cultural values - profile for Japan. 

However, the high Individualism and low Power Distance scores are more difficult to 

explain. Traditionally, the Japanese culture has been perceived as low in Individualism 

and with a high Power Distance (Hofstede 1980). Regarding the individualism 

dimension, Gibson (1996) states that there is a rise of individualism in Japan, which 

traditionally was a society based on collectivism. Seniority according to Confucianism 

is one of the cultural pillars in the Japanese society promoting Power Distance (Lux 

1997), but on the other hand some interviewees said that the young generation of 

Japanese did not put as much emphasis on respect for authority as the old generation 

did. 

I think the Japanese culture means team-work culture. The reason for this is 

that nobody wants to take responsibility. Previously, responsibility was not 

clearly defined, and nobody wanted to take it. In the manufacturing shop, there 

were a lot of groups, and they adopt QC-circles to improve the work-shop. 

Their work was not evaluated by the top-management in those days. The 

management and shop floor were in many cases separated in the past, and 

sometimes the quality manager would not know much about what was going on 

at the shop-floor in terms of improvement activities. 

K.iyomoto, Lead Auditor, Det Norske Veritas 

Japan also has a tradition of being aware of culture itself, and already from the outset 

of the Japanese quality management movement there was a high awareness to find 
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concepts that fitted the Japanese culture. In this way Company Wide Quality Control, 

and QC-circles were developed (see e.g., Kondo 1988; Ishikawa 1985). 

Finally, there is the hardworking Japanese, also called the ant people (Chu 1995). An 

Asea Brown Boveri manager proudly pointed out a blue-collar worker who put in 100 

hours a month in overtime, without being compensated, ref erred to large Japanese 

companies where such is an important way of staying profitable, and added that QC

circle activities also were non-compensated worker activities. Characteristically, the 

literature frequently states that a feat of the QC-circle movement in Japan is its 

voluntarism (see e.g., Juran 1989; Bergman and Klefsjo 1994). 

7.3.5 Labour relations 

According to interviewees labour relations do not belong to the Japanese quality 

management movement's most influential factors. One reason for this might be that 

strikes are rare, and that a good climate of co-operation has been around for so 

many years. (Schwab 1997; Tachibanaki, Noda, Andersen and Kirman 1996). 

In Japan, by contrast [to America and Europe] most unions are enterprise

wide unions. In Japanese industries, able workers receive training in a number 

ofspecialities and multi-functional workers are nurtured. 

(Ishikawa 1985, p. 25) 

Cho (1996) explains how the enterprise unions give enterprise welfare, and that despite 

turbulent industrial disputes in the immediate post-war period, a consolidation of 

enterprise unionism took place in the mid 1950s. Employers in Japan typically consult 

unions and employees in management decisions, and this type of corporatism ensures 

that workers are more motivated and have higher productivity (Tachibanaki, et al. 

1996). Interviewees concluded that Japanese enterprise unions are not harmful, and 

that they foster information sharing and contribute to the performance of the enterprise. 

The author finds that the labour relations in Japan are very characteristic with its 

enterprise unions, and that the stable and co-operative labour relations have to some 

extent facilitated the development of Quality Management in Japan. With merely a 
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facilitating and indirect character, however, the impact of the labour relation factor on 

the quality management movement is by interviewees assessed as weak. 

7.3.6 Industrial structures 

During the 1950s and 1960s the government targeted certain industries that were to 

comprise the country's export industry, and this gave rise to Japan's leading 

international position in automobiles, consumer electronics, ships, metals and 

chemicals (Jackson 1997). The author would here like to comment that except for 

ships, they are all typically line or process oriented industries, reflecting the strong 

mindset for process focus, low waste and value adding (see e.g., Kondo 1994; 

Kroslid and Napier 1996). Abrahams (1997) argues that Japan has a dual industry, 

where the export-oriented industries are far superior to the second tier of Japanese 

industry, mainly domestic-oriented ones, that have been revealed as hugely 

inefficient, unwilling to rationalise, and destroying value on a grand scale. 

In terms of excellence in quality, a quality management ·system auditor at Det 

N orske Veritas explained that he held the steel industry as leading, and that the 

Japanese say that "steel is rice". Besides, he regarded the automotive and 

shipbuilding industries as very strong in Quality Management. His perception fits 

well with the survey results from the Cross-cultural Quality Management Research 

Project (Figure 27). 
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Figure 27. Current status of Quality Management in Japan by industry. 
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Notably, public service is rated extremely low, a finding that was confirmed by an 

interviewee who argued that the word "service" does not exist in the vocabulary of 

Japanese bureaucrats, and that the public service industry should serve the citizens 

instead of issuing requirements and orders like the police. Service industry is also 

low, and Farrell (1994) explains how the Japanese service industry is inefficient 

compared to American counterparts, much due to the protectionist government 

regulations. 

The industrial structure found in Japan has had an impact on the development of 

Quality Management in the country, in so much as the main industries which also 

are strong export industries, had to compete in a global market, learn from overseas 

competitors, and generally demonstrate their excellence vis-a-vis the rest of the 

world. Besides, Tezuka (1997) states that the industrial structure in Japan, with at 

least a couple of domestic companies in each industrial sector, has spurred 

competition and drive for excellence. Another industry structure aspect that 

influence Quality Management in Japan is the strong bonds between the large 

export oriented business groups, the so-called keiretsus, and the small suppliers, 

that together form a strong triangle with high quality throughout the value-chain 

(Chen 1995). 

7.3. 7 The organisation and its quality function 

The typical Japanese organisation is commonly pictured as relatively large, rigidly 

organised, extremely hierarchical and seniority-based (Chen 1995; Hofstede 1991). A 

professor at Kyoto University explained in an interview how many employees start 

their career on the shop floor, the Gemba, but that those with a university degree are 

expected to move to managerial ranks after some time, and that the organisational 

layers are relatively numerous and clear. 

The European countries typically have a very flat organisation. In the case of 

Japan we have a hierarchy system, and if there is a problem we can go to the 

direct supervisor, but if it still does not work, they can go to their manager. At 

each level, they will be supervised, and we can have a quick response. In some 
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European companies we feel that the people are not trying to sell their product 

to us, but rather only to do their job. 

Yamane, Manager, Asea Brown Boveri 

In the area of Quality Management, the author has observed that there is typically quite 

a large quality management department in companies, and often the department is 

further divided into quality control and quality assurance groups. Whereas the quality 

control part carries out inspections on incoming and finished goods, and gather data 

from the processes, the quality assurance group is responsible for the maintenance of 

the quality management system. Whereas the W estem world are scaling down 

considerably on their quality function, by deploying and sharing the responsibility 

throughout the organisation, Japanese companies seem to have held on to a more rigid, 

large and crowded quality function (see e.g., Chen 1995; Swanson 1997). According to 

interviewees the quality manager is very often a quality control engineer who has 

moved up the ranks to become the head of the quality function, and the staff is by and 

large very well trained and qualified. 

One important component in the Japanese organisation is QC-circles, and figures from 

JUSE revealed that there exists some 300,000 QC-circles in Japan, involving more 

than 4,000,000 people . However, it was explained and estimated by a JUSE official 

that only around 50 percent are currently active. A manager at Det Norske Veritas 

explained how the QC-circle movement in the 1970s was very high, but that in the next 

decade it turned sour in so much as it became an external competition without 

reflecting real-time internal changes. 

7.3.8 Current importance of factors 

The national training and awareness programmes factor has been instrumental in the 

Japanese quality management movement, and the author strongly doubts that the 

movement's high momentum would have been reached without its positive influence. 

Today, however, its impact has decreased from strong to moderate, but JUSE still 

offers a comprehensive range of training programmes, with a domination of quality 

control subjects (JUSE 1996b). Secondly, the people factor, the Japanese themselves, 

still play a core role. Throughout the last couple of decades they have diligently learnt 

the new tools, techniques and methods in Quality Management, and applied them in 
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their daily work. They also carry out self-inspection on their own work with high 

discipline. Thirdly, the quality management movement's greatest expansions were 

achieved in times of economic expansion, and it seems that the favourable economical 

climate enabled the whole nation to push for Quality Management. The economy also 

had an impact on the quality management movement in more recent times, with the 

bursting of the bubble in the early 1990s and the economic crisis in 1997, but then of a 

more negative nature. 

It seems that the rest of the national driving factors derived from Juran and Gryna 

(1988, including government, labour relations, industrial structure, and organisation 

and its quality function have only played a minor role. Of the four, industrial structure 

with a strong focus on manufacturing industries still enables continuous improvements 

and a high focus on processes, and is assessed by the author to have a moderate impact. 

The industrial structure factor also embraces the high difference in development 

between manufacturing industries and the public sector in terms of development in 

Quality Management. 

Factor Impact Comments 

National training and ! moderate JUSE still offers a wide range of courses, but many 

awareness programmes companies now have their own programmes. 

Government weak Only indirectly, with very little active support. 

Economy strong Negative, with bubble economy and recession 

making companies abolish Total Quality 

Management. 

People strong Very cooperative, applies quality management tools 

and techniques with pride. 

Labour relations weak Stable, but not actively supporting the quality 

management movement. 

Industrial structures moderate Strong manufacturing industry, with public service 

lagging far behind. 

j Organisation and its weak There existed a lot of QC-circles, but not any longer, 

!quality function and the organisations are rather rigid. 

Table 21. Current impact of national driving factors in Japan, proposed in Juran 
and Gryna (1988). 
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Additional Factors 

In terms of additional factors that have had a major influence on the Japanese quality 

management movement, the national quality societies, individuals and national vision 

are often mentioned. In almost every review of the development of Quality 

Management in Japan, the Union of Japanese Scientists and Engineers is brought 

forward as perhaps the most influential driving factor (see e.g., Juran 1995; Kondo 

1994; Shin 1992). It was JUSE who staged the seminars of Deming and Juran, and 

later built up training courses that were offered to industry. The same organisation is 

the organiser of the Deming Prize and publishes Gemba-to-QC, a monthly magazine 

that contributed greatly to the spread of the QC-circle movement (Kondo 1988). Japan 

also has other national quality societies, like the Japanese Standards Association, but 

their role has only been of minor significance during the last decade. 

From the 1950s to the 1980s, JUSE played an important role in the promotion 

of QC and Company Wide Quality Control. We still hold a strong position, but 

has shifted our promotion efforts to Total Quality Management activities, and 

we offer training, seminars and Total Quality Management enhancing activities 

in general. 

Tanaka, Branch Manager, JUSE 

Baker (1988) assess that whereas Dr. Deming helped the Japanese managers to 

understand the importance of Quality Control in manufacturing industries, Dr. Juran 

helped the Japanese managers and middle managers to expand Quality Control from 

the narrow fields of manufacturing and inspection operations to operations in almost 

all branches of the company. As early as 1949 the QC Research Group was formed, 

and it included individuals such as Professor Asaka, Ishikawa, Kogure, Mizuno, and 

Moriguchi. Kondo (1988) credits the group with some of the main conceptual 

developments within the quality management area. Later the likes of Imai, Kahno, 

Kondo, Ohno and Taguchi have continued the tradition for a strong element of 

individual influence in the quality management movement (Bergman and Klefsjo 

1994). The effective influence from the individuals factor is still evident, but the 

author finds that the factor has been downgraded from strong to moderate. 

Finally, the whole nation seemed to move forward in unison after the second World 

War, with a centrally planned economy, and a whole nation who wanted to take 
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revenge on the Western World by economic means. From the rubble of the war, Japan 

had to build up everything, and Deming and Juran showed them the way once the 

country was capable of producing goods again (Kondo 1994). Mr. Barton, at the 

Australian Quality Council, stated in an interview that: "Most of the countries that are 

competitive in the world, have got a national vision, a national reason for being." He 

held the Japanese economical miracle as the foremost example of this. The author 

would though assess this factor to be of a minor importance in Japan today, which is 

reflected in the growing disparity between industries and companies in terms of 

approach to Quality Management. 

Factor 

National quality societies 

!Impact 

strong 

j Comments 

IJUSE, has been instrumental in all respects. 

Individuals moderate The work of Deming, Juran and Ishikawa 

lives on, but has now more an indirect impact. 

National vision Iweak The national unison is almost lost, also in the 

quality management movement. 

I 

I 
Table 22. Current impact ofadditional national driving factors in Japan. 

Conclusion 

The rising sun has stalled. Not as much in Quality Management as in its economic 

growth, but still considerably. Companies have to focus more on cost cutting and the 

bottom line, and less on lifetime employment, QC-circles and training. Neither has the 

Japanese quality management concept renewed itself much over the last decade, and 

falls short in addressing the increased business result focus that exists in industry. 

Nevertheless, Japan still belongs to the group of most mature countries in Quality 

Management, if not the most mature. The Japanese culture is favourably aligned to 

principles of Total Quality Management, and problem-solving tools and Kaizen is still 

an integral part of working life. 

The most influential factors in the Japanese quality management movement have been 

assessed to be; national awareness and training programmes, people, economy, 

national quality societies, and individuals. Together they form a strong set of national 

driving factors that have actively enhanced the deployment of Quality Management 

throughout Japanese industry and society. On top of this, the government, labour 
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relations, industrial structure, the organisation and its quality function, and national 

vision are found to have played a facilitating role, yet not as direct as the others. 

Notes and References 

The literature on Quality Management in Japan is voluminous, and the author is 

personally very impressed by the descriptions in Ishikawa (1985) and Kondo (1994). 

They both address developments of quality management concepts and make some 

comments on the difference between the Japanese and American approach to Quality 

Management. Deming (1986) and Juran (1989) address the strengths of the Japanese 

quality management movement, and explain how the Western world can learn. The two 

comparative studies by Dahlgaard, et al. (1995) and Harrington (1995) have also been 

valuable in terms of Japan's status in comparison with other countries. 

Kondo (1988) gives a very detailed historical description of the era up to 1988, and 

examines national driving factors in detail. Other references used in the elaboration of 

the national driving factors proposed in Juran and Gryna (1988), address only 

individual factors, and provides little overview in this context. 
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8.1 Introduction background 

Sweden the country of Volvo, Saab, ABBA, Bjorn Borg, lngemar Stenmark, Alfred 

Nobel and Dag Hammarskjold, also holds international superstars in the management 

sphere, such as Percy Bamevik, Per Gyllenhammar and Peter Wallenberg (Lewis 

1996). In the area of Quality Management, Sweden has been living in the shadow of 

Japan and the United States since the mid 1970s when "made in Sweden" was a house

hold word around the world. What the country has done in the meantime and how the 

national context has influenced the quality management movement is the chapter's 

main topic. 

Underlying this chapter is field research embracing a total of eight qualitative 

interviews, two questionnaire surveys and literature review. At a power transformer 

plant of Asea Brown Boveri, located in central Sweden, the attitudinal questionnaire 

was completed by 53 of the around 500 blue-collar workers, and qualitative interviews 

carried out with one manager and two blue-collar workers. The company has a long 

history, and was the main transformer unit within the former ASEA group. When 

ASEA merged with Brown Boveri in 1988, the company was included in the Asea 

Brown Boveri group, and is one of the largest manufacturer of power transformers 

within the concern. At Det Norske Veritas in Stockholm, three lead auditors were 

interviewed, one being the office manager. The company has around fifteen quality 

management system auditors, and some 400 clients. This makes Det Norske Veritas the 

second largest certification body in Sweden, with a 20 percent market share. Eleven 

auditors filled out the status questionnaire. Additional qualitative interviews were 

carried out with the program director of the Swedish Institute for Quality and a 

professor in quality management at Linkoping University. The author is living in 

Sweden, and has at the time of writing completed a total of four years of undergraduate 

and postgraduate studies in the country. Throughout that period, the author has had the 

opportunity to take the pulse of industry and to be actively involved in industrial 

projects dealing with Quality Management. Some of this experience will be brought 
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into the descriptions and explanations, as will the quite extensive number of references 

on Quality Management in Sweden that the author has gathered over the years. 

Quality Management 

8.2.1 Development of Quality Management 

Even in the early days of the industrialised Sweden, at the tum of the twentieth 

century, the human aspect was focused on with the enforcement of a safety law, called 

"Yrkesf arelagen", protecting the life and health of the worker against machines and 

tools (Helling 1995). Helling adds that in the big recession in the 1930s Sweden also 

saw two of its other current trademarks erupt, namely world-class technical 

innovations and the establishment of multinational firms like Alfa-Laval, ASEA, SKF 

and L M Ericsson. 

With Sweden's neutral role in the Second World War and the rest of Europe in ruins, 

the country and its industry got a head start in the post-war years. An auditor at Det 

Norske Veritas explained how Swedish industry, by offering good quality products, 

enjoyed almost unlimited international market demands, and that the term "Swedish 

Quality" established itself around the world. Swedish quality became naturally 

associated with major export articles such as cars, steel, rolling bearings and engines. 

In this prosperous era of Swedish industry, the approach that was applied to maintain a 

good level of product quality, was inspection. This approach reinforced itself over the 

next two decades, and it was not until the early 1980s that some leading Swedish 

companies slowly realised that they had a high number of non-value-adding inspectors, 

and that the inspection approach had grown out of proportion (see e.g., Helling 1991; 

Kroslid 1998). However, Jernberg (1995) explains that the nuclear power, offshore 

industry and aviation industry, all amongst the leading industries in the mid 1970s, 

took a slightly different approach in that they applied international quality assurance 

standards to their projects. 

The 1960s and 1970s also saw the introduction of three important management trends 

in Sweden, which were to have considerable influence on organisational structure and 

human development focus. Firstly, in the 1960s the so-called rationalisation theories 

(Jernberg 1995) were applied extensively in Swedish industry, and resulted in flat 
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organisation structures and deployment of responsibility (Ahlmann and Rhenman 

1964). Secondly, a number of new laws were introduced concerned with labour 

relations and working environment Helling (1995), and the so-called 

Medbestammandelagen (MBL) was allegedly the most significant from an 

international viewpoint (Lewis 1996). 

There is actually a Swedish law (MBL) which stipulates that all important 

decisions must be discussed with all staff members before being implemented! 

The rationale is that better informed employees are more motivated and 

consequently peiform better. This collective form of decision making bears an 

interesting comparison with the Japanese system. 

(Lewis 1996, pp. 245-246) 

Thirdly, Swedish industry showed great interest in the socio-technical system approach 

in (Gabrielsson 1996), which in practical terms lead to organisational efforts to 

effectively blend the technical and social systems of the organisations, with greater 

shop-floor group autonomy and variation in the employees' tasks (Fox 1995; Trist 

1981). Gabrielsson (1996) adds, however, that the socio-technical approach were never 

fully integrated in organisations, like small islands (Helling 1991), and that the 

initiatives started to fade away in the 1980s. Volvo's Uddevalla plant is the 

organisation which allegedly went furthest in its implementation of semi-autonomous 

work groups in order to raise productivity and enhance the quality of working life 

(Forslin 1990). Despite its final closing-down in 1987, the plant in Uddevalla largely 

succeeded in accomplishing both purposes and was well on the way to still greater 

success (Sandberg 1995). Womack, et al. (1990, p. 101) explain how the socio

technical approach is very unique to Sweden, a "return full cycle to Henry Ford's 

assembly hall", not as efficient as lean production and that "it draws wide attention 

across the world because it appeals to a seemingly unshakeable public faith in 

craftsmanship". 

In a quality-movement perspective, the trends of the 1970s can be regarded as a change 

from stability to continuous change. However, slowed down by the oil crisis, increased 

international competition, and excessive public spending, it was not until the late 1980s 

that a development into customer-oriented improvement activities erupted in Swedish 

organisations (Helling 1995). 
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In 1985 one [ the Swedish manufacturing industryJ realised that Swedish 

competitiveness, in terms of market shares and competitiveness, had had a 

negative trend in comparison with other OECD countries. The Minister of 

Commerce, Tage G. Petterson, therefore gathered key representatives from 

labour unions and major industrial organisations in Sweden. They concluded 

that quality was really the problem, and established the National Committee 

for Swedish Quality, which in December 4, 1990 was to institutionalise itself in 

the Swedish Institute for Quality. That is why we are existing. 

Jernberg, Program Director, The Swedish Institute for Quality 

A professor at Linkoping University added to this that a Swedish Philips executive was 

instrumental in the awakening of the Ministry of Commerce. The international 

Swedish conglomerates took the challenge very seriously, and started developing their 

own concepts, which addressed time, employee involvement, customer focus and cost 

aspects. In this respect Asea Brown Boveri Sweden's "TSO" and LM Ericsson's 

"Ericsson Quality" were both concepts that spurred further initiatives and largely 

marked the introduction of Total Quality Management in Swedish industry (see e.g., 

Ancker 1996; Bergman and Klefsjo 1994; Gummesson 1988). At the same time the 

first companies were implementing quality management systems based on the ISO 

9000 series standard, and they were soon warned that this approach was not enough for 

Swedish industry to gain competitiveness in the global market (Bergman 1989). 

Sweden was also the first country to introduce a National Customer Satisfaction Index, 

which later spread to the United States and Europe (Fomell 1992). 

In the early 1990s, Sweden therefore saw a simultaneous but divided development of 

Quality Management System as well as a further push in Total Quality Management. 

The first Swedish ISO 9000 certificate was, according to a quality management system 

auditor at Det Norske Veritas, issued in 1992, and more than 2,000 certificates have 

followed. The Swedish Quality Award was launched the same year, and its criteria are 

largely based on those of the Malcolm Baldrige National Quality Award (SIQ 1997). 

The King of Sweden presents the awards at the annual award winning ceremony, 

which enjoys a high status in industrial circles, according to a representative of the 

Swedish Institute for Quality. 

During the economical recession in the first half of this decade (Eno 1996), the Total 

Quality Management initiatives faded out somewhat in the manufacturing industries 
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according to the Programme Director at the Swedish Institute for Quality, who 

considered that the public service and service industries have taken over the driver's 

seat in the Swedish quality management movement in recent years. The number of 

Swedish Quality Award brochures issued lay constant at around 20,000 from 1993 to 

1995, up 5,000 from 1992, and this indicates that the criteria are widely used for self

assessment (Jernberg 1995). In 1993 a minor debate took place in one of the leading 

Swedish newspapers, but it was significant enough in that it re-addressed the ISO 9000 

certification versus Total Quality Management and the Swedish Quality A ward issue 

(see e.g., Bergman and Klefsjo 1993). 

Commenting on recent trends, a manager at Det Norske Veritas added that some 

Swedish organisations now are pushing for a management system in which they 

comply with international standards on quality (ISO 9000), environment (ISO 14000) 

and safety (BS 8800). Another recent trend is the orientation towards Intellectual 

Capital, namely the use of organisational knowledge to create value for customers, 

where Skandia, a Swedish insurance company, has received international recognition 

for its approaches (Bukowitz and Petrash 1997; Edvinsson 1997). The final trend was 

commented upon by the Program Director at the Swedish Institute for Quality, who 

explained that the public sector has in the last three to four years made significant 

progress in Quality Management and is starting to have a positive impact on the quality 

management movement. 
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Figure 28. Historical overview - quality management initiatives in Sweden, as 
assessed by the author. 
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8.2.2 Current status of Quality Management 

Sweden has developed far in Quality Management, and in terms of application of Total 

Quality Management the country is ranked second in The Global Competitiveness 

Report 1997, only trailing Japan (Schwab 1997). Comparing the two countries, 

however, Lindberg and Berger (1997) conclude in a recent study that Sweden's models 

for continuous improvement seem to be more organic in nature than those of the more 

expert-oriented Japanese approaches. The focus on employees has been strong in 

Sweden since the early days of industrialisation, and the recent focus on Intellectual 

Capital is just the latest in a long row of initiatives in that area (Helling 1991; 

Bukowitz and Petrash 1997). On top of this, Prestbo and Sease (1997) report that 

"investors" are VIPs in Sweden. Of major stakeholder groups, this leaves only 

customer focus, and here the picture is more mixed. Although Helling (1991) states 

that Swedish companies have for almost a decade now had customer oriented 

improvement programmes. One of the areas where Sweden's approach to Quality 

Management seems to have been lacking, and still is lacking, is in the application of 

quality tools and techniques, such as Statistical Process Control, Matrix Data Analysis 

and Quality Function Deployment (see e.g., Dahlgaard, et al. 1995; Gustafsson 1996). 

Sweden's high maturity in Quality Management is also very much reflected in the 

survey submitted to auditors of Det Norske Veritas (Figure 29). 

World class 10 
9 

Excellent 8 
7 

Very good 6 
5 

Good 4 
3 

Fair 2 

1 
Poor 0 

Figure 29. Current status of Quality Management in the Swedish consumer 
manufacturing industry. 
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Leadership, Information & Analysis, Human Resource Management and Business 

Results are rated as very good. In an interview, a representative of the Swedish 

Institute for Quality objected to the high Business Results rating, and stated that 

Swedish consumer manufacturing companies are better at Strategic Planning. 

Processes are also rated highly, a finding that according to interviewees relates to the 

nature of the industry surveyed. Customer Focus and Impact on Society are rated 

lowest, and according to auditors at Det Norske Veritas this could be a common 

problem in many Swedish organisations. Allegedly the flat and rational Swedish 

organisations have meant a deployment of responsibility and authority to front-line 

employees. In their direct contact with the customers, they strictly follow their 

guidelines and according to Lewis (1996) problems arise when the task assigned is too 

big for the capabilities of the individual. When it comes to the low Impact on Society 

score, the auditors of Det Norske Veritas felt that Swedish companies by and large are 

environmental friendly, but that their rational approach to business might hinder a 

greater interaction with the surrounding community. 

From the author's perspective, Sweden stands out as a very mature nation in Quality 

Management. There is a sound blend of Quality Management System and Total Quality 

Management, and the structures in the organisations and society at large seem to be 

very advantageous for any Quality Management initiative. After almost a decade of 

excellent progress for the quality management movement, empirical data from the 

Cross-cultural Quality Management Research Project indicates that the strong positive 

wind has decreased to a breeze. Still waiting for the service industry and public 

industry to bring the quality management movement further, it seems that the Swedish 

quality management movement has come to a cross-roads. It might also be that it is just 

consolidating after the many good years. Kroslid (1998) states that he would have liked 

to see in Sweden a greater awareness of the country's general maturity in Quality 

Management, since it could well inject some self-confidence and new initiative into the 

quality management movement. On the other hand, it might be this humbleness that 

convinces the author that Sweden also in the future will take advanced approaches to 

Quality Management, and that it will live on in Swedish companies. 
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Area 

Name of national quality award 

Organiser 

Established 

Number of recipients 

A sample of recipients 

Application of TQM, Schwab (1997) 

Number of ISO 9000 certified firms end 

1997 

ISO 9000 standard series adopted 

Information 

The Swedish Quality Award 

The Swedish Institute for Quality 

1992 

6 

IBM Svenska, ABB Atom, LM Ericsson Data, 

Ericsson Cables, Lungmedicinska Kliniken 

vid Universitetssjukhuset i Linkoping, Volvo 

Aero Corporation 

2nd ( out of 53 countries) 

Ca. 2,000 

1992 

Table 23. Factfigure sheet(e.g., SIQ 1997). 

8.2.3 Attitudes towards Business Excellence 

Traditionally, the Swedish blue-collar workers had a high sense of so-called duty moral 

(Helling 1995). A manger at Det Norske Veritas stated: "I think that since we have a 

lot of Germanic base, the Swedish people think it should be a bit order and tidiness as 

well as a bit Lutheran. Luckily we are not as Germanic as the Germans themselves, so 

that it is a bit easier. I think it is easy for the Swede to work with quality." Lewis 

(1996) adds that "to be fair to Swedes, one must point of that most Swedish staff 

members are extremely conscientious, co-operative and loyal. Besides, the blue-collar 

workers are also internationally recognised for their high skill and readiness to develop 

(Wilkens and Pawlowsky 1997). The positive picture is confirmed in the attitude 

survey conducted in the field research underlying this article (Figure 30). 
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Figure 30. Blue-collar workers' attitudes towards Business Excellence in Sweden. 

The results of the questionnaire reveal that the various aspects of Total Quality 

Management in general are very important to the Swedish blue-collar worker, a finding 

that was confirmed by interviewees. The blue-collar workers themselves felt that the 

•three highest scoring aspects, namely Leadership, Human Resource Management and 

· Business Results, were closely linked and of high importance. They also explained 

how there had been an increase in emphasis on Business Results in society at large in 

the 1990s, with share prices and quarterly reports just as common as the weather 

forecast in the news. Interestingly, the wide distribution of the two lowest ranked 

aspects, Strategic Planning and Customer Focus, indicates a more varied perception. 

Some see it as just as important, whereas others think its importance is considerably 

lower than for the other aspects. In general the two blue-collar workers that were 

interviewed stated that the economic slowdown at the start of the decade and the fierce 

competition both at home and abroad had enhanced their awareness of Business 

Excellence as an important building-block in their organisation. 

In Sweden we need good quality, and in these days we are easily frightened 

here in Sweden. Especially in wage negotiations. If we resist, than the bosses 

say we will move out ofSweden. We have to take care ofour f amity. 

Blue-collar worker, Asea Brown Boveri 

Dahlgaard, et al. (1995) assess the motivation for quality amongst workers in six 

countries and find that Swedish workers with a score of 20 percent are by quite a 

distance trailing Japan, Korea and Taiwan, all scoring above 80 percent. The 

motivation construct is however based on only one factor, that is the participation of 
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workers in quality control circles, and the author finds such a measure for motivation 

misguiding and culturally biased. 

It was impressive for the author to interview the two blue-collar workers, and also their 

bosses. All parties showed a very high understanding for Total Quality Management, 

and revealed in their answers that they had understood the significance of bold 

corporate efforts in this area. The author agrees with those in the literature who state 

that the Swedish blue-collar workers are very co-operative, and it is obvious that the 

front-line employees· are very much involved in daily decision-making. In Quality 

Management, the positive attitude amongst blue-collar workers towards Business 

Excellence has, as far as the author can see, had very positive effects on the Swedish 

quality management movement. 

8..3 Assessment of Juran's factors 

8.3.1 National awareness and training programmes 

As the historical development of Quality Management showed, the most significant 

milestones have been passed owing to developments of favourable structures in the 

organisations and society at large. With the companies themselves taking the lead and 

training their employees, there have been very few genuine national awareness and 

training programmes in Sweden, according to the interviewees. 

However, Quality Management, holds a relatively strong position at Swedish 

universities in terms of courses offered on the subject. Two of the seven largest 

universities have their own departments for quality technology and management; these 

are Linkoping University and Lulea University, and they offer extensive courses for 

master students. In addition courses in Quality Management are also offered at the 

Royal Institute of Technology in Stockholm, Chalmers University in Gothenburg and 

various university colleges. In total, the large number of courses offered by academic 

institutions in Sweden can be assessed to compensate to some extent for the lack of 

national training programmes. 

The considerable number of local and national conferences and seminars that take 

place every year in Sweden constitute a sort of national training programmes. The three 
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major conferences are Vinnande Ledarskap, World Quality Day, and Quality in Public 

Sector. The first of these is organised by the Swedish Institute for Quality, and is 

according to the conference director, one of Northern Europe's largest annual 

leadership conferences attracting some fourteen hundred delegates. 

In terms of awareness programmes, the government has again taken a rather passive 

stand, and Quality Management scarcely focused on in Swedish media. According to 

one interviewee this has hampered the deployment of the quality philosophy and the 

Swedish population's acquaintance with quality techniques and tools. Not a single TV

program on Quality Management has been screened on national television, and the 

annual award ceremony for the Swedish Quality A ward is rarely covered in mass 

media. 

8.3.2 Government 

It was the government that, through the Ministry of Commerce, supported the 

establishment of the Swedish National Committee for Quality in 1986. According to a 

professor at Linkoping University, it was however an individual who basically brought 

the serious situation of international Swedish competitiveness to the minister's 

attention, and indicated that an emphasis on quality and Quality Management was 

needed. The Swedish Institute for Quality, which succeeded the Swedish National 

Committee for Quality as a permanent organisation, was organised in the form of a so

called "Industrial Research Institute", meaning that sponsoring associations reached an 

agreement with the government on joint financing of the institute (Bergman and 

Klefsjo 1994, p. 388). 

Another government initiative that indirectly has had an impact on the quality 

management movement in Sweden is the labour laws. As early as in 1895 the so-called 

Y rkesfarelagen was introduced, protecting the safety of craftsmen, and in the 1960s 

Medbestammandelagen (MBL) came around, ensuring employee participation and the 

representation of employees on the board of directors (Helling 1995). 

By and large, however, the interviewees assessed the role of the Swedish government 

as passive. One interviewee even stated that the government had played a negative role 

in the Swedish quality management movement, with its three devaluations in the last 
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two decades - where the companies increased their international competitiveness 

overnight without making any internal improvements. This picture of the government 

is also confirmed in a general global comparison study of 53 countries, where 

Sweden's government is ranked 49th (Schwab 1997). On the other side, Eno (1997) 

reports that the economic state of Sweden's public sector improved significantly in 

1996, and that the economy is on right course. 

Governments' role in the creation of competitive advantage is as a catalyst and 

a challenger. It is to encourage - or even push- companies to raise their 

aspirations and move to higher levels of competitive peiformance, even though 

this process might be inherently unpleasant and difficult. At the same time, 

government must ensure the creation of higher and higher quality factors for 

industry to draw upon. In this way the government can help productivity 

growth and the continuous upgrading of the overall economy. [ ... ] The 

Swedish government can and should act in these matters. 

(Solvell, Zander and Porter 1991, pp. 20-21) 

8.3.3 Economy 

With a population of just over 8 million, a per capita GDP of 28.275 US$, and a world 

export market share of 1.6 percent, the Swedish economy is very dependent on its 

export oriented industry (Schwab 1997; Brown-Humes 1996). Solvell, et al. (1991) 

focus on the small size and open nature of the home market, which early gave Swedish 

firms an international orientation and exposure to other cultures and management 

styles. 

One of the single most influential economical sub-factors on Quality Management has 

according to one interviewee been the monetary policy of the Swedish government. 

The Swedish Krona, SEK, was devalued in 1982, 1989 and 1992, and in 1992 Sweden 

stepped out of the Exchange Rate Mechanism (Eno 1996). All this at a time when the 

Swedish quality management movement was in its starting blocks. Although the 

devaluations significantly improved Swedish export industries over-night, it is 

maintained by people in the quality management movement that it severely 

deteriorated the industries' and organisations' incentives for bold efforts in Quality 

Management. 
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In recent years, the economy has gone through a deep recession, suffering under the 

heavy burden of high public borrowing in the past and a generous social welfare 

system (Eno 1996). Indeed, Sweden gained international recognition for its Swedish 

model, before it became too expensive at the tum of the last century (Marshall 1996). 

Since then, cuts in public spending have been on the political agenda and industry 

started to regain its pace. 1996 gave many positive signals, and key economic 

indicators gave good prospects (Eno 1997). In terms of Quality Management, blue

collar workers interviewed argued that the years of slump in Swedish economy that 

began this decade have made the Swedes more aware of the importance of well-run 

companies, and the associated layoffs made clear to everyone the grim reality of the 

situation. 

8.3.4 People 

In his study of business cultures, Hofstede concludes that of all those 70 nations 

covered in his survey, Sweden is the most feminine (Hofstede 1980). The low 

Masculinity score is reflected in the survey results (Figure 31 ), and the interviewees all 

explained how women have to a high degree the same possibilities of pursuing a career 

as men, and that tasks at home are shared equally between the husband and wife. The 

low Power Distance score is another commonly shared assumption about Sweden and 

its people in the broader business community. Lewis (1996) generally states that 

"Power Distance is small and the manger is generally accessible to staff and available 

for discussion". The high Uncertainty Avoidance and Individualism scores might seem 

contradictory to the low Power Distance, but the workers themselves explained it with 

the recession in the early 1990s that had taught them that no job is safe anymore, and 

that they have to think about their own interests. Long-term Orientation lies in the 

middle, and is believed to sufficiently support the time aspects on most Quality 

Management initiatives. 
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Figure 31. Work-related cultural values - profile for Sweden. 

I think we are rather good at working in groups. We have a tradition for that. 

We are good at involving the employees, for example through the law of 

worker's participation. We have a very feminine leadership culture. We have a 

very listening leadership style, where the leader goes out and asks for advice 

and wants wholeheartedly to get an answer to his question. The foreign 

workers are often stunned by this, for them the Swedes have weak leaders who 

do not take their own decisions. 

Jernberg, Project Director, Swedish Institute for Quality. 

The Swedish blue-collar worker is considered to be skilled and in recent years with 

increasing unemployment rates, this has led to more qualified workers on the employee 

market and employees staying longer in their jobs (Lundqvist 1997; Wilkens and 

Pawlowsky 1997). Related to Quality Management, the interviewees regarded this as a 

shear advantage. Lundqvist (1997) refers to the vice-president of Scania, the truck 

maker, who has stated that in the eighties high staff turnover was a major problem, but 

that people are staying longer these days and are better trained as a result of the higher 

unemployment rates and recession, and as a result in the nineties productivity has 

increased 60 percent and the quality level gone up. 

One area associated with Quality Management where the Swedes score poorly is 

according to a survey by Dahlgaard, et al. (1995) so-called quality suggestions, where 

they trail Japanese by far. The problem with formal suggestion systems in Sweden is 
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also addressed by Rydbrink (1995). An interviewee commented that Swedish 

organisations greatly involve employees in their decision-making and problem-solving 

processes, and that formal suggestion systems might not be needed to the same extent 

as in Japanese organisations. Discussing hindering values in the Swedish culture, the 

Program Director at the Swedish Institute for Quality mentioned "Jantelagen", which 

implies that "you should not stand out from the group and think that you are better than 

others". He added though that its importance is not as high any longer, but that it 

sometimes could hamper quality initiatives and individuals' striving for real 

excellence. 

8.3.5 Labour relations 

In 1938 the Saltsjo Agreement came into effect, and set the scene for a long and strong 

Swedish tradition of co-operation between employer and employee organisations 

(Helling 1995). In Sweden, a central frame agreement with an industrial peace clause 

was negotiated on a bipartite basis without interruption from 1956 to 1982 

(Wallerstein, et al. 1997). Marshall (1996) adds that this feature, broadly termed the 

Swedish model, have been fundamentally restructured in the face of the socio

economic and political changes in the 1980s and early 1990s, but that a positive co

operation still exists. This co-operation also applies to the quality management 

movement. 

SIQ is working close with the labour unions, and that surprises the foreigners. 

We see the labour unions as a strategic partner. If it only comes from above, 

the resistance will be too great. We need a win-win situation, and the Swedish 

labour unions have realised this; If one wants to achieve a more skilled 

workforce, better payment and secure long-term employment, one has to be co

operative. They are aware that it might include down-sizing, but it is better 

than major down-sizing. 

Jernberg, Program Director, Swedish Institute for Quality 

Quality Management is also promoted from the employer's side, with the largest of 

them the Swedish Employer's Federation offering its members education programmes 

in Total Quality Management (Inblick 1998). Another feature in the Swedish model is 

the Law of Participation, so-called "Medbestammandelagen" or "MBL", which 
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ensures representation on the boards of directors and involvement in the corporate 

decision-making process (see e.g., Helling 1995; Lewis 1996). Labour relations were 

summarised as follows by one of the interviewees. 

My experience with the union's representation on the board is that it is good. 

They get first-hand information. I have sat on a considerable number of 

boards, as part of my financial controller background, and I would say that 

what really has happened, from my personal point of view, is that you are not 

as open in a board meeting when you have unions represented. Instead you 

have a lot ofpre-meetings and tactical meetings about what you should say and 

do. The unions can raise questions, and where you have unions with common 

sense then I would say it is good. Where you have unions that are running for 

power, you might get conflicts. But as you know, Sweden is not know for having 

many labour-related conflicts. That is another historical issue, I think. 

Carlzon, Quality Manager, Asea Brown Boveri 

8.3.6 Industrial structures 

Swedish industry is led by a few large export companies in the automotive, 

pharmaceutical, pulp, telecommunication and metal industries. The leaders have 

developed into large and competitive multinational companies, and have as a group a 

strong presence in the global market, with production plants all over the world 

(Jonsson 1997, Lewis 1996). In term of structure, there is a vast majority of large and 

small companies, with very few medium sized companies. 

The structure of manufacturing industry is like a time-glass, we have big 

companies and small companies, but very few medium-sized companies. The 

big companies, Ericsson, Electrolux, Volvo, started early [with Total Quality 

Management] and have come a long way. In the iron, pulp and other primary 

industries it is not Quality Improvement, but rather Quality Assurance that is 

applied. I think that they have another pace in their business. 

Jernberg, Program Director, Swedish Institute for Quality. 

This view is largely confirmed in the thesis' questionnaire survey into the current 

status of Quality Management across industries in Sweden (Figure 32). The results 

177 



Quality Management- National or Global Driving Factors? 

reveal that the Consumer Manufacturing and High Technology industries are very well 

developed. One interviewee stated that these two industries belong to the fast changing 

ones, with at least a couple of organisation-wide development projects going on at the 

same time. They can therefore with relative ease handle an extra "ball" called Total 

Quality Management. More traditional industries, like Heavy Industry, the Wood & 

Paper and the Metal & Chemical industry are ranked in the middle, and one main 

reason is believed to be the slower cycles of development in those industries. Public 

services and Service industry are rated lowest, but according to interviewees they are 

both expected to join the middle group, at least in the foreseeable future. 

World class 10 
9 

@ 
Q} 0Excellent 8 u ..... 

...... <IJc,:i 
Q} >:::l

(.) u '-'"O:..=·>7 
..0 I-< 

J5.s 
Very good 6 ~.½ 

5 
Good 4 b!) 

·i:::: = >-, @b!)3 I-< .a 
Q} u 0 

Fair 2 s~ ;;,-,S 0 
i::: enF3l § > ..c:::..c:::ro :::ii::: ro b!)U

Q) "O1 ·- Q)8~ ::r: ,El ::r: E-< 
Poor 0 

Figure 32. Current status ofQuality Management in Sweden by industry. 

Jonsson (1997) states that the Swedish automotive sector, with Volvo, Saab, and 

Scania at the forefront, is world-class, and this conforms well to the results derived 

from the Cross-cultural Quality Management Research Project. 

8.3.7 The organisation and its quality function 

The Swedish manufacturing organisations are very flat, rational and with short and 

open communication channels between the few hierarchical levels. Group work is 

evident both on the shop-floor and in management, the management is commonly 

decentralised and democratic, and the typical Swedish company has a decidedly 

horizontal look about it (Lewis 1996). A manager at Det Norske Veritas stated that "it 

is easier to yell upwards than to yell downwards" in the Swedish organisation. 
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Our organisation has some 500 employees, and in terms of hierarchical layers 

we have the top management team, middle managers, some kind of foremen 

and then blue-collar workers. [ ... ] Another reason, I would say is managers in 

Sweden. We are not so proud, we are more work-oriented. We like to work in a 

team and to see results. I would say that team-work is a typical Swedish way. It 

is not a one-man show, it is teamwork, and everyone has to peiform. I, as a 

manager in the top-management team, can work in a team with blue-collar 

workers. We can decide that a project needs a team with one top manager, one 

middle manager and two blue-collar workers. Maybe one of the blue-collar 

workers is the best guy in the team, and we say "you lead it". We are moving 

in this direction. Here I think that you have a key. [. ..JSwedish managers are 

also good at communicating, but we have to be good in that area. With our 

organisational structure, you do not have a direct possibility of giving people 

commands, and you need to motivate them with information and feedback. 

Carlzon, Quality Manager, Asea Brown Boveri 

The Swedish leadership style hence seems to be well aligned to Total Quality 

Management. Tollgerdt-Andersson (1996) reports for example that Swedish executives 

considered the following six points important for successful leadership; (1) develop 

goals, (2) care for employees, (3) create co-operation, (4) honesty, (5) employee 

involvement, and (6) openness. Although not commented upon by Tollgerdt

Andersson (1996), the six points show high similarities with the proposed cornerstones 

in a successful quality management strategy (Bergman and Klefsjo 1994). 

From the very dominant and large Quality Control departments in the 1960s and 1970s, 

the companies deployed quality management in the organisation in the late 1980s and 

1990s and have reduced the size of the quality department, according to one of the 

managers interviewed, who added that with the responsibility for quality being 

deployed to the front-line employees, those left in the quality department have taken on 

the role of facilitators. A quality manager at Asea Brown Boveri explained how they 

had made their workers thoroughly understand that the quality function staff can not be 

responsible for the quality of the plant's output, and that the staff instead should to be 

used as coaches and facilitators in change and development processes. Notably, a 

representative at the Swedish Institute for Quality stated that despite this deployment 

of responsibility, the quality managers seem to climb the organisational ladder in terms 

of status. It was also found that the typical quality manager has been internally 
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recruited from an engineering or human resource position, and that their lack of 

background in theories and practices in Quality Management sometimes cause 

problems in their coaching role. Some younger and specially qualified people are to an 

increasing extent therefore put in charge of the quality management department. 

Interestingly, some bigger organisation, like Ericsson, have integrated their quality and 

human resource departments, and created a human resource and quality team. 

Reportedly, this integration process has been very successful and surpassed the original 

expectations, (Gummesson 1988). 

8.3.8 Current importance of factors 

The author finds that national training and awareness programmes together with 

government only have a weak impact in today's quality management movement in 

Sweden. The same applies to the government factor, which was found to support the 

quality management movement indirectly, but has rarely involved itself actively. 

The organisational structure which also embraces a favourable management and 

leadership style is a strong factor, as is people, with its favourable elements of 

cooperation, positive attitude and participation. The economy has influenced via its 

devaluations and general economic trends, and is still believed to spur initiatives in the 

quality management movement due to the sluggish economic performance in the first 

half of the 1990s. 

Finally, the industrial structure, with a large proportion of multinational companies, 

has also contributed positively, and ensured external influences in the quality 

management movement. Its importance is not considered in the same high class as 

people, organisational structure and economy, but of a more moderate nature. The 

same applies to labour relations, where both sides in the working market have 

expressed their support for Total Quality Management, and also taken active steps to 

promote it. 
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Factor · Impact Comments 

National training and weak Few national courses offered by national quality 

awareness programmes societies. Some universities leading. 

Government weak Very few direct initiatives. 

Economy strong Deregulation of economy, leads to increased I 

I 
competition and striving for Business Excellence. 

People strong Positive attitude, cooperative and participative. 

Labour relations moderate Generally good, with both employer unions and 

employee unions supporting Business Excellence. 

Industrial structures moderate Many large international enterprises, and an export-

oriented industry. Open to external influences. 

Organisation and its strong Flat and open organisational structures, with a 

! quality function facilitating quality function. 

Table 24. Current impact of national driving factors in Sweden, proposed in Juran 
and Gryna ( 1988 ). 

Additional factors 

Some other factors that have greatly contributed towards drives in the Swedish quality 

management movement, are (1) large Swedish-based multinational companies, (2) 

national quality societies, (3) certification bodies. Amongst these factors, the author 

finds that the importance of multinational companies is less than that of the national 

quality societies but in front of the certification bodies. 

Asea Brown Boveri, LM Ericsson, Electrolux and Volvo were all at the forefront in 

Europe in applying the ideas of Total Quality Management in the latter 1980s. 

Bergman (1989) refers to the fact that these four companies were among the first 

members of the European Foundation for Quality Management. In more conceptual 

terms, Asea Brown Boveri, then ASEA, launched its Time Based Management 

oriented TSO concept in 1987, LM Ericsson introduced its Ericsson Quality programme 

in 1983 and Volvo experimented with autonomous team work throughout the 1980s 

(Ancker 1996; Forslin 1990; Gummesson 1988). These companies have all been role 

models, and shown that it is possible for Swedish organisations to make significant 

improvements, by focusing on a set of principles and enhancing the involvement of all 
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employees. Internationally, TSO is probably the most widely recognised quality concept 

in business circles, whereas Volvo's Uddevalla plant still catches the imagination of 

many management theorists (Helling 1995; Wilkens and Pawlowsky 1997). 

Sweden has two main national quality societies: the Swedish Institute for Quality (SIQ) 

and the Swedish Society for Quality Control (SFK). According to interviewees the 

former society is the leading one, and has contributed mainly through the introduction 

and development of the national quality award, as well as its broad offering of 

conferences and seminars. The Swedish Society for Quality Control (SFK) is primarily 

for individual members with a profession in the quality area. 

As for certification bodies, the auditors at Det Norske Veritas, held that they had 

contributed positively to the Swedish quality management movement, among other 

things by protecting the integrity of the certificate. Considering the large number of 

Swedish export companies, the number of ISO 9000 certificates is relatively small in 

Sweden compared to neighbouring countries (ISO9000 News 1996), and a Det Norske 

Veritas manger stated that he was positive towards the fact that some of his clients use 

their quality management system as a basis for total quality management initiatives. 

Although there has been some critics regarding the application of quality management 

systems in Sweden (see e.g., Bergman and Klefsjo 1993), a shared perception amongst 

the interviewees was that there currently exists a relatively sound balance between 

Quality Management System and Total Quality Management. 

At the one hand it is the top-management that drives quality and holds the pen, 

but on the other hand the workers are involved. Many companies use TQM to 

put a golden edge on what is required in the ISO 9000. [ ... ] SIQ that works 

with the quality award has obviously had a big impact. ABB and TSO has also 

had a big impact. Although TSO has other aspects as well, it surely has had an 

affect on other companies. What is just around the corner is QS 9000, which 

probably will influence the sub-suppliers to the car-manufacturing industry. 

Det Norske Veritas has played a role in protecting the reliability of the 

certificate and ensuring that the certificate actually stands for something and 

requires something. 

Johansson, Auditor, Det Norske Veritas 
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The impact of certification bodies was generally assessed by the interviewees to be 

moderate, based on the relatively low number of certificates issued in Sweden. The 

same level of influence was applied to the companies factor, whereas the national 

quality societies factor were assessed as strongly influential in the Swedish quality 

management movement. 

1 Factor Impact Comments 

Companies moderate Played a more significant role in the early days of Total 

Quality Management in Sweden. 

National quality strong SIQ has been an instrument, together with its national 

societies quality award and conferences. 

Certification moderate 2,000 issued ISO 9000 certificates, but contribution to 

bodies quality management movement could have been more 

active. 

Table 25. Current impact ofadditional national driving factors in Sweden. 

8.5 Conclusions 

Both the qualitative and quantitative findings reveal that Sweden, as a nation, has 

reached high maturity in Quality Management. The first building blocks for today's 

maturity were laid down almost a century ago, with creativeness, employee focus and 

multinational companies. The main approach has in the last decade been a sound mix 

of Quality Management System and Total Quality Management, which has turned out 

favourably. Besides, all three main prerequisites for a successful quality management 

strategy are in place, with people, managers and organisational structures all assessed 

to contribute positively. 

Despite the obvious successes of Sweden in Quality Management, the Swedes seem to 

take little pride in their high mature quality management movement. Perhaps have they 

been spoiled by the international success of Bjorn Borg, Ingemar Stenmark and others. 

Nevertheless the small nation at the northern rim of Europe has fostered yet another 

international super-contender, this time its quality management movement. In terms of 

Total Quality Management the country seems to have developed a human-oriented 

alternative to the more renowned result-orientated US approach and the process

orientated Japanese approach. 
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8.6 Notes and references 

A highly recommended book about the development of Quality Management in 

Sweden is Helling (1995). It gives a good overview and draws clear historical lines. 

General information is also given in Bergman and Klefsjo (1994). In terms of 

comparative studies, both Dahlgaard, et al. (1995) and Schwab (1997) have included 

Sweden in their research, and offer interesting quantitative empirical findings. 

When it comes to the national driving factors derived from Juran and Gryna (1988), the 

author has used a lot of different references, and none of them stands out in particular. 

One interesting article about the Swedish economy is that by Eno (1996), whereas 

Marshall ( 1996) offers some interesting thoughts on the country's labour relations. For 

both industrial structures and the organisation and its quality function, Lewis (1996) 

has been referred to. 
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. A Set of Currently 
ational Factors 

Based on this thesis' five-country assessment of the seven national driving factors 

proposed in Juran and Gryna (1988), together with the so-called additional national 

driving factors, an analysis of their current applicability is now possible. The objective 

is to examine to what extent changes have taken place over the last decade, and form a 

basis for the further assessment of the scope and characteristics of the national driving 

factors. By summarising the findings from the five countries (Table 26), it is possible 

to conclude that some of the national driving factors proposed by Juran and his co

authors have a stronger current impact than others in the countries examined. For 

example economy, people, national quality societies, and certification bodies all have 

at least two countries where their impact is assessed as strong. On the other hand, 

factors such as government and labour relations have a predominantly weak impact in 

the five countries. It is hence revealed that the combination of moderate and strongly 

influential factors varies significantly from country to country, and that further factors 

also seem to be influential, such as national quality societies and certification bodies. 

Factor IAustralia j Brazil j Germany I Japan Sweden 

National training/awareness p. weak l moderate l weak ! moderate weak 

Government weak ! moderate l weak weak weak 

Economy strong strong moderate strong strong 

People weak strong strong strong strong 

Labour relations strong weak weak weak ! moderate 

Industrial structures moderate moderate l weak moderate l moderate 

Organisation/quality function moderate weak moderate weak strong 

National quality societies moderate I 
! 

moderate I 
: 

moderate strong ! strong 

Certification bodies strong 
: 

strong strong moderate 

Individuals moderate moderate 

Companies moderate 

Geographical location weak 

National vision weak 

Table 26. Summary - national driving factors in Australia, Brazil, Germany, Japan 
and Sweden. 
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One simple way to approach further analysis is to give each factor a score that is 

related to its importance in each country. On a scale from 3 to 1, the strongly impacting 

factors are given the score 3, the moderate factors 2 and the weak factors 1. All 

additional factors are given the score 1 if they have not been addressed in a country. 

The results show that economy, national quality societies and people come out on top, 

trailed by certification bodies, industrial structures and organisation and its quality 

function (Table 27). Labour relations, individuals, national training and awareness 

programmes, companies, government, geographical location, and national vision, form 

the lowest-scoring group. It has been decided by the author to make a cut at 9 points, 

and in Chapter 10.7 he returns to the question about whether additional factors should 

be included, for example labour relations and national training and awareness 

programmes. In terms of rating, national quality societies and people have the same 

score and have therefore been ranked alphabetically. However, the reader is asked to 

note that there is no difference in the magnitude of these two factors' influence, and 

that the same applies to industrial structures and organisation and its quality function, 

which also have the same score. 

Ranking !Factor PointsI 
1 Economy 14 

2 National quality societies i 13 

3 People 13 

4 Certification bodies 12 

5 Industrial structures 9 

6 Organisation and its quality function 9 

7 1 Labour relations 8 

8 ! Individuals 7 

9 l
: 

National training and awareness programmes 7 

10 l Companies 6 

11 l Government 6 

12 5!Geographical location 

13 5!National vision 

Table 27. Ranking ofproposed set ofnational driving factors. 
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The proposed set of currently applicable national driving factors constitutes the 

following six factors: (1) economy, (2) national quality society, (3) people, (4) 

certification bodies, (5) industrial structure, and (6) organisation and its quality 

function. A comparison can now be made between the seven most influential national 

driving factors derived from the assessment in each of the five countries, Chapters 4-8, 

and the set of national driving factors extracted from Juran and Gryna (1988), refer to 

Table 28. It shows some notable changes. Firstly, economy has become the most 

important national factor, whereas government and national training and awareness 

programmes have decreased significantly in importance. Secondly, the national quality 

societies factor now holds the second spot, followed by the people factor, which has 

moved up three places in comparison with the ranking in Juran and Gryna (1988). 

Thirdly, certification bodies have started to make a major impact, and come fourth in 

the new ranking. Finally, industrial structure and the organisation and its quality 

function have both moved up one place. 

Ranking National driving factors ! Factors derived from Juran and 

!Gryna (1988) 

1 Economy INational training and awareness programmes 

2 1National quality societies IGovernment 

3 People IEconomy 

4 Certification bodies j Labour relations 

5 Industrial structures IPeople 

6 Organisation and its quality Ifudustrial structures 
function 

7 !Organisation and its quality function 

Table 28. Comparison of the currently applicable set of national driving factors and 
national driving factors derived from Juran and Gryna ( 1988 ). 

In more applicable terms, this has three major implications. Firstly, the move from 

Quality Control, which except for Japan was the predominant quality management 

concept examined in Juran and Gryna (1988), to Quality Management System and 

Total Quality Management, has led to a stronger impact of national driving factors 

with more a private nature as opposed to a public one. Those of a predominately public 
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nature, such as national training and awareness programmes, government, and labour 

relations are not as important as they were in the days of Quality Control. Nowadays, 

the national economy, people, private national quality societies and certification bodies 

have a stronger influence on the national quality management movements of the five 

assessed countries. 

Secondly, the mere fact that the economy factor holds the top position, as opposed to 

national training and awareness programmes, shows that the national quality 

management movements in the countries have become more business oriented - or at 

least business exposed. The national economy, with its recessions or expansions, 

devaluation or inflation, and centrally-planned or market-oriented nature, seemingly 

has a direct impact on the degree of initiatives taken in all the five countries' quality 

management movements. One interesting observation is that Japan, as the Asian 

representative in the five countries, applied Quality Management in times of economic 

expansions whereas the rest of the countries have seen initiatives spread in times of 

economic recession. 

Thirdly, national quality societies and certification bodies have taken a place in the list 

of factors, with their promotion of Total Quality Management and Quality 

Management System respectively. In the late 1980s, these groups were in their early 

days, and except for the Union of Japanese Scientists and Engineers in Japan, their 

influence was minor. Today, all five nations have their own national quality award and 

tens of thousands of quality management system certificates have been issued. It can 

only be concluded that both groups play an instrumental role in the countries' present 

quality management movements. 

Learning points from the five-country assessment about the characteristics of the 

national driving factors can also be derived. Firstly, the actual character of the driving 

factor varies significantly amongst the countries. In Australia the vast national 

resources were found to have an influence on the nation's quality management 

movement, as had the lack of national resources in Japan's case. Another example is 

Brazil and Sweden, where inflation in the former case and deflation in the latter case 

have been instrumental in the development of the national quality management 

movements in the two countries, because Brazil has a large domestic industry and 

Sweden a large export industry. This shows that the factors also interact with each 

other in the national context. Besides, this reveals that the factors are holistic in that 
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their sub-factors embody seemingly mutually exclusive conditions, such as devaluation 

and inflation for the economy factor and flat or hierarchical for the organisation and its 

quality management function factor. The implication of the country-specific character 

of the national driving factor is that the factors can be found in all countries, but are 

strongly determined by the national context, or what Whitley terms the business 

system. 

Another related characteristic is the national driving factors' situation dependence. By 

"situation-specific" is meant that for each of the five countries, the empirical data show 

that over time the factors change and these changes lead to variation in the influence 

this factor has on the national quality management movement. The factors are in other 

words dynamic entities, and one examples of this is Japan, where economic growth 

from the early 1960s to the late 1980s enhanced the nation's quality management 

movement, whereas the economic recession that followed has mainly had a hindering 

effect. The same applies to Germany, but in that case it was the other way around in 

terms of impact. The two cases show that even the impact of a factor is determined by 

the national context, leading back to the country-specific characteristic which the 

analysis has shown is applicable not only to the character of the factors but also to their 

influence. 

Whitley ( 1992) also comments on the characteristics of national driving factors, or 

what he terms institutional environments, and addresses the situation-specific 

characteristic in particular. 

The recent economic success of the Korean conglomerate chaebol and the 

Chinese family businesses of Taiwan, Hong Kong and Southeast Asia has, 

together with the more widely recognised success of the post-war Japanese 

kaisha, emphasised[... that] these different patterns of economic organisation 

result from, and are effective within, particular institutional environments such 

that variations and changes in the latter generate differences in the former. 

(Whitley 1992, p. 5) 

It is now time to move on to an assessment and discussion of the scope of the national 

driving factors, that is if the factors currently influence the quality management 

movement in more than one country at a time. This will be the core theme in the 
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following chapter, where the quality management movements in a total of seven 

further countries are assessed and evaluated. 
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THE DRIVING FACTORS' 

SCOPE AND CHARACTERISTICS 

Given the proposed set ofcurrently applicable national driving factors 
derived from the five-country assessment, this final part of the thesis 

examines the driving factors' scope and gives further consideration o 
the factors' characteristics. The main assessment is to examine to 

what extent the national driving factors have an influence on a 
broader number of industrialised countries' quality management 
movements. The examination includes China, Great Britain, Italy, 
Norway, Saudi Arabia, South Korea and the United States, with an 
ultimate objective to gain insight about whether the driving factors 

are ofa national, global or mixed character. In the very final chapters 
of this thesis, conclusions are drawn and reflections made about the 

research and its outcome. 
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10. ational Driving Factors 

In the previous chapter, it was suggested that the proposed set of currently applicable 

national driving factors possibly are not only applicable in Australia, Brazil, Germany, 

Japan and Sweden, but around the industrialised world. To test the scope in terms of 

applicability of the six national driving factors; (1) economy, (2) national quality 

society, (3) people, (4) certification bodies, (5) industrial structure, and (6) 

organisation and its quality function, an examination will now be done in seven 

additional countries, namely China, Great Britain, Italy, Norway, Saudi Arabia, South 

Korea, and the United States. For each factor, only countries where the author has 

found significant evidence of its influence will be covered in detail, whereas the rest 

will be briefly commented upon. The reader should note that this assessment is not as 

thorough as that on the national driving factors, and that although the empirical data is 

just as comprehensive the amount of secondary data gathered for the seven countries is 

less than in the case of Australia, Brazil, Germany, Japan, and Sweden. To carry out an 

assessment on nearly a global level inevitably runs the risk of being over-simplistic and 

too general. However, the author has consciously approached the examination with an 

open mind and sometimes even been a bit speculative in the argumentation in order to 

test the real nature of their scope. 

1 Economy 

To recapitulate from the assessment of the economy factor in Australia, Brazil, 

Germany, Japan, and Sweden, it was generally found that the nature of the economy, 

fluctuations in currency, and market trends had an influence on the progress of the 

nations' quality management movements. In the following assessment a thorough 

examination of the economic factor's influence in China, Great Britain, South Korea 

and the United States is given, with shorter reference being made to Italy, Norway and 

Saudi Arabia. 
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China 

The People's Republic of China was founded in 1949 as a bankrupt nation, and it was 

not until the late 1980s that the economy got under way. With growth in gross 

domestic product (GDP) averaging 10 percent in the 1990s, the country has become an 

economic powerhouse with an estimated GDP of US$817 billion in 1996 (Robinson 

1997). China is now the second largest economy in Asia, only trailing Japan (Jackson 

1997), and from the strongly centralised economy of Mao, which left virtually no 

leeway for quality, the late Deng Xiaoping began reforming the Chinese economy and 

opening the country to the outside world almost 20 years ago (Barth 1997; Dahlgaard, 

Kroslid and Xu 1997; Quan 1992). 

According to Deng Xiaoping, in essence, socialism is to emancipate and 

develop productive forces and gradually achieve common prosperity.[ ... ] It is 

the level ofproductive forces and not any subjective criterion, such as social 

system or ideology, that holds the key in determining if socialism has been 

developed. 

(Wu 1996, pp. 246, 244) 

It is broadly regarded that Deng Xiaoping formed a modem and outward-looking 

economy based on socialist values, which started to show economic prosperity in the 

last decade (Jackson 1997). In terms of implication on the quality management 

moveinent, Yuanzhang (1997a, p. 7) states that: "China's QC [Quality Control] 

activities have kept on going for 19 years, keeping pace with the reform and opening of 

China." 

From the early 1950s to the late 1970s, the most important thing for any 

company was output per year.[... ] Before 1979 the government would allocate 

work to our company. Today, we have a market driven economy, and the 

customer can decide which supplier to choose. In those days quality would be 

important when we got a high-profile project. 

Manager, Asea Brown Boveri. 

Alongside with the opening of the economy in the last decade, China has also 

experience a spread of Quality Management System and Total Quality Management 

(Dahlgaard, et al. 1997; Yuanzhang 1997a). The former more so than the latter, but 
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Yuanzhang (1997a) strongly argues that Total Quality Management can play a crucial 

role in China's future transformation, and that the age of quality has come. According 

to a manager at Det N orske Veritas, another feature in China, is that the spread of the 

quality management movement has generally followed the economic development 

waves across the country, that is from south to north and then from east to west. The 

big lines are however, that Quality Management was not a part of Mao's reign and his 

cultural revolution, but that Deng Xiaoping' s economical reforms opened up for 

Quality Control, and that the last decade has seen Quality Management System and 

Total Quality Management being introduced as part of the economic liberalisation 

process. 

Great Britain 
From the end of the Second World War and up to the early 1990s, the British economy 

was on a steady slide, and has lost much of its might from the days of the British 

Empire. In the 1980s, under the leadership of Mrs. Thatcher, the country went through 

a tough economical transformation process, when developing into one of the world's 

most market driven economies (Walsh 1997), and after the last big recession in 1992 

and 1993, the economy has improved and is currently booming (Kaletsky 1997; 

Shilling 1997). A major macro-economic happening in this connection was the so

called Black-Wednesday, on September 16, 1992, when billions of pounds were wiped 

off share prices, Great Britain withdrew from the ERM (Exchange Rate Mechanism), 

the sterling pound devaluated some 15 percent, and Prime Minister Major almost 

resigned (Seldon 1997). 

Linking these broad economic developments with trends in the country's quality 

management movement, the author finds that the relationship has not been crystal clear 

throughout. Total Quality Management was for example first introduced in the latter 

part of the 1980s, and spread relatively quickly before it stalled in the mid 1990s, 

having developed in times of both economic recession and prosperity. On the other 

hand Murray (1996, p. 544) concludes that: "The British economy cannot afford to see 

it [Total Quality Management] wilt and die along the way." In the area of Quality 

Management System an interviewee explained how the Thatcher Government's strong 

urge for quality management system certification in industry was clearly linked to the 

globalisation aspects in the reforms of the British economy. 
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South Korea 

The rising tiger economy of South Korea has gone from the rubble of the Korean War 

via the world's 11th largest economy to a financial crisis in 1997 (Kirk 1997b; Lee and 

Timewell 1997). Up to the late 1980s it was the military governments that carried out 

economic construction, based on centralised economic planning and information 

agencies, five-year economic development plans, and a close cooperation between 

industry, state and banks (Chu 1995). Under the leadership of the recently replaced 

president Kim, the economy was slowly opened up and been made more global and 

market-oriented (Johansson and Kroslid 1996). 

Korean banks have always been an extension of Korea Inc. despite their 

nominally private ownership, they function as tools of the government. [ ... ] 

Korea, in other ways, has a long way to go it if is to have a financial sector 

worthy of its world-class manufacturers. [ ... ] Neither borrower nor lender 

paid attention to return on investment, or even to cash flow. The balance sheets 

of corporate Korea look worse than those of the banks: Their dept generally 

exceeds a massive 400% oftheir balance-sheet equity. 

(Sender 1997, p. 7) 

After three decades with unprecedented economic growth at around 10 percent, the 

overheated economy cracked in November 1997, and the country received US$ 57 

billion in funds to bail out the nation's troubled economy (Kirk 1997a). 

I do not think Korea can afford higher wages, because we have almost lost our 

competitive edge. Today, we can still compete with Japan price-wise. However, 

it is not just price that matters. Quality, productivity and technology matter as 

well, and this is an area we have to improve. Korean companies are pushing 

productivity first, quality second, and technology in specified industries. 

Kim, Lead Auditor, Det Norske Veritas 

There are clear links between the economy and the quality management movement in 

South Korea (Johansson and Kroslid 1996), with sound developments in Quality 

Control stabilising the high economic growth in the 1960s, 1970s and 1980s. After 

that, in connection with president Kim' s restructuring of the economy, a drive for 

Quality Management System came around, whereas Total Quality Management never 
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seemed to anchor itself. The struggle of Total Quality Management in South Korea, is 

explained by many interviewees as relating to a too rapid economic growth, where a 

focus on products and market expansions has taken precedence over customers and 

continuous improvements. 

United States 

The United States is the world's largest economy, and regarded by the wider world 

community as the most open, deregulated and market-driven (Schwab 1997). As a 

result, the market is characterised as being highly mature and competitive, with 

opportunities for anyone venturing into business. The influence of the economy factor 

on the quality management movement is according to some interviewees that 

businesses are managed in a non-discriminate environment, and that sound 

management of companies are crucial. Going back to the early 1980s and the crisis in 

the American economy, with Japanese products of a superior quality flooding the US 

market, the industry listened when the likes of Juran and Deming strongly urged it to 

take on advanced quality management models or Total Quality Management (Deming 

1986; Juran 1989). In hindsight, Total Quality Management is hence viewed as a 

facilitating factor in the restructuring of the American economy, and the industry's 

regaining of international competitiveness (see e.g., Juran 1993; Deming 1993). 

The US economy has in the last couple of years enjoyed one of its finest moments, 

with businesses seemingly popping up everywhere, and numerous jobs created daily 

(Friedman 1997). It is somewhat surprising then, that these prosperous times are 

regarded by some to have yielded little progress for the quality management movement 

( e.g., Kohl 1996; Lamparter 1997), whereas others speak about a revitalisation and a 

second-generation quality management movement (e.g., Ettlie 1995; Higgins 1995; 

Joiner 1996; Nuelle 1996). Those in the former group often state that the country has 

pushed for a more minimised and standardised approach to Quality Management, 

mainly by means of ISO 9000 and QS-9000 (Karon 1996). The explanation given for 

this phenomenon by interviewees is the ingrained focus on short term business results 

by the broader business community. 

Traditionally, the US economy or US business is driven by the bottom line from 

quarter to quarter and year to year. They look for the quick fix sometimes. [ ... ] 

In this country you have end-of-the-month push, that is when you get products 
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out the back door, one, to get it to the customer and, two, to show it up in your 

books as being revenue coming in. At that point a lot of companies hang 

quality. 

Stewart, Lead Auditor, Det Norske Veritas. 

Wall Street is regarded by some interviewees as having gone from an enhancing to a 

hindering driving factor, when despite the good results that the corporate US turned 

out, it maintained its short-term-bottom-line focus. The signals sent out by Wall Street, 

were that all that mattered was continuously improving quarterly results, and studies by 

Young (1991) showed that firms pursuing Total Quality Management grew no faster 

and were no more profitable than comparable firms that had not. Joiner (1996) also 

states that stock ownership has dominated in the United States, in that many Americans 

have investments and pension savings in funds. 

Other countries 

It is more difficult to assess the impact of the economy factor in Italy, Norway and 

Saudi-Arabia, because of their relatively more immature quality management 

movements. Hockstader (1997) comments that with a swiftness that has stunned most 

of Europe, Italy - the world's fifth-largest economy - has gone from laughing-stock to 

long shot to a likely candidate to join the single European currency, the Euro, at its 

introduction in 1999. None of the interviewees had any strong views on whether this 

positive trend would also transform over to the quality management area, and perhaps 

boost the lagging Italian quality management movement. Norway, Europe's richest 

country in terms of GDP per capita, is often compared with oil kingdoms in the Arabic 

hemisphere (see e.g., Cook 1997; Economist 1997b). The country has however, 

developed slowly in Quality Management (Breda! 1997a), and the devaluations of the 

currency, the Krone, in 1987 and 1992 were believed by some interviewees to have 

been a restraining factor. Finally, Saudi-Arabia enjoyed unprecedented economic 

growth in the 1970s and 1980s (Anderson 1993), due to is vast oil reserves (Al

Sulimani and Sharad 1994). However, the last decade's low oil prices have more than 

halved the per capita income to US$6,700, and the government have now taken 

initiatives to decrease the nation's dependency on petrochemicals (Kronemer 1997). 

Interviewees generally stated that the vast oil incomes had made industry relaxed in the 

quality management area, and that Quality Management System is the dominating 

approach. 
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Conclusions 

This examination shows that the economy factor is instrumental in the explanation of 

developments in the quality management movement in a wider number of countries, 

and that the economic policy and key economic indicators such as exchange rates, 

growth in GDP, and balance of trade currency all are sub-factors that have an 

influence. On a sub-factor level one finds that the maturity of a country in Quality 

Management plays a role, in that for example market orientation and exchange rates 

come more into effect in countries with a far-developed quality management 

movement than to those merely pushing for Quality Control or Quality Management 

System. 

I think the economical situation of a country has an impact on quality in all 

countries. At least in an early stage, it is beneficial with a bull market, since 

companies that make an effort in Quality Management more easily get payoffs. 

Engh, Manager, Det Norske Veritas 

In terms of boundaries of the economy factor, this thesis has revealed that it is rather 

broad, but that it is commonly well-known economic sub-factors that have the 

strongest influence. Mr. Welch, the CEO of General Electric, states in Waters (1997, p. 

14) that: "Changes in currencies are the great equalizer for inefficiency." 

The five-country assessment in the previous part of the thesis clearly revealed that the 

economy factor has a strong influence in Australia, Brazil, Germany, Japan, and 

Sweden. With seven more countries assessed, it can only be concluded that the same 

applies to China, Great Britain, Italy, Saudi Arabia, the United States, and that it is a 

driving factor with global scope. 

10.2 National quality societies 

Four of the seven countries have a national quality society which have been active over 

the last decade, that is China, Norway, South Korea and the United States. Great 

Britain and Italy belong to the European Foundation for Quality Management, whereas 

Saudi Arabia has not yet established a national quality society. 

199 



Quality Management - National or Global Driving Factors? 

China 

The China Quality Control Association (CQCA) was established in 1979 by a senior 

minister of the State Economic Committee, who had recently visited Japan and seen 

the advantages of statistical tools applied by companies such as Toyota and Honda 

(CQCA 1993). A representative from CQCA added in an interview that the CQCA in 

the early 1980s broadcast series of training programmes about Japanese-style Company 

Wide Quality Control, held nationwide examination tests in quality control for the 

general public, and organised annual QC-circles conferences. 

Under the new situation ofdeepening reforms, we will further unite the quality 

professionals and mobilize billions of people to make common efforts in 

spreading technology progress and TQM [Company Wide Quality Control] in 

order to meet the requirements of establishing a socialist market economic 

system. We will make greater contributions to improving our products and 

service quality and to achieving our country's prosperity and the international 

economic progress and development. 

Jiwen, President of CQCA, (CQCA 1993, p. 3) 

According to Yuanzhang (1997b), the Chinese QC-circle movement has stagnated in 

the 1990s, and the Chinese Quality Control Association is not as important as it used to 

be in the 1980s - the heyday of Quality Control in China. In an interview with a 

manager of the Chinese Quality Control Association it was stated that: "In the 1990s 

we have experienced problems, due to the shift into a market economy. Not so many 

people attend our courses because most enterprises have difficulties. Our TQC 

[Company Wide Quality Control] programme is not very practical. There were a lot of 

QC-tools charts on the walls, but they never came around to making real improvements 

in the processes. In the 1980s the CQCA main focus group was the state-owned 

enterprises. In the 1990s the state-owned enterprises faced difficulties and so did 

CQCA. In 1989 we introduced the ISO 9000 standard. ISO 9000 training and 

certification is very popular, and we have issued around 200 certificates so far." 
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Norway 

Established by some enthusiasts in 1960, The Norwegian Association for Quality has 

developed into the country's peak national quality society. The organisation is owned 

by the members, today totalling 1500 individuals and 1300 organisations. According to 

a representative for the association there was traditionally a lot of ISO 9000 and quality 

management system thinking in the bottom, but during the last couple of years quality 

has gone from a field of experts to a field for everyone, especially top management. As 

a result the Norwegian Rationalisation Foundation merged with the Norwegian 

Association for Quality in 1997 and formed the Norwegian Association for Quality and 

Leadership. The association organises the Norwegian Quality Award which is based in 

full on the European Model for Business Excellence, offers annual quality 

management courses and seminars, and has received wide acknowledgement in 

Norwegian industry for Kvalitet i Fokus, its monthly magazine (see e.g., Kvalitet i 

Fokus 1997). Many interviewees felt, however, that with the scarce acceptance of 

Total Quality Management in Norway, the Norwegian Association for Quality and 

Leadership has only had, and still has, a limited impact on the nation's quality 

management movement. 

South Korea 

The Industrial Advancement Administration has, since its establishment in 1973, had a 

major impact on the South Korean quality management movement (Park 1992). In its 

first decades, it promoted Quality Control and QC-circles, via literature, brochures, 

radio programmes and TV programmes, as well as seminars and courses. Later it also 

participated in the promotion of concepts like Value Engineering, Total Quality 

Management, Quality Management System and Total Productivity Maintenance, 

according to a representative from the organisation. 

In February 1996, however, the Industrial Advancement Administration was abolished 

and replaced by the Korean National Institute of Technology and Quality (KNITQ) 

according to a representative from KNITQ, who added that the main task of the new 

organisation was to facilitate small and medium sized enterprises. This was all part of 

the five-year Economic Plan issued in 1992, in so much as it required a privatisation of 

the South Korean quality management movement (Lim 1994). The influence of the 

national quality society has as a result decreased significantly, and interviewees held 
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that the quality management movement is much more driven by private companies 

nowadays. 

United States 

The American Society for Quality Control (ASQC) was founded in 1946, and has later 

been a strong institution in the country's quality management movement, offering 

literature, courses, seminars and conferences (ASQ 1996). After years with promotion 

of Quality Control (Juran 1988d), ASQC participated in 1987 in the introduction of the 

Malcolm Baldrige National Quality Award, which provided the country's industries 

with a self-assessment tool that could guide them in their work with Total Quality 

Management or Business Excellence (ASQ 1997). The Award lies within the National 

Institute of Standardisation and Technology organisational framework and is managed 

by ASQC. The Malcolm Baldrige National Quality Award has also served as a role 

model for similar national quality management awards elsewhere, such as in Brazil, 

Germany, Norway, South Korea, Sweden. According to one of the organisation's 

managers, the American Society for Quality Control changed its name to the American 

Society for Quality (ASQ) in 1997, with an intent on removing some of the constraints 

of a control banner. Of other recent activities, a manager of the American Society for 

Quality explained that his organisation as a whole is the world's largest professional 

quality society, with over 140,000 members world-wide, and that it is a volunteer 

organisation. 

Other Countries 

Italy and Great Britain are linked to the European Foundation for Quality Management 

(EFQM) and applies the European Model for Business Excellence. Whereas Great 

Britain has many members and a range of companies winning the European Quality 

Award (EFQM 1997b), Italy is, according to a representative from the European 

Foundation for Quality Management, not very visible in the organisation. Finally, 

Saudi Arabia has reportedly not got a national quality society, and in the interviews no 

local associations for Quality Management were mentioned either. 
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Conclusion 

The above assessment has shown that the national quality societies factor has basically 

taken over the role of the government as the core promoter of Quality Management in 

industry and society at large. However, their influence is at present merely limited to 

the total quality management stand of the countries' quality management movements, 

and in most cases they organise the national quality award. It seems that a country 

cannot take significant steps towards Total Quality Management without a strong 

national quality societies factor. Typically, the countries have only one peak national 

quality society together with a couple of smaller associations with a narrower scope. 

The national quality societies also offer extensive training programmes, conferences 

and seminars. 

Some countries, like Great Britain and Italy, are linked to a regional quality society, 

basically the European Foundation for Quality Management, and have no peak national 

quality society on their own. Assessing this against countries that have a national 

quality society, such as the United States, Japan and Sweden, it seems that it is easier 

for a national quality society to involve the whole of industry in total quality 

management initiatives, and not only the large multinational enterprises. Germany that 

for the last five years has used the European Model for Business Excellence directly as 

its "national" quality award, did in 1997 establish the Ludwig-Erhard National Quality 

A ward, in order to achieve a stronger national drive for Total Quality Management. 

However, Germany has not significantly changed its structures within the national 

quality society factor, and it will be interesting to follow if growth still can be 

achieved. 

Taking the results from the five-country assessment also into account, it seems that the 

national quality society factor has been instrumental in industrialised countries that 

have had a strong push for Quality Control or Total Quality Management, and that the 

latter concept largely determines the factor's current influence. This is the case for 

Australia, Japan, South Korea, Sweden, and the United States. Most of the other 

countries have a less evident quality management movement, but in relation to its size, 

the national quality society factor also plays a role in Brazil, Germany, Norway and 

South Korea. Italy, Great Britain and Saudi Arabia do not have their own national 

quality society, and the factor's absence is assessed by the author to have a hindering 

influence on the total quality management strand of the quality management 
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movements in these countries. The national quality society factor is hence a very good 

indicator for a country's maturity in Quality Management, but is not found to be global 

in its scope. For that to be the case its influence and presence vary too much in the 

countries covered by the Cross-cultural Quality Management Research Project. 

10.3 People 

The countries that will be covered in order to assess the global applicability of the 

people factor are China with its some 1 billion plus population, Italy with its 

conservatisvism, Saudi-Arabia the only Arabic country in the study, and the United 

States, the most individualistic country in the world. 

China 

China, recognised as the oldest culture in the world, is significantly different from 

province to province, and from south to north and west to east, with the family and the 

native birthplace constituting the strongest glue in Chinese society (Seagrave 1996). 

Already here the contrasts to Japan stand out, with the Japanese's loyalty to company 

and country as the most important (Kondo 1988). 

According to Chu (1995), the Chinese believe that things happen as a result of fate, 

and that humankind has limited ability to shape or alter its destiny - the more they fuss 

with it the worse it will get. She adds that there is a belief that one should accept things 

as they are, and that the Chinese culture tends to suppress individual initiative and 

often tames the spirit of the most resourceful and superior individuals rather than 

encouraging their sometimes erratic fire of creativity. 

I have often said, since I have been here [in ChinaJ that initiative is a word 

that does not appear in the Chinese dictionary anymore. I am sure it has been 

cut out. That is where I think they really suffer. They are very good at taking 

orders, and acting on those, but you have to work really hard to get them to 

take the next step, which is to develop something. Once you get them thinking 

along those sort of lines, yes, some of them are quite innovative. 

Expatriate Manager, Asea Brown Boveri. 
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This lack of initiative is, according to most interviewees, a major obstacle for any 

quality management initiative in Chinese industry. Even today, 30 years after the 

cultural revolution, many workers allegedly prefer to have an inspector to look over 

their shoulder, so that they can ease the responsibility of their personal performance. 

The late Deng Xiaoping often addressed the lack of initiative and stated: "If one does 

not dare to take risks and do unconventional things and has no drive, one cannot blaze 

a new trail and can accomplish nothing" (Deng (1990)). Another very evident feature 

in the Chinese culture is a phenomenon that can be termed the concept of dualism or 

double-edged sword. A manager at Det Norske Veritas explained how: "It is not so 

good if your performance is too good. Of course you should not under-perform, but if 

you over-perform you may face problems. This kind of idea still exists in the people's 

mind." 

It is often said in China, "human is the base". It means that the employee is the 

real capital of an enterprise. Admittedly so, then it must be utilized well to 

become more abundant and more fertile. TQM, particularly its Quality Circle, 

is exactly for handling this matter, to organize our mass workers in learning 

scientific QC methods, creating their own know-how, improving their workers 

and raising the efficiency and benefits of their enterprises. 

(Yuanzhang 1997a, p. 7) 

By and large it is difficult to identify the exact influence of the people factor so far in 

the Chinese quality management movement, due to its low degree of development. 

Other than the people's lack of initiative, which is hindering the deployment of Quality 

Management in general, the author would judge the different aspects of the people 

factor to be neutral. 

Italy 

The people factor in relation to change is complex in Italy. On one hand an Asea 

Brown Boveri blue-collar worker stated that: "As an Italian I am a good worker, but 

easy-going. I also try to adapt myself to every situation. We enjoy good food and 

football." This sense of flexibility to changing situation is also something that Lewis 

(1996) draws on. On the other hand the quality manager in the same company held that 

the Italian workers are better at solving problems than making small proactive 

improvements. In Richards (1997, p. 12), a leading Italian industrialist has on this 
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matter stated that: "We Italians have an ugly characteristic, [ ... ] we hate to change. 

Maybe we think we're perfect." 

Italy is one of the most conservative countries in the world. Nothing much 

changes unless there's an emergency to force it onto people. 

(Walker 1996, p. 61) 

On the more positive side, the people factor in Italy, holds vast sources of creativity, 

visibly erupting in Italy's seemingly endless designer skill. With global fashion brands 

like Armani, Giovanni, Gucci and Versace in its portfolio, Italy is regarded as one of 

the powerhouses in today's fashion world (Charles 1996). The design feature is not 

only evident in the fashion industry, but also in the automotive sector and furniture 

industry. 

We usually say that Italians are good at design, because all Italy is a great 

country that is based on individuality. We often face political crises, and 

usually have weak governments, which over the last 50 years have changed 

almost every second year. We are doing fine nevertheless, because everyone is 

taking care of themselves. This means it is difficult to have a big organisation 

working well, but it is very easy to find very big individuals. Designing is 

characteristic for good individuals. It does not need great teamwork or great 

organisations. It needs good ideas, and good technically prepared people. 

Chesarotti, Associate Professor, University of Rome. 

An interesting observation that the author made in Italy was the high maturity in 

systems thinking found amongst blue-collar workers . Trying to explain their strengths 

in this area, one worker maintained that; "I think it is very important to focus on all the 

aspects of the problem, and not only the core. If one succeeds in solving the problem in 

my department, it could also mean an improvement in another department. I try to 

solve the problem by considering the fact that it should also work for other people." A 

manager at Det N orske V eritas added that this feature probably relates to the strong 

Italian tradition in philosophy. The impact of the people factor in Italy is hence 

somewhat mixed, but mainly believed to be a hindering factor, in view of the 

conservative nature of the Italians. 
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Saudi Arabia 

Currently, 9 out of every 10 private sector jobs in Saudi Arabia are filled by foreigners, 

which is to say that although the country's phenomenal development was paid for with 

Saudi money, it occurred largely without Saudi labour (Kronemer 1997). According to 

managers interviewed, the Westerners and some Indians make up the management 

staff, whereas blue-collar workers originate from the surrounding Arab and Asian 

nations. Within this group, the Western mangers are believed to have played by far the 

most significant role in the introduction and deployment of Quality Management in 

Saudi Arabia. Some interviewees categorically stated that the American expatriates try 

to bring with them Total Quality Management, and the Western Europeans Quality 

Management System. A shared perception amongst the interviewed expatriate 

managers, was that their time-limited assignments in Saudi Arabia hindered long-term 

initiatives in the field of Quality Management. 

Kronemer (1997) explains that whereas there was little need for a Saudi working class 

in the 1970s and 1980s, the slump in per capita income and growth in population led to 

a large demand for vacancies for locals in the 1990s. The Kingdom has responded with 

a Royal Decree, that legislates a planned phaseout of some of the foreign work force. 

The buzz word of the process is "Saudiasation", and according to an expatriate, 

companies are required to increase their portion of local workers by five percentage 

annually (Kronemer 1997). 

About one third of Saudis are literate, and an increasing number of Saudis are now 

taking degrees overseas (Arab News 1997). A large task hence lies ahead of the nation, 

in order to make the Saudiasation process viable, namely education (Kronemer 1997). 

Al-Dosary and Garba (1997) write that Saudi Arabia since the first five-year 

development plan has developed and implemented an education and training system, 

which is supposed to structure education and ensure that the output meets the human 

resource needs of the country. However, the lack of effective coordination between the 

manpower planning system and the education and training system has made it obsolete 

(Al-Dosary and Garba 1997). According to expatriates interviewed, some 

multinationals try to fulfil the Saudiasation requirement by employing Saudis in 

managerial or assistant positions. One of the companies visited had for example 

decided that a local would take over the quality assurance department when the 

expatriate's employment contract ran out. In summary, the people factor in terms of 
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local human resources is believed to have a rather restraining factor in Saudi Arabia, 

with shortcomings in level of education and understanding of Quality Management. 

United States 

The US culture is commonly portrayed as the most materialistic and capitalistic in the 

world, with a fair chance for everyone (see e.g., Economist 1994; Ralston, Holt, 

Terpstra and Yu 1997). The Americans are thought to have an achievement fever, not 

be afraid of challenge or competition, and to continue at the headlong pace of their 

nineteenth-century forebears (Lewis 1996). On the other hand, an Asea Brown Boveri 

manager stated that the American blue-collar workers are; "willing to work with you, 

but not for you". 

I think there is a variety or diversity. There is a lot of variety in what people do 

and what they believe. People are just tolerant, in terms of beliefs, attitudes 

and how they dress. One of our competitive advantages are that we do have a 

mixture ofpeople coming together and doing things and solving problems, and 

trying different things. [ ... ] A lot ofpeople are afraid to do it, but if they get the 

question where they really would like to be - everyone would like to set up their 

own business in their own house. It goes back to the old individualism thing. 

Macintosh, Quality Assurance Manager, Asea Brown Boveri 

Hofstede (1980) concluded from his survey that the United States is the most 

individualistic country in the world, and the result is confirmed in the attitude 

questionnaire in the Cross-cultural Quality Management Research Project. The 

American views success as individual triumph, where you start at the very bottom, give 

it all you have got and hopefully get to the very top (Lewis 1996). In terms of GDP the 

United States is number one in the world (Schwab 1997), and Americans have enough 

money both to consume goods and to take advantage of the vast selection of 

entertainment and leisure offers (Juran 1988d). The interviewees felt, in general, 

however, that the links between the people factor and the quality management 

movement were vague, and that the countrywide push for Total Quality Management 

in the late 1980s and early 1990s was by and large a management exercise, and that 

this was one of the root causes for the initiatives' mixed success. 
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Other countries 

In Norway it is believed that the people factor is not so evident, although a survey by 

Aarnas (1997) shows that Norwegians are good at making strong achievements, but 

that their impatience for visible results makes quality management initiatives difficult 

to prolong. South Korea is the country of motivation theory Z, which was explained by 

a deputy director at the Korean National Institute of Technology and Quality who 

stated that: "Korea is not a systematic country, but traditionally we have a new spirit 

movement. In Korean it is termed 'shin-ha-ram'. Some books asked what is most 

important, shin-ha-ram or system, and we agreed that 'shin-ha-ram' is the most 

important for Korea." A manager at Det Norske Veritas added how Koreans need 

encouragement, and if they receive it they then will think that they are very good and 

respond positively, which is important to succeed with any quality management 

initiative in the country. 

Conclusions 

In general, the people factor seems to be of moderate importance in the seven 

countries, and not as evident as in the five-country assessment. Japan has blue-collar 

workers with an incredible discipline and self-inspection, Brazil has the Brazilian Way, 

and Sweden has cooperation. In China, Germany, Great Britain, Italy, Norway, Saudi 

Arabia, and South Korea, and the United States the people factor is mainly assessed to 

be a neutral factor, or slightly hindering. 

Juran was early to state that it was the people of Japan who demonstrated to the world 

that determined people can revolutionise their quality performance, even out of the 

ashes of war (Kondo 1988). Recent management concepts like Human Capital and 

Intellectual Capital also show that an ever-increasing focus is developing around the 

people factor (see e.g., Bukowitz and Petrash 1997; Edvinsson 1997). One significant 

finding in the Cross-cultural Quality Management Research Project is that the blue

collar workers' attitudes to Business Excellence are high in most countries, and that 

other, more operational, sub-elements such as the blue-collar workers' education, skill, 

degree of self-inspection, openness to change, and cooperativeness with management 

vary more significantly around the industrialised world. Take openness to change for 

example, where the author has found significant differences in the degree to which 

people avoid change. Hofstede (1980) uses the term Uncertainty Avoidance to describe 

a similar phenomenon, and the author toys with the idea that "change avoidance" either 
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explains the same phenomenon in culture as Hofstede has identified or is a working

related cultural value of its own. In the findings from the Cross-cultural Quality 

Management Research Project it was found that the Americans, Japanese, Brazilians, 

British, and Swedes had a low change avoidance, whereas the Australians, Chinese, 

Germans, Italians, Norwegians, Saudis, and South Koreans have a high change 

avoidance. 

The author finds it hard to judge whether the people factor is a national or global 

factor, mainly because its influence is so diverse. It seems that the people factor has 

played a very critical role in countries that have reached a high maturity in Quality 

Management, and that this factor needs to be supportive to make successful 

achievements in the area of Total Quality Management. The people factor in the rest of 

the countries has been more neutral, and the requirements for a supportive people 

factor in nation-wide pushes for Quality Control or Quality Management System are 

not critical. Rather than claiming a global nature for the people factor, the author 

would say that it contains a potential for such, but as long as the difference in maturity 

in Quality Management is so wide in the industrialised world, it is currently more 

linked to countries with broad experience in Total Quality Management. 

10.4 Certification bodies 

Statistics for 1995 concerning number of ISO 9000 certificates issued, reveal that the 

certification bodies are most influential in Great Britain with 52,951 issued certificates 

and the United States with 8,762 issued certificates (1SO9000 News 1996). The other 

countries all have a considerable number of issued certificates as well, with 

certification bodies playing an important role, but the two cases have been chosen due 

to the representative nature of the certification bodies factor. 

Great Britain 

British certification bodies, in total around 60, had issued 41.2 percent of the world's 

ISO 9000 certificates by 1995 (!SO9000 News 1996). According to an auditor at Det 

Norske Veritas the country's quality management system certification market is 

flattening out, and has become very mature, competitive and price sensitive. The 
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certification bodies factor has been dominating the British quality management 

movement for the last one decade and a half, and is still a significant force. 

I do not know if it is particular British, but I would certainly say it is a British 

trait, that you can hold up a certificate that says you have got quality and 

everyone believes you. Perhaps the counter to that is the Japanese culture, 

where the quality is proven by what you actually deliver, and therefore the 

methods or standards used to achieve it are secondary.[. .. ] I think this is the 

British culture about if I have a piece ofpaper that says it is true, then it must 

be true. Therefore people saw that it was more important to get a piece of 

paper than actually achieve something. 

Gray, Lead Auditor, Det Norske Veritas 

There has been a debate in Great Britain as to what extent the strong dominance of the 

certification bodies factor with its focus on a quality management system approach has 

contributed positively to the nation's quality management movement. On one side 

there are those, such as Cooper and Fairhurst (1995, p. 303), who have found that: 

"Companies do not willingly commit to the requirements of formalised Quality 

Assurance. The primary force is customer pressure and it is understandable that 

companies initially regard QA as a marketing tool." On the other hand, Murray (1996) 

and West (1997), point out the benefits, and reflect on how it can facilitate Total 

Quality Management. A shared perception amongst the interviewees was that the 

strong push for quality management system certification had to some extent strangled 

the total quality management strand of the quality management movement which came 

about in the late 1980s and early 1990s. 

United States 

By the end of 1997, an estimated 15,000 ISO 9000 certificates had been issued in the 

United States. A manager at Det Norske Veritas explained how this has taken place 

over the last couple of years, in the wake of a decline in Total Quality Management, as 

a minimised and more "practical" approach to Quality Management. Joiner (1996) lists 

the growing implementation of ISO 9000 as one of five root causes of the mixed 

success of Total Quality Management in the country. One interviewee also argued that, 

the US automotive industry chose a model based on the applicable concept of ISO 
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9000, instead of the more philosophical Total Quality Management concept, when in 

the early 1990s they developed the QS-9000 series standard. 

In the United States the influence of certification bodies is typically assessed as a 

Quality Management System versus Total Quality Management question, but 

according to interviewees the certification bodies were not put forward as a strong 

factor in the nation's quality management movement. Industry still views Total Quality 

Management as the better and ultimate approach in Quality Management, and both ISO 

9000 and its certification bodies have a lower status (see e.g., Karon 1996; Struebing 

1996). Another aspect commented upon in one interview was that Total Quality 

Management had rooted itself in the industry some years before Quality Management 

System was introduced in the early 1990s. 

Other countries 

In China, the certification of ISO 9000 is growing rapidly, and according to Det 

Norske Veritas the country had a total of some 2,000 issued certificates by the end of 

1997. Norway and South Korea have roughly the same number of issued certificates as 

China, and the certification bodies are believed to have a moderate impact. In Saudi 

Arabia only some 100 companies had received an ISO 9000 certificate by the end of 

1997, and the role of the certification bodies are not as high, although the number is 

significant enough in relation to the activity level in the Saudi quality management 

movement. In Italy there were almost 6,000 issued certificates by the end of 1997, and 

the influence of the certification bodies is assessed as strong by the interviewees. In 

particular three organisations are mentioned, that is Det Norske Veritas, Gulgano, and 

the Italian Association for Quality. 

Conclusions 

By and large the assessment confirms well to the findings made in the five-country 

assessment in Part II of this thesis. It can overall be concluded that the certification 

bodies factor embraces the many companies that operate in the third-party ISO 9000 

certification business, and together with the national accreditation body it makes up the 

structures around quality management system certification. Just as much as national 

quality societies are recognised as the primary promoter of Total Quality Management, 

the Cross-cultural Quality Management Research Project reveals that the certification 
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bodies should be regarded as the primary promoter of Quality Management System. In 

all the twelve countries surveyed there is a mix of local certification bodies and 

branches of international certification bodies. It was found that the number of 

certification bodies in a country reflects maturity in both quality management system 

approach and market conditions, since a high degree of development often leads to 

more niche oriented certification bodies, tougher competition and lower prices. 

In those countries that have reached a high maturity in Quality Management, there is 

characteristically an seemingly ever-ongoing discussion about the influence of the 

certification bodies on the national quality management movement, and during the last 

decade in which they have become established, both positive and negative effects have 

been highlighted. The discussion is merely about the certification bodies' impact on the 

total quality management strand of a nation's quality management movement. In the 

Cross-cultural Quality Management Research Project it was found that the certification 

bodies factor very rarely claims that it promotes Total Quality Management, and in 

terms of Quality Management System its influence was found to be evident in all 

countries. The applicability of the factor itself is therefore assessed not to be of a 

genuinely global nature, but rather more linked to countries' maturity in Quality 

Management. If Quality Management System is strong, the influence of the 

certification bodies factor will be correspondingly strong. 

10.5 Industrial Structures 

Italy will in the following assessment be used to show how size of company influences 

the national quality management movement, Norway, how one single industry can 

have an impact, China, how the influence of state owned companies is, and finally the 

United States, how a large service industry can have an impact. 

China 

The difference in Quality Management between industries in China is only secondary 

in importance to that of differences between the raft of state-owned enterprises carried 

over from the pre-1978 era and the new private companies (Dahlgaard, et al. 1997). An 

Asea Brown Boveri manager explained how the latter group is often divided into 
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green-back joint ventures, where the foreign partner holds a majority stockholding, and 

the brown-back enterprises that are 100 percent foreign owned, see also Barth (1997). 

My personal opinion is that the state-owned enterprises always come in with a 

very heavy kind of paper-work, partly because of the Company Wide Quality 

Control system that they had before. They try to use the same system, but by 

putting the ISO framework over it. So by looking at the paperwork, they are 

very comprehensive, but their implementation can sometimes be very difficult. 

The foreign companies start from scratch, and make it simple. 

Manager, Det Norske Veritas 

The new non-state companies, be it green or brown back, have received a lot of input 

from their foreign partner (Lucas 1998), and an interviewee held that the joint-venture 

companies would in the quality management area tend to have a certified management 

system according to ISO 9000 in place. A representative for the Chinese Quality 

Control Association added to this that their primary customer these days was private 

industry, and that the state-owned companies do not have resources to pursue for 

example a certification of a quality management system. The difference is also 

applicable in Total Quality Management, where the few existing initiatives are by and 

large found in the joint-venture enterprises. 

Italy 

The locomotive of the Italian economy is the small and medium enterprises, which 

Kim (1997b) portrays as an army of ants. He adds that more than 60 percent of exports 

comes from small companies, with less than 100 employees, and they employ more 

than one-third of all workers in the private sector. Hockstader (1997) states that these 

morn-and-pop manufacturing businesses have transformed North Italy into one of 

Europe's richest regions. At the other extreme there is FIAT, the country's largest and 

also most influential Italian company, with more than 200,000 employees in Italy 

(Auteri 1994). According to an associate professor at the University of Rome, Italy has 

one big company in each main sector, a structure that has been in place for years, and 

which does not promote competitiveness and is negatively influencing the drive for 

Quality Management. 
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Although the Italian industrial environment is dominated by big companies 

such as FIAT, the best example of the Italian approach to quality management 

comes from the small and medium sized enterprises. Italian SMEs, I believe, 

have a very good quality approach, but very empirical or self made, because 

they know that they have to make a good product, sell well, and do what the 

customers want. This is the culture found in a lot of Italian SMEs, and I think 

this is the only place where you can find real quality management. However, 

they do not know that they are doing quality management. They only are good 

managers, and are doing good business. 

Chesarotti, Associate Professor, University of Rome. 

Norway 

According to many of the interviewees, it was the petrochemical industry that 

introduced the country to Quality Assurance, and put focus on health, environment and 

safety systems. The same industry was also in the forefront of implementing quality 

management systems according to ISO 9000 and to require it from their many 

suppliers, including domestic ones. A representative of the European Foundation for 

Quality Management added that the large Norwegian oil companies are the only know 

companies from the country that apply the European Model for Business Excellence in 

their operations, and they are also the most visible in European quality management 

settings. Finally, the Norwegian petrochemical industry is internationally recognised 

for its developments within the areas of reliability, robustness and life cycle cost 

analysis, according to an associate professor within that area at Linkoping University 

in Sweden. In general therefore, the petrochemical industry is held to be the first 

Norwegian industry to adapt new quality management concepts and apply them in its 

operations. This is confirmed in the status questionnaire of the Cross-cultural Quality 

Management Research Project where the Mining & Chemical industry comes out on 

top in terms of maturity in Quality Management. In some respect the interviewees held 

that it was positive to have an industry that shows the way, but that it might have 

influenced the country's overall approach to Quality Management in a negative way, 

since the industry in question is bound to focus more on Quality Assurance and Quality 

Management System. 
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United States 

An extremely strong service industry is one of the most outstanding features of the 

industrial structure factor in the United States (see e.g., Jasinowski 1995; Morrall 

1995). An interviewee stated that it cannot be a coincidence that Disney World is 

American, that UPS is American, that AT&T, McDonald's, Burger King, MGM 

Studios, TriStar, CNN, IBM, UPS, FedEx, American Express, City Banlc, Hilton, Hyatt 

and so many other major global service enterprises are American. Elaborating on this, 

Tagliabue (1997) reports that European hotels now adapt the American style, and that 

the European hotels, have "American chains breathing down their necks". In short, the 

US service industry is absolute world class, and its achievements are not limited to 

business results, but accounts just as much for Quality Management. That the service 

industry is starting to take over the driver's seat in the nation's quality management 

movement was confirmed in interviews and is also highly visible in the list of the last 

years' Malcolm Baldrige Winners, featuring amongst others AT&T, Ritz-Charlton, 

Meril Lynch, and Xerox Business Service (ASQ 1997). 

Other countries 

Al-Sulimani and Sharad (1994) state categorically that the Saudi oil industry has 

recorded striking successes and played a key role in its rapid all encompassing growth 

and modernisation. Auditors at Det Norske Veritas explained how almost all their 

certification business was related to the Saudi petrochemical industry, and that this 

industry, just like in Norway, is most developed in terms of Total Quality 

Management. The country is also believed to have two leading domestic companies as 

role models in Quality Management together with some multinational enterprises, 

namely SABIC, a large public manufacturing concern, and ARAMCO, one of the 

world's largest oil suppliers. In South Korea, a couple of domestic conglomerates 

dominates most industries, and these companies, or chaebols, have been at the 

forefront of the quality management movement for decades (Johansson and Kroslid 

1996; Lim 1994). In essence, the chaebols have loyally and in cohesion adopted the 

quality management initiatives launched by the government up to the early 1990s, 

including such concepts as Quality Control, Quality Control Circles, Company Wide 

Quality Control and more recently Quality Management System, Total Quality 

Management and Total Productivity Maintenance (Johansson and Kroslid 1996). 

According to a professor in Quality Management at Seoul National University, it was 
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also the chaebols who took the lead in the quality management movement when it was 

privatised two years ago. 

Conclusions 

In this assessment of the industrial structure factor in seven countries, it is exemplified 

how size of company, strongholds in certain industries, and ownership, influence the 

quality management movement. Much the same findings were made in the previous 

five-country assessment, and it seems as if large companies more frequently act as role 

models in the quality management movements than do small and medium sized 

enterprises, and that private firms are more likely than public firms and organisations 

to take on advanced quality management initiatives, such as Total Quality 

Management. One significant finding in the Cross-cultural Quality Management 

Research Project is that a country's largest export industry is as a rule the industry that 

has developed furthest in Quality Management in the country, and that the type of this 

largest export industry to some extent indicates how far the country has developed. In 

countries with a strong consumer-manufacturing or high-technology industry, like in 

Japan, Sweden, South Korea, the United States, the quality management movements 

are mature. The exceptions here are Germany and Italy, who both have made small 

achievements in Quality Management, despite a strong dependence on export from the 

two industries. Countries where heavy industry, petrochemical, mining, and pulp 

dominate, are more likely to take a more traditional approach to Quality Management 

with a focus on safety, Quality Control and Quality Management System. Examples of 

such are: Australia, Brazil, Norway, and Saudi Arabia. All this can very well be related 

to theory of comparable competitiveness amongst nations, and that countries in 

international trade do what they are best at (Porter 1990). 

There is evidence that the industrial structure factor is global in scope, in so much as 

some aspects of the factor seems to be influential in all countries. On the other side the 

industrial structure factor is also to some degree dependent on the country's level of 

maturity in Quality Management, but this applies more to underlying sub-factors. For 

example in the case of Australia, the large mining and metal industry has led to a 

country-wide stronghold in Quality Assurance and Quality Management System, 

whereas the ever-expanding service industry has resulted in a push for Total Quality 

Management. 
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10.6 function 

As examples of the scope of the organisation and its quality function factor, the Cross

cultural Quality Management Research Project has found China to have overstaffed 

organisations and inspection-oriented quality functions, Great Britain to have a 

predominantly hierarchical organisational structure, Norway to stand out with its flat 

organisations and integrated quality function, and South Korea to have large 

organisations with a strong quality control department. 

China 

The vast majority of enterprises in China have a strict hierarchical structure, which 

often hampers cross-functional or process thinking and flow (Barth 1997; Yuanzhang 

1997b). Many interviewees held this as a major obstacle for quality management 

initiatives, and also a prolonging of the former political system's focus on control. This 

applies to both state-owned and joint-venture firms, although the latter type are trying 

to undertake significant restructuring efforts. However, according to expatriate 

managers, restructuring is extremely difficult due to laws and agreements protecting 

employment. Another characteristics of the Chines organisations is the so-called 

Chinese family business, with large contingencies of Chinese investors living abroad 

(see e.g., Chen 1995; Whitley 1992), but this was not commented upon as an 

influential aspect in the interviews. 

In terms of the quality function, it is again necessary to distinguish between state

owned and private enterprises. In joint-venture companies it was explained by an 

interviewee the quality function's core assignments are to establish and maintain a 

quality management system according to ISO 9000 and to organise inspection 

activities. In the state-owned companies the many decades of inspection-based quality 

control activities still have a strong hold, and the quality function commonly carry out 

many inspection-related assignments (Yuanzhang 1997b). In both cases the quality 

function takes few initiatives towards more advanced quality management concepts 

such as Total Quality Management (Dahlgaard, et al. 1997). 

Great Britain 

The British organisation is in organisational literature portrayed as rather hierarchical 

(Torrington and Hall 1991). The resulting we-and-them relationship between blue-
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collar workers and management that was commonly referred to in interviews with both 

camps, along with an alleged strong functional orientation within the hierarchy, is 

hence understandable. In terms of Quality Management, a hierarchical culture is 

difficult to align to an organisational culture based on Total Quality Management 

(Chang and Wiebe 1996), and this could be one of the root causes of the mixed success 

of Total Quality Management in the country. At the top of the British organisations one 

finds a very strong board of directors, which together with the CEO makes strategic 

decisions. According to a manager at Asea Brown Boveri the employees are excluded 

from strategic decision making, and have no law granting them a say in such settings. 

In order to compensate for structural shortcomings in the organisations, Investor's in 

People is a nation-wide certification scheme, with the objective of increasing employee 

involvement and investing resources in the development of the organisations' human 

resources. 

Norway 

Just like its geographical location, Norway can only be assessed to position itself closer 

to Sweden than to Great Britain in terms of organisational structure, and has 

organisations with a relatively flat structure. By some interviewees this was addressed 

as very positive for any quality management initiative, and they commonly added open 

communication and the law of participation to be closely related to the organisational 

structure factor. 

The picture is rather blurred in terms of the quality function. One dominating 

streamlines is to have a rather small Quality Management department with main 

responsibility for the quality management system and the quality management 

initiatives deployed throughout the organisation. A more traditional approach, often 

found in the mining and metal industry, is to have a substantial quality management 

department, with inspectors and quality assurance people. Finally, the introduction of 

the so-called HMS Requirement (Health Milieu and Safety), has made some companies 

establish a health milieu and safety department, that either lives alongside the already 

existing quality management department or merges with it. A quality manager at 

Statoil, the leading Norwegian oil company, explained how they had gone from an 

integrated health, milieu, safety and quality department to a sole health, milieu and 

safety department. He added though, that he knew of some shipping companies which 

had established a health, milieu and safety department alongside the quality 
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management department, merely because they had to respond quickly to the HMS 

Requirement. In terms of the head of the quality function, the following statement was 

made by a manager at Asea Brown Boveri. 

Often it is older people who take on the position as quality manager. I can add 

that the Norwegian Foundation for Quality and Leadership in their letter of 

invitation to examiners states that they doubt people under 35 years have the 

required experience. At the same time we observe that young people, especially 

women, are recruited as the head of the Quality Management position and this 

is interesting. 

Wilhelmsen, Manager, Asea Brown Boveri 

South Korea 
Imagine quite a large traffic cone, with a tyre hanging firmly around the middle, and 

you will have the image of the main stream South Korean chaebol (Johansson and 

Kroslid 1996). There is for example a high degree of centralisation and formalisation, 

with a concentration of authority in the senior levels of managerial hierarchies (Kirk 

1994). Most chaebol groups resemble organisations similar to that in the military, in 

their rigid hierarchical structure and management, with a clear "top-down" philosophy. 

Another salient organisational feature is that vertical and hierarchical control is 

supported by strong functional control departments. The tyre around the cone 

represents all the middle managers who are still climbing the corporate ladder and 

those who have reached the peak of their career and are moved out of the operation's 

core (Johansson and Kroslid 1996). 

Looking at the quality function itself, interviewees explained how it typically is 

divided into a quality control division and a quality management system division. 

Reportedly, the quality control departments and activities in South Korea are somewhat 

over-proportioned, and the concept of operator's self-inspection has not really been 

implemented in most companies. Still quality is merely inspected into products, and in 

front of a highly qualified academic audience from all over the world, the quality 

manager of a Daewoo Motors plant was proud to inform his distinguished audience of 

quality management professors that his company repeated the same inspection routines 

three or four times in order to assure high product quality on all cars for export. 
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Other countries 

It is difficult to assess the role of the organisation and its quality function in Italy, 

Saudi Arabia and the United States. Within each country there is a wide spread, and no 

real characteristic that the author could identify. In the United States one has in the 

1990s seen a flattening of the organisational structures, together with a shift towards a 

facilitating quality function, but with the set-back to the total quality management 

strand of the quality management movement it is difficult to assess its real impact. In 

Saudi Arabia, there is a great deal of control and steering throughout the organisation, 

also in the quality management department. Finally, in Italy, the only significant 

finding about the organisation and its quality function factor was that the head of the 

quality function would typically have a lower status than that of senior managers, and 

only rise to such status during the quality management system certification process. 

Conclusions 

In terms of organisation and its quality function factor, the cases of China, Great 

Britain, Italy, Norway, Saudi Arabia, South Korean and the United States have shown 

that the degree of hierarchy, functionality and centralisation in organisations has an 

influence on the success of total quality management initiatives. Quality Control and 

Quality Management System seem to be less connected to the factor. By and large the 

same applies to the quality function, where size, orientation and head of function play a 

role. The range is wide amongst the countries in, from a small unit that facilitates in its 

organisation's total quality management initiatives, to a large, quality control or quality 

management system unit which controls and steers. The same is found to apply to the 

five countries examined in Part II of this thesis, and it can generally be concluded that 

the scope in applicability of the organisation and its quality function factor is related to 

the countries' maturity in Quality Management, and that the factor varies considerably 

both within and between countries. 

10.7 Additional factors 

Very recent research indicates that on an international level any type of turbulence in a 

nation's environment, has a hindering impact on the organisation's push for Quality 

Management (Sastry 1997). This is interesting in itself, but the author would like to 
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add, that there are examples of countries where for example economical crises indeed 

have lead to growth in their quality management movements. Instead, it indicates that a 

whole range of national factors might influence a country's quality management 

movement, and not only the six identified in the previous assessment. The seven 

countries should therefore be examined as to what other national driving factors that 

have an influence in these countries. 

Based on an assessment of the rest of the factors that did not make the cut in chapter 9, 

namely labour relations, national training and awareness programmes, individuals, 

companies, geographical location, and national vision, the author has found for China, 

Great Britain, Italy, Norway, Saudi Arabia, South Korea and the United States in the 

Cross-cultural Quality Management Research Project, that non of them had patterns 

that indicated a significant influence in two or more countries. This leaves only the 

government factor, for which the assessment of the seven countries clearly reveals 

patterns that indicate its influence across the sample of countries. In China the old 

political system is influential, as is the aftermath of the Thatcher government in Great 

Britain, the never-ending political unrest in Italy, and the driving role of the 

government in South Korea. 

In China the government has through its socialist political system had a strong 

influence in the quality management movement. The "old system", as most of the 

Chinese interviewees preferred to term the socialist state that Chairman Mao 

established, is believed to have hampered management skill in general, since the 

system ranked employment over productivity (Dahlgaard, et al. 1997). The "old 

system" also enforced strict control on the people, and left no room for deviation, be it 

positive or negative (Quan 1992). The "new system", established by Chairman Deng, 

and developed by President Jiang, has opened up the possibilities at large in China, 

including the quality management area (Wu 1996; Yuanzhang 1997a). Although the 

old system still colours the behaviour of most people, some interviewees stated that it 

is currently much easier for companies to get acceptance for quality management 

initiatives, and it makes sense to speak about customers, productivity and competition. 

In Great Britain in 1984 the Thatcher Government launched its renowned quality 

campaign, which basically told businesses to get their quality management system 

certified, or face an uncertain future in the global market that was forming. According 

to a manager at Det Norske Veritas, the government at that time helped prepare the 
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companies for the years ahead by subsidising this large-scale quality management 

system wave, which meant a development from the previously so traditional 

engineering focus in the quality management movement, with a lot of inspection and 

Quality Control. 

Quality management had its roots in military and nuclear standards basically. 

There was a quality initiative developed in this country in the early 1980s and 

that was really a sort ofdo-not-shout-go-out-and-multiply-it ifyou like in tenns 

of getting ISO certificates. A lot of government money was pumped into it, and 

there was a government sponsored cons_ultant programme where the 

government was paying half of the consulting fees to implement ISO 9000, and 

that ran for nearly 10 years. It started in 1984, during the Thatcher regime, 

and it was the Department of Trade and Industry who sponsored it. It was part 

of, you know: "If you go out and certify the Quality System of British 

companies then they have got quality. " 

Gray, Manager, Det Norske Veritas 

The numbers of quality management system certificates issued soared well into 1993, 

when it lay at around 35,000 and the government pulled the plug on its financial 

support to certification (ISO9000 News 1996), with the result that the push for Quality 

Management System levelled out. Although the government support is not as direct 

nowadays, there still exists state-supported funding schemes for small business, and the 

effect of Thatcher's quality campaign is still very much evident. 

In Italy, government instability has influenced the country's quality management 

movement. Government is in fact a term that Pitcher (1996) is hesitant to use in the 

case of Italy because it changes so often. According to Hockstader (1997) there have 

been 55 post war governments. Pitcher (1996) categorically states that the crisis 

Olivetti has faced in the last couple of years could largely have been avoided with 

some support from the home country. He sums up that the truth is that there is nothing 

to provide Italian industry with support. This support is also totally lacking in Quality 

Management, according to an auditor at Det Norske Veritas, and has enforced a 

situation where individual companies take individual initiatives, and there are no 

governmental- or privately-supported national quality society to create a unified quality 

management movement. 
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Notably, it is the government of South Korea, that by many interviewees is held to 

have been the main driving force from the early days of the quality management 

movement and up to the mid 1990s. It was the government who set up the KS-mark in 

the early 1960s, established the Korean Standards Association and the Industrial 

Advancement Administration, and organised Quality Control competitions both 

regionally and nationally (Lim 1994; Park 1992). Historically, the government has also 

given tax allowances and other benefits to companies that were willing to follow their 

initiatives in the Quality Management area and met specific requirements. A key 

representative from the government affiliate, the Industrial Advancement 

Administration, has stated that while governmental initiatives, responsibilities and 

supports ensured a steady development of Quality Management in an 'exploding' 

industrial environment where mass production and schedules were always top priority, 

top chaebols must now be allowed to proceed alone (Johansson and Kroslid 1996). The 

"privatisation" of the quality management movement took place in the mid 1990s, and 

is regarded as an important milestone in the country's industrialisation process (Lim 

1994). 

In Norway, Saudi Arabia and the United States the impact of the government factor has 

been less evident. In Norway, the government has given the quality management 

movement a stronger quality management system approach via its enforcement of the 

HMS Requirement (Health, Milieu and Safety) across industries, and by such means 

ensured a minimum level of quality. The Saudi-Arabian government has mainly had an 

influence through the two large state-owned companies, SABIC and ARAMCO, which 

both serve as role models in terms of orientation towards Total Quality Management. 

In the United States the quality management movement has received verbal support 

from President Reagan, President Bush, and President Clinton. More direct 

governmental support is given through the Secretary of Commerce, whose affiliate, the 

National Institute of Standards and Technology, provides the leadership and 

management of the Malcolm Baldrige National Quality Award. 

Conclusion 

In general terms, it looks as if the government factor is stronger in countries that have 

not yet reached a high maturity in Quality Management. With this as a basis, it can be 

explained why government was not found to be amongst the most important factors in 

the first five countries, namely Australia, Brazil, Germany, Japan, and Sweden, but 

more influential in the second group of countries, embracing China, Great Britain, 
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Italy, Norway, Saudi Arabia, South Korea and the United States. Aspects that have an 

influence are degree of support, legislation, regulations and direct quality management 

related initiatives. The author would hence argue that government is added to the 

proposed set of currently applicable national driving factors. As a factor, government is 

found to be related to the nations' maturity in Quality Management, with an influence 

in countries that have a stronghold in Quality Control or Quality Management System. 

In countries that have reached a high maturity in Quality Management, focusing on 

Total Quality Management, the government factor is much more neutral. 

10.8 adjusted set of national driving factors 

In Chapter 9 it was stated that the author would like to return to the question about 

whether additional factors should be included in the list of the proposed set of currently 

applicable national driving factors. This has now been done with the identification of 

government as an additional factor, meaning that on the same basis as the other 

national driving factors, it has an influence on national quality management 

movements. The author has decided to add the government factor to the bottom of the 

list of currently applicable national driving factors, due to the overall impact of its 

influence in all the twelve examined countries (Table 29). 

Ranking l National Driving Factors 

1 ! Economy 

2 National quality societies 

2 People 

4 Certification bodies 

5 Industrial structures 

6 Organisation and its quality function 

7 Government 

Table 29. The adjusted set of currently applicable national driving factors. 

The foremost finding is this chapter, however, is that the proposed set of currently 

applicable national driving factors, which was derived from the five-country 

assessment in Part II of this thesis, shows broader scope of applicability within the 

industrialised world. In other words, the national quality management movements 

throughout the industrialised world can be explained and understood by applying the 
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so-called adjusted set of currently applicable national driving factors, containing the 

seven following factors; (1) economy, (2) national quality society, (3) people, (4) 

certification bodies, (5) industrial structure, (6) organisation and its quality function, 

and (7) government. However, empirical data from the Cross-cultural Quality 

Management Research Project, shows that the factors vary tremendously in character 

and influence amongst the surveyed countries, and that the combination of the seven 

factors needed in each country to gain a satisfactory understanding for a nation's 

quality management movement varies significantly as well. 

The adjusted set of currently applicable national driving factors, constitutes this thesis' 

suggestion for a comprehensive and empirically derived set of factors. It is these seven 

factors that the author would recommend industrialists and researchers to focus on in 

their endeavour to gain knowledge about a particular country's quality management 

movement. The author does not claim that the seven factors in the proposed adjusted 

set are exhaustive, but rather that the they constitute a sound starting point for analysis 

and understanding. Residual factors can only play a minor role as far as the findings of 

the Cross-cultural Quality Management Research Project are concerned. 
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11. Conclusions 

In this chapter the main findings presented throughout the thesis are summed up and 

further discussed. In particular, conclusions are drawn about the thesis' objective, 

namely to propose a set of currently applicable national driving factors, and to 

determine these driving factors' scope and characteristics. 

1 1 Currently applicable national driving factors 

By mapping and assessing the influence of the national driving factors proposed in 

Juran and Gryna (1988) on the quality management movements in Australia, Brazil, 

Germany, Japan, and Sweden, it was possible to derive a set of six currently applicable 

national driving factors. When the set was assessed for applicability in seven further 

countries, including China, Great Britain, Italy, Norway, Saudi Arabia, South Korea 

and the United States, one additional factor was found to be significantly strong across 

all the surveyed countries. An adjusted set of seven currently applicable national 

driving factors were then proposed, embracing economy, national quality societies, 

people, certification bodies, industrial structure, organisation and its quality function, 

and government. Both assessments were based on empirical data from the Cross

cultural Quality Management Research Project, which showed that other national 

driving factors existed but were of minor importance in terms of influence on the 

national quality management movement of the industrialised world. 

A comparison of the proposed adjusted set of currently applicable national driving 

factors and the national driving factors identified in Juran and Gryna (1988) reveals 

that over the last decade significant changes have taken place. Findings strongly 

indicate that Quality Management, as a concept, has enjoyed significant development 

throughout the industrialised world and that the countries' individual quality 

management movement typically has developed from Quality Control, to Quality 

Management System, with the most developed even having reached for Total Quality 

Management. The assessments in Juran and Gryna (1988) were carried out in the mid 

1980s, and hence pictures the industrialised nations' focus on Quality Control as the 
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main quality management concept at that time. This thesis has assessed the leading 

quality management concepts in today's quality management movements, commonly 

Quality Management System and Total Quality Management, and found that a whole 

new set of national driving factors has become activated (Table 30). As an example, 

most of the countries have since the mid 1980s seen the establishment of certification 

bodies and national quality societies, which today constitute strong national driving 

factors, or proximal social institutions, enhancing pushes in the national quality 

management movements in the countries surveyed towards Quality Management 

System and Total Quality Management respectively. 

Ranking Adjusted set of national National driving factors proposed 

driving factors in Juran and Gryna (1988) 

1 Economy National training and awareness 
programmes 

2 National quality societies Government 

I 3 People Economy 

4 Certification bodies Labour relations 

5 Industrial structures People 

6 Organisation and its quality Industrial structures 

function 

7 Government Organisation and its quality function 

Table 30. Comparison of the proposed set of global driving factors and national 
driving factors proposed in Juran and Gryna ( 1988 ). 

From the comparison it can be concluded that the industrialised nations' quality 

management movements nowadays seem to be more influenced by national driving 

factors of primarily a private nature and not so much by public factors like national 

training and awareness programmes, government, and labour relations. Applying this 

finding to the current status of the twelve quality management movements surveyed, 

one would assume that new initiatives and pushes primarily stem from the private 

sector and no so much from the public sector. The status questionnaire and the 

qualitative interviews of the Cross-cultural Quality Management Research Project 

clearly point in this direction, and in this respect it can be referred to one of the 

surveyed countries where this shift was particularly strong and visible, namely South 

Korea in the mid 1990s. Here the "privatisation" of the quality management movement 

was a big issue and linked to the overall economfoal status of the country. 
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By 1997, when the Five-Year New Economy Plan is completed, the QM 

[Quality Management] movement will be fostered as a civilian-initiated 

voluntary activity so that Korea can become one ofthe industrialized countries. 

(Lim 1994, p. 9) 

Despite the stated changes in currently influential national driving factors, the 

comparison also points out that the contribution made by Juran and his co-authors in 

Juran and Gryna (1988) was invaluable, and led the way for cross-national studies in 

the area of Quality Management. It also very well reflects the era in which the 

examination was carried out, namely the mid to late 1980s - generally perceived in 

quality management literature as the peak of the Quality Control strand within the 

industrialised countries' quality management movements. On the other hand, however, 

this thesis goes beyond the work presented in Juran and Gryna (1988), in so much as it 

suggests a cohesion of the terms used for each factor, compares the national driving 

factors on an international level, and emphasises that the set of national driving factors 

needs to be updated regularly. The contribution made in Juran and Gryna (1988) 

contains individual chapters on each country, where seemingly no effort at all has been 

made by the co-authors and editors to standardise the approach of the examination in 

every country, cohere the terms used to describe the different influential national 

driving factors, give guidance about practical applicability of the results and compare 

the countries on a cross-national level. This does not mean that the set of national 

driving factors proposed in Juran and Gryna (1988) is rejected, but rather that that it is 

complimented and updated. 

The development and success of different kinds of managerial structures and 

practices in different contexts require explanation in terms of those contexts 

[business systems] rather than being reduced to a single economic logic. 

(Whitley 1992, p. 5) 

In practical terms the adjusted set of national driving factors suggests what parts of the 

business system, or national context, that needs to be considered in an analysis of 

national quality management movements in the industrialised world in order to gain 

insight into how it develop and prosper. When Juran (1988c, p. 35A.2) states that 

Quality Management on an international level will "remain as a continuing problem 

until the cultural patterns ( and the reasons behind them) are understood, appreciated, 
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and taken into account", he indirectly encourages industrialists and academics to 

increase their understanding for national patterns or national driving factors such as 

economy, national quality societies, people, certification bodies, industrial structure, 

organisation and its quality function, and government in their endeavours to gain 

knowledge about a nation's quality management movement. 

Scope and characteristics of driving factors 

Having dealt with the what aspect of the national context which influences national 

quality management movements around the industrialised world, it is now time to 

consider the how element. In other words, knowing that for example economy is a 

national driving factor, just how broad is the scope of its application and how does it 

characteristics unfold. To answer this, consideration will first be given to the scope and 

secondly to the characteristics of the national driving factors 

Returning to the seven-country assessment in the previous chapter, it was concluded 

that each of the national driving factors in the proposed adjusted have a scope that 

reaches beyond country borders and is applicable in several industrialised countries at 

the same time. The seven factors was identified in all countries, and it was assumed 

that they existed throughout the industrialised world. It was also found that national 

quality management movements throughout the industrialised world can be explained 

and understood by applying only the adjusted set of currently applicable national 

driving factors. However, the factors vary tremendously in terms of character and 

influence amongst the surveyed countries, and every country's quality management 

movement seems to be influenced by a unique combination of the seven factors. 

In more detail, the assessment of the seven factors' applicability in all twelve countries 

revealed that some of the national driving factors are strongly influential in all 

countries, whereas the scope of the rest are maturity-dependent. By "maturity

dependent" is meant that the factor is active in more than one country at the same time, 

depending on the countries' current level of maturity in Quality Management. As the 

individual countries' quality management movements develop from Quality Control, 

via Quality Management System, to Total Quality Management there is a change in the 

combination of factors within the proposed adjusted set of national driving factors. The 

significance of this conclusion is that the findings strongly indicate that the more 
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mature the quality management movement of a country gets, the more its success 

depends on the national environment, and the more important the understanding of the 

national context with its influential national driving factors becomes. 

Only two factors were found to be influential in all countries, and thus to have so

called "global" scope, namely economy and industrial structure. The national driving 

factors that were found to be of a maturity-dependent scope were national quality 

societies, people, certification bodies, and organisation and its quality function, and 

government. Amongst these, the national quality societies factor is the only national 

driving factor that is active for two of the quality management concepts, that is for 

Quality Control and Total Quality Management. This can be explained by the 

transformation in the late 1980s from national quality control societies into national 

quality societies in many of the surveyed countries, amongst which the associations in 

Brazil, Norway and the United States even have changed their names to better reflect 

their core business. The author finds that it makes sense to group the national driving 

factors according to global or maturity-dependent scope, but that an additional ranking 

within these two groups would be too detailed and speculative (Table 31). 

Global scope Maturity-dependent scope 
.. 
Quality Quality Management j Total Quality 

Control System Management 

• economy • national • certification bodies • national quality 

• industrial quality • government societies 

structure societies • people 

• government • organisation and its 

quality function 

Table 31. Scope ofnational driving factors. 

As far as the question about national or global driving factors are concerned, it has 

been shown that the same set of national driving factors is found throughout the 

industrialised world. However, in terms of influence, the findings reveal that only two 

out of seven factors are active or significant in all the twelve surveyed countries, and 

assumingly throughout the industrialised world. The rest of the factors in the proposed 

adjusted set of national driving factors were found to relate to each individual county's 

maturity in Quality Management, and hence to be more of a national applicability. One 

reason for the predominant national scope of the driving factors in terms of influence, 
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could be the fact that nation state has been the unit of analysis in this thesis. There 

exists a possibility that a focus on the industrialised world's quality management 

movement at large would have identified additional global driving factors. When 

considering the industrialised world as a possible unit of analysis, factors such as trade 

agreements, international exchange rate mechanisms and globalisation might have 

proven to have enhanced the development and success of Quality Management in the 

whole industrialised world. However, with nation as the core unit of analysis in the 

Cross-cultural Quality Management Research Project, it is difficult to speculate 

further, and it can rather be concluded that for the national quality management 

movements in the industrialised world, the national context is very strong. The same 

set of national driving factors are by and large found in all countries, but in terms of 

influence the seven factors combine differently from country to country, no matter if 

their scope are so-called global or maturity-dependent. 

Knowing the scope of the seven factors in the adjusted set of national driving factors, 

Chapter 9 identified two other characteristics of national driving factors, namely 

country-specific and situation-dependent. The first characteristic embodies evidence 

that the character of the different national driving factors varies between significantly 

countries. It was pointed out that the national driving factors are holistic entities, 

embodying sub-factors that span from one end of a scale to the other. Examples of 

such mutually exclusive sub-factors can be drawn from the economy factor, where in 

the early 1990s Brazil had high inflation and Sweden high devaluation. In the same 

manner the organisation and its quality function factor embodies both the flat 

hierarchical structure of Swedish companies and the rigid hierarchy of the South 

Korean enterprises. The second characteristic, namely situation-dependent, embraces 

the phenomenon that the factors are dynamic entities in that they change alongside the 

general development in the country, and this leads to variation in the factors' influence 

in a country over time, sometimes a return full cycle - from enhancing to hindering or 

vice versa. Brazil's inflation can be used as example here, where the economic factor 

during the staggering inflation of the early 1990s constituted a major obstacle to the 

quality management movement, whereas the last couple of years' low and controlled 

inflation has facilitated the spread of Quality Management in the country. 
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I suggest that a key task in the analysis of market economies and organisation 

is to understand how distinctive patterns of economic organisations become 

established and effective in different societies and how they change in relation 

to their institutional context. 

(Whitley 1992, p. 5) 

The clear dominance of the national context on the national driving factors also paves 

the way for a broader conclusion, namely that it is irrelevant to favour one best way in 

Quality Management The success of a quality management movement in a country 

seems simply to be too highly dependent on the national context from which the 

influential national driving factors are derived. Here Whitley (1992, p. 5) states that: 

"The search for some set of universal correlations between abstract contingencies and 

effective organisation structures across all market economics seems of limited value 

when it is realised that the effectiveness of particular forms of business organisation is 

institutionally relative, so that structures which are successful in one context may not 

be effective in others." Comparing quality management concepts on the same level of 

complexity and broadness, it makes little sense with this background to argue that 

Company Wide Quality Control is better than Total Quality Management, and that all 

industrialised nations should adopt Company Wide Quality Control based on Japan's 

success with the concept. Quite on the contrary, the national context will indicate what 

concept fits best, and the author would argue that parts of the quality management 

strand of management science have not yet gained this insight. The contributions of 

renowned authors in the quality management area such as Imai (1986) with Kaizen, 

Ishikawa (1985) with Total Quality Control, Kondo (1994) with Company Wide 

Quality Control, Oakland (1993) with Total Quality Management, and Peters and 

Waterman (1982) with Business Excellence, all seem a bit over-pretentious when they 

by and large claim global applicability of their concepts. The only way to influence the 

development and success of a quality management movement is to try and steer the 

influential driving factors of the national context. This thesis has pointed out that there 

is no single best approach to a prosperous quality management movement, a finding 

that Juran brought forward already in the mid l 970s. 

Within the general framework of the capitalistic concept [ industrialised 

countries], there are nevertheless important differences in the approaches used 

to achieve good quality. [... ] These differences have their origin in numerous 
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elements of the national cultural patterns. These patterns are so deeply rooted 

that the main approach to quality must be designed to fit these patterns, and 

not the other way about. 

(Juran 1974b, p. 48.4) 

In conclusion, the analysis has drawn attention to three major aspects concerned with 

the scope and characteristics of the national driving factors vis-a-vis a quality 

management movement in the industrialised world. 

• Cross-cultural. The factors are either global or maturity dependent in scope, with the 

latter determined by a country's maturity in Quality Management. 

• Country-specific. The character of each factor varies significantly from country to 

country. 

• Situation-dependent. The factors change with general developments in the national 

context, as does their influence. 

With the huge amount of stranded quality initiatives in multinational enterprises and 

the set-backs to many seemingly prospering national quality management movements 

in the early 1990s, the author is convinced that all involved parties need to increase 

their knowledge about national driving factors that so strongly influence any 

initiatives. With an understanding for the proposed adjusted set of national driving 

factors, its scope and characteristics, the author has in the Cross-cultural Quality 

Management Research Project shown that it is possible to gain a deeper level insight 

into the national quality management movements in the industrialised world. 

11.3 At the end of the day 

What started out as an interest from the author of this thesis in the assessment of 

quality management movements presented in Juran and Gryna (1988), has developed 

into a major qualitative factor analysis in twelve countries around the world. 

The answer to the question in the title of this thesis, "Quality Management - National 

or Global Driving Factors?", is national driving factors. The national driving factors 

are common proximate social institutions that all industrialised countries have, but as 

the characteristics and scope show they group differently in all countries, and vary 

significantly in character and influence between countries. It was also indicated that 
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the national context naturally holds national driving factors, and that global driving 

factors would probably have needed an assessment with the whole industrialised world 

- not nation state - as the unit of analysis. 

However, to spread a bit of confusion and propose a somewhat more tempting and far

reaching conclusion, it would also be possible to tum upside-down the whole 

argumentation so far in this chapter. Acknowledging that national driving factors are 

not all truly global, it can be argued that all national driving factors at least relate to 

maturity in the nations' quality management movements. Such an assumption opens 

the way for the conclusion that there are no national driving factors but rather maturity

dependent driving factors, which come into effect at different phases of a country's 

quality management movement. This national variation is what has already been 

identified in terms of country-specific and situation-dependent characteristics. 

Schwartz (1994) tries to answer a similar question about the existence of universal 

aspects in the structure and aspects of human values, and concludes that the answer to 

the question was predestined to be negative, but that support can be found for the near 

universality of some of his factors. Hellgren and Melin (1992) concludes in their 

studies of business systems that proximate social institutions often are complimented 

with so-called cognitive framing, which is specified as commonly held beliefs about 

organisational issues. 

To understand Quality Management in an industrialised nation and its quality 

management movement, this thesis has pointed out the national context as the unit of 

analysis and source of knowledge. Examples, descriptions and findings from the 

Cross-cultural Quality Management Research Project strongly indicate that a quality 

management movement cannot be studied as an independent phenomenon. Rather, it is 

so closely integrated with its national surroundings that the issues become complex and 

difficult to determine. Instead of developing as a Phoenix from the ashes, the national 

quality management movements in the industrialised world have therefore developed 

as a result of influences from national driving factors, and this thesis has shown that it 

is possible to gain deeper understanding and insight into Quality Management on an 

international level and its many national quality management movements by focusing 

on the surrounding national context in which they live, develop and hopefully prosper. 
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esearch 

Is it a coincidence that national quality societies and certification bodies, two of the 

thesis' main sources of information, are ranked high in the proposed set of currently 

applicable national driving factors? On what basis can the author recommend readers 

of this thesis to apply the proposed adjusted set of currently applicable national driving 

factors, instead of those proposed by some of the world's most recognised authors in 

the field of Quality Management? Does it make sense to restrict the results of this 

thesis to the industrialised world? What general advise can the author give other 

researchers in the field of Quality Management and International Business? Would it 

have been possible to approach the whole thesis and its methodology in a different 

way? These questions form the starting point of some overall reflections concerned 

with critical aspects of the thesis and its underlying field-research project. Comments 

on future research is also included, with an outline of some of the research possibilities 

that the author has identified throughout the work on this thesis. 

1 Research and thesis 

To start with the last of the questions first. Yes, the author can see a multiple of other 

ways to approach this thesis, and three of them will be commented upon. First of all, 

the thesis is based on empirical data from the Cross-cultural Quality Management 

Research Project, which was originally designed for a PhD thesis on more specific 

subjects. The risk is then that some of the required focus can have been lost in the field 

research process, and that the existing data material has been over-interpreted by the 

author in the analysis phase. On the other hand, all areas embraced in the Cross

cultural Quality Management Research Project are relevant to the national driving 

factors covered in this thesis and have generally given the author access to a broader 

and more varied data material. 

Secondly, it would have been possible to focus the entire field research on the 

countries that were included in Juran and Gryna (1988), namely France, Germany, 

Great Britain, Japan, and the United States, together with a socialist country and a 
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developing country. A more direct comparison would then have been possible, but 

since it is only France that has not been covered by the Cross-cultural Quality 

Management Research Project, the author does not see this as an absolute weakness. 

The number of countries covered in this thesis is for example higher than the number 

examined in Juran and Gryna (1988), and the author judges this as advantageous in the 

assessment of the national driving factors' global applicability. One possible and viable 

approach might have been to choose Germany, Great Britain, Japan and the United 

States for the thorough assessment in Part II of this thesis, instead of Australia, Brazil, 

Germany, Japan and Sweden. In that way the direct comparisons with Juran and Gryna 

(1988) would have been more straight forward, and made on a more profound level. 

Thirdly, this thesis could have focused on just one factor, for example economy, and 

assessed its influence and sub-elements more in-depth. The author finds, on one hand, 

that this would have enabled richer descriptions and would have hindered some of the 

repetitive nature that especially Part II of this thesis contains. It would also possibly 

have opened up for a quantitative assessment of the influence of national driving 

factors, that with the chosen approach was too large a task. A shortcoming of the 

suggestion is that it would not have given the broad perspective required as a basis for 

the work on the PhD thesis. In short, the author finds that to focus a whole thesis on 

only one national driving factor would have been possible, but that the depth required 

speaks more in favour of a PhD thesis on its own. 

In terms of the question concerned with bias in the research due to the high ranking of 

national quality societies and certification bodies, the author is aware that they both 

also constitute two of the Cross-cultural Quality Management Research Project's main 

sources of information. In interviews it became clear to the author that the interviewed 

representatives from national quality societies and certification body often viewed their 

own role as favourable and important, but that this was not done on the expense of 

their assessment of other factors. Commonly, the certification bodies recognised the 

role of the national quality societies and vice versa. In the assessments frequent 

reference was also made to relevant literature in order to minimise possible bias. 

The author is not saying that readers should refute the work of Juran and his co-authors 

in Juran and Gryna (1988). Quite on the contrary, this thesis recognises the 

contribution made, and concludes that it is a valuable assessment. However, it was 

shown that the national driving factors and their influence change over time, and that 
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they often relate to a country's maturity in Quality Management. With this background 

the author feels that it is relevant and indeed necessary to present a set of updated, 

currently applicable, national driving factors, based on the pioneering work by Juran 

and his co-authors dating almost a decade back in time, Juran and Gryna (1988). This 

also aligns well to the author's view on the nature of science, as some sort of 

expanding paradigms, where new contributions update and enlarge the understanding 

of the areas under study. As stated in the introduction of this thesis, the author hopes to 

"contribute in however small a measure" to the growth of knowledge within the area of 

Quality Management. 

It was from the outset of this work underlined that the thesis and its underlying field

research project would apply an exclusive focus on the industrialised world. China and 

the former Soviet Union are in Juran and Gryna (1988) used as examples of socialist 

countries, and countries like South Korea and Brazil as developing nations (Egermayer 

1988; Sandholm 1988). With the thaw in most of the former socialist nations, 

including China and Russia, and a broadening of the industrialised world as part of the 

globalisation process, the author finds that the division between the countries applied 

in Juran and Gryna (1988) are diminishing and should be used with care. Both South 

Korea and Brazil have for example captured a spot on the exclusive list of the world's 

12 largest economies, and the author does not feel that the term "socialist countries" is 

very descriptive of China and Russia any longer. In the thesis, Brazil, China, and South 

Korea are therefore all assumed to belong to a group of industrialised countries, and 

although that might not fully cohere with the definition of an industrialised country, 

they definitely belong to a group of economically powerful and interesting nations, 

from which also the rest of the countries covered by the Cross-cultural Quality 

Management Research Project are taken. 

Future research 

Based on the experience drawn from the Cross-cultural Quality Management Research 

Project, the author would highly recommend colleagues in the fields of Quality 

Management and International Business to survey the intersection between the two 

research areas. There are seemingly unlimited topics to be addressed and surveyed, and 

the work of the author will only cover a small part of them. With globalisation there is 

also an ever-increasing need for more knowledge about international aspects in both 
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industrial and academic circles, and the author finds that contributions are warmly 

welcomed in both camps. It might be interesting for other research students to note that 

the Cross-cultural Quality Management Research Project was fully designed and 

developed by the author of this thesis, and that it was, so to speak, sold as a research 

project concept to industry. Instead of letting industry largely determine the issue and 

methodology, the author felt that this gave the research a higher degree of academic 

freedom and independence. 

The thesis, with its conclusions, also forms the basis for the author's PhD thesis, and 

should form a valuable milestone. Leading contributions are in that respect the 

coverage of a couple of rather complex issues, in which the author had the opportunity 

of gaining an understanding for the influence of the national context and what factors 

that need to be considered when examining a country's quality management 

movement. The author is convinced that the insight gained through the work on this 

Licentiate thesis will be invaluable in the further work, and that it has paved the way 

for a PhD thesis by presenting and analysing qualitative findings from the twelve 

countries. By and large the PhD thesis is going to focus much more on the quantitative 

part of the Cross-cultural Quality Management Research Project, and two major issues 

to be dealt with are countries' maturity in Quality Management and blue-collar 

workers' attitudes towards Business Excellence. 

Maturity in Quality Management has in this thesis been put forward as a major 

determinant in any knowledge-gathering process of quality management movements, 

and the PhD thesis will quantitatively and qualitatively deal further with this area. 

Efforts will here be made to identify what different types of approaches leading 

countries in Total Quality Management take, and to what extent the maturity in Quality 

Management can be quantified and be predicted by quantifiable factors in the national 

context. 

Another area that has been has focused on is the blue-collar workers' attitudes towards 

Business Excellence and the people factor in general. It seems that the variation in 

attitudes towards the concept of Business Excellence is not so large, but that 

significant variation is found in the degree to which people from different nations 

avoid change, understand business issues, carry out self-inspection, and generally 

operationalise Quality Management. The variance in attitudes toward Business 

Excellence should in the further work be quantitatively analysed, and an evaluation 
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made about the national and organisational cultures' influence on attitudes. In more 

qualitative terms it would then be relevant to reflect on the findings, and try to identify 

on just what level the people factor has an influence, on an attitudinal, behavioural or 

operational level. 

In conclusion, there seems to be a myriad of opportunities for further research. Only a 

couple have been outlined here, and the author of this thesis would welcome 

contributions in this scarcely studied area of management science - the nexus of 

Quality Management and International Business. It is needed, it is wanted and it is very 

stimulating. 
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Appendix 

This appendix consists of three parts. In the first part the three 
different interview schemes used in the qualitative interviews of the 
Cross-cultural Quality Management Research Project are presented 

(Appendix A, Appendix B and Appendix C), followed by a part 
containing the research project's attitude questionnaire (Appendix D) 

and the status questionnaire (Appendix E).In the final part the 
appendix includes references made throughout the thesis to 

interviewees and literature sources, as well as an index. 
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Workers 

First of all, I hope that it is fine with you that this interview is tape recorded. This interview is confidential, and if 

I were to quote you directly in any way I would send you a fax and get your agreement. Besides, ABB in Zurich 

is going to read though everything that I intend to publish. I would appreciate if you could answer the questions 

slowly and loudly. The questionnaire consists of three parts, firstly unstructured, then related to the questionnaire 

and finally an unstructured part. 

1 Unstructured 

1.1 Experience with quality and quality management? 

1.2 Understanding of quality and quality management? □ 
1.3 Attitude towards quality management? 

1.4 Reasons for attitude? D 
1.5 Effort of different groups in and around organisation? D 

2 Structured 

2.1 Country culture. 

2.2 Questionnaire - national culture 

2.3. Questionnaire - corporate culture 

2.4. Questionnaire - business excellence attitudes □ 
3 Unstructured 

3.1. Does quality management have a future in company? □ 
3.2. What can BA Headquarters in Zurich do? D 
3.3 Motivation for quality? D 
3.4. Rounding up 

3.5. Literature □ 
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AppendixB 

Managers 

First of all, I hope that it is fine with you that this interview is tape recorded. This interview is confidential, and if 

I were to quote you directly in any way I would send you a fax and get your agreement. Besides, ABB in Zurich 

is going to read though everything that I intend to publish. I would appreciate if you could answer the questions 

slowly and loudly. The questionnaire consists of three parts, firstly unstructured, then related to the questionnaire 

and finally an unstructured part. 

1 Unstructured 

1.1 Experience with quality and quality management in D 
company? 

1.2 Development of quality management in company? □ 
1.3 Workers' understanding of quality and quality management 

in company? 

1.4 Attitude towards quality management amongst workers? 

1.5 Reasons for attitude? 

1.6 Quality manager D 
1.7 Driving factors in quality management, general D 

2 Structured 

2.l Country culture. D 
2.2 Questionnaire - national culture 

2.4 Questionnaire - corporate culture □ 
2.4. Questionnaire - business excellence attitudes □ 
3 Unstructured 

3.1. Future of quality management in company? □ 
3.2. What can BA Headquarters in Zurich do? □ 
3.3 Motivation for external quality programmes? □ 
3.4 Recommend any implementation strategy? □ 
3.5 Literature □ 
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Appendix C 

Interview Scheme Det orske 

Veritas / ational Quality Societies 

First of all, I hope that it is fine with you that this interview is tape recorded. It is confidential. If I were to quote 

you directly in any way I would send you a fax and get your agreement. Besides, DNV at H~vik is going to read 

though everything that I intend to publish. I would appreciate if you could answer the questions slowly and 

loudly. 

1 Unstructured 

1.1 Current status of quality management in manufacturing D 
industry. 

1.2 Distinctive characteristics of the current status. □ 
1.3 Reflection of culture reflected in the company's quality D 

management concepts. 

1.4 Development of Quality Management. D 
1.5 Driving factors in the development of Quality Management D 
2 Structured 

2.1 Group countries □ 
2.2 Which to learn from? D 
2.3. Questionnaire - quality management status D 
2.4. Questionnaire - business excellence attitudes □ 
2.5. Questionnaire - ISO 9000 difficulties D 
2.6. Questionnaire - ISO 9000 easy D 
3 Unstructured 

3.l. Future trends in quality management (general, ISO 9000, D 
quality awards) 

3.2. Successful companies - their quality management strategies D 
3.3. Rounding up □ 
3.4. Literature; relevant reports, books etc. □ 
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cross-cultural 
uality management 
research project 

To the Participants 

Dear Sir or Madam, 

ABB TPT TOT has entered into a co-operation arrangement with Linkoping University to study 
"Cross-Cultural Quality Management" in 10 countries world-wide. Findings from this questionnaire 
will be used to assess the attitude towards general quality management aspects in your country. 

The majority of questions are to be answered on a 9-point scale, simply by crossing one number on 
each line. 

To what extent do you agree or disagree with 
Example: each of the following statements? 

Most people can be trusted. 

Please read the heading over each section of questions very carefully. Try to distinguish as much as 
possible when answering the questions, and please make sure that you answer all of them. 

Your answers will be treated under utmost anonymity, and only overall results will be used in the 
project findings. 

Thank you very much for your kind co-operation! 

Yours Sincerely 

Dag Kroslid 
Project Manager 
Cross-Cultural Research Project 
Linkoping University 
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Regardless of how you feel about your present job, if you could 
choose a similar job in any company, how important would it 
personally be to you that... 

.. the employees are satisfied with their salaries? 

... higher ranked managers are personally committed and highly visible in improvement
2 

activities? 
... higher ranked managers are very good at establishing long-lasting relationships with 

3 
external customers, suppliers, and owners? 

4 ... the company enjoys a very positive image in society? 

5 ... statistical methods are widely used to monitor and improve processes? 

6 ... the company looks to competitors and market leaders for improvement suggestions? 

Before you answer question 7, please make sure that you remember the heading question that a1mlies to all the questions 

7 ... the company focuses very strongly on vision, policies and strategies? 

... employees are highly involved in the preparation and deployment of corporate goals 
8 CD @ ® @ ® @ <v ® ® 

that affect themselves? 

9 ... employees are consistently given feedback on how well they perform? 

10 ... the company strives for very high employee satisfaction? 

... the company is very focused on getting employees to suggest, implement and follow- CD @ ® @ ® @ (Z) ® ®
11 

up improvements? 

12 ... the key processes in the company have been identified in detail? CD@®@®@<v®® 

13 ... all processes are continuously improved? CD @ ® @ ® @ (Z) ® ® 

14 ... the company has a well-functioning quality assurance system? CD @ ® @ ® ® (Z) ® ® 

15 ... the company frequently surveys requirements and expectations of customers? CD @ ® @ ® @ (Z) ® ® 

16 ... a satisfied customer is more important than making money? CD @ ® @ ® @ (Z) ® ® 

17 ... the current level of net profit is excellent and shows a positive trend? CD @ ® @ ® @ (Z) ® ® 

18 ... current levels of product and service quality are excellent and show a positive trend? CD @ ® @ ® ® (Z) ® ® 

19 ... current levels of customer satisfaction are excellent and show a positive trend? CD @ ® @ ® ® (Z) ® ® 

"O 
;,-,OJ 0) 

~ 

0) 

..0 

§~bl}~ ~ ] 0)c:: l>O l>O 
od

To what extent do you agree or disagree with each of the following b-~ 
"O 
c:: ~ .!:1 bl 

<ll"O :a ::, d <ll d 

statements? 
123456789 

20 Most people can be trusted. CD @ ® @ ® @ <v ® ® 

One can be a good manager without having precise answers to most questions that 
21 

subordinates may raise about their work. 

An organisational structure in which certain subordinates have two bosses should be 
22 CD @ ® @ ® @ <v ® ® 

avoided at all costs. 

23 Competition between employees usually does more harm than good. CD@®@®@<v®® 

A company's or organisation's rules should not be broken - not even when the 
24 CD@®@®@<v®®

employee thinks it is in the company's best interest. 

25 When people have failed in life it is their own fault. CD@®@®@<v®® 
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Regardless of how you feel about your present job, if you could 
choose a similar job in any company, how important would it 
personally be to you that... 
... leaders at all levels of the organisation (managers, foremen, team-leaders) always put 

26 
quality first? 

27 ... the company is very environmental friendly? (j) @ @ © ® ® (i) ® ® 

28 ... the company has very open and short communication channels? <D @ @ © ® ® (i) ® ® 

29 ... policies and strategies are strictly followed by all employees? <D @ @ © ® ® (i) ® ® 

30 ... an extremely stimulating, safe and healthful work environment is maintained? 

31 ... the performance of key processes is continuously measured? <D @ @ © ® ® (i) ® ® 

... all employees have, beyond the social aspects, established a professional supplier
32 <D @ @ © ® ® (i) ® ®

customer relationship among themselves in their processes? 

33 ... current levels of productivity and cycle times are excellent and show a positive trend? <D @ @ © ® ® (i) ® ® 

El 
0 &3-0 El ~ El -~ ..0 "' 

-0 
0 '-; ~ i::' El 

<I.) ~ 
> ~ f; ::, ~ 

Based on your working experience ... 
123456789 

34 ... how often do you feel nervous or tense at work. <D @ @ © ® ® (i) ® ® 

35 ... how frequently are subordinates afraid to express disagreement with their superiors? Q) @ @ © ® ® (i) ® ® 

Please think of an ideal job - disregarding your present job. In 
choosing an ideal job, how important would it be to you to ... 

36 ... have sufficient time for your personal or family life. 

... have good physical working conditions (good ventilation and lighting, adequate 
37 <D @ @ © ® ® (i) ® ®

works ace, etc.). 

38 ... have a good working relationship with your direct superior. <D @ @ © ® ® (i) ® ® 

39 ... have security of employment. (j) @ @ © ® ® (i) ® ® 

40 ... work with people who co-operate well with one another. (j) @ @ © ® ® (i) ® ® 

41 ... be consulted by your direct superior in his/her decisions. (j) @ @ © ® ® (i) ® ® 

42 ... have an opportunity for advancement to higher level jobs. (j) @ @ © ® ® (i) ® ® 

43 ... have an element of variety and adventure in the job. (j) @ @ © ® ® (i) ® ® 

In your private life, how important is each of the following to you? 

44 Personal steadiness and stability. (j) @ @ © ® ® (i) ® ® 

45 Thrift. <D @ @ © ® ® (i) ® ® 

46 Persistence (persistence= perseverance). <D @ @ © ® ® (i) ® ® 

47 Respect for tradition. <D @ @ © ® ® (i) ® ® 
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Some information about yourself (for statistical purpose): 

48 Are you? □ male □ female 

49 How old are you? □ 18-29 □ 30-49 □ 50-70 

How many years of formal school education ( or their equivalent) did you complete
50 □ 1-9 □ 10-13 □ 14-25

(starting with primary school)? 

51 How long have you been employed by the company (please write on the line)? years 

52 Nationality (please write on the line)? 

~ 
~ 
C: 
::, 

Regarding the questionnaire. 
I 3456789 

53 How confident were you of your ability to answer the questions in the questionnaire? CD@@®®@<v@® 

Thank you very much for your valuable input! 
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Status 

cross-cultural 
uality management 
research project 

To the Participants 

Dear Auditor, 

DNV has entered into a co-operation arrangement with Linkoping University to study "Cross
Cultural Quality Management" in 12 countries world-wide. Findings from this questionnaire will be 
used to assess the current status of quality management in your country. 

The majority of question are to be answered on a 9-point or 11-point scale, simply by crossing one 
number on each line. Example: 

Based on your knowledge of manufacturing companies in your country: 
Considering approach, deployment and consistency, how well are they §. J§ ! 
currently complying with the following criteria .. , I I I I I 

0 l 2 3 4 
Leadership 
... senior managers improve the company's leadership system, including their own ill) <D i<l !Ii ® (5) (6) (2) ® l!l) © 
leadership skills. 

Please read the heading over each section of questions very carefully. In the questionnaire the words 
"manufacturing companies" occur very frequently, and by that is meant companies 
manufacturing typical consumer goods or their parts, such as automobiles, hand tools, 
electrical appliances, textiles, footwear, and housewares. 

Your questionnaire will be treated under utmost anonymity, and only overall results will be used in 
the project findings. Please make sure that you answer all questions. 

Thank you very much for your kind co-operation! 

Yours Sincerely 

Dag Kroslid 
Project Manager 
Cross-Cultural Research Project 
Linkoping University, Sweden 

250 



Appendix E 

"' "d ~ 0 
0 = 'TI 
0() 

1-, "0 ~Based on your knowledge of manufacturing companies in your "d 
.:::0 0 c ()country: Considering approach, deployment and consistency, please 0 ;§ 0 0 0 

0.. :> ~ ~ 
rate them according to the following ... 

bJ) 

I I I I I I 
0 2 4 6 8 10 

Leadership 
... senior managers improve the company's leadership system, including their own 
leadershi skills . 

... senior managers build and improve co-operation with the company's stakeholders 
2 

(customers, employees, suppliers and owners) . 

... there is in every business-process a clarity of authority and responsibility . 

... values, visions and strategies are effectively communicated and reinforced throughout @ CD @ ® © ® ® (i) ® ® @
4 

the entire work-force . 

... senior managers are personally involved and highly visible in corporate improvement 
5 

activities . 

... leaders at all levels of the organisation (managers, foremen, team-leaders) always put 
6 

quality first. 

Impact on Society 

7 ... the public responsibility is reflected in performance improvement efforts. 

... experience and knowledge gained through the company's implementation of Quality 
are shared with the broader community . 

9 ... the companies lead and contribute as corporate citizens in their key communities. 

... the companies are environmental conscious (e.g. comply to international environment @ CD @ ® © ® ® (i) ® ® @ 
lO standards such as ISO-14000). 

Information and Analysis 

... information and data needed to support the operation and its decision making are 
11 

carefully selected and readily available. 

... competitive comparisons and benchmarking data are compiled and used to support 
12 

improvement of overall performance and competitive position. 

Mou have now answered 12 <1uestions. Do you still remember the heading question that annlics to all the questions on this nagc? 

... information and data from all parts of the company are integrated and analyzed to 
13 

support reviews, business decisions and planning. 

14 ... the companies improve and develop their information systems. 

... statistical methods (e.g. SPC) and quality control tools (e.g. Ishikawa chart, Pareto 
15 

chart) are used to monitor processes and identify improvement areas. 

... employees are kept informed about current levels and trends in key business and 
16 

market indicators as well as the competitive situation. 

Strategic Planning 

... in order to strengthen the customer-related, operational and financial performance, 
17 

strategies and business plans are developed. 

... information on stakeholders (customers, employees, suppliers and owners) is compiled @ CD @ ® © ® ® (i) ® ® @
18 

and used when determining policies and strategies. 

... information on major competitors is compiled and used when determining policies @ CD @ ® © ® ® (i) ® ® @
19 

and strategies. 

... personnel from all levels of the organisation are involved in the development of plans @ CD @ ® © ® ® (i) ® ® @
20 

and policies. 

21 ... policies and goals are well deployed and translated into action plans. 
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Based on your knowledge of manufacturing companies in your 
country: Considering approach, deployment and consistency, please 
rate them according to the following ... 

Human Resource Development and Management 

... the human resource planning and evaluation address the development and well-being 
22 

of the workforce, and are aligned with the strategic and business plans. 

... the work and job design promote high performance through flexibility, effective
23 

communication and appraisal. 

... education and training serve as a key vehicle in building company and employee 
24 

capabilities. 

... employees and line mangers are involved in determining the education and training 
25 

needs, and in designing the related programmes. 

26 ... employees are appraised against a set of agreed goals. 

27 ... an efficient and well functioning suggestion system is operating. 

... 
0 ... 
0 
c.. ~ 
I 
0 

-0 ~ 0 05b .2:l = 
-0-0 Q)

0 0 u ;::: 
00 

bO 
~ 
> ~ :::: 

I I I I 
4 6 8 10 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (Z) ® ® © 

@ (j) @ ® © ® ® (Z) ® ® © 

@ CD @ ® © ® ® (Z) ® ® © 

@ CD @ ® © ® ® (i) ® ® © 

Before answering guestion 28, please make sure that you remember the heading question that amities to the questions. 

28 ~~~:!~t:~~:;~t::~ :;p:~::~:c:~r~a~~~:e~n;;~~::::~n~~~ed (i.e. safety, air 

... individuals and working groups are encouraged and supported to initiate, implement 
29 

and follow-up change to their processes and working areas. 

Processes 

30 ... the processes which are important for a company's success are identified . 

... the design, delivery and support processes are just as well managed as the production 
31 

process. 

32 ... processes are changed in continuous improvement cycles. 

... assurance is made that materials, components, and services delivered by suppliers 
33 

meet the company's performance requirements . 

... the companies actively support and encourage their suppliers in quality management 
34 

related efforts . 

... the companies have a well-functioning quality assurance system (e.g. in accordance 
35 

with the ISO-9001/2/3 standards). 

... the performance of key working processes is established through appropriate 
36 

measuring and analysing techniques. 

... internal supplier-customer relationships between employees have been established in 
37 

all processes. 

... in connection with suggestions for process improvements, affected personnel are
38 

involved in the change process. 

Customer Focus and Satisfaction 

39 ... current and future requirements and expectation of customers are determined. 

... effective management of interactions and follow-ups with customers are provided, in
40 

order to preserve and build relationships. 

... elements of importance to the customers' satisfaction with the company are evaluated 
41 

and improved. 

... current and future requirements and expectation of customers are incorporated into 
42 

the design or redesign of products and services. 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ CD @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (Z) ® ® © 

@ (j) @ ® © ® ® (i) ® ® © 

@ CD @ ® © ® ® (i) ® ® © 

@ (j) @ ® © ® ® (Z) ® ® © 

@ (j) @ ® © ® ® (i) ® ® ® 

@ (j) @ ® © ® ® (i) ® ® © 
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"O 
0 

Based on your knowledge of manufacturing companies in your 6h .... "O
country: Considering approach, deployment and consistency, please 0 0 

0 0 s 
c. l:lO >rate them according to the following ... 
I I I 

... current levels and trends in key measures of customer satisfaction and dissatisfaction @ <D @ @ @) ® ® (j) ® ® @
43 

are managed with great interest and care. 

... current levels and trends in key measures of customer focus and satisfaction relative to @ <D @ @ @) ® ® (j) ® ® @
44 

competitors are used as important indicators. 

... all employees are aware of their company's future goals for raising customer 
45 

satisfaction. 

46 
... current and future requirements and expectations of customers are determined through @ <D @ @ @) ® ® (j) ® ® @ 
reliable methods (e.g. surveys and Quality Function Deployment). 

Business Results 

47 
... current levels and trends in key financial indicators are focused on as important @ <D @ @ @) ® ® (j) ® ® @ 
business results (e.g. market share, gross sales and net profit). 

48 
... current levels and trends in product-quality and service-quality indicators are @ <D @ @ @) ® ® (j) ® ® @ 
focused on as important business results. 

49 
... current levels and trends in cycle time indicators are focused on as important business @ <D @ @ @) ® ® (j) ® ® @ 
results (e.g. design, production and delivery process). 

50 ... current levels and trends in key indicators of operational performance are focused @ <D @ @ @) ® ® (j) ® ® @ 
on as important business results (e.g. productivity). 

51 
... current levels and trends in key indicators of supplier performance are focused on as @ <D @ @ @) ® ® (j) ® ® @ 
important business results (e.g. quality, delivery and price). 

... current levels and trends in key indicators of employee development, well-being and @ <D @ @ @) ® ® (j) ® ® @
52 

satisfaction, are focused on as important business results. 

... the companies compare their current levels and trends in business results with 
53 @<D@@©®@(z)@®@

competitors and leading organisations. 

mhe next section is quite difficult, yet your answers will give a very good overview of quality management in your country. 

"O 
0 

6hComparing the different industries in your country, what is the .... "O 
0 0 

current status of quality management (as outlined in previous 0 §'o fc. 
questions) in the following industries? I I I 

lO 

Manufacturing industry (e.g. automobiles, hand tools, electrical appliances, textiles, @ <D @ @ @) ® ® (j) ® ® @
54 

footwear. housewares and other consumer goods). 

55 Heavy industry (e.g. engines, turbines, ships, railroad equipment and aircraft) @ <D @ @ © ® ® (j) ® ® @ 

56 
High technology manufacturing industry (e.g. electronic devices, computer hardware, @ <D @ @ @) ® ® (j) ® ® @ 
semiconductors. photographic goods) 

57 
Crude petroleum and natural gas production, chemical, rubber and plastic products, basic @ <D @ @ @) ® ® (j) ® ® @ 
metals (e.g. iron. steel) and non-metallic minerals (e.g. glass and cement) 

58 Wood products, paper products, printing and publishing industry @ <D @ @ © ® ® (j) ® ® @ 

59 Food, beverages and tobacco industry @ <D @ @ ® ® ® (Z) ® ® @ 

60 Public services (e.g. schools, public transport, hospitals, libraries, councils) @ <D @ ® ® ® ® (j) ® ® ® 

61 Service industry (e.g. banking, insurance, hotels, restaurants, transport) 
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"O 
0 
0

Based on your knowledge of companies in your country, what are the bO ~ = 
"O II)~ i... 0 0 ufuture prospects of the following quality management services for 0 0 II) ><r:i.. ~ bO > II)

organisations like yours? I I I I I 
1 3 5 7 9 

62 Certification ofISO-9001/2/3. 

63 Certification ofISO-14000. CD@®©®®<v®® 
Training and consulting in self assessment according to business excellence models (e.g. 

64 CD @ ® © ® ® 0 ® ®
DNV's IORS. Malcolm Baldrige European Quality Award, Deming Prize). 

65 Training and consulting in Process Management. CD @ ® © ® ® 0 ® ® 

66 Certification of integrated quality system, environmental system and safety system. CD @ ® © ® ® 0 ® ® 

Based on your certification experience from companies in your 
country, regardless of industry: How difficult is it for them to comply 
with the different criteria of the ISO-9000 standard? 

67 Management responsibility 

68 Quality system 

69 Contract review CD @ ® © ® ® 0 ® ® 

70 Design control 

71 Document and data control CD @ ® © ® ® (Z) ® ® 

72 Purchasing CD @ ® © ® @ 0 ® ® 

73 Control of customer-supplied product CD @ ® © ® ® (Z) ® ® 

74 Product identification and traceability CD @ ® © ® ® (Z) ® ® 

75 Process control CD @ ® © ® ® (Z) ® ® 

76 Inspection and testing CD @ ® © ® ® 0 ® ® 

77 Control of inspection, measuring and test equipment CD @ ® © ® ® 0 ® ® 

78 Inspection and test status CD @ ® © ® ® (Z) ® ® 

79 Control of nonconforming product CD @ ® © ® @ 0 ® ® 

80 Corrective and preventive action CD @ ® © ® ® (Z) ® ® 

81 Handling, storage, packaging, preservation and delivery CD @ ® © ® @ (Z) ® ® 

82 Control of quality records CD @ ® © ® ® (Z) ® ® 

83 Internal quality audits 

84 Training CD @ ® © ® @ (Z) ® ® 

85 Servicing CD @ ® © ® ® (Z) ® ® 

86 Statistical techniques CD @ ® © ® ® (Z) ® ® 
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Please think of an ideal job - disregarding your present job. In 
choosing an ideal job, how important would it be to you personally 
to ... 

87 ... have sufficient time for your personal or family life. 

... have good physical working conditions (good ventilation and lighting, adequate work 
88 

s ace, etc.). 

89 ... have a good working relationship with your direct superior. 

90 ... have security of employment. 

91 ... work with people who co-operate well with one another. 

92 ... be consulted by your direct superior in his/her decisions. 

93 ... have an opportunity for advancement to higher level jobs. 

94 ... have an element of variety and adventure in the job. 

In your private life, how important is each of the following to you? 

95 Personal steadiness and stability. 

96 Thrift. 

97 Persistence (persistence= perseverance). 

98 Respect for tradition. 

Based on your own working experience ... 

99 ... how often do you feel nervous or tense at work? 

100 ... how frequently are subordinates afraid to express disagreement with their superiors? 

To what extent do you personally agree or disagree with each of the 
following statements? 

101 Most people can be trusted. 

One can be a good manager without having precise answers to most questions that 
102 

subordinates may raise about their work. 
An organisational structure in which certain subordinates have two bosses should be

103 
avoided at all costs. 

104 Competition between employees usually does more harm than good. 

A company's or organisation's rules should not be broken - not even when the employee 
105 

thinks it is in the company's best interest. 

106 When people have failed in life it is their own fault. 

Thank you for your valuable input! 
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