
:· · Linkoping ·studies ' : . 
' �· - - ' � 

.· .. Di'ssertatfr,ris-froni th� Iriternational �-·, 
, , . Gtad�!�te-Schot?l_.�f Manage�erit _and
·.. . · . , , . ·· Industrial Engin�eri�g . ,

'in Science·· l, 

- . - . an� Techholqgy i , . ,.,·
.OissertatlPil No. 590 •• •• -

1

', No. 27, Doctoral I)i�sertatlon · 
"> 

I 
• •J \ •: ' ) � 

-
-... . 

' ·:� ' � ; 

I • • • 

,," . 
' .. 

' T".. - ' - . ·,.-

' II ;,! ' 

' I ' 

·�

. . ,-,: :, . : .,. : ': :IN:s
E
.l

R
c�-:oF: :,;' C: ··<: :, ., ,,

.·. ·. :'::� -.Q�AL{rXN!�AG�MENT.· �- . : ·
: " . . . • : -� ·: � Ri:tH1N�d�D RE1NTERi>RET�6 � . ·, 

... ' \  ' ' - - ' . . . . ' -: - . - ' . 

'.1 . .,. r• 

. � ,. .. ,. . � ( -

>I 

• • I 

• ..-..i I) � , • 

.4.' .. ' 

- ,: ' ,.. ' 
... •. I, 

/ .. '· - > ·.· .,Dag·KrOSiid'; 
), 

. , 
r � - -

-. 
• . 

f I I' ._ '.t1 • -

• t ~ I ,.1 

?" ... .. 
;,· 
.. , . ,.

' _. � ·. • 
l! • -.., l • 't 

Jt':_, \ "> I ,> -

l,\"• :- :, 

;, .. · '  

• • 'r ,.. 

I '•, 

• :: , 1( -�� - ! .-'·' - - - .... ' . 

; ' 

. ;'', 

, ., 

Division ofQuality Te�kn�iogy and Management ·. " ✓,-,.--· .

' 

_·

1

• • ,., •• •.· 

·. . - . ,. Department of Mechani�al �ngine�r,irfg ·_· · . , , - · .. -� ,. 
- � - . ·.

. · : , . · Lirzkoping uriivers'itet, �E-_58] 83 Linkopirzg,_ Sweden \ � .. i •. 
- I ' / 

• -, l _ _.. • 
\I� ' '•' I' 

- • ,_ 'I 

Linkopitig; Sweden;}99� 
·l 

- -

,, ' . ..., 

i,• · ... 



Linkoping Studies 

in Science 

and Technology 

Dissertation No. 590 

Dissertations from the International 

Graduate School of Management and 

Industrial Engineering 

No. 27, Doctoral Dissertation 

IN SEARCH OF QUALITY MANAGEMENT 

- RETHINKING AND REINTERPRETING -

by 

Dag Kroslid 

Division ofQuality Technology and Management 
Department ofMechanical Engineering 

Linkopings universitet, SE-581 83 Linkoping, Sweden 

Linkoping, Sweden, 1999 



Linkopings universitet, Sweden 

ISBN 91-7219-507-X 

ISSN 0345-7524 

Printed in Sweden by: UniTryck, Linkoping 1999 



In Search of Quality Management - Rethinking and Reinterpreting 

Foreword 

Research in Quality Technology and Management is attracting increasing interest both 

in industry and the academic world. A driving force is the growing awareness of the 

importance of the principles often associated with total Quality Management, i.e., 

customer focus, process orientation, continuous improvement, fact-based management 

and everyone's commitment. This awareness is spreading, not only within industry, 

which has to compete in a market where quality is becoming increasingly important, 

but also in society as a whole. 

At the Division of Quality Technology and Management, Linkoping University, 

research in quality-related areas has been conducted since 1983 when the first Swedish 

chair in Quality Technology was established. Undergraduate courses in the field have 

been offered to M.Sc. students at Linkoping University since 1976. Currently, the 

research areas actively pursued in the Division range from projects concerning 

organisational issues, in particular leadership for quality and process management, to 

the development of methodologies for customer support and continuous improvement. 

Important areas in the latter fields include customer centred product development, 

quality function deployment, robust design engineering, design of experiments, 

software quality, reliability and statistical process control. 

The present thesis by Dag Kroslid, "In Search of Quality Management - Rethinking 

and Reinterpreting", is the eleventh Doctoral thesis to be published by the Division of 

Quality Technology and Management, Linkoping University. It is an important 

contribution to the development of knowledge in Quality Management among nation 

states, and forms, together with its proposal for the dual-path framework, an interesting 

basis for rethinking and reinterpreting. 

Linkoping, May 1999 

Bo Bergman 

Professor in Quality Technology and Management 
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Quality Management has, in addition to its establishment as a management discipline 

of organisational and industrial importance, instituted itself as a topic of national 

concern with nationwide surges and contractions in the dissemination of practices. 

Empirical data are examined in this thesis in relation to the current status and historical 

development of such trends among twelve leading industrial nations. 

In the interpretation and analysis of the country data, a model based on a new 

theoretical framework is introduced. The framework is abstracted from an extensive 

literature review concerning the historical development of ideas in Quality 

Management. It postulates that the development of the field has been in accordance 

with two distinct schools of thought, the Deterministic School of Thought and the 

Continuous Improvement School of Thought. The ability of the proposed dual-path 

framework to overcome main criticism against Quality Management is also elaborated. 

The comparative analysis shows that China, Japan, South Korea, Sweden and the 

United States, in terms of current national approach, predominantly position 

themselves within the Continuous Improvement School of Thought. Similarly, 

Australia, Brazil, Germany, Great Britain, Italy, Norway, and Saudi Arabia relate more 

to the Deterministic School of Thought. In addition to this classification, the 

comparison of the historical development patterns also reveal nuances so far 

unaccounted for in empirical studies. On a more general level it is then discussed how 

the proposed framework accommodates a synthesising of other studies on current 

status and historical development. Empirical data on the attitudes and beliefs of blue

collar workers in the twelve countries are also presented. In this analysis it is revealed 

that the two schools of thought in certain areas provide a basis for interpreting blue

collar workers' expressions of attitudes and beliefs in Quality Management. 

In the final part, it is described how the whole research process extends beyond the 

identification of the dual-path framework in terms of empirical evidence, knowledge 

and perspectives on Quality Management. A number of future research issues are also 

discussed, both in relation to the proposed and alternative frameworks. 
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1. INT 

In most countries of the industrial and industrialising world, Quality Management has 

generated a considerable amount of interest and become accepted as an important 

management discipline. Practices associated with inspection of products and designs 

have been traced back as far as to the ancient Egyptian, Greek and Roman empires 

(e.g., Bergman and Klefsjo, 1994: 57-58; Frontistis, 1995: 63-65: Juran, 1995b: 611), 

and have in the span of history probably been applied by organisations worldwide. In 

modem times, the industrial rebuilding and success of Japan after the Second World 

War were increasingly understood in terms of the country's advanced approach in 

Quality Management, which led to a growing international recognition of nation states 

as a major unit of analysis in the field. Quality societies and associations, certification 

schemes and bodies, training programs, and standards were all introduced on a national 

level in an increasing number of countries. 

The extent of dissemination of Quality Management among nation states can, for 

example, be viewed in the latest survey on the worldwide spread of ISO 9000 

certification (ISO, 1999). The survey reports that by the end of 1997 this quality 

assurance standard was implemented by organisations in 129 countries. Practices 

related to other concepts in Quality Management, such as Quality Control and Total 

Quality Management, are also reported to have been adopted in a large number of 

countries (see e.g., Dahlgaard, Kristensen, Kanji, Juhl and Sohal, 1998; Harrington, 

1995). According to Juran (1988: 35A.1-2) quality is a competitive issue among nation 

states, with the goal of high quality being common to all countries. Despite this, he 

emphasises that important national variances exist among countries in their approach to 

Quality Management. 

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 

elements ofthe national cultural patterns. 

(Juran 1974, p. 48.4) 
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In more theoretical terms, Garvin (1988: 6) asserts that Quality Management was given 

a scientific footing for the first time in 1931, with the publication of Walter A. 

Shewhart's Economic Control ofQuality ofManufactured Products (Shewhart, 1931). 

Quality Management as a field of research came into existence, and was advanced by 

the field's pioneers and scholars. However, it is only recently that Quality Management 

has been subjected to deeper academic analysis. The publication of an entire issue on 

Quality Management in The Academy of Management Review (Vol. 19:3) in 1994, has 

been regarded by many as the start of such efforts (see e.g., Hackman and Wageman, 

1995: 309; Giroux and Landry, 1998: 183). An important contribution of this analysis 

is the recognition that Quality Management, both in conceptual terms and in its 

deployment, has become diluted and partly lost its distinctiveness. Hackman and 

Wageman (1995: 338), among others, comment that the gap between contemporary 

quality management practices and the original ideas is widening, and Harrington 

(1995: 148) states that more empirical evidence and knowledge are needed on nation 

states in Quality Management. Dean and Bowen (1994: 393-394) generally observe 

that Quality Management is lacking in empirical research and theory development. 

Theory development on total quality should ... help to stimulate empirical 

research, as researchers may be reluctant to conduct research based on the 

consulting-oriented frameworks currently available. 

(Dean and Bowen, 1994, p. 393) 

Altogether, the alleged lack of empirical research and knowledge on Quality 

Management for nation states, as well as the indication of variations in national 

approaches and the watering-down of Quality Management upon application in 

national contexts, can be seen as a group of research opportunities. They make evident 

the need for research and understanding of Quality Management among nation states. 

Key customers in such an investigation comprise both practitioners and academics; the 

wider business community through its need for understanding, clarity, and perspectives 

in Quality Management for nation states, and academia in its effort to follow cross

national developments in management practices and contribute to its advancement. 
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Jn Search of Quality Management - Rethinking and Reinterpreting 

Three years ago, I ventured into a search for Quality Management in leading industrial 

nations motivated by the overall research objective of contributing empirical evidence, 

knowledge and perspectives on the current status and historical development of Quality 

Management among nation states. 

The reason for limiting the scope to current status and historical development lies 

partly in my particular interest in the dynamics involved in the dissemination of quality 

management ideas and practices in nation states over time. It also stems from my 

conviction that current status and historical development should be researched and 

understood together since they are interrelated. The venture took the form of an 

international research project, the Cross-cultural Quality Management Research 

Project, with in-country research in twelve leading industrial nations. These are 

Australia, Brazil, China, Germany, Great Britain, Japan, Italy, Norway, Saudi Arabia, 

South Korea, Sweden, and the United States. 

The main part of the Cross-cultural Quality Management Research Project was 

concerned with the examination of current status and mapping of historical 

development in Quality Management for the twelve countries. A subordinate part was 

the survey, in the same countries, of the attitudes and beliefs of blue-collar workers in 

Quality Management. Det Norske Veritas, an internationally leading certification body 

for quality management systems, was involved as the key source of data in the main 

part. In the other part, the blue-collar workers employed at local plants within the 

transformer division of Asea Brown Boveri, an industrial leader in electrical 

engineering, were surveyed. Additionally, leading national quality societies as well as a 

representative from academia were engaged as sources of verifiers and additional 

information in each of the twelve countries. 

In more detail, the research project included in each country an expert panel of about 

ten quality system auditors from Det Norske Veritas, who responded to a questionnaire 

survey on the current status of Quality Management in their home country. Issues 

related to historical development patterns, influential factors in the national context 

and general descriptions of current status were addressed in qualitative interviews with 

management representatives from the local country headquarters of Det Norske Veritas 

and the leading national quality society in each country. The attitudes and beliefs of 

3 
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blue-collar workers in Quality Management were covered in a questionnaire survey of 

about 50 employees of Asea Brown Boveri in each country. More nuanced topics 

concerning attitudes and beliefs were addressed in qualitative interviews with two 

blue-collar workers in each country, as well as the managing director and quality 

manager of the manufacturing plant. Furthermore, local literature was gathered in each 

country on the various topics, and reviewed together with more widely published 

literature. A total of 114 qualitative interviews were conducted in the Cross-cultural 

Quality Management Research Project, and 469 blue-collar workers and 101 quality 

system auditors responded to the two questionnaire surveys. 

In May 1998, the first findings from the Cross-cultural Quality Management Research 

Project were published in the licentiate thesis Quality Management - National or 

Global Driving Factors (Kroslid, 1998). The main purposes of the research were to 

gain insight into the surges and contractions in the dissemination of Quality 

Management among the twelve countries studied, both in an historical and present 

perspective, and also to identify factors influencing these dynamics (Kroslid, 1998: 8). 

Seven currently applicable driving factors were identified, including economy, national 

quality societies, people, certification bodies, industrial structure, organisation and its 

quality function, and government. It was found that they influenced the dissemination 

of Quality Management in all countries, but that their scope and characteristic varied 

considerably from country to country (Kroslid, 1998: 230-234). The licentiate thesis 

also presented comprehensive empirical descriptions of the main findings on Quality 

Management in five of the twelve countries, namely Australia, Brazil, Germany, Japan 

and Sweden, and outlined the methodological aspects of the Cross-cultural Quality 

Management Research Project. 

The next step was to make an in-depth comparative analysis of the current status and 

historical development of Quality Management in the countries surveyed. However, 

this work was halted at an early stage as it was recognised that many of the findings 

would hardly fit into the applied framework (Figure I). 

4 



In Search of Quality Management - Rethinking and Reinterpreting 

Total Quality Management 
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Figure I Quality Management the historical development of the main concepts, 
(Kroslid, 1998: 15/. 

The framework is derived from the literature (see e.g., Garvin, 1988: 3; Dale, Lascelles 

and Punkett, 1990: 4; Kanji and Asher, 1993: 2) where the development of Quality 

Management is portrayed to have passed through distinct areas, or concepts, along a 

single path of development of a cumulative nature. The line of evolution starts with 

Inspection, continues via Quality Control and Quality Assurance, and ends with 

Companywide Quality Control or Total Quality Management. Not only did the 

empirical findings on current status and historical development hardly fit into the 

framework, but the terminology and content of the various concepts also varied among 

the countries. 

After a lengthy phase of further evaluation of the empirical data from the Cross

cultural Quality Management Research Project and scrutiny of the literature, my 

attention was drawn to the growing academic analysis of Quality Management. In 

relation to the problem I had encountered with the framework, it outlines that Quality 

Management is made up of " ... hazy and ambiguous concepts" (Dean and Bowen, 

1994: 393-394) and that " ... rhetoric is winning out over substance" (Hackman and 

Wageman, 1995: 338). On this basis, Dean and Bowen (1994: 393) argue the need for 

alternative theoretical frameworks, and a shift away from the current "consulting

oriented frameworks" as they in some aspects hinder research. In this perspective, the 

halt in my comparative analysis of the twelve countries can be understood as a result of 

the lack of appropriate theoretical frameworks. 

1 In Kroslid (1998: 15) the framework also includes "Quality Management System" as a specification 
of Quality Assurance, and "Business Excellence" as a specification of Total Quality Management. I 
have decided to leave these out, as they are commonly viewed as operationalisations of the main 
concepts mentioned. 
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The starting point for this doctoral thesis was to extend my work on the overall 

objective of my search for Quality Management among nation states, namely: 

To contribute empirical evidence, 

knowledge andperspectives on 

the current status and historical development 

ofQuality Management among nation states. 

However, with the identified need for an appropriate theoretical framework that better 

comprehends the national variances found in the set of empirical data gathered, my 

purpose in this doctoral thesis can be narrowed down to the following objective: 

To develop a theoretical framework 

in Quality Management for the understanding 

ofcurrent status and historical development 

among nation states. 

This is still a broad objective, and so far my efforts have resulted in three papers, all of 

which are appended to this thesis. The three papers do not form an all-encompassing 

and exhaustive evaluation of the objective, but rather the sequence of steps that I have 

taken. 

The sequence started with the proposal for a theoretically derived framework in Paper 

A (In Search ofQuality Management: A Rethinking ofDevelopmen~. The framework 

is labelled the dual-path framework as it builds on a dual-path assumption of the nature 

of development in Quality Management. In Paper B (Current Status and Historical 

Development in Quality Management among Nation States - With a Reinterpretation), 

the sequence went on to present empirical findings on the current status and historical 

development of Quality Management among the nations studied. The possibility to 

abstract additional knowledge from a reinterpretation based on the dual-path 

framework was also explored. The third step, Paper C (Blue-collar Workers and 

Quality Management - A survey on Attitudes and Beliefs), constituted an evaluation of 

how to understand blue-collar workers' ways of thinking in Quality Management 

through their attitudes and beliefs. Furthermore, it was discussed how the dual-path 
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framework could provide a basis for interpretation in this process. A subordinate 

purpose was to gain insight into the role of blue-collar workers in the dissemination of 

Quality Management in the nations surveyed. 

In the perspective of the sequence, it is possible to specify the following specific 

research questions for each of the three steps. 

1. What are the characteristics, foundation and viability of the proposed theoretical 

framework? 

2. What can be said about the current status and historical development of Quality 

Management among nation states, following the application of the framework. 

3. In applying the framework, what are its implications for our understanding of the 

blue-collar workers' attitudes and beliefs in Quality Management? 

In my work on the papers, attention has been paid exclusively to one question at a time. 

In the main body of this doctoral thesis the evidence and possible answers will be 

discussed again, but with all three papers as a basis. The intention of this is to sum up 

the overall contribution of the papers to the objective of the thesis. 

Another very important purpose of this doctoral thesis is to link all the parts of my 

investigation on Quality Management among nation states, including the licentiate 

thesis and this doctoral thesis, into a summary of the main contributions to the overall 

objective of the research. Here, comments and reflections will be given on core 

findings, as well as experience drawn from the research process and recommendations 

for future research. 

1.3 Structures the doctoral thesis and 
dissertation 

To meet the requirements of a Swedish PhD the licentiate thesis and the doctoral thesis 

must be published separately. Together, they form the dissertation that is evaluated as a 

single work in the examination process. The candidate is free to write in the form of a 

monograph thesis or a composite thesis, but the composite thesis is generally 

encouraged. I have chosen to write the licentiate thesis as a monograph, whereas this 

doctoral thesis takes the form of a composite thesis with its three papers. 
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It is important that the reader understand how this doctoral thesis is partly an individual 

thesis with its distinctive objective of developing a theoretical framework and applying 

it to nation states and blue-collar workers. Partly, it is also a summary of the whole 

dissertation contributing towards the overall objective of studying Quality 

Management among nation states (Figure II). The doctoral thesis consists of the three 

appended papers, the introduction in Chapter 1, and the discussion in Chapter 2 of the 

main findings in the appended papers relative to the objective of the thesis. The 

dissertation is explicitly dealt with in chapters 3 and 4, and draws on both the licentiate 

thesis and the doctoral thesis. In Chapter 3, the contributions of the two theses towards 

the overall objective of my search for Quality Management among nation states are 

summarised, and supplemented with comments and reflections on findings that cut 

across the whole research process. Chapter 4 then outlines some of my experience 

from the research process and suggests future areas of research that have been 

proposed in the course of work on the dissertation. 

Collect 
empirical 

data 

,- - - - - - - - - , ,,,.- - Doctoral thesis -- - - - - - - - - - - - - - - - - - - -,
\, • _____ _____ ____ Chapter 1: I, 

• • 
: : 
1 , 

p Aaper p Baper p Caper Introduction : 
1 

Licentiate : : Appendix 1 Appendix 2 Appendix 3 Chapter 2: : 
thesis : : Conclusions : 

I ' , 

, : ~-Chapter3:--
- - - - - - - - - , -----~ Summary 

Chapter 4: 
Future research 

-----------Dissertation---------

Figure II The research process and the structure ofthis doctoral thesis. 

In Figure II, the process of my research is also illustrated. As already indicated, it 

started with an identification of the need for a study of Quality Management among 

nation states. Empirical data on current status and historical development in Quality 
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Management were then gathered from in-country research into twelve leading 

industrial nations in the Cross-cultural Quality Management Research Project. In the 

next step, the licentiate thesis was written, with descriptive presentations of the data 

gathered for individual countries. These empirical descriptions were in tum used in the 

examination of factors influencing the surges and contractions in the dissemination of 

Quality Management in a country. The process then came to a halt as it was found that 

the empirical data could hardly fit into the original framework with the intention of 

interpreting and comparing the findings from the twelve countries. A new theoretical 

framework was therefore developed, influenced by the recent suggestion in the 

academic discourse on Quality Management of using a dual-path assumption rather 

than the single-path assumptions prevalent in the literature. In the next two steps of the 

research process, the dual-path framework was applied to the comparative data 

analysis of the countries surveyed, first in terms of nation states and then in terms of 

blue-collar workers. Finally, this doctoral thesis draws conclusions based on the three 

papers regarding the objective of the thesis, and summarises the whole research 

process in perspective of to the overall objective. The result, or output of the process, 

is hopefully a contribution to Quality Management in terms of empirical evidence, 

knowledge, and perspectives. 
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. RESEARCH QUESTIO S - A 
DISCUSSIO ON A SWE S 

In the following, the three research questions that were derived from the objective of 

this doctoral thesis will be discussed. 

1. What are the characteristics, foundation and viability of the proposed theoretical 

framework? 

2. What can be said about the current status and historical development of Quality 

Management among nation states, following the application of the framework. 

3. In applying the framework, what are its implications for our understanding of the 

blue-collar workers' attitudes and beliefs in Quality Management? 

The three papers appended to this thesis will be used as the basis for the discussion of 

possible answers to the individual questions, that is: 

Paper A: In Search ofQuality Management: A Rethinking ofDevelopment (Kroslid, 

Bergman and Chong, 1999). 

Paper B: Current Status and Historical development of Quality Management in 

Nation States - With a Reinterpretation (Kroslid, 1999). 

Paper C: Blue-collar Workers and Quality Management - A Survey on Attitudes and 

Beliefs (Kroslid and Hellgren, 1999). 

2.1 What the characteristics, foundation and 
viability of the proposed framework? 

Our proposal for a theoretical framework, the dual-path framework, as outlined in 

Paper A, is characterised by being based on the assumption that Quality Management 

has developed in two separate paths, or schools of thought. This in contrast to the 

prevalent single-path assumptions in the literature, which portray Quality Management 

as a homogeneous field that has development along a single, cumulative path. The 

dual-path framework classifies the historical development of ideas in Quality 

Management during the past century into two distinct schools of thought, the 

Deterministic School of Thought and the Continuous Improvement School of Thought. 
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The former has developed on a deterministic view of reality, with a belief in the 

existence of one best way. The latter is founded on a reality full of variation, with an 

awareness of improvement potential in every aspect of work. 

In Paper A, the dual-path framework is also characterised through a model (Figure ID). 

The model is built around practices derived from the reviewed literature, as well as 

specifications of practices outlined in the national quality awards and international 

quality assurance standards. The vertical axis in the model indicates on the one hand 

the level of development, on a five-step scale, and on the other hand the three different 

foci of practices; product, process and culture. The horizontal axis divides Quality 

Management into the Deterministic School of Thought and the Continuous 

Improvement School of Thought. 

t--------------- Quality values and strategies are ----tshared in the organisation, with 
high customer satisfaction. 

very high 
culture~ t Conformance to standards, Continuous improvements of 

[ high specifications and zero defects by processes, products and services by 
all employees. all employees. 

~ t--- ----~ Conformance to process and > Process improvements based on 
~ medium system specifications through statistical methodology. corrective and preventive action. 
45 t The installation of a prevention Systematic application of quality

low system through the specification of control tools. 

f---
__]°"1procedures. 

Inspection of final goods and very low productservices according to specification. 
L - - -------------------------------l 
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Figure III An illustration of the model for the proposed dual-path framework, 
Kroslid et al. (1999). 

An additional characteristic of the dual-path framework that I would like to mention is 

the demonstration in Paper B that it synthesises empirical data on current status and 

historical development. It is commented in the same paper that the model also proposes 

a link between a country's application of practices and its level of development. 

Furthermore, Paper A asserts that the dual-path framework can be applied to the 

analysis of primarily nation states, as well as for industries and organisations. In Paper 

C, the framework is even found to add value in the understanding of blue-collar 

workers' attitudes and beliefs in Quality Management. 
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In terms of foundation, Paper A relates the need for the dual-path framework to the 

main criticism in the academic discourse on Quality Management. Here, arguments are 

found that Quality Management has not been fully accepted in general management 

theory, and that it contains many hazy and ambiguous concepts, and that it has little 

consensus on terminology and definitions. Furthermore, that it has a rhetoric which 

predominates over substance, and that it implies a questionable claim for context 

independence. In the analysis of these shortcomings, we refer to a claim by Giroux and 

Landry (1998: 184) that many can be attributed to the prevalence of single-path 

assumptions in the literature regarding the historical development of Quality 

Management. The single-path assumptions typically postulate an evolution of Quality 

Management along one path of development through discrete eras. The solution of 

Giroux and Landry (1998) is to apply a dual-path assumption based on forms of 

control. In Paper A, we borrow their type of assumption, but reject their classification 

based on forms of control, as we argue that a taxonomy based on appreciation of 

variation is more appropriate. Another aspect that strengthens the foundation of the 

dual-path framework concerns the comments in Paper A that the dual-path framework 

partly results from the difficulties encountered in our effort to explain and fit the 

empirical data from the Cross-cultural Quality Management Research Project into 

frameworks based on the single-path assumption. 

The demonstration of the viability of the dual-path framework starts in Paper A, with 

the interpretation of data on current status and historical development for Great Britain, 

Japan and the United States. It is explained that the three countries, according to the 

literature, constitute extreme cases in their historical and current approach to Quality 

Management. By applying the dual-path framework to the empirical data that we have 

compiled in the three countries, differences are made evident that so far have been 

largely unaccounted for in the single-path models and frameworks described in the 

literature. One example that we mention is the visualisation of the differences in the 

historical development patterns of the three countries. Here, Japan has mainly 

developed within the Continuous Improvement School of Thought and Great Britain 

within the Deterministic School of Thought. In Paper B, the validity test of the dual

path framework is successfully extended to all twelve countries through comparison of 

their current status and historical development. Similarly, in Paper C, the dual-path 

framework generates interesting findings upon its application to some of the empirical 

data on attitudes and beliefs of blue-collar workers. 
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A central conclusion in Paper A is that the proposed dual-path framework constitutes 

an alternative to the single-path frameworks in the literature, and that the former has 

revealed a strong potential for overcoming some of the most serious elements in the 

academic criticism of Quality Management. The successful application of the dual-path 

framework in the interpretation of empirical data for nation states in Paper B and 

individuals in Paper C supports such an argument. 

2.2 What can be said about our current 
understanding of Quality Management among 
nation states? 

In Paper B, empirical data on current status and historical development among nation 

states are presented. The data has been derived from the Cross-cultural Quality 

Management Research Project and other comparative empirical studies on nation states 

in Quality Management (e.g., Dahlgaard et al., 1998; Juran and Gryna, 1988; 

Harrington, 1995; ISO, 1999; Juran, 1995a; World Economic Forum, 1997). It is 

explicitly pointed out that all these studies are based on single-path assumptions, and in 

the final analysis and comparison in Paper B the dual-path framework is applied to a 

reinterpretation of the whole body of empirical data. 

The findings of the reinterpretation of empirical data on current approaches in Quality 

Management, reveal that China, Japan, South Korea, Sweden, and the United States 

primarily relate to the Continuous Improvement School of Thought. In terms of level 

of development, Japan, Sweden and the United States are found to be on a "high" 

level, with a focus of practices on culture. South Korea and China are on a "medium" 

level and "low" level, respectively, both by putting the focus on process. Australia, 

Brazil, Germany, Great Britain, Italy, Norway, and Saudi Arabia, are all found to have 

approaches predominantly relating to the Deterministic School of Thought. Apart from 

Saudi Arabia on the "low" level, the other countries are on a "medium" level of 

development (Figure IV). 
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Figure IV Current status, level of development and dominance of practices, see 
Kroslid (1999). The positioning of countries within a group is 
alphabetical. 

In Paper B, the analysis of historical development in the countries surveyed focuses on 

Australia, Brazil, Germany and South Korea. A chronological listing of major events 

during this century in the dissemination of Quality Management is presented for these 

countries in the analysis. Following the application of the dual-path framework it is 

shown how Brazil and Germany mainly have remained within the Deterministic School 

of Thought since the start of the century, whereas South Korea has primarily stayed 

within the Continuous Improvement School of Thought. Australia, on the other hand, 

shifted from the Deterministic School of Thought to the Continuous Improvement 

School of Thought in the mid-80s, only to shift back in the early 1990s. Adding to this, 

Paper A presents, with similar detail, the historical development in Quality 

Management in Great Britain, Japan, and the United States. Great Britain stands out as 

a country where approaches relating to the Deterministic School of Thought have 

dominated almost throughout the entire development, whereas Japan represents the 

other opposite with its historical dominance of approaches relating to the Continuous 

Improvement School of Thought. The United States moved from approaches within the 

Deterministic School of Thought to the Continuous Improvement School of Thought in 

the 1980s, and has since primarily related to that school. 

Altogether, I have in the three papers determined the current level of development and 

position relative to the two schools of thought for Australia, Brazil, China, Germany, 
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Great Britain, Italy, Japan, Norway, Saudi Arabia, South Korea, Sweden and the 

United States. The historical development in Australia, Brazil, Germany, Great Britain, 

Japan, South Korea, and the United States is also covered, with individual fact sheets 

on major events during this century. 

2.3 What is our understanding of the blue-collar 
workers' attitudes and beliefs of thinking in 
Quality Management? 

Our present understanding of blue-collar workers' attitudes and beliefs in Quality 

Management, when applying the dual-path framework, are mainly discussed in Paper 

C. Here, empirical data are presented from the Cross-cultural Quality Management 

Research Project based on a questionnaire survey of about 50 blue-collar workers and 

qualitative interviews with two blue-collar workers in each country. It is pointed out 

that these sample sizes are too small to draw any far-reaching generalisations on the 

basis of empirical patterns identified, and that the analysis therefore aims to pave the 

way for future research by performing various tests on the empirical set of data. 

The questionnaire survey, focusing on the quantification of blue-collar workers' 

conviction about the benefits of Total Quality Management, revealed relatively high 

mean scores on a scale from 1 ( of little importance) to 9 (of supreme importance) for 

all counties surveyed. However, significant differences existed among some of the 

twelve countries, and a cluster analysis of the mean scores resulted in the identification 

of four statistically different groups. The group of countries where blue-collar workers 

exhibit the highest level of conviction about the benefits of Total Quality Management 

includes Brazil and Sweden, with average scores just above 7. The second highest 

scoring group comprises Germany and Great Britain, whereas the third highest scoring 

group embraces Australia, China, Italy, Norway, Saudi Arabia, and South Korea. Blue

collar workers from Japan and the United States attributed the least importance to 

Total Quality Management, with average scores below 6, and comprise the lowest 

scoring group. 

In an effort to explain the differences in the above measurement on blue-collar 

workers' attitudes and beliefs in Quality Management, three varied operationalisations 

of nation states are examined: (1) national cultural values, (2) national level of 
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development in Quality Management, and (3) national position relative to the dual-path 

framework. From regression analysis, it is found that both the first and the second 

operationalisation yield R values close to 0. It is argued that the explanatory power of 

these two factors on the blue-collar workers' conviction about Total Quality 

Management are so minor that they can be ignored. 

In terms of the third operationalisation, nations' positioning relative to the two schools 

of thought, results from Paper B on both current and historical positioning are used. 

For both variables the same hypothesis is applied, namely that blue-collar workers in 

countries within the Continuous Improvement School of Thought are expected to show 

a higher level of conviction about the benefits of Total Quality Management than 

counterparts in countries belonging to the Deterministic School of Thought. The logic 

underlying this hypothesis can be found in Paper A, where Total Quality Management 

is recognised as one of the most advanced approaches of the Continuous Improvement 

School of Thought. However, in the analysis in Paper C, no such patterns are revealed, 

essentially because a majority of countries with a high score in the survey of blue

collar workers relate to the Deterministic School of Thought. The paper also discusses 

some indications in the data material that blue-collar workers in the three Asian 

countries in the study, distinguished by their historical and current positioning within 

the Continuous Improvement School of Thought, reveal a lower level of conviction 

than in the other countries surveyed. Although some possible explanations are 

discussed, it is pointed out that the relatively small sample sizes in the survey restrict 

any conclusions. 

In summary, none of the three operationalisations of nation states yielded any 

significant and strong explanatory power on the quantified differences in the 

conviction of blue-collar workers about the benefits of Total Quality Management. 

However, in the final discussions of Paper C, the dual-dual path framework is applied 

directly in the interpretation of the qualitative interviews with two blue-collar workers 

in each country. This is enabled through a content analysis of the transcribed 

interviews, in which the data are coded relative to the two schools of thought, based on 

a specified set of characteristics concerning attitudes and beliefs. 

Despite the extremely small sample sizes, two blue-collar workers in each country, the 

analysis of the coded interviews reveal some evidence in support of a claim that the 

attitudes and beliefs of blue-collar workers in most countries show evidence of 
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expressions relating to the two schools of thought. Whereas blue-collar workers in 

Australia, Brazil, Germany, Great Britain, Italy, Norway, and Saudi Arabia seem to 

reveal a predominant belonging to the Deterministic School of Thought, the blue-collar 

workers in China, Japan, South Korea, Sweden, and the United States relate more to 

the Continuous Improvement School of Thought. Furthermore, it is argued that this 

classification matches the patterns of the current positioning of the countries relative to 

the same two schools. Paper C ends with a discussion about the relevance of such a 

relationship, and whether it is strong enough to suggest that the dual-path framework 

constitutes a basis for understanding the attitudes and beliefs of blue-collar workers in 

Quality Management. In line with this argument, a generalisation is suggested that 

countries within the Deterministic School of Thought will probably have blue-collar 

workers who tend to address Quality Management in terms of product quality, 

inspection activities, quality assurance activities, conformance to standards, and 

problem solving. On the other hand, countries within the Continuous Improvement 

School of Thought are more likely to have blue-collar workers addressing issues such 

as quality control activities, total quality management activities, continuous 

improvement and customer satisfaction. 

Conclusions and contributions relative to the 
objective 

I will now sum up the three research questions with some general thoughts on how 

they contribute to the objective of this doctoral thesis, namely to develop a theoretical 

framework in Quality Management for the understanding of current status and 

historical development among nation states. A number of additional contributions that 

are put forward in the three papers, but which fall outside the domain of the three 

research questions, will also be discussed. 

Firstly, the objective indirectly specifies that the development process per se needs to 

be rigid and well funded. These two aspects of the development process are mainly 

explained in the proposal for the dual-path framework in the first research question. It 

is pointed out that the need for the dual-path framework stemmed from the inadequacy 

of single-path frameworks to comprehend the variances in the empirically gathered 

data on current status and historical development in the countries surveyed. 

Furthermore, it is explained how the original idea for a dual-path assumption was 
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derived from the recent academic analysis on Quality Management, and that the dual

path framework was developed from an extensive classification of the literature based 

on appreciation of variation. A further strengthening of the foundation in the 

development process of the dual-path framework is found in the second research 

questions, where empirical data from the Cross-cultural Quality Management Research 

Project and other cross-national studies on Quality Management are successfully 

reinterpreted. 

Secondly, the objective requires some evidence that the dual-path framework has 

provided value in the understanding of current status and historical development of 

Quality Management among nation states. Here, the second research question contains 

a discussion on how the application of the dual-path framework to the current body of 

empirical data for nation states in Quality Management actually constitutes a major 

reinterpretation and capture differences previously unaccounted for in the application 

of other frameworks. As argued, the dual-path framework enables a much more 

nuanced analysis of Quality Management among nation states, with the framework 

adding additional information to the empirical data gathered. Furthermore, it is argued 

that the dual-path framework enables a synthesising of findings from other studies 

published, providing a large body of transparent empirical data. In the dealing with the 

third research question, some indications are also given that the dual-path framework 

can be applied to the understanding of blue-collar workers' attitudes and beliefs. 

A range of other contributions to the objective of this thesis, that do not directly 

address the three research questions, can be derived from the three papers. From the 

application of the dual-path assumption in Papers B and C for example, three notable 

relationships can be identified. The first is between the deployment of quality 

management practices in a country and its level of development in Quality 

Management. Despite the abundance of texts in the literature on deployment of 

practices, both in a current and an historical perspective (see e.g., Dahlgaard et al., 

1998; Harrington, 1995; Juran and Gryna, 1988; Juran, 1995a), little effort has been 

made to understand this relationship. In Paper B, a direct outline of the relationship is 

given through the illustration of the dual-path assumption, as it specifies sets of 

practices within each school of thought at every level of the five-step development 

axis. Basically, it enables a determination of the level of development based on the 

knowledge within a unit of analysis' deployment of practices and vice versa. 
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The second relationship is that found between the current positioning of a country 

relative to the two schools of thought and its historical development. As argued in 

Paper B, published studies within the group of comparative empirical studies on nation 

states in Quality Management are focused either on current status or historical 

development. Furthermore, it is argued that the dual-path framework provides a basis 

for bridging the two streams, and understanding how they interrelate. In the analysis it 

is shown how this feature enhances the dynamic in evaluations of nation states in 

Quality Management, as it encourages the analyst to take a more holistic view. 

The third relationship is suggested in Paper C, and is more speculative in nature. It 

constitutes the patterns found between blue-collar workers' attitudes and beliefs and 

their country's current approach when classifying the two aspects based on the dual

path framework. This relationship could possibly enable a prediction of what attitudes 

and beliefs are likely to dominate in a country, based on information regarding that 

country's current positioning relative to the Deterministic School of Thought and the 

Continuous Improvement School of Thought. It is maintained in Paper C that the 

available set of empirical data is not large enough to draw such specific 

generalisations, and that this relationship should be further examined in future 

research. 

In addition to these three relationships, the dual-path framework has also focused 

attention on the importance of multi-dimensional measurements and assumptions in 

Quality Management. As argued in Paper B, both published comparative empirical 

studies on nation states in Quality Management and the Cross-cultural Quality 

Management Research Project are based on single-path assumptions, with one

dimensional measurements. In more detail, they assume a single path and cumulative 

development pattern typically evolving from Inspection and continuing via Quality 

Control and Quality Assurance, to Companywide Quality Control or Total Quality 

Management. Accordingly, measurements such as deployment of practices 

characteristically take the form of simple percentage scores. In the proposed model of 

the dual-path framework, multi-dimensional axes are included, enabling a varied 

analysis of empirical data. 

Furthermore, it is argued in Paper A that the dual-path assumption could eliminate 

some of the dependence on concepts in the terminology of Quality Management, as 

some areas can now be explained in terms of the two schools of thought. The 
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traditional use of terminology has been criticised as hazy and ambiguous (Dean and 

Bowen, 1994: 394), with little consensus on definitions (Reed et al., 1996: 173). 

Hackman and Wageman (1995: 338) add from their conceptual analysis that rhetoric is 

winning over substance in core concepts of Quality Management. In Paper A, the 

Deterministic School of Thought and the Continuous Improvement School of Thought 

are specified and abstracted from literature. A broad range of issues are also explained 

in relation to the two schools of thought in the three papers; including the ideas of 

original contributors, the approaches and practices of nation states, industries and 

organisations, and the attitudes and beliefs of blue-collar workers. 

Finally, I would like to comment that the dual-path assumption is not something that 

the author has artificially constructed. There is evidence to believe that the two 

discourses have existed since Shewhart introduced the control chart and his theories on 

variation in the 1920s. Shewhart (1939: 2-4) observes that: "From the viewpoint of 

ideology, it is significant that this first step [mass production with interchangeable 

parts] was taken under the sway of the concept of an exact science, according to which 

an attempt was made to produce pieceparts to exact dimensions.... The concept 

underlying the quality control chart technique of 1924 was born of a probable science." 

Other original contributors have made a similar distinction in their comments. For 

example, Juran (1992: 11) argues that: "Some companies have defined quality in terms 

such as conformance to specification, or conformance to standards. These are 

dangerous definitions when applied at managerial levels. At those levels, what is 

essential is that the products respond to customer needs. Conformance to standards is 

only one of many means to that end." The fact that the awareness and realisation of a 

dual-path framework has become a product of the recent academic discourse is also 

understandable, as Quality Management has until lately scarcely been subjected to 

critical in-depth analysis (e.g., Dean and Bowen, 1994: 392-393; Giroux and Landry, 

1998: 183). 
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3. SUMMA Y OF DISSERTATION 
COMMENTS AND 

I will now step back and evaluate the documented work of the whole research process, 

the dissertation, in relation to its objective; to contribute empirical evidence, 

knowledge and perspectives on the current status and historical development of Quality 

Management among nation states. The dissertation is primarily made up of the 

licentiate thesis and this doctoral thesis, and discussions concerning the whole 

dissertation will primarily be done in this and the following chapter. 

First, the contribution of the dissertation towards its objective will be discussed. 

Second, four central elements in the dissertation will be elaborated: (1) the Cross

cultural Quality Management Research Project, (2) the driving factors, (3) the two 

schools of thought, and ( 4) the model. Finally, I intend to reflect on a number of 

specific, almost speculative, questions that have arisen during my work on the 

dissertation. 

3.. 1 Summary of the dissertation's parts relative to 
objective 

3.1.1 Licentiate thesis, Quality Management - National or Global 
Driving Factors? (Kroslid, 1998) 

The licentiate thesis mainly contributes to the objective of the dissertation through its 

comprehensive empirical descriptions of Quality Management in Australia, Brazil, 

Germany, Japan and Sweden. Based on these descriptions, the thesis examines what 

factors in the national context cause surges and contradictions in the dissemination of 

Quality Management in a country2
• The starting point of this examination is an 

2 In Kroslid (1998) the surges and contraction in the dissemination of Quality Management in a 
country is termed the national quality management movement. 
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international study by Juran and Gryna (1988) that indirectly propose a set of such 

factors (Table ). It is pointed out that more than a decade had passed since this 

evaluation was made, and that knowledge on the scope and characteristics of such 

factors is limited. 

Based on the empirical descriptions in the licentiate thesis, a set of seven currently 

applicable national driving factors is proposed (Table 1). A comparison of the two sets 

of driving factors shows that the present set of driving factors draw more heavily on 

factors from the private business environment and less on public factors such as 

national training and awareness programmes, government, and labour relations. 

\ Updated set of national driving ! National driving factors as proposed in 
Ranking i factors i Juran and Gryna (1988) 

1 i Economy ! National training and awareness programmes 
2 j National quality societies i Government 
3 1 People ! Economy 
4 ! Certification bodies i Labour relations 
5 1 Industrial structures ! People 
6 ! Organisation and its quality function i Industrial structures 
7 l Government ! Organisation and its quality function 

Table 1 Comparison ofthe proposed sets ofdriving factors, Kroslid (1998: 228). 

In the final part of the thesis, the scope and characteristics of the seven factors are 

discussed, and it is explained how they depend on the national context and national 

level of development in Quality Management. 

3.1.2 Doctoral Thesis, In Search ofQuality Management -
Rethinking and Reinterpreting 

The main contribution of the doctoral thesis to the objective of the dissertation is the 

proposal for the dual-path framework, which constitutes both new perspectives and 

knowledge. It is derived from an extensive classification of the historical development 

of ideas in Quality Management based on appreciation of variation. The classification 

results in the identification of two distinctive schools of thought, the Deterministic 

School of Thought and the Continuous Improvement School of Thought. In the thesis, 

it is argued that the dual-path framework has revealed a strong potential for 

overcoming some of the most serious elements in the academic criticism against 

Quality Management. 
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The dual-path framework is also used in the thesis as a basis for reinterpreting 

empirical evidence on the current status and historical development of Quality 

Management among nation states from the Cross-cultural Quality Management 

Research Project. Other empirical studies are also brought into the analysis, and the 

synthesised findings are used in the classification of the twelve countries relative to the 

two schools of thought. The quality management approach of China, Japan, South 

Korea, Sweden, and the United States is found to relate predominantly to the 

Continuous Improvement School of Thought, and that of the seven other countries to 

the Deterministic School of Thought. Also the data on historical development are 

synthesised and explained in terms of the dual-path assumption, and it is shown how 

some have remained within one of the two schools throughout this century, whereas 

others have alternated between the two. 

Finally, empirical evidence from the Cross-cultural Quality Management Research 

Project is presented regarding the attitudes and beliefs of blue-collar workers in the 

twelve countries surveyed. This is a unit of analysis that is scarcely covered in the 

literature. In applying the dual-path framework some evidence are found that blue

collar workers in Australia, Brazil, Germany, Great Britain, Italy, Norway, and Saudi 

Arabia reveal a belonging to the Deterministic School of Thought, whereas the rest 

relate more to the Continuous Improvement School of Thought. Here, the small 

samples of interviewed blue-collar workers in each country limit the analysis and basis 

to draw conclusions. 

3.2 The four elements 

3.2.1 The Cross-cultural Quality Management Research Project 

The Cross-cultural Quality Management Research Project has supplied both theses 

with empirical data. It is built on a varied methodology, and it seems reasonable to 

critically examine some of the methodological aspects as well as to compare the 

approach with other cross-national empirical studies on Quality Management. In terms 

of the structure of examination I will assess the Cross-cultural Quality Management 

Research Project against the criteria or shortcomings that Schollhammer (1973: 28-30) 
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identified for international business and comparative management research. First, he 

states that many of the studies are "... self-centred in the sense that they focus on the 

specific issue under investigation in isolation from existing studies on the same or a 

closely related subject". Second, that they are"... merely descriptive and lack analytical 

rigor", and third, that "... theoretical-abstract frameworks have not been used as a 

framework for integrating or synthesizing the multitude of empirical research 

findings". In the final part of this examination of the Cross-cultural Quality 

Management Research Project, I will move on to address some aspects of the applied 

methodology that gained added importance in the analysis of the three papers of the 

doctoral thesis. 

In terms of the self-centred criterion identified by Schollhammer, the licentiate thesis 

makes references to Kristensen et al. (1995), Harrington (1995), and Womack et al. 

(1990), as sources of guidance in the development of the research methodology for the 

Cross-cultural Quality Management Research Project. This can be viewed as evidence 

of non self-centredness. However, the objective and scope of the Cross-cultural 

Quality Management Research Project do not build directly on the mentioned empirical 

studies, and is in this regard self-centred. The only replication that has been done in the 

research process is a survey of the national cultural values in Hofstede (1980) as 

specified in Hofstede (1994). Scrutinising other comparative empirical studies on 

nation states in Quality Management for self-centredness, Harrington (1995) and the 

World Economic Forum (1997) make no reference at all to other empirical studies. In 

the introduction to Dahlgaard et al. (1998: 812) the studies reported in Harrington 

(1995) and Adam et al. (1994) are mentioned, but are not used as a basis for 

comparison or validation. Similarly, Sohal (1998) starts with an introduction to 

Dahlgaard et al. (1998), but neither the research project nor the reporting of results 

contains any further reference to that or any other study. 

When it comes to descriptiveness and lack of analytical rigor, the reporting of findings 

from the Cross-cultural Quality Management Research Project contains central 

descriptive elements, but these are to my judgement balanced by those of an analytical 

and interpretative nature. Examples are the literature review in Paper A, the analysis of 

nation states relative to the dual-path framework in Paper B, and the three 

operationalisations of nation states in Paper B. This in contrast to studies such as ISO 

(1999) and the World Economic Forum (1997) which are exclusively descriptive in 

nature, and those that are primarily descriptive, including Dahlgaard et al. (1998), 
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Harrington (1995), Juran and Gryna (1988), Giroux and Landry (1998), and Sohal 

(1998). The degree of analytical rigor is more difficult to judge in the various studies. 

However, the measurements in the Cross-cultural Quality Management Research 

Project are based on a consensus assessment model of criteria from the national quality 

award in the countries surveyed (Kroslid, 1998: 42-45). Furthermore, the analysis of 

the data, the statistical dispersion and the goodness of constructs for the obtained 

results are shown, which is more than in most of the other reviewed studies on nation 

states in Quality Management. 

Another aspect concerning the analytical rigour of the Cross-cultural Quality 

Management Research Project is that a simple one-dimensional framework, based on a 

single-path assumption of nature of development, was applied to the development, data 

acquisition, and initial reporting (Kroslid, 1998: 15). In the other comparative 

empirical studies on nation states in Quality Management, similar frameworks based 

on the same single-path assumptions underlie the research projects, data analysis, and 

interpretation (see e.g., Dahlgaard et al., 1998; Harrington, 1995; ISO, 1999; Juran and 

Gryna, 1988; Juran, 1995b). In the interpretation and the analysis of the empirical data 

from the Cross-cultural Quality Management Research Project, however, the inability 

of such frameworks to nuance the observed variety of development patterns became 

evident. A more in-depth analysis and literature review in a search for alternatives was 

thus initiated. The result was the development of the dual-path framework in Paper A, 

which in many aspects provided a more rigours analytical analysis. 

A notable conclusion that can be drawn from the above discussion is that the field of 

comparative empirical research on nation states in Quality Management as it exists 

today is at a similar stage to that of empirical research on international business over a 

quarter of a century ago. This is based on our finding that the majority of studies 

published have the same shortcomings as Schollhammer identified in the early 1970s 

for international business and comparative management research. It is only with the 

reinterpretation based on the dual-path framework that the Cross-cultural Quality 

Management Research Project overcomes some of the shortcomings identified by 

Schollhammer (1973: 28-30). 

Various methodological aspects were covered in the licentiate thesis (Kroslid, 1998: 

51-62). In the three papers certain aspects have changed or gained added importance: 
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(1) the single-path assumption, (2) the appointment of an expert panel, (3) and the 

transcription of the qualitative interviews. 

First, it is apparent that a methodology that was designed on a framework based on the 

single-path assumption rather than the dual-path assumption created some difficulties 

in the analysis of the empirical data in the three papers. Unfortunately, the potential for 

a dual-path assumption was not realised until the licentiate thesis had been published 

and the author encountered problems in the comparative analysis of the twelve 

countries. The solution was found in Giroux and Landry (1998) Schools ofThought In 

and Against Total Quality, which influenced the development of the dual-path 

framework in Paper A. The change in framework, with its underlying assumption, 

caused modifications in the further analysis. For example, other empirical studies with 

data on dominating practices were brought into the analysis in Paper B to determine 

the positioning of the countries relative to the two schools of thought. Part of this 

positioning was not possible with the data gathered in the Cross-cultural Quality 

Management Research Project. Furthermore, the qualitative data on blue-collar 

workers' attitudes and beliefs in the Cross-cultural Quality Management Research 

Project was re-coded in Paper C to enable an analysis with the approach of nation 

states in relation to the two schools of thought. It is also noticeable that the change in 

framework to some extent limited the use of the quantitative data on blue-collar 

workers. 

Second, the use of a small expert panel of quality system auditors employed by Det 

Norske Veritas as the only source of the quantitative data on current level of 

development for the countries surveyed, has been criticised by practitioners and 

academics familiar with the Cross-cultural Quality Management Research Project. As 

it turned out, the compiled quantitative data exhibited differences in the level of 

development between the twelve countries at a high level of significance, and it was 

further possible to classify them into three statistically significant groups. I understand 

the criticism, but would like to emphasise that the use of the expert panel is an 

integrated part of the methodological design for the whole Cross-cultural Quality 

Management Research Project. In the licentiate thesis (Kroslid, 1998: 61-62), it is 

argued that the use of an expert panel is not necessarily inferior compared to surveys 

involving quality system auditors from different certification bodies within a country, 

examiners engaged in a national quality award, or the most senior executive in the 

organisation responsible for quality. 
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Elaborating on this, I would like to point out that the average number of quality system 

auditors employed by Det Norske Veritas in each country was about twenty, half of 

whom responded to the questionnaire. The response rates could thus have been higher, 

but for practical reasons this was not possible. The alternative of introducing an 

additional certification body, alongside Det Norske Veritas, was considered, but would 

have introduced variation by means of another certification body, with different 

training programmes for quality system auditors and perhaps also a different 

measurement scale. Another alternative approach would have been to exclusively use 

the examiners for the national quality award in each of the twelve countries. The 

advantage would have been that they are used to assess organisations based on the 

award criteria, which formed the basis for the surveyed items in the questionnaire. 

However, the examiners are employed by a range of companies, and in my judgement 

have limited experience from assessment of Quality Management in other companies. 

The third possibility would have been to administer the questionnaire to the most 

senior executive responsible for quality in a range of organisations in each country. 

Here, the variability in experience and measurement scale would have been very large, 

and reasonable response rates would probably have been difficult to obtain. 

Considering the alternatives, I am still confident that the use of an expert panel of 

quality system auditors employed by Det Norske Veritas was a good approach, and the 

problem is rather to explain the advantages of keeping as many of the environmental 

variables as possible constant. One aspects that runs across the various approaches is 

that they all depend on generalisations of the empirical patterns that are found in order 

to apply it on a country level. 

One related aspect concerning the use of quality system auditors in the expert panel is 

their dominant experience from companies that have been awarded a certification of 

compliance with one of the ISO 9000 standards. As a result, the experts' response is 

not likely to cover the "very low" scoring part of the scale on level of development. 

The reason is found in Paper A which points out that practices connected with the ISO 

9000 series of standards are at a "low" or "medium" level of development within the 

Deterministic School of Thought. Evidence supporting this view can be found in the 

country scores, where none of the twelve nations had a mean score in the "very low" 

level of development. Some would perhaps also have argued that the quality system 

auditors would not know what practices at a "very high" level of development entail, 

as they do not follow such advanced quality management practices. To this, Kroslid 
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(1998: 42-43) reports that he found the knowledge of the expert panel to be sufficient 

when being asked specific questions about the current status of Quality Management in 

organisations. Furthermore, it is argued that the high correlation with the results of the 

Global Competitiveness Report on Quality Management, which stems from a survey of 

executives in the private and public sectors, confirms the reliability of the sample used 

(Kroslid, 1998: 62). 

Third, it is stated in the licentiate thesis that only important parts of the qualitative 

interviews in the Cross-cultural Quality Management Research Project have been fully 

transcribed as no major content analysis was planned (Kroslid, 1998: 59-60). With 

Paper C and the coding of the qualitative interviews with blue-collar workers 

according to the dual-path assumption, the situation changed, and the affected 

interviews were transcribed in full. This was done in order to permit a content analysis 

of the interviews with two blue-collar workers in each country. 

3.2.2 National Driving Factors 

The licentiate thesis contains an analysis to determine which factors that currently 

cause surges and contractions in the dissemination of Quality Management in a country 

(Kroslid, 1998: 225). The analysis is based on empirical data from the twelve countries 

surveyed in the Cross-cultural Quality Management Research Project. Among the 

twelve countries, the following seven factors are currently found to attribute the most: 

(1) economy, (2) national quality societies, (3) people, (4) certification bodies, (5) 

industrial structure, (6) organisation and its quality function, and (7) government. In 

terms of scope and characteristics, it is pointed out that although the seven factors are 

found in all twelve countries, they "... vary tremendously in terms of character and 

influence amongst the countries surveyed" (Kroslid, 1998: 230). It is also found that 

the characteristics of the factors depend on the level of development of the countries in 

Quality Management, and that the factors themselves change alongside general 

developments in the national context. 

Furthermore, the licentiate thesis emphasises that the set of national driving factors 

forms a basis for understanding surges and contractions in the dissemination of Quality 

Management in a country. This comprehension has proven valuable in the work on the 

three papers in the doctoral thesis. Here, reference can be made to Juran (1988c: 
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35A.2) who states that Quality Management on an international level will "... remain as 

a continuing problem until the cultural patterns [ driving factors] ( and the reasons 

behind them) are understood, appreciated, and taken into account". 

In the set of identified currently applicable driving factors, people are the third most 

important factor. The licentiate thesis provides individual descriptions of this factor in 

Australia, Brazil, Germany, Japan, and Sweden. Notably, the same factor is more 

extensively analysed for all twelve countries in Paper C. 

In retrospect, it seems to me that my work on the driving factors in the licentiate thesis 

was an early indication of the problems encountered with the application of the single

path framework in the comparative analysis and interpretation of the country data. In 

the licentiate thesis it is also remarked 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" 

(Kroslid, 1998: 230). With the introduction of the dual-path framework in the analysis 

and interpretation of Quality Management among nation states, the above statement 

seems far-fetched, and it could be speculated that the underlying reason for examining 

the driving factors in the licentiate thesis was the lack of an appropriate framework. 

3.2.3 The Two Schools of Thought 

In the doctoral thesis, the dual-path framework with the two schools of thought has 

been very central. As explained earlier, the licentiate thesis was also involved to some 

extent, as the country descriptions given could hardly be fitted into the single-path 

framework applied in the thesis. This was not noted in the licentiate thesis, as it was 

discovered afterwards. I would first like to further specify the distinction between the 

two schools of thought, and then compare the proposed dual-path framework with that 

proposed in Giroux and Landry (1998) which I regard as the first in-depth analysis of 

the dual-path assumption. 

Paper A contains a number of specifications of the distinction between the two 

schools, based on the review of historical development of ideas in Quality 

Management. The Deterministic School of Thought is specified as evolving " ... 

around a deterministic view of reality with a belief in the existence of one best way. 
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Conformance to product and process specifications, increasingly by means of 

industrial, national and international standards, is viewed as the best approach to meet 

customer requirements." Accordingly, the Continuous Improvement School of Thought 

is specified as being ". . . founded on a reality full of variation, with an awareness of 

improvement potential in every aspect of work. Continuous improvement is used as the 

main practice for reducing the impact of the environment and the magnitude of 

variation in processes, with the ultimate objective to satisfy customers and other 

stakeholders." 

The three papers have also revealed additional differences between the two schools of 

thought, including views and practices on learning, organisational development, and 

terminology. For example, the Continuous Improvement School of Thought seems to 

place a much stronger emphasis on learning. Here, it includes the Plant-Do-Check-Act 

improvement cycle that Deming originally termed the "Shewhart cycle for learning and 

improvement" and later even replaced the Check phase with a Study phase (e.g., 

Kilian, 1992: 26; Deming, 1993: 132). In comparison, the Deterministic School of 

Thought emphasises to a greater extent a situation of status quo with corrective actions. 

Furthermore, the Continuous Improvement School of Thought tends to promote 

organisational development, while the Deterministic School of Thought promotes 

stability and control. 

Speculating on even further differences that might be associated with the two schools 

of thought, I would like to add that contributors to the Deterministic School of Thought 

appear to address non-quality more often than contributors to the Continuous 

Improvement School of Thought, who address quality per se. Within the Deterministic 

School of Thought, the scope of the ISO 9000 series of standards, for example, 

specifically outlines that: "The requirements specified are aimed primarily at achieving 

customer satisfaction by preventing nonconformity" (ISO, 1994). Adding to this, 

Crosby (1979: 169) states that Zero Defects " ... is the attitude of defect prevention". 

On the other hand Deming (1986: 29), one of the original contributors to the 

Continuous Improvement School of Thought, explains that "... inspection does not 

improve quality, nor guarantee quality", but that the achievement of statistical control 

does. Similarly, Juran (1989: 15) specifies quality in terms of fitness for use, and 

Ishikawa (1985: 45) that"... quality means quality of work, quality of service, quality 

of process[...] and to control quality in its every manifestation is our basic approach". 
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An associated issue of high importance is the way in which standards and 

standardisation are treated in the two schools of thought. In Paper A, it is outlined that 

both the Deterministic School of Thought and the Continuous Improvement School of 

Thought embody standards, the former for products and quality systems, and the latter 

for quality control. However, it is argued that standards within the Deterministic 

School of Thought hold a much stronger position, stemming from the school's belief in 

one best way. Reference is made to the original contributors to the Continuous 

Improvement School of Thought when explaining that although there are standards for 

Quality Control which undoubtedly contributed to the dissemination of Quality 

Management, it is the action of standardisation as an integral part of the continuous 

improvements cycle that is emphasised. In Paper A, it is outlined how this in particular 

applies to Japan. To make the distinction even clearer, I would like to add that 

Ishikawa (1985: 65) underlines that: "Standards and regulations are imperfect", and 

that if they are not revised every six months they are of little value. From standards and 

standardisation, we can move to the topic of specification and uniformity, where 

largely the same situation prevails. 

We in America have worried about specification: meet the specifications. In 

contrast, the Japanese have worried about uniformity, working for less and less 

variation about the nominal value. " 

(John Betti, in Deming, 1986: 49) 

It is stated in Paper A that the United States moved from the Deterministic School of 

Thought to the Continuous Improvement School of Thought in the mid-80s. The above 

statement therefore does not apply to the United States to the same extent nowadays, 

but it stills applies to the characteristics of the two schools of thought. 

The implications of the aspects discussed are broad, and can in their utmost 

consequences be regarded as distinct paradigms that influence the approach of whole 

nations in Quality Management ( see Paper B ), and to some extent even blue-collar 

workers (see Paper C). The two schools of thought have fundamentally different 

ideologies arising from their difference in the appreciation of variation, and their 

fundamental views on both reality and knowledge. 

Throughout the doctoral thesis, the dual-path framework proposed in Paper A has been 

applied. It is outlined that Giroux and Landry (1998) probably were the first to publish 
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work on the possible existence of multiple-path assumptions, also by means of a dual

path assumption. They classify the quality management literature into a Rational 

School and a Normative School, based on forms of control (Table 2). The doctoral 

thesis also outlines how their work made me aware of the possible existence and 

potential of a dual-path assumption in the problems that I encountered in the analysis 

of empirical data from the Cross-cultural Quality Management Research Project. In 

Paper A, however, it is explained that we find the classification applied by Giroux and 

Landry (1998) questionable, and in conflict with the original use of the two schools in 

Barley and Kunda (1992: 363), who introduced the two terms in their analysis of the 

American managerial discourse. Instead of classifying historical development in 

Quality Management by forms of control, we classify it in Paper A by appreciation of 

variation. 

Aspects ! Rational School ! Normative School 

Original contributors 1 Deming Crosby
l Feigenbaum Peters & Waterman 
l Ishikawa 
: Juran 

Basic hypothesis l Individuals want to do a good job, l Poor quality can largely be attributed 
l and improvements take place on the l to worker negligence and to 
! level of systems and processes. ! company-wide carelessness. 

Main concepts 1 Quality Control : Zero Defects 
) Companywide Quality Control l Excellence 
!Total Quality Control !Total Quality Management 

Table 2 Excerpts from Giroux and Landry (1998: 185-188) in their classification 
ofhistorical development in Quality Management based on forms of 
control. 

From the above, it is clear that the classification of Giroux and Landry (1998) in terms 

of grouping of original contributors is quite similar to that made in Paper A. One 

apparent difference is that Giroux and Landry (1998) view the contribution of Peters 

and Waterman (1982) as very central to the Normative School. In Paper A, Thomas J. 

Peters and Robert W. Waterman are not mentioned at all3
• The reason is that they are 

considered to be key contributors to the Organisational Culture Reform Movements of 

Organisation Theory and not so much a part of the historical development of ideas in 

the area of Quality Management. This standpoint is in line with Schafritz and Ott 

3 In Kroslid (1998: 14) a reference is made to Peters and Waterman (1982) and Business Excellence 
as part of Total Quality Management. 
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(1996: 485-492). Additional support is indirectly found in the quality management 

literature, which barely refers to Peters and Wageman. 

A more significant difference can be found in the view on the grouping of Total 

Quality Management. In Giroux and Landry (1998: 186-187) it is argued that Total 

Quality Management belongs to Zero Defects and Excellence, rather than Quality 

Control, Companywide Quality Control and Total Quality Control. They support this 

with a reference to Deming who has stated that there is no such thing as Total Quality 

Management. A central argument in Paper A is that Total Quality Management has 

developed from Quality Control, Companywide Quality Control, and to some extent 

Total Quality Control. Also here the statement by Deming is referred to, but it is added 

that the contributions of Deming form pillars in Total Quality Management. The fact 

that Deming termed his concept Profound Knowledge, and for various reasons did not 

acknowledge Total Quality Management, is explained in Juran (1995b: 649) by 

referring to Total Quality Management as a popular label in the scholarly literature that 

brings together the comprehensive concepts proposed by original contributors. Support 

for this view can be found in the recent academic analysis of Quality Management (see 

e.g., Dean and Bowen, 1994: 394; Hackman and Wageman, 1995: 310). 

I believe that the identified differences mainly arise from the criteria for classification 

that is used in the two dual-path frameworks. Giroux and Landry (1998) apply forms of 

control, whereas appreciation of variation is applied in Paper A. The interesting 

differences that are obtained as part of these two classifications should encourage 

others to conduct research on alternative classification of the literature or verification 

studies on the two published alternatives. 

3.2.4 The Illustration of the Dual-path Framework, the Model 

As part of the development of the dual-path framework in Paper A, an illustration by 

means of a model was introduced. In the process, numerous illustrations of varying 

detail, multidimensionality, and scope were evaluated. In the end, the simplicity of the 

presented model (Figure V) was preferred to more complex ones. 
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Deterministic School Continuous Improvement School 

Figure V The model for the proposed dual-path framework, Kroslid et al. (1999). 

In order to create an understanding of the work underlying the above model, I would 

like to elaborate on its specification of practices and it open nature. 

First, the specification of practices in the model, as outlined in Paper A (Kroslid et al. 

1999), is based on our review of the historical development of ideas and current 

specifications of practices in leading national quality awards and international quality 

standards. Generally, I consider that the different levels of specifications within each 

of the two schools of thought need to be further specified. Here, new empirical 

research will be needed that specifically surveys practices within the dual-path 

framework. To avoid cultural bias, a range of countries from all levels of development 

in both schools of thought will have to be included in such a research effort. 

In the process of developing the model for the dual-path framework, considerations 

were also given to other practices than those finally include in the two schools. 

Practices related to Craftsmanship are a typical example. One of the most important 

reasons for not including such practices into the model was that they are not generally 

considered to belong to the historical development of ideas in Quality Management 

over the last century, the time frame under review. We are reluctant to widen the time 

scope as it is based on the statements in the literature that Quality Management as a 

management and scientific discipline first came into existence at the tum of the 

twentieth century. 
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The discussion about where craftsmanship would fit in the model is still relevant, not 

only per se but also as a boundary test for the model. There are two aspects of 

craftsmanship that should be considered, that is craftsmanship per se and the 

organisation of craftsmen into guilds in Europe in the centuries leading up to 

industrialisation. In terms of the former, Juran (1989: 2-4) explains how craftsmen 

were well trained and experienced, and followed the product from product 

development, via production, to sales. Schlote! (1988: 35D.3) outlines how the guilds 

can be specified by means of various statutes that in the area of quality bore 

resemblance to modern quality assurance practices and "... the quality mission 

consisted of conformance to rather static product specifications and manufacturing 

methods rather than making the best product for the changing needs of consumers". He 

adds that the " ... chosen guild elders acted much like quality auditors". 

The way I interpret this in relation to the two schools in the model is that the work of 

the craftsmen could constitute a "low" level of development in the model within the 

Continuous Improvement School of Thought. The craftsmen were involved in the 

whole manufacturing process of the product and ensured that the end customer was 

satisfied. However, the organisation of craftsmen into guilds relate in certain aspects 

more to the Deterministic School of Thought as this contained stringent requirements 

for conformance to product specifications and audits. Interestingly, Craftsmanship as a 

concept would then position itself in-between the two schools of thought in the model. 

This explains an important feature of the model and its dual-path framework, namely 

that they are not generalised to an extent where they claim to embody all developments 

of ideas and related practices in Quality Management. Instead, it is a classification and 

generalisation of certain key elements in the historical development of ideas in Quality 

Management based on our review and analysis of literature. 

Second, it is speculated in Paper A that there might exist additional schools of thought 

in the historical development of Quality Management, such as a Service Quality 

School, and that a multiple-path assumption might be more relevant than the dual-path 

assumption. Owing to the way the model is currently illustrated its purpose is to 

illustrate the dual-path framework, and its ability to include additional schools of 

thought is questionable. The reason for not including such features in the current 

illustration is that research on alternative assumptions and classification would 

probably require a new model. In that case, the structure of the model for the dual-path 

framework could possibly provide structure and ideas. 
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The issue of an open-ended model also applies to the vertical axis in the model, where 

level of development and focus of practices are included. Here, the possibility to 

include developments of practices on an even higher level of development and other 

focus than outlined in the model is marked with the open-ended axis. Instead of 

placing new practices on an even higher level of development, it could also be that new 

practices of a superior level of development to those specified would compact and 

downgrade the already outlined practices. 

3.3 Reflective 

3.3.1 Is Quality Management context independent? 

The topic of context independence is central to the academic criticism of Quality 

Management (e.g., Dean and Bowen, 1994: 397; Giroux and Landry, 1998: 189). 

Various sources such as Hill (1995: 40) and Spencer (1994: 545) have found that 

recommendations from the original contributors in Quality Management tend to be 

context independent and, therefore, implicitly universal. Indeed, Juran (1989: 21) 

emphasises the "universal sequence" of his "Trilogy", Deming (1986: 19) the existence 

of a generally applicable theory of management for the improvement of quality and 

productivity, and Crosby (1979: 4) the global scope of Zero Defects. In some respects, 

it is surprising that the two former contributors, both considered to be among the 

original contributors to the Continuous Improvement School of Thought, propose such 

absolutes, especially in the light of the non-deterministic characteristics of this school 

of thought. I view this as a result of what Dean and Bowen (1994: 394) point out as the 

consultant-oriented frameworks that have dominated Quality Management in the past. 

Furthermore, Juran (1974: 48.4) also emphasises context dependence in that " ... the 

main approach to quality must be designed to fit these [national] patterns, and not the 

other way about". 

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 

elements ofthe national cultural patterns. These patterns are so deeply rooted 
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that the main approach to quality must be designed to fit these [ national] 

patterns and not the other way about. 

(Juran 1974, p. 48.4) 

In Papers B and C the proposed dual-path framework has been applied to twelve 

different nations, and it is stated that the framework can be applied to the 

understanding of both nation states and blue-collar workers. Per se, this can be 

interpreted as a claim for context independence. No such claim is made in the three 

papers. Instead it is emphasised in Paper A that the dual-path framework is culturally 

unbiased. Included in the arguments are the neutral design of the measurements in the 

Cross-cultural Quality Management Research Project as specified in the licentiate 

thesis (Kroslid, 1998: 43), and the abstraction of the framework based on a 

classification of the leading literature. 

In summary, I believe that certain elements in Quality Management, for example the 

Plan-Do-Check-Act improvement cycle (see e.g., Deming, 1986: 488-489; Garvin, 

1988: 183; Kilian, 1992: 24-27), are sufficiently generic to constitute a valid basis for a 

claim of context independence. However, most claims for context independence are 

made on a much lower level of generalisation for concepts and frameworks in Quality 

Management. In my judgement, possible cases of context independence should be 

viewed as exceptions from a more general rule of context dependence for Quality 

Management. The dual-path framework falls within the scope of that rule. 

A related issue is the use of definitions for Quality Management and its concepts. In 

the following definition of Total Quality Management, Kanji and Yui (1997) recognise 

the variations in cultures with a need for context dependence. 

Total Quality Management is the culture of an organisation committed to 

customer satisfaction through continuous improvement. This culture varies 

both from one country to another and between different industries, but has 

certain essential principles which can be implemented to secure greater market 

share, increased profits and reduced cost. " 

(Kanji and Yui, 1997, p. 417) 

The application of strict definitions on Quality Management and its concepts has been 

criticised in the academic discourse (e.g., Reed et al., 1996: 173). In the licentiate 
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thesis (Kroslid, 1998: 13), it is explained that a definition of Quality Management was 

not applied in the Cross-cultural Quality Management Research Project, as it could 

create cultural bias in the research process. Here, I would like to introduce the idea that 

the proposal for the dual-path framework in Paper A, with its two schools of thought, 

can be viewed as an alternative to definitions. At least it is an effort to reduce the 

inclarity on terminology and content caused by the abundance of definitions on Quality 

Management and its concepts in the literature. I also believe that the dual-path 

framework with its model have some advantages over definitions in the comparative 

analysis and interpretation of the current status and historical development of Quality 

Management among nation states. 

3.3.2 Is the idea of all-encompassing concepts relevant? 

In the confused use of terminology in the area of Quality Management, I would like to 

draw attention to two critical aspects. First, many of the contributors to the academic 

discourse specify their scope of analysis as Total Quality Management or just Total 

Quality (Dean and Bowen, 1994: 392-393; Giroux and Landry, 1998: 183; Hackman 

and Wageman, 1995: 310). Second, the scholarly literature on Quality Management 

uses Total Quality Management as an all-encompassing label for a wide variety of 

concepts in Quality Management (e.g., Atkinson, 1990: 13; Dale et al., 1990: 4; Kanji 

and Asher, 1993: 2). 

In the former case, a closer scrutiny of the contributions on Total Quality Management 

of Total Quality reveals that they almost exclusively include the concept of Quality 

Control in their treatment of Total Quality Management (see e.g., Dean and Bowen, 

1994: 396; Giroux and Landry, 1998: 185; Hackman and Wageman, 1995: 313). 

Notably, this does not conflict with the dual-path framework, but rather supports the 

proposed Continuous Improvement School of Thought. By applying the dual-path 

framework, these contributors to the academic analysis could have claimed their 

contribution to be within the Continuous Improvement School of Thought instead of 

Total Quality Management. I think this would have provided a more accurate picture 

of their contribution. 

In the latter case, Total Quality Management is specified as having its own content, but 

there is an additional claim that it embodies a range of other concepts in Quality 
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Management. This is in line with the single-path assumption, where Total Quality 

Management becomes the ultimate and all-encompassing concept. In much research, 

Total Quality Management is even sidelined with Quality Management. According to 

Hackman and Wageman (1995: 339) this destroys the distinctiveness of Total Quality 

Management, as any quality management initiative is prescribed as Total Quality 

Management. Here, it is postulated in Paper A that Quality Management contains two 

distinct schools of thought, where Total Quality Management and Companywide 

Quality Control are "all-encompassing" within the Continuous Improvement School of 

Thought in the sense that they build on practices related to Quality Control. In the 

Deterministic School of Thought, Quality Assurance is viewed as a concept that builds 

on the concept of Inspection. 

3.3.3 Has the development and dissemination of Quality 
Management lost momentum? 

Hackman and Wageman (1995: 338) state that: "It is with regret that we conclude our 

commentary with a relatively gloomy projection about the future of total quality 

management. TQM, in our view, is far more likely gradually to lose the prominence 

and popularity it now enjoys than it is to revolutionize organisational practice." In the 

licentiate thesis and Paper A we observe on a country level that Australia, Great 

Britain, the United States and Japan have all experienced considerable contractions in 

the national push for Total Quality Management (Kroslid, 1998: 68, 141; Kroslid et al., 

1999). In Australia and Great Britain, this contraction has resulted not only in a lower 

level of development, but also in a shift to the Deterministic School of Thought 

(Kroslid, 1999). 

More evidence of a possible flattening out in the development of Quality Management 

can be found in the development of ideas, where few contributors have managed to 

create any significant progress in the wake of those who pioneered the field, such as 

Crosby, Deming, Juran, and Ishikawa amongst others. Also the progress of the Six 

Sigma initiative in the United States and Europe can be viewed as supporting such an 

argument. Six Sigma is regarded by a growing audience as the " ... Koh-i-Noor 

diamond, the Rolls-Royce, the Veuve Cliqout of quality programmes" (Murdoch, 

1998: 53). However, it is mainly regarded as a pragmatic operationalisation of Total 

Quality Management and not as a logical advancement of such, a return to the 
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Japanese-styled Companywide Quality Control of the 1980s (Bhote, 1989: 370). Six 

Sigma is a companywide strategy for breakthrough profitability and gains in quality, 

with a series of intervention and statistical tools that drives continuous improvements 

(Harry, 1998: 60). In the proposed dual-path framework, Six Sigma would thus not add 

a new step to the level-of-development axis, but rather strengthen the dissemination of 

practices relating to a combined process-culture focus. 

Some of the above indicators, such as Six Sigma, can also be understood as a positive 

trend and a development of both ideas and dissemination of practices. It is also 

possible that the observed absence of momentum in development is a natural phase of 

reconciliation in response to decades of rapid development after the Second World 

War. Many trends also point explicitly in a positive direction. A further surge in the 

dissemination of Quality Management are, in the licentiate thesis and Paper B, 

observed in those countries that have not yet reached the forefront of Quality 

Management, including for example Brazil, and Germany. As I have also mentioned 

extensively in my work, the 1990s have seen a mounting interest in Quality 

Management among academics. Possibly, it is they who will take on the driving seat in 

the further progress of ideas in Quality Management. 

3..3..4 What will be the impact of the new ISO 9000 standard on 
the dual-path framework? 

As we approach the next millennium, there is a growing anticipation in quality settings 

about the announced publication of the Year 2000 revisions of the ISO 9000 series of 

standards. This basically involves a consolidation of the ISO 9001, ISO 9002 and ISO 

9003 standards into a single revised ISO 9001 standard (ISO, 1998a). The revised 

standard will be developed as a consistent pair with the ISO 9004 standard, which is 

intended to lead beyond ISO 9001 towards the development of a comprehensive 

quality management system. ISO (1998b) outlines that the new standard will be based 

on a process model, and will require the application of statistical techniques and the 

demonstration of continuous improvement, including the Plan-Do-Check-Act 

improvement cycle. This trend already became evident with the release of the QS 9000 

series of standards in the American automotive industry in 1994 (see e.g., Harrington 

and Mathers, 1997: 32-35). 
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In my judgement the launch of the Year 2000 revisions of the ISO 9000 series of 

standards embodies three possible development scenarios. One is that the launch will 

advance practices within the Deterministic School of Thought, and move a number of 

its relating countries into the cultural sphere of Quality Management. Another is that 

the revised ISO 9000 series of standards will merge the two schools of thought, and 

that countries from both schools will venture into a broad application of the revised 

standard. The third scenario is that the Deterministic School of Thought will 

completely dissolve and be integrated in the Continuous Improvement School of 

Thought. 

The first scenario is probably the least radical, namely that the revision will lead to an 

advancement of practices within the Deterministic School of Thought. The added 

requirements for statistical techniques and demonstration of continuous improvement 

activities will undoubtedly advance the practices, and to some extent require 

continuous improvement to become an integral part of the organisational culture. 

Related to the model for the dual-path framework, it would lead to a shift for nations, 

industries, and organisations within the Deterministic School of Thought towards the 

culture sphere of the same school. 

The other two scenarios are relatively similar. They both require the impact on 

practices and thinking with the revised ISO 9000 series of standards to become so 

strong that it either merges the two schools of thought or dissolves the Deterministic 

School of Thought. The revised standard is still likely to be viewed as the one best way 

by its proponents. A major requirement of the ISO 9000 revision process is also that 

that "... organizations which have implemented the current ISO 9000 standards will 

find it easy to make a transition to the revised standards" (ISO, 1998a). Additionally, 

original contributors within the Continuous Improvement School of Thought are 

generally sceptical to standards. According to Ishikawa (1985: 65) they need to be 

updated every six months to be effective. Harrington and Mathers (1997: 5) point out 

that revision of the ISO 9000 series of standards is necessary after remaining largely 

the same for the last 50 years. 

I hold that the first scenario is the most realistic, as the other two scenarios would 

require excessively large paradigmatic shifts for those in the Deterministic School of 

Thought. Based on experience from the past, it is not always that the original intentions 

of such standards are fulfilled upon application in industry. 
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3.3.5 Do additional schools of thought exist? 

The proposal for a dual-path framework in the doctoral thesis naturally leads to 

speculation about even more paths and schools of thought. The possible existence of a 

Service Quality School of Thought was briefly discussed in Paper A, and has also 

coloured these comments on the dissertation. On the one hand, thoughts on service 

quality, through customer orientation in the manufacturing industry, are not new in the 

literature on Quality Management, and there is little doubt that Total Quality 

Management has gradually disseminated into the service industries and public sector 

(e.g., Juran, 1992: 11-12; Schonberg, 1992: 16). With reference to proponents of the 

context-independence viewpoint, many contributors view this as a natural development 

in that Quality Management applies just as well to the service industries (see e.g., 

Ishikawa, 1985: 76; Deming, 1986: 183-193). However, Dean and Bowen (1994: 410) 

observe that "... research on customer satisfaction remains in the domain of 

marketing", and that it is ironical for Quality Management that "... customer focus 

emerged, and is still most common, in manufacturing". This can be interpreted as 

support for an argument that service quality has not yet quite formed its own distinct 

school of thought in Quality Management. 

On the other hand, customer orientation has attracted added interest in the recent 

academic discourse on Quality Management (see e.g., Dean and Bowen, 1994: 394; 

Lengnick-Hall, 1996: 792-794; Schneider and Bowen, 1995: 84). Furthermore, 

Gummesson (1998: 5) argues that service quality has developed differently to Quality 

Management at large. It did not develop in Japan, but rather in particular the United 

States on the basis of dissatisfied customers and citizens. Here, marketers took up the 

issue in the late 1980s (see e.g., Berry, 1995; Gummesson, 1993; Gronroos, 1990). 

Empirical data on, industries presented in Paper B, also show that for Australia and the 

United States the service industries and public sector are level with the manufacturing 

industries. Recent literature on Quality Management in Australia and the United States 

has recognised this trend (see e.g., David, 1995; Hunt, 1993; Karpin, 1995). 

Without extending the arguments for and against the existence of a service quality 

school of thought much further, I would suggest that such a school of thought could 

well provide a turning point for the speculations regarding the diminishing momentum 
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in the development and dissemination of Quality Management. Similarly, it can also be 

speculated in a longer historical perspective that the ideas and practices related to 

Craftsmanship form an own school of thought in Quality Management. 

3.3.6 Are the generalisations too extreme? 

There are many examples in the two theses of the dissertation of broad generalisations 

of empirical patterns found in nation states. For example, national driving factors are 

identified in the licentiate thesis, based on qualitative interviews with a handful of 

representatives from Det Norske Veritas and one representative from a national quality 

society in each country. Similarly, the current level of development in Quality 

Management in each of the twelve nations is analysed in Paper B, based on a 

questionnaire survey administered to around ten local quality system auditors of Det 

Norske Veritas. In Paper C, some of the reported findings relating to attitudes and 

beliefs of blue-collar workers in the twelve nations are solely based on qualitative 

interviews with two employees of Asea Brown Boveri in each country. All are 

examples in which the analysis generalise on the basis of empirical patterns that the 

small samples have revealed. An obvious question to ask is whether such 

generalisations are too extreme and whether the findings are at all representative for 

the reported unit of analysis, that is nation states. 

In the discussion of the methodological aspects of the licentiate thesis (Kroslid, 1998: 

58, 232) it is stated that international research projects are bound to be a trade-off 

between resources and sample sizes, and that there is always a risk of over-interpreting 

the data. In Papers B and C generalisation is mentioned as a factor that needs to be 

taken into account when interpreting the analysis. However, these comments are given 

in the final discussions of the papers, and are scarcely integrated in the analysis of the 

data. 

Comparing the reporting from other studies on Quality Management amongst nation 

states (see e.g., Dahlgaard et al., 1998; Juran and Gryna, 1988; Harrington, 1995; ISO, 

1999; Juran, 1995a; World Economic Forum, 1997) with those from the Cross-cultural 

Quality Management Research Project, it is obvious that others encounter the same 

problems. Furthermore, the contributors vary in the degree to which they acknowledge 

the issue of generalisation, from non-existent to a similar level of consideration as in 
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the licentiate thesis and doctoral thesis. In my judgement, generalisation needs to be 

taken more carefully into account in future empirical studies on Quality Management 

among nation states. Such considerations need to go beyond the type of arguments 

applied in the methodology of the Cross-cultural Quality Management Research 

Project, namely that the use of auditors from one certification body and blue-collar 

workers from one organisation reduces the number of variables to the extent that the 

generalisations are justified. 

The dual-path framework can also be viewed as a generalisation, not of empirical 

patterns in the nations surveyed, but of terminology and concepts. In the work on the 

dual-path framework in Paper A, the developments of ideas in Quality Management 

are classified, which itself is a generalisation. It is also pointed out that the outlines of 

the two schools have been purified in terms of terminology and specifications, so that 

the distinction between them becomes apparent. Although, the historical development 

of ideas in Quality Management was more nuanced and interrelated than what is 

expressed by the two schools of thought, we can still use it as a basis for understanding 

and perspective. In the application of the framework in Papers B and C, we also 

generalise countries and blue-collar workers according to the two schools. Altogether, 

this shows that a trade off between generalisation and methodology in cross-national 

research is inevitable, and that that the generalisations in the two theses both of an 

empirical and terminological nature needs to be considered in the interpretation of the 

findings and conclusions. 

3.3.7 Is the dual-path framework a result of a circular argument? 

Throughout the research process, the different parts are interrelated as a succession of 

steps that contribute to the objective. Two of the main outputs from the process have 

been the proposal for the dual-path framework and its validity when tested and applied 

to nation states and blue-collar workers in the three papers. In this relation, the 

possibility of a circular argument needs to be discussed. Applied to the research 

process described in the licentiate thesis and doctoral thesis, a possible scenario for a 

sequence of a circular argument would be that the empirical data are used in the 

development of the proposal for a new framework and also in its validation, with the 

conclusion that the framework is appropriate. 
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In terms of the dual-path framework, I would argue that the above scenario is not 

representative of the sequence that has been followed. It started with the gathering of 

empirical data on Quality Management in twelve nations. In the analysis and 

interpretation of the data in the licentiate thesis, difficulties were encountered, and 

after a while traced to the applied framework. At this point, the recent academic 

analysis on Quality Management was scrutinised and the notion of a dual-path 

assumption for historical development recognised. Influenced by this idea, the two 

schools of thought are identified in Paper A, based on a review of the literature. 

Validation of the model is then performed on the empirical data collected at the start of 

the sequence, and it is concluded that the model explains nuances and differences in 

the current status and historical development among nation states. 

In my judgement, the above sequence does not directly run the risk of ending up in a 

circular argument, as the model is abstracted from a literature review and hence is 

independent of the empirical data gathered. However, this "independence" inevitably 

saw some interaction between the drafts of the proposal for the dual-path framework 

and the set of empirical data. 
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RESEARCH E CE AND 
RECOMME D~ FOR 

FUTU E RESEARCH 

The research process has been a stimulating and rewarding experience throughout. It 

started with gathering empirical data through in-country research in twelve countries 

worldwide. The feeling of arriving in a new country, knowing that I had two weeks of 

meetings and interviews in front of me with the single goal of learning as much as 

possible about the nation's current status and historical development in Quality 

Management, was very special. The combination of an open attitude to learning in an 

unconditional way, as well as an eagerness to gain real insight created a sense of 

freedom and genuine research, which I hope many others also experience. 

The feeling of freedom was replaced with frustration and resignation in the phase 

where I tried to apply the original framework, based on a single-path assumption, in 

the interpretation of the empirical data. Searching the literature for alternative 

frameworks of Quality Management was a long and laborious process. After an initial, 

unsuccessful review of the main contributions in the quality management literature, I 

moved on to the literature on Organisation Theory, and attempted to understand the 

development of Quality Management in that perspective. This broadened my thinking, 

but it was not until I returned to the literature on Quality Management and scrutinised 

the recent academic discourse that I discovered the potential of a dual-path assumption. 

There then followed a long phase of classification of the literature and the adjustment 

of the dual-path framework and model to capture as much the historical development 

of ideas in Quality Management. Towards the end of this work, the number of cases 

that could not be explained by the framework gradually decreased, and it was very 

satisfactory to find that the framework could also be applied to the interpretation of 

aspects relating to nation states and blue-collar workers. 

46 



In Search of Quality Management - Rethinking and Reinterpreting 

The alternation between the routine associated with my empirical data gathering, 

difficulties in the analysis, development of new framework, and the final arrival at a 

higher level of understanding is a prominent characteristic of my research. 

In terms of my experience with the various methodological aspects in the Cross

cultural Quality Management Research Project, I could addressed a number of aspects. 

However, I will limit my comments one aspects, mainly because such issues have 

already been addressed in the licentiate thesis (Kroslid, 1998: 58-62), Papers B and C, 

and previous chapter (3.2.1). First, I would like to point out that my experience with 

empirical research of a cross-national character has shown me that guidelines for 

methodological approaches are limited in Quality Management. In the design of the 

methodology for the field research underlying this dissertation, I had to look to similar 

studies and other fields of research. One consequence was a research methodology that 

combined both qualitative and quantitative elements. I am aware that in other fields of 

research, with stronger traditions on empirical research, certain methodological 

approaches are preferred to others, and would have approached the objective with a 

different methodology. In hindsight, my experience with the combined quantitative and 

qualitative approach was largely positive. In the analysis of the licentiate thesis and the 

three papers both approaches are used in a complementary way. This is best 

exemplified in the application of the dual-path framework on nation states, with its 

predominantly quantitative estimation of current level of development and qualitative 

classification according to the two schools of thought. 

Recommendations for future research 

Before elaborating on the potential for further research that the dissertation has 

generated, I would like to make a general comment that the literature, and in particular 

the academic discourse, seems to focus its research attention on the Continuous 

Improvement School of Thought (see e.g., Dean and Bowen, 1994; Hackman and 

Wageman, 1995; Spencer, 1994). The development of the Deterministic School of 

Thought is also evident in the literature, but more in terms of a pragmatic development 

of ideas and practices in industry. This imbalance in research attention can be viewed 

as an indication of a broader potential for research within the Continuous Improvement 

School of Thought. I would argue that also aspects of the Deterministic School of 

Thought need more research attention. In Paper B, empirical findings are presented 
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that seven out of the twelve countries surveyed position themselves within the 

Deterministic School of Thought. I therefore generally recommend that future research 

be carried out on both schools of thought in Quality Management, which is in line with 

the content of the proposed dual-path framework. 

The licentiate thesis and doctoral thesis can only be characterised as operating on a 

very general level of examination and elaboration, with nation states as the main unit 

of analysis. As a consequence, an abundance of issues for future research has been 

generated, some of which have been explicitly outlined in the various parts of the 

dissertation. By using the dual-path framework as the starting point, it is possible to 

narrow down and structure the diversity of my recommendations, with empirical 

research and theory development constituting the two main streams of future research 

(Figure VI). 
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Figure VI Overview offurther research areas for Quality Management with the dual
path framework as the starting point. 

In terms of empirical research, it was explained in Paper B that the Cross-cultural 

Quality Management Research Project was based on a single-path assumption, and that 
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empirical research on the dual-path assumption is needed. The need spans across most 

units of analysis, including nation states, industries, organisations and individuals. As 

part of future empirical research on blue-collar workers, I would like to recommend 

that the attitudes and beliefs of blue-collar workers as well as managers be covered. It 

would also be interesting to follow and understand the effects of a possible deployment 

among practitioners of the ideas underlying the dual-path framework. In Papers B and 

C the need for a further specification of practices as well as attitudes and beliefs 

relative to the model was outlined. The specifications given in the papers are not 

exhaustive, and if the model is to increase its applicability for practitioners, a greater 

level of detail and precision is needed. In connection with the model, more research on 

how new practice position is also required. 

The need for theory development in and on Quality Management has implicitly 

followed the whole research process. If the dual-part framework attracts further 

research attention it could form a basis for theory development and re

conceptualisation of Quality Management. Another issue where theory development is 

likely to make a contribution concerns our knowledge about Quality Management and 

contingency theories. It has been argued in the two theses that Quality Management is 

not context independent, but very little is known about Quality Management as context 

dependent. Theory development could help in establishing ideas and principles on how 

Quality Management needs to cater for cultural differences on a national and 

organisational level. Furthermore, theory development is needed on alternative 

assumptions and frameworks. Here, one obvious topic of research is to examine 

whether the speculations that there may exist a third school of thought for service 

quality are relevant. 

In the development of the dual-path framework, I also reviewed some of the central 

contributions in Organisation Theory. The main purpose was to examine the impact of 

developments in Organisation Theory on the developments in Quality Management. 

Although not referred to in Paper A, I found numerous examples where Quality 

Management has been influenced by developments in Organisation Theory. It would 

be very valuable to the field of Quality Management if more research was done in this 

area. Furthermore, it is likely that frameworks and classifications in Organisation 

Theory can contribute to a further development of the dual-path framework. A related 

aspect is to find out if the dual-path framework could be applied to other areas of 

management theory. As an example, one of the most recognised definitions of logistics 
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is according to Persson (1998: 13): " ... the process of planning, implementing and 

controlling the efficient, effective flow and storage of raw materials, in-process 

inventory, finished goods and related information ... for the purpose of conforming to 

customer requirements". The purpose of "conforming to customer requirements" is 

shared with the Deterministic School of Thought in Quality Management, and it would 

have been interesting to classify Logistics to see if there is also a Continuous 

Improvement School of Thought. 

The single change in typology for classification from "forms of control" in Giroux and 

Landry (1998) to "appreciation of variation" in Paper A stimulated the development a 

new theoretical framework with specific schools of thought. Giroux and Landry (1998: 

184) state that: "It is always difficult to group and label approaches, particularly when 

they do not have well established foundations in management theory. Unfortunately, 

this is the case for most TQM approaches. We nevertheless believe that it is important 

to try." In this spirit, I would welcome others to challenge the dual-path framework and 

its model, as there may be other ways of classifying Quality Management with more 

schools of thought, higher accuracy or greater relevance. 
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This paper challenges the prevalent assumption in the literature that 

Quality Management has developed along a single, cumulative path. Our 

classification of the historical development of ideas, based on 

appreciation of variation, rather shows that Quality Management has 

developed in two distinctive schools of thought, i.e. the Deterministic 

School of Thought and the Continuous Improvement School of Thought. 

From this we propose the dual-path framework, including a model that 

relates the two schools with practices and level of development. In the 

validity test, empirical data from Great Britain, Japan, and the United 

States are used, and it is demonstrated how the dual-path framework 

explains nuances and differences previously unaccounted for in the 

literature. 

Despite its almost century-long history, it is only recently that the research field and 

management issue of Quality Management has been subjected to more in-depth 

analysis and critical evaluations from academics (Giroux and Landry, 1998: 184). A 

special issue of The Academy of Management Review (19 (3), July 1994), for 

example, was devoted to the topic. Its contributors outline that it is a field of 

management still to be accepted by general management theory (Spencer, 1994: 447), 
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ridden by hazy and ambiguous concepts (Dean and Bowen, 1994: 394), with little 

consensus on terminology and definitions (Reed, Lemak and Montgomery, 1996: 173). 

Similar scenarios are reflected in Hackman and Wageman (1995: 338), who conclude 

from their conceptual analysis that rhetoric is winning over substance in core parts of 

Quality Management, and in Hill (1995: 40) who questions the discipline's conceptual 

soundness and its claim for universality. 

We believe that many of the identified shortcomings can be allocated to the prevalent 

single-path assumptions in the literature on the nature of development for Quality 

Management. Original contributors (e.g., Deming, 1986: 486-492; Feigenbaum, 1991: 

15-17; Ishikawa, 1985: 14-21; Juran, 1989: 2-12) and scholars (e.g., Bossink, Gieskes 

and Pas, 1992: 224; Dale, Lascelles and Punkett, 1990: 4; Garvin, 1988: 3-20; James 

(1996: 40-48); Kanji and Asher, 1993: 2; Kondo, 1994: 31-45) all seem to have 

converged on a common vision that Quality Management has evolved as a cumulated 

succession of phases along a single path of development. James (1996: 45) explicitly 

refers to this development as "continuous and discrete". The main purpose of this 

paper is thus to develop a framework for Quality Management that builds on an 

alternative assumption of nature of development, which creates a meaningful 

conceptual basis and overcomes some of the academic criticism. 

The first part of the paper critically examines the historical descriptions and conceptual 

work in the quality management literature to determine what assumptions dominate in 

terms of the nature of development. As part of the review we identify the potential of a 

dual-path assumption, and in the paper's main body the historical development of ideas 

in Quality Management are classified into two schools of thought. The purpose is to 

understand the broad historical lines of development, and form a basis for our proposal 

for a model for the dual-path framework. Towards the end of the paper, the dual-path 

framework's viability will be tested in the analysis of empirical data on the historical 

development and current status of Great Britain, Japan and the United States. 

Although it is a difficult task for researchers to date the beginning and end of surges in 

ideas with precision, we agree with Barley and Kunda (1992: 364-365) in their 

reasoning that " ... the notion of a surge corresponds roughly to the era when a rhetoric 

was articulated and diffused to a wider audience". This paper therefore focuses on the 

varied ideas in Quality Management which have evolved over time and become 

institutionalised by means of concepts. In the final part of this paper, we shall discuss 
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this and other complex issues, and how we inevitably simplify and generalise in the 

process of cultivating our proposal for a new framework. It is our hope that this paper 

will contribute to the ongoing academic debate on Quality Management in no matter 

how small a measure, and to participate in shaping the discipline for the next 

millennium. 

THE EVOLUTIONARY ASSUMPTIONS - A CRITICAL 
EXAMINATION 

Examining the historical descriptions and conceptual work of leading contributors in 

Quality Management, we find that Joseph M. Juran (Juran, 1989: 2-12; Juran, 1995b: 

603-653) portrays a cumulative and single-patterned development. The same applies to 

Armand V. Feigenbaum (Feigenbaum, 1991: 15-17) and Kaoru Ishikawa (Ishikawa, 

1985: 14-21) in their descriptions of the evolution of Total Quality Control and 

Company-wide Quality Control, respectively. W. Edwards Deming and Kaoru 

Ishikawa distinguish between the development of Quality Management in the West and 

East, or rather the United States and Japan, but argue that the East built on previous 

developments in the West (Deming, 1986: 486-492; Ishikawa, 1985: 14-41). Juran 

adds that at the prime of developments in Japan, the West lived a "life behind the 

quality dikes" and remained in a condition of status quo up to its quality revolution in 

the mid-80s (Juran, 1988: 350.4; Juran, 1989: 10; Juran, 1995a: 578-579). In our 

analysis of these leading contributions in Quality Management, there is no notion of 

multiple-patterned developments, and the reader is led to believe that the nature of 

development has been cumulative and single patterned. 

Similarly, scholars such as David A. Garvin (Garvin, 1988: 3-20) and Yoshio Kondo 

(Kondo, 1994: 31-45) provide comprehensive descriptions of the developments in 

Japan and the West based on single-path assumptions. Garvin (1988: 3) states for 

example that: "Most modern approaches to quality have emerged gradually, arriving 

through steady evolution rather than dramatic breakthroughs. They are the products of 

a series of discoveries stretching back of a century. In the United States, these 

discoveries can be organised into four distinct 'quality eras': inspection, statistical 

quality control, quality assurance, and strategic quality management." Further 

examination of the scholarly literature shows that in their synthesising of contributions 

made by the original contributors, the dominant view postulates according to James 
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(1996: 45) a continuous succession of discrete phases along one evolutionary path. 

They typically describe the evolution of Quality Management from Inspection, via 

Quality Control to Quality Assurance, and finally, to Total Quality Management, with 

each phase embracing previous ones (e.g., Bossink, Gieskes and Pas, 1992: 224; Dale 

et al., 1990: 4; James 1996: 45; Kanji and Asher, 1993: 2). The characteristics of 

single-path assumptions are visualised in the illustrations that this category of the 

literature gives of the historical development in Quality Management (Figure I). 

Total Quality Management 

Quality Assurance 

Quality Control 

Inspection 

Figure I An outline of how the scholarly literature illustrates the historical 
development ofQuality Management, as modelled by Dale et al. (1990: 4). 
Kanji and Asher (1993: 2) give an almost identical illustration of the 
model. 

We believe that the prevalence of single-path assumptions in the literature results from 

a strong desire for simplicity amongst industrial pioneers in a field whose audiences 

have primarily been practitioners (Grant, Shani and Krishnan, 1994: 27). According to 

Dean and Bowen (1994: 394) core concepts in Quality Management have so far 

primarily been "consulting oriented" and have attracted little academic analysis. 

Single-path assumptions recognise the discipline's development over time, but seems 

to fall short in a range of other areas (Table 1). Firstly, we find that this prevailing 

assumption largely ignores the possibility of overlaps amongst the different eras in 

Quality Management, with limited attention to content analysis. As a consequence, 

current conceptualisations present a varied view on whether the concept of Inspection 

is an integral part of Total Quality Management. According to Ishikawa (1985: 20) 

Inspection was largely abandoned in Japan when they introduced practices related to 

Quality Control after the Second World War. Furthermore, Inspection is not an integral 

part of the original contributors' proposals for comprehensive frameworks in Quality 

Management (e.g., Deming, 1993: 94; Ishikawa, 1985: 91-94; Juran, 1989: 85). 
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Secondly, the single-path assumptions rely on the use of a precise terminology to 

distinguish each era or concept. Here, we find a lack in consensus and consistency on 

content and definitions throughout. For example, in the quality management literature 

the concept originating from Walter A. Shew hart's work on process control and 

control charts has diversely been termed Quality Control (e.g., Teboul, 1991: 11), 

Modem Quality Control (e.g., Kondo, 1994: 32), Statistical Process Control (Bergman 

and Klefsjo, 1994: 179-187; Owen, 1989: 2-3), and Statistical Quality Control (e.g., 

Nonaka, 1995: 518; Juran, 1989: 7). Similarly, the most advanced concepts within 

Quality Management are proposed by the original contributors in the field under the 

headings of Strategic Quality Management (Juran, 1989: 176; Garvin, 1988: 21), 

Company-wide Quality Control (Ishikawa, 1985: 91; Kondo, 1994: 44), Profound 

Knowledge (Deming, 1993: 93), Zero Defects (Crosby, 1979: 169-172) and Total 

Quality Control (Feigenbaum, 1956: 11). Juran (1995b: 649) observes how in the 

scholarly literature this body of comprehensive concepts is brought together under the 

popular label of Total Quality Management, but that "... there was no agreed standard 

definition" and "... communication became confused". When asked about the future of 

Total Quality Management, Deming replied" ... there is no such thing. It is a buzzword. 

I have never used the term, as it carries no meaning" (Romano, 1994: 22). 

Thirdly, single-path assumptions seem to be culturally burdened in its apparent 

inability to explain the variety of development patterns around the world for nation 

states in Quality Management. One example is the inappropriateness of the inspection -

quality control - quality assurance - total quality management pattern to explain the 

development in Japan and other countries in the region. Japan developed Quality 

Control into Company-wide Quality Control in the 1960s. It is only in the last couple 

of years that practices related to Quality Assurance in the sense of the ISO 9000 series 

of standards have been introduced (e.g., Harrington and Mathers, 1997: 32; Ishikawa, 

1985: 91; Kondo, 1994: 44). To this third shortcoming we add the single-path 

assumptions' indirect absolutes of context independence and universality, which can be 

found in the literature. Juran (1989: 21) for example emphasises the ''universal 

sequence" of his "Trilogy", and Deming (1986: 19) argues for the existence of an all

applicable theory of management for improvement of quality and productivity. 

We have found that the three major shortcomings were identified in our assessment of 

the dominant single-path assumptions in the literature reveal great similarities with the 
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central arguments used by academics in their criticism of Total Quality Management 

(Table 1). We therefore judge that the shortcomings and criticisms might be effects of 

the same cause, namely the literature's prevalent assumption about nature of 

development for Quality Management. 

Shortcomings of the \ Main arguments in the academic criticism of Total Quality 
single-path assumptions ! Management 
Overlaps between \ The differences among frameworks proposed by writers such as 
concepts are ignored, and \ Deming, Juran and Crosby have no doubt contributed to this corifusion. 
content analysis is scant. j (Dean and Bowen, 1994: 394) 

1 Rhetoric is winning out over substance. 
i (Haclanan and Wageman, 1995: 338) 

Terminology lacks 1 There is no consensus on a single definition for TQM 
consensus and j (Reed et al., 1996: 173) 
consistency in both 

1 The vocabulary and expressions commonly found in TQMdiscourse
content and definition. 

\ relate to emotionally charged concepts and are often perceived 
1 negatively. 
j (Giroux and Landry, 1998: 189) 

Cultural bias, with a I Some TQMproponents maintain that a common error in the 
claim for context \ implementation ofTQM is the failure to recognize that every company, 
independence and j and every environment, is different (Spencer, 1994: 454) 
universality. j There is little attention in TQ devoted to the boundary conditions for 

1 TQ applicability or even how variation in organizational settings might 
j be reflected in TQ implementation. (Dean and Bowen, 1994: 397) 

\ TQM literature fails to take into account the importance of 
I organizational contingencies. (Giroux and Landry, 1998: 189) 

Table 1 A comparison between shortcomings of single-path assumptions and 
mainstream academic criticism ofTotal Quality Management. 

Giroux and Landry (1998: 184-185) draw a similar conclusion from their analysis of 

the main discourses on and against Total Quality Management, and sum up by stating 

that "... some of the harshest critics originate in the nature of the evolution of the 

field". Their work results in a classification of the quality management literature that to 

our knowledge represents the only comprehensive effort so far to apply a multi-path 

assumption, which also is a dual-path assumption. Following Barley and Kunda (1992) 

they classify the quality management literature into a "rational school" and a 

"normative school", based on forms of control. In the applied taxonomy, the four 

original contributors of Deming, Juran, Feigenbaum and Ishikawa all belong to the 

rational school with "... theories based on scientific management and system 

rationalism, according to which productivity stems from expertise, careful work 

design, and coherent support systems". Those with similar views to Crosby and Peters, 
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on the other hand, fall within the boundaries of the normative school in their views of 

the organisation as " ... a locus of shared values and moral involvement" where control 

rests " ... on shaping workers' identities, emotions, attitudes, and beliefs" (Giroux and 

Landry, 1998: 185-186). 

Barley and Kunda (1992: 363), who used the two terms "rational school" and 

"normative school" in their analysis of the American managerial discourse, found that 

the two schools of thought had developed in alternating waves. Notably, they outlined 

Total Quality Management as a major component of the normative school (Barley and 

Kunda, 1992: 381). We thus question to some extent the notion that Giroux and Landry 

(1998) apply the same taxonomy in their classification of Total Quality Management. It 

leads, for example, to a positioning of original contributors such as Deming and Juran 

within the rational school, which presumes employees to be "... powerless to resist a 

well-designed structure ... where control is achieved by manipulating systems, and if 

the systems are adequate, compliance is assured (Giroux and Landry, 1998: 185). On 

the contrary, these contributors emphasise the importance of intrinsic motivation, 

curiosity and joy in learning (Deming, 1993: 122), and state that "... work-force 

participation in quality improvement is voluntary" (Juran, 1989: 307). 

In our scrutiny of the historical development of ideas in Quality Management, we have 

evaluated the possibility of applying the dual-path assumption and decided to make a 

classification based on appreciation of variation. From this process two distinct schools 

of thought have been identified, the Deterministic School of Thought and the 

Continuous Improvement School of Thought. We have found that the Deterministic 

School of Thought evolves around a deterministic view of reality with a belief in the 

existence of one best way. Conformance to product and process specifications, 

increasingly by means of industrial, national and international standards, is viewed as 

the best approach to meet customer requirements. On the other hand, the Continuous 

Improvement School of Thought is founded on a reality full of variation, with an 

awareness of improvement potential in every aspect of work. Continuous improvement 

is used as the main practice for reducing the impact of the environment and the 

magnitude of variation in processes, with the ultimate objective to satisfy customers 

and other stakeholders. 

This classification is not the result of a systematic and detailed analysis of the content 

of the quality management literature, but rather an extensive literature review from 
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which the main finds will be presented in the next section of the paper. At times, it has 

proven difficult to classify and label the historical development, particularly because 

Quality Management lacks a well-established foundation in management theory ( e.g., 

Dean and Bowen, 1994: 393; Spencer, 1994: 447). However, we believe that it is 

important to make an attempt, as the dual path assumption could offer significant 

potential for rethinking in Quality Management for both researchers and practitioners. 

The Deterministic School of Thought 

With the dawn of industrialism and Adam Smith's division of labour (Smith, 1776), as 

well as the introduction of Scientific Management by Frederick W. Taylor at the 

beginning of this century (Taylor, 1911), the Americans broke sharply with European 

tradition in manufacturing. The Europeans traditionally relied on skilled craftsmen who 

showed an overall interest in the quality of their products from design through to 

delivery, with their products bearing the mark of the guild (Schlotel, 1988: 35D.3). 

According to (Juran, 1989: 11) the Industrial Revolution introduced written 

specification of products and tests, and the Taylor system a central inspection 

department. Indeed Taylor (1911: 101) stated that: "The inspector is responsible for 

quality of the work, and both the workmen and the speed bosses must see that the work 

is finished to suit him". The Americans thus moved the overall responsibility for the 

quality of the product from the workers, or craftsmen, and assigned it to inspectors at 

the end of the assembly lines (e.g., Juran, 1988: 35G.3; Schlotel, 1988: 35D.2). 

In connection with the introduction of the professional inspector and the publication of 

G. S. Radford's The Control of Quality in Manufacturing (Radford, 1922), Quality 

Management was for the first time " ... viewed as a distinct management responsibility 

and as an independent function" in the organisations (Garvin, 1988:5). Throughout, the 

emphasis was on the product and its conformance to product specifications, with the 

purchaser's principal interest in quality being the "... evenness of uniformity which 

results when the manufacturer adheres to his established requirements" (Radford, 

1922: 5). 

The next significant developments within the Deterministic School of Thought took 

place when the British aviation industry in the 1920s and the U.S. Air Force in the 

1930s developed standards to approve the conformance of suppliers' product quality 
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(e.g., Hutchins, 1995: 465; Munro-Faure and Munro-Faure, 1992: 72-74). Similar 

quality assurance schemes and standards spread and became rooted in the military 

industry of the Allied countries through the introduction of the NATO 6-49 standard in 

the early 1950s and the first commercially oriented standard, MIL-Q-9858, in 1959 

(Harrington and Mathers, 1997: 9; Lamprecht, 1992: 19). A decade later, this and other 

quality assurance standards evolved into the Allied Quality Assurance Publications 

(AQAP) series of standards published by the North Atlantic Treaty Organisation 

(NATO) (Kruithof and Ryall, 1994: 42). Hutchins (1995: 466) explains how "... the 

intention of these standards was to reduce the need for inspection through the use of 

preventive measures. The theory was that if an organisation had a good system of well

documented procedures based on a clearly defined quality policy signed by the chief 

executive, then provided that the system followed certain prescribed principles, there 

would be no reason for producing defects." In the 1970s, more generic series of 

standards for the enhancement of quality assurance systems were published, including 

AS 1820 in Australia, CSA Z299 in Canada, BS 5750 in Great Britain, and ANSI-N45-

2 in the United States (Vorley, 1991: 13). This lead to a commercialisation and 

industry-wide introduction of quality assurance activities (James, 1996: 286). 

Harrington and Mathers (1997: 8) explain how organisations now pressed on the one 

hand for their quality assurance system to meet the requirements of specific standards 

and on the other for their processes to conform to the documented procedures of their 

quality assurance system. 

In the early 1960s, the Martin Corporation succeeded in manufacturing an operating 

Pershing missile correctly from the very start. This success was attributed to a new 

awareness and change of attitude on the part of its management and workforce toward 

the only acceptable standard, zero defects (e.g., Garvin, 1988: 16-18; Teboul, 1991: 

15). At this stage, Philip B. Crosby, a manager at the company, introduced the concept 

of Zero Defects with absolutes such as "do it right the first time", "refuse to accept that 

to err is human", and "conformance to requirements" (Crosby, 1964; Crosby, 1979: 17, 

169-170). 

All attention must be oriented around prevention. .. . When quality is defined as 

conformance to requirements, "goodness" has nothing to do with it. There is 

no room for "quality levels"; everything must be accomplished as promised. 

(Crosby 1990, p. 41) 
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According to Gill (1990: 44) the ideas first won the enthusiasm of senior officers in the 

U.S. Army and Air Force, who"... hailed Zero Defects as the greatest motivational tool 

since the appeal to patriotism in World War II". He adds that contractors and 

employees were asked to sign pledge cards promising no mistakes in their products and 

work, respectively. Garvin (1988: 17) argues that the strong message of conformance 

mentality and attention to prevention issues was strengthened in the West with the 

spread of Zero Defects, and that it influenced the culture in many organisations. 

However, the zero defects movement lost momentum in the 1980s, as Zero Defects 

reportedly became a kind of ode to "American bureaucratic hyperbole" with much"... 

cheerleading, no substance" (Gill, 1990: 44). 

In the years that followed the different national quality assurance standards were 

amalgamated into the ISO 9000 series of standards in 1987, and a rapid dissemination 

in primarily Western-Europe was seen, with organisations documenting a quality 

assurance system (Munro-Faure and Munro-Faure, 1992: 8). The 20 elements of the 

standard are primarily quality assurance oriented, but contain one element of statistical 

methods. However, the requirement for this element is vague and has in our judgement 

only had limited influence on quality management practices of certified organisations. 

In 1997, about 225 000 organisations scattered in some 130 countries had been 

awarded an ISO 9000 certificate (ISO, 1999). From the mid-90s there has also been a 

diversification of the ISO 9000 series of standards into industry-specific standards, 

such as the QS 9000 standard in the automotive industry and the TickIT standard in the 

software industry (Harrington and Mathers, 1997: 33). 

The Continuous Improvement School of Thought 

The Continuous Improvement School of Thought originated with Walter E. Shewhart' s 

work at Bell Telephone Laboratories. In May 1924, Shewhart wrote to his boss giving 

details of the control chart idea, in which he recognised that the variation in a process 

stems from common causes and special2 causes, and that a process can be improved by 

the identification and removal of special causes of variation (Owen, 1989: 3). Garvin 

(1988: 6) argues that it was through the theories of variation in Shewhart (1931), 

2 Shewhart used the term "assignable cause of variation" (see e.g., Shewhart, 1931; Shewhart, 1939), 
whereas Deming (1986: 310) suggested the use of "special causes", which is most commonly used 
today. 
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Economic Control ofQuality ofManufactured Product, that Quality Management as a 

discipline was given a scientific footing for the first time. 

From the viewpoint of ideology, it is significant that this first step [mass 

production with interchangeable partsJ was taken under the sway of the 

concept of an exact science, according to which an attempt was made to 

produce pieceparts to exact dimensions. Second, there was a more or less 

radical change in ideology about 1900, when .. . probability and statistical 

concepts came into their own in almost every field of science. .. . The concept 

underlying the quality control chart technique of19 24 was born ofa probable 

science. 

(Shewhart 1939, pp. 2, 4) 

Shewhart' s contributions also went beyond control charts and statistics, and extended 

to an understanding for variation relative to customer satisfaction and management of 

people (e.g., Deming, 1980: 1-2; Deming, 1993: 178; Owen, 1989: 3). Shewhart (1931: 

31) states that: "There are at a given time certain human wants to be fulfilled through 

the fabrication of raw materials into finished products of different kinds. These wants 

are statistical in nature." 

Much of the pioneering application of Shewhart' s ideas and tools took place within the 

Hawthorne Works of the Western Electric Company, where both Deming and Juran 

first came across his work (e.g., Butman, 1997; 37; Deming, 1993: 172; Juran, 1989: 5; 

Kilian, 1992: 87). In the years preceding the Second World War, Quality Control 

spread as a topic of research to other countries such as England, Germany, and Japan, 

but its application in industry remained scarce (e.g., Garvin, 1988: 14-15; Hutchins, 

1995: 469-470; Lerner, 1995: 250; Nonaka, 1995: 518-521). A group of Bell 

statisticians, including Shewhart, was successfully engaged in a quality control section 

of the War Department, and played an instrumental role in the development of wartime 

training programmes. These programmes were also offered at a couple of leading 

universities, included Deming as one of the lecturers, and by the end of the war a total 

of 8,000 people had been trained in Quality Control. From the local societies for 

quality control that these people established, the American Society for Quality Control 

was founded in 1945 (e.g., Garvin, 1988: 9-11; Juran, 1989: 7). Wartime standards 

concerned with quality control systems and methods, such as MIL-STD-Zl in the 

United States, were also introduced and disseminated in the military industry of the 

69 



Paper A 

allied countries, primarily Australia, Canada, and Great Britain (e.g., Ishikawa, 1985: 

14; Kilian, 1992: 92-93; Kondo, 1994: 33-34). By the late 1940s, Garvin (1988: 12) 

considers that Quality Control had become"... established as a recognized discipline", 

but according to Juran (1989: 7) the surge in quality control activities in the allied 

countries soon stalled after the War. He refers here to the seller's market and a quality 

management approach that had become " ... tool oriented rather than result oriented". 

In terms of the broad application of quality control activities to non-military industries, 

it was Japan that pioneered this in the wake of the Second World War (e.g., Kondo, 

1994: 35-37; Garvin, 1988: 188). Firstly, the Union of Japanese Scientists and 

Engineers (JUSE), founded in 1946, provided a vigorous promotional structure for 

quality control activities in Japan with training programmes and a national quality 

award, the Deming Prize (e.g. Garvin, 1988: 186; ; Kilian, 1992: 29-47; Kondo, 1994: 

35-37). Secondly, Deming presented a series of seminars to executive representatives 

from a large part of the Japanese manufacturing industry on Shewhart' s statistical 

methods and the use of the Plan-Do-Check-Act (PDCA) cycle3 for improvement and 

learning (Deming, 1986: 488-489; Garvin, 1988: 183; Kilian, 1992: 24-27). Thirdly, in 

1949 the Ministry of International Trade and Industry launched the Japanese Industrial 

Standards (IlS) mark, under which companies had to pass a government examination 

on their quality control system in order to be allowed to display the JIS mark on their 

products (Ishikawa, 1985: 16). Kondo (1994: 44) explains the significance in the 

Japanese Industrial Standard's definition of Quality Control as a "... system of 

production methods which economically produces quality goods or services meeting 

the requirements of consumers". 

In the mid-50s, Japan discovered the ideas proposed by the American industrialist, 

Armand V. Feigenbaum (Feigenbaum, 1956), who recommended a spread of quality 

control activities to all departments in the organisation with the purpose of ensuring 

customer satisfaction (e.g., Garvin, 1988: 13, Kondo, 1994: 44). They merged the 

message with Juran' s recommendations in seminars to Japanese executives to apply 

quality control methodology to almost every area of corporate activity ( e.g., Garvin, 

3 According to Deming (1986: 88) the perception of the Plan-Do-Check-Act cycle came from Walter 
A. Shewhart, and his ideas on learning and improvement in Shewhart (1939: 45). Deming therefore 
termed it "The Shewhart cycle" in his first seminars to Japanese executives, but in Japan it became 
immediately accepted under the name of "The Deming cycle" or "The PDCA cycle". ln Deming 
(1993: 132) he replaces the Check phase with a Study phase, and the cycle becomes "The PDSA 
cycle for learning and improvement". 
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1988: 183; Kondo, 1994: 43: Nonaka, 1995: 537). The result was symbolically marked 

in 1968 when Japanese quality professionals introduced the term "Companywide 

Quality Control" (Ishikawa, 1985: 91), to specify the unique Japanese companywide 

integration of quality control practices, including continuous improvement, customer 

orientation, and involvement of all employees (Garvin, 1988: 190-191). For the first 

time in the history of Quality Management all employees were actively encouraged to 

participate in improvement activities throughout the organisation, with culture 

becoming the primary means of achieving Quality Management. A factor facilitating 

this development was the spread of QC circles during the 1960s and 1970s. Here, 

particular the Union of Japanese Scientists and Engineers and Kaoru Ishikawa played 

instrumental roles in the development and deployment of structures and quality control 

tools (e.g. Bergman and Klefsjo, 1994: 205; Garvin, 1988: 187). According to Dale 

and Cooper (1992: 10-11, 48) the initiatives reached national proportions, and 

contributors such as Genichi Taguchi (Taguchi and Wu, 1979) and M. Imai (Imai, 

1986) introduced perspectives on the effect of variation on society and on step-wise 

never-ending improvements in all aspects of life, respectively. 

In the 1960s and 1970s, numerous Japanese manufacturers greatly increased their share 

of the U.S. market, and Juran (1995a: 582-583) estimates that by the mid-70s Japanese 

products were superior to Western products in quality. Juran (1989: 9-11) adds that the 

U.S. companies responded with a "life behind the quality dikes", by blocking imports, 

starting joint ventures, and taking various "action-now" quality initiatives. Gradually, 

the US learnt the lesson, and by the mid to late 1980s the first tangible signs of an 

understanding of the way back were beginning to appear (Reed et al., 1996: 173). The 

term "Total Quality Management" surfaced in the general management discourse and 

was institutionalised with the launch of the Malcolm Baldrige National Quality Award 

in 1987 (e.g., Bergman and Klefsjo 1994: 374-375; Hutchins, 1992: 180-181; Juran, 

1995a: 596). The following year, Australia introduced its Australian Quality Award, 

and Great Britain led a group of European countries that at this stage were starting to 

show an interest in such practices (Hutchins, 1995: 472; Kruithof and Ryall, 1994:191). 

During the 1990s, the Continuous Improvement School of Thought has seen a 

continued spread of practices in Total Quality Management, both in terms of countries 

and industries. In a couple of the countries that pioneered the application of Total 

Quality Management in industry it is, however, reported that the push had diminished 

somewhat by the mid-90s (e.g., Joiner, 1996; Murray, 1996; Walsh, 1995). In others 
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there is a surge, like for example in Germany that established its own national quality 

award as late as in 1996 (Kroslid, 1998: 120). In the pioneering countries, a push can 

now be seen for programmes such as Six Sigma in the United States, as well as Parts 

Per Million and Total Productivity Maintenance in Japan and South Korea (e.g., Harry, 

1997; Willmott, 1994a). We view such initiatives as pragmatic operationalisation of 

the most developed concepts within the Continuous Improvement School of Thought, 

principally Company-Wide Quality Control and Total Quality Management. 

The two schools of thought in summary 

In the above, we have derived from the literature the development patterns for the 

Deterministic School of Thought and the Continuous Improvement School of Thought. 

They differ widely in characteristics, with the former heavily committed to the belief of 

one best way, and the latter on continuous improvement (Table 2). 

Deterministic School of Thought IContinuous Improvement School of Thought 

Zero Defects is a standardfor management, a jThe needs ofthe consumer are in continual change. 
standard that management can convey to the 1So are materials, methods ofmanufacture, and 
employees to help them decide to "do the job )products. Quality ofa product does not necessarily 
right the first time. " ... People receive their 1mean high quality. It means continual improvement 
standards.from their leaders. They must be \ofthe process, so that the consumer may depend on 
told that your personal standard is: Zero jthe uniformity ofa product andpurchase it at a low 
Defects. !cost. 
(Crosby 1979, pp. 170-172) j(Deming 1980, p. 1-2) 

The theory was that ifan organisation had a jLooked at broadly there are at a given time certain 
good system ofwell-documented procedures jhuman wants to be fulfilled through the fabrication 
based on a clearly defined quality policy \ofraw materials into finished products ofdifferent 
signed by the chiefexecutive, then provided Ikinds. These wants are statistical in nature in that 
that the system followed certain prescribed lthe quality ofa finished product in terms ofthe 
principles, there would be no reason for jphysical characteristic wanted by one individual is 
producing defects. \not the same for all individuals. 
(Hutchins 1995, p. 466) j(Shewhart 1931, p. 54) 

This International Standard [ISO 9000 series lThe most decisive factor in the competition for 
ofstandards] specifies quality system !quality leadership is the rate ofquality 
requirements for use where a supplier's [improvement. 
capability to design and supply conforming 1(Juran 1989, p. 78) 
product needs to be demonstrated. The 1 . . 

. • • • . lStandards and regulations are imperfect. They must 
requirements specified are aimed primarily at 1b . d d • d t tl lf l 

h
. . . ,.r, . b . , e reviewe an revise cons an y. 1, new y 

ac ievmg customer sahsJachon y preventing= t bl' h d t d d d l t' t• • 1es a is e s an ar s an regu a ions are no 
non-conformity at all stages from design , . d . • th ·t · ifth t · . . 1revise in s1x mon s, i is proo a no one is 
throug.h to servicing. , · l · th
(ISO 1994 l) 1seriousy using em. 

'p. l(Ishikawa 1985, p. 65) 

Table 2 Excerpts from the two schools ofthought. 

72 



In Search of Quality Management - A Rethinking of Development 

One very specific example of difference that we would like to outline is the role of 

standards and standardisation within both schools of thought. Although there exist 

standards for quality control practices, standards for quality assurance are much more 

common, and are given added importance through the belief within the Deterministic 

School of Thought in the one best way. The latter school thus leaves little impetus to 

revise or update the standards on a regular basis. On the contrary, it is the action of 

standardisation as an integral part of the institutionalisation of gains from a continuous 

improvement cycle (e.g., Garvin, 1988: 185-186; Kondo, 1994: 28), that is emphasised 

within the Continuous Improvement School of Thought. Ishikawa (1985: 65) argues 

that standards should be revised every six months, and Kondo (1994: 27-29) that in the 

Act phase of the Plan-Do-Check-Act cycle, standardisation is an important element. 

Signs of a single-path development? 

With historical data suggesting that Quality Management has developed in two 

separate streams, it is still possible to identify one aspect that seems to fit a single-path 

development, and that is the focus on practices in Quality Management. Taylorism and 

practices relating to Inspection had a clear focus on the product and its conformance to 

product specifications. However, with the spread of quality assurance practices and 

quality control practice in the years preceding, during, and after the Second World 

War, the overall focus in Quality Management has shifted from product to process. 

Finally, when Japan in the late 1960s was well on its way to introducing quality control 

activities companywide, the focus on practice shifted from process to culture. In the 

West, it took almost two decades before the same shift into culture was experienced in 

Quality Management. This notion of a single path of development in the focus of 

quality management practices can also be found in the work of Garvin (1988: 37), 

James (1996: 45), and Lengnick-Hall (1996: 793-794). However, they apply similar 

single-path assumptions to the historical development of ideas in Quality Management, 

with its discussed shortcomings. 

Support for a single-path development of focus of practices can be found in the field of 

Organisation Theory, which we generally regard as a neglected source of influence on 

development in Quality Management. However, the academic analysis of Quality 

Management shows growing interest in that field of theory (see e.g., James 1996: 17-
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18; Spencer 1994: 447-448). According to Schafritz and Ott (1996: 4) organisational 

theories can, in an historical perspective, be divided into major perspectives or eras 

(see also Hutchinson, 1967; Scott and Mitchell, 1972). In Classical Organisation 

Theory, which is rooted in the Industrial Revolution of the 1700s and dominated the 

field well into the 1930s, the fundamental tenets were, according to Schafritz and Ott 

(1996: 31), based on "... one best way to organize production, and that production is 

maximised through specialization and division of labour". The focus was on the 

product. From the 1950s this focus changed from product to organisational structures 

and production processes in the eras of Modern Structural Theory and System Theories 

(e.g., Burns and Stalker, 1961: 76; Walker and Lorsch, 1968: 130-133). Bolman and 

Deal (1991: 35) identify that one of the distinct features of Modern Structural Theory 

was the belief in a best structure for any organisation. Schafritz and Ott (1996: 254) 

explain how systems theorists viewed the organisation as " ... a complex set of 

dynamically intertwined and interconnected elements, including its inputs, processes, 

outputs, feedback loops, and the environment in which it operates and with which it 

continuously interacts". The next shift in focus came with the two eras of the 

Organisational Culture Reform Movement and Organisational Culture & Sense

Making in the 1980s. They both emphasised a focus on " ... developing strong 

organisational cultures that fostered concern for quality, flexibility, and service" 

(Barley and Kunda, 1992: 381). 

Our review of this century's historical development of ideas in Quality Management 

has identified two distinctive schools of thought, the Deterministic School of Thought 

and the Continuous Improvement School of Thought (Table 3). It is also possible to 

trace two major shifts in the focus of practices in Quality Management, that is from 

product via process to culture, which also can be found in the development of 

perspectives in Organisation Theory. 
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i Most advanced Most advanced concept, Focus of Perspectives in 
Time I concept, Deterministic 1 Continuous Improvement 1 

practices Org. Theory i School l School j 

_1990 __ 1 

I,;, j:·,1980 __ l Total Quality Management Org. Culture/ 
_1970 __ 1 Culture j Sense Making 
1960 __ L______ Zero Defects ______ )_ Companywide Q. Control_ L_________________ ) ______________________ _ 
J?_~9___ J 1 l l Systems Theory/ 
1940 ! Quality Assurance ! i Process ! Modem-
-1930___ 1 l Quality Control j i Structural 

J?_~9___ J I I 1 
J?J9__ _j Inspection j non j Product j 

1900 i ! ! ! Classical Theory 

Table 3 The historical development of ideas in Quality Management, relative to 
focus of practices in Quality Management and perspectives in 
Organisation Theory. 

Based on our work on the dual-path assumption with the identification and 

specification of the two schools of thought, we believe it is possible to propose a 

comprehensive framework that embodies our findings. As part of this we will develop 

a model that illustrates the framework, and relates practices in Quality Management to 

the two schools of thought. 

The specifications that we propose for practices are not absolutes, but are instead 

derived from our review of the historical development of ideas in the literature, criteria 

in the national quality awards of amongst others Australia (AQC, 1997), Europe 

(EFQM, 1997), Japan (JUSE, 1996) and the United States (ASQ, 1997), and the 

specified requirements of the ISO 9000 series of standard (ISO, 1994). The inclusion 

of practices specified in national quality awards is based on Juran (1995b: 649), who 

states that the criteria for such awards provide a outline of the essential elements in a 

comprehensive quality management approach. On the same basis, practices specified in 

the ISO 9000 series of standards were included, as the standard is regarded as a model 

for quality assurance (e.g., Harrington and Mathers 1997: 13-15; Kruithof and Ryall, 

1994: 34-35). 

75 



Paper A 

The vertical axis in the model (Figure II), indicates on the one hand level of 

development on a five-step scale which has been gleaned from national quality awards. 

On the other hand it also indicate the three different foci of practices, namely product, 

process and culture. The connections between level of development and focus of 

practices were established through in-depth analysis of scoring structures in the 

national quality awards and the practices that were found in our review of historical 

data. "Level of development", the label on the vertical axis, has both an historical 

meaning and a current meaning, depending on the purpose for which the model is used. 

On the horizontal axis, there is a division between the Deterministic School of Thought 

and the Continuous Improvement School of Thought. 

t------------------------------ Quality values and strategies are ----t
shared in the organisation, with 
high customer satisfaction. 

very high 
culture 

~'§ t Conformance to standards, Continuous improvements of Cl) 

[ high specifications and zero defects by processes, products and services by ......u 
all employees. all employees. 

~ t--- ~ 
Conformance to process and > Process improvements based on ~ .g medium system specifications through 4-.statistical methodology. corrective and preventive action. 0 

t1 t The installation of a prevention Systematic application of quality
low system through the specification of control tools. procedures.+---

Inspection of final goods and very low productservices according to specification.l_ __ -------------------------------1 
Deterministic School Continuous Improvement School 

Figure II The model, an illustration ofthe dual-path framework. 

Our main requirements for the dual-path framework through its model are, first, that is 

applicable in the analysis and interpretation of empirical data on the historical 

development and current status of primarily nation states, but also of other units of 

analysis such as industries and organisations. Second, that it captures the dynamics for 

a unit of analysis as it develops its approach in Quality Management over time. And 

thirdly, that it shows some signs to overcome the main academic criticism of Quality 

Management that this paper has attributed to the single-path assumptions in the 

literature. The first requirement will be dealt with in the validation of the framework 

towards the end of the paper. 
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In terms of the dynamic of the model, it is possible to map developments of a unit of 

analysis as it deploys more advanced practices. A more complex feature of the model, 

it to understand how the moves of a unit of analysis from practices related to one 

school of thought and towards the other school of thought are charted. Based on our 

experiences and understanding of quality management approaches of nation states, 

industries and organisations, they can vary substantially among the entities of a unit. 

The approach is therefore found to embody a mix of practices relating to both schools 

of thought. It is apparent that industries within a country and also the organisations are 

so to speak distributed around the mean country approach. However, we gained the 

understanding that one of the two schools is most often dominating in that mix of 

practices, a dominance that under given circumstances can alternate. 

Perhaps the most important circumstance is that the subordinate set of practices must 

be on a corresponding level of development to the dominating practices from the other 

school of thought. As most entities within a unit of analysis are concentrated on the 

dominating practices, the development of subordinate practices is often orchestrated by 

a smaller sub-group of entities. This dynamic characteristic might be less evident for 

organisations because they are limited in resources and require a more unified effort in 

their main approach. However, this is where we believe an important raison d'etre for 

quality professionals and quality management consultants can be found. They are likely 

to be familiar with practices relating to both schools of thought and can facilitate 

developments within schools and smooth shifts between schools. 

For the third requirement of the model, we would like to evaluate it against the three 

main shortcomings of the single-path frameworks in the literature as outlined earlier in 

the paper: (1) limited content analysis, (2) lack of consensus in terminology, and (3) 

claim for context independence. In terms of content analysis the dual-path framework 

is derived from a comprehensive classification of the literature. As a result we have for 

example been able to identify overlaps between the different concepts mentioned in the 

literature (Figure III). It has been found that, according to the model, Total Quality 

Management, for example, is not longer all encompassing in the sense that it includes 

every concept within Quality Management. Rather, Total Quality Management, or 

Company-wide Quality Control as it is termed in the Far East, has its origin in the 

Continuous Improvement School of Thought, where it builds on and embraces the 

concept of Quality Control. Another example is that Quality Assurance within the 
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Deterministic School of Thought builds on and embodies the concept of Inspection, 

but not Zero Defects. 

Deterministic School Continuous Improvement School 

Figure III How the main concepts in Quality Management relate in content, based on 
the dual-path framework. 

We have, however, decided not to use this illustration as our main model of Quality 

Management, because it will infringe with the next criticism, that is lack of consensus 

in terminology of the concepts. Instead we have developed a model, refer to Figure, 

that builds on practices in Quality Management. Finally, we do not claim context 

independence and universality for the model, as we are convinced that Quality 

Management needs to be aligned to the specific context of the actual unit of analysis. 

Our review of the literature also showed that most entities of the different units of 

analysis relate to one of the two schools, and that their approaches in Quality 

Management need to be adjusted accordingly. 

VIABILITY RETHINKING 

In terms of the first requirement, that the dual-path framework with its model must be 

suitable for interpretation of the historical development and current status of primarily 

nation states, we will now apply it in the national settings of Great Britain, Japan, and 

the United States. According to Kanji (1990: 163), these are the most important nations 

in the history of Quality Management, and they have taken very different approaches in 
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the field. The data have partly been gathered from the literature, and also through the 

Cross-cultural Quality Management Research Project, where the authors in 1997 

carried out in-country research on current status and historical development4 of Quality 

Management in Great Britain, Japan and the United States, among other countries. The 

historical data are presented in the fact sheet at the start of each country scenario. The 

fact sheet is divided into the Deterministic School of Thought and the Continuous 

Improvement School of Thought and constitutes a chronological listing of major 

events within each school in the country's historical development. It is not meant to be 

an exhaustive listing, but rather to encourage the supplement of additional historical 

data from other sources. 

4 The empirical data on historical development have been gathered from interviews with a 
representative from the leading quality society in each country surveyed, as well as with managers 
of the local branch of Det Norske Veritas. Current status, in terms of level of development, was 
surveyed by means of a questionnaire distributed to a local expert panel of about ten quality system 
auditors of Det Norske Veritas in each country. They responded to a detailed questionnaire on 
quality management practices in various industries, and it is the overall country score that is 
presented in this paper. 
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Great Britain 

IContinuous Improvement School of ThoughtDeterministic School of Thought 

1901: The British Standards Institution is 1935: BS 600 is launched as a quality control !,,_· 

founded. standard. 

1919: The Institution of Engineering 1942: BS 600 is revised to become BS 1008 
I,,,,, 

Inspection is founded. and aligned to the US MIL-STA-Zl 
1920: The Approved Finns System of standard. 

Inspection is launched as an approval :,_' 1962: The National Council for Quality and 
scheme for military suppliers. Reliability is set up. 

1943: The first NATO standard for quality 1972: The National Council for Quality and I,, 

assurance is drawn up. Reliability is abandoned. 
1956: The Institution of Engineering 1979: The National Quality and Reliability l,_: 

Inspection becomes a founding member Year. 
The National A ward for Quality is~~~ :uropean Organisation for 1989: 

1 
:,,! 

launched by the Institute of Quality 
1968: Adoption of NATO's Allied Quality Assurance. 

Assurance Publication (AQAP) 1989: Oakland publishes Total Quality l,, 

standard. Management. 
1972: The Institution of Engineering 1 1990: Investors in People is introduced. 

Inspection changes name to the Institute 1992: The British Quality Foundation isl,. 

of Quality Assurance. founded. 
1977: A government report recommends a 1992: British companies win European 

i,_·. 

structure for quality assurance bodies to Quality Award. 
avoid multiple assessment. A new British Quality Award is 

1979: British Standard 5750 is introduced. introduced based on the European 
1983: The Department of Trade launches a Quality Award. 

national quality campaign promoting 
BS5750. 

1984: The National Quality Information 
Centre is set up. 

1987: Great Britain is instrumental in 
launching the ISO 9000 standard, which 
is based on BS 5750. 

1995: About 52,000 ISO-9000 certificates 
awarded. I 

1996: David Murray, Chairman of the Institute l 
of Quality Assurance, asks if Total 1 

t!!.Management is tiring of its ;,I'=,. 

1997: About 56,700 ISO 9000 certificates 
awarded. 

Table 4 Fact sheet, Great Britain. Our abstraction primarily from Hutchins (1995: 
433-474), Kanji, (1990: 165-166), Munro-Faure and Munro-Faure (1992: 
72-75), and Thoday (1988: 35E.l-35E. 7). 

The development pattern in Great Britain has been dominated almost exclusively by 

practices related to the Deterministic School of Thought (Table 4 ). The first decades of 
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this century saw the establishment of the Institution of Engineering Inspection and the 

British Standard Institution, both of which have been instrumental in the promotion of 

inspection and quality assurance activities in industry. The Approved Firms System of 

Inspection was the first second-partly assessment scheme in the World, and was 

applied to a growing part of industry in the period before, during and after the Second 

World War. Documentation and certification of quality assurance systems were further 

boosted by the adoption of the AQAP standard in the late 1960s, and the introduction 

of the generic BS 5750 series of standards by the British Standards Institution in 1979. 

In the 1980s, the Department of Trade further promoted the spreading of BS 5750 in a 

national quality campaign as a means of increasing the competitiveness of British 

industry. 

The only era when we judge Great Britain to have a dominance of practices from the 

Continuous Improvement School of Thought was from the late 1980s to the early 

1990s, when the country led Europe in the push for Total Quality Management. The 

local stimulus for this push can partly be traced back to the mid-30s when a quality 

control standard was introduced, and to 1979 with the National Quality and Reliability 

Year. It can also be traced to individuals, where Hutchins (1995: 470-472) states that in 

the decades after the Second World War, Shewhart' s control chart was state of the art, 

but that: "Despite the efforts of several people, .. . the application of the statistical 

method was slow to catch on, the concept badly taught, and consequently, most 

initiatives quickly faded and disappeared .... Fortunately, toward the end of the 1980s, 

some industrialist and some institution members did become aware that a much 

broader approach was necessary, and they began to experiment with total quality as it 

is practised in both the United States and Japan". In the early 1990s, Great Britain had 

its own national quality award, and British companies dominated the list of winners 

and recipients of the European Quality Award (EFQM, 1997). In 1996, a discussion on 

the status of the British Quality movement among quality professionals in the media 

revealed that Total Quality Management seemed to be "tired of its journey" (e.g., 

Murray, 1996). Quality assurance practices again dominated, with more than 50,000 

ISO 9000 certificates awarded in 1997, a 40 plus percentage of the world's total 

number of such certificates (ISO, 1999). This dominance is confirmed in our empirical 

estimate for Great Britain, which is "medium" in terms of current level of development 

in Quality Management. 
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Japan 

Deterministic School of Thought ! Continuous Improvement School of Thought 

1921: 

1990: 

1995: 

1997: 

The Japanese Engineering Standards is ! 1945: 
established. 1 

The ISO 9000 standard is adopted as JIS \ 
z 9900. I 

About 3,700 ISO 9000 certificates 1,:, 1946: 
awarded. 
About 6,500 ISO 9000 certificates :!: 1949: 
awarded. 

11950: 

j 1951: 

11954: 

11956: 

i1962 

11963: 

1968: 

j 1984: 
. 1985: 

1994: 

11995: 

11996: 

The Civil Communications Section 
within the General Headquarters of the 
Allied Occupation Forces starts to 
promote quality control techniques. 
The Union of Japanese Scientists and 
Engineers (JUSE) is established. 
The Japanese Industrial Standards (JIS) 
mark is introduced. 
Deming holds 8-day quality control 
seminar. 
The Deming Prize is launched. 
Dr. Juran visits Japan, to hold seminars 
on managing for quality and promoting 
QC activities. 
The radio series on QC for Front-Line 
Supervisors is broadcast. 
The monthly magazine Gemba-to-QC is 
issued for the first time, the first QC 
circle is registered, and the first QC 
circle conference is held. 
The QC circle Headquarters is 
established within JUSE. 
Japanese quality professionals introduce 
the term "Companywide Quality 
Control". 
Over 150,000 registered QC circles . 
Ishikawa publishes What is Total 
Quality control? The Japanese Way. 
More than 380,000 registered QC 
circles. 
The Japanese Quality Management 
Award is launched. 
JUSE starts to hold TQM courses 
(JUSE). 

Table 5 Fact sheet, Japan. Our abstraction primarily from Butman (1997: 95-
133), Garvin (1988: 179-199), Ishikawa (1985: 14-23), Kilian (1992: 19-
47), Kondo (1988: 35F.l-35F.30), Kondo (1994: 31-88), and Nonaka 
(1995: 517-550). 

Garvin (1988: 179) points out that"... before 1945 Japan's quality efforts were limited 

primarily to inspection", an approach that, according to Ishikawa (1985: 7), was "... 

abandoned at a relatively early period in Japan" (Table 5). The country is viewed as the 

pioneer in the broad application of continuous improvement through quality control 
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practices after the Second World War, supported by a strong structure for the 

promotion of quality control activities through the institutionalisation of, for example, 

the Union of Japanese Scientists and Engineers (JUSE), the Deming Prize, and the JIS 

mark. The latter was a popular governmental approval scheme for quality control 

systems in industry. Throughout the 1960s, further advances were made in quality 

control practices, and Kondo (1994: 207) characteristically sums up the decade in his 

statement that: "We grew the quality 'pearl' by diligently following the Deming (Plan

Do-Check-Act) cycle". Quality Control later spread to most parts of the organisation 

and was transformed into a companywide issue, almost a societal issue with the spread 

of QC circle activities in the 1970s and 1980s when the Japanese quality movement 

was at its peak (Ishikawa, 1985: 138-139). 

With the burst of the economic "bubble" in the early 1990s and a gradual shift in the 

corporate agenda from an emphasis on long term quality strategies to short term 

operating profits, the push for quality management initiatives levelled out. For 

example, when JUSE assessed the actual state of the QC circle movement in 1994, it 

found that only half of the 380,000 registered QC circles were still active (JUSE, 

1994). Although subordinate to the dominant practices related to the Continuous 

Improvement School of Thought, Japan has lately seen the spread of practices related 

to the Deterministic School of Thought with the adoption and dissemination of the ISO 

9000 standard. Many view this as just an alignment to market requirements in the 

West, whereas others argue that it has had wide implications on Quality Management 

in the country. In the empirical study of Japan, the country achieves a "high" score in 

terms of level of development. This is a score that would probably have been higher a 

decade ago, and in effect indicates a re-orientation of the Japanese quality movement 

from practices related to the Continuous Improvement School of Thought with its 

emphasis on culture to practices with a stronger focus on processes. 
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The United States 

Deterministic School of Thought j Continuous Improvement School of Thought 

1900: Taylor System of Scientific 1,. 1924: 
Management. 

1935: Quality Assurance Standard introduced I,, 1931: 
by the Air Force. 

1943: The first NATO standard for quality 
assurance is written. 

!,,',,,,,: 1941: 

1959: MIL-Q-9858 is introduced, the world's 
first commercially oriented quality 
assurance standard. \ 1942: 

1964: Crosby publishes the paper Z is for Zero I 
Defects. 

1968: Adoption of NATO's Allied Quality 
Assurance Publication (AQAP) 

standard. 
1979: Crosby publishes Quality is Free. 
1990: ISO 9000 is adopted as ANSI/ASQC 

Q90. 
1994: The automotive industry launches QS 

9000. 
1995: About 8,700 ISO 9000 certificates 

awarded 
1997: About 18,600 ISO 9000 certificates 

awarded. 

1 

j 1942: 
\ 

1,. 1944: 

.1, 1946: 

i,, 1951: 

!,,: 1956: 

.,1, 1969: 

I1980: 

j 1986: 

11987: 

j 1989: 
! 1993: 

11997: 

Shewhart develops the control chart at 
Bell Telephone Laboratories. 
Shewhart publishes Economic Control 
ofQuality ofManufactured Product. 
The MIL-STD-Zl .1 (Guide to Quality 
Control) and MIL-STD-Zl.2 (Control 
Chart Method of Analyzing Data) 
standards are published. 
The MIL-STD-Zl.3 (Control Chart 
Method of Controlling Quality During 
Production) standard is published. 
A Quality Control section is established 
in the War Department. 
Industrial Quality Control, later Quality 
Progress, is published for the first time. 
The American Society for Quality 
Control is founded. 
Joseph Juran's Quality Control 
Handbook is published. 
Armand Feigenbaum publishes Total 
Quality Control. 
Juran assesses the situation as a "life 
behind the quality dikes". 
NBC broadcasts the program; "If Ja pan 
Can ... Why Can't We", featuring 
Deming. 
Deming publishes Out ofthe Crisis. 
The Malcolm Baldrige National Quality 
A ward is established. 
Juran publishes Leadership for Quality. 
Deming publishes New Economics. 
The American Society for Quality 
Control changes name to The American 
Society for Quality. 

Table 6 Fact sheet, the United States. Our abstraction primarily from Butman, 
1997: 153-179), Juran (1988: 35G.l-35G.14), Juran (1995a: 553-599), 
Garvin (1988: 3-20), Kilian (1992: 13-18); Kondo (1994: 32-33). 

Juran (1988: 35G.2-35G.4) explains how the rise of mass production and the 

dominance of the Taylor System of Scientific Management at the start of this century 

led to the introduction of end-of-the-line inspection activities throughout the U.S. 

manufacturing industry. Garvin (1988: 5) considers that "... here matters stood for 

several years", and Juran (1988: 35G.4) judges that the push for inspection amongst 
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military clients in the 1940s and 1950s led to declining quality. In the late 1950s, 

quality assurance standards were made mandatory for contractors in the military 

industry, an approach that spread to large segments of the industry over the next three 

decades. The dominance of inspection and quality assurance activities was also 

significant in the 1960s and 1970s, and intensified with the zero defects movement 

(Ishikawa, 1985: 151-152). Altogether, the situation resembled a "life behind the 

quality dikes" according to Juran (1989: 9-11). 

A subordinate development started in the 1920s with the introduction of theories and 

methods on Quality Control proposed by Dr. Shewhart (e.g., Garvin, 1988: 6; 

Hutchins, 1992: 179). During the Second World War, quality control practices were 

disseminated in the arms industry, but after the war they were soon abandoned (e.g., 

Butman, 1997: 80-81; Juran, 1989: 7). By the mid-80s, however, the impact of 

Japanese competition and the importance of quality improvement were gradually being 

realised in industry, with practices of customer focus, employee involvement, top

management commitment, fact-based decision making and continuous process 

improvements spreading rapidly during the next decade. Total Quality Management 

began to be used as a term and was manifested in the launch of the Malcolm Baldrige 

National Quality Award in 1987 (Hutchins, 1992: 180-181). By the mid-90s, total 

quality management practices had become somewhat mixed. The U.S. automotive 

industry based its new supplier quality programme, QS 9000, on ISO 9000 instead of 

the Malcolm Baldrige National Quality Award, and a growing number of companies 

implemented quality assurance systems in accordance with the ISO 9000 series of 

standards (e.g., Harrington and Mathers, 1997: 33-35; ISO, 1999; Joiner, 1996). 

However, practices related to the Continuous Improvement School of Thought still 

dominated, with, for example, QS 9000 embodying statistical methods and elements of 

continuous improvement, and statistically oriented improvement programmes such as 

Six Sigma being spread in particular industries (e.g., Harry, 1997; Smith, 1998). This is 

also confirmed in our empirical assessment of level of development, where the United 

States scores "high". 

Some comments on the developments in the three countries 

In applying the model to the mapping of the historical development patterns in Quality 

Management of Great Britain, Japan, and the United States, significant differences are 
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revealed (Figure IV). Great Britain stands out as a country where practices related to 

the Deterministic School of Thought have dominated almost throughout the entire 

development of Quality Management, whereas Japan represents the other extreme, 

with its historical dominance of practices related to the Continuous Improvement 

School of Thought. The United States has moved from practices relating to 

conformance to practices based on continuous improvements in the 1980s, and has 

maintained a dominance of the latter type of practices. Also in terms of the quantitative 

estimates of current status, based on empirical data from the Cross-cultural Quality 

Management Research Project, the model shows that Japan and the United States are 

on a higher level of development than Great Britain, a difference that is significant on 

the 0.01 level. 

t- _______ _>_Great Britain_ _ --~-~-==-~~ Japan ----► United State~ __ -t 
very high 1990 j t-1980 

culture§ t 1995 : 

[ high Al980 1995 0i1910@.1995 ~ 
~1~............_-i.,.1~980~----=~ t---+---------~·-........ 

> 
~ medium A,1970 +1960 

~ t I 

j H:W : 1950 prorss §: 19,,mlow ,Al960 
I ---------------f ~ 

very low Al940 l1930 product1 _________=_1_90_0___1_1=9-00.... _______________________________l 

Deterministic School Continuous Improvement School 

Figure IV Overview of the historical development in Great Britain, Japan, and the 
United States. The black lines indicate dominating development, whereas 
grey lines indicate subordinate development. The circle indicates current 
status of Quality Management based on a quantitative estimate from the 
Cross-cultural Quality Management Research Project. 

DISCUSSIONS CONCLUSIONS 

Based on the dual-path assessment, we have theoretically derived two distinct schools 

of thought, the Deterministic School of Thought and the Continuous Improvement 

School of Thought. We have used this insight to develop a dual-path framework with a 

model that connects the large body of practices specified in the literature to the two 

86 

mailto:0i1910@.1995


fu Search of Quality Management - A Rethinking of Development 

schools. On an applied level, we have also shown that the quality management 

approaches of organisations, industries and nation states will commonly embody a mix 

of practices from both schools of thought, and that one of them is likely to dominate. 

Furthermore, the proposed dual-path framework has demonstrated its ability to 

overcome some of the most serious shortcomings of the literature's prevalent single

path assumptions. Its validity has also been tested in the interpretation of data on 

historical development and current status for such varied country scenarios as Great 

Britain, Japan and the United States. By applying the model, differences so far 

unaccounted for in the single-path models and frameworks described in the literature 

were made evident. Instead of refuting a single-path development, we have found that 

it applies well to focus of practices, i.e. one specific area of the historical development 

of Quality Management. Throughout this paper, however, the dual-path framework has 

been applied in order to understand the historical development of ideas in Quality 

Management, and capture differences in approach for nation states. 

Our work has at times been very complex, and we would like to discuss some of the 

most critical aspects. First of all, Quality Management is primarily a pragmatic field, 

where the historical development is more about ideas than theories. Furthermore, there 

have been few attempts to classify and understand this historical development in other 

perspectives than a single-path assumption. Our classification of the literature based on 

appreciation of variation was therefore the result of extensive literature reviews. On the 

one hand, the contributions from the original contributors in the field were relatively 

easy to position within the boundaries of the two schools of thought. Here, Hackman 

and Wageman (1995: 310) have argued that Deming, Juran and Ishikawa are the 

explicit source of "... virtually everything that has been written about TQM". They 

were all influenced by Shewhart in their work (e.g., Deming, 1993: 172-173; Juran, 

1989: 5; Ishikawa, 1985: 204), and they also draw on each other's work (Deming, 

1986: 321, 491; Juran, 1989: 7, 348; Ishikawa, 1985: 17-19). Notably, all three authors 

criticise the zero defect movement pioneered by Philip B. Crosby (Deming, 1993: 11-

16; Juran, 1995a: 584-585; Ishikawa, 1985: 151-152), whereas Crosby makes no 

reference at all to Deming, Juran, Ishikawa or Shewhart at all. In our classification, we 

thus found some guidance from other fields of research, in particular Organisation 

Theory. 

Some theories oforganization are compatible with and build upon others - in 

what they explain or predict, ... they use the same language or jargon. These 
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groupings of compatible theories and theorists usually are called alternately 

schools, perspectives, traditions, frameworks, models, paradigms, or 

occasionally, eras of organization theory. .. . Organization theorists from one 

school will quote and cite each other's works regularly. However, they usually 

ignore theorists and theories from other schools - or acknowledge them only 

negatively. " . . . It is quite common for frames that are close to each other 

chronologically to have widely divergent basic assumptions about the object of 

their theories. 

(Schafritz and Ott 1996, pp. 4, 5) 

On the other hand, the distinctiveness of the two schools of thought was much more 

blurred in the scholarly literature. We believe that this phenomenon partly relates to the 

scholars' individual interpretation of the different original contributors, with Giroux 

and Landry (1998: 194) claiming that they"... borrow the most seductive concepts and 

striking slogans from various authors without concern for the coherence of the 

resulting message", and partly to the scholars' synthesising and conceptual work, 

which has been influenced by the mix of practices in approach that they have observed 

and try to fit into a single framework. The abundance of suggestions in the literature on 

how organisations develop from Quality Assurance to Total Quality Management can 

be viewed as a result of this (see e.g., Harrington and Mathers, 1997; Kruithof and 

Ryall, 1994: Munro-Faure and Munro-Faure, 1992). Based on the dual-path 

assumption, we believe that this particular shift in practice is much more difficult than 

previously anticipated. This could also be a major reason for the high rate of reported 

failures in total quality management initiatives in organisations worldwide ( e.g., Doyle, 

1992: 12; Giroux and Landry, 1998: 183; Spencer, 1994: 394: 446). 

Another critical aspect is our test of a dual-path assumption rather than a multiple-path 

assumption. The latter would undoubtedly have led to a more profound classification, 

not limited by the pre-determined groupings and labels. One possible outcome could 

have been the inclusion of a Service School of Thought in addition to the two other 

schools (see e.g., Berry, 1995; Brown, 1993; Gronroos 1990; Gummesson, 1998). 

Here, we can only encourage others to carry out such a broad analysis, as it will 

probably further extend and nuance understanding of Quality Management among 

practitioners and academics. In the meantime, however, we feel that the dual 

categorisation under the labels of the Deterministic School of Thought and the 

Continuous Improvement School of Thought may be useful in several respects. The 
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categorisation should be easy to understand, and should mark the distinction between 

the two schools of thought that we identified in our literature review. 

From our analysis, we have identified a trend in which the ideas and practices related 

to the Deterministic School of Thought gradually seem to move towards the 

Continuous Improvement School of Thought. This trend is far more fundamental than 

the attempts by some authors to explain how quality assurance practices could be used 

as a stepping stone for continuous improvement practices (see e.g., Aune, 1991, 

Kruithof and Ryall, 1994, and Munro-Faure and Munro-Faure, 1992). Firstly, in 1993, 

the North American Big Three auto companies introduced QS 9000. In their book, ISO 

9000 and Beyond - From Compliance to Performance Improvement, Harrington and 

Mathers (1997: 33-35) explain how QS 9000 in addition to the ISO 9000 elements also 

contains requirements for a continuous improvement philosophy in the organisation, as 

well as a range of statistical tools and methods. 

Similarly, the drafts for a revised ISO 9000 series of standards to be launched in 2000 

contains requirements for the "... demonstration of continuous improvement" and "... 

should help to achieve benefits for all stakeholders" (ISO, 1998: 5). In our judgement 

this could lead to an introduction of elements from the Continuous Improvement 

School of Thought into leading documents of the Deterministic School of Thought, 

that would advance the latter school's practices and perhaps move leading entities of 

different units of analysis into the school's cultural sphere. It could also lead to a 

merger of the two schools or to a dissolving of the Deterministic School of Thought. 

We believe that the scope of changes and paradigm shifts needed for the latter scenario 

to take place are so profound that it is almost unrealistic. Furthermore, the revised ISO 

9000 standard will probably continue to be accepted as the one best way within the 

Deterministic School of Thought. Actually, a major requirement of the revision process 

is that "... organizations which have implemented the current ISO 9000 standards will 

find it easy to transition to the revised standards" (ISO, 1998: 4). The Continuous 

Improvement School of Thought would also have expected, according to for example 

Ishikawa (1985: 65), such a standard to be updated every six months in order to be 

effective. So far this has not been the case for the revisions of for example the ISO 

9000 series of standards (see e.g., Harrington and Mathers, 1997: 5). 

We believe that the advantages of our proposed rethinking in Quality Management, 

based on the dual-path framework, are significant for both researchers and 
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practitioners. One of its main contributions resides in its potential to remove some of 

the confusion that the single-path assumptions have produced in Quality Management 

over the years. As a result, researchers and practitioners have now got a theoretical 

framework that hopefully provides new insight into Quality Management both as a 

research field and as a management issue. We hope that this work can provide a basis 

for Quality Management in the years ahead and contribute to its anchoring in the field 

of Management Theory. 
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Current Status and Historical Development of Quality Management in Nation States 

Status and Development 

of Management in Nation States 

- With a Reinterpretation 1 

Dag Kroslid, Linkoping University, Sweden 

Empirical data from an empirical study on the current status and historical 

development of Quality Management in twelve leading industrial nations 

are presented. A comparative analysis of the country data reveals 

significant differences among the nations, and these are discussed in 

relation to findings from other empirical studies. Furthermore, the 

possibility to synthesise empirical data on current status and historical 

development is examined. In this process we apply a new theoretical 

framework, which also is used in the reinterpretation of the existing body 

of empirical data. It transforms into a classification of the countries in 

relation to current status and historical development in Quality 

Management that so far has been unaccounted for in empirical studies. 

The last decade's empirical studies on Quality Management among nation states have 

contributed empirical evidence to what the American Quality Foundation (1991) terms 

a need for a "global benchmarking database" in the field. It is possible to group the 

various empirical studies into one stream on current status and the other on historical 

development. The former investigates the level of development and the application of 

quality management practices, with contributors such as Dahlgaard, Kristensen, Kanji, 

Juhl and Sohal (1998), Garvin (1988), and Harrington (1995). The latter covers 

1 This paper has been submitted to the International Journal of Quality and Reliability Management. 

Founding for the research has been provided by the Swedish Foundation for Strategic Research and 
the Swedish Institute for Quality. I would like to thank Professor Bo Bergman and Professor Bo 
Hellgren, Link.aping University, and Professor Li-Choy Chong, University of St.Gallen, for their 
valuable advice. Furthermore, my thanks go to the Det Norske Veritas for their co-operation in the 
process of gathering empirical data. 
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historical data on the surges and contraction in the dissemination of Quality 

Management on a national level, and has primarily been led by Joseph M. Juran, one of 

the original contributors to Quality Management (Juran and Gryna, 1988; Juran, 

1995b). 

Initial analysis has revealed, however, that the published studies have not been 

synthesised and that few attempts have been made to connect data on the historical 

development with those on current status. In response to these shortcomings and an 

identified need for more empirical research on Quality Management among nation 

states, the author has initiated the Cross-cultural Quality Management Research 

Project. In 1997 data were gathered from in-country research in twelve leading 

industrial nations: Australia, Brazil, China, Germany, Great Britain, Italy, Japan, 

Norway, Saudi Arabia, South Korea, Sweden, and the United States. 

The first of the two purposes of this paper it to contribute empirical research on nation 

states in Quality Management. In the analysis of the empirical data, the second purpose 

of the paper is addressed, namely to synthesise our findings with those of already 

published studies, and to bridge the gap between current status and historical 

development. This under the objective to provide a more comprehensive picture of the 

accumulated empirical evidence on Quality Management among nation states. 

CURRENT STATUS 

In the Cross-cultural Quality Management Research Project, the section on current 

status focused on statistically quantifying national level of development. In each of the 

countries, a questionnaire was distributed to about ten local quality system auditors of 

Det Norske Veritas, and the respondents were only asked questions relating to their 

own country. The respondents thus formed an expert panel in each country, sharing 

their experience from 10 to 300 local organisations. The literature's requirement for 

statistically representative sample sizes is commonly not as rigidly pursued when 

expert panels are used (see e.g., Calori and Woot, 1994: 6-8; Rommel, Bruck, 

Diederichs, Kempis, Kaas, Fuhry and Kurfess 1996: 21-25). The small sample sizes 

were also partly offset by using respondents from the same certification body, 

assuming they apply a similar measurement scale in their response (see e.g., Hofstede, 

100 



Current Status and Historical Development of Quality Management in Nation States 

1980; Rommel et al., 1996: 21-25). For further detail and discussions on methodology, 

see Kroslid (1998: 42-47, 236-238). 

The individual national scores for current level of development in Quality Management 

were measured in a detailed questionnaire on the consumer manufacturing industry 

(Figure I). Follow-up questions were included in the same questionnaire on the 

positioning of seven other specified industries relative to the consumer manufacturing 

industry: heavy manufacturing, high technology, metal and chemical, wood and paper, 

food and beverages, public sector, and service (Figure II). The measurement applied 

was a cohesive assessment model derived from national quality awards in the countries 

surveyed, including the Australian Quality A ward, the European Quality A ward, the 

Deming Prize, and the Malcolm Baldrige National Quality Award (AQC, 1997; ASQ, 

1997; EFQM, 1997; JUSE, 1996). According to Juran (1995c: 650) the criteria of these 

awards are the most widely accepted definition of what is included in Total Quality 

Management. In practice, each country was evaluated in a very similar fashion to the 

process in which organisations using national quality awards assess their overall score. 

An 11-point scale was used, mainly because it corresponds to the commonly used 0%-

100% scoring matrix of national quality awards. Descriptive labels were attached to 

even numbers on the scale (0=poor, 2=fair, 4=good, 6=very good, 8=excellent, 

lO=world class). 

"O 
0 

Based on your knowledge of consumer manufacturing companies in 
your country: Considering approach, deployment and consistency, 
please rate them according to the following ... 
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s 
> 
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... senior managers improve the company's leadership system, including their 
own leadership skills . 

... statistical methods (e.g. SPC) and quality control tools (e.g. Ishikawa chart, 
Pareto chart) are used to monitor processes and identify improvement areas . 

.. . education and training serve as a key vehicle in building company and 
employee capabilities . 

.. . the design, delivery and support processes are just as well managed as the 
production process . 

.. . effective management of interactions and follow-ups with customers are 
provided, in order to preserve and build relationships . 

.. . current levels and trends in product-quality and service-quality indicators are 
focused on as important business results. 

Figure I Excerpts from the detailed list of items on the current status of Quality 
Management in the consumer manufacturing industry, the Cross-cultural 
Quality Management Research Project. 
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Comparing the different industries in your country, what is the 
"C 

current status of quality management (as outlined in previous 0 

~ questions) in the following industries? 
I 

0 2 

Heavy industry (e.g. engines, turbines, ships, railroad equipment and aircraft) 

High technology manufacturing industry (e.g. electronic devices, computer 
hardware, semiconductors, photographic goods) 

Crude petroleum and natural gas production, chemical, rubber and plastic 
products, basic metals (e.g. iron, steel) and non-metallic minerals. 

Wood products, paper products, printing and publishing industry 

Food, beverages and tobacco industry 

Public services (e.g. schools, public transport, hospitals, libraries, councils) 

Service industry (e.g. banking, insurance, hotels, restaurants, transport) 

Figure II The follow-up questions on level of development across seven additional 
industries, the Cross-cultural Quality Management Research Project. 

As a supplement to the mean country scores for current level of development (Table 1 ), 

representatives from the leading national society for quality in the visited countries, as 

well as executives employed at the local national headquarters of Det Norske Veritas, 

were interviewed to obtain their comments on the results. In the interviews more 

general issues on the current status and historical development of Quality Management 

in the country were also addressed. 

Country N Minimum Maximum Mean Std. Deviation 

Australia 7 4.0 6.3 5.2 0.97 
Brazil 9 2.4 5.6 4.4 1.07 
China 11 2.4 5.9 3.9 1.01 
Great Britain 9 3.3 6.6 4.9 1.21 
German~ 7 3.8 7.0 4.9 1.06 
Ital;y 6 3.1 5.9 4.3 1.27 
Ja~an 11 4.0 8.3 6.1 1.22 
Norwa~ 9 3.5 6.1 4.7 1.01 
Saudi Arabia 4 2.4 4.9 3.8 1.04 
South Korea 7 4.1 7.8 5.3 1.44 
Sweden 9 5.0 7.6 6.6 0.82 
USA 9 4.6 7.1 6.1 0.91 

Table 1 Current level of development in Quality Management for nation states. 
The Cross-cultural Quality Management Research Project. 
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The difference between the highest score, Sweden, and the lowest score, Saudi Arabia, 

is almost 2.8 points. It is found that the differences between the highest scoring 

countries, such as Japan and Sweden, and the lowest scoring countries China and Saudi 

Arabia, are on the 0.01 level. Examining structures in the scores of the twelve 

countries, a Scheffe's test (Hair, Anderson, Tatham and Black, 1995: 282-283) on 

differences amongst the mean country scores reveals three different clusters. Sweden, 

the United States and Japan form the high-scoring group, all with a mean score above 

6.0. The middle-scoring group embraces South Korea, Australia, Great Britain, 

Germany, Norway, Brazil and Italy, which all have mean scores larger than 4.0. 

Countries with mean scores below 4.0, that is China and Saudi Arabia, form the lower 

scoring group. A statistical comparison of the means of the three groups on a 0.01 level 

(Table 2), shows that there is a significant difference in score between the three groups 

and that differences within a group are not significant. 

!,.Ranking nation score (I) Ranking nation score i Mean difference l Std. Sig. 
(J) l (I-J) l Error 

JAP, SWE, us I A~!,::·i:,~iR, i 1.3585* I .258 1.000 

------- JAP, SWE, us _____T________ CID, SA--------+---- 2.2608*----- i----,310 ---! ,000 -

. . I . 
AUS, BRA, CHI, GER, ! JAP, SWE, US 1 -1.3585* i .258 ! .000 

______q.!3~_ITA,_~_q~-~~----l--------------------------- __________________ j ____________L______ 
AUS, BRA, CHI, GER, ! CHI, SA .9022* I .277 I .007 

GB, ITA, NOR, SK i l l 

CHI, SA JAP,SWE, US -2.2608* .310 I .ooo 

j AUS, BRA, CHI, GER, j -.9022* j .277 l .007CHI, SA 
i GB, ITA, NOR, SK i i i 

*. The mean difference is significant at the .01 level 

Table 2 Grouping of countries based on mean country score, Schejfe 's post-hoe 
test. Level of significance for mean differences is on the 0.01 level. The 
Cross-cultural Quality Management Research Project. 

It can therefore be assumed that the three groups represent different levels of 

development in Quality Management, with "low" for scores between 2.0 and 3.9, 

"medium" for scores between 4.0 and 5.9, and "high" for scores between 6.0 and 7.9. 

None of the countries surveyed in the Cross-cultural Quality Management Research 

Project scored in the range 0.0 to 1.9, which would have corresponded to a "very low" 

level of development. Neither are any scores found in the range 8.0 to 10.0, 

constituting a "very high" level of development. However, the results for the high 

technology manufacturing industry in Japan, Sweden, and the United States all yield 
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scores equivalent to a "very-high" level of development. Companies from this industry 

have in the past been recognised for their achievements in Quality Management. For 

example, they dominate the list of recipients of national quality awards in the three 

countries (ASQ, 1997; JUSE, 1997; SIQ, 1997). 

By comparing the specific data for industries, it is found that for most countries the 

group of manufacturing industries ( consumer manufacturing, heavy manufacturing, 

high technology, metal & chemical, wood & paper, food & beverages) scores 

significantly higher than the service sector, which again is ahead of the public sector 

(Table 3). 

!Manufacturing! Service PublicCountry 
l sector2 

1 sector Sector 
Australia 4.5 4.1 3.9 
Brazil 4.5* 3.0 2.2 
China 4.0* 3.5* 2.1 * 
Great Britain ! 5.6* 3.9 3.7 
Germany 5.8* 3.3 3.1 
Italy 5.0* 3.5 3.2 
Japan 7.6* 3.7* 2.4* 
Norway 4.5* 3.5 3.0 
Saudi Arabia i 4.4 3.3 2.0* 
South Korea l 6.2* 3.6* 3.0* 
Sweden 7.3* 5.5* 4.4* 
USA 7.1 5.8 4.4 

All countries ! 5.6* 3.9* 3.1 * 

Explanation 

no sector significantly different 
!manufacturing sector significantly higher 
j all sectors significantly different 
!manufacturing sector significantly higher 
!manufacturing sector significantly higher 
l manufacturing sector significantly higher 
l all sectors significantly different 
l manufacturing sector significantly higher 

public sector significantly lower 
all sectors significantly different 
all sectors significantly different 
no sector significantly different 

all sectors significantly different 
*. The mean difference is significant at the .05 level 

Table 3 Scores across the manufacturing sector, service sector and public sector. 
The Cross-cultural Quality Management Research Project. 

In more detail, the above results reveal that the difference between the three specified 

sectors is significant at the 0.05 level in China, Japan, South Korea and Sweden. For 

Brazil, Great Britain, Germany, Italy, and Norway, the manufacturing sector is 

significantly ahead of the non-distinguishable service sector and public sector in terms 

of score. In regard to Saudi Arabia, the only significant finding is that the public sector 

is lower than the manufacturing sector and service sector. Finally, in Australia and the 

United States, the three segments show no significant difference in level of 

development score. 

2 The score for the manufacturing sector is based on data from the six following industries; consumer 
manufacturing, heavy manufacturing, high technology, metal & chemical, wood & paper, food & 
beverages. 
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To my knowledge, the only other comparative empirical study that assesses current 

level of development for nation states in Quality Management is the annually published 

World Competitiveness Report by the World Economic Forum. Since 1996, the 

organisation has measured national application of Total Quality Management as one of 

the approximately 200 varied sub-criteria for national competitiveness in 53 countries 

worldwide (World Economic Forum, 1996; 1997; 1998). The results are derived from 

a questionnaire survey administered to management representatives in both the private 

and public sector (Hu, 1997: 85). Total Quality Management is measured on a scale 

from 1 to 7, and in the following the results from the Global Competitiveness Report 

will be discussed for countries that were also surveyed in the Cross-cultural Quality 

Management Research Project (Table 4). 

Global Comp. Global Comp. Global Comp. Average score, 
Country Report 1996 Report 1997 Report 1998 1996-1998 

TQM-score TQM-score TQM-score (ranking) 
Australia 5.1 5.0 4.9 5.0 (6) 
Brazil 5.0 4.9 4.8 4.9 (8) 
China 4.3 4.3 4.2 4.3 (11) 
Germany 5.4 5.6 5.8 5.6 (3) 
Great Britain 4.9 4.8 4.9 4.9 (8) 
Italy 4.5 4.8 4.9 4.7 (10) 
Japan 6.1 6.3 6.4 6.3 (1) 
Norway 5.7 5.6 5.2 5.5 (4) 
Jordan (Saudi Arabia) 4.3 3.2 4.0 3.8 (12) 
South Korea 5.0 5.1 4.9 5.0 (6) 
Sweden 5.6 5.9 5.7 5.7 (2) 
USA 5.3 5.5 5.6 5.5 (4) 

Table 4 Country scores in Total Quality Management from the Global 
Competitiveness Report in 1996, 1997, 1998 (World Economic Forum, 
1996; 1997; 1998). Author's selection of countries. Saudi Arabia is not 
included in the Global Competitiveness Report, but Jordan is used as an 
indicator. 

Although no further statistical information on the data have been published, it seems 

that Japan is in a class of its own, followed by Germany, Norway, Sweden and the 

United States. These countries are again trailed by South Korea, Australia, Italy, Great 

Britain and Brazil, which score higher than China and Jordan. The correlation 

coefficient for the strict ranking of countries in the Cross-cultural Quality Management 

Research Project and the Global Competitiveness Report of 1997 is 0.75. This can be 
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regarded as a satisfactory indicator of verification of results between the two largely 

independent and different studies. 

Other comparative empirical studies on nation states in Quality Management include 

the studies of Adam, Corbett and Rho (1994), Dahlgaard et al. (1998), Hardjono, Have 

and Have (1996), Harrington (1995), ISO (1999), and Sohal (1998). They all survey 

the deployment of particular practices for nation states, with preliminary findings 

reported in Benson (1991), Kristensen, Dahlgaard and Kanji (1995), Hardjono, Have 

and Have (1996), American Quality Foundation (1991), ISO 9000-News (1996), and 

Sohal and Ritter (1995) respectively. Adam et al. (1994) report on differences in 

quality improvement practices in Korea, New Zealand and the United States, 

Dahlgaard et al. (1998) on quality management practices in the manufacturing 

industries of Australia, Denmark, Japan, Korea, Sweden, and Taiwan, and Hardjono, 

Have and Have (1996) on best practices in Europe, with case studies of 35 companies. 

Harrington (1995) reports on quality management practices in the banking, health care, 

computer and automotive industries of Canada, Germany, Japan and the United States, 

ISO (1999) on the number of ISO 9000 certificates awarded on a country basis 

worldwide from 1993 through to 1997, and Sohal (1998) on best practices in Quality 

Management for Japan, South Korea, Singapore, and Taiwan. In addition, studies with 

a more explicit emphasis on a specific industry include Garvin (1988) on quality 

management practices in the air conditioning industry in Japan and the United States, 

as well as Rommel et al. (1996) and Womack, Jones and Roos (1990) on the 

automotive industry in Japan, Germany, Sweden, South Korea and the United States. 

On a general note they show that East Asian industries have a broader application of 

the surveyed quality management practices than their Western counterparts. 

Most of the studies were conducted in the early 1990s and basically reveal that quality 

management improvement practices are more deployed in Japan than in Korea, Taiwan 

and Singapore, with Australia, Canada, Denmark, Germany, Sweden and the United 

States generally trailing behind. As an example, the concept "in statistical control" is 

applied to 97.6% in the East, compared to only 63.4% in the West (Dahlgaard et al., 

1998). The study on ISO 9000 certificates reported in ISO (1999) revealed how Great 

Britain in 1997 had about 25% of the 226,000 certificates issued in the world, and that, 

together with Australia, France, Germany, Italy, and Netherlands, and the United 

States, it makes up the group of countries with more than 10,000 certificates. 
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Although the studies reviewed provide no direct outline of how deployment of the 

practices surveyed relates to level of development, there is probably a positive 

correlation between the two. In other words, more deployment corresponds to a higher 

level of development. However, in comparing the scores for level of development in 

the Cross-cultural Quality Management Research Project with empirical studies on 

deployment of practices, some disagreement is found. The superiority of Japan and 

adjacent countries in the application of practices, which is strongly indicated in the 

literature, has not been converted into the expected superiority of the same countries in 

terms of level of development. Japan, for example, shares the top ranking with Sweden 

and the United States in the Cross-cultural Quality Management Research Project, 

while South Korea is on the same level of development as the majority of European 

countries. Extending the argument to the specific industry data from the Cross-cultural 

Quality Management Research Project, a hypothesis of no difference in level of 

development among the consumer manufacturing industries of Japan, Sweden and the 

United States cannot be rejected at a 0.05 level of significance. Rather, the two 

hypotheses of no differences in level of development for the three countries' service 

industries, as well as the public sector, are both rejected at a 0.1 level because these 

two Japanese sectors lag behind their counterparts in Sweden and the United States. 

Although the 0.1 level is not a satisfactory basis to draw conclusions, it does indicate 

that the reported excellence of the Japanese industries has either diminished or applies 

to a smaller segment of the manufacturing sector. 

Juran (1992: 11-12) generally observes that the trend of development of Quality 

Management has been from the manufacturing industries to service sector and public 

sector. Implicit in his argument is that the former has developed further than the other 

two. In the quantifying of level of development for industries in the Cross-cultural 

Quality Management Research Project, the observation made by Juran is found to be 

valid for most countries. Only in Australia and the United States are no significant 

differences found among manufacturing industries, the service sector and public 

sector. Interestingly, the recent literature on Quality Management in Australia and the 

Unites States portrays the service sector to be equally advanced in Quality 

Management (see for example, David, 1995; Hunt, 1993; Karpin, 1995). 
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The Cross-cultural Quality Management Research Project also embraced a mapping of 

the historical development in each of the twelve countries surveyed. It is partly based 

on qualitative interviews of one representative from the leading national quality society 

in each country and executives from the local country headquarters of Det Norske 

Veritas. The mapping is also partly based on a scrutiny of the literature. In Kroslid 

(1998) the historical data for Australia, Brazil, Germany, Japan and Sweden are 

outlined, these being similar in form to the data presented in Juran and Gryna (1988) 

and Juran (1995b). 

In this paper, a fact sheet will be used to map the historical development patterns for 

each country. The fact sheet is nothing more than a chronological listing of milestones 

that over the last century have been found important for the development of quality 

management in the country. It is not intended to be exhaustive, but rather to provide a 

layout for the historical data and to encourage supplementation from other sources. In 

order to increase the comparability of the fact sheets, certain common milestones are 

addressed in each country scenario. They include the establishment of national 

standards and quality societies, the national issuing of quality standards, the 

establishment of national quality awards, the number of ISO 9000 certificates awarded 

to local organisations, and the publication of widely quoted literature from local 

authors. In this paper, the fact sheets for Australia, Brazil, Germany, and South Korea 

will be presented (Table 5). The four nations represent all the continents covered in the 

Cross-cultural Quality Management Research Project. Furthermore, they are scarcely 

covered in the international quality management literature, being overshadowed by the 

wide attention enjoyed by the "Big three", that is Japan, Great Britain and the United 

States (see for example, Kanji, 1990). 
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Australia jBrazil jGermany jSouth Korea 

1922: Standards Australia jl953: State oil company, 11922: Karl Daves describes 11961: The Industrial 
(SA) is established. i requires inspection 1 the application of 1 Standardization Law, KS 

1975: The AS 1820 series 1 systems from suppliers. 1 statistical methods to 1 mark system, is passed. 
standard is issued. 11975: State oil company 1 process control. )962: The Korean 

1983: Australia for Quality 1 requires quality 11925: An association starts i Standards Association 
is established. ! assurance systems from 1 to issue quality marks for 1 (KSA) is founded 

h AS . l suppliers. j products. )967: The Industrial
1985 1820: T e. senes 11978: INMETRO, the )930: The German l Quality Control Actis 

standard is updated. i · · 
AS . ; federal agency Standard Association passed.1987. Th 3900 1 1 

· d ed. . d sendes i responsible for i (DIN) is established. j1973: The Industrial 
stan ar is mtro uce , a ; di • • .c d d '1952· Th G , Adaccre tation, is .1oun e l . e erman vancement1 1bl Of ISO 9000ue copy • '1984· A fB il' ' C . £ S .. al' Ad . . . . 

1987: The Australian i . . ~~up o raz ian l o~t~ee or tatistic l rn1~stration is 
A d l mdustnal1sts attends the l Quality is formed. l established.

Q al
. 

u ity war s = ' 57· al · '1974· A · al. . bl' h d' quality engineering ;19 . W ter Masmg from ; . nation contest
Foundation 1s esta is e ; ; G b th : .c QC · 1 · db A al' £ Q al' ; course held by the ; ermany ecomes e ; .1or circ es is starte .is: ;~:A:s:~a: ity · l Ame?can Society for j first president fo~ th~ l1981: ~he Industrial .19 

l Quality Control. l European Orgamzation l Quality Control Act is 
Quality Awards is )1986: The Brazilian 1 for Quality Control. 1 revised and made 
~resented for the first l Association for Quality 11961: The Product Testing l voluntary. 

19~r;eA.bout 2 700 AS39001 Contr?lis established. 1 Foundation is launc~ed. 11981: A facto1:7 quality . 
'fi ' d d l1987: First company 11972: German CoIDID1ttee l control grading system is 

certi cates awar e . ; 'fi d • ISO : £ s · · al Q al' · = 1 h d 
1994: The AS 3900 series i certi e agamst i or tatistic u ity is i aunc e . . 

standard is re-termed AS-l 9000. . j ren~med the Ge~ ?983: The ~u~ity c?ntrol 
ISO 

9000 
full ;1991: The ISO 9000 senes l Society for Quality. i research mstitute is 

d . ';;S~ standard is adopted as 11980: Walter Masing established.9000 1 1 
a ~pAtiobn °d di . . i NBR-ISO 9000. i publishes Handbook of j1990: Around 25,000 

1994. roa scussion h : Q all M : 'fi d al' 1 . th th TQM ,l1990: T e government l u ty anagement. l certi e qu ity contro 
m e press at ' 1 h th B 'li '1987· ISO 9000 · d d ' ·h t th d t ISO ; aunc es e razi an ; . is a opte ; engmeers.1 O

~~0os e e ge j Programme for Quality j as DIN ISO 9000. j1991: ISO 9000 is adopted
9 · i and Productivity. il989: The Germany i as KS-ISO 9000. 

1994 
= Enterprise 11991: The National Quality\ Society for Quality and )992: The National Quality 

Bargaining is launched. w·d Q all j Award Foundation j the German Standard j Management Award is 1996. Th 
· e i er ~ ty l replaces the Brazilian i Association launch their i published. 

M.coveme_:it esltablished as 1 Association for Quality 1 own certification body, 11993: About 80 ISO 9000 
a .1orum .1or e even : C : th DQS : · fi d dti . d alit l ontro1. l e . l certi cates a war e . 
na . 0 ~wi e qu Y 11992: The Brazilian )993: About 1,500 lSO 11994: More than 100,000 
societies. : N . al Q al' A d : 9000 'fi : . d QC . 1W'd Q all j ation u ity war l certi cates i registere circ es.1997. Th 
M · e / er t~ ty i is launched. i awarded. il994: A list of "Top 100 pu~}:~:: repor is 

11 

!1993: ~card~ Semler 119_95: Th~ EOQ _conferencej companies in <?uality 

1997: About 10 547 ISO l pubhs~es his book, l is held m Berlm. . l :'1anagement is 
. ' i Maverzc. )997: The German Quality l mtroduced.

9ooo certificates )993: About 100 ISO 90001 Award (Ludwig-Erhard- 11995: The "100 PPM" 
awarded. l certificates are awarded. 1 Preis) is launched. 1 movement is launched. 

)997: About 2,000 ISO 11997: About 20,700 ISO 11997: About 5,800 ISO 
[ 9000 certificates are l 9000 certificates l 9000 certificates 
i awarded. 1 awarded. 1 awarded. 

Table 5 Fact sheets for Australia, Brazil, Germany and South Korea. Based on 
historical data gathered in the Cross-cultural Quality Management 
Research Project and our abstractions from the literature on Australia 
(e.g., Foley, Barton, Busteed, Hulbert and Sprouster, 1997; Kruithof and 
Ryal!, 1994: 37-48; AQC, 1997), Brazil (e.g., NQAF, 1996a; NQAF, 
1996b; Inside Brazil, 1997), Germany (e.g., Lerner, 1995; Schlote!, 1988; 
VD], 1997), and South Korea (e.g., Lim, 1994, Park, 1992; IAA, 1995). 
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A brief analysis of the fact sheets reveals that the development patterns have been very 

different in the four countries in terms of sequence, intensity and occurrence in time. 

For example, the sequences of development in Australia seem to have been from 

inspection related activities to quality assurance, total quality management and back to 

quality assurance. In contrast, Quality Management in South Korea has developed 

from quality control initiatives to total quality management and quality assurance. 

Finally, both Brazil and Germany seem to have developed from practices related to 

Inspection via Quality Assurance to Total Quality Management. In terms of intensity, 

the push for quality control related initiatives in South Korea in the 1960s to the 1980s 

is not found in any of the other countries. Australia, Brazil and Germany have instead 

seen an historically stronger push for quality assurance activities. For milestones such 

as the establishment of a national standard association, national society of quality, 

adoption of the ISO 9000 series standard and the introduction of a national quality 

management award, the occurrence in time has also varied. National quality awards, 

for example, were introduced in Australia in 1987, in Brazil and South Korea in 1992, 

and in Germany in 1997. 

In the two international studies led by Joseph M. Juran (Juran and Gryna, 1988; Juran, 

1995b), various aspects and time frames in the historical development of Quality 

Management are described for China, Germany, Great Britain, France, Japan, 

Scandinavia, and the United States. In gathering data for the fact sheets in the Cross

cultural Quality Management Research Project, the two international studies of Joseph 

M. Juran (Juran and Gryna, 1988; Juran, 1995b) and some local studies have been 

central in the review of the literature. 

AND FRAMEWORKS 

In the analysis of empirical data for the twelve nations, it has been shown how nations 

vary in terms of current status and in historical development patterns. Although the two 

streams within the field of empirical research on nation states in Quality Management 

provide a meaningful classification for scope on empirical studies, they are also in 

many respects interrelated. Empirical data on current status for a country would in 

most cases complement and even nuance findings on historical development and vice 

versa. A general example is the difficulty of gaining an understanding of the recent 

historical development in a country without examining its current status, as such 

information has not yet been covered by the literature. Assessing the current status of 

110 



Current Status and Historical Development of Quality Management in Nation States 

Quality Management in a country is also difficult without knowing anything about its 

historical development. Although none of the studies reviewed addresses this issue of 

interrelationship, I believe this should be attempted as it could advance empirical 

research on Quality Management among nation states. 

Furthermore, the relationship between level of development and deployment of 

practices, both of which are within the stream of research for current status, has been 

pointed out as unclear. If such a relationship were possible to determine, and it would 

show a strong positive correlation, it has already been suggested in this paper that the 

data for the Cross-cultural Quality Management Research Project would challenge 

some of the most central perceptions in literature about current status of nation states. 

The two streams in the empirical studies on nation states in Quality Management and 

the relationship between level of development and deployment of practices are both 

gaps that cannot be bridged without a framework that provides structure and content. 

For general international management research, Schollhammer (1973: 29) argued a 

quarter of a century ago that "theoretical-abstract frameworks do not provide the focal 

point or the impetus for extensive empirical research". The empirical research studies 

reviewed have identified a similar scarcity and need for frameworks, with little 

synthesis and transparency in the existing body of empirical data. The only study where 

a more comprehensive theoretical framework has been applied is in the interpretation 

and analysis of Rommel et al. (1996) where four different levels of development in 

quality management practices are specified and compiled into a framework. Other 

studies are mainly based on simple and one-dimensional development models and 

scales. In both studies by Juran (Juran and Gryna, 1988; Juran, 1995b) a single path of 

development for Quality Management in every country is indirectly assumed, with a 

cumulative evolution through eras of Inspection, Quality Control, Quality Assurance, 

and finally Total Quality Management. In studies on current status, such as Dahlgaard 

et al. (1998), Harrington (1995: 157-159), and the World Economic Forum (1996; 

1997; 1998) simple one-dimensional percentage scales of measurements are applied. 

The same characteristics also apply to the development models and measurements used 

in the Cross-cultural Quality Management Research Project. 

In the search for a valid framework, it has been noted in the recent academic discourse 

on Quality Management that existing frameworks in Quality Management can only be 

characterised as hazy, ambiguous, and having little consensus and substance (Dean and 
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Bowen, 1994: 394; Hackman and Wageman, 1995: 338; Reed, Lemak and 

Montgomery, 1996: 173). Dean and Bowen (1994: 393) also argue that there is a need 

for new theoretical frameworks in Quality Management. Here, Giroux and Landry 

(1998) and Kroslid et al. (1999) both propose theoretical frameworks that distinguish 

themselves from the traditional frameworks, amongst others, in that they assume a 

development of ideas in Quality Management in accordance with two distinct paths. 

In this paper, the theoretical abstracted dual-path framework proposed in Kroslid et al. 

(1999) will be applied (Figure III). It models the historical development of ideas in 

Quality Management over the last century, with a classification of developments based 

on appreciation of variation. The result is an identification of two distinct schools of 

thought, the Deterministic School of Thought and the Continuous Improvement School 

of Thought. The former evolves around a deterministic view of reality with a belief in 

the existence of one best way. Conformance to product and process specifications, 

increasingly by means of industrial, national and international standards, is viewed as 

the best approach to meet customer requirements. The latter is founded on a reality full 

of variation, with an awareness of improvement potential in every aspect of work. 

Continuous improvement is used as the main practice for reducing the impact of the 

environment and the magnitude of variation in processes, with the ultimate objective to 

satisfy customers and other stakeholders. 

t------------------------------ Quality values and strategies are ----tshared in the organisation, with 
high customer satisfaction.

very high 
culture~ t Conformance to standards, Continuous improvements of 

g_ high specifications and zero defects by processes, products and services by 
all employees. all employees. i t--- ----~ Conformance to process and> Process improvements based on 

~ medium system specifications through statistical methodology. corrective and preventive action. 
~ t The installation of a prevention Systematic application of quality

low system through the specification of control tools. procedures.f---
Inspection of final goods and very low productservices according to specification. 

L-- -------------------------------l 
Deterministic School Continuous Improvement School 

Figure III The model ofthe dual-path framework, from Kroslid et al. (1999). 
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In the model, the two schools of thought are indicated on the horizontal axis, and the 

related set of practices is specified in reference to different levels of development and 

focus. The level of development scale is based on the 11-point scale applied in the 

questionnaire of the Cross-cultural Quality Management Research Project, spanning 

from O (poor) to 10 ( world class). The axis for focus of practices indicates the main 

means of achieving Quality Management at different levels of development. Product is 

the focus for the least developed practices, process the focus of practices within the 

next two levels of development, and culture the focus of practices within the two 

highest levels of development. Each set of practices relating to one school of thought is 

derived from quality management approaches in the countries surveyed, practices 

specified in the criteria of present national quality management awards, and the ISO 

9000 series of standards (Kroslid et al., 1999). 

In terms of the scope and applicability of the dual-path framework, Kroslid et al. 

(1999) argue and demonstrate that the framework can be used to assess current status 

and to track historical development of Quality Management for organisations, 

industries and nation states. The dual-path framework thus possesses a potential for 

covering this paper's purpose of bridging the gap between the two empirical streams of 

research on nation states in Quality Management. Furthermore, it outlines the 

relationship between practices and level of development, and could possibly provide 

the insight required. 

AND SYNTHESISING EXISTING 
STUDIES 

Applying the dual-path framework proposed in Kroslid et al. (1999) to the mean 

country scores for the twelve countries surveyed in the Cross-cultural Quality 

Management Research Project, an interpretation relative to practices in each country is 

possible. In the case of Japan, for example, the framework reveals that a mean score of 

6.1 in the Cross-cultural Quality Management Research Project corresponds to 

practices with "continuous improvements of processes, products and services by all 

employees", and that the country approaches Quality Management with a focus on 

culture. The results that were reported in the World Economic Forum (1996; 1997; 

1998) for application of Total Quality Management in 53 countries worldwide can now 

be reinterpreted in a similar way. For both studies, however, it is impossible to 
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determine country scores in the "low" and "medium" range of development are 

impossible to determine with the same accuracy, since they can relate to both schools 

of thought. Here more knowledge must be acquired, either by means of new empirical 

research or by reference to existing studies of historical development patterns and 

dominating practices in the various country scenarios. 

The empirical studies reported in Adam et al. (1994), Dahlgaard et al. (1998), 

Harrington (1995), and Sohal (1998) can also be re-interpreted using the dual-path 

framework. Their research on deployment of practices form a valid basis for 

determining the positioning of the countries relative to the two schools of thought. 

Additional information on level of development and focus of practices can also be 

extracted in the process, adding scope and meaning to the original set of empirical data 

published. The studies are then no longer limited to the reporting of facts such as 

97.6% of firms in Japan apply the practice of "statistical control" and only 6 percent of 

German businesses use "continuous process simplification" (Dahlgaard et al. 1998: 

817; Harrington 1995: 151). Rather, the broad application of "statistical control" in 

Japan is evidence of a dominance of practices aligned with continuous improvement, 

whereas the lack of continuous process simplifications in Germany is evidence of a 

dominance of practices aligned with conformity and optimisation. The proposed dual

path framework also introduces the understanding that the individual country approach 

embodies a mix of practices that relates to both schools of thought, but that one of 

them always dominates. 

The dual-path framework can also be applied to the studies on historical development 

of nation states in Quality Management, both as a reference for understanding and as a 

structure. Juran and Gryna (1988), Juran (1995b), and Kroslid (1998) provide a 

comprehensive body of historical data that can be fed into the framework to determine 

patterns of development. In areas where the three studies cover the same time frame 

for a country, the dual-path framework provides a structure for verification and 

comparison. For example, the study by Schlote! (1988) on Quality Management in 

Germany from the eleventh century up to the 1970s, can be merged with that by Lerner 

(1995) on Quality Assurance and the one by Kroslid (1998: 115-119) on Quality 

Management in the twentieth century. 

Finally, the dual-path framework can be used as a basis for bringing together the data 

from all the various empirical studies on nation states in Quality Management (Figure 
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IV). In terms of current status, one way is to use Kroslid (1998) and the World 

Economic Forum (1996: 1997: 1998) as estimates of national level of development. 

The studies of Adam et al. (1994), Dahlgaard et al. (1998), Harrington (1995), ISO 

(1999), and Sohal (1998) can then be used to verify the extent to which dominating 

practices relate to the Deterministic School of Thought or the Continuous 

Improvement School of Thought. 
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Figure IV Current status for the t:welve countries surveyed relative to the dual-path 
framework. 

In terms of historical development, the dual-path framework enables a re-analysis of 

the fact sheets for Australia, Brazil, Germany and South Korea presented earlier in this 

paper (Table 6). Each country fact sheet contains empirically derived historical data 

from the Cross-cultural Quality Management Research Project, the two studies led by 

Juran (see, Juran and Gryna, 1988; Juran, 1995b ), the study on ISO 9000 certification 

worldwide (ISO, 1999), and the various local country studies (e.g., Foley et al., 1997; 

Inside Brazil, 1997; VDI, 1997; Park, 1992). 
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l 
Australia iBrazil Germany jSouth Korea 

The Deterministic School: The Deterministic School: The Deterministic School: :The Deterministic School: 
1922: Standards Australia 

1
1953: State oil company, ,1925: An association starts 11962: The Korean 

(SA) is established. 1 requires systems of l to issue quality marks for 1 Standards Association 
1975: The AS 1820 series ! inspection from suppliers. i products. ! (KSA) is founded. 

standard is issued. !1975: State oil company jl930: The German \1991: ISO 9000 is adopted 
1985: The AS 1820 series l requires quality assurance i Standard Association l as KS-ISO 9000. 

standard is updated. ! systems from suppliers. i (DIN) is established. j1992: The first local 
11987: The AS 3900 series 11978: INMETRO, the 1961: The Product Testing l company is awarded an 

standard is introduced, a federal agency Foundation is launched. j ISO 9000 certificate. 
blue copy ofISO 9000. I responsible for 1987: ISO 9000 is adopted )993: About 80 ISO 9000 

1993: About 2,700 AS3900 l accreditation, is founded. as DIN ISO 9000. l certificates awarded. 
certificates awarded. ,. 1987: First company 1989: The Germany Societyj1997: About 5,800 ISO 

1994: The AS 3900 series certified against ISO for Quality and the j 9000 certificates 
standard is re-termed AS- i 9000. German Standard l awarded. =----------ISO 9000, as a full !1991: The ISO 9000 series Association launch their \The Continuous 
adoption of ISO 9000. 1 standard is adopted as own certification body, l Improvement School: 

1994: A broad discussion in i NBR-ISO 9000. the DQS. )961: The Industrial 
the press that TQM has ; 1993: About 100 ISO 9000 )993: About 1,500 lSO l Standardization Law, KS 
lost the edge to ISO 9000. certificates are awarded. ! 9000 certificates l mark system, is passed. 

1996: The Wider Quality 1997: About 2,000 ISO l awarded. \1967: The Industrial 
Movement established as 9000 certificates are 11997: About 20,700 lSO l Quality Control Act is 
a forum for eleven awarded. 1 9000 certificates l passed. 
nationwide quality 1The Continuous i awarded. !1973: The Industrial 
societies. ! Improvement School: The Continuous l Advancement 

1997: About 10,547 ISO 11984: A group of Brazilian Improvement School: l Administration is 
9000 certificates 

I 
industrialists attends the 1922: Karl Daves describes i established. 

awarded. i quality engineering the application of )974: A national contest for 
The Continuous course held by the statistical methods to ! QC circles is started. ·1 

Improvement School: American Society for process control. \1981: The Industrial 
1983: Australia for Quality Quality Control. 1952: The German ! Quality Control Act is 

is established. i1986: The Brazilian 
1 
l Committee for Statistical j revised and made 
11987: The Australian Association for Quality Quality is formed. l voluntary. 

Quality Awards Control is established. 1957: Walter Masing from ]1981: A factory quality 
Foundation is established 1990: The government Germany becomes the l control grading system is 
by Australia for Quality. . launches the Brazilian first president for the 1 launched. 

1988: The Australian 1 Programme for Quality European Organization i,1983: The quality control 
Quality Awards is I and Productivity. for Quality Control. research institute is 
presented for the first 1991: The National Quality 1980: Walter Masing I established. 
time. 

1 

Award Foundation 1 publishes Handbook of )990: Around 25,000 
1994: Enterprise Bargaining[ replaces the Brazilian [ Quality Management. j certified quality control 

is launched j Association for Quality \1972: German Committee j engineers. 
1997: The Wider Quality l Control. i for Statistical Quality is )992: The National Quality 

Movement report is i1992: The Brazilian I renamed The German 1 Management Award is 
published ;. National Quality Award ! Society for Quality. 1 published. 

is launched. \1995: The EOQ conference )994: More than 100,000 
1993: Ricardo Semler i is held in Berlin. ! registered QC circles. 

1. publishes his book, )997: The German Quality j1994: A list of "Top 100 
!I Maveric. \ Award (Ludwig-Erhard- l companies in Quality 

i Preis) is launched. i Management" is 
! i introduced. 

!,_ i )995: The "100 PPM" 
i 1 movement is launched. 

Table 6 Revisedfact sheetfor Australia, Brazil, Germany and South Korea. 
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Data on current status and on historical development in the empirical studies reviewed 

can now be synthesised. The country scenarios of Australia, Brazil, Germany and 

South Korea will again be used, and can be extracted from the revised fact sheets and 

the estimates of current status of Quality Management that were generated through a 

variety of approaches (Figure V). 

Deterministic School Continuous Improvement School 

Figure V A synthesised summary of empirical studies in Quality Management for 
Australia, Brazil, Germany and South Korea. In the development of each 
country's quality management approach, the dominating development is 
indicated with black lines, and subordinate developments with grey lines. 

In the above, the dual-path framework has been applied to reinterpret, integrate and 

synthesise existing empirical research on nation states in Quality Management. The 

gap between the two main streams in existing comparative empirical data on nation 

states has at least to some degree been bridged, and value has been added through the 

reinterpretation. Knowledge and understanding of the relationship between deployment 

of practices and level of development has also been outlined in the application of the 

framework. This has to a great extent been made possible through the dual-path 

assumption of the framework in terms of nature of development, and its multi

dimensional measurements. 
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DISCUSSIONS 

Based on the analysis of empirical data from the Cross-cultural Quality Management 

Research Project, it was derived that Japan, Sweden and the United States find 

themselves at a high level of development in terms of current status. The middle

scoring group comprises of Australia, Brazil, Germany, Italy, Norway, and South 

Korea. China and Saudi-Arabia form the low-scoring group of countries in the survey. 

The industry-specific country data from the Cross-cultural Quality Management 

Research Project also produced evidence that the manufacturing sector in most 

countries leads over the service sector, which again commonly is at a higher level of 

development than the public sector in the field of Quality Management. Historical data 

from Australia, Brazil, Germany and South Korea showed that their patterns of 

development varied considerably for central aspects such as sequence, intensity, and 

occurrence in time. 

In an effort to bridge the gap identified in this paper between current status and 

historical development in the area of comparative empirical research on nation states in 

Quality Management, the recently published dual-path framework was applied. This 

not only provided a link between the two streams of research, and the possibility to 

integrate these, but also enabled the synthesising of existing studies within each 

research stream, thereby adding transparency to the various data. Furthermore, the 

application of the dual-path framework provided insight into the relationship between a 

country's deployment of practices and its level of development. 

In the reinterpretation of the whole body of comparative empirical research on nation 

states in Quality Management, based on the dual-path framework, current status with 

regard to level of development, deployment of practices, and focus was determined for 

all the countries surveyed in the Cross-cultural Quality Management Research Project. 

It was found that China, Japan, South Korea, Sweden, and the United States all had a 

dominance of practices related to the Continuous Improvement School of Thought. In 

terms of level of development, Japan, Sweden and the United States are found to be on 

a "high" level, with a focus on culture in their approach to Quality Management. South 

Korea is on a "medium" level and China on a "low" level, both with a focus on 

process. Australia, Brazil, Germany, Great Britain, Italy, Norway, and Saudi Arabia are 

all found to have practices predominantly relating to the Deterministic School of 

Thought, all with a focus on process. In this synthesised result based on the data from 
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the various studies, higher credibility in the findings has been achieved, a credibility 

that is essential in this type of research on Quality Management. 

A more specific result from the application of the dual-path framework is our increased 

knowledge about the current status of Quality Management in East Asian countries, in 

particular Japan. Partly it has been outlined that the reporting in the literature of 

superiority of Japan and neighbouring countries in the deployment of quality 

management practices and thus also implicitly level of development, is questionable. In 

terms of level of development, Japan does not score significantly higher than Sweden 

and the United States; in fact, there is some evidence that the two latter countries have 

a more developed service sector and public sector in Quality Management. South 

Korea and China both score significantly lower than the two Western countries 

mentioned, and are not superior to Australia, Brazil, Germany, Great Britain, Norway, 

or Italy. This probable misconception in the literature could be due to a number of 

factors. For example, the majority of studies are almost ten years old, leaving Western 

countries with headway to make up, and the unit of analysis in the studies of East 

Asian countries is often limited in scope to a small segment of the manufacturing 

sector without special emphasis on that fact. However, more fundamental factors have 

been revealed in the application of the proposed framework. This is because of the 

understanding that quality management practices are not one homogeneous set, but can 

instead be related to either the Deterministic School of Thought or the Continuous 

Improvement School of Thought. In the empirical studies reviewed on deployment of 

practices, a majority have surveyed practices that according to the classification in the 

dual-path framework belong to the Continuous Improvement School of Thought. In 

this area, the East Asian countries have historically been in the lead and continue to 

have a dominance of such practices. However, the studies reviewed do not make such a 

distinction and are limited in their surveying of practices relating to the Deterministic 

School of Thought. 

The author is convinced that other frameworks could provide similar or even higher 

value, and that this paper has only demonstrated the appropriateness of the dual-path 

framework. However, the analysis has revealed the benefits of a framework that can 

integrate data on both current status and historical development, such as the increase in 

precision and nuance. Furthermore, the multi-dimensional measurement and the dual

path assumption add weight to my judgement that alternative frameworks should also 

be expected to embody such characteristics. Obviously, a weakness in the application 
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of the proposed framework is that the author has not conducted any empirical research 

directly based on it. Regrettably, the dual-path framework was developed as a result of 

the varied patterns of national historical development found in the Cross-cultural 

Quality Management Research Project. Others are therefore encouraged to join in the 

empirical research based on the proposed framework. It is also recommended that an 

Internet-based benchmarking database for empirical studies on nation states in Quality 

Management be established, in which researchers and practitioners can supply and 

collect data for comparative purposes within the structures of the proposed dual-path 

framework. This is an effort to contribute more significantly to the vision of the 

American Society for Quality of establishing a global benchmarking database on 

nation states in Quality Management. 

In this paper, clues concerning a solution to the academic discussion about unit of 

analysis in cross-cultural studies have also been suggested. Both for nation state and 

industry, significant differences have been found in level of development in Quality 

Management, and more research into both units of analysis is needed. Based on my 

studies of nation states, I believe that it is possible to achieve higher accuracy of data 

with detailed studies on one specific industry. In the Cross-cultural Quality 

Management Research Project, each country was assessed on an aggregated industry 

level, that is for nation states, which was at times difficult with the manufacturing 

sector, service sector and public sector being so far apart in level of development for 

most countries. It is also possible to question the extent to which it is methodologically 

correct to assess the service sector and public sector, based on an assessment model 

that has primarily been developed for the manufacturing sector, as in the case of 

national quality awards. The assumed context independence is a debated area in 

Quality Management (see e.g., Dean and Bowen, 1994: 397; Giroux and Landry, 1998: 

189; Spencer, 1994: 454). In terms of the frequently cited differences on regional level 

in Quality Management, between the Eastern and Western hemisphere, no strong 

patterns and it is speculated if studies of the past have been based on false 

assumptions. 
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Blue-collar Workers and Quality Management-A Survey on Attitudes and Beliefs 

Workers and Quality 

Management 

- A Survey on Attitudes and Beliefs 1 

Dag Kroslid and Bo Hellgren 

Linkoping University, Sweden 

New empirical data from a questionnaire survey on blue-collar workers' 

conviction about the benefits of Total Quality Management reveal 

significant differences among the twelve nations surveyed. In the process 

of explaining these differences, three varied operationalisations of nation 

states are tested: (1) national cultural values, (2) national level of 

development in Quality Management, and (3) positioning of national 

approach in Quality Management relative to the dual-path framework. 

Non of the tested factors yield enough explanatory power to propose any 

strong explanatory patterns. However, the qualitative interviews, with a 

small sample of the respondents of the questionnaire survey, reveal some 

indications that their attitudes and beliefs can be understood in terms of 

the dual-path framework. It postulates that Quality Management has 

development in accordance with, and currently embodies, two distinct 

schools of thought, the Deterministic School of Thought and the 

Continuous Improvement School of Thought. 

The success of any advanced quality management initiative, be it Companywide 

Quality Control, Six Sigma, Total Quality Management, or Zero Defects, rests largely 

on the readiness of blue-collar workers to become involved in the initiative and 

contribute to its success. Traditionally, managers and researchers have addressed this 

1 This paper has been submitted to the Quality Management Joumal. 

Founding for this research has been provided by the Swedish Foundation for Strategic Research and 
the Swedish Institute for Quality. We would like to thank Professor Bo Bergman, Linkoping 
University, and Professor Li-Choy Chong, University of St. Gallen, for their valuable advice, and 
also Asea Brown Boveri for their co-operation in the process of gathering empirical data. 

127 



Paper C 

readiness from a motivational standpoint, with an abundance of literature on the issue. 

W. Edwards Deming explained how intrinsic motivation is needed in Quality 

Management (Deming, 1993: 121-122), Joseph M. Juran how motivation removes 

obstacles in the management of quality (Juran, 1989: 296-320), Kaoru Ishikawa how 

motivation is a national issue of concern (Ishikawa, 1985: 26-29), and Yoshio Kondo 

how motivation for quality influences the individual (Kondo, 1991: 91-100). We 

believe that the readiness of blue-collar workers to participate and become involved in 

quality management initiatives can partly be enhanced through the environment and 

structures that management builds vis-a-vis the workforce. However, it is equally 

enhanced through an increased insight into the attitudes and beliefs of those who are to 

be motivated, namely the blue-collar workers themselves. To our knowledge, this topic 

has attracted scant interest in the quality management discourse and research. 

On this basis, the purpose of this paper is to gain insight into the attitudes and beliefs 

of blue-collar workers in different countries around the world. The discussion will 

draw heavily on a larger international research effort by the authors, the Cross-cultural 

Quality Management Research Project, where also blue-collar workers were surveyed. 

The study included the following twelve countries: Australia, Brazil, China, Germany, 

Great Britain, Italy, Japan, Norway, Saudi Arabia, South Korea, Sweden, and the 

United States. Findings from other sections of the research project have been reported 

in Kroslid (1998) and Kroslid (1999). 

In the first part of this paper, empirical data from a questionnaire survey of blue-collar 

workers employed at local branches of Asea Brown Boveri will be presented for the 

twelve countries. The questionnaire was primarily concerned with the statistical 

quantification of their conviction about the benefits of Total Quality Management. The 

relevance of such a focus has been underlined by Vass and Kincade (1999: 71) who 

conclude that: "Employee attitudes can have a measurable effect on the ability of an 

organization to meet the goal of TQM". We have shifted the analysis to nation states 

and taken a quantitative approach to the "measurable effects". In addition, qualitative 

interviews with a small sample of the respondents to the questionnaire were 

interviewed. The purpose of these qualitative interviews was to capture more general 

aspects of their attitudes and beliefs in Quality Management. As examples we will 

synthesis the findings on two aspects covered in the interviews, that is preferences for 

approach in Quality Management and views on responsibility for quality. Notably, 

Juran (1989: 284-287) has argued that the Japanese workforce's positive perceptions of 
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Kaizen and QC circles is genuine to the country, and that issues relating to questions of 

responsibility for quality are complex (Juran, 1989: 251). 

In the second part of the paper, explanatory factors for the observed differences, in 

conviction about the benefits of Total Quality Management, are examined. We have 

arrived at three varied operationalisations of nation states that we would like to 

examine: (1) national cultural values, (2) national level of development in Quality 

Management, and (3) positioning of national approach in Quality Management relative 

to the dual-path framework. In terms of the first factor, cultural values, the literature 

proposes different methods of classification, see e.g. Hofstede (1980)2, Schwartz 

(1994), and Trompenaars and Hampden-Turner (1993). According to Chandy and 

Williams (1994: 722) and Sondergaard (1994: 448) the most widely quoted and 

popular typology of national culture in international business management is the set of 

work-related cultural values proposed in Hofstede (1980). This typology was replicated 

in the survey on blue-collar workers in the Cross-cultural Quality Management 

Research Project, and the compiled data will be used in the analysis. 

The second factor, national level of development in Quality Management, has attracted 

some attention by researchers, and Kroslid (1999) and the World Economic Forum 

(1997) present empirical results from a total of 12 and 53 countries, respectively. The 

two independent studies yield very similar results, with a correlation coefficient of 

0,75. In this paper, the more comprehensive methodological approach in Kroslid 

(1999) will be used for the operationalisation of nation states. He reports that Japan, 

Sweden, and the United States are at a significantly higher level of development in 

Quality Management than Australia, Brazil, Germany, Great Britain, Italy, Norway and 

South Korea, which in turn are ahead of China and Saudi Arabia. We will explore the 

effects of these results on the blue-collar workers' conviction about the benefits of 

Total Quality Management in the same countries. 

Thirdly, there is a growing notion in the recent academic analysis that Quality 

Management has developed along, and currently embraces, two distinct schools of 

thought (e.g., Giroux and Landry, 1998: 184-185; Kroslid, Bergman and Chong, 1999). 

This dual-path assumption differs from the widely accepted single-path assumptions in 

the literature, postulating that the field has development along a single, cumulative 

2 See also Hofstede and Bond (1988) and Hofstede (1991) 
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path. In Kroslid et al. (1999), a framework based on the dual-path assumption is 

proposed by means of the Deterministic School of Thought and the Continuous 

Improvement School of Thought, and in Kroslid (1999) all twelve countries surveyed 

are classified according to its national approach in Quality Management. We view this 

classification based on the dual-path framework as an untraditional but relevant 

operationalisation of nation states in Quality Management that should also be 

examined in our effort to understand the national differences. 

In the Cross-cultural Quality Management Research Project, the in-country research on 

blue-collar workers embraced both quantitative and qualitative research approaches. A 

sample of about fifty blue-collar workers employed by the transformer division of Asea 

Brown Boveri responded to the questionnaire survey. The respondents primarily 

participated as citizens of their countries and not as employees of Asea Brown Boveri. 

However, their involvement enabled the elimination of a considerable number of 

exogenous variables, with all respondents belonging to the same division of one 

multinational enterprise manufacturing similar goods at a similar level of hierarchy in 

the organisation. The questionnaire embraced one element for the statistical 

quantification of the conviction of blue-collar workers about the benefits of Total 

Quality Management. The other element embraced the replication of a study on 

national cultural values presented in Hofstede (1980), and specified in Hofstede 

(1994). See Kroslid (1998: 42-47) for further details on methodology. 

Measurement of conviction about the benefits of Total Quality Management was based 

on a thirty-item long list of total quality management characteristics, where the 

respondents were asked for their personal opinion regarding importance (Figure I). All 

items were derived from a consensus list of items based on national quality awards in 

the countries surveyed (see e.g., AQC, 1997; ASQ, 1997; EFQM, 1997; SIQ, 1997). 

According to Juran (1995c: 650) such awards are the most widely accepted 

specification of what is included in Total Quality Management. A nine-point scale was 

used, with all odd numbers specified with labels (l=of little importance, 3=of moderate 

importance, 5=important, 7=of very high importance, 9=of supreme importance). 
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Regardless of how you feel about your present job, if you could chose a 
similar job in any company, how important would it personally be to you 
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... leaders at all levels of the organisation (managers, foremen, team-leaders) always 
put quality first? 

CD ~ @ © ® @ (I) ® ® 

... the company is very environmental friendly? CD ~ @ © ® @ (I) ® ® 

... the company has very open and short communication channels? CD ~ @ © ® @ (I) ® ® 

... policies and strategies are strictly followed by all employees? CD ~ @ © ® @ (I) ® ® 

... an extremely stimulating, safe and healthful work environment is maintained? CD ~ @ © ® @ (I) ® ® 

... the performance of key processes are continuously measured? CD ~ @ © ® @ (I) ® ® 

Figure I Excerpts from the thirty items on conviction about the benefits of Total 
Quality Management in the questionnaire survey administered to blue-
collar worker, the Cross-cultural Quality Management Research Project. 

The sample sizes for the twelve countries ranged from 10 in South Korea to 56 in 

Sweden. Obviously they are two small to draw any strong conclusions, but we think 

they can be used in the analysis for differences in the overall level of conviction about 

the benefits of Total Quality Management. The reason was the small size of the plants 

in these countries. It should also be mentioned that the organisation surveyed had a 

very homogenous sample of workers in terms of nationality. Only in Australia and 

Saudi Arabia did the sample contain a substantial amount of individuals with overseas 

nationality. In the former case, a majority of these people had stayed in Australia for a 

longer period of time, but had chosen to keep their original passports. In the latter case, 

Saudi Arabia has a strong dominance of foreigners in the workforce, staying on limited 

working permits. In both cases the sample was reported to be very representative for 

the workforce in the country's manufacturing industry. 

In terms of qualitative methodological approaches, a sample of two blue-collar workers 

was interviewed at each plant. In addition to in-depth questions relating to their 

attitudes and beliefs in Quality Management, the interviewees were also asked to 

comment on the results of the survey questionnaire. The interviews were partly 

structured by means of an interview scheme. Furthermore, qualitative interviews _were 

conducted with the quality manager and general manager at the same plants in order to 

131 



PaperC 

gather information on the company's approach to Quality Management and their views 

on the blue-collar workers' attitudes and beliefs. 

The data for the blue-collar workers' responses to the questionnaire on conviction 

about the benefits of Total Quality Management will now be analysed (Table 1). 

Country N Minimum Maximum Mean Std. Deviation 

Australia 39 4.2 8.1 6.4 1.0646 
Brazil 44 5.2 9.0 7.3 .8846 
China 45 4.6 7.9 6.5 .8370 
Germau;y 40 4.8 7.9 6.7 .7529 
Great Britain 46 5.4 8.3 6.9 .7504 
Ital;y 51 4.0 8.9 6.5 .9804 
JaJ:!an 13 4.7 7.4 5.8 .8345 
Norwa;y 41 4.1 7.5 6.3 .7828 
Saudi Arabia 24 4.0 8.5 6.3 1.1949 
South Korea 10 5.5 7.0 6.2 .5381 
Sweden 54 2.2 8.8 7.3 1.0056 
USA 41 3.5 8.1 6.0 1.1030 

Table 1 Conviction of blue-collar workers about the benefits of Total Quality 
Management, on a scale from 1(of little importance) to 9 (of supreme 
importance). 

The mean scores, and their dispersion, indicate that the results are relatively high for 

all countries. This suggests that blue-collar workers in the countries surveyed are aware 

of the benefits of Total Quality Management. For those blue-collar workers surveyed 

that have participated in a total quality management initiative this positive awareness is 

self experienced, whereas for those that are not familiar with Total Quality 

Management the content of the items are desirable. 

A further analysis of the mean values shows differences in score among some of the 

countries are significant on a 0.05 level. This despite the low sample sizes for 

particularly Japan and South Korea. For example, Brazil scores significantly higher 

than Japan, Norway and the United States. Similarly, Sweden scores significantly 

higher than Australia, Japan, Norway, South Korea, and the United States, with Great 

Britain and Germany also scoring higher than the United States. 
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Running a Scheffe's test on the differences among all the mean country scores (Hair, 

Anderson, Tatham and Black, 1995: 282-283), four different clusters of nations are 

identified on a 0.05 level of significance. Brazil and Sweden form the highest scoring 

group with scores above 7 .2. Germany and Great Britain are the second scoring group 

with scores above 6.7. Australia, China, Italy Norway, Saudi Arabia and South Korea 

are the second lowest scoring group with scores above 6.1. Japan and the United States 

are the lowest scoring group with scores above 5.8. A statistical comparison of the 

means of the four groups on a 0.05 level (Table 2) demonstrates that there are 

significant differences among the four groups, but not within them. 

(J) Mean l s·ng attdu . . Ranking attitude score (I) R anki . de score . Std. . 1g.
j difference (1-J) j Error 1 

BRA, SWE . GER, GB . .4161 * . .136 1 .026 

BRA, SWE 1 AUS, CHI, ITA, NOR, SA, SK 1 .8689* 1 .113 1 .000 

BRA, SWE 1 JAP, USA j 1.2896* j .156 l .000 

GER, GB . BRA, SWE . -.4161 * 1 .136 l .026 

GER, GB l AUS, CHI, ITA, NOR, SA, SK l .4528* l .118 l .002 

GER, GB i JAP, USA i .8735* i .160 i .000 

AUS, cm, ITA, NOR, SA, SK l BRA, sWE 1 -.8689* 1 .113 l .ooo 

AUS, cm, ITA, NOR, SA, SK j GER, GB j -.4528* j .118 j .002 

AUS, cm, ITA, NOR, SA, SK j JAP, USA j .4207* j .141 ! .031 

JAP, USA BRA, SWE -1.2896* l .156 ] .000 
M------------------------------4------------------------------➔---------------~--------~-------

JAP, USA l GER, GB l -.8735* l .160 ] .000 
-------------------------------4------------------------------➔ ---------------~--------➔ -------

JAP, USA 1 AUS, CHI, ITA, NOR, SA, SK 1 -.4207* l .141 l .031 

*. The mean difference is significant at the .05 level 

Table 2 Grouping ofcountries based on average score, Scheffe 's post-hoe test. 

We were surprised to find that Japan and the United States, two countries who have 

enjoyed high recognition for their advanced approaches in Quality Management, make 

up the low scoring group in terms of conviction of blue-collar workers about the 

benefits of Total Quality Management. Before we move towards a more systematic 

examination of possible explanatory factors, we would like to make some brief 

comments on the qualitative data gathered in interviews with two blue-collar workers 

in each country. Taking the extremely small sample size into consideration and that it 

will hardly be possible to draw any conclusions about empirical patterns based on their 

attitudes and beliefs, it is still notable to observe the fundamental differences among 

some countries. In Great Britain, for example, a strong evidence of belief in a "one 
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best way" was expressed, despite an awareness of improvements in the past, whereas 

the two Japanese workers giving more emphasis to the continuous improvement 

process of daily life. 

When we first started on the biggest jobs, we obviously thought we had found 

the best way to build that tank. Now we have cut the time in half by using 

different methods. I think the way we make tanks [for transformer J now, we are 

not going to beat the times on it. I think we have cut every corner. 

Blue-collar worker, Great Britain 

I always consider how I can make something easily, quickly and with high 

quality . ... Ifa boss came to me and told me to produce higher quality and said 

that I had done something wrong, I would be very sad. 

Blue-collar worker, Japan 

Two of the more central topics that were covered in the interviews were preferences 

for approach in Quality Management and views on responsibility for quality. In terms 

of preferences for approach, all interviewees mentioned one or more of the traditional 

approaches in Quality Management, including inspection, statistical techniques, quality 

control tools, quality assurance system, QC circles, and continuous improvement. 

However, there was a difference in view about which of them to apply, with for 

example QC circles being mentioned most frequently in the interviews with Japanese, 

South Korean and Chinese blue-collar workers. To a lesser extent, this approach was 

also mentioned by their colleagues in Australia and the United States, but not at all in 

the others countries surveyed. Furthermore, most interviewees also indicated a 

preference for an approach in Quality Management that we judge to show some 

evidence of national characteristic (Table 3). 
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Country j The blue-collar workers' preferences for approach in Quality Management 

Australia l Enterprise Bargaining started in 1994. We sit down with management, and we come 
1 up with what targets we should be meeting, what they want and what we think we can 
l be done. 

Brazil 1 When we have a problem or are uncertain, we call in our colleagues, andform a team 
1 to solve it. We call this the Brazilian way. 

China \ Quality means success and zero defects . ... You should be praised ifyou are good and 
1punished ifyou do something wrong. If there is no punishment ofbad employees and 
1 only praise for good employees, there will be no motivation for the unsatisfactory 
l performers. 

Germany 1 We very seldom make suggestions for improvements. Instead, we submit unofficial 
1 suggestions to the "Meister", and he decides on the spot whether to implement them. 

Great 1 I have worked quite a lot with our quality system manuals, because I had to update 
Britain 1 them for my manager lately. It makes sense to have them. 
Italy 1 Italians have a very vivid imagination and excellent creativity . ... Ifwe have a problem 

Iwith a machine, we propose a solution to it because we know the machinery best. 
Japan \ I always think how I can make something easily, quickly and with high quality . ... Ifa 

l boss came to me and told me to produce higher quality ... I would be very sad. 
Norway 1 We like to think on our own, and to discuss things with the higher ups. My view is that 

1 a good manger is a person that is a good listener. 
Saudi \ Quality is to make things to the Saudi standard ... In 1994, everyone signed their 
Arabia 1 names on a large white sheet oflinen, which now hangs on the wall in the dining hall. 

1 We promised that we would do our best in our work 
South 1 Traditionally, we have had a spiritual movement, termed "shinbaram" in Korean. If 
Korea \ top management sets a target, and provides the right incentives andfeedback, every 

j person will work hard to reach the goals. This is almost unique to the Korean culture. 
Sweden 1 I think that we have come far enough to say that we are working in a team with the 

! bosses . ... Anyone can go up to the manager and speak with him, even criticise. 
United 1A good business result is very important . ... Many people on the shop floor have 
States 1 problems with numbers. Give us the end results, and not all the nonsense numbers. 

Table 3 Some extracts from the interviews with blue-collar workers on their 
preferred approach in QuaHty Management. 

The preferred approach ranges from the Brazilian blue-collar workers' Brazilian way, 

via the Chinese's double-edged sword, the Germans' "Meister", the Italians' creativity, 

the Saudis' national standards, the South Koreans' "shinbaram", and to the Americans' 

business results. Whether these findings are representative is difficult to judge, and we 

view them as interesting observations that needs more research. 

In terms of the blue-collar workers' views on responsibility for quality in their own 

organisation, their answers varied from themselves, via the inspector, and the quality 

manager to the managing director, or a mix of these (Table 4). 
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Country Responsibility for quality according to blue-collar workers. 

Australia I would say that employee involvement is good here. We are responsible for the 
quality ofour own work, and the number ofinspectors has decreased over the last 
ten ears. 

Brazil We are responsible for quality . ... Some years ago we had inspectors that were 
responsible for quality. The change came approximately 6 or 7years ago. 

China Not every working area has an inspector, but before we hat it . ... All employees 
should be responsible for Quality. Today, all understand this. 

Germany Mr X, the quality controller, is the main person responsible for quality, then Mr Y, 
who is the quality control manager, andfinally Dr. Z who is the quality manager. 

Great Britain Now there are only a couple ofinspectors, and it is left to the individual operator 
to spot any non-conformity. Personally, I think it was better with inspectors. 

Italy We are all responsible for quality in this company. It is very important that 
everyone improves quality ifthe company is to survive. 

Japan I myselfthink I produce high quality, but I am not God, so an inspector is needed to 
detect any non-conformities . ... Ideally, ifI make good things perfectly, then the 
inspector is not necessary, and also the inspector may miss non-conformities. 

Norway Nowadays, they want us to sign for the whole job, but it is very rare that we do a 
whole job, and I am not interested in signing for something that others have done. 
Before, we had inspectors who checked our work, and I think that was better. 

Saudi Arabia Mr. N [quality manager] is.... The foreman is another person who ofcourse is 
responsible for quality, but most ofall it is us, the employees. 

South Korea We [blue-collar workers J are responsible for the quality ofthe work that we do. We 
also have some quality control teams that inspect our work. 

Sweden The responsibility for quality lies with us operators. At least it should do. One 
problem is that we sometimes are trusted too much. 

United States These days, we have to sign for everything that we do by putting our name on a 
sheet following the job, and we think that is a good method. We also have 
inspectors and they check the transformer before shipping. 

Table 4 Some extracts from the interviews with blue-collar workers on their views 
on responsibility for quality. 

In most of the cases, the blue-collar workers reveal an awareness of their personal 

responsibility for quality. The interviewed blue-collar workers in Australia, Brazil, 

China, Italy, Saudi Arabia, South Korea, Sweden and the United States also appear to 

have accepted this responsibility. However, in Germany, Great Britain, Japan, and 

Norway, there seems to be a personal preference for inspectors. This could also relate 

to the way in which these workers have been given responsibility for quality. Many of 

them described a process of change in which the inspector was abolished and the 

individual had to sign inspection cards after completing a job. Could it be that this 

structural change in some countries has taken place without sufficient time and training 

for the blue-collar workers to understand the underlying logic and reason for the 

change? 
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One conclusion that can be drawn from the above findings, which will be brought into 

the examination of explanatory factors for the significant differences in the blue-collar 

workers' conviction about the benefits of Total Quality Management, is that the 

identified differences must mainly relate to nation states. This because the blue-collar 

workers involved, all belong to the same organisation and industry, manufacturing the 

same product. 

We will now examine the explanatory power of each of the three suggested 

operationalisations of nation states on the observed differences in blue-collar workers' 

conviction about the benefits of Total Quality Management: (1) national cultural 

values, (2) national level of development in Quality Management, and (3) positioning 

of national approach in Quality Management relative to the dual-path framework. 

National Cultural values 

Hofstede (1980) classifies nation states based on five work related cultural values, i.e. 

Individualism, Long Term Orientation3
, Masculinity, Uncertainty Avoidance and 

Power Distance (Table 5). 

Cultural values j Low score means I High score means 

Individualism l Collective l Individualistic 
Long Term Orientation l Short term thinking/actions l Long term thinking/actions 
Masculinity 
Uncertainty avoidance 
Power distance 

l Nurturing 
1 Uncertainty accepted 
l Low power distance between 

! Assertive 
l Dislike for uncertainty 
l High power distance between 

i boss and subordinate i boss and subordinate 

Table 5 Explanations for Hofstede 's work-related cultural values, from Hofstede 
(1991). 

In the Cross-cultural Quality Management Research Project, our replication of 

Hofstede' s survey based on our sample of blue-collar workers from Asea Brown 

3 First introduced in Hofstede and Bond (1988). 
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Boveri provides an updated set of scores for the five work-related cultural values 

(Table 6). 

:' ': : :
Long-term Power \ UncertaintyCountry N 

1 

l 1nd'1vi'dual'1sm : !Masculinity l 
1 Orientation : : Distance i Avoidance 

Australia 39 55 39 49 54 46 
Brazil 44 66 29 58 35 41 
China 45 26 50 39 48 49 
Germany 40 50 60 39 46 71 
Great Britain 46 58 54 45 55 41 
Italy 51 67 65 48 50 44 
Japan 13 25 62 69 38 74 
Norway 41 55 52 41 46 44 
Saudi Arabia 24 23 39 65 48 47 
South Korea 11 26 71 72 59 64 
Sweden 54 48 56 63 54 59 
USA 41 41 48 50 ' 63 56 

Table 6 Scores for Hofstede's work-related cultural values. The Cross-cultural 
Quality Management Research Project. 

Analysing the explanatory power for the individual responses between the work

related cultural values and the conviction about the benefits of Total Quality 

Management, we find only very low correlation coefficients. The only significant 

correlation concerns Individualism with a correlation of 0.118. Testing of linear as 

well as non-linear regression models yielded low R values in every case, indicating that 

the mean value for the explanatory factor is the best prediction. On this basis, it can be 

assumed that the influence of national cultural values on the blue-collar workers' 

conviction about the benefits of Total Quality Management is virtually non-existent. 

National level of development in Quality Management 

In terms of current national level of development in Quality Management, Kroslid 

(1999) reports the mean scores for the twelve countries surveyed in the Cross-cultural 

Quality Management Research Project on a scale from O "poor" to 10 "world class". 

The results are based on a questionnaire survey administered to an expert sample of 

quality assurance system auditors of Det Norske Veritas in each country (Table 7). 

138 



Blue-collar Workers and Quality Management-A Survey on Attitudes and Beliefs 

Current level of development, Blue-collar workers' conviction about theCountry 
mean score (Kroslid, 1999) benefits of Total Quality Management 

Australia 5.2 6.4 

Brazil 4.4 7.3 

China 3.9 6.5 

Germany 4.9 : 6.7 

Great Britain 4.9 6.9 

Italy 4.3 6.5 

Japan 6.1 5.8 

Norway 4.7 6.3 

Saudi Arabia 3.8 6.3 

South Korea 5.3 6.2 

Sweden 6.6 7.3 

United States / 6.1 6.0 

Table 7 Scores for current level of development for nation states as reported in 
( Kroslid, 1999), and for blue-collar workers' conviction about the benefits 
of Total Quality Management. 

We have analysed the correlation between the mean scores for blue-collar workers' 

conviction and the nations' score for level of development. It yields a correlation 

coefficient of -0.09, meaning that the latter factor has little explanatory power on the 

former factor, and that the mean value of the latter factor is the best prediction. This is 

a surprisingly low result, as it basically indicates no connection at all. It also 

contradicts to some extent the survey by Vass and Kincade (1999: 71) who concluded 

from their qualitative research that employee attitudes have an effect on the ability of 

an organisation to meet the goal of Total Quality Management. Our research did not 

indicate any such relationship on the national level. Analysing the scoring patterns, it is 

our intuitive judgement that the low scores of Japan, South Korea and the United 

States in the study on blue-collar workers have largely contributed to the low 

predictability. The reason is that all three countries have relatively high scores in 

current level of development, but low scores in blue-collar workers' conviction about 

the benefits of Total Quality Management. In our inability to explain the findings, 

which in themselves are significant yet based on small sample sizes, we could 

speculate that the blue-collar workers in the three countries are tired of their 

involvement with such broad organisational initiatives or have been disappointed by 

the results such initiatives have brought for them personally. 
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Positioning of National Approach in Quality Management 
Relative to the Dual-path Framework 

In the recent academic analysis of Quality Management theoretical frameworks and 

conceptual work have been characterised as hazy, ambiguous, and having little 

consensus and substance (see e.g., Dean and Bowen, 1994: 394; Hackman and 

Wageman, 1995: 338; Reed, Lemak and Montgomery, 1996: 173). Giroux and Landry 

(1998) and Kroslid et al. (1999) argue that such shortcomings mainly relate to the 

single-path development assumption widely held in the literature, and propose new 

frameworks based on a dual-path assumption of the nature of development. 

In this paper, the theoretical framework proposed in Kroslid et al. (1999) will be 

applied. Here, the historical development of ideas in Quality Management is classified 

into two distinct schools of thought, the Deterministic School of Thought and the 

Continuous Improvement School of Thought (Figure II). 

t------------------------------ Quality values and strategies are ----tshared in the organisation, with a 
strong customer satisfaction. 

very high 
culture~ t Conformance to standards, Continuous improvements by all 

[ high specifications and zero defects by employees of processes, products 
all employees. and services. 

~ t---
Conformance to process and > Process improvements based on ----f 

~ medium system specifications through statistical methodology. corrective and preventive action. 
t5 t The installation of a prevention Systematic application of quality

low system through the specification of control tools. procedures.f---
Inspection of final goods and very low productservices according to specification. l_ __ -------------------------------l 

Deterministic School Continuous Improvement School 

Figure II A model ofthe dual-path framework (Kroslid et al., 1999). 

It is explained in Kroslid et al. (1999) that: "The Deterministic School of Thought 

evolves around a deterministic view of reality with a belief in the existence of one best 

way. Conformance to product and process specifications, increasingly by means of 

industrial, national and international standards, is viewed as the best approach to meet 

customer requirements. The latter is founded on a reality full of variation, with an 

awareness of improvement potential in every aspect of work. Continuous improvement 
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is used as the main practice for reducing the impact of the environment and the 

magnitude of variation in processes, with the ultimate objective to satisfy customers 

and other stakeholders." 

Kroslid (1999) argues how the approach of nation states in Quality Management, in 

terms of both historical development and current approach, relate to either the 

Deterministic School of Thought or the Continuous Improvement School of Thought. 

It is this operationalisation of nation states that we will use as the third potential 

explanatory factor for the identified differences in the blue-collar workers' conviction 

about the benefits of Total Quality Management (Table 8). Based on analysis, Kroslid 

(1999) explains how China, Japan and South Korea over the last century have seen a 

predominant development within the boundaries of the Continuous Improvement 

School of Thought. Similarly, Brazil, Italy, Norway and Saudi Arabia have merely 

related to the Deterministic School of Thought. Australia, Great Britain, Sweden and 

the United States have traditionally belonged to the Deterministic School of Thought, 

but from the mid-80s they developed towards the Continuous Improvement School of 

Thought. The data on current status reveal, however, that Australia and Great Britain 

have returned to the Deterministic School of Thought. 

Country Current status Historical development 

Australia conformance conformance 

Brazil conformance conformance 

China continuous improvement continuous improvement 

Germany conformance conformance 

Great Britain conformance conformance 

Italy conformance conformance 

Japan continuous improvement continuous improvement 

Norway conformance conformance 

Saudi Arabia conformance conformance 

South Korea continuous improvement continuous improvement 

Sweden continuous improvement conformance 

United States continuous improvement conformance 

Table 8 A classification of the historical development and current quality 
management approach of the countries surveyed, based on the dual-path 
framework (Kroslid, 1999). 
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Examining possible patterns between these two variables and the blue-collar workers' 

conviction about the benefits of Total Quality Management, we would like to test the 

hypothesis that blue-collar workers in countries that belong to the Continuous 

Improvement School of Thought show a higher level of conviction towards Total 

Quality Management. The logic of this hypothesis can be found in Kroslid et al. (1999) 

where it is explained that practices related to Total Quality Management belong to the 

most advanced practices within the Continuous Improvement School of Thought. 

Since Brazil, Germany, Great Britain and Sweden makes of the two highest scoring 

groups on blue-collar worker's conviction about the benefits of Total Quality 

Management, it can be anticipated, based on the hypothesis, that most of these 

countries will be found within the Continuous Improvement School of Thought. 

Similarly, most of the low-scoring countries in the survey on blue-collar workers 

would be anticipated to belong to the Deterministic School of Thought. Analysing the 

two variables such patterns can hardly be found. First, the classification of the 

countries' current approach embodies both high-scoring and low-scoring countries, 

that is China, Japan, South Korea, Sweden and the United States. Second, the 

classification of the countries' historical development show that countries within the 

Continuous Improvement School of Thought, namely China, Japan, and South Korea, 

all belongs to the two lowest scoring groups in the survey. The hypothesis can thus be 

rejected. 

On the other side, by doing an analysis independent of the rejected hypothesis, some 

explanatory patterns can be found between the classification of the historical 

development and the blue-collar workers' conviction about the benefits of Total 

Quality Management. China, Japan and South Korea, the only countries in the study 

with an historical development within the Continuous Improvement School of 

Thought, all belongs to the two low scoring groups in the survey of blue-collar 

workers. This could imply that countries with a past within the Continuous 

Improvement School of Thought is more likely to have blue-collar workers with less 

conviction about the benefits of Total Quality Management. On the other side such a 

finding does not explain why countries such as the Australia, Italy, Norway, Saudi 

Arabia, and the United States also score so low. The sample sizes for Japan and South 

Korea are also too small to draw any conclusions other than to state that these are 

interesting observation and topic of further research. 
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DISCUSSION 

From our research on blue-collar workers' attitudes and beliefs in Quality 

Management, the questionnaire survey on conviction about the benefits of Total 

Quality Management revealed on the one hand that the mean scores for the twelve 

countries surveyed are all relatively high. On the other hand, the analysis also showed 

that significant differences among many of the countries exist, while further analysis of 

the mean scores led to the identification of four groups of nations with scores differing 

at the 0.05 level of significance. The highest scoring group included the blue-collar 

workers of Brazil and Sweden. The second highest scoring group comprised Germany 

and Great Britain, whereas the third highest scoring group embraced Australia, China, 

Italy, Norway, Saudi Arabia, and South Korea. Blue-collar workers from Japan and the 

United States attributed the least importance to Total Quality Management, and 

comprised the lowest scoring group. 

Three operationalisations from the national context were examined for their 

explanatory power in relation to the identified differences in blue-collar workers' 

conviction about the benefits of Total Quality Management. They included the national 

cultural values of Hofstede, current national level of development as reported in 

Kroslid (1999), and the national approach in Quality relative to the dual-path 

framework introduced in Kroslid et al. (1999). The first factor, national cultural values, 

was found to have only minor explanatory power, although the correlation of 0.118 for 

Individualism was significant. The second factor, current national level of 

development, also yielded insignificant explanatory power on the differences in 

conviction of blue-collar workers about the benefits of Total Quality Management. 

Finally, the third factor, national approach in Quality Management related to the dual

path framework, was examined. It postulates that Quality Management has developed 

in accordance with, and presently embodies, two distinct schools of thought, that is the 

Deterministic School of Thought and the Continuous Improvement School of Thought. 

This stands in contrast to the widely shared single-path assumption in the literature, 

portraying Quality Management as a homogeneous field. Based on the dual-path 

framework we tested if a classification of the countries' current approach and historical 

development according to the two schools of thought could explain the differences in 

the blue-collar workers' conviction about the benefits of Total Quality Management. 

We found no explanatory patterns in the application of a hypothesis implying that 
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countries within the Continuous Improvement School of Thought would score higher 

in the blue-collar workers' conviction about the benefits of Total Quality Management 

than those in the Deterministic School of Thought. Some weak evidence were, 

however, found in as much as countries with a historical development predominantly 

within the Continuous Improvement School of Thought seems to be found among the 

lower scoring countries in the survey of blue-collar workers' conviction about the 

benefits of Total Quality Management. This is a finding that largely contradicts 

conventional wisdom, and forms an interesting starting point for future research. 

The inability of the three operationalisations of nation states to explain the differences 

in blue-collar workers' conviction about the benefits of Total Quality Management 

among the countries surveyed could stem from various sources. First, it has been 

pointed out that the sample sizes are generally too low to draw any strong conclusions, 

and also that the sample sizes for Japan and South Korea are very low. Second, the 

small difference in the mean country scores at the outset of the analysis would have 

required a factor with very high explanatory power. Finally, it could also be a result of 

mixing of assumptions of the nature of development for Quality Management as the 

measurement for blue-collar workers' conviction is based on a single-path assumption, 

and the classifications of nation states relative to the two schools of thought based on a 

dual-path assumption. The main reasons is that the questionnaire survey of the blue

collar workers, with the measurement on conviction about the benefits of Total Quality 

Management, rests on the literature's recommendation for the single-path assumption. 

The dual-path assumption was first discovered in the interpretation phase of the Cross

cultural Quality Management Research Project. One way to avoid this problem would 

be to reinterpret the qualitative interviews, with the two blue-collar workers and test to 

what extent the dual-path framework can explain possible differences in attitudes and 

beliefs, as the interviews did not rest on any particular predetermined assumption 

Through content analysis we will now try to code the transcribed interviews with blue

collar workers relative to the two schools of thought. With only two blue-collar 

workers' interviewed in each country the significance of such a test is largely 

restricted, but it could perhaps indicate whether or not the dual-path framework can be 

used in the understanding of the blue-collar workers' attitudes and beliefs. In the 

coding process, we apply a non-exhaustive list of expected expressions of the two 

schools of thought in the attitudes and beliefs of blue-collar workers. The list 

intentionally includes the two characteristics addressed in the introduction of this 
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paper, namely the blue-collar workers' preferred approach and responsibility for 

quality (Table 9). 

j Deterministic School of j Continuous Improvement School of Characteristics 
~ Thought l Thought 

Assumption 1 One best way and conformance !Variation and continuous improvement 

~ Inspection, Quality Assurance, 1 Quality Control, Companywide Quality 
Preferred approach I 7 ~ D .:-

1 L...dO e1ects !Control, Total Quality Management 

Responsibility 1 Inspector or quality manager 1 Everyone 

Problem solving 1 Fire-fighting of problems !Proactive problem-solving 

Learning 1 Test-and-fail !Continuous learning 

Boundaries l Organisation !Society 

Meaning of quality i Good products i Customer satisfaction 

Benchmark 1 Standards 1 World-class 

Table 9 Expected expressions of the Deterministic School of Thought and the 
Continuous Improvement School of Thought in the blue-collar workers' 
attitudes and beliefs in Quality Management. 

In the coding process of the qualitative interviews with the two blue-collar workers in 

each country, hits related to the two schools of thought were counted. In this paper, the 

number of hits for each of the two schools will be used as an indicator of how strongly 

the attitudes and beliefs of blue-collar workers reflect each of the two schools of 

thought (Table 10). 

Country Deterministic School of 
Thought 

Continuous Improvement 
School of Thought 

P-values 

Australia 6 4 0.828 
Brazil 3 2 0.813 
China 3 10 0.046 
Germanx 9 1 0.999 
Great Britain 12 4 0.989 
Italx 9 4 0.954 

Ja~an 1 9 0.011 
Norwax 9 1 0.999 
Saudi Arabia 8 3 0.967 
South Korea 2 5 0.227 
Sweden 4 9 0.133 
United States 2 4 0.344 

Table 10 Scores for attitudes and beliefs of blue-collar workers relative to the 
Deterministic School ofThought and the Continuous Improvement School 
ofThought. 
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Theoretically, we can specify a hypothesis where the attitudes and beliefs of blue

collar workers are indifferent to the two schools of thought. The P-values would then 

be distributed evenly around the 0.5 value, the expected mean. With seven out of 

twelve P-values so close to O or 1, the hypothesis can with some degree of certainty be 

rejected. This finding is notable as it indicates that blue-collar worker's attitudes and 

beliefs in Quality Management are influenced by either the Deterministic School of 

Thought or the Continuous Improvement School of Thought. Alternatively that the 

dual-path framework can be used in the interpretation of blue-collar workers' attitudes 

and beliefs. In Australia, Brazil, Germany, Great Britain, Italy, Norway and Saudi 

Arabia, the blue-collar workers' attitudes and beliefs indicate a belonging to the 

Deterministic School of Thought. Contrary, blue-collar workers in China, Japan, South 

Korea, Sweden and the United States relate more to the Continuous Improvement 

School of Thought. 

It can now be discussed, in a speculative nature, how the noted differences in attitudes 

and beliefs of blue-collar workers relative to the two schools of thought, can be 

examined for influence from the current status and historical development of the 

quality management approach of the nations surveyed (Table 11). 

Country 
Blue-collar workers' 
attitudes and beliefs 

Nations' current 
status 

Nations' historical 
develo ment 

Australia conformance conformance conformance 

Brazil conformance conformance conformance 

China l continuous improvement l continuous improvement ! continuous improvement 

Germany conformance conformance conformance 

Great Britain conformance conformance conformance 

Italy conformance conformance conformance 

Japan l continuous improvement l continuous improvement l continuous improvement 

Norway conformance conformance conformance 

Saudi Arabia conformance conformance conformance 

South Korea 1 continuous improvement 1 continuous improvement 1 continuous improvement 

Sweden 1 continuous improvement i continuous improvement i conformance 

United States ! continuous improvement l continuous improvement ! conformance 

Table 11 Evaluation ofblue-collar workers' attitudes and beliefs, in relation to the 
in Kroslid (1999) reported historical and current quality management 
approach ofthe countries surveyed relative to the two schools ofthought. 
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A comparison reveals that the blue-collar workers' attitudes and beliefs for the twelve 

nations relative to the two distinct schools of thought are similar to those of their home 

country's current approach in Quality Management. Furthermore, it can be derived that 

the same countries' historical development does not yield such a high correlation. Thus 

there is some indications that the theoretically derived schools of thought, which 

influence the approach of nation states in Quality Management, also have disseminated 

to the level of blue-collar workers. Countries that are dominated by approaches relating 

to the Deterministic School of Thought will thus find that people's attitudes and beliefs 

are coloured by this approach. The same applies to countries that are approaching 

Quality Management from the Continuous Improvement School of Thought. 

We would also like to comment on our initial methodological assumption that factors 

from the industrial and organisational context are not influential. In the noted 

difference in blue-collar workers' attitudes and beliefs in Quality Management, the 

assumption refers to the fact that all the blue-collar workers surveyed belonged to the 

same division of Asea Brown Boveri, produced the same product and worked in the 

same industry. However, through consolidation and mergers in the industry, the history 

of the different plants varied, and examples existed where plants had joined Asea 

Brown Boveri recently. In interviews with the quality manager in each company, the 

approach of the organisation in Quality Management was addressed, and can be coded 

on the basis of the dual-path framework (Table 12). 

Country Deterministic School of 
Thought 

Continuous Improvement 
School of Thought 

P-values 

Australia 5 7 0.3872 

Brazil 6 2 0.9648 

China 7 5 0.8062 

Germany 10 2 0.9968 

Great Britain 14 3 0.9988 

Italy 12 2 0.9991 

Japan 4 7 0.2744 

Norway 13 2 0.9995 

Saudi Arabia 11 2 0.9983 

South Korea 4 1 0.9688 

Sweden 3 14 0.0064 

United States 2 4 0.3438 

Table 12 Quality manager's view on organisational approach. 
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The above reveals that also the organisational approach can partly be understood in 

terms of the dual-path framework. It is found that the quality management approaches 

of the plants in Australia, Japan, Sweden and the United States are mainly related to 

the Continuous Improvement School of Thought, whereas the approaches of the rest of 

the plants mainly relate to the Deterministic School of Thought. 

Comparing the company approach with blue-collar workers' attitudes and beliefs, both 

relative to the two schools of thought, we find that eight out of twelve cases 

correspond. For Australia, China, South Korea and the United States, the company 

approach is different to the blue-collar workers' attitudes and beliefs and also the 

current national approach. This is an interesting finding, as it indicates that the national 

quality management approach has a stronger influence on blue-collar workers' 

attitudes and beliefs than their company's quality management approach. Obviously 

more research is needed into this relationship, and the authors would again draw 

attention to the extremely low sample size of each country. Speculating about possible 

explanations could include a discussion if the plants are either heading or trailing the 

common approach in their respective countries. It could also be that they have been 

given specific requirements from their headquarters, and that the blue-collar workers is 

aware that their employer is not in line with the rest of the general approach in Quality 

Management of their country's business community. A related research issue, also 

suitable for future research, is to what extent local and multinational organisations 

need to align its approaches with those of the countries in which they operate. 

We hope that this paper contributes to knowledge on the attitudes and beliefs of blue

collar workers. At least it has shown that there is a potential and relevance in going 

beyond strictly motivational issues in this area of research on Quality Management. 

However, the paper has outlined the need for more investigation, and the dual-path 

framework raises a number of research questions relating to blue-collar workers that 

we think need more attention. Partly, more research should be conducted on how the 

attitudes and beliefs of blue-collar workers relate to each of the two schools of thought. 

Perhaps such research would be able to identify a model that not only specifies a set of 

expressions of attitudes and beliefs relative to the two schools of thought, but also links 

it to the level of development for nation states in Quality Management. More 

knowledge is also needed on how blue-collar workers react and become involved in 

organisational initiatives that go against their attitudes and beliefs, or simply how 

organisations are best advised to cater for blue-collar workers' attitudes and beliefs in 
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their strategies. These and similar issues should be of considerable relevance to both 

the academic and corporate business world in the field of Quality Management. We 

believe that the dual-path framework could provide a useful structure for such an 

analysis, and guide researchers and organisations in an advancement of their 

interrelations with Quality Management. 

149 



Paper C 

AQC (1997). Australian Quality Awards 1997 - Assessment Criteria. Australian 

Quality Council. 

ASQ (1997). The Malcolm Baldrige National Quality Award. American Society for 

Quality. 

Bohrnsted, G. W. (1978). Reliability and validity assessment in attitude measurement. 

Medici'on de actitudes [Attitude measurement], G. F. Summers (Ed.), 

(pp. 80-99). Chicago: Rand McNally. 

Chandy, P.R. and Williams, T. G. E. (1994). The Impact of Journals and Authors on 

International Business Research: A Citational Analysis of IlBS Papers. 

Journal ofInternational Business Studies, 4 , pp. 715-728. 

Dahlgaard, J. J., Kristensen, K., Kanji, G. K., Juhl, H. J. and Sohal, A. S. (1998). 

Quality Management Practices: A Comparative Study Between East and 

West. International Journal of Quality & Reliability Management, 15 

(8/9), pp. 812-826. 

Dean, J. W. and Bowen, D. E. (1994). Management Theory and Total Quality: 

Improving Research and Practice through Theory Development. 

Academy ofManagement Review, 19 (3), pp. 192-418. 

Deming, E. W. (1993). The new Economics for Industry, Government, Education. 

Cambridge: Massachusetts Institute of Technology. 

EFQM (1997). The European Quality Award - Information Brochure. European 

Foundation for Quality Management. 

Farley, J. U. and Lehmann, D. R. (1994). Cross-national "Laws" and Differences in 

Market Response. Management Science, 40 (1), pp. 111-122. 

Garvin, D. A. (1988). Managing Quality - The Strategic and Competitive Edge. New 

York: Free Press. 

Giroux, H. and Landry, S. (1998). Schools of Thought in and against Total Quality. 

Journal ofManagerial Issues, (Summer 1998), pp. 183-203. 

150 



Blue-collar Workers and Quality Management - A Survey on Attitudes and Beliefs 

Hackman, J. R. and Wageman, R. (1995). Total Quality Management: Empirical, 

Conceptual, and Practical Issues. Administrative Science Quarterly, 40 , 

pp. 309-342. 

Hair, J. F., Anderson, R. E., Tatham, T. L. and Black, W. C. (1995). Multivariate Data 

Analysis with Readings. Englewood Cliffs: Prentice-Hall. 

Hofstede, G. (1980). Culture's Consequences: International Differences in Work

related Values (Integral ed.). London: Sage Publication. 

Hofstede, G. (1991). Cultures and Organisation: Software of the Mind. London: 

McGraw-Hill International. 

Hofstede, G. (1994). Values Survey Module 1994 -Manual. IRIC. 

Hofstede, G. and Bond, M. H. (1988). The Confucius Connection: From Cultural 

Roots To Economic Growth. Organizational Dynamics, 16 (4), pp. 4-21. 

Ishikawa, K. (1985). What is Total Quality Control? The Japanese Way. Englewood 

Cliffs: Prentice Hall. 

Juran, J. M. (1989). Juran on Leadership for Quality: an Executive Handbook. New 

York: The Free Press. 

Juran, J. M. (1995). Summary, Trends, and Prognosis. History of Managing for 

Quality; The Evolution, Trends and Future Directions of Managing for 

Quality, J. M. Juran (Ed.), (pp. 603-655). Milwaukee: ASQC Quality 

Press. 

Kondo, Y. (1988). Quality in Japan. Juran's Quality Control Handbook, J. M. Juran 

and F. M. Gryna (Eds.), (pp. 35F.1-35F.30). New York: McGraw-Hill. 

Kroslid, D. (1998). Quality Management - National or Global Driving Factors. 

Licentiate Thesis, Linkoping University. 

Kroslid, D. (1999). Current Status and Historical Development of Nation States in 

Quality Management - A Reinterpretation. Paper submitted to the 

International Journal ofQuality and Reliability Management 

Kroslid, D., Bergman, B. and Chong, L.-C. (1999). In Search of Quality Management -

A Rethinking of Development. Paper submitted to the Academy of 

Management Review. 

Nunnally, J. C. and Bernstein, I. J. (1994). Psychometric theory (3rd ed.). Madrid: 

McGraw-Hill. 

151 

https://35F.1-35F.30


Paper C 

Oakland, J. S. (1993). Total Quality Management - The Route to Improving 

Performance. London: Butterworth-Heinemann. 

Reed, R., Lemak, D. J. and Montgomery, J.C. (1996). Beyond Process: TQM Content 

and Firm Performance. Academy of Management Review, 21 (1), pp. 

173-202. 

Schwartz, S. H. (1994). Are There Universal Aspects in the Structure and Contents of 

Human Values? Journal ofSocial Issues, 50 (4), pp. 19-45. 

SIQ (1997). Utmarkelsen Svensk Kvalitet 1997 - kriterier och anvisningar [The 

Swedish Quality Award 1997 - Criteria and Guidelines]. Swedish 

Institute for Quality. 

Sondergaard, M. (1994). Research Note: Hofstede's Consequences: A Study of 

Reviews, Citations and Replications. Organisation Studies, 15 (3), pp. 

447-456. 

Trompenaars, F. and Hampden-Turner, C. (1993). Riding the Waves of Culture -

Understanding Cultural Diversity in Business. London: Nicholas 

Brealey. 

Vass, D. J. and Kincade, D. H. (1999). Relationship of TQM Implementation and 

Employee Opinion survey: A Study of Three Manufacturers. Quality 

Management Journal, 6 (1), pp. 60-73. 

World Economic Forum (1997). The Global Competitiveness Report 1997. World 

Economic Forum. 

152 


	Foreword 
	ACKNOWLEDGEMENTS 
	CONTENTS
	1. Introduction
	2. RESEARCH QUESTIONS -A Discussion on Answers
	3. SUMMAY OF DISSERTATION COMMENTS AND REFLECTIONS
	3.3.7 Is the dual-path framework a result of a circular argument? 
	4. Research Experience and Recommendation for Future Reserach
	References
	Paper A
	Paper B
	Paper C



