H.U. iktisadi ve idari Bilimler Fakiiltesi Dergisi, Cilt17, Say1 1, 1999

THE TOTAL QUALITY MANAGEMENT AND
QUALITY CONTROL GROUPS

Giilay ARIKAN

Abstract:

The Total Quality Management has been gaining importance as a
system having economic, sociological and psychological qualifications.
For the employees, it is very important to make working conditions and
working environment meet human needs, to meet their economic,
psychological and social needs, expectations and desires, to decrease the
problems of business life; it is important to increase the productivity and
profitability for the enterprise. Quality Control Groups contribute a lot to
the development of the organization in solving problems related to the
work by the application of the Total Quality Management.

The aim of this study is to reveal the necessity of the applications of
the Total Quality Management in enterprises and the importance of
buman factor in the organization management.

Ozet:
Toplam Kalite Yénetimi ve Kalite Kontrol Gruplari

Toplam Kalite Yonetimi ekonomik, sosyal ve psikolojik nitelikleri
olan bir sistem olarak giin gegtikge biiyilk nem kazanmaktadir. Burada
calisanlar agisindan, ¢aligma kosullanmin ve galigma ¢evresinin insana

~ uygun duroma getirilmesi, ¢alisanlarin ekonomik, psikolojik ve toplumsal
. gereksinimlerinin, 6zlem ve isteklerinin  karsilanmasi, ¢aligma
yasamindan kaynaklanan sorunlarin en aza indirilmesi;- istetme. acisindan
ise verimlilik ve kérliik dnem tasimaktadir. Bir isletmede Toplam Kalite
Yonetimi uygulamasmda, ise iliskin sorunlann ¢éziimiinde Kalite Kontrol
Gruplar: etkin rol oynayarak drgutiin gelismesine katkida bulunurlar. -,
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Bu calisma; ginimiiz igletmelerinde Toplam Kalite Yonetimi
uygulamalarinin gereklilifini ve &rgiit yonetiminde insan faktériniin
onemini konu edinmigtir.

Introduction

Globalization requires small scale enterprises follow the modern
technological developments while integrating into macro economies. Making
use of the best and the newest management and production technologies is not
luxury but obligation. In other words, the necessity of the development of the
quality of organizations came into being for surviving an enterprise in a
competitive condition in a rapidly changing business life. Two conditions for
competition are the production at a lower cost and the production of qualified
products. Quality is the prerequisite to open to a market and to survive in that
market. Having poor quality is stemming from deficiencies and irregularities in
the process of production. Consequently, enterprises have begun to search new
competition strategies in order to be able to compete. One of these new
competition strategies is “The Total Quality Management”.

The Total Quality Management is to give responsibility and authority to
the employees in a simple organization structure by making them participate
actively; to increase the productivity of human sources; to establish an effective
network all around the organization; to produce qualified goods and services by
directing the cross functional groups to team work (Imai 1986:15).

It is necessary to support the Total Quality studies in the organization by
an effective motivation program. The following points should be included in
this motivation program: the human factor should be emphasized as in Mc
Gregor’s Y-type management model in which the human factor is important in
the understanding of management; working conditions should be ameliorated: a
demand for an active total quality program should be raised; a reward and being
known system should be developed (Ersen 1997: 129).

The main idea of the Total Quality Management is the question of “for
whom product and service are produced?”. This discussion continuing for years
has an end by accepting the idea that quality is equal to the satisfaction of the
client. The Total Quality Management is an enterprise strategy and management
activity at the same time. Quality Control is a unit in the management
activities. Here if we look at the definition of the quality concept, we come
across with the following points:
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Quality has saved its prior position in the science of management from
the very beginning. Arguments within this context have been focused on the
inverse proportion of quality/cost. Quality is expensive, on the other hand cost
must be kept low. So, demands of people for purchasing quality at a reasonable
price are forwarded. In management science, concepts like quality control,
quality assurance and the definition of the quality reflect the reality of the
necessity for increasing the productivity in order to decrease the costs. Today
quality is defined as the degree of the appropriateness of the goods and services
and meeting the expectations of consumers. Shortly, quality is expressed as
“appropriateness for utility” (Morgil and Kiiglikgirkin 1995: 29).

Moreover, since Total Quality is one of the modern management
techniques, it necessitates the analysis of the sociological and psychological
factors beside technical, mechanical subjects and solutions because it has close
relations with the branches of science like sociology and psychology which are
related to human being, as well as with the approaches in engineering (Ersen
1997: 21).

It is generally undersiood from the development of the business life
quality, to make working, working conditions and its environment suitable for
human being, to meet employees’ economical, psychological and social needs
and their desires and demand, efforts for decreasing the problems originated
from business life to the minimum level (Incir 1991:231). In other words, the
quality of business life is a concept which clarifies behaviors and ideas about
various system facts like employees’ payment, physical working conditions,
organization of the establishment, culture, leadership, cooperation conditions,
communication, independence, knowledge and skill improvement, devotion to
work, being known and appreciated, planning, solving problems, participating
in decisions.

According to Denis and Cheras, efforts for increasing the quality of
business life can be actualized in the following areas: ameliorating working
conditions (job-safety, work health and regulations related to environment); job-
assurance; suitable payment for life conditions; payment equality and other
encouraging factors; autonomy of working; social interaction: self-respect and
ability to participate in decisions; work satisfaction. In short, participating in
decisions, restructuring the nature of the work, ameliorating working
environment and determination of the structure of rewards are basic principles
on which business life quality development programs are based (Hian-Einstein
1990:18). '

There are four functicns in developing the quality of business life or the
Total Quality Management; a.) to solve problems work-related; Quality Control
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Groups; Zero Emor Circles; Project Teams; b.) to make cooperation among
groups; manager-worker participation programs, ¢.) to organize the work and to
ameliorate working conditions; to enrich and enlarge working schedules, self-
managing teams, using flexible working hours; d.) the management of human
sources; plans of sharing income, in-service training (Hian-Einstein 1992:19).

Industrialization puts forward “group dynamics” as well as the increase in
occupational specialization as a result. Beside occupational specialization, it
also emphasizes the education of adults in organizational life. Organization and
the organizational life and as a result of industrilialization, working together as
great masses may cause people excessively individualized and alienated from
the society in which they live. Being excessively individualized, being alone
and being alienated may bring some problems related to business life. In order
to solve these problems, “group dynamics” should be used, so the education of
employees is very important. In this study, Quality Control Groups will be
explained in terms of “group dynamics” concept.

The most important concept in Quality Control Groups is voluntarily
participation, and the fact that collective working is essential in practice instead
of individual working. According to Likert system, industrialized nations at a
higher level use authority system less while moving towards “participant-
group” system. Many research also show that successful managers have the
same intention (Likert 1976: 124). For example, European, Japanese and
American samples reveal that participation in management develops high
morale, high productivity and high work-satisfaction at work.

As an example, the basic idea of the Japanese people’s success is the
continuously improvement, that is “Kaizen approach”. The most important
quality signal in Japanese society is low cost and zero error. Japanese
organizations - show respect to their employees’ ideas and thoughts.
Specialisation is not important for them. The person who enters the organization
becomes a specialist of that organization as a whole by working at different
units of the organization. Employment for whole life is the most important.
feature of Japanese work-culture. Team work is essential because of not having
a negative competition among the staff. A succesful application of the Total
Quality Management is based on respect human beings as in Japan (Ersen
1997:33).

Shortly, two basic aims.can be mentioned in the improvement of the
business life quality; providing the employees® satisfaction; increasing the
productivity and profit at the enterprise. If a management wants to be
successful, they must be careful about their personnel’s’ satisfaction. On the
other hand, trade unions have the equal responsibility with managers in terms of
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improving the business life quality. They are expected to play creative role in
this matter. In this study, the necessity of applications of the Total' Quality
Management at enterprises and the importance of human factor in the
organization management are investigated. Here our hypothesis are as the
follows; :

Hypothesis 1: Today’s organizations in which a continuos development is-
necessary need “human resources management”.

Hypothesis 2; Communication in the organization is a link which makes
employees work harmoniously as a social group and ties them to each other.

Hypothesis 3: While transmitting info the Total Quality Management in
Organizations, it is important to give information to employees and to make
them participate in decisions. : ‘

1. Historical Development of the Total Quality Management
1.1.Quality Management before the Industrial Revelution

Productions done by employees in small number in small workshops and
producers’ relations were regulated by guilds before the industrial revolution.
Guilds as autonomous and social systems were related to both human and
production quality. There were also regulations related to work morality.
Besides having worked at all steps of the job, a worker knew all details about
his job in the guild system (Ozevren 1997:7). Today “job rotation” and “job
enriching” techniques are also used for the same purpose.

1.2, Quality Management after the Industrial Revolution

While foremen and masters of the traditional production have become the
qualified labour power of the new system coming out as a result of the
transition from workshop style production to mass production and fabrication
after the industrial revolution, it is seen that the quality began to decrease when
the unqualified employees are employed in parallel with the increase 'in:
production.

.F. Taylor tried to put forward a solution for this problem by “Scwntlﬁc
Management Approach”. He recognised the effect of the group and “group” fact
on individuals while trying to make employees produce more and work more -
productively. Based on this point, he emphasised. that employees: should be
worked as a group (Taylor 1947:51-52). At the same time, Taylor disagreed
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with daily or hourly payment and developed the piece rate system. In this
system, the individual is paid in terms of the work done by him, when he
exceeds the determined rate, his payment will increase in terms of over rate.

On the other hand, he evaluated management-worker relation on the basis
of “functional rationality” concept; supposing that people behave by economical
motivations he defended that management-worker cooperation could be
increased by the common profits, in other words by the increasing of production
(Kirgil-Arkis 1984:10-11). Shortly, Taylor saw working people as the elements
of a machine. Taylor's “Scientific Management” approach reflects the
mechanical medel which is one of the Total Quality Management Models.

In the same period with Taylor M. Weber tried to conceptualize the most
rationalist structure by using his “Bureaucratic Organization” model, in which
there were human activities. He wanted to put forward the ideal way of an
organization. Weber’s model is a theoretical model which can be used in the
transition period from small scale enterprises to large scale enterprises. Weber
established this model on the basis of “authority”, “legitimacy” and “social
behavior” concepts (Kirgil-Arkis 1984:17). As a result, classical theory
emphasized totally the anatomy of formal organizations and the functions of
managers. The structures of organizations and the functions of managers were
taken into consideration in the frame of “functional rationality” concept which
15 valid in technological area. :

These approaches had good results under-the conditions of those times,
but by the time they caused some problems like estranging employees and
decreasing of employees’ loyalty. Some piece of research were made in order
to solve these problems. Especially Elton Mayo and his friends’® study at
Hawthorne Electricity Co Lt. put forward the importance of “the human being
factor in management” (Kogel 1995:45; Tolan 1985: 157-159). In other words,
the importance of Hawthorne studies is just due to the fact that they showed the
invalidity of “rational human behavior” or “economic human” concepts and the
necessity to evaluate human behaviors as social behaviors not as individual
behaviors.

According to the studies of E. Mayo and his team, it was seen that job
productivity of small teams got increase under every physical condition because
the relations within these teams were warm, sincere and unhierarchical. Moral
encouragements are more important than materialistic encouragements. By this
way, people work more enthusiastically and faithfully. It also increases the
quality and productivity. It is also possible to see that these studies are the basis
of today’s “Quality Control Groups™ and “Team works”.
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Weber’s “Bureaucratic Organization” approach and E. Mayo and his
team’s “Hawthorne Studies” can be given as examples for “Social Model”
which is one of the models in The Total Quality Management area. '

“Social People™ period began afier the “Hawthorne Studies®. In 1950s
“social people” or “human relations” approach was ended, “industrial
humanism® or “human being who realizes himself” period began (Kural-Arkis
1984:56-58). Here it is suitable to mention the “socio-technical system” concept
which is developed by the Institute of London Tavistock Human Relations and
the first general and systematic approach related to the business life quality. The
socio-technical system was coming into being as a new alternative organization
project for Taylor’s production organization and management, and for
bureaucracy which is increasing and defined by Weber together with the
development of the technology level and scale. This system proposed the fair
profit share among management, employees and consumers by developing the
business life quality to provide productivity increase.

2. Models Related to the Total Quality Management

Models related to the Total Quality Management can be studied in three
sections: AT

2.1. Mechanical Model

In this model, organization is seen as a machine and employees are seen
as the parts of this machine. Management is the commanding panel. While
planning job processes, mechanical organization is at the first step. Employees
are not allowed to have authority and all things that are ordered are ‘seemingly
applied. In this model, in which employees are not appreciated, the application
of Total Quality stays among the files (Ersen 1997:62). '

2.2, Biological Model

According to the biological model, organization is like an organism.
Brain is the upper management, employees are arms and legs. The-elements
which are out of the necessities of human physiology are not important in the
planning of job processes (Ersen 1997:63).

2.3. Social Model

Here organization is seen as a social unit. All employees have their own
ideas and aims. The success of management is._to provide ‘the ~reciprocal
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interaction among employees in order to reach at the general aims. Job
processes are planned for employees’ conscious participation. The most
important task among the manager’s basic tasks is to provide employees’
success feeling. Because employees are the most important source for
managers. To keep the performance of this source at the maximum level js the
success of management. The performance of the employees is maintained by
Open communication atmosphere, motivation in organization, participation,
which create the organization culture at the same time (Ersen 1997: 63).

. 3. The Ideas of Three Leading Authorities on Quality Who Were
Famous in the Total Quality Management in 1950s.

According to E. Deming who is an American quality control specialist
known all over the world, a participant management system - quality control
groups etc.- creates effective working conditions by establishing relations
among employees in a job, and also develops the quality and makes the
organization be objective (Bowman-French 1992:58). According to him, the
reason of the illness and the unemployment of American Industry are the faults
of the higher rank managers (March 1986: 180). Deming mentions that low
costs at business life, more happy people, more Jjob and better competitive
positions for enterprises can be created by developing quality.

J. M. Juran, another important figure on quality, defines quality as the
trust of users for the quality of product and/or service, they are the ones who use
the product or the service by knowing his own needs and his aim to use them,
Juran defends that higher level management has to have the whole leadership
and encouragement in order to be successful in organization.

Another famous autherity on quality is P. B. Crosby. Croshy’s message,
who founded “Crosby Quality College”, was for the managers; his aim was to
change their ideas and behaviors about quality. Generally quality is thought as a
concept which is difficult and needs high technology. But according to Crosby,
quality means the appropriateness for conditions; the product can be produced
with high technology, in other words, each product must meet its own quality
necessities (March 1986:188).

Managers should provide quality in order to compete with other
establishments. According to Crosby, if the quality is improved, then, total costs
will decrease and the firm will actualize an increase in productivity; so, he
defines quality as “free”. The aim of the improvement of quality is zero fault,
this can be achieved by prevention long before the last control step (Crosby
1979; 13
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As a summary, each authority agreed that the development of guality is
due to a team work. Managers and professions who emerge as new unit in
organizations have great responsibilities in determining the quality objectives in
organization, formation of the philosophy of quality, the precision of prameters,
training of employees and keeping them to participate in the programs.
Although each authority has his own program, similarities of their programs are
observed. Especially the common points of Deming and Crosby in the
improvement of quality can be expressed as the following;

Providing the management’s contribution, determining the objectives,
establishing the new quality philosophy, specifying the quality parameters,
improving the process, altering the system continuously, improving on-job
training, forming modern supervising groups, training the advisors, informing
any errors and problems created by employees without hesitation to the
management, removing the barriers of communication among the units of the
organization, organizing the quality teams and consulates and making them
work actively and properly.

4. Quality Control Groups (Quality Control Circles)

Some concepts and processes like “The Total Quality Management”,
“Quality Control Groups” or “Quality Circles” are based on studies done by
experts on motivation. Maslow, Mc Gregor, Herzberg and Mc Clelland are the
famous figures. These concepts were developed in 1960s in Japan. By using
above mentioned concepts, Japanese managers have increased the quality of
product and labour-power productivity (Yager 1982:2).

“Quality Control Groups™ are formed in order to improve the quahty in
an organization. They are also called “Problem Solving Groups™. Although they
are not obligatory, these groups as a Japanese management application have 4-
12 people who are volunteer employees/working people coming together in
order to solve problems related to the job and to offer the solutions to the
management.

The aims of these Quality Control Groups are to contribute to the
development of the establishment, to make the workplace lively, to increase the
respect for human and to make use of the labour-power’s skills (Ishikawa
1980:21). Shortly, the application of Quality Control Groups is to unify working
people and the organization by increasing their devotion to the _]Ob and working
team.

- In fact, Hawthorne Studies are the application of Quality Control: Group
and both of them have similar philosophy. Lack of relation among people in &n
organization, monotony, employees’ indifference for their organizations and
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feeling invaluable in their organization decline the productivity. In order to
prevent these problems, a better working condition for employees should be
created. Being in a group, feeling of belonging to a group are important human
needs. Voluntarily participation gives opportunity to continuous and long-term
relations and makes the group members participate in decisions. Here there is a
continuos relation with the management. By this way, unification of
management-worker in order to reach at the establishment’s objectives comes
into being.

Shortly, in Quality Control Groups, employees take their own decisions
about their own subject and they have close cooperation with the management
to apply these decisions. Work-groups meet the employees’ needs and they
cause {0 unite people at the very low rank and the management. In this way, the
unification of formal organization and social organization is actualized.

Quality Control Groups can be applied not only in industrial enterprises
but also in all areas like higher education and health services. Total Quality
Management anticipates that universities analyze accurately their weak and
powerful points, put forward clearly the opportunities and dangers for
themselves and determine their goals to increase the quality in this direction.
Deming’s principle “constancy of purpose” has been accepted as the most
nfluential principle for organisations to keep up with the changes and to
compete (Bonser 1992). Mathews (1993) explains that the university
management and the quality management come accross at four points: details,
operation, general management, education and researching. When the
universities apply the Total Quality Management, they will play an effective
role in science and country’s development by getting hold of dynamism through
carrying out a mission which cannot be fulfilled by other universities.
According to Ozcan, by the application of the Total Quality Management
philosophy to health services in Turkey, it can be transmitted into the
recognition step for the solutions of hitches by analyzing the present condition
of the health system which has a complex structure and a dead end. In other
words, quality in services, employees® satisfaction and motivation, flow in the
decision mechanisms, documentation of information systems, working of
communication mechanism, patients’ pleasure, development of team soul and
team work, and the most important one, economical profits gained in terms of
“public interest” will be provided by the application of the Total Quality
Management system to hospitals ((Ozcan 1996: 14).

4.1. Some Technigues Related to Quality Control Groups

The aim of forming Quality Control Groups is to determine the problems
and to solve them. So, techniques related to this subject are brought forth with
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the Quality Control Groups activities. Some of these techniques are as the
following: Brain storming, data collection, data analysis, pareto analysis, cause-
result analysis, histogram, etc. Here only bramstormm , pareto analysis and
cause-result analysis will be handled. !

4.1.1. Brainstorming Technique

This technique is a process which is planned carefully to produee ideas,
avoiding untimely evaluations. This process is a discussion which is not limited
and realized at a condition in which new ideas and approaches related to the
solutions of the problems have come out. Brainstorming overlaps with “Group
Discussion without Criticism” which is one of the experimental techniques
applied in “Small Groups Sociology”. Group members are expected to express
their opinions about the solution of two problems, as they feel them and without
any fear of being criticized. With the application of “Brainstorming Technique”
effectively, the group will get more powerful and attain itself-trust (Prokopenko
1992:180). “Brainstorming Technique” helps a lot in the process of problem
solving, enables the integration among the group members in the meeting
environment which is formed by the technique, helps for a collectively
performed work by eliminating such problems as interpersonal strife.

The rules for the efficient usage of Brainstorming are as the following:

- The leader should make brief reminders about the rules in each
meeting. The members should be encouraged and supported. The
atmosphere of the meeting should be relaxed provided that it should not be
beyond the purpose of the meeting. The ideas which are put forward during
the meeting should be written on a chart board by the leader, none of them.
being excluded. At this stage, it is important that as many ideas as possnble-
should be let to emerge (Arkig-Kirgil 1990:62).

- No positive or negative criticism should be done during the meeting.

- If the members go out of the cdritext of the meeting, the main s;ub_]ect
should be returned by projecting such questions as Who, What, Which,
Where, How and Where, in order to maintain the flow of the meetmg agam

- Members select with their votes one or two ideas to get them exammed
thoroughly (Prokopenko 1992:181). These ideas are made use of in the
solution of the problems. ~
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4.1.2. Pareto Analysis

“Pareto Analysis” is named after the Italian economist Pareto who has
attracted attentions with his principle also known as the 80/20 principle which
suggests that the 80% of the result is attained with the 20% of the input effort.
Since the Pareto analysis concentrates attention on the few important subjects or
problems, and since it helps for the determination of priorities, it is a useful
research for efficiency analysis. This principle of the analysis is being used in
various production and management areas such as marketing, quality control,
stock analysis, purchasing, sales analysis, and waste minimising procedures
(Propenko 1992:160).

4.1.3. Cause and Result Analysis

After brainstorming, selecting the problem and narrowing the limits of
the problem by making Pareto Analysis, the reasons of this problem should be
determined. The classification of the problem reasons under certain titles and
showing their interrelations is a more productive way. It is useful to draw a
cause-result chart for revealing reasons like this. While drawing this chart,
firstly the problem is written at one side of a large paper in a frame, then a line
is drawn on top of this frame in order to write the reasons of the problem, then
titles of four main reason groups are written in separate frames on top of the
previously drawn frames and they are attached to the biggest line drawn firstly.
After this procedure, group members determine the possible reasons in these
main groups by brainstorming. Each reason expressed by each member
appropriately in accordance with the brainstorming rules is written in the
suitable group. After writing all reasons, 3-4 ones seeming more valid are
selected with votes. The leader counts the positive votes by tackling each
reason, each member can vote for every reason those s/he wants. Several
reasons that take the most votes are separated from the others by putting into a
frame and they are voted together. This time each member votes Just for one
and the most valid one is selected (Arkis-Kureil 1990:69-71).

3. Management of Haman Resources

In recent years, developments in management area, specifically in the
Total Quality Management, have changed organizations; individual studies and
successes of units in classical organizations have left their places to “team
work” understanding. Organizations have become more simple, hierarchical
steps are decreased as much as possible. In this frame, modern “Human
Resources Management” combining the future of organization with today’s
individual - group work relations and system has come out. Human Resources
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Manaoement should prov1de change in management by Constructmg a dyndmic
structure in the organization (Ersen 1997:101). Today Human Resources
Management is considered as “Change Management”. '

In this context, it is thought that Human Resources Management is a
complementary element of Total Quality. Organization should work in
coordination with human sources unit while planning the total quality politics
and they should determine these politics together. For, the employees of an
organization are the ones who will develop the quality of the product. While -
providing the Total Quality improvement, basic politics should be formed about
education, communication, present behaviors and manners, efficiency studies
and analysis used in planning and structuring of the performance management
programs. All of them are among the tasks of Human Resources Management
(Ersen 1997:55). o |

The productivity of an organization goes parallel with the sum of
qualifications and skills of employees Human Resources Management has the
greatest responsibility in increasing the qualification of the employees. If the
organization does not take care its employees, whatever high technology it has,
it has to accept the high cost stemming from the badly usage of the equipment.
On the other hand, being fair of all thc systems in the organization, showing
respect to the ideas of the employees, ameliorating the workplace conditions,
social and cultural activities, open communication, sensitive high rank
management are the factors that can make inside-clients (employees) happy and
productive. The relation between productivity and quality production is also
valid in the relation between inside client and outside client. One of the
approaches that should not be forgotten by organizations is “the happiness of
outside client is based on inside client’s happiness”. Human Resources
Management is active in all kinds of studies on the inside clients. In order to
establish the inside client - outside client link, it is necessary for organizations
to prepare Total Quality and human sources politics for the same purposes in
parallel with each other (Ersen 1997: 71). -

The Total Quality Management is also applied in banking as well as other
fields like industry, military services, high education and nearly all other areas.
The Ottoman Bank can be given as an example. In an interview with Aclan
Acar, the general director of The Ottoman Bank, using the word “team”
continuously, defines the mission of The Ottoman Bank as making “employee,
client and shareholder” triple coexist at the minimum common points,
establishing and keeping a structure in which the satisfaction of this- triple is
provided for a long time and in a balanced way. Whlle mentioning the most
important factor in service sector as “human resource”, Acar also says that “the
human resource of an establishment” is the most outstanding factor which
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separates the establishment from the others in the last analysis, in spite of the
increasing importance of technology (Hiirriyet- Insan Kaynaklari 1998:1). The
most important investment on human resource is education. There are two types
of education given at the Ottoman Bank: education for improving job
knowledge, education for interpersonal improvement.

Acar explains the new structuring at the Ottoman Bank as the following:
“We train our personnel as to work in a team; we transfer the bank into a
structure in which a group of people work as a team and have common interests.
The basic idea of the change at the Bank is a team work having “we”
CONSCIOUSnEess™.

As in the above example, it is emphasized the importance of team work
and education given to the human source of banking by the applications of The
Total Quality Management at the Ottoman Bank in order to compete with the
other banks and to be the leading one in the sector.

6. The Importance of Communication in the Total Quality
Management

Communication is the basic procedure providing individuals’ and
organization’s harmony and interaction with other people and organizations in
the system. In short, communication is a mean to provide human-human,
human-organization and organization-social system relations. Moreover,
communication is a procedure of transition knowledge and understanding from
one individual to another (Ersen 1997: 130). There are & elements in
communication:

Message: Sent knowledge, demand, need, expectation, result,
satisfaction

Sender: The person who sends the message (client or personnel)
Channel: The way of conveying the message (sign, written or oral)
Receiver: The person who receives the message (clients or employees) -
Feedback: Sender’s perception

Environment: Factors which effect sender and receiver of the message

6.1. Organizationzal Communication
Organizational communication is a way of communication which is

realized in terms of certain rules in order to provide the control of taking
decisions, education, evaluation, flow of information, coordination, which are
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all necessary for product:on and management process to reach at the goals of
the organization. :

The functions of the organizational communication can be ordered as the
following; : ‘

¢  Organizational communication is a basic sub- system to coxmect the
employees and units in an organization.

» Organizational communication is message dealings done by the

_ individuals and groups in an orgamzatlon in parallel with the common goals
* of the organization.

o Organizational communication may provide a healthy knowiedoe
dealing with the outer world and the organization.

e Organizational communication is the most important mean of the
organization management. Planning, coordination, decision-making,
motivation, providing control in the organization necessitates organizational
commniunication.

¢ Organizational communication has an important role in determining
the hierarchical steps and establishing the authority.

e Organizational communication plays an important role in
constructing the relations among each small group of employees in the
organization and the whole organization.

® Organizational communication helps the amelioration of the
industrial relations among organizations, the regulation and improvement of
the employee-employer-syndicate relations (Ersen 1997:132).

Productivity and quality can not be obtained without good
comiunication and human relations in an organization.

On the other hand, there is a close relationship with the communication
increase and democratization of the management. Communication channels
have two directions; bottom-up and top-down. A well-organized
communication network in an organization is incentive for both managers and
employees.

Although quality " control groups seem as small groups working
separately, they communicate with other groups through their leaders.

Another fact about communication is its effect on change. Changes in
management systems go parallel with the communication increase and the
improvement of technology.
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. 7. Applications of the Total Quality Management in Turkey

The Total Quality Management in Turkey began with the application of
Quality Control Cycles in some enterprises in 1983. The second attempt about
QCC was realised in 1988. A study done in 1989 reveals that there were 23
enterprises having 168 circles and these enterprises were among the biggest 150
industrial establishment of ISO.

According to this study, these enterprises applied these Quality Control
Circles for the following reasons:

- To improve the team soul among their employees (86.96%)
- To decrease the unquality costs (68.87%)
- To solve communicational problems (52.17%)
- To create a participation condition for the personnel of management
(34.78%)
- To complete the efforts of re-structuring (17.39%) (Diiren 1990: 119-
120).

Turkish companies who could not withstand the competition stemming
from globalization and big companies of foreign countries, who tried to pierce
the quotas, began to merge in terms of their common benefits, Turkish
enterprises who merged especially with Japanese and American enterprises
began to learn the basic principles and applications of the Total Quality
Management by the help of their partners. For example, Lassa which is a
holding company of Sabanci changed its name as “Brisa” by emerging with
Japanese Bridges Stones Company. Brisa who applies the Total Quality
Management techniques gained the TUSIAD-KALDER quality reward in 1993
and the European Quality Reward in 1996 (Ozevren 1997:31). This is a good
example showing the applicability of the Total Quality Management techniques
successfully in Turkey.

The intensive application of ISO 9000 system standards since 1989 in
Turkey, is another fact which supports the Total Quality Management in our’
country. ISO 9000 is a useful application in terms of firm’s gaining
consciousness of a standard system, who have difficulties in meeting the
clients’ expectations changing all the time. This application is a client oriented
study which guarantees a system to produce the qualified products that the
client demands (Ozveren 1997: 32). But it is not a prerequisite for the
transmission into the Total Quality Management at a firm.
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The Total Quality Management in Turkey has been applied mostly at big
firms and international firms having foreign partners. On the-iether hand, the
main aim is to attain this application to small and medium scale firms.

8. Advantages of the Total Quality Management
With the application of TQM, a quality consciousness has been occurred
and people have begun to research better and more beautiful things. Especially

by the help of ISO 9000 studies, a quality system has been established at
enterprises.

On the other hand, productivity and activity studies af enterprises existing
for a long time get rapidity and become being done more consciously.

The client’s satisfaction has gained importance.

Factories have become more clean and neat.

Inside and outside communication of firms have increased. Gaining
importance of communication has necessitated the establishment of the

information flow network.

With quality management, new management, control mechanisms and
new organization structures have been established.

Procedure management has gained importance.

Lucrativeness and depending on this, ability to compete has mcreased
Enterprises have inclined to be the leader of the world.

Academic studies have gained importance.

The personnel have become more productive, willing fo participate,
creative and renewals.

The idea of team work has been enforced by the quality management
participatory management applications have begun. :

Self-control has gained importance, mdmduals have begun to self
criticize (Ozevren 1997: 33) = cu

v phe

e el S e T i 3 s
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Conclusion and Suggestions

Stephen R. Covey says that “the perfectionist movement completed its
period, now the goal is to be an establishment known all over the world™. It is
necessary to develop qualified organizations in order to survive in a competitive
environment of the rapidly changing business world. :

Consumers -of 1990s are getting more consciousness, attempts to
purchase the qualified products and services at a reasonable price have become
more dense; conditions of business life have been developing very rapidly;
employees can express themselves more freely and talk about the firm’s
problems about working conditions and wages in both in-organization cycle-
type groups (quality control cycles) and at syndicates without hesitation. On the
other hand, it is difficult to say that traditional management understanding has
been disappeared totally together with these optimistic relations. But it is a truth
that this revolutionary approach to the quality is widening in the world.

According to the modern organization theories, organizations which are
sufficient for themselves and think of long-term profit can be more successful
in today’s world. Another important point is that organizations should not pay
attention to the result but the procedure itself. This approach will bring also the
" continuos development and profit. Besides, factors like the coordination of
human sources, team work, responsibility etc. can be overcome by this
organizational approach. (Saraph and Sebastian 1993:6).

In the application of the Total Quality Management, human and
technological views are together: human sources are important, the base is the
humanization of the job. The improvement of the quality of business life serves
for the improvement of both the enterprise and the government. The quality of
business life has been gaining importance day by day as a system having
economical, social and psychological qualifications. Here, efforts for making
working conditions and environment suitable for human, meeting the
employees’ economical, psychological and social needs, desires and demands,
decreasing the problems stemming from business life have been gaining
importance. S

In order to continue the applications of the Total Quality Management
successfully and permanently, some rules should be obeyed. Ralph Bettman’s
suggestions(Bettman 1993: 105-107) related to the subject are as the following:

High and middle rank managers’ participation should be provided in the
Total Quality Management applications. Employees should be informed about
the functioning of the organization. Everybody who completes their quality
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training programs must be given the chance to participate in quality control
groups. Quality Confrol groups must be motivated. The practice of quality
control groups must be appreciated as a cultural transformation, If the behaviors
of the employees are to be changed, the environment in which they work must
also be changed. Successful organizations accept quality as a long-term
strategy; at this point, it is of essential use that the employees accept the concept
of continuos change as a routine of their work. :

Despite the fact that Quality Control Groups having tasks like increasing
the'quahty, guessing the organization problems and solving them, job-training,
increasing the motivation of employees, supplying the manager-employee:
harmony, realizing the in-organization communication and participation  are
practiced in big-scale enterprises, they also have some advantages that
confribute to the success of the practice, as they could be effective for the
authorities of the small-scale managements. The most obvious disadvantage of
small-scale managements against big-scale ones is that they have difficulties in
competition in respect of quality as they make use of a more retarded
technology. Their greatest advantage, however, is that they do not have rigid
and limiting bureautratic structures as opposed to big-scale enterprises. The
distinguishing specification of small-scale enterprises is that they neither have
an expert team to apply quality control techniques, nor a department to actualize
quality control function. For this matter, Quality Control Groups is ‘a more
suitable method for small-scale enterprises (Kirgtl 1987: 10-11). Small-scale
enterprises, which do not have the financial possibilities that big-scale
enterprises do have, can put into practice Quality Control Groups by making use
of the advantages of their human sources and the structure of their organization,
so that they could increase the productivity of production duration and: the
quality of their products.

There are some people who liken the Total Quality Management
applications in Turkey to sowing seed on a barren ground. If there is a negative
situation in Turkey, it is necessary to widen the Total Quality Management
applications whose basics are to arrive at zero-fault, correct the mistakes, faults
and wastes. Some suggestions can be put forward for the creation of quality
consciousness and widening The Total Quality Management studies as the
following;

The studies of the Total Quality Management should be spreaded even to
the lowest units by beginning from the highest rank as widening of the politics.
State, media and voluntary groups should work in cooperation in order to raise
the quality consciousness among’ politicians -and statesmen-about the Total -
Quality Management. Universities have important place in the matter of quality.
Universities should apply the Total Quality Management firstly at their own
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establishments. There is a great mass of waste and irregularity in Turkey not
just due to the lack of source but the lack of quality consciousness. Sirategies in
order to prevent this prodigality should be determined (Ozevren 1997:37).

The improvement of the Total Quality Management in Turkey depends
on the quality consciousness of high rank managers. The manager should be the
leader in the Total Quality Management. S/he can combine the knowledge,
experience and skills of the employees with the inside and outside clients’
satisfaction. S/he should establish and operate all the systems for this purpose.
S/he should create a safety and cooperative environment in the organization.
S/he should give importance to team and group work and help the employees to
improve themselves. S/he should be open to the new things and take care the
ideas of the employees and put them into practice. S/he should take care all the
works done by everybody in the rank from the unqualified workers to the
manager.

Another point is that s/he should give importance to in-job-training in the
frame of a program in the organization. The given education should change the
behaviors and the learned things should be applied in the organization. Every
enterprise should keep a separate budget for the Total Quality Management. The
Tatal Quality Management should be applied not only at the production level
but also at all units and at all levels. It is also important that the sub-structure
should be established in order to apply the Total Quality Management. As a
result, the economic development of Turkey depends on the creation of the
quality consciousness among all people and enterprises. Its prerequisite is
education (Ozevren 1997:38).

References

Bettman, J.B. (1993), “Is Your Quality Program Dragging?”, Quality Progress, Oct,
pp. 105-107,

Bonser, C.E. (1992). “Total Quality Education”. Public Administration Review, 52:5
Sep./Oct. 1992, pp. 504-512.

Bowman, J. and French, B. (1992), “Quality Improvement in a State Agency Revised”, -
Public Productivity & Management Review, Vol. XVI, No:1, Fall, pp. 53-64.

Crosby, P.B. (1979), Quality is Free, New York, Mc Graw Hill Company.

Diiren, Z. (1990), Isletmelerde Kalite Cemberleri, [stanbul, Evrim Basim Yaym
Dagitim.



1.0. iktisadi Idari Bilimler Fakiiltesi Dergisi 2

Ersen, H. (1997), Toplam Kalite ve Insan Kaynaklar1 Yoénetimi {liskisi - Verlmh ve
Etkin Olmanin Yolu. Istanbul, Sim Matbaacilik.

Hiuriyet-Insan Kaynaklari (12.7.1998), s.1.

Hian, C and Einstein, W. (1990), “QWL: What Can Unions Do?7”, Sam Advanced
Management Journal, pp. 17-22.

Imai, M. (1986). Kaizen, New York, Mc Graw Hill Book Company,
Ishikawa, K. (1980), “Quality Circle Koryo”, Tokyo, QC Circle Headquarters, Juce.

Incir, G. (1991), “Cahsma Hayatinin Kalitesinin Gelistirilmesi”, ODTU-MPM 3.
Ergonomi Kongresi, Ankara, MPM Yaymlan, No:441.

Kir¢il, O ve Arkis, N. (1984), Yonetim Uygulamalarinda Kiiltiirel Faktsrierin
Onemi, Ankara: MPM Yayinlari 300.

Kirgil, O. (1987), “Kiigiik Isletmeler ve Kalite Kontrol Gruplar”, Verimlilik, Ankara,
MPM Yayinlan, Cilt 16, Say1 11.

Kogel, T. (1995), Isletme Yéneticilizi, Yonetici Gelistirme, Organizasyon ve
Davranis, Istanbul, Beta Basim Yaymcilik,

Likert, R. and Likert, 1.G. (1976), New Ways of Managing Conflict, New York, Mc
Graw Hll Book Company.

March, A. (1986), “A Note on Quality: The Views of Deming, Juran and Crosby™,
MA: Harvard Business School Case Study.

Mathews, W.E. (1993) “The Missing Element in Higher Education”. Journal for
Quality Participation. 16:1, Jan./Feb. 1993, pp. 102-108.

Morgil, O ve Kiigiikgirkin, M. (1995), “TOBB’nin Saghkta Toplam Kalite Ynetimine
Bakes”, L. Basamak Saghk Hizmetlerinde Toplam Kalite Yénetimi, Ankara,
Haberal Egitim Vakfl, 5. 29-37.

Ozevren, M. (1997), Toplam Kalite Yénetimi - Temel Kavramlar ve Uygulamalar,
Bursa, Alfa Basim Yayim Dagrtim.

Ozcan, C. (1996), “Deviet Hastanelerinde Toplam Kalite Ydnetiminin
Uygulanabilirligi” (Der. Mithat Coruh), Saghk Hizmetlerinde Toplam Kalite
Yonetimi ve Performans Olgiimii, Ankara, Haberal Epitim Vald, s. 9-15.

Prokopenko, J. (1992), Verimlilik Yénetimi: Uygulamazh El Kitabi, (Cev. O. Baykal
vd), Ankara, M.P.M Yayinlar1, No 476.



22 Giilay ARTKAN

Saraph, J. and Sebastian, R.J. (1993), “Developing a Quality Culture: Quality
Progress”, Bizden Haberler, Istanbul, Kog Yayinlar.

Taylor, F. (1947), Principles of Scientific Management, New York: Harper and
Brothers Inc.

Tolan, B. (1985), Toplum Bilimlerine Giris, Ankara, Gazi Universitesi Yayinlari,
Yayin No:48.

Yager, E. (1979), “Examining the Quality Control Circle”, Personnel Journal, Oct.,
pp. 682-85. -



