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The contents of the article

This article reviews the current state of total ljyamanagement by
describing how it has been implemented throughoga&risations worldwide, and by
showing how successful it has been (from the ewidesf statistical research). The
authors draw on points that demonstrate that oaiyigd TQM has been achieved in
most organisations, and explain this as the rettsanTQM has not been successful
in the majority of organisations. Yong and Wilkimspresent various factors as being
obstacles in achieving total TQM.

Underpinning the majority of the article is the wament that lack of
commitment, action and responsibility, from allrsieof the workforce, has led to
problems when TQM has been implemented. In additothese factors, Yong and
Wilkinson also argue that; high labour turnoveifual issues and barriers created by
quality certification and measurements issues halge proved problematic for
organisations that have been trying to embracéshdaoality management approach.

This paper therefore examines to what extent trU@MT has been
implemented. The authors put much responsibilityooganisations and managers
who implement piecemeal TQM because they want éasshort term solution to
problems, whereas they argue true TQM will takeryéa be fully implemented.

Strengths and Weaknesses

Yong and Wilkinson demonstrate satisfactorily howficllt true TQM is to
implement, and they do so using many different gamand statistics. The writers
document well the current state of TQM, and whemgl®o helpfully discuss what
true TQM is. Yong and Wilkinson are realistic lmetr view of TQM unlike many
who write on the subject and they don't portrayvemny writers of TQM do, that the
management technique is always successful. Ortleeoimajor criticisms of TQM,
given by writers such as Kanter (1985) has beenittiea very difficult in practice to
implement, and this article recognises this fact.

Although the writers acknowledge the difficultieadaproblems with the
implementation of TQM, they do not draw upon al&ive solutions to TQM. Yong
and Wilkinson falil to critique that actually totglality management is not appropriate
for all organisations in all circumstances. Orsuésthat is clear is there isn’t a ‘one
fits all’ solution to all management problems; heeeYong and Wilkinson seem to
indicate that TQM is the only way forward for orggation. The writers highlight
areas that can be obstacles in achieving TQM, buttccome to the conclusion
therefore that TQM is not for all organisationsstead they lay the blame with the
managers’ way of implementing TQM, not actually theory and model of TQM
itself. However, if TQM is near impossible to impient in most organisations, then
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it's reasonable to assume that TQM as a managemahl| isn’t necessarily the best
or even a good practice to implement.

Yong and Wilkinson do suggest that complete TQMIlenentation is in its
decline, and this is supported by what Gill and tti#i(1993) wrote that TQM is ‘at
the end of its honey mood period’. This idea idrse, and this article really enforces
this because it shows so clearly how many diffieglbhave been encountered through
TQM. It appears that managers are beginning taa#lgt realise and see
comprehensively that TQM isn't actually the answer all their organisational
problems, indeed potentially it could be the bemjigrof many.

On balance this article doesn’t criticise TQM ifsddut it criticises partial
TQM that has been implemented in most organisatiofeng and Wilkinson see that
it has been partial TQM that has led to the derafseue TQM. This is a reasonable
assumption, and is supported by many authors. b@nns1979 suggested that quality
is free, and high quality actually costs less. Bugre is a degree of uncertainty to
what exactly total quality management is. Yong &vitkinson write that TQM has
developed beyond the expectations of its found@®wsthaps as TQM has developed,
additions to the theory have been made, and ittaged away from its one founding
core principle, so now ‘TQM’, is more than just tonous improvement, as now it
often involves and is closely associated with bemetking, training, flexible
manufacturing, empowerment of employees etc. Pe#died this ‘balkanisation of
TQM’ (1994).

Another problem with this article is what exactlpng and Wilkinson mean
by the word ‘quality’. The authors seem to metge ¢oncept of ‘quality’ and ‘TQM’
together, as if to suggest there isn't quality esléhere is a TQM program in place.
TQM isn’'t the only way to ensure that quality isgemined throughout an
organisation. Yong and Wilkinson do not documéet positive effects that auditing
can have, and don’t pay enough attention to howitgueertification can actually
work hand in hand with TQM philosophy to createabent quality standards within
an organisation. Contained in the paper is referenade to a study made by Powell
(1995) which found that some companies were suftdegdthout a formal TQM
programme. Yet Yong and Wilkinson suggest the aeabese organisations were
successful was because they had already acquicedimpiemented TQM resources
as part of their own management plan. Yong andkwdbn seem to be of the
persuasion that any organisation that proclaimdityuaust be some way related to
the umbrella term ‘TQM’, which isn't correct.

Within this article, Yong and Wilkinson criticiseuie heavily quality
certifications, mentioning the limitations of IS@Q® and BS 5750. Although there
are clearly problems associated with the qualityifagations, there are also obvious
positive aspects, but Yong and Wilkinson make adgumint that the quality measures
should not be seen as a means in themselves. isTtiige, and has been a pitfall to
some organisations.

The central weakness to this essay is that themsrdo not refer to any other
management theories except TQM. Yong and Wilkinsbauld not nitpick that
companies only take parts of the TQM philosophyaamt, because after all there are
SO many management theories about, that it islogigal that managers only seek to
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implement parts of TQM programme that will bendfieir organisation. Yong and
Wilkinson don’t seem to appreciate that TQM isntiitable or sustainable for
implementation in all organisations which explaivtsy only ‘partial’ TQM has been
chosen to be implemented in many organisationsngYamd Wilkinson seem to think
that companies who apply partial TQM are tryingatdhieve complete TQM, when
realistically this is not at all the case.

The writers do not sufficiently explain the corederlying problem that goes
beyond TQM, or indeed any other management solusooch as BPR or downsizing
etc. This is the fact that TQM and other managenechniques have not been as
successful as many thought they would have beenause they are merely
management ‘fads’ (Grint, 1997). Hence, managave lthosen to take the best parts
of recent ‘fads’, and use them within their orgafisns, instead of adopting fully
every part of the programmes proposed by top manege‘Gurus’.

Yong and Wilkinson fail to discuss why TQM has b@aeoso popular and why
it has developed to the status it has now. Gr®97), states that every year on
average one new management fashion emerges analiech that the main reason
the majority of managers implement TQM or otherhstiads’ or ‘management
trends’ is because they see other companies dpiagd so they follow suit as they
don’'t want to miss out on an opportunity to possibhdically change their
organisation in the vain hope it will have dramgiusitive effect.

Nevertheless, the paper does manage to show, wactdrd have lead to
prohibiting total TQM programme being implementedhese factors are largely
related to the way in which much of modern day eestmanagement is focused on
short term goals and outcomes, and so this ha® ledl scale TQM programmes not
being enforced because managers do not have tgedam vision which is required
to change an organisations culture (Watson, 2002).

Yong and Wilkinson outline clearly that many managen western
organisations are motivated to find short term ohs to organisational problems.
Unfortunately, Yong and Wilkinson did not then @l this conclusion up with
suggestions of how, management solutions other TieaM, such as BPR can have
positive effects on issues such as quality and eyegl moral. As highlighted earlier,
the core failure of the article is that other maragnt techniques are not well
documented. Once the writers had identified thatgbat many organisations want
to see short term solutions; a ‘zap’ approach ablems, they should have discussed
other techniques other than TQM, or indeed parfi@QM. Business Process
Reengineering (BPR) for example, has proved sufidegs many organisations.
Hammer and Champy (1993), the grandfathers of BfeRyed it as ‘the fundamental
rethinking and radical redesign of business praesso achieve dramatic
improvements in critical contemporary measuresesfggmance such as cost, quality,
service and speed.” Yet BPR along with other tephes were not mentioned in this
paper, and although this paper was intended taiateakhe current state of TQM, it
would have been useful for the authors to have evetpTQM to other management
techniques such as BPR, so as to clarify how TQMpares with other management
‘fads’ and ‘fashions’.
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Conclusion

This article does help advance the knowledge andenstanding of the
implementation of TQM within many organisationsdagd The paper clearly shows
what have been the barriers to the full implemémabf TQM and why ‘partial’
TQM has been realised in most organisations. Kngwhe barriers to the full
development of TQM enables organisations to be tbledge whether it is worth
implementing a full TQM programme.

Yong and Wilkinson show that full TQM programmesjuge many years to
be developed, and thus, managers who try to implie®M as a means to finding a
quick solution often fail to develop a TQM philosgpwithin their organisation, and
so completely miss out on what TQM actually is.

Although this article has added knowledge and uwitdading to how
effectively TQM is being implemented in organisasp it does not expand the
readers knowledge on other management techniqiemg and Wilkinson don’t
explain sufficiently well, why TQM has become sgptar, and don’t identify what
has been the reason for the rise in success of p@idrammes. The concept of
TQM being a management ‘fad’ which is coming to #rel of its life, hence the
reason why TQM implementation is becoming lesscéiffe, is not dwelt upon in
enough detail. Many critics of management ‘fadgluding Grint believe the key to
popularity of management trends is not the treselfit but what attracts managers to
the ‘fads’ is actually change in itself. Indeedir®rcrudely states that he thinks
managers have a ‘fetish’ for change (Fuzzy Managent997, p35). Yong and
Wilkinson and have shown there is a decline in ititerest in TQM, and in the
effectiveness of it, so perhaps one can conclude tthis has been because other
management ‘fads’ such as BPR have replaced TQMha&seading theories in
management.

Even though TQM is seen as by some as a ‘fad’, YamyWilkinson do show
how it has been successful within some organisstioAnd so, this article perhaps
suggests that in fact TQM, isn’'t merely a passifagl’* that has been a failure, but
actually its implementation within some organisasidchas been a success. Yong and
Wilkinson say that the problem with TQM implemerdatnow is that the majority of
managers who are trying to implement it are marsagéth short term objectives to
see improvement, and hence the reason why sustaiimabeases have not been seen
in performance. And so the writers more-a-lestestiae reason TQM hasn’t been
successful in many western organisations as besnguse of the way TQM has been
introduced; the way it has not mirrored how TQM ksrmwithin Japanese Car
Manufacturing plants such as Nissan or Toyota.s Hniicle is helpful because Yong
and Wilkinson also show how ‘TQM’ has moved frons ibrigins, as it now
incorporates many things, including JIT, QualitydBs, Empowerment etc. TQM
has moved away from being a continual improvememtopophy to meaning
something different, a theory which now involvegiwas additional efforts. It is
perhaps these extensions of TQM that had ‘muddiedatater’, and prevented pure
TQM being implemented as it has become so much riwaa just continuous
improvement. Perhaps is the fault of Gurus whaehaed to present ‘new’ ideas, by
building on previous theories and ideas.
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From coming out of this article, we can see tha@KT has become a very
wide title, and the definition has become very broarhus, research that has been
carried out on TQM is ambiguous because therevisya uncertainty as to what
TQM exactly entails. Even though this is the caseng and Wilkinson have
presented different research findings well, angjigsen the reader a variety of results
to consider. Although the writers have done thatlwong and Wilkinson don't
look in detail into why TQM has been implementedd avhy there is a need within
organisations for change, and how exactly TQM aamelit organisations.

So in conclusion, this article does well in expaigdknowledge on TQM as an
improvement theory and identifies reasons why TQMgpmmmes haven't been
successful. This is useful as Yong and Wilkinsgentify what areas are likely to
cause problems when TQM is implemented, howevarréutesearch in this field
could include how organisations have overcome thesstacles (Morris, Haigh,
Kanji, 1994), as this would be of more benefit thaerely stating the problems
associated with TQM.

As mentioned earlier Yong and Wilkinson could haeeked at other
management ‘fads’ and could have documented to extaint TQM has been more
successful. Even though it is useful to see impmments TQM has made within
organisations, it is better to be able to compaee éffects of TQM to different
management techniques so as to gage how TQM stgadsst techniques such as
BPR or outsourcing.

Because there are so many critics of managememtiteees and management
Gurus, (such as Gill and Whittle or Grint), it mportant to know to what extent
TQM and other techniques have proved effective iwitrganisations. Grint argues
that ‘BPR and TQM are accepted and regurgitatedbecause they may be evaluated
as objectively ‘good’ ideas, but because they aamshibnable ideas’ (Fuzzy
Management, 1997, p44). As TQM fades out of fashibwill be interesting to see
to what extent the philosophy is maintained withiganisations that adopted it, and it
is this which will prove, whether or not, total disamanagement is really a ‘fad’, or
if it is an objectively good idea.
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