Chapter 10

John S. Oakland

TQM starts at the top.
(John S. Oakland, 1993)

V.
# KEY LEARNING POINTS

John S. Oakland’s definition of quality: quality is meeting the customer’s requirements.

Key beliefs: quality is the only issue; quality from the top; errors can be prevented; quality is
an organization-wide issue, quality involves everybody.

Principal methods: ten points for senior management; EPDCA cycle; TQM model; quality
function deployment.

INTRODUCTION

John Oakland is executive chairman of Oakland Consulting plc and was previously Professor
of Total Quality Management and head of the European Centre for Total Quality Management
at the University of Bradford Management Centre in the United Kingdom. Oakland is consid-
ered by many to be the British guru of quality. His practice is internationally based and he has
provided substantial support to the development of quality in the United Kingdom, particu-
larly to the quality initiatives of the government there.

Oakland’s early industrial career focused on research and development and production
management. He holds a doctorate, is a Chartered Chemist, a Member of the Royal Society
of Chemistry, a Fellow of the Royal Statistical Society, a Fellow of the Association of Quality
Management Consultants, a Fellow of the Institute of Quality Assurance and a Member of the
American Society of Quality Control.

The approaches used by Oakland and his colleagues in Oakland Consulting plc are essen-

tially pragmatic and have apparently been used in thousands of organizations.
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10.1 PHILOSOPHY

The philosophy underpinning Oakland’s view of quality is perhaps best shown in the emphasis
he places on its importance, saying, ‘We cannot avoid seeing how quality has developed into
the most important competitive weapon, and many organisations have realised that TQM is
the [sic] way of managing for the future’ (Oakland, 1993: preface). Through this statement,
Oakland gives absolute primacy to the pursuit of quality as the cornerstone of organizational
success. While it can be agreed that organizations which do not achieve quality in the contem-
porary environment will probably fail in the long term, it is more difficult to accept the concept
of its absolute primacy. Although quality has strategic implications (as discussed in Chapter 2)
and is a strategic issue, it cannot be accepted that it is the only strategic issue.

The concept of Total Quality Management (TQM) as the way of managing for the future
does, on the other hand, have considerable value. If TQM is thought of as a way of managing
(as seen with Feigenbaum’s work), rather than an added extra, then other management philoso-
phies, methods and tools must be subsumed within it. This idea reinforces Oakland’s view that
‘quality starts at the top’, with quality parameters inherent in every organizational decision.
He emphasizes seven key characteristics of pursuing TQM (Box 10.1).

First is Oakland’s definition of quality: quality is meeting the customer’s requirements. This defi-
nition is simple and very hard to disagree with as it emphasizes that quality is a characteristic
or attribute defined by the customer, not the supplier. Oakland also stresses the importance
of the quality chain. He emphasizes the internal supplier—customer relationships, stressing in
the second characteristic that most problems are interdepartmental — that is, they occur in the
interaction between process steps.

The third and fourth characteristics emphasize the purposes of quality control (QC) and
quality assurance (QA). These definitions move the focus away from criticism and blame often
associated with these mechanisms and towards the reason they need to be carried out, which
is quite simply to improve quality performance. All too often, the QC and QA functions in
organizations become self-serving activities, focusing on apportioning blame and identifying
guilty parties rather than on improving the performance of the organization. Because of this,
they frequently fall into disrepute and become disregarded by the operational personnel — who
focus in turn on not getting caught rather than on not failing. A recent example of this could

be found in an organization in which the managers, every month, had a quality day, the day

Box 10.1 Seven key characteristics of Total Quality Management, according to John
S. Oakland

Quality is meeting the customers’ requirements

Most quality problems are interdepartmental

Quality control is monitoring, finding and eliminating causes of quality problems
Quality assurance rests on prevention, management systems, effective audit and review
Quality must be managed; it does not just happen

Focus on prevention, not cure

N o o AW -

Reliability is an extension of quality and enables us to ‘delight the customer’
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THE QUALITY GURUS

on which they ensured that all the non-conformance reports were resolved — which mainly
involved lengthy explanations of why the non-conformance was not their fault. Little or no
attention was paid to improvement in product or service quality.

The fifth and sixth characteristics focus on the proactive nature of the quality drive. The
statement that ‘quality must be managed, it does not just happen’, reflecting Juran’s sugges-
tion that ‘quality must be planned’, sharpens the recognition that quality is not accidental,
or achieved through reactive measures. Quality for Oakland — that is, meeting customer
requirements — must be a parameter of every decision made within the organization, whether
operational, administrative or strategic. Quality must, then, be inherent in management
thinking, which in turn means that it must be part of the norms of the organization. This
view is supported by the sixth characteristic, prevention not cure. Oakland suggests that one-
third of all organizational efforts are wasted in error-based activity — for example, rework,
rectification, inspection, and so on — and with an even higher proportion in service-based
organizations. Working from experience, these proportions are difficult to argue with, and in
some cases represent a significant underestimate. If quality can be achieved at the outset, rather
than through detection and rectification, the total costs of the organization will always be
reduced. The limitation on doing so arises very often from the functionally based budgeting
common in organizations, where each manager secks to reduce his or her own current-period
costs with no regard for the effect on other parts of the organization.

The final characteristic deals with quality as more than a momentary attribute. Reliability
has two dimensions which are related to the nature of the product itself. The first is reliability
in use, and relates to durable products such as cars, domestic appliances, watches, and so on.
In this case, what ‘delights the customer’ is enjoying the uninterrupted use of the product,
other than for routine service-based maintenance. A car which breaks down will not delight
the customer, regardless of how well it met the quality criteria on delivery. The customer
requirement is to be able to turn the key and make a journey without fear of non-completion.
In other words, each time the service is delivered, it must meet the customer requirements.
In this context, reliability means consistency, and to achieve consistency of service means that
there must be a consistent and reliable delivery process.

Quality is considered by Oakland, then, to be an organization-wide and fundamental
requirement, driven by top management commitment and created through reliable, consistent

organizational processes.

10.2 ASSUMPTIONS

The assumptions about the world that seem to underpin Oakland’s approach will now be
considered.

The first assumption which Oakland makes is that quality is the only issue for organizational
survival. While this may be largely true of some organizations in fully developed, highly
competitive and mature economies (those in which Oakland predominantly operates), it is
certainly not true of all. Some organizations will succeed (a least in the short to medium term)
because they have established such market dominance (and perhaps customer reliance) that the
issue of quality simply does not arise. Customers buy the products or services through lack of
an alternative rather than through choice. For example, the majority of personal computer users

purchase Microsoft operating system compatible software, not necessarily because it does
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JOHN S. OAKLAND

exactly what they require, but because it is what is readily available — and works with their
computer’s operating system. Interestingly, this tendency has been challenged in recent months
following a significant change in the way Microsoft seeks to charge for its products, with some
customers challenging the basis of the new charges and testing alternative systems. To take
another example, with banking and other financial services providers, until very recently the
issue of customer choice did not arise: the products, services and costs were all substantially
undifferentiated. When one supplier is as good or as bad as every other, the product or service
becomes a commodity and choice ceases to be a meaningful word. In other contexts, the sophis-
tication of consumers and state of development of the market still means that providers of goods
or services can predominantly focus on their own requirements, not those of the customers.
Other suppliers enjoy state-sponsored or state-supported supply positions, and for them, quality
is not a concern — the consumer again has no choice. Oakland’s first assumption can be
challenged, then, on the grounds that while perhaps correct as a matter of value, the constraint
does not apply across the whole of the world’s markets.

The second assumption, that quality must be driven from the top, carries complete support.
Unless this commitment is achieved at the outset of a quality programme and maintained at a
high level of enthusiasm, the initiative will fail. The revised ISO 9000:2000 standard focuses
heavily on management commitment as a major issue — although many managements can be
seen to be struggling to convert the concept into action.

The third assumption is that errors can always be prevented, through planning, design and
effective processes. This is probably true, but requires a substantial shift in the traditional mind-
set of those in the organization, and a full appreciation of the softer, human issues, particularly
in service-based organizations. As has been mentioned, while the process operation can be
designed to operate in an error-free way, the actual minute-by-minute delivery of service
depends very largely on the personal interaction between customer and supplier. However
robust the technical process may be, there is always scope for error to arise in this context. No
standard form of words can cater for the vagaries of mood, sense and interpretation which
influence the outcome of such transactions and determine whether customer requirements are
met — Oakland’s measure of quality.

The fourth assumption is that quality is an organization-wide issue. This is in common with
Flood’s call for quality ‘across all functions and all levels’ and again cannot be argued with;
quality must pervade the whole organizational atmosphere. This assumption suggests that
Oakland’s approach is systemic. While he makes no direct reference in his work to the systemic
approaches to management, there is a systemic as well as systematic attitude reflected in his
approach.

Finally, Oakland assumes the involvement of all people through communication, teamwork
and participation — in other words, through redeveloping the culture of the organization. This

view is again supported and reflects again the systemic nature of his approach.

10.3 METHODS

While Oakland quite rightly capitalizes on the many well-established methods, tools and tech-
niques for achieving quality, he does offer his own overarching approach for TQM and some new
insight. The overarching method is his ‘ten points for senior management’ (Box 10.2). Oakland

represents the major features of this in his “Total Quality Management Model” (Figure 10.1).
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Box 10.2 John S. Oakland’s ten points for senior management

Point 1 Long-term commitment

Point 2 Change the culture to ‘right first time’

Point 3 Train the people to understand the customer—supplier relationship

Point 4  Buy products and services on the basis of total cost

Point 5 Recognize that systems improvement must be managed

Point 6  Adopt modern methods of supervision and training and eliminate fear

Point 7 Eliminate barriers, manage processes, improve communications and teamwork

Point 8  Eliminate arbitrary goals, standards based only on numbers, barriers to pride of
workmanship, fiction (use the correct tools to establish facts)

Point 9  Constantly educate and retrain the in-house experts

Point 10 Utilize a systematic approach to TQM implementation

Process

Communication
Customer

Supplier

Commitment

Figure 10.1 John S. Oakland’s Total Quality Management model

Unlike some of the other gurus, Oakland focuses on the total process of achieving a TQM
organization without relying inordinately on either qualitative or quantitative aspects. He
recognizes that both are necessary and, if anything, is slightly biased towards softer aspects as
the initial drivers of quality.

The ten-point process begins with the absolute commitment of senior and middle manage-
ment to constant improvement. Oakland suggests that the quality process must start in the
boardroom. Adoption of quality at that level is fundamental to its achievement since it is then
a normative decision — a decision about the sort of behaviour that is desired. Unfortunately,
this is rather more difficult to achieve in practice than is recognized. The senior management

may say that they are committed to quality, but unless they change their behaviour — that is,
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JOHN S. OAKLAND

the decisions they make, the things they say and do, the ways in which they measure and
reward performance — then the commitment is not genuine. This will soon be detected at
other levels within the organization.

The second point, arising from the first, is to change the culture of the organization at all
levels to focus on ‘right first time’. Oakland sees this focus as based on awareness of customer
needs and teamwork, enabled by participation and use of the ‘EPDCA helix’. This is a more
dynamic representation of the Deming cycle already seen, with explicit recognition of the need
for evaluation before planning. There is much else required in a cultural change, as is implied
in the ideas of teamwork, participation and customer needs.

The third point represents the orientation of the organization, through training, towards
customer—supplier relationships — both externally and internally. Oakland suggests this orien-
tation must be achieved for everyone. This is an especially difficult area, and will meet with
much resistance in many organizations. There will be particular difficulties where the staft of
a particular process or function are traditionally poorly regarded, where there is functional
organization design or a major difference of perceived relative expertise, with the customer
being regarded by the supplier as of a ‘lower order’. This is a particular concern in organiza-
tions which employ highly qualified professional staff for certain processes and these interact
with ‘customers’ whose perceived level of professionalism is much lower — for example,
medical doctors vis-a-vis nursing assistants or porters; chefs vis-a-vis kitchen assistants or
waiters/ waitresses.

Point 4 moves away from the culturally oriented changes to examine cost. Oakland calls
for continuous improvement in everything to reduce the total cost of doing business. Here he
recognizes, like Deming, that purchase price is not the sole determinant of the cost of any
input. That is, the higher initial cost of a purchase may be more than outweighed by its reduced
lifetime cost to the organization — its cost including running costs, depreciation and even, with
increasing environmental concerns, disposal costs. For example, a stainless steel machine may
be initially more expensive than its mild steel equivalent, but if the maintenance and running
cost is significantly lower and the longevity greater, the total cost may be less over time.

Point 5 examines the systems used to manage the organization and calls for them to be
actively managed to achieve improvement. While this may seem like common sense, it is an
often neglected area. A key to success here is to step back and reconsider the utility and effec-
tiveness of the systems employed. Many organizations suffer from what the IT industry calls
‘legacy systems’, those which have been purchased and developed over many years and which
perhaps would require substantial investment to replace. Often, such systems, like the budget,
are functionally owned — that is, they reside within a single department which makes effec-
tive use of them in its own terms — but the system is not configured in such a way that it can
contribute to the whole organization. Often such systems are poorly understood in the wider
organization, jealously guarded by their departmental ‘owners’ — but, through lack of inte-
gration with the rest of the organization, are at best failing to add value, at worst causing
damage. Like any other capital investment, IT systems must be recognized as having a useful
life and must be replaced at the due time. In choosing the replacement, managers should have
regard to the integration of information needs of the whole organization.

Point 6 calls for modern methods of supervision and training. This recognizes that many

traditional supervision and training approaches no 1onger have great value in organizations.
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vicNeTTE 10.1 THE HONG KONG POLICE FORCE

In March 1995, the commissioner of the Royal Hong Kong Police Force, (now the Hong Kong
Police Force), an organization consisting of some 40,000 personnel, publicly announced his
strategy for the introduction of a service quality approach to meet the need for change in the
culture and work attitudes within the force. At that time, there was no clear driver for change,
but the force recognized the need for this initiative to meet the challenges ahead, and before
it was forced on it. The programme gives equal focus to internal customers and external
customer relationships.

The envisaged change is being implemented in a ‘step-by-step’ approach, and it is antici-
pated that the development and implementation of the strategy will take at least five years,
probably longer. This process has been nominally structured into five phases:

awareness;
understanding;
favour;
involvement;

commitment.

Early work focused on generating an understanding of the kinds of changes that were
planned. Activities included a road-show for middle- to senior-level management; a video
presentation for viewing by all personnel; publication of the strategy in various internal
communications media; development of performance pledges (for the public) and internal
service-level agreements (for internal customer interactions); the encouragement of voluntary
work improvement teams in the work environment; and the commissioning of the first of a
series of regular public opinion surveys.

However, although the project team assigned to undertake all these activities was reason-
ably clear as to its objectives, there was a perceived lack of expertise in knowing exactly how
to achieve them. The team was also driving these changes from too far down the organiza-
tional ‘food chain’, and the lack of commitment from senior management was seen as a threat
to this success. It was at this stage, in November 1995, that assistance was sought from a
management consultancy.

After an initial scoping study, the consultants recommended refocusing the project team’s
efforts away from the customer interface towards a more holistic approach. This entailed a
more detailed examination of the overall purpose of the organization and how it was going
to set about achieving this, and an emphasis that this process needed to commence at the very
top of the organization.

Until the advent of the consultancy, the project team’s activities and proposals for change
lacked credibility. Overnight, senior management were confronted with arguments that they
could not refute and, quickly, decisions were made and commitments pledged to a broad front of
force-wide changes. The key thrust for these changes was to develop a corporate vision and mis-
sion which was to be entitled the Force Vision and Statement of Common Purpose and Values.
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From the outset, it was recognized that the force would be undertaking a process of change
requiring a strong sense of direction provided by solid organization vision, mission and values.
To this end, the commissioner and his senior management team attended a series of work-
shops, facilitated by the consultants, to identify the themes and elements of the Force Vision
and Statement of Common Purpose and Values.

The outcome of this workshop was further refined by a team of middle-level managers
broadly representative of the myriad of functional areas within the force. The result was a
draft document ready for a consultation process designed to underscore force management
commitment to the change process in an unprecedented and structured communications
approach. This was to be undertaken by way of discussion groups, rather than by using the
more traditional paper exercise.

Each member of the force, from chief superintendent down, attended a discussion group
run by one of their managers, assisted by a consultation pack and a discussion guide. This
was seen as a new approach, designed to involve and commit commanders at all levels to
visibly seek genuine feedback from their staff. Over 1,400 such discussion sessions were held.

The results of this consultation were made available to force management, and the commis-
sioner and his management team attended further workshops to consider the feedback and
agree on the final version of the statement. At these workshops, the first steps towards devel-
oping formal strategic directions for the force were also outlined.

The finalized statement was launched at the force’s open day on 7 December 1996, and
widespread publicity for the document followed. The process from inception to launch took
just over one year. That signalled not the end of the exercise, but completion of the first stage.
The next phase was probably the more important: that was the introduction of a strategy to
give life to the vision, common purpose and shared values that all had agreed to. This was
undertaken through a programme called Living the Values with the intention of preparing
senior managers for the change in culture and attitudes that were needed to follow on from
the launch of the statement, and the cascading of this message down through the organiza-
tion to the constable on the beat.

Following on from the strategic workshops held in connection with the Vision and
Statement of Common Purpose and Values, the consultants facilitated similar workshops for
each of the force’s departments with a view to drawing up departmental strategic direction
plans. Once all departments had been through this process, the various departmental plans
were to be incorporated into the force strategic directions document.

Finally, it is worth clearly stating that it was not intended that the force lift a TQM package
from off the shelf; there was no cookbook which told them how to do it. There are plenty of
success stories and there are plenty of examples of what not to do. The force will consider
adopting only those things which should support, in the commissioner’s words, ‘our pursuit of
excellence in providing a service of quality’.

This story clearly shows how when an enlightened management begins to take the message
and intent of a quality programme seriously, it can be spilled down the organization in a
structured, consistent and meaningful way that does lead to substantial change.
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These were very often sterile, having no relationship to the particular job undertaken and not
being reflected in individual performance expectations. Similarly, the ‘kick butt and take
names’, militaristic approach to performance management is not applicable in a more enlight-
ened environment and is particularly foolish in an economic context of full or near-full
employment.

Point 7 calls for organizations to be managed along processes rather than up and down func-
tional silos. While many process-based organizations have already achieved this, it is still the
case that significant numbers adopt functional specialisms as the basis of organization. In these
cases, there remain many hand-offs (breaks within processes) which extend the range of
customer—supplier relationships and create opportunities for the buck to be passed. In the
process, the consumer (the ultimate customer) is often forgotten. If the organization is process
based, this tends not to happen, and communication and teamwork can be encouraged around
the process flow since all parties can visualize and share the team objective(s).

Point 8 could be called the elimination round. Here Oakland again reflects the ideas of
others. He wishes to see arbitrary goals eliminated; it is useless to call for improvement without
supplying the facilities necessary for those goals to be achieved and without a formal basis for
evaluation. He wants an end to standards based only on numbers — that is, on volumes. Purely
volume-based output measures will always lead to quality problems. As a minimum, it is essen-
tial to measure quality performance as well — and to recognize that this may mean a lesser
initial output, but that the output received should all be perfect! His third requirement is to
eradicate barriers to pride of workmanship. Apart from purely measuring output volume
(which is one barrier), this means the design and redesign of jobs as suggested in other parts
of the literature to enable the particular worker to have pride in the completion of a mean-
ingful task. Lastly, he calls for reliance on facts, not fiction, proposing costs of quality and
level of fire fighting as measures of internal health. The important characteristic here is to
recognize measurements that are both meaningful and factual — that is, numbers which cannot
be manipulated to present a particular picture. While doctors bury their mistakes, managers
frequently reclassify theirs, even to the extent in one factory of making for reject to maintain
production efficiency. The particular factory supplied excess or sub-standard output in alter-
native packaging to a secondary market and repackaged and labelled perfect goods to meet the
needs of this secondary market. This was despite the inability of the company concerned to
recover more than raw material costs from the purchaser. That secondary purchaser conse-
quently made greater unit profit than the major and highly respected principal customer —
while the factory itself lost money.

Stating quite rightly that ‘the experts . . . are the people who do the job every day’, Oakland
calls in point 9 for their constant education and retraining. The dynamics of contemporary
business and the rapid changes in the business environment render this absolutely essential.
For maximum benefit, such training must be related back to job performance and expectations
— that is, it must link to further improvement. This is a particularly strained point in many
organizations, especially in times of economic downturn. The first budget items to suffer are
normally the training and the research and development budgets!

Finally, with point 10, Oakland calls for a planned, systematic approach to the operational
implementation of TQM to realize the vision. Again, this cannot be disagreed with as a

platform for improvement. However, such systematization and planning must not preclude
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capitalizing on spontaneous and unexpected successes. The potential opportunist gain must not
be lost through rigid adherence to a particular plan.

To support the implementation process, Oakland predominantly relies on what can be
thought of as standard tools for achieving quality such as statistical approaches, quality circles,
process analysis and review, and so on. He does, however, enrich his approach by capitalizing
on particular developments in the pursuit of quality.

The first of these is Quality Function Deployment (QFD). This is a systematic approach to
the design of a product or service around the expressed requirements of the customers. It
involves members from across the organization in converting customer requirements to a
technical product or service specification. The QFD process is based around seven activities
(Box 10.3) and is intended to ensure that the product or service meets the customer require-
ments first time and every time. Oakland stresses the importance of recognizing the design
input of those whose jobs do not include an evident design element.

Second, Oakland stresses the importance of teamwork in his approach and draws exten-
sively on the established literature in this area to explain and elaborate his approach.

This chapter is intended only to provide an introduction to Oakland’s approach. Methods,
tools and techniques will be elaborated in Part four of this book. This section has introduced
Oakland’s primary method, which relies heavily on absolute management commitment and

leadership of the quality process, supported by a wide selection of tools and techniques.

10.4 SUCCESSES AND FAILURES

The use of Oakland’s approach to TQM by thousands of companies speaks volumes for its
utility. Quite simply, no programme could achieve such sustained success without substantial
benefits being delivered to many customers. The establishment of the European Centre for
Total Quality Management and of Oakland Consulting plc further confirm that Oakland’s
approach adds value to quality practice.

A number of strengths and weaknesses can be identified in Oakland’s approach. The

strengths are as follows:

B It takes a systematic, methodical approach.

B It takes a process-based view of organizations.

Box 10.3 John S. Oakland’s quality function deployment activities

Market research

Basic research

Invention

Concept design

Prototype testing

Final product or service testing

After-sales service and troubleshooting
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B [t capitalizes on developments in quality practice.
B It advocates a participative approach which utilizes ideas from the literature on team
working.

W It stresses the importance of management commitment and leadership.
The weaknesses are as follows:

B It ignores many developments in organization theory, especially the systems literature.
B It fails to offer assistance in coercive contexts.

B It justifies quality in terms of developed economies (where the focus is on competition).
B It ignores other aspects of strategy formulation.

B It does not explain how to obtain the commitment from senior management on which the

whole process relies.

Turning first to the the strengths, Oakland’s systematic and methodical approach provides
a straightforward, coherent platform for the quality initiative. Unfortunately, it simply assumes
that there is established agreement about the need for quality. Second, the process-based view
adheres to current developments in the understanding of how organizations actually function
and how effectiveness is improved. Third, the capitalization on current developments in quality
practice ensures that ‘best practice’ is achieved — a fundamental characteristic of quality.

Oakland’s emphasis on team working, and in particular his utilization of the literature on
effective team working, is to be admired. This shows that he has moved outside the relatively
narrow discipline of pure quality to embrace other ideas which support his activities.

The final strength, emphasizing the importance of management commitment, is again funda-
mental to effective pursuit of quality. It is unfortunate that (as suggested by the weaknesses)
he says little about how such commitment can be achieved. While the point has been made
before, it is so important that it must be made again. If senior management are not passionately
committed to the achievement of quality throughout every aspect of the organization, then it
will not happen. Unfortunately, Oakland does not advise on how to achieve this passionate
commitment, or on how to overcome the many functional and professional barriers which may
obstruct it.

To turn now to the other weaknesses, the failure explicitly to incorporate other aspects of
organization theory, and especially to have ignored the value to be derived from a systems-
based understanding of organization (together with the associated methodologies), detracts
substantially from Oakland’s work.

The failure to deal with coercive contexts is common to all quality approaches and is per-
haps a little unfair as a criticism. Nonetheless, there are many organizations in the world which
are characterized by potentially abusive power relations, and the responsibilities of the
management guru or scientist must include attempting to ameliorate such conditions.

Perhaps because Oakland’s practice is centred on Europe, the focus of his justification for
pursuing quality is, if not entirely Eurocentric, at least based on a perception of the problems
and opportunities facing Western organizations in developed economies. These economies are
dominated by industrial oligarchies (meaning that there are a small number of major players

in each industrial sector). It can be argued that effective competition on strategic issues has
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almost disappeared and been replaced by a high degree of collaboration, and to some extent
a tacit acceptance of established market shares. For example, in the motor industry, there are
many interrelationships between manufacturers who promote distinct brands. Thus Volvo (now
owned by Ford) made use of Renault (which now owns Nissan) engines; Volkswagen, Seat
(owned by Volkswagen) and Ford collaborate in the production of the Galaxy, Sharan and
Alhambra — essentially the same vehicle but differently badged and priced. Jaguar and Aston
Martin (now both owned by Ford) produce different cars which share the same platform, while
the latest model from Jaguar shares its platform with the latest large car from Ford. Globally,
the interrelationships become even closer and more confusing.

Developing economies, on the other hand, often experience much lower levels of consumer
and producer sophistication, which means that the customers are perhaps less discriminating
in their purchasing choices, a factor that lessens the need for Western perceptions of quality.
These countries often have much more diverse industrial bases, with a greater proportion of
small to medium-sized businesses and less dominance by major players. These two factors
taken together generate scope for strategic advantage to be obtained through routes other

than quality.

10.5 CRITICAL REVIEW

Overall, the foundation to Oakland’s work can be seen in his professional background and
practical experience of quality. The approach is sufficiently broadly based for it to be regarded
as reflecting a systemic as well as systematic view, but it fails to capitalize on developments in
systemic thinking.

Oakland is clearly concerned about management commitment, with his calls for passionate
leadership, but the approach falls down in not making a mechanism available by which
such passion can be engendered. It may be thought that the fear of competitive failure is enough
to stimulate this response, but that is to rely on people running away from something — a
negative reaction — rather than running to something — a positive reaction. In the first case,
as soon as the stimulus is relaxed — that is, the current danger subsides to a comfortable level
— the negative response will cease, and with it the passion for quality. There is clearly a need
to develop an ethos where management want quality as a means to a positive end rather than
as an alternative to failure, but no tools are made available to support this.

One very positive feature is that the generality of Oakland’s overarching methodology
renders it potentially useful in the service sector as well as in manufacturing industry. While
he says little of the public sector, it is quite clear that the method will also work there, although
again the senior management motivation stemming from fear of competition is absent.

To summarize, Oakland’s approach is well worth supporting, while recognizing that it
relies very heavily on well-established techniques, with all the drawbacks those entail. On
the other hand, he has capitalized on recent developments and drawn on at least part of the
relevant management literature to support and enhance his work. His practical success speaks
for itself.
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f SUMMARY

This chapter has presented the quality approach of John Oakland through a five-point critical
framework. Readers may wish to refer to Oakland’s own works Total Quality Management
(1993) and Total Organizational Excellence (1999), to further develop their understanding
and knowledge.

?

e QUESTION

Oakland proposes that ‘Quality is the
only issue for organizational survival.’
Discuss this proposal in the light

of the current challenges facing
organizations.
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