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Introduction

Total Quality Management (TQM) is an enhancement to the traditional way of doing
business. It is a proven technique to guarantee survival in world-class competition. Only by
changing the actions of management will the culture and actions of an entire organization be
transformed. TQM is for the most part common sense. Analysing the three words, we have

Total - Made up of the whole. Quality Involves everyone and all the activities performed in
the company.

Quality- Degree of excellence a product or service provides and meeting customer
requirements.

Management- Act, art, or manner of handling, controlling, directing, etc

Therefore, TQM is the art of managing the whole to achieve excellence. It is a process of
managing quality. It is viewed as a continuous way of lifeand a philosophy of perpetual
improvement in everything we do.

Basics Concepts of TOM

The six concepts of Total Quality Management are:

1- Top level support for TQM: Support for total quality management must be at the highest
level of management.

2- Focus on the customer/client: Customer/clientrequirements should be considered as the
top priority, and it is important to always remember that it is the customer who defines what
quality is. Keep the customer satisfied at all time.

3- Involve all the employees in the organization in the quality process: While you work is
centricto the application of TQM, it is very important to make your employees understand
how the quality process works, for they are the ones who will create/sustain quality, and not
you.

4- Continuously improve the quality process: A very critical concept in TQM is to
continuously enhance and refine your quality process.
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5- Have a close relationship with your suppliers: Treat them as if they were partners to your
company, this will better involve them in your quality process, and they will start
appreciating and respecting your work on TQM, and they will work with you towards
achieving your goals when it comes to enhancing quality.

6- Measure the performance of your quality process: Use tools to track your quality process
and measure its performance to see if there is any improvement needed.

Evolution of Total Quality Management

Quality Management Stages | Areas of focus Scope

Inspection Detection 1. Error detection
2. Rectification
3. Sorting, grading and reblending

Quality Control Maintaining status 1.Quality standards
2. Product testing
. Performance testing

Quality Assurance Prevention . Quality system
. Problem solving

. Quality planning and policies

Total quality management Quality as a strategy . Quality strategy

. Customer, employees and
suppliers

3. Involve all operations

4. Empowerment and team work
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Features of TOM

1. Customer Centric: — One of the fundamental feature of TQM is the focus on customers. In
an organizationthere will be internal as well as external customers. It is importantto meet
the needs of the internal customer first and then move on to meeting the need of external
customers.

2. On-going Process: — TQM is an ongoing process, there is a continuous effort being made
to enhance quality while focusing on reducing costs. TQM is instrumental in keeping an
organization competitive as well ensure customer satisfaction. TQM will always be a
continuous process as there is always scope for improvement and innovation.

3. Error free: — TQM majorly stresses on error- free work for most of the time. The error free
approach is expressed in various ways as right first time, improved process or zero errors.

4 All encompassing— TQM incorporates all levels of management. It cuts across departments
and makes everyone an important stake holder in the TQM process.
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5. Positive reinforcements: — It is necessary to ensure R&R in any organization’s TQM
program. Positive reinforcement maintains quality and ensures focus on continuous
improvement.

7. Techniques: — TQM utilizes various techniques such as value engineering, statistical
process control, etc. These techniques will help improve efficiency, quality and
competitiveness of an organization.

Principles of TOM
TQM is broadly based on the following principles:

1. Customer Centric/focussed Approach — Consumers are the ultimate judge to determine
whether products or services are of superior quality or not. No matter how many resources
are pooled in training employees, upgrading machines and computers, incorporating quality
design process and standards, bringing new technology, etc.; at the end of the day, it is the
customers who have the final say in judging your company. Companies must remember to
implement TQM across all fronts keeping in mind the customers.

2. Employee Involvement — Ensuring total employee involvement in achieving goals and
business objectives will lead to employee empowerment and active participation from the
employees in decision making and addressing quality related problems. Employee
empowerment and involvement can be increased by making the workspace more open and
devoid of fear.

3. Continual Improvement — A major component of TQM is continual improvement.
Continual improvementwill lead to improved and higher quality processes. Continual
improvement will ensure companies will find new ways and techniques in producing better
quality products, production, be more competitive, as well as exceed customer expectations.

Strategic Approach to Improvement — Businesses must adopt a strategic approach towards
quality improvement to achieve their goals, vision, and mission. A strategic plan is very
necessary to ensure quality becomes the core aspect of all business processes.

Integrated System — Businesses comprise of various departments with different functionality
purposes. These functionalities are interconnected with various horizontal processes TQM
focuses on. Everyone in the company should have a thorough understanding of the quality
policies, standards, objectives, and important processes. It is very important to promote a
quality work culture as it helps to achieve excellence and surpass customer expectations. An
integrated system ensures continual improvement and helps companies achieve a competitive
edge.

Decision Making — Data from the performance measurement of processes indicates the
current health of the company. For efficient TQM, companies must collect and analyze data
to improve quality, decision making accuracy, and forecasts. The decision making must be
statistically and situational based in order to avoid any room for emotional based decisions.
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Communications — Communication plays a crucial role in TQM as it helps to motivate
employees and improve their morale during routine daily operations. Employees need to be
involved as much as

possible in the day to day operations and decision making process to really give them a sense
of empowerment. This creates the environment of success and unity and helps drive the
results the TQM process can achieve.

It requires immense efforts, time, courage, and patience to successfully implement
TQM. Businesses successfully implementing TQM can witness improved quality across
all major processes and departments, higher customer retention, higher revenue due to
improved sales, and global brand recognition.

TPM (Total Productive Maintenance)

TPM (Total Productive Maintenance) is a holistic approach to equipment maintenance that
strivesto achieve perfect production:

1. No Breakdowns

2. No Small Stops or Slow Running

3. No Defects

4. In addition it values a safe working environment:
5. No Accidents

TPM emphasizes proactive and preventative maintenance to maximize the operational
efficiency of equipment. It blurs the distinction between the roles of productionand
maintenance by placing a strong emphasis on empowering operators to help maintain their
equipment.

The implementation of a TPM program creates a shared responsibility for equipment that
encourages greater involvement by plant floor workers. In the right environment this can be
very effective in improving productivity (increasing up time, reducing cycle times, and
eliminating defects).

KAIZEN (continuous improvement)

Kai means Change and Zen means good. Kaizen is an approach to creating continuous
improvement based on the idea that small, ongoing positive changes can reap major
improvements. Typically, it is based on cooperationand commitment and stands in contrast
to approaches that use radical changes or top-down edicts to achieve transformation. It was
developed in the manufacturing sector to lower defects, eliminate waste, boost producti vity,
encourage worker purpose and accountability, and promote innovation.
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It is a system that involves every employee from the upper management to the cleaning crew.
Everyone in an organisation is encouraged to come up with small improvement suggestionon
a regular basis.

Ten principles of Kaizen

Because executing Kaizen requires enabling the right mindset throughout the company, 10
principles that address the Kaizen mindset are commonly referenced as core to the
philosophy. They are:

1. Let go of assumptions
. Be proactive about solving problems.
. Don't accept the status quo.

. Let go of perfectionism and take an attitude of iterative, adaptive change.

2

3

4

5. Look for solutions as you find mistakes.

6. Create an environment in which everyone feelsempowered to contribute.

7. Don't accept the obvious issue; instead, ask "why" five times to get to the root cause.
8. Cull information and opinions from multiple people.

9. Use creativity to find low-cost, small improvements.

10. Never stop improving.

POKE YOKE

Poka-yoke is a Japanese term that means "mistake-proofing" or "inadvertent error
prevention”. The key word in the second translation, often omitted, is "inadvertent™. A poka-
yoke is any mechanism in any process that helps an equipment operator avoid mistakes
(poka). Its purpose is to eliminate product defects by preventing, correcting, or drawing
attention to human errors as they occur.

Poka-yoke can be implemented at any step of a manufacturing process where something can
go wrong or an error can be made. For example, a fixture that holds pieces for processing
might be modifiedto only allow pieces to be held in the correct orientation,or a digital
counter might track the number of spot welds on each piece to ensure that the worker
executes the correct number of welds.

Shigeo Shingo recognized three types of poka-yoke for detecting and preventingerrorsina
mass production system.

1. The contact method identifies product defects by testing the product's shape, size, color, or
other physical attributes.
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2. The fixed-value (or constant number) method alerts the operator if a certain number of
movements are not made.

3. The motion-step (or sequence) method determines whether the prescribed steps of the
process have been followed.

Either the operator is alerted when a mistake is about to be made, or the poka-yoke device
actually prevents the mistake from being made. In Shingo's lexicon, the former
implementation would be called a warning poka-yoke, while the latter would be referredto as
a control poka-yoke.

Shingo argued that errors are inevitable in any manufacturing process, but that if appropriate
poka-yokes are implemented, then mistakes can be caught quickly and prevented from
resulting in defects. By eliminating defects at the source, the cost of mistakes within a
company is reduced.

Benefits of poka-yoke implementation

1. Less time spent on training workers;

2. Elimination of many operations related to quality control;
3.Unburdening of operators from repetitive operations;

4.Promotion of the work improvement-oriented approach and actions;
5.A reduced number of rejects;

6. Immediate action when a problem occurs;

7. 100% built-inquality control.
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