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5.4 Major Quality Management Initiatives
In this section, we will discuss some of the major quality initiatives used by businesses throughout the 
world. The initiatives include total quality management, the ISO 9000 and 14000 series of standards, 
the Malcolm Baldrige National Quality Program, and Six Sigma.

Total Quality Management (TQM)
As we discussed in Chapter 1, TQM focuses on the continuous improvement of the quality of a firm’s 
products, services, and processes. It is a concept the Japanese call kaizen. Because continuous improve-
ment is a never-ending process, it is represented as a circle in a model known as the Plan, Do, Study, 
and Act (PDSA) cycle. Although the PDSA cycle was originally developed by Walter Shewart, Edward 
Deming used it extensively in his work in Japan after World War II. Hence, the PDSA cycle, shown in 
Figure 5.1, is also often referred to as the Deming cycle.

The basic premise of TQM is that quality is the responsibility of everyone who is involved in the 
creation or consumption of a product or service. TQM implies that the management and workforce 
of the firm producing the product or service, its suppliers, and perhaps even the customers who buy 
it affect its quality. Figure 5.2 shows the various aspects of total quality management. Let’s now look 
at each more closely.

Customer Involvement
•• Because customers determine what acceptable quality means, firms need to get their

feedback and ideas. Surveys, after-sales service programs, processes to deal with the com-
plaints of customers, and websites that allow customers to provide feedback are some of
the tools companies can use. From this information, a company derives critical-to-quality 
(CTQ) requirements, which are specific, measurable characteristics of a product or service
that customers say are necessary for their satisfaction.

•• Employee Involvement. Giving production workers more authority and responsibility, involv-
ing them in the decision-making process, and encouraging them to form quality circles are a
few methods that firms can use to encourage their staff members to contribute to a TQM effort. 
The firm also can implement employee-suggestion systems and monetary and non-monetary
incentive rewards to recognize employees who improve the quality of products and services.

•• Process Management. A key TQM activity is continuously managing processes to make them
safer, minimize waste, and reduce errors. Quality-control tools driven by statistics allow the
firm to monitor a process before and after making changes to it.

•• Supplier Involvement. Firms that treat their suppli-
ers as partners can often enlist their help to develop
quality planning and improvement programs. We will
discuss supplier involvement in greater detail later in
the chapter.

•• Committed Leadership. If the firm’s managers aren’t
committed to TQM, their employees won’t be either.
Top managers need to actively break up any organi-
zational roadblocks hampering a continuous quality
improvement effort so that steady quality improve-
ments are made.

•• Fact-Based Decision Making. A central feature of
TQM is using statistical tools to collect and analyze
data. Decisions are then based on those data rather
than on the personal opinions of managers and
employees.

•• Concurrent Engineering. Because all of a firm’s func-
tional groups play a role in the success of a product,
they each should have the opportunity to influence
and shape the product during its design phase. For
example, marketing can identify important product
features based on customers’ tastes, while produc-
tion can identify product designs that are easier to
produce.

If results meet the plan
for improvement,

implement the plan on
a full scale. Otherwise,
Revise the plan, and
repeat the process. 
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2. DO
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process and identify

the problem. Develop a
plan for improvement.

1. PLAN

FIGURE 5.1: PDSA Cycle

Kaizen: a Japanese 
term for continuous 
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Plan, Do, Study, 
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Compare these major 
quality management 
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