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ABSTRACT

The aims of this research are to examine the link between Total Quality Management
(TQM) and organisational learning, to develop a conceptual framework for a learning
organisation, and to model (Skill Pool Model (SKPM), Pipeline Skill Pool Model
(PSKPM), Automated Pipeline Skill Pool Model (APSKPM)) learning processes to
facilitate simulation of the effects of key parameters on the skill within an organisation. -

This thesis presents an analysis of the fundamental factors and mechanisms of TQM. A
comparative study of ten quality Gurus is conducted to establish a link between TQM
and organisational learning. This has resulted in the development of a conceptual
framework for the learning organisation, using TQM as the baseline. The learning
organisation conceptual framework consists of twenty-eight elements (enablers) and
nineteen dependent outcomes (results).

The learning organisation conceptual framework is utilised in a questionnaire survey to
capture a snapshot of European organisations' efforts to become a learning organisation.
Survey results show that the main differentiating factors between TQM and
' organisational learning are the type of learning tools in use and the information system
in place. Further analyses reveal that organisations are experiencing great dlfﬁcultles in
translating organisational learning theory into practice.

The research work uses system causal-loop analysis in conceptualising the three waves
of quality, which provide a richer picture of the main variables and their relationships in
an organisation context. Detailed causal-loop analysis focuses on the organisation’s
recruitment, and staff development policy. Adopting the Inventory and Order-Based
Production Control System (IOBPCS) model, a SKPM is developed to help understand
the dynamics of skill acquisition and retention, particularly during times when an
organisation is going through major changes. A PSKPM has shown the significance of
the process pipeline policy to improving staff training and the retention rate. By adding
a feed-forward path to the PSKPM, an APSKPM shows how new skills can improve the
organisation productivity and contribute to the development of new products. The
model responds to the training and learning needs as a result of present skill loss rate
(feed-forward) as well as skill level and training performance (feedback). The research
concludes by identifying learning barriers, describing how knowledge can be created
and managed, and analysing how information .and knowledge are disseminated over
time.

The research has demonstrated the benefits of applying system dynamics in the field of
organisational learning. The visual form of the models and the simulation outputs
promotes understanding of the problems of retaining and developing the skills base, and
the effects of speeding up the learning process within an organisation. The research
shows that system thinking tools (such as causal-loop) and system dynamics can
provide a greater insight for organisations set to embark on a learning organisation
journey.




PREFACE

The following thesis is submitted in partial fulfilment of the requirements of the
Sheffield Hallam University for the degree of Doctor of Philosophy entitled “AN
ANALYSIS OF TQM AND ORGANISATIONAL LEARNING PROCESSES USING
MODELLING AND SIMULATION”. o

The overall aim of this research work is to construct a conceptual framework of learning
organisation to examine the relationship between the Total Quality Management (TQM)
and Organisational Learning (OL), and develop dynamic simulation models of the

learning process/loops, via system dynamics.

Overview of the thesis

The thesis is structured into eight distinct but interrelated Chapters. What will be found
throughout the Chapters is an attempt to marry theory to practice but overall the study
represents a thorough analysis of the TQM and organisational learning. The main
deliverables from these Chapters are developing the learning organisation conceptual
framework, the validation of the framework through implementation in practice, and a
family of system dynamic models are developed for anticipating skill gaps to design

recruitment and training policies. The Chapters include: -

Chapter one:  introduces the three waves of quality. The mutual dependence of total
quality management and organisational learning and the purpose of the
organisation transformation are described. The significances of learning
process evaluation to organisational learning are explained. The main
objectives of the research are outlined and methodology proposed

which is used for simulation analysis.

Chapter two:  provides an assessment of the meaning of quality and total quality
management. A literature review is undertaken to establish whether a
generic definition of quality exists. Furthermore, two types of the
quality award models, the Malcolm Baldrige National Quality Award
(MBNQA) and the European Foundation for Quality Management
(EFQM), are presented and discussed. Chapter two concludes by
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Chapter three:

Chapter four:

Chapter five:

identifying the gaps and weakness in the total quality management

implementation.

conducts a detailed literature review of learning and organisational
learning. The difference between organisational learning and learning
organisation is illustrated. This Chapter differentiate between the
different levels of learning, and takes into account different
organisational learning types. Also, organisational learning processes
and creating learning organisation are presented. The link between
individual learning and organisational learning is discussed. This
Chapter concludes by describing the way forward for the learning

organisation.

offers a historical account of the evolution of TQM. It has identified
eighteen essential factors contributed to total quality management. The
relationships between TQM and organisational learning are developed.
The most significant linkage is that of combining systems thinking and
total quality management. The main deliverable of this Chapter is the
conceptual framework for the learning organisation.' The framework
consists of twenty-eight elements, which are categorized under
Technologies and tools (T), Organisation and system (O), and People
(P). Nineteen endogenous dependent outcomes have also been
identified and grouped under, non-financial and financial performance
categories. These elements are enlists, and a description of each

factor/variable and potential relationships are provided.

provides a questionnaire survey, which is used to evaluate the
conceptual framework for both manufacturing and non-manufacturing
organisations. Through analysis of the collected data, some important
research findings are summarized and presented. The results of the

survey are also used to validate the effectiveness of the framework. Of

~ the 26 organisations considered in detail, only four organisations were

found to be in the third wave of quality. Thirteen organisations were
found to be in the second wave of quality. Nine organisations had not

yet embarked on a journey to become a learning organisation.
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Chapter six:

Chapter seven:

Chapter eight:

discusses the major causal relationships presented in the causal-loop
model for the three learning waves. The Skill Pool Model (SKPM) has |
been used as a datum for the dynamic analysis. Computer simulation
was used to find the criteria values for the step input responses of
combinations of parameter values for SKPM. This Chapter presents and
simulates SKPM, capturing the key elements of skill staff to help
understanding the dynamic of skill acquisition and retention,
particularly during times when an organisation is going through major

changes.

improves the dynamic behaviour of the Skill Pool Model by adding an
extra feedback term. However, for a step change in present skill loss
rate this introduces a final value offset in the actual skill level. It is
shown how the addition of an extra feed-forward path to PSKPM,
representing the pipeline skills in process target value, ’eliminates the

actual level of skill pool offset problem.

contains a brief summary and contribution to total quality management,
organisational learning and system dynamics. Implication for further
work on the framework and the dynamic simulation models are

discussed.
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CHAPTER 1

INTRODUCTION

1.1 Introduction

Since the early 1940’s, that is about twenty years after the advent of first production
line, studies have revealed that appropriate training and job satisfaction helps to create a
productive and effective workforce giving orgamsatlons a competitive edge. Results
from many recent studies show that in order to improve the working conditions,
organisations should adopt a different approach from the Taylorist traditional style of
management where workers are seen as cogs, i.e. part of a process towards an end
product. They are given little opportunity to take part in any decision-making
concerning how to increase the overall productivity of the organisation or how to
improve their own working conditions. During the past 50 years, at least within the

developed areas of the world, things have moved a long way forward.

This Chapter discusses the significance of the mutual dependence of total quality
management and organisational learning through a brief introduction of the concept of
the three waves of quality. Also, the significances of learning processes evaluation to
organisational learning are explained and the organisation transformation are described.
This Chapter presents the research aims and objectives and proposes the research
methodologies are used for constructing and developing the conceptual framework and

simulation analysis.

1.2 The research background

Recently, increasing efforts have been made to improve the working practices of
organisations. These efforts can be described as the three waves of quality (Senge,
1994a) The first wave encompasses TQM elements such as a renewed focus on
customers greater employee 1nvolvement and an emphas1s on continuous improvement.
The second wave of quality concerns the process of designing the work fostering new
ways of thinking and interacting conductive to continual learning across the system-

wide performance. The third wave involves the institutionalisation of learning.




The purpose of the organisational transformation is to enable the organisation to search
for new ideas, new products, and new opportunities for learning from which competitive
adv.antage can be culled in an increasingly competitive world. In other words,
organisations must be able to learn and to learn from their learning. Without this ability
organisations will not be able to exercise appropriate choice in respect of structure,
process, culture, product and, sooner or later, they will fail. A learning organisation
cannot be defined in terms of specific structures or cultures, or in terms of normative
models of good practice. Processes and values are central. A learning organisation
works to create values, practices and procedures in which learning and working are
synonymous throughout the organisation. Learning and the learning organisation are
frequently mentioned as conducive to successful change. The main characteristics of a
learning organisation is how to institutionalise the continual learning process such that it
should be manifested in the underlyihg procedurés, p'.lractices, code of conducts, routines
and even in the products. A learning organisation is defined as “an organisation skilled
at creating, acquiring, and transferring knowledge, and modifying its behaviour to
reflect new knowledge and insights” (Garvin, 1993). Senge (1994b) describes learning
organisation as “a place where people continually expand their capacity to create results
they truly desire, where new and expansive patterns of thinking are nurtured, where

collective aspiration is set free and where people are continually learning how to learn”.

A learning organisation often seeks to create its own future. It assumes learning is an
ongoing and creative process for its members, and it develops, adapts and transforms
itself in response to the needs and aspirations of people, both inside and outside itself
(Pedler, 1989). Through learning, organisations adapt to change, avoid the repetition of
past mistakes, and retain critical knowledge that would otherwise be lost. The amount of
learning takes place within an organisation would eventually prove to be a critical factor
for its survival and success. In broad terms, a learning organisation can be viewed as a
social system whose members have learned conscious, communal processes for
continually; generating, retaining and leveraging individual and collective learning to
improve the performance of the organisational system in ways important to all

stakeholders; and monitoring and improving performance (Drew and Smith, 1995).

The idea of a hierarchical ordering or levels of.]earning is popular within the learning

organisation literature. The idea is described in different ways by several authors:




Argyris and Schon’s (1981) notion of single-loop and double-loop learning is perhaps
most commonly cited, however, other variations include first-order and second-order
learning (Bartunek and Reed, 1992; Watzawick et al., 1974) Zero learning and Learning
I, II, IT and IV (Batestone, 1972; Palmer, 1979), habit formation learning, adaptive
organisation learning and creative proactive learning (Burgoyne, 1995). Many
commentators on the learning orgaﬂisation tend.;to e;nphasise learning in the context of
the organisation transforming itself in relation to its environment and a reciprocal

process of individual learning and development.

A central issue, in the context of notions of the learning organisation is the nature of
organisational knowledge. If organisational learning is defined as the development of
new knowledge or insights that has potential to influence behaviour (Huber, 1991;
Sinkula, 1994), what is knowledge and how does it develop as well as what are the
conditions for knowledge to develop? These issues have received limited attention in
the learning organisational literature. Huber (1991) thinks that learning occurs in an
organisation “if through it’s processing of irformation the range of its potential
behaviours is changed”. He considers the following four constructs as integrally linked
to organisational learning: knowledge acquisition, information distribution, information
interpretation, and organisational memory. He believes that learning need not be
conscious or intentional and learning does not always increase the learner's effectiveness
or even potential effectiveness. Moreover, learning need not result in observable

changes in behaviour.

A learning organisation should be an organisation skilled at creating, acquiring and
transforming knowledge, and at reforming the behaviour patterns of decision makers to
reflect new knowledge and insights so as to evaluate total quality management in every
procéss. Organisations failing to grasp the basic truth that TQM requires a commitment
to learning is the reason why failed programmes far outnumber successes, and success
rates remain distressingly low. For TQM to succeed and to achieve the objectives the

entire workforce must acquire new knowledge, skills and abilities.

In Europe some organisations are understood to be in the first wave of quality where
front-line workers are given training and development opportunities recognising the

importance of their contributions within the organisation. In contrast in Japan most of




the organisations are now in the second wave of quality. Japanese managers have been
given the training to hold regular quality circles with the aim of educating their workers

how they all fit in the overall system and objectives of their organisation.

The main concern for learning organisation in this study is to develop a conceptual
linkage Qf TQM and organisational learning to improve organisational and people
performance and to speed up, the learning processes within an organisation. By
discussing the evolution steps of quality movement, this research is to develop and
analyse the building blocks of a learning organisation. System dynamics modelling is
used to develop a family of conceptual learning models, which describes the
relationships and influences between total qﬁality management and organisational

learning.

1.3 Research objectives

The overall aim of this research work is: -

1. To identify the characteristics of TQM and organisational learning.

2. To construct the conceptual relationships between TQM and organisational learning.

3. To develop learning organisation framework to evaluate organisational learning
.practices in the European organisations.

4. To introduce system thinking and causal-loop models for the TQM and
organisational learning practices.

5. To introduce system dynamic simulation analysis for modelling learning processes

as an aid for human resource policy decisions.

1.4 Research methodology

The methodology of this research adopts four main features: literature review, develop a .
conceptual framework, validation of the conceptual framework through a questionnaire

survey, and to provide a dynamic simulation model. -

1.4.1 Literature review

The literature survey is used to identify essential factors that contribute to TQM and
learning organisation. They can be generally classified accordingly to technology and
tools, organisation and systéms, and people. Also this indicates the importance of each

4




of these elements broadly based on the work of at least 20 well-known authors in this

field. The other objective is to study and review the relationships between the total quality

management and the organisational learning.

1.4.2 EFQM model and operations management

The enablers-results mechanism of European Foundation for Quality Management
(EFQM) (EFQM, 1999) is adapted to construct the learning organisation framework.
Also these enablers and results are grouped and evaluated under the standards
operations management framework of Technologies and tools (T), Organisation and

system (0O), and People (P).

1.4.3 Questionnaire survey

The questionnaire survey is used to evaluate the conceptual framework for both
manufacturing and non-manufacturing organisations. Through analysis of the collected
data, some important research findings are summarised and presented. Data from the

questionnaire survey is used to validate the three waves of quality.

1.4.4 System thinking and system dynamics

System thinking is used to develop causal-loops (influence diagrams) for the three
waves of quality. Causal-loop diagrams display all the major influences and feedback
loops that exist between variables; they provide.a qualitative portrayal of the feedback
structure of the system. Simulation models are developed to analyse the time-based
learning behaviour of an organisation using a system dynamics modelling process.
System dynamics is defined as a modelling and simulation methodology used to study
the complex dynamics of large, non-linear managerial, socio-economic, human systems
(Richardson, 1981). Computer simulation is therefore used to analyse the behaviour of
such complex dynamic models. Various software i)ackages exist for system dynamics

modelling; in this case, the ithink software is used.

1.5 Summary

By introducing the three waves of quality to illustrate the evolution steps of learning
organisation, the basic concept of learning organisation is discussed and summarised.
After defining the research aims and objectives of this study, a research methodology is
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provided. The methodology of this research adopts four main features, literature review,
EFQM model and operation management, questionnaire survey, and system thinking

and system dynamics.

The literature review has identified essential elements contributed to TQM and learning
organisation, to indicate the importance of each of these elements and to study and
review the relationships between the total quality management and the organisational
learning. EFQM is used to construct the learning organisation framework. To evaluate
the conceptual framework for both manufacturing and non-manufacturing organisations
the questionnaire survey is 'developed. System thinking is used to develop causal-loops
(influence diagrams) for the three waves of quality. System dynamics is used to develop
a simulation model analyse the time-based learning behaviour of an organisation. An
overview and more details of these research methodologies are presented in the

following Chapters.
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CHAPTER 2

LITERATURE REVIEW: PART I

TOTAL QUALITY MANAGEMENT

2.1 Introduction

The three waves of quality have been highlighted as a critical movement from total
quality management to organisational learning in Chapter 1. The purpose of this Chapter
is to present an overview of the literature on total quality management (TQM). The

literature review gives an appropriate framing for the matters discussed in this thesis.

The overview in this' Chapter covers the fundamentals of total quality management with
special emphasis on what are described as the essentials of TQM. It is presented in six
parts. The first part provides an assessment of the meaning of quality. The second part
looks at the definitions and the characteristics on of the TQM. The third and fourth parts
review the TQM philosophies by studying the work of ten quality Gurus’ to underpin
the fundamental factors and mechanisms of TQM. The fifth part looks at two types of
the quality award models, which are the Malcolm Baldrige National Quality Award
(MBNQA) and the European Foundation for Quality Management (EFQM). The final
part identifies the gaps and weakness in TQM to implemented successfully and
concludes by synthesising the information in the literature into a coherent framework in

an attempt to portray the key principles and components of TQM.

2.2 Quality definition _

In organisations of every kind, quality can be regarded as a means to an end-customer
satisfaction in all aspects of the product or ser-vice..'Deming (1986) defines quality as
coﬁfrol of variation “a predictable degree of uniforfnity and dependability at low cost
and suited to the market. Juran (1988a) sees quality from internal customer perspectives
and he defines quality as “fitness for purpose” but Juran doesn’t state who is specifying
the purpose and making the decision as to its fitness. A different definition was given by
CrQ'sby (1979) who defined quality as conformance to requirement not elegance. In 1992
Crosby broadened his definition for quality adding an integrated notion to it: “quality

meaning getting everyone to do what they have agreed to do and to do it right the first
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time is the skeletal structure of an -organisation, finance is the nourishment, and
relationships are the soul”. However, the ISO 8402 (1986) offers an alternative systemic
definition of quality, “the totality of features and characteristics of a product or service

that bear on its ability to satisfy a given need”.

For Garvin (1988) quality can be seen from three views: -

e User-based definition: - Quality is measured by the degree to which the wants and

needs of customer are satisfied.

e Product-based definition: - quality refers-to the amount of desired attributes

contained in the product.

e Manufacturing-based definition: - Quality is measured by the percentage of scrap or

rework required during the production process.

Garvin is of the view that these meaning can co-exist within an organisation. He goes on
to suggest that it may become necessary to give quality a different meaning in different
industries, and also probably change the approach taken towards quality from user-based
to product based, as products move through market research to design; and then from
product-based to manufacturing based, as they go from design into manufacture.
However, the user-based definition is more appropriate in a service organisation because
it denotes that those services, which meet customer preferences and expectations, are the

central thrust of high quality.

Feigenbaum (1991) states, “quality is a customer determination, not an engineers
determination, not a marketing determination, or a general management determination,
it is based upon the customer’s actual experience with the product or service measured
against his or her requirements stated or unstated, conscious or merely sensed”. Thus,
product and service quality can be defined as: “the total composite product and service
characteristics of marketing, engineering, manufacture and maintenance through which

the product and service in use will meet the expe‘étati;c')ns of the customer”.

However, TQM writers have failed to provide an adequate definition of quality that can

be easily related to the philosophy of TQM. For example, Ishikawa (1990) state “Quality
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management is a revolutionary management pﬁilosophy characterised by the quality
strategic goals”. Taguchi defined quality, as “the quality of product is the minimum loss
imparted by the product to the society from the time the product is shipped” (Taguchi,
1996). According to Oakland and Dotchin (1994) the most applicable definitions of
quality are: fitness for use, the user perspective, and conformance to specifications (the

manufacturing perspective). All are necessary for customer satisfaction.

Quality is meeting the customer requirements. Figure 2.1 givesV',a summary of what
quality means. Quality defined from the viewpoint of different quality profeséionals and
to provide a conceptual scheme for the discussion of TQM. This can be classiﬁed under
three categories: customer-base, service and manufacturing-base, and value-based

definition as shown in Appendix 2.1.

Satisfying
internal
&
external
Enhancing \customer/ Promoting
workplace
diversity

Bettering
environmental
conditions

Facilitating
trade

Improving
work life

Figure 2.1: A summary of quality definitions

2.3 Total quality management

Total quality management is based on a number of ideas. It means thinkihg about quality
in terms of all functions of the enterprise. In systems terms it implies thinking about the
interaction between all the-compoﬁents of the organisation as well as the components
themselves. TQM aims to achieve an overall effectiveness higher than the individual
outputs from the sub-systems as design, planning, production, distribution, customer
focus strategy, quality tools and employee involvement. Customer satisfaction and
continuous improvement are the essential beliefs of the TQM philosophy. Therefore one
can say that TQM is essentially about changing people’s attitudes about the jobs and

functions they perform geared towards providing customer satisfaction.
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In spite of the vast amount of work conducted, a literature review suggests that if is
difficult to find a standard definition of TQM. This section conducted for this study
aims to provide a few definitions for convenience that incorporates’ the key
characteristics and framework of TQM. According to Oakland (1993) “TQM is an
approach for improving the competitiveness, effectiveness, and flexibility of an
organisation”. Essentially it is a way. of planning organising and understanding activities
and individuals at each level”. For an organisation to be truly effective each part of it
must work together towards the same goals, recognising that each person and each
activity has a domino impact on the inter-related system. For Crosby (1979) quality
management is a systematic way of guaranteeing that organised activities happen the
way they are planned. It- is a management discipline concerned with preventing
problems from occurring by creating the attitudes and controls that make prevention
possible. TQM advocates zero defects in the products and services produced by an

organisation. It is about driving quality into all aspects of organisation’s operation.

However, one major premise of TQM is the definition of quality by Juran (1988b) who
describes it as “fitness for use” which may be seen a key to business success in the
1990°s against the other established performance indices such as price and delivery. The
aim is to have quality built-in rather than inspected-in by quality being the responsibility
of all employees, rather than the exclusive presence of a specialist department. This is
expected to minimise the overall cost because it brings about a decline in failure rates,
warranty costs, returned goods, and reduction in the costs of detection. According to
Juran TQM involves a primary focus on the requirements of the external as well as the

internal customers within the organisation.

Ishikawa (1985) argues, “Quality management. is a revolutionary philosophy
characterised by the quality strategic goals those are focussed towards customers
preferences, likes, tastes, and applications”. He believes that organisational functions
should recognise the internal supplier-customer relationships, as each related process
being a customer. However, there are some who reject the idea of an internal customer,
as there is a danger that it would take away the ‘focus’ from the end-customer. This is
evidenced by Motorola, widely regarded as one of the quality success stories, and firmly
rejects the internal customer approach arguing that there is only one customer; the

person who pays the bills.
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Kanji (1990) notes that the modern concept of quality is defined as conformance to
requirements, and requirements are defined as the task. to be accomplished in meeting
customer needs. According to him quality is to satisfy customer’s requirements
continually, total quality is to achieve quality at low cost, and TQM is to obtain total

quality by involving everyone’s daily commitment.

In the present author’s view, the essence of quality is do it right first time, and every
time satisfy customer requirements by involving everyone in the organisation. TQM is
therefore a philosophy of management that strives to make the best use of all available
resources and opportunities by continuous improvement. TQM is the key business
improvement strategy and the key management issue of the present as well as future

because it is essential for improving efficiency and competitiveness.

2.4 TQM philosophies

Constructing a universal definition of TQM is impossible since definitions are affected
by a particular managerial situation or problem. W. Edwards Deming, one of the most
respected contributors to the quality management movement, claimed he never used the
term TQM as it did not carry any meaning (Romano, 1994). Nevertheless, Deming’s 14
points have generated the most impact on the TQM evolution and have been studied
exténsively (Tamimi ef al., 1995). Black and Porter (1996) examined the criteria for the
Baldrige Award and the published TQM literature and subsequently identified ten
critical factors of TQM. However, they have created considerable confusion when the
theoretical aspects of TQM are discussed, or attempts to design and implement TQM
programs are made. Harai (1993) believed this uncertainty of the nomenclature of TQM
is a problem in and of itself; “given the fact that there is a multitude of definitions,
theories and programs in the public domain, it is difficult to specify exactly what TQM
is”. This confusion is‘compounded by the proliferation of commercialised TQM training
programs offered as a package with no attempt to differentiate bet§veen industries or
organisations (Caudron, 1993). As a result, many different versions of TQM have been

developed, delivered, studied and defended by different professionals (Harai, 1993).

The result is that many TQM initiatives have become so ill-defined that the term itself
risks becoming a cliché, making it very difficult for many organisations to design and

implement effective quality programs. Ultimately, many organisations have rejected
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TQM as merely another management fad. However, it would be a mistake to reject
TQM at this level, for several important implementation concepts arises directly out of
the more general management philosophy perspective. Grant et al. (1994) addressed in
detail the difference between TQM and conventional management techniques regarding
the philosophies and theories that underlie them. For TQM benefits to be fully realised,
managers in every level of an organisation need to prepare themselves for change. The
phiiosophjcal dimension of TQM should also provide a focus for everyone in the
organisation by specifying those things that are valued highly by customers, employees,

and management.

25 TQM Gurus’ principles

The literature review indicates that despite quality management being considered a
matured field of study it is difficult to define the concepts of TQM. A study of the work
associated with ten quality Gurus’ (Deming, Juran, Crosby, Ishikawa, Mellor, Kanji,
~ Shingo, Oakland, Feigenbaum and Taguchi) is conducted with the objective to compare

and contrast their views, which underpin the fundamental factors and mechanisms of
TQM.

Broadly speaking TQM refers to thinking about quality from the perspective of all
functions within enterprise. In systems terms it implies thinking about the interaction
between all the quality components of the organisation as well as within the components
\themselves (Oakland, 1993). TQM aims to achieve an overall effectiveness through
intégrating individual activities in design, planmng, production, distribution and
customer service (Oakland 1993). It is about changing the mindsets and attitudes of all
those involved about the jobs and functions they perform geared towards providing
customer satisfaction. TQM advocates zero defects in the products and services through
the process of continuous improvement (Crosby, 1979). It is supported by, management

by fact, continuous improvement, delight the customer and people based management

(Kanji and Asher, 1993).

From the analysis, it could be argued that, the general message is essentially the same:
e Management commitment and employee awareness is essential in TQM. Personnel

as all levels need to participateé in the improvement process (Feigenbaum, 1991;
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Crosby, 1979; Juran, 1993). Deming's (1986) 14 points provide an effective starting-

point to encourage the necessary attributes.

Juran (1988b) emphasises the need to plan and prioritise actions with the quality
‘.planning, road map. Quality costing can be used to prioritise and monitor
improvement, and to measure the progress of improvement. Service quality can be
measured once qualitative and quantitative research has defined what matters to the

customer.

Teamwork plays an important part in the process of continuous improvement.
Indeed, problem solving and improved communication is extremely difficult to -
achieve without it. Ishikawa (1985) advocated quality circles, which create greater

worker involvement and motivation leading to greater commercial awareness and |

the aim for ever-increasing goals.

If all erriployees are to be involved in the i;.rlpr(;vement process, then simple tools
and techniques need to be taught (Crosby, 1989; Deming, 1986). All levels within an

organisation can use Ishikawa’s seven tools of quality control (Ishikawa, 1985).

Taguchi (1996) provide more technical tools to control areas including industrial
design and manufacturing. Taguchi’s quality loss function includes the costs to the

customer resulting from poor product performance and reliability.

To achieve quality, management tools should be studied. Feigenbaum’s concept of
total quality control stresses the need for top-to-bottom commitment to quality
(Feigenbaum, 1991). Ishikawa (1985) also promotes the concept of organisation-

wide quality control.

In today’s competitive markets, “quality as perceived by the customer” has become a
key aim for many organisations. Deming’s message to “delight your customers” is

seen by many as the way to be competitive in today's markets (Deming, 1986).

It is generally argued that a process, which exhibits such features, will lead to increased

corporate competitiveness and profit by increasing customer demand.
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2.6 Models of quality awards

There has been a quality management framework as part of the Deming Prize in Japan
for 6ver four decades. The Deming Prize was instituted in 1951 by the Japanese Union
of Science and Engineering (JUSE) in recognition of Deming’s contribution to the
development of industrial quality control in Japan. The Deming Prize is for enterprises
or divisions, which achieve the most distinctive improvement in performance through
the implementation of organisation-wide quality control based on statistical quality
control. The items, particulars, and further mformatlon of the Deming Prise can be
obtained from the Secretariat of the Demmg Prlze Commmee (Kanji and Asher, 1993).
However, it was not until 1987, when the Malcolm Baldrige National Quality Award
(MBNQA) was established, that senior managers in the west started looking at quality
award criteria as guiding frameworks to plot the approach for effective TQM

implementation

2.6.1 The Malcolm Baldrige National Quality Award

The Malcolm Baldrige ‘National Quality Award (MBNQA) promotes three important
characteristics, namely, awareness of quality to increase competitiveness, understanding
the requlrements for excellence in quahty and shanng the information and benefits
derived from successful quality strategles that are employed by the organisations (NIST,
1994). 1t is offered to organisations in three categories, namely, manufacturing, service
and small organisations (NIST, 1994). To win the award, organisation must demonstrate
a high degree of quality awareness and commitment, together with evidence of quality
results. Among the many bc_:neﬁts to an organisation, which applies for the award is the
feedback on its quality efforts, which helps to assess the effectiveness of its

implementation. It is claimed many organisations apply to take advantage of this benefit.

Furthermore, to help people to understand the Baldrige award criteria, the MBNQA
framework expresses values and concepts in seven categories and four key elements as
shown in Figure 2.2. Seven categories of criteria are included in evaluating the
organisation’s overall strategic and operational strategies employed in implementing

quality improvement efforts.

As shown in the dynamic relationships among these criteria in Figure 2.2, the primary

focus of the award is on customer focus and quality and operational results. As Reimann
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(1989) stated, the award is not given for a specific product or service, nor is it an
endorsement of an organisation’s product or service. It is given to those organisations
that have world-class systems for managing their people and processes. Each system
must ensure continuous improvement in its product or service and provide a way of

satisfying and responding to its customers.

Management of
process quality

\4
5.0 - "1 Customer
focus and @
satisfaction . .
7.0 o Customer satlst.‘actlop
Driver Human resource ° Custher satlsfa.ctlon
development and . A relative to competitors
v management e Market share
. 4.0
Senior
executive
leadership
1.0 . Measures of
Strategic quality progress
A & planning
¢ ¢ Product and service
3.0 ‘ quality
Quality and e Internal quality and
operational productivity
results o Supplier quality
Information and: ~| - 60
analysis

2.0

Figure 2.2: Dynamic relatiohships among the seven categories (NIST, 1994)

Furthermore, the MBNQA, as Garvin (1991) said, not only codifies the principles of
quality management in clear and accessible language, but also provides organisations
with a comprehensive framework for assessing their progress towards the new paradigm
of management and such commonly acknowledged :goals as customer satisfaction and

increased employee involvement.
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Since the introduction of MBNQA, several nations started their own award schemes for
similar reasons to those linked to MBNQA. A notable one is the European Quality
Award (EQA) established by the European Foundation for Quality Management in
1991.

2.6.2 The European Quality Award

The European Foundation for Quality Management (EFQM) established the European
Quality Award (EQA) for the first time in 1992, mainly to accelerate the acceptance of
quaiity as é strategy for global competitive advantage, to stimulate and assess the
development of quality improvement activities, and to recognize the organisations in
Western Europe that demonstrate excellence in the management of quality as their
fundamental process for continuous improvement (EFQM, 1993). The EQA is also
supported by the Européan Committee of the European Organization for Quality. This
award consists of nine criteria for evaluation. Figure 2.3 illustrates the EQA framework.
Thé nine eléments of the ﬁmework, classified és ei;t.her enablers or results, are seen as

influencing one another.

People management People satisfaction
Leadership Policy and strategy Processes Customer satisfaction Business
results
Resources Impact on society
— Enablers ><¢ Results L

F iguré 2.3: European Foundations for Quélity :Management (EFQM, 1999)

As can be seen from the Figure 2.3, the EQA criteria describe the processes and the
people including the leadership, people management, policy and strategy, resources, and
processes categories as the enablers that will ‘accomplish the results which include
customer satisfaction, peoﬁle (employee) satisfaction, impact on society and business

results.
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The two models discussed above give greater attention to defining quality from
customer’s perspective and on the measurement of results. The EQA and the revised
Baldrige criteria also extend the framework for quality to include public responsibility
and corporate citizenship, and measurement of employee satisfaction (EFQM, 1993 and

NITS, 1994).

It should be noted that the business results criterion includes financial measures such as
profits, cash flows, productivity, market share, and ﬁuality cost. The MBNQA, on the
other hand, does not include them in the quality and operational results criterion, as the

award criteria do not cover the organization’s financial performance.

In addition to the above, Tummala (1996) summaries the comparison between MBNQA
and EFQM models which can conclude as the following: -

e Both the MBNQA and EQA are results oriented awards.

e Both awards give maximum weight to customer satisfaction results. Thus, customer

focus and satisfaction is the overall goal of both the awards.

e The MBNQA criteria do not include financial performance whereas it is included in

the EQA criteria.

e The EQA, by including the impact on society as one of the nine criteria, covers more
aspects such as preservation of global resources in a more detailed fashion than the
MBNQA.

e The MBNQA and EQA are neither product nor service excellence awards, nor are
they corporate management excellence awards. Both are positioned between these

two extremes.

o Because of the inclusion of financial performance in the criteria, the EQA is more

broad-based than the MBNQA.

In summary, the EFQM model has merit as a business audit approach but does not

prescribe what to do and how to do it, rather it provides a framework to enable
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individual organizations to assess themselves and look for opportunities to improve their

service.

2.7 Pitfalls of TQM

Even in resfricting what TQM means to the work of the ten Gurus of quality, there are

- still important differences in philosophy, approaches, and methods among these. Total

quality management can provide significant cost benefits by improving the use qf

materials, optimising people’s time, reducing the cost of production and employing
capital more effectively (Eskildson, 1994). Most organisations emphasise the need for
quality, but few can articulate precisely what it is and few organisations have been able
to éonsistenﬂy deliver it. The set of hgaps/weaknéssesh in TQM as identified according to

Barry (1993) are the following: -

e Consistent, committed support from the top is recognised as crucial for success with
total quality nianagement. TQM recognises that this sort of inconsistent behaviour
from the top will at least seriously interfere with implementation. TQM itself, as
usually practiced, has ﬁo methods for dealing with the executive inconsistencies.
Argyris and Schon (1978) show that this sort of inconsistent behaviour is very

common.

e TQM problem solving tools tend to be reductionist rather than systemic. In
particular, TQM lacks both a framework and tools to understand circular causal-
loops. System dynamics provides powerful tools for understanding and managing
these dynamics. The basic system dynamics framework provides tools for both
qualitative analysis and computer simulation of situations where circular causal-

loops are important.

e TQM shows how to continuously improve an existing process. What about some
totally new product or even a new business or a radical re-structuring of the existing
business? TQM does not help the organisation to invent some new and more

desirable future for itself,

e Continuous improvement is a cornerstone of TQM. Improvement of any
manufacturing or service process may be usefully classified into three different

categories as follows: -
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o Marginal improvements involve changes (eliminating bottlenecks, increasing

efficiency, finding a better technique) that leave the basic process untouched.

o Process improvements involve changes to the basic manufacturing or service
process, for example, a new kind of machine or a new method for one step in

the manufacturing process.

o New technology involves a fundamental rethinking of the given
manufacturing or service process. This level of change involves essentially

starting over with a new way of producing the given product or service.

Each of these levels of improvements is critically important for long-range
success. TQM usually focuses on the first, can be helpful with the second, and

offers little help for the third.

e The question of organisational design is important for TQM for a number of reasons.
First, TQM emphasises the importance of all parts of the organisation working in
. harmony because quality for the customer depends on all parts of the business.
Second, as process improvements are made or new technology adopted,
organisational structures become outmoded. Finally, as customers or their
preferences chémge, the organisational structure needs to adapt as well. TQM,

however, is silent on the question of how to design an organisation.

* TQM is very clear about the need for all areas of the organisation to work together.
For instant, one of the main competitive advantages that Japanese auto makers have
achieved is in the area of concurrent engineering. By making engineering design
teams that include everyone involved in the process from the very beginning, the
time required to bring a new model to market has been cut dramatically. The next
‘stage in this evolution is to integrate the data for all parts of the organisation so that
everyone has instant, electronic access to all relevant data, no matter where it may
originate within the organisation. This vision of the data-integrated corporation is

usually termed computer-integrated manufacturing.
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e TQM requires the ability to work together across horizontal and vertical boundaries
within the corporation. Unfortunately, many corporations are fraught with dissension
and internal conflict. TQM is silent on the question of how to achieve collaboration

among divisions and commonality of purpose between managers and workers.

In order to prevent failure in the TQM implementation Liberatore (1993) argues that
corporate culture must change in order for new ways of thinking and doing business to
evolve. TQM fails because, in most organisations, the culture is so ingrained, it resists

change and attempting to change the established culture will not work unless it is
disabled.

However, Chattergee and Yilmaz (1993) attribute the pitfalls encountered in the
implementation of TQM to what they term the contradictory models of implementation
devised by the Gurus i.e. Deming, Juran and Crosby. Whilst Juran advocates setting
quality objectives and managing the quality plan according to those objectives, Deming
is strongly opposed to management by objectives, as this will as to the use of merit
ratings and slogans to achieve objectives. Crosby recommends zero defects as a quality
objective, whilst Juran and Deming are against it because they argue that the inherent
variability in all processes renders such an objective unrealistic. These assertions by the
Gurus, argue Chattergeee and Yilmaz, have created a quality jungle, because managers
are obliged to interpret and implement the Gurus ideas as they see fit. Therefore, the bad

name TQM is receiving is a matter of execution, but intent (Goodman, 1994).

The challenge of TQM, like any other organisational programme, is to assure that its full
systemic outcomes are achieved. Its effects on the organisation at large, organisational
stakeholders, and the organisational context are considered. The implementation and
application of TQM must fit with participating organisations policies and procedures
(thé way work is supposed to be cione) and with tiw organisations’ culture (the way

works actually accomplished).

TQM is not simply a means of quantifying quality; it is a means of expanding
organisational thinking and learning capabilities. In the past, the essence of quality was

to make products or deliver services according to fixed organisational standards.
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2.8 Summary

The literature review of the TQM field shows that none of the quality Guru’s definitions
address the management of quality, which encompasses the optimisation of processes
that occur within the organisation and beyond. On the other hand the various definitions
of TQM in the literature, rely on the hard aspects of quality (production/operations
aspects, measurement and control of work.) i.e. tools and techniques, without reference
to organisational design and human issues. TQM can be superimposed on existing
organisational structures with minimum attention paid to wider issues of organisational
structure, worker dignity, process improvement, communication, culture and

organisational politics.

TQM embodies a management approach that is committed to satisfying customers by
designing, producing, and delivering high quality products. TQM attempts to involve all
employees to continuously improve the organisation. TQM is an all-encompassing
philosophy about managing a business. Total quality management is concerned with
changing attitudes, skills and processes, so that the culture of the organisation becomes
one of preventing failure — doing the right things, right first time, every time (Irani and
Sharp, 1997). TQM is not just about improving production steps and reducing cycle

times, however. It is a thought revolution in management (Ishikawa, 1985).

wa important conclusions are drawn from the TQM literature review. First is that
TQM is about changing the mental models of management in order to enhance an
organisation’s fundamental capability to determine its own future. This change requires
more than a one-time shift in thinking; it means continually re-evaluating the way
managers think. Sustaining this thought revolution requires not only engaging in the
continual improvement activities already accepted by many organisations, but also

changing the conventional wisdom and mental models shared within an organisation.

The second conclusion is that for TQM to succeed, management commitment to
learning and acquiring new knowledge and skills are required. As Garvin (1993) states
“continuous improvement requires 'a commitment to learning. How after all can an
organisation improve without first learning something new?” In other words, the success
of TQM is related to an organization’s ability to learn, to absorb, to adapt and to apply

conceptual changes and integrate them throughout the organization. So, individual,
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team, and organizational learning are the subject of discussions in order to test the
mutual dependence existing between continuous improvement and continual learning.

- An-overview of this body of the literature is presented in the next Chapter.

2.9 References
Argyris, C., and Sehon, D. A., (1978), “Organisational leaning: A theory of action
perspective.” Addison Wesley, Reading
Barry C., (1993), “Total quélity management and comprehensive change”, Engineering
Management Journal, Vol. 5, No. 1, pp. 6-10.
Black, S.A. and Porter, L.J., (1996), “Identification of the critical factors of TQM?,
Decision Sciences, Vol. 27 No. 1, pp. 1-21
Caudron, S., (1993), “Keys to starting a TQM program”, Personnel Journal, Vol. 72 No..
2, pp. 28-34
| Chattergee, S. and Yilmaz, M., (1993), “Quality confusion: Too many Gurus, not
enough disciples”, Business horizons, May-June.
Crosby, P., (1979), “Quality is free”, Mé Graw - Hill, New York
Crosby, P., (1989), “Let’s Talk Quality: 96 Questions that you always wanted to ask Phil
Crosby”, McGraw-Hill, New York, NY.
Deming, E., (1986), “Out of the crisis”, Cambridge, Massachusetts
Dotchin, J. A. and Oakland, J. S., (1994), “Theories and Concepts in Total Quality
Management”, Total Quality Management, Vol. 3, No. 2, pp. 133 -144
EFQM, (1993), Total Quality Management The European Model for Self-appraisal, The
. ~ European Foundation for Quality Management (EFQM), Brussels
| EFQM, (1999), “The EFQM Excellence Model”, Public and Voluntary Sect(;r, The
European Foundation for Quality Management, Brussels
Eskildson, L., (1994), “Improving the odds of TQM’s sucéess”, Quality Progress, April
- Feigenbaum, (1991), “Total Quality Control (3rd edition)”, Mc Graw-Hill, New York
Gafvin, D. H., (1988), “Managing Quality: The Strategic and Competitive Edge”, New
York, The Free Press.
Garvin, D. A., (1993), “Building a learning organisation”, Harvard Business Review,
July — August, 71, pp.78-91.
Garvin, D. A., (1991), “How the Baldrige Award really works”, Harvard Business
Review, November-December, pp. 80-95.

23



" Goodman, J. A., Bargatze, G. F. and Grimm, C., (1994), “The key problem with TQM”,

Quality progress, January _

Grant, R.M., Shani, R., and Krishnan, R., (1994), “TQM’s challenge to management
theory and practice”, Sloan Management Review, Vol. 35 No. 2, pp. 25-35

Harai, O.; (1993), “The eleventh reason why TQM doesn’t work”, Management Review,
Vol. 82 No. 5, pp. 31-6

Irani, Z. and Sharp, .M., (1997), “Integrating continuous improvement and innovation
into a corporate culture: a case study”, The International Journal of
Technological Innovation and Entrepreneurship (Technovation), Vol. 17 No. 4,

~ pp. 199-206.

Ishikawa K., (1985), “What is Quality Control ? ”, Prentice Hall.

Ishikawa K., (1990), “Introduction to Quality Control”, London, Chapman and Hall.

ISO 8402, (1986), “Quality Vocabulary, International Standard Organisation”, Geneva

Juran J. M., (1988a), “Juran on Planning for Quality”, New York, The Free Press

Juran J. M., (1988b), “Quality Control Hand book”, Mc Graw - Hill

Juran, J .M.,' (1993), “Made in USA: a renaigsanpe in quality”, Harvard Business

K Review, Vol. 71 No. 4, pp. 42-50. |

Kanji, G., (1990), “ Total Quality Management, The second Industrial Revolution”,
Total Quality Management, Vol. 1, No. 1, pp. 3-21. |

Kanji, G. and Asher (1993), “Total qhality management process: a systematic approach”,
Journal of Total Quality Management, Vol. 4, Supplement.

Liberatore, R. L., (1993), “The culture factof and quality”, Quality progress, December

Mellor C., (1987), “Personal quality”, TMIALS

NIST, (1994), The Malcolm Baldrige National Quality Award, US Department of
Commerce, Technology Administration, Gaithersburg, MD.

Oakland, J, S., (1993), “Total quality management - The route to improving
performance”, Butterworth — Heinemenn,

Reimann, C.W., “The Baldrige Award: leading the way in quality initiatives”, Quality
Progress, July 1989, pp. 35-9.

Romano, C., (1994), “Report card on TQM”, Management Review, Vol. 83 No. 1, pp.
22-5.

Taguchi, (1996), “The Taguchi approach to parameter design”, ASQC quality congress

transaction, Anaheim

24



Tamimi, N., Gershon, M. and Currall, S.C., (1995), “Assessing the psychometric
properties of Deming’s 14 principles”, Quality Management Journal, Vol. 2 No.
3, pp. 38-52

Tummala V.M., Tang C.L., (1996), “Strategic quality management, Malcolm Baldrige
and European Quality Awards and ISO 9000 certification, core concepts and
comparative analysis”, International Journal of Quality and Reliability

Management, Vol. 13, No. 4, pp. 8-38.

25



CHAPTER 3

LITERATURE REVIEW: PART II

LEARNING ORGANISATION

3.1 Introduction

. Recent literature argues that the 1990s and beyond will be a period of major change of
organisations and business improvement. The emphasis is to constantly identify
learning opportunities for individuals and the organisation (as a collection of

individuals), share the learning from these and continuously transform the organisation.

In order to contextualise the work reported in this Chapter, it is useful to break down
and understand the meaning of learning, learning organisation, and organisational
learning as described in the earlier section. To identify the conceptual elements and
understanding the learning organisation, this Chapter must address the link between the
organisational learning and learning organisation, differentiate between the different
levels of learning, and takes into account different organisational learning types. Also,
" organisational learning processes and creating learning organisation are presented in

sections 3.8 and 3.9 respectively.

Organisations are comprised of individuals and must ultimately learn via their
individual members. Hence, theories of individual learning are crucial for understanding
organisational learning. The purpose of section 3.10 is to discuss a theory about the
process through which individual learning advances organisational learning. Also,

models of organisational learning are developed in some detail in section 3.11.

This Chapter concludes by deséribing the way forward of the learning organisation
~ which presented in the later section. In abroad context, the purpose of this Chapter is to
contribute towards building a theory to develop a learning organisation. Once this
transfer process is clear understanding, the learning process can be consistent with an

organisation’s goals, vision, and values.
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3.2 Learning

A dictionary definition of the word learning as a noun is “knowledge gained by study;
instruction or scholarship, and the act of gaining knowledge” (McLeod, 1982). This
implies a rather isolated, mechanistic view of a process, which is essentially integrated
and iterative. Fiol and Lyles (1985) define learning as “the process of improving actions
through better knowledge and understanding”. Learning itself includes three different
activities: thinking, communicating and co-operating. When the organisation capacities
to think, communicate and co-operate are enhanced, so is the organisation ability to
learn (Fiol and Lyles, 1985).

Learning is as much a task as the production and delivery of goods and services. This
doesn’t imply that organisations should sacrifice the speed and quality of production in
" order to learn, but rather, that production systems be viewed as learning systems. While
organisations do not usually regard learning as a function of production, learning
becomes more integrated into how we work, where does “work™ end and “learning”
begin? (Argyris & Schon, 1978). Therefore, a learning organisation is one which fosters
and enhances these activities for its members and members of the community in which

it exists.

3.3 Learning organisation

West (1979) indicates that the learning organisation concept is embedded in the notion
that innovative organisations should be designed as participative learning systems,
- which place an emphasis on information exchange and being open to enquiry and self-
criticism. Pedler (1989) elaborate further on the concept of a learning organisation “a
learning organisation is one which facilitates the learning of all its members and
continuously transforms itself”. The concept of the learning organisation became
popular following the writing of Senge (1990a). According to him “it is a place where:
people continually expand their capacity to create the results they truly desire, where
new and expansive patterns of thinking are nurtured, where collective aspirations are set

free, and where people are continually learning how to learn together” (Senge, 1990a).

Garvin (1993) defined a learning organisation as “an organisation skilled at creating
acquiring, and transferring knowledge and modlfymg its behaviour to reflect new
knowledge and insights”. The important component of this definition is the requirement

that change occur in the way work gets done. A “learning organisation” is an
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orgahisation that purposefully constructs structures and strategies so as to enhance and
maximise organisational learning (Dodgson, 1993). Both of Garvin and Senge
definitions imply a new ways of thinking about how people work together and the need

of greater emphasis on reviewing current and past experiences.

'. Hocigetts (1994) similarly indicate fhat learning organisations are characterised by a
strong commitment to generate and transfer new knowledge and that they utilise the
external environment as a source of learning. Calvert (1994) maintains that
organisations use learning as a means of attaining their goals and create structures and
procedures that facilitate aﬁd support continuous learning and development. McGill
(1994) define the learning 'organisation as “an organisation that can respond to new

information by altering the very programming by which information is processed and

evaluated”.

For the purpose of this thesis, a learning organisation is one that seeks to create its own

- future; that assume learning is an ongoing and creative process for its members and that

develops, adapts and transforms itself in response to the needs and aspirations of people,

both inside and outside itself. A learning organisation is one in which people at all

levels, individually and collectively, are continually increasing their capacity to produce

results they really care about. In summary, the learning organisation:

e is customer focused;

e has a high proportion of people learning-to-learn skills;

e continually questions and challenges the nbrm;

e is creative, prepared to experiment and is action-oriented,

e uses detection and correction activities as a learning experience and as a mechanism
to transform the organisation’s accepted values and practices;

e has a vision of how it wants to be, communicates that vision effectively to its people
and then works towards a common and shared purpose;

¢ builds learning opportunities for all into its strategy;

e finds a way of transferring and encoding the individual learning of its people into a
cohesive and beneficial whole;

e communicates freely and openly with its customers, its people, its suppliers and all

other stakeholders and frequently its competitors.
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3.4 Organisational learning

Argyris & Schon (1978) two of the early researchers in this field, defined organisational
learhing as the process of “detection and correction of errors”. In their view
“organisations learn through individuals acting as agents for them”. The individuals’
learning activities, in turn, are facilitated or inhibited by an ecological system of factors
that may be called an organisational learning system”. Fiol and Lyles (1985) defined the
organisational learning as the process of improving actions through better knowledge
and understanding. This action is depends both on the situation of the organisation and

" the way that its members habitually tend to learn.”

Organisational learning is more than the sum of the parts of individual learning
(Dodgson, 1993). An organisation does lose out on its learning abilities when members
leave the organisation. Organisational learning contributes to organisational memory.
Thus, learning systems not only influence immediate members but also future members
due to the accumulation of histories, experiences, norms, and stories. Kim (1993) notes
that “analogous to individual learning, organisational learning is defined as increasing
an organisation’s ability to take effective action”. Dodgson (1993) describes
organisational learning as “the way organisations build, supplement, and organise
- knowledge and routines around their activities and within their cultures and adapt and
develop organisational efficiency by improving the use of the broad skills of their

workforces”.

Organisational learning involves individual learning, and those who make the shift from
traditional organisation thinking to learning organisations develop the ability to think
critically and creatively. These skills transfer nicely to the values and assumptions
inherent in organisation development. Organisational learning is the outcome of three
overlapping spheres of individual, team, and system learning as shown in Figure 3.1.
All three kinds of learning take place simultaneously (Dixon, 1993). McGill et al.
- (1994) define organisational learning as the ability of an organisation to gain insight and
- understanding from experience through experimentation, observation, analysis, and a
willingness to examine both successes and failures. Nevis (1995) describes organisation
learning as the “capacity or processes within an organisation to maintain or improve
performance based on experience”. Beeby and Simpson (1998) suggest new forms of

thinking and acting. The present author agrees with descriptions of organisational
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learning as where learning takes plag:e that changes behaviour of individuals or groups

within the organisation.

3.5 Organisational learning versus learning organisation

Learning at an organisational level is termed organisational learning and one can readily
antiéipate a certain amount of confusion stemming from the use of the terms “learning
organisations” and “organisational learning”. However, as Jones and Hendry (1992) and
Calvert et al. (1994) have warned about the two terms, even though they are closely
inter-related are not one and the same thing. Indeed the two phenomena emphasise
differing aspects: organisational learning highlights formal or structural issues such as
training and knowledge and skills acquisition that tends to obscure the real issues
* behind the léarning organisation. Pafticipants of the focus groups organised by Calvert
et al. (1994) also distinguish between the two concepts with the learning organisation
described as “an organisation that excels at advanced, systematic collective learning”,

whereas “organisational learning” refers to methods of collective learning.

An attempt towards a further clarification is offered by Tjepkema and Wognum (1996)
“learning organisation responds to (and anticipates) changes in the environment by
proactive organisational learning; moreover, it deliberately aims at improving its ability
for learning and in order to learn on an organisational level a learning 6rganisation
makes use of the learning of all employees, therefore it strives to create a work

_environment which stimulates and supports learning”,

Lundberg (1995) proposes that organisational learning refers to certain processes of
learning, which occur within organisations whereas the learning organisation refers to a
systems level entity with particular characteristics and capabilities. Organisational
learhing involves individual learning. Those who make a shift from traditional
organisation thinking to a learning organisation must be able to develop the ability to
think critically and creatively. In this research, learning organisation described as the
applied area of organisational learning. The main characteristics of a learning
organisation is how to institutionalised the continual learning process such that it should
 be manifested in the underlying procedures, practices, code of conducts, routines and

" even in the products.
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Based on the above, the present author proposes a working definition, which suggests
that organisational learning can take a number of forms from induction training, which
produce the individual skills as well as increase the skills recruitment, through the
acquisition of knowledge to the dissemination of knowledge and increase the

organisational competence pool.

3.6 Organisational learning levels

By making use of the concepts piesented by Dixon (1993) learning may be addressed at

three levels as shown in Figure 3.1.

System/ organisation level.

* Many business units are exposed to
same knowledge / experimentation.

* Benchmarking.

* Feedback from management and

stake-holders.

Figure 3.1: Organisation learning levels

(i) At the individual level

Leafning takes place each time an individual (worker) reads a book (which could be a
technical manual or underlying policies and procedures of the organisation), performs
an experiment i.e. some improvisation to the current practices, for example, using a new

way of customer service, and gets feedback from customer or colleagues.

31



(ii) At team level .

At the business unit level, learning would take place when two or more workers learn
from the same experience or activity. Team learning may involve new ways to address
the team's responsibilities, or it may involve some aspect of the interaction between the
members of the team themselves. A feedback of any nature from stakeholders, for

example, from the line manager, supplier or customer would be considered to be a part

of the learning process.

(iii) At the system/organisation level

It would take place when the organisation develops systemic processes to acquire, use,
and communicate organisational knowledge. It embodies the individual as well as team
level of learning and feedback. The learning has to be addressed at a much higher level
such that each participating bemployee within the organisation understands and practices
those systematic processes, for example, quality standards and procedures, database
requirements of supplier or customers, stock control procedures etc. At the organisation
level, learning is to be addressed through a favourable attitude and atmosphere such that

learning becomes the ethics of the organisation.

3.7 Types of organisational learning
It is important to make the distinction between various kinds of learning, for example,
“adaptive learning and coping” or what Peter Senge described as “generative learning”

or Argyris & Schon (1978) idea of “double-loop learning”.

Argyris and Schon (1978) suggested that organisational learning is a process in which
members of an organisation detect error and correct it by restructuring organisational
theory of action, embedding the results of their inquiry in organisational maps and
images. The key point here is that errors are detected and corrected or organisations
- cease to survive. The authors suggest three forms of learning, single-loop, double-loop
and ‘triple-loop. Single-loop learning is concerned with detecting and correcting errors in
the current operating system. This is achieved by changing the ways in which tasks are
performed within the same system of operation. Double-loop learning involves
detecting errors, but finding solutions outside the current ways of thinking and acting.
There is a change in the system itself. Triple-loop lcarning involves changing the ways

of thinking about error detection and solution, a process often referred to as learning to

learn.
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Following Argyris and Schon (1978) Swieringa and Wierdsma (1992) distinguish
between three levels of learning — single-loop learning: questioning how things are
done; double-loop learning: questioning underlying purposes and why things a£e done;
and triple-loop learning: questioning essential principles on which the organisation is

based, and challenging its mission, vision, market position and culture.

A good description of the work Argyris & Schon (1978) is provided by Ross (1992). He
argues that organisational learning involves the detection and correction of error. When
such detection and correction enables the organisation to continue with current policies
and objectives, the result is single-loop learning. Double-loop learning, on the other
' haﬁd, is generated by detection-correction activities, which modify and change the
organisation’s fundamental norms and aims, often through challenging traditional
norms and values and resolving subsequent conflict. In essence then, double-loop
learning is about raising the learning mechanism of an organisation from the operational
to the strategic level. While many organisations can and do achieve single-loop
learning, the more valuable learning engendered through questioning and challenging
the norm is more difficult to accomplish. The process of continually questioning and
challenging the strategic norm is the very nature of a learning organisation. The present
author in line with the definition of the three learning loops as, single-loop is linear, it is
trying to find a better way to do a process. Double-loop learning bridges the gap
- between theory and practice. Whereas, triple-loop learning is learning about learning.
Double-loop and triple-loop learning are concerned with the why and how to change the
organisation while single-loop learning is concerned with accepting change without
questioning underlying assumptions and core beliefs. Dodgson (1993) argue that
learning can occur within different functions of the organisation such as research,

development, design, engineering, manufacturing, marketing, administration, and sales.

3.8 Organisational learning processes
Huber (1991) describes four processes or constructs that contribute to organisational

learning. These processes are: -
e knowledge acquisition,

e Vi'nformatilon distribution,

e information interpretation,

e organisational memory.
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Learning occurs when an organisation acquires knowledge. Knowledge acquisition or
facts and information is achieved by monitoring the environment, using information
~ systems to store, manage, and retrieve information, carrying out research and

development, carrying out education and training (Dodgson, 1993).

Information distribution refers to the process by which an organisation shares
information among its units and members, thereby promoting learning and producing
new knowledge or understanding. In order for information to be shared, such
~information must be interpreted. Information interpretation is the process by which

distributed information is given one or more commonly understood meanings.

Organisational memory refers to the repository where knowledge is stored for future
use. It is also called “corporate knowledge” or “corporate genetics” by Hamel and
* Prahalad (1994). Decision makers store and retrieve not only hard data or information
but also “soft” information, that is, information with meaning. This soft or interpreted
information can be in the form of tacit know-how, expertise, biases, experiences, lists of
contacts, anecdotes, etc. Organisational memory plays a very critical role in
organisational learning. Both the demonstratability and usability of learning depend on
the effectiveness of the organisation’s memory. The major challenge for organisations
exists in interpreting information and creating organisational memory that is easily

accessible.

Buckler (1996) examines the processes by which individuals in organisations learn, and
~ develop a learning process model to facilitate continuous imprbvement and innovation
in business processes. The model is designed to be applied and used by managers
working in organisations. He discusses: learning as a pfocess that results in changed
behaviour and the “how’s” of learning (techniques to help the learning process); the
“why’s” of learning — creating an ‘environment which provides meaning and the

“what’s” of learning — enabling a focus on organisational goals; a learning process

model.

Information interpretation can facilitate this learning process by supporting the
processes of knowledge acquisition, information distribution, information interpretation,
and organisational memory. With the displacement of people due to decreasing efforts,

+ organisations are discharging vast” amounts of organisational knowledge without
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realising the long-term implications of such short-term actions. The only way
organisations can preserve that knowledge and further promote organisational learning

is to use information systems to store and retrieve such collective knowledge.

3.9 Creating learning organisation

. Whilst the need to learn and change is indisputable, there is a general agreement that no
right model of a learning organisation exists (e.g. Dale, 1994). A learning organisation
works to create values, practices and procedures in which learning and working are
synonymous throughout the organisation. Senge (1990a) offers a framework for
learning organisation founded on five key areas or disciplines. A distinct order of the
learrﬁng organisation principles is system thinking and personal mastery led to shared
vision; team learning and mental models as shown in Figure 3.2. Appendix 3.1

illustrates more details of Senge five disciplines.

In fact, S¢nge (1990b) refers to the building learning organisations via three waves: -

o The first wave involves the front-line worker (empowerment).

" e The second wave changes the wasr we work (ﬁve Elisciplines).

o The third wave follows on from the first two, and it institutionalises learning for all

members of the organisation. It will not occur until the second wave is completed in

all areas.

Pedler (1991) identifies some necessary but not sufficient conditions for the creation of

a learning organisation. These conditions are:

1. A corporate learning strategy;

2. Participative policy making;

3. Information technology harnessed to inform and empower people to ask questions
and take decisions based on available data; .

4. Formative accounting, where accounting systems are designed to assist leaming

from decisions; ‘

Internal exchange;

Flexibility is rewarded,;

Front-line workers are expected to be, and are used as, environmental scanners;

® N w

Inter-organisation learning takes place, where learning is not restricted to the
organisation, but extends to organisations which are suppliers, customers, or even

competitors;
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9. A climate is created which supports learning;

10. Self-development is for all members of the organisation.

Systems thinking Personal mastery
Systems thinking is the conceptual glue Personal mastery involves a
which binds these different elements commitment to lifelong learning and
together, and which provides the tools that the discipline of  continually
enable isolated actions to be seen as challenging and clarifying personal
integrated patterns. visions..

=
v

Shared vision

Shared vision is the process whereby the personal views of key

leaders are translated into forms that can be shared by all

members of the organisation.

- Team learning - ' S Mental model
Team learning involves maximising on the Mental model are the deeply ingrained
insights of individuals through dialogue assumptions that we hold about the
and an awareness of the patterns of group ‘ nature of the world, and which inform
behaviour that can undermine learning. the action that we take. '

Figure 3..2: Senge’s five key disciplines (1990a).

Garvin (1993) suggests that, to become a learning organisation, organisations need to be
skilled at the following five activities:
1. Systematic problem solving:
Relates fo the philosophy and methods of the quality movement, relying on
scientific method rather than guesswork; uses actual data rather than assumptions

and simple statistical tools.
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2. Experimentation with new approaches:
Systematic searching for and testing new knowledge; motivated by opportunity and
new perspectives and not by current difficulties

3. Learning from their experiences and past history:
A review of successes and failures; reflecting and self-analysis

4. Learning from experiences and best practices of others:
Benchmarking; looking outside the immediate environment; openness to the outside
world; environmental scanning

5. Transferring knowledge quickly and efficiently throughout the organisation:
Mechanisms in place to facilitate the process; written and oral reports; site visits;

tours; rotation programmes; education and training programmes.

" Hitt (1995) emphasises the purposé of a learrﬁng 'brganisation in his definition “an
organisation that is striving for excellence through continual organisation renewal”. He
adapts the McKinsey 7-S framework to provide a systems view of the learning

organisation.

In summing up, Hitt (1995) observes that the learning organisation is a new paradigm
that reflects a process rather than an end state. He observes: embracing and
implementing the paradigm of the learning organisation will be no easy task. There will
be obstacles, one of the most challenging is to overcome the resistance of those
managers who have fully embraced the traditional organisational paradigm — and are
. successful. Why should they change? There is.an important reason why they should
change, and that is the quest for excellence. In this quest, managers want to know how
to achieve excellence and how to maintain it. The learning organisation points the way:

excellence through organisational renewal (Hitt, 1995).

Peters (1996) propoées a syllabus-driven approach for the aspiring learning
organisation, interlinking six areas, which can be addressed by designing interventions
for individuals, teams and organisational systems. The syllabus areas are:

1. Learning about the participant’s own job in the organisation and how to do it better.
2. Learning how to create alignment between culture and strategy in the organisation

so that initiatives “fit” the context from inception to implementation.
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3. Learning about the future by exploring the value of techniques for scenario planning
-and anticipating the likely implications for personal and organisational competency
development.

4. Learning about the operating environment and the supply chain — essentially Peter
Senge’s “fifth discipline” of systems thinking.

5. Learning how to challenge existing schools of thinking and avoid myopia so that
personal and organisational mindsets are open to change and to new ideas.

6. Developing an organisational memory for the purpose of capturing, storing and

retrieving knowledge and expertise.

The syllabus is for the organisation as a whole and its members who should participate
according to their personal learning agenda and the organisational imperative. However,
the sequence of its implementation is of some significance. Peters (1996) suggests that
the learner’s own job should be the starting point, as improvements here will yield
organisational benefits from the outset. After this, the longer-term debates should be
- established about the future, future competencies and how to network learning
throughout the organisation’s supply chain. The framework also provides a basis for
monitoring the kind of organisational adjustments needed to maintain creativity and
productivity and for reutilising improvements by creating and drawing on a knowledge
base that constitutes the organisation’s bank of knowledge capital. In essence, the
. learning organisation is one that has found a workable and meaningful way of

systemising organisational learning and all its component parts.

In summary, a learning organisation is one in which the learning strategy is more than a
human resource or staff development strategy — it is a core component of all operations.

This is only achieved by attention to both individual learning and organisational

learning.

3.10 Individual learning in a learning organisation

Learning is desirable but requires both individual and team double-loop learning. March

- and Olsen (1975) identified four learning conditions which would prevent individual
knowledge from influencing the organisational mind set and more seriously, teach the
organisation to learn wrong things. First, “role constrained learning” occurs when the
individual who acquires new insight and knowledge is unable to influence behaviour in

the organisation because of his or her lowly position. Second “audience” learning occurs
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when a particular individual is able to affect organisational behaviour and learning in a
spurious way. Third, superstitious learning occurs when the nature of environmental
actiility and change is misunderstood, and therefore unrelated to (although not
unaffected by) the inferences and activities learned by individuals and the organisation.
Fourth, ambiguous learning occurs when the individuals concerned are incapable of

cleaﬂy understanding the causal links between environment and action.

Learning for an organisation only has meaning in the sense that organisational
" behaviour is modified in the light of what individuals have learned. Argyris & Schon
(1978) argue that organisational learning is the collective experience of individuals
within the organisation evident only when procedures change in the light of what has

been learned.

Mumford (1994) underlines the importance of individual learners in building a learning
organisation. The learning organisation depends absolutely on the skills, approaches and
commitment of individuals of their own learning. An essential ingredient in the learning
organisation is the way that the organisation seeks to improve the capacity of
individuals to recognise and take advantage of learning opportunities. It is important to
_ emphasise that all members of the organisation need to participate in individual

learning, and that their managers need to view this as a central responsibility.

3.11 Models of organisational learning
Argyris & Schon (1978), Mitroff (1983), and Senge (1994) are among the few who
have attempted to integrate strategic, systemic, psychological and sociological
perspectives, and relate them to learning at individual, team and organisation levels. For
example, Argyris & Schon (1978) discuss ways of changing inhibiting “theories in use”
through awareness of their disabling effects, so as to generate valid information,
informed choices and internal commitment. Argyris (1990) discusses defensive
behaviour in organisations, pointing to such processes as blaming, inertia, upwards

communication, and budget games. Senge (1990a) re-emphasises the need for

systematic diagnosis and the need to recognise, challenge and confront defensive
routines that inhibit learning. The needs for active listening, for balancing inquiry and
advocacy, for avoiding premature conclusions and for addressing gaps between
expressed theories and theories in use are also stressed, as is the value of “creative

tension” between future vision and current analysis. Mitroff (1983) links organisational
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forms and strategic orientations with deep-seated personal beliefs and preferences,

including learning styles, using a Jungian frame of analysis.

Others have tended to focus on developing models of learning organisations that
identify their essential characteristics and attributes. Beckhard and Pritchard (1992) list
the following features: a 'clear picture of both learning and doing; rewards that
encourage questioning, challenging and innovation; performance and career reviews
that focus both on long-term learning and short-term doing; feedback processes that
focus on performance and learning; information systems that focus both on lessons and
results; development programmes that support this strategy; communication strategies

that focus on learning; and strategic planning processes that involve learning as well as

- doing.

Attempting to integrate concepts of organisational learning with individual learning in
organisations Pedler et al. (1991) reject the notion that there is one set formula or right
answer. Nevertheless, they propose 11 key attributes; a learning approach to strategy;
participative policy making; informing; formative accounting and control; internal
exchange; reward flexibility; enabling structures; boundary workers as environmental

scanners; inter-organisation learning; a learning climate; and self-development for all.

Jones and Hendry (1992 & 1994) have developed a phase or stage model of learning in

organisations. The foundation phase.is focused on the basics, laying the basis for future
| learhing. The formation phase encoufages and déveléps skills in self-managed learning
and self-development. As the learner makes new learning demands, the organisation
needs to- make available additional resources. At the continuation phase, both the
individual and the organisation are becoming more independent and innovative,
providing support for stressed and plateaued employees. With the transformation and
transfiguration phases, the‘ organisation is moving from encouraging organisational
learning to becoming a learning organisation. At the transformation stage it is concerned

with cultural and structural changes, learning to think and act differently,

experimentation and ethical issucs, individual development and entrepreneurship,
coaching and facilitating, and with reflection and support. At the transfiguration stage,
. the emphasis is on individual as well as social welfare and improvement, concern for

values, mission and global integration. There is no prescription as to best practice, and
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allowances are made for different parts of the organisation to develop and change at

different rates (Mabey and Salaman, 1995).

Buckler (1996) develops a learning process model to facilitate continuous improvement
and innovation in business processes. The model is designed to be applied and used by
managers working in organisations. He discusses learning as a process that results in
changed behaviour and the “how’s” of learning (techniques to help the learning
prOCeSS); the “why’s” of learning — creating an environment which provides meaning
and the “what’s” of 1earnihg — enabling a focus on organisational goals; a learning

process model.

3.12 Learning organisation: the way forward

Through learning organisations adapt to change, avoid the repetition of past mistakes,
and retain critical knowledge that would otherwise be lost. Therefore in the present
author’s view in 1990’s and beyond the amount of learning, which takes place within an
organisation, would make a critical factor for its survival and success. A number of

factors are listed in the following to support this view.

(i) Increased pace of change and competitiveness

e The fact is that many organisations have not survived change. A report has
suggested that one-third of the Fortune 500 organisations listed in 1970 had
vanished by 1983 (Dixoh, 1993). Peters and Waterman identified 43 “excellent”
organisations in 1982, which had demonstrated superiority on six critical financial
yardsticks over a period of 20 years. Five years later, only 14 of them were in the

excellent category; some had disappeared entirely and many were in trouble (Dixon,
1993).

e Market forces, such as globalisation, higher customer expectations, greater
competitive pressures, shorter cycle times signals a need to work differently. The

ability to adapt quickly stems from an ability to learn; i.e. the ability to assimilate

new ideas and to transfer those ideas into action faster than a competitor (Ulrich,
1993).
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(ii) Workforce competence and the changing work skills

e In this age of information society, knowledge and skills of the workforce becomes
the primary means by which organisations compete. As knowledge becomes more
central to competitiveness, the ability of individuals and organisations to learn

becomes a primary means for winning (Ulrich, 1993).

e With the concept of “life ldng learning"’ léaming and work have become
synonymous terms. Rather than learn in preparation for work, employees must learn
their way out of the work problems they address. Learning is not something that
requires time out from being engaged in productive activity: learning is the heart of

productive activity (Dixon, 1993).

Learning is now so essential for career success, corporate survival, and national
prosperity that it no longer makes sense to relegate it to certain institutions or to

particular periods in one’s life.

3.13 Summary ‘

The purpose of the organisational transformation, that is achieved through a learning
organisation, is to enable the organisation to search for new ideas, new problems and
new opportunities for learning from which competitive advantage can be culled in an
increasingly competitive world. Learning also increases information sharing,

communication, understanding, and the quality of decisions made in organisations.

Senge (1990a, 1990b) provides a valuable contribution to the learning arena through his
disciplines of personal mastery, mental models, team learning, and systems thinking.
However, he does not acknowledge explicitly the learning output of new knowledge or

the distribution of the learning throughout the organisation.

Garvin (1993) has argued that the learning organisation should be meaningful,

manageable, and measurable. The three Ms may indicate why it is so difficult to find

examples of learning organisations, each M is independent, yet like the learning
organisation itself, is interdependent. Thus although many definitions have attempted to
capture the essence of the learning organisation it still remains difficult to move the

theory to reality without effective measurement tools. Measurements must be taken to
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assess the current, in order to determine which actions must be taken to manage the

progression towards a learning organisation.

The overview in this Chapter has tended to focus on the learning process; many of the
recipes offered by authors in this field are concerned with the social interactions and
“cultural precedents, which encourage the learning process within teams and between
teams in organisations. Rather less attention is paid to the outcome of the learning
process. Whilst one of these outcomes will be the ability to continue to learn, the other
is the set of skills and knowledge that are created within the organisation, and are
accessible to those who might be in a position to use them in contributing towards the
vision of the organisation. More recently contributions to the debate have considered the
knowing, and knowledge creating, organisation, and the field of knowledge
management has encouraged the development of perspectives on how knowledge can be

created and managed.

As Block (1995) said, “If we want to create organisations that really work, however, we
need to do more than reengineer our process and systems, we need to examine our ideas
about power, community, purpose, and privileged and translate them into a whole

strategy for our organisations and institutions”.

As concluded in this Chapter and Chaptér 2, héWeVér, learning is required at both the
conceptual and operational levels and continuous improvement required continuous
learning. Also, total quality management and organisational learning have
complementary strength that can greatly enhance an organisation’s ability to improve its
_performance through a more balanced learning process. The integration of the two
approaches can play an important role in helping organisations to develop new norms
and values, where front line people work in self managed group, managers develop their

research skills and leaders become more like philosophers who inspire the human spirit.

In order to establish that link, the essential elements contributed to total quality

management and organisational learning are identified in the next Chapter. Also, the
next Chapter would examine the relationship between total quality management and
organisational learning to developed the conceptual framework of the learning

organisation.
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CHAPTER 4

CONCEPTUAL FRAMEWORK FOR LEARNING ORGANISATION

4.1 Introduction

The present author’s understanding is that TQM initiative can only be regarded
successful if a new working environment has been created in which people are able to
learn. Using the TQM, and organisational learning studies conducted in Chapter 2 and 3
respectively, evolution of TQM is offered and transformation from TQM to learning
organisation is described in a step-by-step procedure as shown in the earlier sections of
this Chapter. Furthermore, this Chapter discusses the ten most notable authors in total
quality management and organisational learning to identify the principal elements of

TQM and the organisational learning characteristics.

This Chapter concludes by adapting the enablers & results mechanism of European
Foundation for Quality Management (EFQM) to construct the learning organisation
framework. Also these enablers and results are grouped and evaluated under the
standards operations management framework of Technologies and tools (T),

Organisation and system (O), and People (P).

4.2 Quality evolution

Quality movement started with simple Inspection-based systems where an organisation
would employ specific people to check work visually that had already been produced
and sort the good from the bad. This method of inspection was thought to be the only
way of ensurihg quality. In a manufacturing environment, this checking of conformance
to requirements would be applied to incoming goods, manufactured components and

assemblies at various points in the process and once again when the goods were finished

and ready for shipment to the customer. The basis of these systems was that poor quality
product found by the inspectors would be segregated from that of good quality. This
would be scrapped, reworked or sold as lower quality (see Figure 4.1). This system can

cause dissatisfaction to the customer. Therefore later written specifications,
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measurements and standardisation were introduced. This encouraged the development

of methods for improving production efficiency in factories (Dague, 1981).

During the Second World War, quality began to be verified by full time inspectors
rather than by the workers themselves. Subsequently Quality Control was evolved that
prescribes a number of pre-requisites such as a drawing control system in place, paper
work and procedures control system, raw material and product testing, self inspection
by operators and many other ways of ensuring greater process control and reduced non-
conformance (Figure 4.1) (Hafeez et al., 1997). However a final visual inspection of the
product was still used as a safeguard to customers from receiving product that did not

meet the specification.

During the boom of mass-production just after the Second World War, it was widely
recognised that the detection type system was unable to eliminate the root cause of the
quality problem. The concept of continuous improvement started developing it roots as
people realised that quality issues are to be addressed at a wider scale, i.e. by directing
organisational efforts towards planning and preventing problems happening at source.

This led to the third stage of quality movement, namely, Quality Assurance.

Continuous
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Management 2
. =
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. solvin 8
Design & § é
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. Corrective ®
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Figure 4.1: Evolution of quality
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Quality assurance is a prevention-based system, which aims to improve product and
service quality as well as increase productivity by placing the emphasis on product,
service and process design. It attempts to prevent non-conforming products being
produced in the first place by streamlining the source activities. The quality system,
which is set in place, is documented and audited to ensure that it is adequate against
defined standards. It also ensures that the organisation is complying with the most

effective system for ensuring product and service quality.

Experience in Quality Assurance showed the changing from detection to prevention
requires much more than a set of quality management tools and systems. It needs
continuous improvement. This requires development of a new operating philosophy that
demands a change in management style and way of thinking. Such concepts paved the

way towards the realisation of Total Quality Management (see Figure 4.1)

4.3 Total quality management elements

On the basis of an extensive literature review, the work of ten authors who the present

author’s believed have had the major influence in developing the total quality

management subject have been selected. Through a careful content analysis the twenty-

eight elements have been identified, which in the present author’s view contribute to
TQM. They can be generally categorised under the well-established operations research

dimensions of technologies and tools (T), organisation and system (O), and people (P).

Table 4.1 indicates the importance of each of these elements based on the present
author’s subjective assessment of the work of the ten well-known authors in the total
quality management field. The level of measurement used to identify the element
weighting is a five-point scale with no change, low, medium, high and substantially
high which are 0.0, 0.25, 0.50, 0.75, and 1.00 respectively. The definition of each
element critically identified and gives a linear scale from 0.0 to 1.0. If one Guru doesn’t
study one element he scores 0.0 (no change). In case a Guru study or emphasis two

critical factors he scores 0.5 (medium). Similar rules were developed_to identify the

elements weighting.
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Table 4.1 identifies the minimum and maximum ratings of these elements. The most
important element is the continuous improvement (6.50). This matches with the
objectives of TQM as a continuous improvement process. For TQM to succeed, and to
achieve the objective, requires a commitment to learning and acquiring new knowledge
and skills. The learning cycle element scored very low (1.75) provide why TQM

implementation success rates remain distressingly low.

4.4 Learning organisation elements |

The literature survey conducted in this research has identified twenty-eight factors,
which in the present author’s view forms the essential building blocks of a learning
organisation. The present author’s has categorised these under the well-established
operations management dimensions of Technology (and tools), Organisation (processes
and systems) and People. Under these dimensions he has further categorised the twenty-
eight elements as the components of the first wave (TQM) or the second wave (dynamic
system wide performance), or the third wave of quality (learning organisation). Table
4.2 indicates the importance of each of these elements based on the present author’s
subjective assessment of the work of the ten well-known authors in the organisational
learning field, which is described in the previous section. Please note that in Table 4.2,
dynamic system wide performance entails all the aspects of TQM. Similarly learning
organisation elements comprises all the TQM and dynamic system wide performance

elements along with the additional elements.

Table 4.2 illustrates that most of the selected authors have emphasised the importance
of single-loop, double-loop and triple-loop learning. Therefore on average these have
scored relatively high ratings, respectively 75%, 62.5%, and 65% for the single-loop,
double-loop and triple-loop learning. However learning orientation, information system,
information management, knowledge management, communication, shared vision,
establishing learning communities, learning strategy, empowerment, and training and

education have scored relatively the medium ratings (50% to 60%).
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Whereas problem solving, benchmarking, action learning, continuous improvement,
culture, organisation structure, fostering new way of thinking, organisation’s potential
behaviour, leadership, rewards/recognition and team learning have scored relatively low
ratings (40% to 50%). Learning cycle, data management, performance management and

management responsibility have scored very low ratings (less than 40%).

To the present author’s view, each column of Table 4.2 gives a very compact picture
how did one Guru has imagined the importance of these building blocks. By measuring
the vertical scores, it is clear that Senge, Garvin, and Argyris have been very influential
in shaping the field of organisational learning. The findings above concentrate on the
establishing of the learning loops. Learning loops focus the organisation on
continuously collecting information and using it to improve actions through better

knowledge and understanding

4.5 The link between TQM and learning organisation

TQM’s main tenets were the proactive pursuit of continuous improvement,
understanding the internal customer concept, denoting quality as each employee’s
responsibility; and organisation wide training and development. However, some believe
the TQM philosophy has its limits. According to Sitkin ef al. (1994) TQM is in danger
of being “oversold”, inappropriately implemented and ineffective. The authors argue
that the marketing of TQM has become an industry of its own, and the understanding of
TQM has been diffused as a result of its blanket application. Luthans er al. (1995) state
TQM is not able to meet future-oriented challenges, and suggests the time is right to go
beyond TQM. Some suggest that the learning organisation is the next logical step in this

evolution of change.

The literature reveals several authors strongly believe in the mutual dependence of
TQM and learning organisations. The success of TQM is related to an organisation’s
ability to learn, to absorb, to adapt and to apply conceptual changes and integrate them

throughout the organisation. Senge (1994b) states that the corporation without

practising the discipline of learning cannot excel. Brian (1990) argued that no
organisation could overlook learning because it is a strategic tool to continuous

improvement in quality and productivity.
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According to Barrow (1993) the connection between TQM and organisational learning
is evident in two ways. First, there is a cause and effect relationship; i.e. learning is an
intended outcome of TQM. Second, there is a correlation between process improvement
and organisational learning: the two operate in a concurrent and integrated manner.
Garvin (1993) states that if TQM is practiced as a philosophy (i.e. continuous
improvement) as well as a set of techniques, i.e. Plan, Do, Check, Act or PDCA cycle,
then it can be a vehicle for organisational learning. Watkins and Golembiewski (1995)
state organisational development and TQM have been building learning organisations

all along.

In the present author’s view, a learning organisation should be an organisation skilled at
creating, acquiring and transforming knowledge, and at reforming the behaviour
patterns of workers and decision makers to reflect new knowledge and insights so as to
evaluate total quality management in every 5rocess. Organisation failing to grasp the
basic truth that TQM requires a commitment to learning is the reason that failed
programme outnumbers successes, and success rates remain distressingly low. In order
for TQM to succeed the entire workforce must acquire new knowledge, skills and
abilities. One objective of the present study is to develop a conceptual linkage between
TQM and organisational learning in order to improve organisational and people
performance and to speed up the learning processes within an organisation. Figure 4.2
provides a linkage between systems thinking and total quality management, which raise

the present study as “learning flywheel” effect.

Senge (1994b) believes that the TQM philosophy has been founded on the learning
concept. In fact his “learning wave” theory encapsulates the feelings of many authors,
academics and practitioners who believe that TQM is the first step toward a learning
organisation. The first wave focused on frontline workers and managers championed
continuous improvement using empowerment of employees, quality training and
Deming's (1986) PDCA Cycle, and competitive benchmarking. The second wave

focused on how managers foster ways of thinking and interacting conducive to

-continual-learning-about the-dynamic; complex, andissues that determines system wide
performance. The third wave is a synthesis of the first two waves in which learning
becomes an inescapable way of life. The third wave involves the institutionalisation of

learning.
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PLAN
o Study current situation
e Decide desirable changes
¢ What data are available
o Plan for improvement

Questions,
Thinking

ACT
o Standardise
the
successful
solutions.

o Reflect on
the results

DO
¢ Implement
the plan
(pilot project)

Tests,
Evaluations

STUDY
® Monitor progress
e Check the impact on the

original objective and goal.

Figure 4.2: Correlation between total quality and organisational learning (Learning
Flywheel)

Senge (1995) describes the necessary new approach as the “third wave” after the initial
“waves” of total quality management and the organisational learning and points out that
the “tools™ of this new approach have not yet been developed. Continuous improvement
is the cornerstone of TQM. Oakland (1993) claims that the three basic principles of
never-ending improvement are to focus on the customer, understand the process, and
involve the people. The present author believes that TQM is a vehicle for a learning
organisation (Figure 4.3) (Hafeez et al, 1998). Organisations have to translate
“continuous improvement” into “continuous learning” through “dynamic system-wide”
performance (Senge, 1994a). It involves sharing knowledge across the organisation,
adapting a systems approach for problem solving, mastering new ways of thinking, and

updating and refreshing the organisation memory.

v

Amrik (1995) examine three organisations that successfully adopted the TQM
philosophy to determine the link between TQM and learning organisations. The three
organisations are Toyota Motor Corporation, Ramset Fasteners Limited and W.A.

Deutscher Metal Products Group — all located in Melbourne, Australia. The result has
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been greater focus on both extensive training and employee involvement. Learning is
clearly an output of a successfully implemented TQM programme and a TQM initiative
can only be regarded as successful when a new working environment has been created
in which people are able to learn, share knowledge and make contributions.
Unfortunately, most TQM efforts never reach the stage where people's behaviours have

been modified, and new working arrangements and culture are established.
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Figure 4.3: Evolution of learning organisation

4.6 Key elements of the framework
The framework consists of twenty-eight elements, which are categorised under the

well-established operations research dimensions of technologies and tools, organisation

and system, and people. Nineteen endogenous dependent outcomes has also been
identified and grouped under, non-financial and financial performance categories.
Figure 4.4 enlists these elements, and a description of each factor/ variables and

potential relationships is described in the folloWing sections.
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In the present author’s view, people are an integral element of the all three waves of
quality. However these elements would have different weightings for the each wave of

quality. This is also true for most of the organisation (system) elements.

Technologies & Tools Organisation & People
(1) Systems (O) ®
Single-loop learning Culture
2 | Problem solving Organisation structure
g Benchmarking Communication Leadership
S | » [ Actionleaming Shared vision
g = | Continuous improvement Performance management Management responsibility
0 - = Learning cycle
g g Data management Empowerment
o
%
:g ¥ | Learning orientation Fostering new ways of Rewards/recognition
ﬁ Information system Thinking
Double-loop learning Change organisation’s Team learning
Information management Potential behaviours
Training & education
Triple-loop learning . Establish learning
Communities
Knowledge management Learning strategy
Non-financial performance Financial performance
Customer satisfaction Inventory turnover
Delivery reliability Productivity
@ Order cycle time (time from receipt Employee productivity
g of order to delivery to customer) Market share/ profit
4 < | Innovation (new products) Defect rates/quality cost
; £ | Workflow improvement
® = & | Data collection/processing capability
« S Data storing capability
Z18 Skills development
=
f= Information acquisition capability
: Information storing capability
Knowledge development
Knowledge processing/analysis capability
Knowledge retrieving capability
Individual/team competence development

Figure 4.4: The conceptual framework for a learning organisation.

The first wave organisation is an organisation, which uses essential learning tools such
as, single-loop learning, problem solving, benchmarking, action learning, continuous
improvement and/or learning cycle. The main emphasis here is data collection and

analysis and to develop the skill of detecting and correcting the errors. In this situation
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learning decisions are largely based on observations. This has the cohsequence that no

renewal is taking place since the goal is to optimise an already established process or

method.

A second wave organisation, in addition to detection and correction of error, question
and modify the existing procedures, polices, and objectives (i.e. double-loop learning).
Second wave involves changing the organisation’s knowledge base by challenging the
existing norms and routines. This wave is about double-loop learning where the
organisation discovers that the identification of a problem or gap in itself depends on
learning new ways of perceiving and thinking about the problem itself (Argyris and
Schon, 1978).

On the other hand the third wave is about triple-loop learning, that is, how to carry out
single-loop and double-loop learning. This wave is a must when the existing knowledge
is no longer adequate in order to reach the objectives. This implies a complete change
and renewal, requiring the individual to reflect on their mental models and for

organisations to induce new culture and structures.

A framework is of little use unless there are clear milestones and measuring procedures.
The present author believes that the 21% century organisations cannot solely rely on
quantifiable measures such as cost and schedule performance, while ignoring qualitative
measures such as customer satisfaction and innovation. Therefore two sets' of
performance measures are introduced to evaluate the organisation performance. The
first set is concerned with non-financial measures. The second set targets financial
measures as shown in Figure 4.4. The whole framework may be viewed underlenablers

and results as often advocated by EFQM (EFQM, 1999). .

These measures are linked to the three waves of quality. The main emphasis of the first
wave measures concerns data collection and skill development. The second wave
measures are concerned with quantifying the organisation memory capacity and
knowledge development capability. Whereas, the third wave is about the strategic use of
this knowledge for future products and services. The main focus of the measuring
process is diverted from skills and knowledge development of individuals to

organisation competence development (Prahalad & Hamel, 1990).
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4.6.1 Technologies and tools elements

This section explains the technology and tools elements of the framework for the first,
second or third wave movements. Technology, by definition is a combination of
technical expertise (fechnos) and knowledge bases (logos), has become a key element in
the modern theory of learning organisation (Guillermo, 1999). This is due to the actual
trend to focus on the cognitive component of technology in detriment to its technical
parts. Accordingly, innovation processes, which traditionally were tied to technical
aspects of new product development and were considered a linear sequence of related
activities in the domains of science, technical researchvand commercialisation, are
currently being considered processes that integrate information flows and bases of
knowledge created within and externally to the boundaries of the organisation. Since
knowledge is the cornerstone of learning organisation, quality innovation and learning
process are tightl); linked. More details of these elements are to be found in Appendix
4.1.

4.6.2 Organisation and systems elements

The elements under this categories refers to the formal organisational structure, culture,
communicatibn, performance management, fostering new ways of thinking, change
organisation’s potential behaviour, establish learning communities, shared vision and
learning strategy. The organisation systems can be defined as the rules, procedures,
guidelines and instruments with which the daily functioning of people in the
organisation is facilitated. More details of these elements are to be found in Appendix
4.1.

4.6.3 People

As shown in Figure 4.4 the people element is common to all three waves of quality.
However the nature and emphasis of these elements would have a different degree of
weighting (involvement) for the each wave of quality. More details of these elements

are to be found in Appendix 4.1.

4.6.4 Organisational performance

Organisation hoping to become learning organisations cannot rely exclusively on the
traditional measures such as cost and schedule performance, while ignoring learning

that affects other variables such as quality and new product developments. Hultink and

59




Robben (1995) concluded that performance measurements impact on an organisation by
shaping the behaviour of managers and employees alike. For example, the Apple
Computer case, Kaplan and Norton (1993) found that measures which include financial
as well as customer, innovation and learning perspectives, had benefited executives
more than the pure financial measurement. Therefore two sets of performance
measurements are identified to evaluate the output performance. The first set is
concerned with quantifying non-financial performance. The other set include a financial
factors as shown in Figure 4.4. A description of the financial and non-financial measure

specific to the first wave, second wave and third wave are given in appendix 4.1.

4.7 Summary

This Chapter offered a historical account of the evolution of TQM. It has identified
eighteen essential factors contributed to total quality management Also, this Chapter
delivered a survey of ten most notable authors in the leaminig organisation field in a
tabular form (Table 4.2), where various subjective weightings are assigned identifying
learning characteristics. This is to help organisations see the learning organisation
elements and systems benchmarked in a compact format. Further a relationship between
TQM and organisation learning is established in the form of learning flywheel (Figure
4.2), and transformation from TQM to learning organisation is described in a step-by-

step procedure (Figure 4.3).

The enablers-results mechanism of European Foundation for Quality Management
(EFQM) (EFQM, 1999) is adapted to construct the learning organisation framework.
The framework consists of twenty-eight elements, which are categorised under the well-
established operations research dimensions of Technologies and tools (T), Organisation
and system (O), and People (P). Nineteen endogenous dependent outcomes have also
been identified and grouped under, non-financial and financial performance categories.
These elements are enlists, and a description of each factor/variable and potential
relationships are provided. This Chapter lays out the framework for illustrating the link
between the total quality management (first wave), dynamic system wide performance
(second wave) and organisational learning (third wave). The relationships between
training, skills, knowledge and competence developments are the main ingredients in

the learning processes, which are equivalents to the three waves of quality.
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In the next Chapter the framework is implemented in practice by means of a
questibnhairé survey for both manufacturing and non-manufacturing organisations and
is used to validate the three waves of quality, through analysis of the collected data.
Also, in the next Chapter, some important research findings is summarised and

presented
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CHAPTER S

IMPLEMENTING AN ORGANISATIONAL LEARNING FRAMEWORK
- THROUGH QUESTIONNAIRE SURVEY

5.1 Introduction

Using the conceptual framework discussed in Chapter 4, a questionnaires survey was
conducted to review the state of the total quality movement in the European
organisations. The sample consists of manufacturing, service and public sectors
organisation. This Chapter presents some important research findings through analysis
of the collected data. Three case studies have been used for validating the conceptual
framework through studying and analysing the enablers and results. Also, this Chapter
reports the impact of the learning activates on the organisational performance by using

the combination of case study and questionnaire survey study.

5.2 Survey design

The questionnaire is conducted with the view to be easy to implement. Therefore, the
questionnaire is designed in a simple and compact form as far as possible aiming at
obtaining high response rate. Based on Chapter 4 the conceptual framework consists of
twenty-eight elements (enablers), and nineteen dependent outcomes (results). Therefore,
the structure and terminology of the questionnaire are considered carefully aiming to

elicit the accurate information from the practitioners.

A weights and scores technique is very often realized using a Likert-style scale. The
most often used are five-points or seven-points scales. A 5-points scale is able to elicit
sufficient information as well as simplify the process of data collection. In order to
discourage the respondents to take a neutral stand, a six-point scale is selected.
Therefore, the key capabilities is evaluated on a six-point scale where not applicable =
N/A, no progress = 0.00, some progress = 0.25, satisfactory = 0.50, good progress =
0.75 and achieved = 1.00. Since no middle point is involved, the scale could help to

reduce the opportunity of taking neutral stance by the respondents, so the response

quality would improve.
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5.2.1 Pilot study

A group of twenty-organisation sample were conducted to reveal the strengths and
weaknesses of the initial questionnaire in terms of its ability to collect the relevant data.
The organisations were selected from the CBI-UK Kompass (1998) to represent large
and small UK organisations. Ten of the organisations were manufacturing and the
others were service organisations. The main purpose taking the equal numbers for the
selection was to secure responses from the both manufacturing and non-manufacturing
sectors, and to examine the appropriateness of the contents and expression for the both
sectors. The following aspects of the questionnaire design were focused during the pilot
study: -

o Its overall appearance

e The instructions to respondents

e The contents of questions

e Timescale needed to complete

e Their reservations on the concepts used

The questionnaires were sent to the selected organisations by post and a covering letter
was enclosed explaining the purpos'e. A total of four organisations, three manufacturing
and one non-manufacturing, responded and completed the questionnaire. This process
was repeated for four times by sending questionnaire to another organisations sample.
The number of respondents and completed questionnaire was varying each time. The

results from the pilot study were hopeful.

However, some shortcomings of the initial questionnaires were revealed. For éxample,
the words used in some technical terms, e.g., learning loops/process, learning cycle,
fostering new ways of thinking, and organisation potential behaviour needed more
clarification. Even some basic terms such as problem solving and benchmarking were
questioned. Therefore specific explanations were incorporated to main body of the
question to enhance understanding. Based on these findings, the questionnaire was
modified and finalised. Appendix 5.1 presents the covering letter and the finalised

questionnaire for convenience.
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5.2.2 Survey structure

The questionnaire comprises four sections. Section one of thé bquestionnaire was to
evaluate the technologies and tools elements as the learning organisation characteristics.
Section two was to evaluate the support of thelorganisation structure and processes for
the purpose of learning. Section three was aimed to identify the continuous
improvement/learning process/advanced technology programme implemented in the
organisation and méasure the effect of these strategies on the organisation performance.
The organisation profiles i.e. number of employees, organisation size, and the estimated

annual sales were collected in section four.

Each element of the framework was translated in the form of a Likert—scale/linear scale
question (Likert, 1952; Hague, 1993; Denscombe, 1993). Respondents were asked to
provide a subjective assessment to these. The correlation between the conceptual
framework elements and the relevant questions presented in the questionnaire are shown

in Table 5.1.

53 Organisaﬁons profile and classifications

The questionnaire was sent to over one hundred European organisations that had shown
an interest in the research. The questionnaires are self-administered. 65% of the
questionnaires were conducted by face-to face contact by attending two workshops,
Cambridge (UK) and Bari (Italy). However 35% were postal questionnaires by using
the CBI-UK Kompass source. Again, pilot study was conducted to identify the
organisations that have an interest, which are implemented or have a business strategy
in place more than three years. Furthermore, through case study the major data were

collected by interviewing who interested in the results.

For the mail survey, the questionnaire with the covering letter was sent to the R&D
department of the selected organisations. The R&D in turn distributes the questionnaires
to who interested or the best-suited individual to fill it in. The organisations were asked
to return the completed questionnaire using the provided pre-paid envelope. After three
weeks time, a revised covering letter and a second copy of the questionnaires were sent

to those non-respondents to remind them for completion.
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The framework elements

The relevant questions presented in the
questionnaire

Single-loop learning

Double-loop learning

Triple-loop learning

The organisation understands the process by which
individuals/teams learn.

Individuals and teams have an easy access to the
information relevant to their area of responsibility

Problem solving

A data collection mechanism for decision-making
and problem solving is in place.

Benchmarking

The organisation is continuously evaluating the
work processes against an industry leader.

Action learning

The employee know how to learn from mistakes

(Tools)

Continuous improvement

Continuous improvement

Technologies

Learning cycle

The organisation is continuously introducing
advanced technologies

Learning orientation

The organisation has developed a model to facilitate
learning process.

Information system

Data management

Information management

Knowledge management

Information system

Culture

Culture

Organisation structure

Organisation structure

Communication

Communication

idd

|
[
=

Shared vision

Learning strategy

Shared vision/strategy

Performance management

Performance management

Fostering new ways of thinking

The organisation understands the process by which
individuals/teams learn.

Organisation
(systems)

Change organisation’s Potential behaviours

The organisation is continuously introducing
advanced technologies

The organisation understands the process by which
individuals/teams learn.

Establish learning Communities

Individuals and teams have an easy access to the
information relevant to their area of responsibility

Leadership Leadership

Management responsibility Management responsibility
Empowerment Empowerment
Rewards/recognition Rewards/recognition

People

Team learning

Individual/team development

Training & education

The organisation has developed a model to facilitate
learning process.
Individual/team development

8 Inventory turnover Inventory turnover
€ § | Productivity Productivity
§ g Employee productivity Employee productivity
ic © | Market share/ profit Market share

a.

Defect rates/quality cost

Defect rates

Customer satisfaction

Customer satisfaction

Delivery reliability

Delivery reliability

Order cycle time
_(time from receipt of order to delivery to customer)

Order cycle time
(time from receipt of order to delivery to customer)

Innovation (new products)

Innovation (new products)

Results :

Workflow improvement

Workflow improvement

Data collection/processing capability

Data storing capability

Information acquisition capability

Knowledge collection / acquisition capability

Information storing capability

Knowledge storing capability

Knowledge processing/analysis capability

Knowledge processing / analysis capability

Non-financial performance

Knowledge retrieving capability

Knowledge retrieving capability.

Skills development

Information sharing process

Knowledge development

Individual/team competence development

Individual competence development

Table 5.1: The correlation between the conceptual framework elements and the relevant
questions presented in the questionnaire
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A total of thirty-six questionnaires were completed and returned (36% response rate). In
many cases, the responding organisations are in the process of developing or
implementing TQM, organisational learning and knowledge management strategies and
projects. As such, these organisations are a representative of organisations attempting to
transform themselves into learning organisation. Of the businesses surveyed, 47% were
manufacturing, 14% were public sector, and 39% classified themselves as service

organisations as shown in Figure 5.1.

4 Public sector
14%
\ Services
39%
Manufacturing
47%
NG

Figure 5.1: Respondents by industry/sector

It should be noted that the selected organisations had some business improvement
strategies/programmes in place at least during the last three years as shown in Figure
5.2. The results in Figure 5.3 show that 31% of the respondent organisations were
implementing a total quality management programme. 27% of the organisations
reported using, a knowledge management programme. A large proportion of
organisations were the implementing or planning to implement organisational learning
programme (42%). These statistics reflect that a high proportion of the organisations in
the survey are using methods attempting to promdte a learning culture. As such, these
organisations are a representative of organisations attempting to transform themselves

into learning organisation.

Figure 5.4 shows that 31% of the sample represents larger organisations (over 500
employee). Organisational size was almost everily split with 46% of the organisations
employing more than 500 people, and 54% with less than 500 employees. The size of
the business surveyed was also very wide ranging. For example: 58% of the suwéyed
organisations had annual revenues/budgets of more than £50 million, 42% revenue
annually less than £50 million as shown in Figure 5.5.
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5-10 Years
15% <3 Years

35%
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Figure 5.2: Implementation period profile of the respondent organisations

-

TQM
31%
Learning
organisation
42%

Knowledge
management
27%

\

Figure 5.3: The continuous improvement strategy profile of the respondent
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Figure 5.4: Employee profile of the respondent organisations

69



it SEIEptTrsITesIEiD W MMM MIVMMIVMIIML VRN MBIV R MR VURpL MuvovniIit v oul v

> 500
35% |

Figure 5.5: Sales profile of the respondent organisations

5.4 Survey analysis

The survey analysis was carried out to identify which milestone a particular
organisation has reached in their journey on the route of quality movement. Both
enablers as well as the performance measures scores were analysed. The fundamental
standpoint for this thesis is that organisational learning is critical to organisation
success. There were several questions asked regarding current organisational learning
tools and the potential for technologies to assist organisations, in their transformations.
To continue this line of enquiry the three waves of quality were explored through a
series of questions under the heading of technologies and tools (T), organisation and
systems (O), and people (P). The survey was asked how effective of T, O, and P within

organisations.

Each sample responses were summed and averaged under T, O, and P category. If
respondent gives a value zero to the second wave and third wave elements, obviously
that particular organisation belongs to the first wave organisation. In case a respondent
gives some weight to the second and third wave elements, however the average score
for category T, O, and P, respectively, is < 0.33, the organisation is categorised as the
first wave organisation. Similar rules were developed to identify if an organisation
belongs to the second wave or the third wave. For example if the average value for the
T, O, and P lies in between 0.33 and 0.66, the organisation is in the second wave. If
respectively, the average T, O, and P scores are > 0.66, the organisation is in the third

wave.
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Table 5.2 illustrates the correlation between the conceptual framework elements and the
relevant enablers and results, which are used in the following analysis. An initial
analysis of the questionnaires revealed that ten out of the thirty six returned
questionnaires were either not completed or had some contradict information, therefore
they were excluded from the analysis. More details of these ten organisations are to be
found in Appendix 5.2. A total of twenty-six questionnaires are used in the final
analysis. As shown in Figure 5.6, a total of six respondents (23%) stated that their
organisations were developing TQM, as a baseline for the organisational learning.
However, according to the above rules,y nine (35%) organisations were in the first wave.
Seventeen (65%) out of twenty organisations (77%) were in the early stages of rolling
out programmes and initiatives to support their organisation learning strategies. Of these
seventeen organisations, thirteen (50%) were in the second wave of quality where they
have implemented a dynamic organisation wide performance system. On the other hand
orily four organisations (15%), were actively introducing all of the organisational
learning activities as listed in the conceptual model. The organisations were classified,
as the first wave, second wave and third wave are the bases of the analysis of the

questionnaire responses.

14+

124

10

First wave Second wave Third wave

\_ H Respondent [ Analysis

Figure 5.6: A comparison of self-perception against framework analysis
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The framework elements

The relevant elements
presented in the analysis

Technologies
(Tools)

Single-loop learning

Double-loop learning

Triple-loop learning

Learning loops/process

Problem solving

Problem solving

Benchmarking

Benchmarking

Action learning

Action learning

Continuous improvement

Continuous improvement

Learning cycle

Learning cycle

Learning orientation

Learning orientation

Information system

Data management

Information management

Knowledge management

Information system

Organisation
(systems)

Culture Culture
Organisation structure Organisation structure
Communication Communication

Shared vision

Learning strategy

Shared vision/learning Strategy

Performance management

Performance management

Fostering new ways of thinking

Fostering new ways of thinking

Change organisation’s Potential behaviours

Potential behaviour

Establish learning Communities

Learning communities

People

Leadership Leadership

Management responsibility Management responsibility
Empowerment Empowerment
Rewards/recognition Rewards/recognition

Team learning

Team learning

Training & education

Training and education

Financial
performance

Inventory turnover Inventory turnover
Productivity Productivity
Employee productivity Employee productivity
Market share/ profit Market share

Defect rates/quality cost

Reduce defect rates

Non-financial performance

Customer satisfaction

Customer satisfaction

Delivery reliability

Delivery reliability

Order cycle time
(time from receipt of order to delivery to customer)

Order cycle time

Innovation (new products)

Innovation (new products)

Workflow improvement

Workflow improvement

Data collection/processing capability

Data storing capability

Information acquisition capability

Knowledge acquisition capability

Information storing capability

Knowledge storing capability

Knowledge processing/analysis capability

Knowledge processing

Knowledge retrieving capability

Knowledge retrieving capability

Skills development

Information sharing process

Knowledge development

Individual/team competence development

Individual competence develop'ment

Table 5.2: Correlation between the framework elements and the relevant elements

presented analysis
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5.5 The framework validation 7

Three organisations were invited to validate the conceptual framework via review and
analysis of the enablers and results. The organisations included in this case study
analysis were selected on the basis of their relation to quality waves (i.e. organisations
A, B and" C are first, second and third wave respectively). Representatives from
organisations A, B, and C intimated that most organisation failing to grasp the basic
truth that TQM requires a commitment to learning, and their competitive advantage lay
in the best use of their internal resources to realise this aim. The values of T, O, and P

“and organisaﬁon performance for all respondents are presented individually.

The second level of analysis was to evaluate the impact of these learning activates on
~the organisational performance. Respondents were asked to indicate which of the
financial or non-financial measures they employ to evaluate its success objectives. The
pattern of financial and non-financial organisational performance for the three

organisations case studies A, B, and C respectively were illustrated.

5.5.1 The first wave organisations

As noted above, 35% of the respondents worked in total quality management (first
wave). The framework mentioned in the previous Chapter summaries the questions
related to the first wave as single-loop learning, data management and skill development

through training to detect and correct the errors.

5.5.1.1 Case organisation A

The organisation A has implemented TQM as a business strategy during last three years.
It has less than 500 employees and has the sale turnover in the range of £ 5-50 m/year in
the last financial year. As shown in Figure 5.7 organisation A reported that, team
learning, management responsibility, learning communities, fostering new ways of
thinking, learning cycle, information system, and learning orientation have scored either
no ratings or very low with regards to the framework enablers. However, training and
education empowerment, communication, continuous improvement, and problem
solving have scored relatively high ratings. Rewards/recognition, leadership,
performance management, potential behaviours, shared vision/learning strategy,
organisation structure, culture, benchmarking and action learning have scored relatively

the medium ratings.
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Company A (enablers)

I

Team leamning 7
Training and education
Rewards/recognition
Empowerment Pmr—

Management responsibility %
Leadership o=
Performance management |——T———

c - :
Learning communities ‘
Fostering new ways of thinking |
Potential behaviour

Shared vision/learning Strategy |

Organisation structure Pr—

Culture [

Learning cycle [}
Information system [}
Continuous improvement ;

Benchmarking e 4
Action learning [} s
Learning orientation §
m— T

Problem solving i~
Learning loops/process _[r—
e

0 0.1 0.2 0.3 0.4 0.5 - 0.6 0.7 08 09 1

Figure 5.7: The values of enablers for the first wave case study

Where as, leadership (25%) takes responsibility for developing individual training and
education, empowerment and continuous improvement are strongly emphasised. The
organisation A tendency to organise is also matched by its capacity to facilitate problem
solving (50%). In total quality management the focus on analytical tools and systems
based methods tends to foster the single-loop learning response. Organisation A should
be built in, or inherent, learning loops/processes and the other elements, training and

education, should support this and therefore fall into place.

As explained in section 5.4, the frafnework elements were summed and averaged under
the technologies and tools, organisation and systems, and people category. Organisation
A scored 0.23, 0.22, and 0.25 respectively for T, O, and P as shown in Figure 5.8. Note
that the values of T, O, and P are less than 0.33 and therefore according to the set

criteria organisation A is the first wave organisations.
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-
Technologies and tools (T) w

People (P) /-— \\

Organisation and systems (O)

Figure 5.8: The average values of T, O, and P (enablers) for the first wave case study

Figﬁre 5.9 illustrates that the organisation performance with respects to defect rates,
productivity, inventory turnover, innovation and delivery reliability each scored about
25%. Also organisation A reported no score for all the information sharing processes
and knowledge management elements. This is supported by the enabler’s analysis, as

the information systems elements scored a zero value.

-
4 Company A (results) ]

Reduce defect rates

Market share

Employee productivity £ — |>
Productivity

Inventory turnover [rmr—

Knowledge retrieving capability.
Knowledge processing capability
Knowledge storing capability

Knowledge acquisition capability

Individual competence development ‘.j

Workflow improvement | —

Innovation (new products)

Information sharing process

Order cycle time 2 — e

Delivery reliability | e i
Customer satisfaction |
i T f f { > ! \ ‘ 1

0 0.1 0.2 03 ~ 04 0.5 0.6 0.7 0.8 0.9 1

-

Figure 5.9: The values of organisational performance (results) for the first wave case

study

Elements such as Customer satisfaction, order cycle time, workflow improvement,
employee productivity and market share scored 50%, which is relatively high at this
wave. This support the value that why total quality management emphasises on the

customers resources. Clearly the organisation performance measures related to
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information sharing processes and knowledge and individual/team competence scored

minimum or no ratings at all.

Figure 5.10 illustrates that non-financial and financial performance on average scored
0.18 and 0.35 respectively. This means that organisation A emphasised relatively more

on the quantifiable or traditional measures.

0.8

0.6

\ Non Financial Performance . Financial Performance

Figure 5.10: The average values of financial and non-financial performance for the first

wave case study

5.5.1.2 Survey results for first wave organisations

The method as described in section 5.5.1.1 was adopted for each individual
organisation. Using the T, O, and P rules as described above, the first wave
organisations were identified. Figure 5.11 illustrated the average sum of T, O, and P
elements and corresponding organisation performance averaged under financial and
non-financial measures. Figure 5.11 illustrates the individual results of the nine
organisations identified as the first wave organisation averaged under Tk, O, and P
enablers with corresponding non-financial and financial performance results. It is
clearly demonstrated that T, O, and P dimension has scored under 0.33 in each case. It
was not possible to show a direct correlation between the enablers and results. However
each radar plot may be viewed as a rough-cut percentage indication of the amount of T,
O, and P resources/efforts applied by each organisation. Also for each case in this
category financial performance measures clearly outweighs the non-financial measures.
As mentioned earlier there are implicit relationships between non-financial and financial

per formance measures.
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First wave organisations

Enablers (T, O, P) I Results (Organisational performance)
o N B
0.8
Technologies and tools
(M
03
0.2
0
isation and
People (P) ° watoms (C) '
‘ Non Financial Financial Performance
Performance
- Y, - y
Organisation (1)
4 N ' ™
Technologies and tools 08
m
0.3 0.6
‘ 0.4
\ o 0.2
People (P) orf::::sw(:);nd o
Non Financial Financia!
K / k Performance Performance J
Organisation (2)
/ - Technologies and tools X r 08 \
(T) )
0.3 ' 06
0. 0.4
0.2
Organisation and ol
People (F) systems (0) Non Financial Financial
N / L Performance Performance
Organisation (3)
\
/ Technologies and tools \ 08 i
Organisation and
systems (O) Non Financial Financial
J Performance Performance
Organisation (4)
/
/ ) Technologies and tools \ . " o8
m ’
0. 0.6
9 04
0.2
Organisation and 0 v —
People (F) systems (0) Non Financial Financial
/ \\ Performance Performance
Organisation (5)

Figure 5.11: The average values of T, O, and P (enablers) and organisational

performance (results) for the first wave organisations
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Enablers (T, O, P) Results (Organisational performance)
Technologies and tools
m 0.8
0.3 0.6
0. 04
0.2
Organisation and :
People (P 0
eople (P} systems (O) Non Financial Financial
/ Performance Performance /'
Organisation (6)
/ Technologies and tools \ W
M 0.8 |
0.3 0.6
0.2
0 0.4
0.2
Organisation and 0 {
Feople (F) systems (0) Non Financial Financial }
\ / Performance Performance v
Organisation (7)
Technologies and tools
m 08
R 06
’ ’ 0.4
02 P by
¢ he
Organisation and 0l T L i
systems (O) Non Financial Financial
\ Performance Performance
Organisation (8)
/ Technologies and tools \
Organisation and
People (P,
cople (7) systems (0) Non Financial Financial
J Performance Performance
Organisation (9)

Figure 5.11: (continued)

Figure 5.12 shows the average values of the individual enablers/elements for all the nine
first wave organisations. It can be seen from Figure 5.12 that action learning (38.9%)
and learning loops/process (31.9%) continuous improvement (35%) training and
education (37.5%), organisation potential behaviours (37.5%), organisation structure
(37.5%), action learning (37.5%), learning loops/processes (32.5%) and empowerment
(30.6%) are the key features for the first waile organisations. Enablers such as,
empowerment, performance management, potential behaviours, shared vision/learning
strategy, organisation structure, benchmarking, action learning and culture are also
considered important in shaping and implementing TQM methods. It is also clear from
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the Figure 5.12 that these organisations scored no value or relatively low values against
the enablers considered essential for the second wave or third wave organisations.
However, a surprising result in this sample was the lack of an appropriate information

system within the first wave organisations.

First wave organisations (enablers

Team learning Pt M'! I I
Training and education E7 —_— =

Rewards/recognition
Empowerment P
Management responsibility £
Leadership [- 7]
Performance management 7

Communication

Learning communities
Fostering new ways of thinking [
Potential behaviour f= ’ |

Shared vision/learning Strategy - —

Organisation structure &=
Culture ;,,

Learning cycle §> -
Information system I l

Continuous improvement g T
Benchmarking o e

Action learning =
Leaming orientation % ’ ‘

Problem solving P T - T
Learning loops/process p» -
i

L 0 0.1 0.2 0.3 0.4 0.5 0.6 0.7 0.8 0.9

Figure 5.12: The average values of the enablers for the first wave organisations

Figure 5.13 shows the corresponding average values of the performance indicators
ranked by the respondents of the nine first wave organisations. Again the average fesults
show that the first wave organisations primarily focus on the financial measurements.
Enablers such as, employee productivity (45%) and order cycle time (45%) scored
relatively highest overall ratings in comparison to all other indicators. These followed
by productivity (37.5%), workflow improvement (35%) and customer satisfaction
(35%) indicators. Whereas, knowledge acquisition, storing processing and retrieving,
information sharing process and individual competence development scored very low or
no ratings at all. These are considered essential indications for the second wave and
third wave organisations. In summary, the first wave organisations focuses on
developing the employee skills to increase productivity (40%) in order to reduce the
order chcle time (40%) as shown in Figure 5.13. Each organisétion has adopted a

different learning strategy at this level.
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First wave organisations (results)

Reduce defectrates form—T——
Marketshare F S

Employee productivity 7y
Productivity ;
hventory umover S
Knowledge retrieving capability. [/
Knowledge processing capability E
Knowldge storing capability £}
Knowledge acquisition capability
Individualcompetence development ;
Workflow improvement o

hnovation (new products) [

hformation sharing process

Ordercycl time 7
De bivery re lia bility

Customersatisfaction

\_

Figure 5.13: The'average values of organisational performance for the first wave

organisations

5.5.2 The second wave organisations
As illustrated in the framework the enablers associated to the second wave organisation
include double-loop learning, information management, and challenge the existing

knowledge to develop new norms, as shown in the framework (Chapter 4).

5.5.2.1 Case organisation B
The organisation B, has implemented TQM and information technology during the last

three years. The organisation has less than one hundred employees and sales under £5

m/year.

As shown in Figure 5.14 the first wave enabler, for example, team learning (75%),
training and education (75%), empowerment (75%), management responsibility (75%),
learning cycle (75%) action learning (75%) and learning loops/ process, are the major
outperforming elements. Also the second wave enablers such as fostering new ways of
thinking (50%), information system (25%) and learning orientation (25%) have been
introduced. Dynamic system wide performance was gained in order to fostering new

* ways of thinking and update and refresh the organisational memory.

80



ey uidab i ARffprtwadiainiiip A VipHitisanviigl ivaliiiilip At difiviTvi i VD Yweiiiiiistit ot v

Company B (enablers)
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Performance T
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Culture >
Leaming cycle fr——

Information'system |7

Continuous improvement {*

Benchmarking £

Action learning -

Learning ori
Problem solving [

Leamning loops/process
1

0 0.1 0.2 0.3 0.4 0.5 0.6 0.7 0.8 0.9 1

Figure 5.14: The values of enablers for the second wave case study

As with the first wave analysis, elements belonging to the technologies and tools,
organisation and systems, and people category were summed and averaged.
Organisation B scored 0.52, 0.438, and 0.625 respectively for T, O, and P as shown in
Figure 5.15. Since the values of T, O, and P are between 0.33 and 0.66, therefore

according to the set criteria organisation B fall into the second wave organisation.

Organisation B reported that the output of the learning activities would provide benefits
by improving employee productivity (75%); increasing customer satisfaction (75%);
improved information sharing process (75%); knowledge acquisition and storing
capability (75%), improved workflow (75%), and improved delivery reliability (75%) as
shown in Figure 5.16. But there have been parallel gains achieved financially, such as
decreased defect rates (50%), productivity improvement (50%), inventory turnover
(50%), innovation up by (50%), and order cycle time reduction by (50%). However
individual competence development, knowledge retrieving and processing capability

scored no ratings.
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Figure 5.15: The average values of T, O, and P (enablers) for the second wave case

study

Company B (results)

Reduce defect rates

Market share

Employee productivity

Productivity

Inventory turnover
Knowledge retrieving capability

Knowledge processing capability 1%

Knowledge storing capability

Knowledge acquisition capability

Individual competence development

Workflow improvement =

Innovation (new products)

Information sharing process

Order cycle time
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Figure 5.16: The values of organisational performance (results) for the second wave

case study

Organisation B, reported that the financial and non-financial performance have
improved by an equal values as shown in Figure 5.17. This suggests that the

implementation of the double-loop learning elements and processes have enhanced the
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non-financial performance results such as, knowledge acquisition and storing capability,
and information sharing process. On the other hand the financial performance elements
for example; employee productivity, workflow improvement, delivery reliability and

customer satisfaction have been improved as well.

0.8

\_ Non Financial Performance Financial Performance

Figure 5.17: The average values of financial and non-financial performance for the

second wave case study

5.5.2.2 Survey results for second wave organisations

Figure 5.18 illustrates the average score for the T, O, and P enablers and the
corresponding financial and non-financial pattern for the individual second wave
organisations. The analysis suggests that a total of thirteen organisations (50% of the
sample) met the criteria of the second wave of quality by scoring between 0.33 and 0.66

average scores corresponding to the T, O, and P categorises respectively.

As with the first wave organisations it was difficult to deduce any correlation for the
respective T, O, and P enablers and the corresponding result. However, substantial
- improvements were recorded in the non-financial performance category comparing with
' the first wave organisations. Actually nine out of the thirteen second wave organisations

have scored equal or higher weightings for the non-financial performance comparing

with the respective financial performance.
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Figure 5.18: The average values of T, O, and P (enablers) and organisational

performance (results) for the second wave organisations
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Figure 5.18: (Continued)
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Figure 5.18: (Continued)

The second wave approach encourages organisation/groups to try to understand root
causes and challenges them during the implementation processes by capitalising on the
double-loop learning that has occurred. Management need to commit to and support a

process that enables learning and substantial organisation and cultural changes.

Figure 5.19 shows the average values of the individual enablers/elements for all the
thirteen second wave organisations. Collectively these organisations have cited
changing organisation potential behaviour (score = 75%) as the most important enabler,
followed by training and education (score = 70%), management responsibility (score =
65%), benchmarking (score = 62.5%), continuous improvement (score = 61%), team
learning (score = 60%), fostering new ways of thinking (score = 60%) and learning
loop/process (score = 57.5%). Comparing to the first wave, second wave organisations
recognise the importance of an appropriate information system in place (score = 50%).
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Also they are aware of the needs of a proper communication mechanism (score = 55%)
within the organisation settings. Beneath such mechanisms underlay a qualitative

auditing system that helps the process of dynamic learning.

a Second wave organisations (enablers)
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Figure 5.19: The average values of enablers for the second wave organisations

Figure 5.20 shows the average values for the output performance (results) for the
thirteen second wave organisatjons. As compared with the first wave, second wave
organisations have made significant advancements in the area of knowledge storing
capability (62.5%), knowledge acquisition capability (57.5%), information sharing
process (60%), workflow (55%) and employee productivity (52.5%). There are parallel
gains achieved financially, such as an increase in market share as (25%) and customer
satisfaction (55%). There is some vcorrelation between learning an appropriate
information system (enabler) with the increased information sharing process (60%).
Knowledge acquisition (57.5%), storing (62.5%) and sharing capability (62.5%)
indicators were rated relatively higher than the other indicators as shown in Figure 5.20.
This vindicates the relevance of these indicators to the second wave of quality in the
framework developed in Chapter 4. This also confirms the present author views that one
of the emphases of the second wave of quality is about improving the business

processes via information management.
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Figure 5.20: The average values of organisational performance for the second wave

organisations

5.5.3 Third wave organisations

The third wave of quality was explored by the questions related to knowledge

management and whether the organisation is developing individuals/teams competence.

5.5.3.1 Case organisation C
Organisation C has implemented the organisational learning programme five years ago.
The organisation has less than 200 employees. The estimated sale for the last financial

year was less than £50 m.

In most organisations the organisational learning activities were seen as the
responsibility of several functions, usually working independently of each other. On the
other hand organisation C challenged the premise that increase individual/team demands
for learning, which in turn increased pressure to maintain or exceed an organisation
commitment to learning. Figure 5.21 illustrate that the learning communities (75%) has

scored high value at this wave of quality.
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Figure 5.21: The values of enablers for the third wave case study

Figure 5.21 illustrates the pattern of achievement for establishing learning communities
(75%) and the change in organisation potential behaviours (100%). Similarly training
and education, management responsibility and communication all have scored full
ratings (100%). The results obtained through the analysis show that skills development
‘as a result of training and education challenge the organisation existing knowledge and

foster new ways of thinking to develop new norms.

According to the criteria discussed above, the data was summed and averaged under the
technologies and tools, organisation and systems, and people category. Organisation C
scored 0.72, 0.75, and 0.83 respectively for the T, O, and P elements as shown in Figure
5.22. These values of T, O, and P respectively are higher than 0.66, which according to
the framework developed in Chapter 4 is the bottom line for an organisation to be

considered as the third wave organisation.

Figure 5.23 illustrate the financial and non-financial performance scores for
organisation C. As shown in Figure 5.23 organisation C realised gains in employee
productivity (75%), reduced order cycle times (100%), and customer satisfaction (50%).
Also, organisation C reported an increase in information sharing process by (50%),

improved knowledge acquisition by (100%), knowledge storing (50%), knowledge
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processing (75%) and retrieving capabilities by (50%). Organisation C also reports an
increase in individual/team competence by (75%). The measures were summed and
average as represented in Figure 5.24 as financial and non-financial performance

categories. Note that the non-financial values are relatively higher than the financial

gains.
/
Technologies and tools (T)
1 -
\ Organisation and systems (O)
N _/

Figure 5.22: The average values of T, O, and P (enablers) for the third wave case study

4 Company C (results)

Reduce defect rates [
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Employee productivity
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7
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Knowledge retrieving capability. [

Knowledge processing capability |

Knowledge storing capability |

Knowledge acquisition capability |

Individual competence development

Workflow improvement

Innovation (new products)

Information sharing process [

Order cycle time |
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Figure 5.23: The values of organisational performance (results) for the third wave case

study
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Figure 5.24: The average values of financial and non-financial performance for the third

wave case study

5.5.3.2 Survey results for third wave organisations

Through the overall survey analysis, four organisations qualified as the third wave
organisation (15% of the sample). As Figur645.25 illustrates the average scores for T, O,
and P elements and the corresponding performance measure for the identified
organisations. As shown T, O, and P have respectively scored values higher than 0.66,
as well as financial and non-financial performance values are relatively higher than the
scores of corresponding first wave and second wave organisations. Also, three out of
four cases, averaged non-financial performance has scored higher values compared with

the respective weightings of financial measure.

Figure 5.26 shows the score of the individual change values of the enablers for the third
wave organisations. The respondents have reported that the improvement in the
organisational potential behaviour (scores 100%) as the most important factor, followed
by training and education with (87.5%), building learning communities (87.5%) and
benchmarking (87.5%). Whereas, team learning, rewards and recognition and
communication scored a close second position with a score of 80%. Also establish
learning communities (87.5%) and learning strategy (75%) were seen as the effective
elements in creating a learning organisation. The organisation structure element on

average scored low values (= 55%).
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In terms of results (Figure 5.27) the third wave organisations have shown a significant

emphasis with respect to the knowledge acquisition (80%), innovation and information

sharing (80%). This supports the view, how information and knowledge are being

disseminated is a critical area for organisational learning. The performance indicators

include knowledge retrieving capability, increase in inventory turnover and. productivity

and reduced defect rates.

Third wave organisations

Enablers (T, O, P) | Results (Organisational performance)
- ™ . ™
Technologies and tools 0.8
1(T)
8 0.6
0.4
n . . d 0'2
: rg an
People (P)" > systems (O) 0
) Non Financial Financial
\ / \_ Perfomance Performance /
Organisation (23)
- I 4
Technologies and tools
(T)
1-
0.8
0.
0,
e Organisation and
People (P)*" Y ystems (0)
Non Financia! Financial
k / \ Performance Performance
Organisation (24)
Technologies and tools w
) Organisation and
People (P) ,\' systems (O) i
Financial Performance
\_ / Performance
Organisation (25)
r N ([
Technologies and tools 0.8+
0.6 1
0.4
0.24
Organisation and
People (P)
systems (0) Non Financial Financial
Performance Performance )
N J~
Organisation (26)

Figure 5.25: The values of T, O, and P (enablers) and organisational performance

(results) for the third wave organisations
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Figure 5.27: The average values of organisational performance for the third wave

-

organisations
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In comparison with the second wave organisations elements such as competence
development (68%), knowledge retrieving (69%) and knowledge process capability
(66%) have scored significant high values. These elements were almost non-existent in

the second wave organisations. Only the delivery reliability scored (55%), which is

comparable to the second wave organisations (52%). One explanation that delivery

reliability is viewed as an external parameter depending upon the supplier performance,

and not in the context of a supply chain.

5.6 Overall resul'ts and discussion

5.6.1 Enablers

The survey results indicated that about 65% of the respondents reported that
individual/team learning is essential factors for organisational learning strategies and
programs. This finding was valid across all the industries/sectors. Other soft issues,

which were seen as essential organisational learning elements included: -

e Empowerment, management responsibility and leadership (75%)
e Team learning and rewards and recognition (81%)

e Performance management (68.5%)

e Training and education (87.5%)

e Culture and learning cycle (75%)

e Benchmarking (85%)

e Problem solving (62.5%)

e Communication (80%) .

Beyond soft issues, information technology (67.5%) is cited by 43% of the respondents
as a tool of organisational learning. The importance of learning processes was
recognised by all to organisations surveyed. Most of the organisation focused on
empowerment team learning and rewards/recognition. Figures 5.7, 5.14 and 5.21 show
empowerment as one of the important element through the three quality waves. All
organisations agreed that their learning initiatives have the highest impact on employee
involvement and training. As shown in Figure 521 organisation C scored 75% for
establishing learning communities. It indicates that the major learning initiative is to
break down the barriers for employees in order to participate and commit more fully to

the learning communities. However, responses for organisation A suggest that
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inadequate training and the absence of learning loops/process are the reason why higher
employee productivity is not achieved. This shows that employees need to be better
trained to understand what quality means and how learning impacts in the organisation.
However organisation B, score value of 25% more as the training aspect as a result of

implementing learning process.

The three organisations A, B and C agreed that employee involvement does increase
motivation levels, which in turns impacts on productivity. Organisation A, reported
customer satisfaction increased by 30%; for organisation B defecfs reduced by 25%.
Organisation C reports that defects rate gone down to 50%. Organisation C indicated
that the knowledge management improvement and development of individual/team

competence were more likely to have an impact on building a learning organisation.

Enquiring further into the T, O, and P model the average values of the three waves were
analysed. Figﬁre 5.28 gives the average score for all the 26 sample organisations
- categorised under the first wave, second wave and third wave organisations. As shown
in Figure 5.28 technologies and tools element has scored an average 0.25 for the first
wave, about 0.55 for the second wave and 0.70 for the third wave. This suggests that the
organisations in the second wave and the third wave respectively, have progressively
introduced new tools and technologies. Figure 5.28 also shows the importance of
organisation elements, which have grown up from one-quarter for the first wave to over
three-quarter for the third wave. Similar improvement is also recorded in the people
elements, where scores for the third wave recorded even higher against the values of the

technology and organisation counterparts.

Figure 5.29 gives a summary of analysis by showing the correlation between the
respective T, O, and P dimensions for the twenty-six sample organisations. Looking at
the clusters of first wave, second wave and third wave organisations, it is evident that
there are definite enabling mechanisms to move from the first wave to the third wave
continuum. Also there seems to be relatively stronger relationship for people versus
organisation (systems) dimensions of the framework comparing with people versus

technology or organisation versus technology dimensions.
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Figure 5.28: Average score of the twenty-six sample organisations according to T, O,

and P classifications

The respondents cited people (38%) as the most important factor, followed by
technologies and tools (36%) and organisations and systems (26%). Over two-thirds
(67%) of the respondents thought that there should be more emphasis within their
organisation on the people issues. This has vindicated the structure of the framework
incorporating a greater degree of soft issues. Some 55% indicated there should be a
greater emphasis on technologies and tools. While only 36% of the survey group

believed that organisations and systems should play a greater role.

Survey results indicate that organisations are experiencing great difficulty in translating
organisational learning theory into practice. Few organisations have effectively adopted
a holistic approach to organisational learning. In fact, essential ‘building blocks’ for
speeding the learning process in the organisation, such as, embedding new knowledge
into the organisation and measuring the strategic value of competence assets, are almost

completely absent or ineffectively performed in most of the surveyed organisations.
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Figure 5.29: Correlation between the T, O, and P enablers for the twenty-six sample

organisations (note: - some samples have identical values)
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5.6.2 Learning organisation performance

" The conceptual framework comprises a range of indicators and groups these according
to financial and non-financial performance measures. More than half of the respondents
have expected that organisational benefits in terms of reduced defect rates (37%),
increased customer satisfaction (47%), improved information sharing process (81%),
individual competence development (68%), increased productivity (46%) and reduced
order cycle time (51%). Only a few respondents did not anticipate any improvement in
organisation performance, and two respondents thought that improved learning process

would not help to speed up the innovation process for new products/services.

Again individual organisation responses were summed and averaged under financial and
non-financial categories. These were again summed and averaged to determine the
overall performance for the twenty-six sample organisations. Figure 5.30, presents the
collective scores of the indicators as grouped under non-financial and financial
performance. For the first wave non-financial measures have scored very low (15%)
against the financial counterpart (30%). On the other hand, non-financial and financial
performances respectively for the second wave have comparable measurements (35%
against 40%). With regard to the third wave, the non-financial performance scored
slightly higher (68%) than the financial performance (65%), which shows the relative

importance of non-financial measures in the framework.

0.8+

0.6

0.4+

0.2

i S

Non Financial Performance

i

Financial Performance

Y B First wave O Second wave B Third wave

Figure 5.30: The overall financial and non-financial performance scores for

the twenty-six sample organisations
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Figure 5.31 represents the organisational performance under financial and non-financial
categories. It is evident that financial and non-financial performances have a strong
positive correlation, which indirectly quantifies the importance of non-financial
measures with the organisation performance. Many first wave organisations didn’t feel
that they have made a signiﬁpant improvement in the non-financial performance
category. The main reason being that improvement in the innovation, workflow and
skill development was not realised. Pefhaps they didn’t have any performance measure

in place to this effect. Also such organisations were mainly concerns with the routine

operations/products.
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Figure 5.31: Performance matrix for the twenty-six sample organisations (note: - some

samples have identical values)
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In the financial performance category, very little difference was noted between the first
wave and the second wave organisation (37% to 44%, respectively). So in essence,

second wave is more about cultivating qualitative measures and essential organisation
support systems in an organisation. However, with respect to the third wave, financial as
well as non-financial performances improvement is recorded. The main difference
between the second wave and the third wave organisations are the knowledge
management efforts and the competence development programmes, and these
organisations have experienced direct benefits of such implementation. These results are
in line with the framework developed in Chapter 4 emphasising that non-financial
measures are the key difference betweén the first, second, and third waves of quality.
Finally, Table 5.3 summarised the overall profile of the twenty-six organisation
respondents. Also presents the correlation between the respondent perception and the
framework evaluation to validate the three waves of quality. Table 5.3 indicts that
eighteen organisations (70%) of the respondents were found belongs to the role of -

framework analysis. Eight organisations (30%) were found not matched that role.

5.7 Summary

Whilst 6rganisations recognise the importance of creating, processing and transferring
knowledge, so far they have been unable to translate this competitive need into
organisational strategies. This observation is supported by the fact that only two
respondents reported that their organisations currently were ‘very efficient’ at
leveraging learning to improve performance. In fact altogether, 65% respondents
reported that their organisations were developing dyhamic system wide performance as
an organisational strategy. However, only 15% of the respondents indicated that their
organisations were ‘extremely good’ or ‘very good’ at generating new knowledge, using
knowledge in decision-making or accessing external knowledge (the third wave

. organisations).

To verify these findings, each respondent was asked (within the questionnaire) to
indicate whether their organisation was developing an organisational learning strategy
and/or if the organisation was either implementing or had developed specific continuous
improvement programs. A total of nine respondents (35%) stated that their organisations
were developing TQM as a base line for the organisational learning. Most of the
seventeen organisations (65%) were in the early stages of rolling out programmes and

initiatives to support their organisation learning strategies. Of these thirteen
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