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1.3 TOM FRAMEWORK

The Total Quality Management (TQM) framework is a structured approach that organizations use to
continuously improve their processes, products, and services, aiming to meet or exceed customer
expectations while achieving long-term success. The framework encompasses various principles,
practices, and tools that work together to ensure a commitment to quality at every level of the

organization.

The TQM framework can be understood in terms of the key elements that drive the process, often
grouped into categories such as leadership, customer focus, process management, and continuous

improvement. Below is an overview of the core components of the TQM framework.
1. Key Principles of TQM Framework

1. Customer Focus
o Definition: The primary focus of TQM is to meet or exceed customer expectations. All
activities in the organization are aligned with delivering high-quality products and
services that satisfy customer needs.
o Actions:
= Identify and understand customer needs through regular feedback.
= Ensure customer satisfaction by delivering quality in every aspect of the
service/product.
= Use customer feedback to continuously improve processes.
2. Leadership Commitment
o Definition: Effective leadership is crucial for the successful implementation of TQM.
Leaders must define the quality vision and create an environment that fosters a culture
of quality.
o Actions:
= Senior management must be fully committed to TQM and lead by example.
= Establish clear quality goals and ensure alignment with business strategies.
= Provide necessary resources (training, tools, time) for quality initiatives.
= Encourage and motivate employees to embrace quality practices.
3. Employee Involvement
o Definition: TQM requires active participation from all employees at all levels. Everyone

in the organization must be empowered to contribute to quality improvement efforts.
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Actions:

Empower employees to make decisions and take responsibility for quality in their
areas.

Create teams to identify problems, analyze data, and implement solutions.
Provide continuous training and support for employees to enhance their skills and

knowledge in quality management.

4. Continuous Improvement (Kaizen)

o

o

Definition: TQM is based on the philosophy of continuous improvement—always

striving for better performance, quality, and efficiency.

Actions:

Regularly review processes and identify areas for improvement.
Implement incremental improvements that add up to significant gains over time.
Use methodologies like Plan-Do-Check-Act (PDCA) cycles, Six Sigma, or Lean

to drive improvement.

5. Process Management

@)

Definition: In TQM, quality is embedded in every process within the organization. The

focus is on managing and improving processes to reduce variation and ensure consistency

in product or service delivery.

Actions:

Map out and understand all key business processes.
Identify bottlenecks, inefficiencies, and areas of waste.
Standardize processes to ensure consistency and minimize errors.

Continuously measure and monitor process performance.

6. Data-Driven Decision Making
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Definition: TQM encourages decisions to be based on accurate data and facts, rather

than assumptions or gut feeling. Data helps to identify root causes of problems and

measure improvements.

Actions:

Collect and analyze data on process performance, customer satisfaction, and
quality metrics.

Use statistical tools (e.g., control charts, Pareto analysis) to track trends and detect
variations.

Foster a culture where data is seen as a key tool for decision-making and problem-

solving.
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7. Integrated System
o Definition: The TQM framework requires that all parts of the organization—people,
processes, systems—work together toward common quality goals. A holistic approach is
taken to integrate quality management into every aspect of the organization.
o Actions:
= Align quality initiatives with organizational strategies, goals, and resources.
= Create cross-functional teams that work together on quality issues.
= Integrate quality standards into every department and operation.
8. Supplier Quality Management
o Definition: TQM recognizes that an organization’s quality is influenced not only by
internal processes but also by the quality of inputs from external suppliers. Quality must
extend to the entire supply chain.
o Actions:
= Build long-term, collaborative relationships with suppliers.
= Set clear quality expectations and performance standards for suppliers.
= Regularly assess and provide feedback to suppliers to help them improve.
9. Customer Satisfaction Measurement
o Definition: TQM relies on regular assessments of customer satisfaction to gauge the
effectiveness of quality efforts and identify areas for improvement.
o Actions:
= Use surveys, focus groups, and direct feedback to understand customer
perceptions.
= Regularly monitor satisfaction metrics such as Net Promoter Score (NPS) or
Customer Satisfaction Score (CSAT).

= Use customer feedback to prioritize improvements.
2. TQM Framework Components

A typical TQM framework is built around several key components that support and drive the above

principles:
A. Enablers of TQM

1. Top Management Commitment: Without strong leadership and clear direction, TQM cannot
be successful. Top management must set the tone for a quality culture.
2. Strategic Planning: Quality management strategies should be integrated into the organization's

strategic planning process.
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3. Quality Culture: A culture where quality is everyone’s responsibility, and quality improvement
IS an ongoing process.

4. Training and Education: Continuous learning and skill development are vital for building a
knowledgeable and empowered workforce.

5. Clear Vision and Goals: Clearly defined quality objectives that align with business goals.

6. Employee Involvement: Encouraging employees to participate in decision-making and
problem-solving related to quality.

B. Tools and Techniques for TQM

o Statistical Process Control (SPC): Monitoring and controlling processes through statistical
methods.

e Root Cause Analysis (RCA): ldentifying the fundamental cause of problems to prevent
recurrence.

o Flowcharts: Visualizing processes to identify inefficiencies and areas for improvement.

o Pareto Analysis: Using the 80/20 rule to identify the most significant issues that should be
prioritized.

« Fishbone Diagram (Ishikawa): Identifying the potential causes of problems or defects in a
process.

e Benchmarking: Comparing an organization’s performance with industry best practices to

identify gaps.
C. Results/Outcomes of TQM

1. Improved Product/Service Quality: The end goal is to consistently meet customer expectations
and deliver superior products and services.

2. Operational Efficiency: Optimizing processes to reduce waste, cost, and time, improving
overall efficiency.

3. Employee Satisfaction: By involving employees and fostering a quality culture, employee
engagement and morale improve.

4. Customer Satisfaction: Meeting or exceeding customer expectations leads to increased
customer loyalty and market competitiveness.

5. Continuous Growth: Organizations adopting TQM enjoy continuous improvement, better

innovation, and sustained business growth.
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3. Key TQM Models and Frameworks

Several popular TQM models provide structure and guidance to organizations pursuing quality

improvement:

1. The Deming Wheel (PDCA Cycle): A four-step cycle (Plan, Do, Check, Act) for continuous
improvement.

2. The Malcolm Baldrige National Quality Award (MBNQA): A model that provides a
framework for performance excellence, focusing on leadership, strategy, customers, and results.

3. 1SO 9000 Series: A set of international standards for quality management systems that guide
organizations toward effective quality practices.

4. Six Sigma: A data-driven approach focused on reducing process variation and defects to

improve quality.
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