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ABSTRACT

The theoretical part of this case study focuses on concepts of quality and organ-
isational culture. Organisational culture manifests itself as the values and be-
haviour of individuals. Both of these themes have an increasingly important
role inside companies, due to the continuous changes and intense competition
in today’s business world, putting challenges on organisations to maintain and
develop their position in the market. Combining these two theoretical areas —
quality and organisational culture, Total Quality Management (TQM) is dis-
cussed as a cultural phenomenon inside organisations.

The empirical part of this longitudinal case study researched the implementa-
tion of quality culture inside one unit of the case company — Wartsila Finland
Oy, Power Plants. The implementation of quality culture was studied through
the quality management development program used in the organisation: Qual-
ity Awareness Campaign (QAC). First, before executing the QAC, the level of
values and behaviour, in other words the quality culture of the personnel on an
individual and organisational level was surveyed. At the same time the respon-
dents were asked to define quality inside the organisation. Then after the QAC,
the level of values and behaviour were measured again to find out if there had
been any change in the quality culture.

The study includes both qualitative and quantitative data, collected through the
survey questionnaires conducted before and after the QAC. The results of the
study showed that the quality culture did not change after the QAC. The re-
sponses specified the current experiences of good quality in everyday work and
the appreciated values prevalent inside the case company’s unit.

KEYWORDS: quality, TQM, organisational culture, values






1. INTRODUCTION

During the last few decades, the business environment has changed enor-
mously and at the same time continuous change has become a permanent phe-
nomenon. Organisational culture and society have changed from an era of in-
dustrialisation to one of information. Growing global competition, increases in
product range and advanced product and process technologies have changed

the terms of succeeding in business operations (Lynch & Cross, 1995: 63).

A company’s quality of operations and products has become increasingly im-
portant as a crucial competitive factor in today’s business world. Through high
quality the company can achieve competitive advantages, which enable the
growth of its market share and more open competition. The company’s effi-
ciency and profitability can be influenced also by developing quality, meaning
it decreases the internal and external repair costs caused by poor quality. There-
fore, quality is an efficient resort to achieve both customer satisfaction and

lower costs at the same time.

As non-stop global competition is increasing continuously, companies are
forced to satisfy the expectations and requirements of different consumer
groups and customers. Additionally, the need of continuous improvement in
quality is highlighted in objectives to lower the internal costs of companies and
work dissatisfaction caused by poor quality. These internal and external re-
quirements force the management to commit to quality. The challenge is — how
to lead the quality from operational threat to strategic opportunity. Managers

are in a significant position because achieving the quality requires cooperation
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and the full involvement of all personnel — managing quality is a challenging
task.

The concept of quality has changed from the origin of product quality towards
the comprehensive concept of management. Nowadays, quality is understood
to be the extensive development of companies to accomplish customer satisfac-
tion, profitable business and the maintenance the competitiveness and growth.
Companies trying to gain the competitive edge in today’s global market place
have to realise the importance of raising the quality of goods and services, and
the need to implement programs as Total Quality Management (Tata & Prasad,

1998).

To accomplish the business goals every part of the company needs to operate in
an excellent and efficient way. Every part of the organisation, function or per-
son is affecting each other. Mistakes are multiplied easily and if some function
or division doesn’t live up the expectations, it can cause even more mistakes.
Therefore, it is important to do it right first time, as correcting mistakes, search-
ing items, clarifying the reasons for being late, repairing, remanufacturing and
eventually poor quality burdens the organisation and creates unnecessary op-
erations. The aim of Total Quality Management (TQM) is to eliminate existing

problems and to prevent new problems.

The organisations need to change into market-led, innovative and adjustable
systems to survive in the global business environment (Alpander & Lee, 1995:
5). The core of organisational culture is the values which become apparent in
peoples behaviour (Hofstede 1997: 127; Schein 1987: 3). Organisational culture
and the values of the employees are considered vital to organisational perform-

ance, but are difficult to come to grips with. Instead, it is more effective to



11

change behaviour first, and then the desired values and culture are likely to

follow (Harrison, 2007).

There is a lot of previous research on quality management and organisational
culture as separate topics. Especially in the area of quality, research has long
roots and it is mainly focusing on managing quality or Total Quality Manage-
ment (see Juran 1980; Garvin 1984, 1988; Brocka & Brocka 1992; Oakland 1992).
Organisational culture has become a business phenomenon and also a research
area starting from early 1980’s (Schein 1980; Deal & Kennedy 1982; Gormann
1989; Hofstede 1991). At the same time, one field of research on organisational
culture has focused on human values (Posner et al 1985, Wiener 1988;
Deshpandé & Webster 1989; Schein 1992, O'Reilly & Chatman 1996) and behav-
iour (Judson 1991; Kotter & Heskett 1992; O'Reilly & Chatman 1996).

The success in quality management is fully dependent on the predominant or-
ganisational culture — there is a clear connection between quality management
and organisational culture. Quality management can be seen as a tool on chang-
ing organisational culture, in other words — implementing the quality culture in
everyday work in an organisation. Several researches have indicated that there
is a connection between quality management and organisational culture
(Kekale 1998; Cameron & Barnett 2000). Additionally, according to Kim et al
(1995) the organisational culture prevents the creation of quality or the imple-
mentation of the methods of total quality management (TQM). Therefore, sur-
veying the organisational culture before implementing the quality management

would be essential (Maull et al, 2001).

Even if there is large extent of studies covering the theoretical branch of both

quality management and organisational culture, there is not so much research
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on combining these two areas together. Mostly the approaches of these research
studies concentrate on the formation of quality culture and TQM as a cultural
phenomenon (Ghobadian et al 1998; Lundby et al 1999; Svensson & Klefsjo
2000; Kujala 2002; Kujala & Lillrank 2004), awareness of organisational values
as implementation of quality policy (Van Donk & Sanders 1993), and cultural
transformation in implementing TQM (Deming 1986; Atkinson 1990; Drum-
mond 1992; Silén 1994).

In this study the TQM is studied as a cultural phenomenon, or more particu-
larly — as a quality culture. Additionally, the challenges of implementation of
the successful quality management, which require a change in organisational
culture to be compatible with quality culture (Kujala & Lillrank, 2004) are dis-
cussed. This study is useful for companies, regardless of their size, degree of
internationalisation or globalisation, who want to commit improving their busi-
ness results by surveying, improving and implementing the quality culture in-

side their organisations.

1.1. Purpose of the study and research problem

The purpose of this study is to analyse the impact of the quality management
development program of the case company — Quality Awareness Campaign —
on the quality culture, more specifically — on the quality related values and be-
haviour of employees within Power Plant division of Wartsila Finland Oy. Ad-
ditionally the employees” experience of quality inside the target organisation

was explored.

Therefore, the problem of this study is:
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e What kind of impact does the quality management development pro-
gram have on quality related culture - on employees’ values and behav-

iour?

1.2. Defining the key terms

There are defined the few essential key terms used frequently to further the ap-

preciation of this study.

Organisational culture (OC): Organisational culture is a phenomenon which sur-
rounds us dynamically all the time and it consists of three different levels: arte-
facts, values and basic assumptions (Schein 2004: 1; 1987: 32). The core of the
culture is formed by values, which cannot be observed in isolation, but they

show in group’s members’ behaviour.

Values: Schein (1987: 3) states that values are the reason why people act in cer-
tain way. As a deepest layer in the culture values are not visible but they are
drawn into surface with individual’s behaviour and attitudes (Briscoe et al 2004:

117).

Quality: In this study quality is defined as meeting the requirements of the in-

ternal and external customers (Crosby 1997: 73).

Total Quality Management (TQM): TQM is a structured attempt to re-focus the
organisation’s behaviour, planning and working practices towards a culture
which is employee driven, problem solving, customer orientated, and open and

fear-free.
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1.3. Structure of the study

The study is divided into seven chapters. In the introduction chapter the main
challenges the companies are facing in the changing business environment in
the area of quality and organisational culture are introduced shortly. In the sec-
ond chapter the theoretical background of organisational culture, with more
specific levels of values and behaviour, is presented. Also, there is discussion

about managing change in organisational culture.

Next, in third chapter the theoretical part concentrates on quality and quality
management. Additionally, Total Quality Management is reviewed as cultural
phenomenon and the challenges of implementing the quality culture are ex-
plained. In chapter four, the empirical data and methods of the study is intro-
duced and in chapter five the empirical data analysis and results are presented.
Finally, the last chapter goes through the conclusions and discusses future re-

search suggestions. The structure of the study is showed in Figure 1.

Theoretical part »  Empirical part > Conclusions
- Introduction - The empirical - Summary of the
- Values and be- data & methods study
haviour as culture » - Analysis & re- » - Conclusions &
in an organisation sults discussion
- Quality man- - Future research
agement in an or- suggestions
ganisation

- Quality culture

Figure1l.  Structure of the study.
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2. ORGANISATIONAL CULTURE

In this chapter the characteristics of organisational culture are described. The
values and behaviour as levels in the organisational culture are emphasised.
Additionally, the subject is deepened to consider challenges faced in changing

the culture inside companies.

2.1. Characteristics of organisational culture

In literature organisational culture is defined in several different ways.
Hofstede (2005: 3) sees organisational culture as mental software, which in-
cludes patterns of thinking, feeling, and acting mental programs. According to
Hoecklin (1995: 24-25) the culture is first of all a system of common shared
meanings; culture defines to what people pay attention to. The members of the
group share similar manners, patterns and models, which enable them to see
and understand the same things in a similar way and therefore bond with each
other. Secondly, culture is relative as it is not possible to justify that one culture
is better than the other. Thirdly, culture is something learnt and it belongs to

groups.

Culture can also be seen as a way groups are organised over the years in order
to solve the problems and challenges they are facing. Social interaction or sig-
nificant communication needs a common shared method, which helps the in-
teracting people to deal with the information. Culture is something created by
individuals themselves, strengthened by other individuals and transferred to
the younger generations. It offers people the appropriate and meaningful con-

text, where they can meet, become aware of themselves and face the outside
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world. Culture is a way of communicating, maintaining and developing the
individuals” knowledge about their attitudes towards life. Cultures can change
if people notice that old methods do not work any more. It is not difficult to
change the culture when people are aware of that community’s survival or sub-

sistence is threatened. (Tompenaars 1994: 7, 22-26.)

Organisational culture means the basic assumptions and beliefs, which are
taken for granted and which work often on an unconscious level, or in other
words organisational culture is the way things are done within an organisation.
Cartwright and Cooper (1992: 54-56) state that cultural assumptions and no-
tions are socialised into members of organisation. During its existence every
organisation develops its own culture. Values are the core of this culture and
are affecting the other levels of culture. In managing organisations it is impor-
tant to identify the values and culture, and their impact on the organisation, as
both factors are connected to individual and organisational well-being and mo-
tivation. At the same time, they are seen to affect on organisation’s perform-

ance, rationality, profitability and way of working. (Schein 2004: 19-29.)

As individuals are personalities, so too are organisations. Individuals have rela-
tively enduring and stable characteristics that help to predict their attitudes and
behaviours. Organisations, as people, can be characterised as inflexible,
friendly, warm, innovative, or conservative. These characteristics can be again
used to predict attitudes and behaviours of employees within these organisa-
tions. Organisational culture can be defined as systems variable which, despite
of being difficult to define or describe precisely, exists and is generally de-

scribed by employees in common terms. (Robbins 2003: 236-237.)
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More precisely, organisational culture is a system of shared meaning, or in
other words — a set of key characteristics that the organisation values — held by
members that distinguishes the organisation from other organisations. Organi-
sations have cultures that govern how their members behave. Organisational
culture is derived from the founder’s philosophy, which influences strongly the
criteria of hiring. The actions of the top management set the general climate of
what is and is not acceptable behaviour. Employees are socialised to the organi-
sation but how it succeeds depends on the degree of success in matching new
employees’ values to those of the organisation in the selection process and top

management’s preference for socialisation methods (Figure 2.). (Robbins 2003:

246.)
Top
Phﬂosoph / management \
. Y .| Selection Organisational
of organisa- > o 1
tion’s founders criteria v culture
\ Socialisation /

Figure 2. How organisational cultures form (Robbins 2004: 246).

According to Robbins (2003: 236-237) there are seven primary characteristics
which, in aggregate, capture the essence of organisation’s culture: innovation
and risk taking, attention to detail, outcome orientation, people orientation,
team orientation, aggressiveness, and stability. Each of these characteristics ex-
ists on a range from low to high. Evaluating the organisation in these seven

characteristics gives a composite picture of the organisation’s culture.
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In innovative and risk-taking organisational cultures, employees are encour-
aged to be innovative and take risks. In attention-to-detail cultures, employees
are expected to exhibit precision, analysis and attention to detail. Outcome ori-
entation emphasises the degree of management focuses on results or outcomes
rather than on the techniques and processes used to achieve those outcomes. In
people-orientated cultures, management decisions take into consideration the
effect of outcomes on people within the organisation, while in team orientated
cultures, work activities are organised around teams rather than individuals.
Aggressive organisational culture, typically have aggressive and competitive,
rather than easygoing people; and in stable cultures, organisational activities
emphasise the maintenance of the status quo rather than growth. (Robbins 2003:

236-237.)

2.2. Levels of culture

It is said that culture is impossible to study as it is difficult to measure and de-
fine. An individual can be part of many different cultures — such as families,
regions, nations and organisations. Culture is a wide concept which needs to be
divided into different levels. Values are the deepest level in the culture; they are
not immediately evident but they come to the surface through behaviour and

attitudes. (Briscoe et al 2004: 117.)

Cultural differences can manifest in several ways. Hofstede’s (2005) concept of
symbols, heroes, rituals and values shows rather well how culture becomes evi-
dent (Figure 3). The symbols are closest to the surface and values, are, on the
deepest layer of culture. Between symbols and values are rituals and heroes.
Symbols are pictures, objects, words or gestures which have particular meaning

only for those sharing the culture. Heroes are persons, real or imaginary, alive



19

or dead, whose characteristics are highly appreciated in that culture and

thereby serving as a models for behaviour.

Rituals work as collective activities, technically unnecessary for reaching de-
sired outcomes, but socially they are considered essential within a culture. Ritu-
als can be found in business or political meetings organised for seemingly ra-
tional reasons, often serving mainly ritual purposes, such as reinforcing group
cohesion or allowing the leaders to assert themselves. In Figure 3 all four levels:
values, rituals, heroes and symbols, are placed under practices. They are visible
to outside observers, but their cultural meaning is invisible and becomes appar-

ent only when interpreted by insiders. (Hofstede 2005: 6-8.)

Symbols

Heroes

Rituals

Values Practices

Figure 3. The “Onion”: Manifestations of Culture at Different Levels of Depth
(Hofstede 2005: 7).

Also, according to Schein (1992: 16-17), culture can be analysed in different lev-

els (Figure 4). He divides culture into three levels, and each of these levels
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represents the visibility or authentication of the phenomenon by the observer.
Schein also states that part of the reason for the problematic nature of defining
culture is the fact that has not been divided into levels in which culture mani-

fests itself.

Under the surface of culture there is the artefact level, which includes all phe-
nomena one can see, hear and feel when one faces a new and foreign culture.
Artefacts are such things as language, architecture, technology, emotional ex-
pressions, behaviour and visible organisational structures and processes. The
main characteristic of this level is clear visibility but difficult of interpretation.

(Schein 1992: 16-18.)

Artefacts and Creations

- Technology

- Art

- Visible and audible behav-
iour patterns

Visual organisational struc-
tures and processes
(difficult to interpret)

| !

Strategies, goals, philoso-

Espoused Values
- Testable in the physical envi-

ronment phies
- Testable only by social con- (adopted justifications)
sensus

A
\ 4

Basic Underlying Assumptions
- Relationship to environment

- Nature of reality, time and
space

- Nature of human nature

- Nature of human activity

- Nature of human relationship

Figure 4.

Levels of culture (Schein 1992:17).

Unconscious, taken for
granted beliefs, percep-
tions, thoughts and feelings
(ultimate source of values)
and action)
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Beneath artefacts there are espoused values, which are conscious strategies,
goals and philosophies. If the functionality of the values is continuous, the val-
ues become shared values in the process called cognitive transformation. In this
process the leader convinces the group of people to behave according to his be-
liefs and if the group experiences those beliefs continuously reliable in different
situations, they become the shared values and beliefs. When the way of think-
ing or operational model works continuously, it becomes an unquestioned as-
sumption which is supported by clear range of beliefs, norms and operational

behavioural rules. (Schein 1992: 19-21.)

When a way of action or problem solving is repeated continuously, individuals
start to take it as granted. People do not question or be consciously aware of the
belief any further. The core of culture is represented by the basic underlying
assumptions and values which are difficult to recognise because they exist at a
largely unconscious level. Yet, they provide the key to understanding why
things happen in particular way. These basic assumptions form around deeper
dimensions of human existence as the nature of a person, human relationships
and activity, reality and truth. The basic assumptions are difficult to change as
they are not faced and they are not argued about because they are considered as
absolute truth. Human mind needs the cognitive stability which leads into great
anxiety and taking up a defensive position if individual’s basic assumptions are

challenged. (Schein 1992: 19-24.)

Organisations are made up of people whose values and beliefs undeniably in-
fluence their thoughts and actions. In next chapter these values in organisation

are explored more specifically.
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2.2.1. Values in an organisation

Organisations of companies have histories, which derive from peoples” actions
and words, and at the same time express the corporate values and beliefs. Dur-
ing its existence, every organisation develops its own culture. Values are the
core of this culture and affect on the other levels of culture. In managing organi-
sations, it is important to identify the values and culture, and their impact on
the organisation, as both factors are connected to individual and organisational

well-being and motivation. (Davenport & Prusak 1998: 11-12.)

At the same time, values are seen to affect an organisation’s performance, ra-
tionality, profitability and way of working. They deal with evil versus good,
dangerous versus safe, forbidden versus permitted, decent versus indecent,
moral versus immoral, abnormal versus normal, irrational versus rational,
paradoxical versus logical etc. Values are absorbed early in our lives, during the
first ten to twelve years, from the environment, including symbols, heroes, ritu-
als and, most importantly, our basic values. Later on, we start to learn con-
sciously and focus primarily on new practices (see Figure 5). ((Hofstede 1997:

127; 2005: 8; Schein 1987: 3; 2004:19-29.)

A
&0 Family
Values
5 12 School
Practices
20 Work

Figure 5. The learning of Values and Practices (Hofstede 2005: 9).
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Values affect individuals deeply and they are hidden behind people’s behav-
iour. During its lifetime, every organisation develops its own hierarchy of val-
ues. Managers should be aware of the dominating values inside the organisa-
tion and they should aspire to change those values if needed. Some of the val-
ues of an organisation might be even harmful to the company’s future and it is
management’s task to change them. The organisation’s values affect every op-
eration of the company, starting from the manufacturing the product to treating
the employees. Companies having shared strong values easily reflect these val-
ues in their official organisation. Organisational values and beliefs indicate
which issues in organisation are emphasised the most. (Deal & Kennedy 1982:

36-37.)

Implementation of values presumes that individuals know what their role in
the work community is and how he or she can implement the values in their
own work. The high quality of work or services presumes the strong expertise
of employees and leadership skills of the management. The values each func-
tion has direct its action and, in case of conflicts, those values overtake the indi-
vidual values. When values are internalised and are directing the behaviour, the

operation is fulfilling a high ethical level.

Organisational values largely set the culture which will drive management and
staff behaviour in pursuing an organisation's mission, and achieving high levels
of organisational performance for the longer term. The personal values of em-
ployees are widely considered to influence their workplace behaviour. Values
are the conscious, emotional desires or wants of people that guide their behav-
iour. Most employees’ values are generally consistent with the values of their

peers.
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Organisational culture usually contains the values, beliefs and customs of the
organisation, including the vision shared by employees. The organisational cul-
ture largely influences the way most employees consistently behave, ‘the way
we do things around here’, including decision-making, how the organisation
competes, how much risk it tolerates, the emphasis placed on ethics and fair-
ness in its transactions and how people treat or evaluate one another’s actions
and contributions to the organisation. The next section discusses the behaviour

of individuals in organisations further.

2.2.2. Behaviour of individuals

Elements of organisational culture include also explicit and implicit expecta-
tions of employee behaviour. In a smaller organisations in single location, the
behaviour of individuals is much more visible than in larger ones in multiple
locations. In these smaller groups, the need for articulated values is reduced,
since unacceptable behaviours can be challenged openly. However, for the lar-
ger organisation, where desired behaviour is being encouraged by different in-
dividuals in different places with different sub-groups, an articulated statement
of values can draw an organisation together. Articulated values of an organisa-
tion can provide a framework for the collective leadership of an organisation to
encourage common norms of behaviour, which will support the achievement of

the organisation's goals and mission.

For managers, understanding the behaviour of employees is often challenging,
especially in multicultural large organisations. Anyhow, it is good to remember

that organisational culture should be treated as an important influence on em-
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ployee behaviour; and values become visible through behaviour in everyday

work. Also, values have an impact on individuals” attitudes.

In Figure 6 present the variables affecting individual behaviour. Some of the
variables — attitude, motivation and learning — can be influenced more easily by
right way of management. Values, personality and abilities are an individuals’
personal qualities, which are not easy, though not impossible, to change. (Rob-

bins 2003: 27-29, 251.)

Values
A
/ Motivation
Attitudes 7'y \
\ A
] , Individual
/ Perception Behaviour
Personality X
Y /
/ Learning
Ability

Figure 6.  Variables affecting individual behaviour (Robbins 2003: 27-29).

To alter the values and attitudes, and through that to attempt to affect the be-

haviour of individuals, it would be good to know what are the things individu-
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als value in their lives. One way for managers to affect the values and attitudes
would be to lead by example. Attitudes strongly influence the behaviour of in-
dividuals. Additionally, employees react to perceptions, not to reality. Values
can be clear to the employees in organisation but is not a guarantee that they
are behaving according to those values. If they are not, then highlighting this

fact and reminding about the related issues is necessary.

2.3. Changing organisational culture

Organisations do not form accidentally or spontaneously. The process of cul-
ture formation is, in each organisation’s case, first a process of creating a small
group. Culture makes the day-to-day functioning possible; once the group of
people has shared assumptions, it will tend to stick to those assumptions.
Hence, organisational culture is very difficult to change unless the one changes

the people inside the group. (Frost et al 1991: 14-15.)

Culture is learned and developed through a variety of explicit and implicit
mechanisms. Powerful members of organisation try to impose their assump-
tions as the proposed solutions to problems, and the group selects something to
try before the process of learning can operate. The creation and embedding
process, therefore, has to be viewed simultaneously as learning and teaching
process. At every stage the role of the leader and the group must be understood

if one is to make sense of how culture evolves. (Frost et al 1991: 25.)

There is a disagreement about the extent to which values of an organisation’s
culture can be changed. O'Reilly, Chatman and Caldwell (1991) describe organ-

isational values as stable, when again some researches suggest they can be
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changed. For example, Deal and Kennedy (1982) consider that corporate execu-
tives must possess and exercise the ability to shape the organisational culture in
order to be effective, while Trice and Beyer (1993) are not so convinced about

individual’s ability to change the organisational culture. (Campbell 2004: 41.)

Values direct all actions and decisions towards the higher goals of individuals.
Defining and changing the values towards a concrete operation is a challenging
and long process (Suurla 2001: 91). The way to change to the desired behaviours
is to change the people, incentives, performance management and organisa-
tional structure. It is generally accepted that culture influences behaviour,
which in turn affects organisational performance, and in a circular way, culture

is in turn affected by behaviour and performance.

Harrison (2007) claims that since culture change is difficult to implement; it is
best to change behaviour first because that is easier, and then culture change
will follow. Organisations place great importance on culture because of its per-
ceived impact on performance. An example of the importance of culture is the
way that culture clashes are a leading cause of merger failures. Poor culture fit
is considered the main cause of most large-scale merger disasters, resulting also

in lost shareholder value.

According to Harrison (2007) there are three broad levels of change. At the most
basic level, organisations can achieve new outcomes without changing the way
people work. For example, an organisation may divest non-core assets to focus
on the core business. At the next level of complexity, employees may need to
adjust their practices or to adopt new ones in line with their existing mind-sets

in order to reach a new profitability target.
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Thirdly: if the only way an organisation can reach its higher performance goals
is to change the way its people behave across the board, it has to achieve cul-
tural change as well. Employees will only alter their mind-sets if they see the
point of the change and agree with it. However, management needs to make the
effort to change attitudes at the same time as changing behaviour, so that em-
ployees can see the reasons for the changed behaviour and agree with those
reasons — or at least give them a try. If people’s actions are conflicting with their
beliefs, they are uncomfortable about the inconsistency and are likely to solve
this problem by changing either their attitudes or their behaviour. If the em-
ployer expects changed behaviour, it is likely that changes in attitude will fall
into line with the employees” desire to align their attitude with the new behav-

iour. (Harrison, 2007.)

Culture controls the managers more than managers control the culture, because
it is done through the automatic filters of perceptions, thoughts and feelings
managers’ have. Culture is created primarily by leaders, and also embedded
and strengthened by them. If culture becomes dysfunctional, leadership is
needed to help the group to unlearn some of its cultural assumptions and to
learn new assumptions. Such change requires conscious and deliberate destruc-
tion of cultural elements, in other words manipulation of the culture, which can

be seen as the unique and essential function of leadership. (Jokinen 2004: 70.)

In changing the organisational culture, the reinforcement of new behaviours is
essential. The surrounding mechanisms — as reward and recognition systems
and performance measurement — must be in tune with the new behaviour. If an
organisation’s directives for new behaviour are not reinforced, employees are
less likely to adopt the new behaviour. For example, if managers are expected

to spend more time on training newcomer employees, but such training is not
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included in their performance evaluation, they are likely not to bother. (Harri-

son, 2007.)

Thompson and Luthans (1990: 330) highlight the need for a more systematic
approach: "Changing culture in the light of this behaviour-consequence concept
involves comprehensive planning and execution. Consistent messages must be
conveyed through behavioural interactions and through changes in the em-
ployees” environment. Through behavioural actions people communicate ideas
and values. People learn more from behaviours than from printed statements

and company policies."

In changing organisational culture Deal and Kennedy (1982: 164-167, 189), for
instance, support the following actions. Consensus building based on sharing;
developing high-trust between individuals; allowing time for people to change;
setting the direction but allow the employees to work out the details (‘'empow-
erment'); and in another, more direct intervention, providing the training to
develop the new skills needed. They see middle management's role changing
dramatically, even becoming obsolete. Within an "atomised organisation", man-

agers will be both the bearers of culture as well as its promoters".

2.4. Summary

This chapter introduced the different characteristics of organisational culture.
There are several definitions found from the literature for this subject but
mainly organisational culture is described as the invisible part existing in or-
ganisations - basic assumptions, beliefs, similar manners, shared meanings and

values formed by the members of organisations during years. The purpose was
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to study also more profoundly, the way that organisational culture is con-
structed, so more thorough insights to the levels of organisational culture were

introduced, dividing the theme into levels of values and behaviour.

Values are the deepest level of culture — they do not show themselves but they
are drawn into surface with behaviour and attitudes. Values can become the
shared values through cognitive transformation, where the leader convinces the
people to behave according to his beliefs. If the group experiences those beliefs
to be continuously reliable in different situations, those become the shared val-
ues and beliefs. For managers, especially in multicultural organisations, under-
standing the behaviour of employees is often challenging. Therefore, it is im-
portant to remember that values affect individuals deeply and they remain hid-

den behind people’s everyday behaviour.

Additionally, this chapter brought up the subject of changing organisational
culture. Organisational culture is difficult to change unless one changes the
people inside the group. Especially defining and changing the values is a chal-
lenging and long process. Culture controls the managers and managers control
the culture, doing it automatically through perceptions, thoughts and feelings
they have. Culture can be seen to be created primarily by leaders, and also em-
bedded and strengthened by them. Yet, according to Schein (1992: 42) one can-
not understand organisational learning, development and planned change,
unless one considers culture as the primary source of resistance to change. Cul-
tural understanding is desirable for everybody, but it is essential for leaders if

they are to lead.

Next, the study continues to review the literature of quality, quality manage-

ment and the implementation of quality culture.
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3. QUALITY CULTURE

To be able to manage and develop quality management, at first the meaning of
quality should be defined. This chapter introduces the different concepts of
quality and how quality can be managed. Additionally, the different ap-
proaches to Total Quality Management and implementation of quality culture

are presented.

3.1. The concept of quality

Quality can mean very different issues - as goodness or superiority, characteris-
tics, or quality of the activity. It can be seen how the values come true in every-
day work — while quality is evaluated one can also evaluate the values in eve-
ryday work. Individuals experience the quality in everyday work in very dif-
ferent ways. Quality can also mean the quality of the process or system, or the
fundamental philosophy of the whole organisation. According to ISO standard
quality means/includes all the features and characteristics of the products or

services, which are required to fulfil the set and presumed needs (SFS, 2006).

The term quality is used in different contexts in different ways and the word
‘quality’ can be used in several concepts. Garvin (1984: 25-43, 1988: 39-48) has
studied the quality related researches from four separate viewpoints: philoso-
phical, economical, marketing and operational management. These four differ-
ent schools approach quality in very different ways: the philosophical school
concentrates on conceptual questions of quality, the economical school focuses
on maximising the profit and market balance. Meanwhile, marketing is inter-

ested in quality as directing the purchase behaviour of individuals and cus-
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tomer satisfaction, and operational management emphasises the methods of

contributing quality and process controlling.

Quality issues are part of everyday reality in today’s companies and they are
handled widely throughout the company. Quality can be seen, also, as high
quality of products or services; the quality of work performance means that the
everyday work is done carefully and accurately. Product development and de-
sign has to take into account the changing needs of customers; marketing has to
foresee customer needs and to react to their feedback. In production, the needs
of the customers are turned into the specification, which should be able to be

manufactured.

As already stated, quality is often used as to signify “excellence” of a product or
service. If we are to define quality in a way which is useful for its management,
then we must recognise the need to include in the assessment of quality, the
true requirements of the ‘customer’. Quality then is simply meeting the re-

quirements and this has been expressed in many ways by several authors:

e ‘Fitness of purpose or use’” (Juran, 1980).

e ‘The totality of features and characteristics of a product or service that
hear its ability to satisfy stated or implied needs’” by BS4778, 1987 (ISO
8402, 1986).

e ‘The total composite product and service characteristics of marketing,
engineering, manufacture, and maintenance through which the product
and service in use will meet the expectation by the customer’ by Fei-

genbaum (Oakland 1992: 2-3).
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Crosby (1997: 73-83) presented his "4 Absolutes of Quality" as the cornerstones
of his approach:
1. Quality is defined as conformance to requirements, not just as goodness
2. Quality is achieved through prevention not appraisal
3. The quality performance standard is "zero defects" and is not defined by
Acceptable Quality Level (AQL) which allow and build in acceptable
levels of errors and inefficiencies
4. Quality is measured by the price of non-conformance
Crosby spread the word that "Quality is Free". According to him by setting up
processes that are designed to prevent errors, by having people trained and mo-
tivated to operate them as designed, not only will quality improve, the costs of

production will be reduced.

Thus, it is impossible to find one, and only one, definition for quality as quality
has many different definitions, which can be seen as correct in their own con-
text. Still, understanding these different approaches help to understand the
competing views of quality the personnel has in different functions inside the
company. Additionally, it has been discovered that the persons in different lev-
els of an organisation define the quality in different ways. If the competing
viewpoints of quality between functions and levels of organisation are not
openly admitted, the level of quality will most probably not be improved. (Der-
rick & O’Brien 1989: 27.)

Lillrank (1990: 49-50) has suggested that the definition of quality which an or-
ganisation has chosen, leads the organisation’s resolutions and its culture de-
velopment. The production-centred approach to quality leads to a functional
control and regulation organisation, the product-centred approach to an expert

organisation and the value-centred approach, into a cost accounting centred
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organisation. Thereby, for a manager it is important to consider his own ap-
proach to the quality and choose an approach as a general concept to communi-
cate and coordinate co-operation between different functions. Additionally, it is
important to segregate the quality into strategic dimensions to be able to set the
numeric goals for quality so that companies can examine quality as a strategic

variable. This subject is examined in the following section.

3.2. The strategic dimensions of quality

To develop the quality strategy, quality should be divided into different dimen-
sions or quality variables. Management is required to analyse the quality di-
mensions systematically, to have the capability to choose those factors which
give the company the possibility to provide higher quality than the competitors.
Garvin (1988: 49-50) has stated that quality consists of the following eight di-
mensions: performance, features, reliability, conformance, durability, aesthetics,

serviceability and perceived quality.

Performance is mainly concerned with a product’s primary operating character-
istics. Therefore, the elements that make up performance form the preliminary
set of design criteria. Features are objective and measurable attributes, usually
secondary aspects of performance that supplement the basic functions of per-
formance and individual needs. Reliability reflects the probability of a product
malfunctioning or failing within a specific time period, and conformance indi-
cates the defect rates or the degree to which a product’s design and operating

characteristics meet established standards. (Garvin 1988: 50-55.)
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Durability is a measure of product life and it has both economic and technical
dimensions, while serviceability means the consumer perception of the speed,
competence and ease of repair of a product as well as courtesy. The final two
quality dimensions are the most subjective. Aesthetics — how a product looks,
feels, sounds, tastes or smells — is clearly an individual preference or personal
judgment and a reflection of individual preferences. Perceived Quality again is
indirect and very critical; usually as an assumption about quality rather than
reality itself, it’s derived from various tangible and intangible aspects of a

product. (Garvin 1988: 55-60.)

According to Garvin these quality dimensions vary for different products and
different companies. Most of the variables are related to the features of the
product; others reflect the individual preferences. Some of them are timeless
and objective when others vary according to trends. Different dimensions of
quality are in interaction with each other. Sometimes, the progress in one di-
mension is reached only at the other dimension’s expense. Occasionally, two
dimensions, for example reliability and conformance, may change side by side.
It is necessary to make the selection between the dimensions as each one of

them makes demands to resources of the company. (Garvin 1998: 49-50.)

With the above quality concepts and dimensions, the management should be
able to create a coherent definition and idiom of quality the company and its
employees. The management of the company should create an extensive quality
definition for the organisation and balance the variations between different ap-
proaches towards the quality as the differing explications leads easily into colli-
sions and unclarity. Additionally, management should find out the quality con-
cept of the product, service or process inside the organisation, as measuring

quality and competing with it requires understanding how this quality concept
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is determined. A proper framework for quality management must include a
profound understanding of dimensions of quality. This brings us towards the
deeper subject — how the quality should be managed, which is discussed in the

next chapter.

3.3. Quality Management

For an organisation to be truly effective, every single part of it must work prop-
erly together. Every part, every activity, every person in a company affects, and
is, in turn, affected by others. Errors have a way of multiplying and failure to
meet the requirements in one part or area creates problems elsewhere; leading
to yet more errors, yet more problems and so on. From time to time everyone is
experiencing problems in working life. This causes people to spend a large part
of their life on useless activities, correcting errors, looking for things, finding
out why things are late, checking suspect information, reworking, and apologiz-
ing to customers for mistakes poor quality and lateness. Therefore, the benefits

of getting it right first time everywhere are enormous. (Oakland 1992: 12-13.)

Quality management is a way to continuously improve performance at every
level of operation, in every functional area of an organisation using all available
human and capital recourses. It combines fundamental management tech-
niques, existing and innovative improvement efforts, and specialised technical
skills in a structure focused on continuously improving all processes. Quality
management can be seen both a philosophy and a set of guiding principles that
represent the foundation of a continuously improving organisation, all the
processes within the organisation, and the degree to which present and future

needs of the customers are met. (Oakland 1992: 3-4.)
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Oakland (1992: 7) states that as employees are the greatest resource in business,
managing people demands a lifetime of observation, experimentation, action
and reflection. Quality management means empowering employees, but it also
empowers the manager. There is no room for managers who manage by direc-
tive, attendance, standard operating plan or other means of management by
power or fear. Even if the goal of quality management is continuous improve-
ment, the threshold of employee motivation and empowerment must be passed

first.

Oakland (1992) is claiming that quality management program must require
dedication, commitment and participation from the top leadership. Also it
should sustain a culture committed to continuous improvement, satisfying cus-
tomer needs and expectations, and involving every individual in improving
his/her own work processes. Additionally, quality management should create
teamwork and constructive working relationships, recognise people as the most
important resource and employ the best available management practices, tech-

niques and tools.

This is illustrated in Figure 7, where quality management starts with strategic
vision which is transformed by management dynamics, the prism, into compo-

nent colours, the tools and methods needed at implementing this vision.
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Vision

Management dynamics

Continuous
\ Improvement

Figure 7. Quality Management Prism (Oakland 1992: 8).

As a quality philosophy, quality management has the primary elements which

can be gathered under the following marrow (Brocka & Brocka 1992):

1. Organisational vision 5. Continuous improvement

2. Barrier removal 6. Customer/vendor relationships
3. Communication 7. Empowering the worker

4. Continuous evaluation 8. Training

As organisations progress, training, barrier removal and communication can be
used to empower the worker. Continuous improvement and continuous
evaluation can be combined into continuous analysis. These elements frame the

strategic portion of the quality pyramid, introduced in Figure 8.
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Strategic Policy

Managerial Planning

Management dynamics

Operational Implementation

oM

Tools and techniques

Figure 8. Quality Management Pyramid (Brocka & Brocka 1992: 23).

Organisational vision provides the framework that guidelines a firm’s beliefs
and values. Still, simply stating a vision is not enough as it needs to be demon-
strated by the continuous actions and initiatives of executives, managers, su-
pervisors, foremen and individuals. The idea of continuous improvement leads
to continuous change which must be considered in the implementation of Total

Quality Management, which is examined in the next section.

3.3.1. Total Quality Management (TQM)

One major stream of quality management related research involves attempts to
develop generally accepted definition of Total Quality Management (TQM). To
create a conceptual foundation of quality management, the most significant
practices of TQM are attempted to identify through increasing number of em-
pirically grounded studies (Grandzol & Gershon, 1997; Zhang, 2000). Also,

there are some theoretical analyses that create the conceptual foundation to
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quality management; however, both of the types of these studies — empirical
and theoretical — have not been able to create one generally accepted definition
of TQM (Kujala & Lillrank, 2004: 44). As a consequence, many studies of quality
management related issues begin with author’s own definition of TQM (Zhang,
2000; Douglas & Judge, 2001; Gustaffson, Nilsson & Johnsson, 2003). Below a

few different definitions of Total Quality Management are introduced.

As mentioned above, from empirical point of view, the main emphasis inside
each company implementing TQM seems to be on defining the TQM more or
less in their own way. Therefore, in many companies TQM is based on two ma-
jor frameworks: 1) the ISO 9001 family of quality standards, and 2) quality
award criteria. The most extensive methods of approaching TQM discipline are
quality awards like Malcolm Baldrige National Quality Award and the Euro-
pean Quality Award. Nowadays, the developments of ISO 9000 quality man-
agement standards are consistent with the philosophy and practices of quality
awards, being previously having limited approach to TQM as ensuring mainly
quality of sales-delivery process. Studies point out that Total Quality Manage-
ment reached an integrated set of commonly accepted practices as an outcome

of the wide acceptance of these two frameworks. (Kujala et al., 2004: 44-45.)

TQM has been one of the most influential methods used in managing business
processes over the last 30 years. It has been incorporated as a vital component,
in the management systems of some of the world's most successful enterprises.
In reality TQM is prevailing management concept aimed at achieving business
excellence. Ghobadian and Gallear (1998: 9-10) define TQM as a structured at-
tempt to re-focus the organisation’s behaviour, planning and working practices
towards a culture which is employee driven, problem solving, customer orien-

tated, and open and fear-free. Additionally, the organisation’s business prac-



41

tices are based on seeking continuous improvement, devolution of decision
making, removal of functional barriers, elimination of sources of error, team

working and fact-based decision making.

The generally accepted core of Total Quality management (TQM) is that it re-
quires an organisation to actively and continually define and redefine quality in
terms that the customer sets. A typical framework of companies” TQM relies on
the four principles of customer focus, continuous improvement, employee in-
volvement and innovative leadership. This framework requires enhanced qual-
ity on all organizational levels and a belief that there is always room for im-
provement (Chandra, 1993). However, the way the process of continuous
change and improvement are accomplished may vary from one organisation to

another. (Dellana & Hauser, 1999: 11.)

Total Quality Management can be seen as a philosophy of management that is
driven by the constant attainment of customer satisfaction through the continu-
ous improvement of all organisational processes. First of all, TQM has an in-
tense focus on customers — internal and external. Secondly, there is a concern
for the continuous improvement; quality can always be improved. Thirdly, im-
provement covers quality in every area of the organisation; fourth, accurate
measurement of every critical performance variable in the organisation’s opera-
tion is very important. And fifth, TQM involves the people on the line in im-
provement process by empowering employees. TQM is affecting also organisa-
tional behaviour as it requires employees to rethink what they do and become

more involved in workplace decisions. (Robbins 2003: 6-7.)

Total Quality Management (TQM) is an approach to improving the effective-

ness and flexibility of business as whole. Also, it can be seen as a way of organ-
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ising and involving the whole organisation — every department, every activity,
every single person at every level. In a truly effective organisation each part of
it must work properly together, recognising that every person and every activ-
ity affects and in turn is affected by others. TQM is also a method to relieve
people’s lives of wasted effort by improving the effectiveness of work so that
results are achieved in less time. The methods and techniques of TQM are
equally useful in finance, marketing, sales, development, manufacturing, per-

sonnel — in every one of a company’s activities. (Oakland 1992: 14-15.)

As introduced in this chapter, TQM is a complex notion and can be seen from
different angles, which is important to be aware of when studying this issue
more deeply. Still, in addition to pointing out the formation of Total Quality
Management in this study, there is a need to point out also the different ap-

proach to TQM. Therefore, the next section discusses TQM as a cultural phe-

nomenon.

3.3.2. Total Quality Management (TQM) - a cultural phenomenon

Kujala (2002: 38) is suggesting that Total Quality Management can be studied as
a cultural phenomenon, as the concept of organisational culture matches the
complexity and multiple levels of TQM. The framework of organisational cul-
ture used as a basis for TQM as a cultural phenomenon is resting on Schein’s
(1987) cultural research paradigm. This framework sees that culture manifests
itself in the form of practices or espoused values, but its essence is a coherent set
of basic assumptions or beliefs concerning how the world behaves. The organ-
isational culture values and behaviour was researched in this study in chapter

2.
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In general, research on TQM from a cultural perspective can be divided into
two wide categories: 1) studies focusing mainly on TQM values, principles, and
norms, and 2) focusing on the basic assumptions of TQM. The first category is
taking values, principles and norms as the starting point for research and is
based on the assumptions that they can and should be controlled. The second
category focuses on implicit assumptions on the nature of human beings, real-
ity, human relationships and external environment in which TQM values, prin-
ciples and norms are based upon. The cultural framework of TQM and related

model of organisational culture is introduced below in Table 1. (Kujala et al,

2004: 46.)
Levels of organisational culture Conceptual model of TQM
(example based on customer satisfaction survey)
1. Artefacts 1. Management practices and approaches (Manage-

e Visible organisational structures | ment practices, guidelines, procedures, organisa-
and processes tional structures, and processes)
e Customer satisfaction surveys, for example

2. Management areas
e Customer and market knowledge

2. Espoused values 3. Core values
e Strategies e Customer orientation
e Goals e Fact-based management (Decisions can be based
e Philosophies on survey information)
3. Basic underlying assumptions 4. Basic assumptions
e Unconscious,  taken-for-granted | ¢ The customer is the most important stakeholder

beliefs in ensuring organisational survival or an or-
e Perceptions ganisation has a moral duty to help the cus-
e Thoughts and feelings tomer

e Physical reality is dominant and can be meas-
ured

Table 1. Levels of organisational culture and framework of TQM. Modified

from Kujala et al (2004: 47).
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The above framework is based on Schein (1992) and it gives a structure by
which to study the principles, values, and the management practices associated
with ideal quality management. Artefacts are the most visible level of organisa-
tional culture. Organisational structure, policies, procedures, and other ele-
ments that are apparent to an external observer belong to this level. The second
level includes the espoused values, or explicitly articulated core values, which
can be revealed to the external observer. The basic assumptions form the most
comprehensive level of organisational culture and they form the basis of how
organisational members see their environment and determine their course of

action in specific situations. (Kujala et al 2004: 47.)

Understanding the TQM as a cultural phenomenon forms the basis to success in
implementing Total Quality Management in organisation. The next chapter dis-

cusses the challenges in implementing TQM as quality culture.

3.4. Implementing quality culture

In practice, the implementation of a successful quality management program
requires the organisational culture to be compatible with quality culture. Theo-
retical analysis and development of the Total Quality Management discipline
should focus on understanding the consequences of some superficial assump-
tions inherent in the discipline, and implementation problems that arise from a
mismatch between quality culture and organisational culture. TQM programs
require a fundamental change in the way in which organisational members
work together to meet customer requirements. The changes cannot be analysed

by focusing on visible technical interventions, but by gaining a comprehensive
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understanding of the underlying cultural values and behaviour that supports or

hinders those interventions (Kujala et al, 2004: 43, 45).

As there is not a single definitive formula for the implementation of TQM there
is not either a single formula to implement the quality culture. The implementa-
tion process is, nevertheless, important. It can be seen that implementation of
TQM and through that quality culture requires detailed attention and planning
(Ghobadian et al 1998: 19). The concept of TQM is usually described as a form
of “management philosophy” based on number of core values. Today, the qual-
ity is emphasised corporate wise, applied to all business functions and employ-
ees and TQM is therefore much more than core values. (Svensson & Klefsjo,

2000.)

A major thrust of TQM is to have quality department spending more time help-
ing to prevent, rather than inspecting or correcting, errors. Then, resources can
be reorganised from fire fighting activities and the organisational culture can
gradually change to reflect the error-free-work method of operation. The pre-
liminary stages of understanding and commitment are vital steps, which also
form the foundation of the whole TQM structure. Oakland (1992) states that
organisations are often ignoring these phases of Total Quality Management,
introduced in Figure 9, believing they have the right attitude and awareness,
when at the same time there are some essential gaps in their quality implemen-

tation.
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TQM

IMPLEMENTATION

TEAMWORK

CONTROL

CAPABILITY

SYSTEMS

DESIGN

PLANNING

MEASUREMENT (COSTS)

ORGANISATION

COMMITMENT

UNDERSTANDING

Figure 9. The steps of TQM (Oakland 1992: 290).

There must be a clear allocation of responsibilities within the management
structure. It is generally accepted that the primary operational responsibility for
ensuring that the quality chain does not break must rest on with the line man-
agement. Particularly, there are two key areas which require attention: senior
executive level and first-line supervision level. On senior executive level, qual-
ity must be treated like any other major managerial function, with a clear line of
responsibility and command running up to an individual accountable at the top

of the organisation. (Oakland 1992: 29.)

The first-line supervision level is other critical level as the supervisor who is
“one the spot” and in a position to know whether the supplier/customer inter-
faces are working satisfactorily in practice. The promotion of quality is a fore-
most matter of efficient management. The first level supervision has the follow-
ing responsibilities: instruct subordinates in the appropriate methods and pro-

cedures, inform them of likely causes of errors or defects and the preventive
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methods necessary, supervise the arrangement of such methods and instruc-
tions in the quality system and initiate any steps necessary to improve methods,
equipment, materials, conditions, in the work area for which he/she is responsi-

ble. (Oakland 1992: 29-30.)

Anyhow, real progress in quality is impossible without the full cooperation and
commitment of all employees. If they are to accept the full share of responsibil-
ity, they must be able to participate fully in making and monitoring of ar-
rangements for achieving the requirements at their work place. In some organi-
sations this is assisted by arrangements where all of the employees in a particu-
lar unit meet periodically for discussions about quality — sometimes called

“quality circles”. (Oakland1992: 29-30.)

The feeling of responsibility must be engendered in all employees, so that they
follow the agreed written procedures, use of the correct materials and equip-
ment and as instructed, draw attention to existing or potential quality problems
and report all errors, defects and waste. Additionally, employees should be-
come committed to suggest ways in which risks of errors or quality problems
could be reduced and assist in the training of new entrants and young people

particularly by setting a good example. (Oakland 1992: 236-238.)

When studying the Total Quality Management from a cultural perspective, it is
important to focus on understanding the role of organisational culture plays in
the TQM implementation process. Organisational culture can be observed as a
major variance-causing factor in TQM implementation programs and it can
hinder or support the success of such a program. The essence of Total Quality
Management is cultural change and TQM practices can be seen as tools for this

change. Kujala (2002: 39) states that one can make the conclusion that manage-
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ment is capable of changing and creating a culture for successful TQM imple-
mentation and that this change is beneficial for the organisation. This of course
means that if an organisation wants to adopt TQM as guiding principle, it must
begin with the management’s effort to make the culture supportive. Kekale
(1998) suggests that first of all, management should choose the approach that
fits to the existing organisational culture, or, secondly, they can systematically

manage a cultural change.

3.5. Summary

To get more thorough insights to the levels of organisational culture, the theme
was divided into levels of values and behaviour. For managers, especially in
multicultural organisations, understanding the behaviour of employees is often
challenging. Therefore, it is important to remember that values affect individu-
als deeply and they are hidden behind people’s every day behaviour. The or-
ganisational culture influences behaviour, which in turn affects organisational
performance; and in a circular way, culture is in turn affected by behaviour and

performance.

In chapter 3.2.2 was introduced Schein’s (1992) theoretical framework of organ-
isational culture to study TQM as cultural phenomenon. Theoretical analysis
and development of the Total Quality Management discipline focuses on un-
derstanding the consequences of some superficial assumptions inherent in the
discipline, and implementation problems that arise from a mismatch between

quality culture and organisational culture.

Implementation of Total Quality Management can be compared to changing the

organisational culture as the challenges in changing organisational culture and
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implementing TQM are similar. Both approaches can be seen as managing con-
tinuous change. Organisational culture is difficult to change unless one changes
the people inside the group. Defining and changing the values is a long and

challenging process.

This chapter concludes that the success of implementing TQM is related to the
improvement related to the existing organisational culture and the ideal quality
culture. Consequently, the success of quality management implementation pro-
grams would point out the change compared to organisation’s pre-existing cul-
ture. The implementation process would be slow and difficult if an organisa-

tional culture differs significantly from ideal quality culture being as a target.

The next chapter introduces the longitudinal single case study approach and
data collection methods. Additionally, the case company and its quality man-

agement development program and empirical material are introduced.
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4. THE EMPIRICAL DATA AND METHODS

This chapter introduces research methods starting from description and expla-
nation of the chosen strategy to ways of collecting data and analysis. After this
the case company and its quality management development program used as a

basis of this study are presented.

4.1. Longitudinal single case study approach

The case study methods may involve an in-depth, longitudinal examination of a
single instance or event: a case (Yin 2003: 15). This study is grounded on a sin-
gle case study combined to longitudinal research in target organisation - Wart-
sila Finland Oy, Power Plants. Eisenhart (1989: 534) describes the case study as
a strategy, which focuses on understanding the dynamics present within de-
fined bounds. According to Yin (2003) a case study is a research strategy, some-
times likened to an experiment, a history, or a simulation, though not linked to

any particular type of evidence or method of data collection.

Yin (2003: 15) suggests that case study should be defined as a research strategy,
an empirical inquiry that investigates a phenomenon within its real-life context.
He notes that case studies can be based on any mix of quantitative and qualita-
tive evidence. Also Eriksson & Koistinen (2005: 4) describe that qualitative ma-
terial is typical for case study, nevertheless, it can also be combined with quan-
titative material. The quantitative approach is mainly handling figures and the
qualitative approach, on the other hand, looks for meanings (Hirsjarvi et al

2004: 128).


http://en.wikipedia.org/wiki/Case
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Menard (2002: 3) explains that longitudinal research serves two primary pur-
poses: to describe patterns of change and to establish the direction (positive or
negative) and magnitude of causal relationships. The empirical material of this
case study was gathered and analysed through quantitative material by using

two separate questionnaires.

The main purpose of this study is to examine the empirical material, and to de-
scribe the possible changes experienced among respondents. Change is typi-
cally measured with reference to one or two continua: chronological time or age
(Menard 2002: 25). In this research the simplest longitudinal analysis — measur-

ing change in a variable from one period to another is used.

Periods for which the data is collected may be short, consisting of a few hours,
or long, consisting of several years; data is still collected on each variable for at
least two periods (Menard 2002: 34.) The timeframe of this longitudinal study —
5 months - was selected by the case company, and was rationalised by the con-
tent of the campaign and its assumed influences on company’s employees. The
first questionnaire was distributed to the whole personnel of the case company
before the start of campaign in August 2006, and the second questionnaire was
distributed in January 2007. The purpose of the two questionnaires was to find
out what kind of affects the campaign had on the respondents’” values and be-

haviour by making the comparison of the two conducted surveys.

4.1.1. Data collection methods

The data collection method was selected to be quantitative as the amount of the
available respondents was quite extensive: 350 persons, which from 26 percent

of the personnel answered the first questionnaire and 28 percent the second
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questionnaire. According to Hirsjdrvi et al (2004: 130) the quantitative method is
recommended especially when the amount of data is quite extensive. By this
method the collection of the data is more efficient especially when the state-

ments are scaled and rated.

Both quantitative survey questionnaires performed - in August 2006 and Febru-
ary 2007 - were identical in included the seven values concluded from the Qual-
ity Awareness Campaign material and chosen to be the core values of quality
culture. The values selected to emphasise during the QAC were Co-operation,
Quality Philosophy, Profitability & Success, Continuous Improvement, Customer Ori-

entation, Work Commitment and Communication.

Each of the seven defined core values of quality culture was operationalised by
two statements on value level and two statements on behaviour level (Table 2).
Additionally, the respondents of the questionnaire were asked to reply on both
value and behaviour level statements from personal and organisational point of
view. The reason to use the value and behaviour level statements was the theo-
retical frameworks of Schein (1987: 3) and Briscoe et al (2004: 117), as values
give the basis to people’s behaviour and are drawn to the surface through indi-

vidual’s behaviour.
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Table2.  Operationalisation of core values of quality culture.

xl

On both value and behavioural level statements the respondents were asked to
state to what extent they feel the given statements are expressed in their every-
day work from a quality perspective. The seven point scale for the quantitative
questions was used in the questionnaire, where number 1 meant I strongly dis-

agree and number 7 I strongly agree.

The results of both survey materials were analysed by using an SPSS statistical
program. The values from the data were studied through the sum of variables
and the means. Additionally, the Independent Samples T-test was used to com-

pare the means of two variables (p<0.05). The t-test assesses whether the means
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of two groups are statistically different from each other. This analysis is appro-

priate whenever you want to compare the means of two groups.

4.1.2. Qualitative open-ended material and methods

In addition to quantitative material, the open-ended materials received from the
separate surveys are studied with the qualitative approach. The analysis is
made with a qualitative content analysis (Hirsjarvi et al, 2004: 155). The qualita-

tive materials of both surveys were dissimilar which is explained further below.

In the first questionnaire, the purpose of the open questions was to survey how
employees of the case study organisation experienced the good and poor qual-
ity in their everyday work, to find out if the campaign workshop material to be
used meets the organisational needs. Additionally, the quality related values
arising from the organisation were researched, in other words the core of the
quality culture was surveyed. The outcomes of these answers were used to im-
prove the workshop material accordingly. The questions of the first survey
were:

*  How do you experience the good quality in your everyday work at the moment?

» Also, please indicate the opposite — how do you experience at the moment the

poor quality in your everyday work?

»  What kind of values you appreciate in your everyday work?

In the second questionnaire, the open questions were used mainly to get the
reaction about the impacts of the Quality Awareness Campaign recognised by
the attendees after this campaign, on both their person level and also on the

organisational level of Power Plants unit. Furthermore, the purpose was to re-
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ceive feedback about improving this quality management development pro-
gram within the organisation. The questions of the second survey were:
*  What impacts you recognise Quality Awareness Campaign had on your per-
sonal level in your everyday work?
*  What impacts you recognise Quality Awareness Campaign had on Power
Plants’ organisational level in everyday work?
*  How would you improve quality awareness overall within Power Plants organi-

sation?

4.2. Case Company — Wartsild Finland Oy

This study is based on a case company Wartsila Finland Oy, Power Plants busi-
ness unit. Wartsila’s principal activities are the supply of ship power machinery
and the provision of solutions for decentralized power generation and support-
ing services. Wartsild Finland Oy employs in Vaasa, Finland, 2000 employees,
which from approximately 330 persons belong to Power Plants unit. (Wartsila,

2007.)

Wartsila Finland Oy belongs to Wartsila Corporation, which employs more
than 13,000 employees in 130 offices in over 60 countries around the globe. The
net sales of the company in the year 2006 was 3 189 MEUR. Wartsild’s strategic
goal is to strengthen its leading position in its field. This is done by providing
customers with the best lifetime efficiency and reliability in the market through
an integrated offering that meets their business needs throughout the world.

(Wirtsila, 2007.)

Wiirtsilid enhances the business of its customers by providing them with complete

lifecycle power solutions. When creating better and environmentally compatible
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technologies, Wiirtsili focuses on the marine and energy markets with products and

solutions as well as services.

Wiirtsili is the leading power plant supplier for flexible power plant solutions in se-
lected niches. The company supplies solutions for the developing world, islands and
remote areas with baseload power generation needs. We also supply for grid stability
and peaking needs and for industries such as oil and gas, mining, textile, cement, as

well as municipalities with self-generating needs.

In the year 2006 Wartsild’s the largest Power Plant deals were to Azerbaijan,

United States, Tanzania, Nigeria and Turkey. (Wartsild, 2007.)

The Quality Awareness Campaign

The study focused mainly on a Quality Awareness Campaign (QAC), a devel-
opment program of quality management, within Wartsila Finland, Power
Plants. The QAC aimed at creating quality awareness in Wartsild’s Power
Plants personnel at selected levels for the importance of quality and its effect on
business results. The company sees that quality is not only institutional quality
observed in quality management systems and quality reporting, but it’s also to
a high degree personal: something that is or is not done in everyday life on all
levels. Especially, the purpose of the campaign was to enhance quality aware-
ness, the personal well-being and self-confidence of the employees, and fur-
thermore, create more satisfied colleges and customers and better performance
of the company. The quality culture of the target organisation is studied

through the used quality management development program. (Wartsila, 2006.)
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The Quality Awareness Campaign progressed in different parts. First, the cam-
paign started with marketing phase marketing stage in September 2006 which
aimed at creating the awareness of quality as individual well-being of employ-
ees by visible campaign material in Wartsila Finland Oy, Power Plants prem-

ises. The marketing stage lasted approximately one month.

Secondly, the employees were shared into groups of 20 persons to attend on the
one-day workshop sessions including interactive quality workshop sessions.
The content of the sessions included the introduction of objectives and key mes-
sages. The session continued with issue “Feeling Great — Also at Work” and
preceded towards quality management issues “Doing Things Right First Time”
and “Good Quality Means also Good Business Results”. After that was carried
on with the subject “How Do I Define Good Performance for Myself”, and last
the “Practical Tools for Personal Performance Development” was introduced.
The interactive sessions included also small team works and continuous open
discussions on the aroused issues. The one-day workshop period for all Power
Plant employees lasted altogether two months from September to November

2006.

Thirdly, the employees were supposed to perform some post-work via com-
pany intranet website which, at the end, was implemented only by independent

task of Personal Quality Checklist to be used after the QAC workshop session.
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4.3. Sample description of the questionnaires

Two identical questionnaires were used to gather the study’s empirical material
- quantitative survey and qualitative open-ended questions. The sample de-

scriptions of both questionnaires are introduced in following two sections.

4.3.1. Sample description: pre-test study

Totally 94 people — 26 % of the personnel — answered the first questionnaire
which from all answers were valid. Due to the fact that case company’s person-
nel included many several types of manager-positions as respondents, the man-
agers were separated into two different groups. The position of Management
covered managers in supervisory positions, and the position of Manager or ex-

pert included engineers and specialists of the case company.

Figure 10 shows the distribution of the respondent’s position. The biggest
group of respondents were Managers or experts, including engineers or special-
ists, by 65 percent. The second biggest group was administrative personnel by
20 percent and, thirdly, 15 percent answers of the questionnaire came from

management i.e. managers in supervisory position.
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Figure 10. Position of the respondents (n=94)

Unit of the respondents is shown in Figure 11. The distribution of the answers
per unit was most active in Delivery Management by 41 percent. The second
biggest group of the respondents was Sales Management by 22 percent. Other
units were less active: as Power Plant Technology with 16 percent, Supply Mar-
ket Management with 10 percent, Finance and Business Control with 4 percent,
Others (including personnel from Wartsilda Development and Financial Services
and Wartsila Headquarters personnel included to Power Plants organisation)

with 5 percent and Business & Competence Management with 2 percent.
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Business & Other Finance and
Competence 50 Business Control

Management 4%
2% O Finance and Business Control
Power Plant Sales Management B Sales Management
Technology 22%
16% O Delivery Management
O Supply Market Management
Supply Market B Power Plant Technology
Management
10% .
O Business & Competence
Management
Delivery B Other
Management

41%

Figure 11. Unit of the respondents (n=94)

The half of the respondents — 50 percent (n=47) were between the age of 30 to 50
years, as indicated in Figure 12. A big group of respondents was under 30 years
old: 32 percent. Additionally 18 percent of the respondents were over 50 years
old. The age distribution of respondents is in line with company’s overall age

structure. This fact should be noticed while analysing the results.
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Over 50
18%

Under 30
32%

O Under 30
m 30-50 years
O Over 50

30-50 years
50%

Figure 12. Age distribution of the respondents (n=94).

The working history of respondents was divided into four groups. Figure 13
shows that the largest group was consisted of 38 percent of employees working
in company more than 10 years. The second biggest group was the employees
working inside the company for less than 2 years with 26 percent of the an-
swers. 19 percent of the respondents were working in Wartsila from 5 to 10
years and the smallest group of the respondents (17 percent) had the working

history of 2 to 5 years.
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Figure 13. Working history of respondents within company (n=94).

4.3.2. Sample description: follow-up study

Totally 104 people — 28% of the personnel — answered the second questionnaire,
which from 67 percent (70) answers were valid (Figure 14). The remaining 33
percent of responses were not valid as those respondents did not participate in
the Quality Awareness Campaign. The idea was to study the impacts of the
Quality Awareness Campaign and the respondents who did not take part in the

training cannot evaluate the change in Wartsild Finland Oy, Power Plants,

properly.
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O Yes
m No

Yes

67%

Figure 14. Total amount of respondents attending the QAC (n=70)

Figure 15 shows the distribution of respondent’s position. The biggest group of
respondents were managers or experts, including engineers or specialists, with
63 percent. The second biggest group was management i.e. managers in super-
visory position with 21 percent and the smallest group was administrative per-

sonnel with 16 percent of the answers.
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Figure 15. Position of the respondents (n=70)

The distribution of answers per unit was most active in Delivery Management
with 39 percent. The second biggest group of respondents came from Sales
Management with 20 percent. The respondents of Power Plant Technology gave
19 percent of the answers, Supply Market Management 11 percent, Others (in-
cluding personnel from Wartsila Development and Financial Services and
Wartsila Headquarters personnel included to Power Plants organisation) with 7
percent, Finance and Business Control with 3 percent and Business & Compe-
tence Management with 1 percent. Unit of the respondents is shown in Figure

16.
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Figure 16. Unit of the respondents (n=70)

Half of the respondents, 50 percent (n=35), were between the age of 30 to 50
years as indicated in Figure 17. Second biggest group of the respondents were
under 30 years old (26 percent). 24 percent of the respondents were over 50-

year-old employees.
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Figure 17. Age distribution of the respondents (n=70).

Figure 18 shows that the most of the answers were given by employees work-
ing in the company more than 10 years (41 percent). The second biggest group
was the employees working in the company less than 2 years (26 percent). 19
percent of the respondents were working in Wartsila from 5 to 10 years, and the
smallest group of the respondents had working history from 2 to 5 years (14

percent).
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Figure 18. Working history of respondents within company (n=70).

4.3.3. Validity and reliability of the study

The validity in study means that the material actually measures what it is func-
tioned for (Uusitalo, 1997: 84). In this case study the Quality Awareness Cam-
paign and its impacts can be measured, because a vast majority of the respon-
dents have been involved in the campaign and know the terms to which the
questions are referring. Also, the amount of the responses was high which in-
creases the validity of the study. According to Gronfors (1982: 175) the validity

includes proving the reliability.

According to Uusitalo (1997: 84), the study is reliable when the test can be re-
peated over and over again with same results. The research can be made again
in Power Plants unit of Wartsila Finland Oy at any time. Additionally, accord-

ing to Yin (1989: 99) one advance of the case study is that both quantitative and
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qualitative data can be gathered and used. This increases markedly the reliabil-
ity of the entire case study. In other words, by using methodological triangula-
tion the reliability of the study can be increased. In this study quantitative and
qualitative material was used — the multiple sources of evidence were com-

pared to each other.

The pilot questionnaire, including the statements of operationalisation of qual-
ity culture to ensure that the questionnaire actually measures the issues that
were intended, was used. In order to test the reliability of the scales, five em-
ployees from different functions of the case company organisation were se-
lected to fill in the test questionnaire. The scales of the given responses as per

respondent varied clearly which is supporting the reliability of the study.

The reliability of the variables under the certain value was measured by Cron-
bach’s alpha. Alphas were determined for all statements — two value level and
two behaviour level statements. Cronbach’s alpha shows are the statements un-
der the same value measuring the same thing. Alphas above the figure 0,500

can be seen acceptable.

In pre-test survey, the value and behavioural level statements were giving ac-
ceptable or good figures in alphas (Table 3). Only in the value level statement
of organisational viewpoint of Profitability & Success the alpha was below 0,500

and gave a result of 0,497. The figures in alphas run from 0,497 to 0,868.
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Table 3. Reliability of the scales: pre-test survey.

Value Level Personal | Organisational
Co-operation value o ,726 o ,775
behaviour | « ,868 o, 735
Quality Philosophy value a,808 «,803
behaviour | « ,804 a ,798
Profitability & Success value o ,771 a ,497
behaviour | «,786 a 526
Continuous Improvement value o ,853 a 817
behaviour | «,796 o ,686
Customer Orientation value « ,623 o, 709
behaviour | & ,589 o ,728
Work Commitment value « ,861 o ,855
behaviour | a,765 a,752
Communication value a ,816 a ,805
behaviour | « ,745 o, 752

Also, in follow-up study the value and behaviour level statements gave accept-
able or good figures in alphas. The figures of Cronbach’s alphas vary from 0,533
to 0,879 (Table 4).
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Table 4. Reliability of the scales: follow-up survey

Value Level Personal | Organisational
Co-operation value o ,533 a,773
behaviour | «,849 o ,879
Quality Philosophy value o ,820 a,791
behaviour | a,749 a 842
Profitability & Success value « ,807 o ,645
behaviour | a ,747 o 638
Continuous Improvement value o, 772 a ,797
behaviour | a,680 o ,701
Customer Orientation value a ,667 o, 747
behaviour | a ,617 o ,605
Work Commitment value a ,809 «a ,839
behaviour | «,788 o ,805
Communication value o ,740 o ,773
behaviour | «,825 o ,626

4.3.4. Limitations of the study

This study is a single case study; therefore, the generalisations based to this
study cannot be made. In this case study only the change in quality culture —in
values and behaviour of personnel within Wartsila Finland Oy, Power Plants —
is analysed. The impacts of background variables (position, unit, age, and work
history) or how they affected the study results are not researched. Also, the

possible changes shortly after the Quality Awareness Campaign are not stud-

ied; only the current opinion of respondents is reviewed.
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5. EMPIRICAL STUDY ANALYSIS AND RESULTS

This chapter presents the results of the empirical study. The chapter is divided
into two subchapters according to the material of the results of two surveys.
First, the changes in values and behaviour, based to the results of the quantita-
tive survey material, are analysed. Then, the results of qualitative open ended
material of the first and second survey are introduced. The development of

Quality Awareness Campaign is discussed at the end of the chapter.

5.1. Changes on values and behaviour

This section analyses the quantitative and qualitative material of first and sec-

ond surveys.

5.1.1. Results of the quantitative survey material

The quantitative survey was divided into seven values mentioned previously in
this study - Co-operation, Quality Philosophy, Profitability & Success, Continu-
ous Improvement, Customer Orientation, Work Commitment and Communica-
tion. In addition, the qualitative material i.e. the open-ended questions generat-

ing the other themes than values, are analysed in this section.

Co-operation

Co-operation (Table 5) is appreciated on personal value level in first and sec-
ond surveys. The mean personal level is 4,355 for the first survey, while the
mean in organisational level is 3,599. In the second survey, the mean of personal

level is surprisingly lower than in the first survey: 4,071, while the mean in or-
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ganisational level is 3,571, which is higher than in the first survey. The standard

deviation varies from 1,033 to 1,258, staying fairly low.

Table 5. Means, standard deviations and statistical significance of Co-operation

Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)
Value:
Personal 4,355 (1,033) 4,071 (1,231) 112
Organisational 3,559 (1,257) 3,571 (1,258) 951
Behaviour:
Personal 4,344 (1,131) 4,443 (1,044) .569
Organisational 3,731 (1,228) 3,814 (1,397) .687

However, there were not statistically positive improvements on reported means
of Co-operation. In the first survey the personal mean is 4,344 and the organisa-
tional mean is 3,731. On the second survey the behaviour level statements are
giving means for personal level as 4,443 and organisational level as 3,814. The
standard deviation runs from 1,044 to 1,397. The results from both surveys were

not statistically significant as p>0.05.

Quality Philosophy

The means of Quality Philosophy are higher on personal level than on organisa-
tional level in both surveys. In value statements of the first survey, the mean of
personal level is 4,602 while the mean of organisational level is 3,968. In the sec-
ond survey, the mean in personal level is again lower than in the first survey:
4,529, while in organisational level the mean is 4,000, which is higher than in the

tirst survey. The standard deviation is between 1,049 and 1,330 (Table 6).
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Table 6. Means, standard deviations and statistical significance of Quality Phi-

losophy
Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)

Value:

Personal 4,602 (1,049) 4,529 (1,086) 662
Organisational 3,968 (1,265) 4,000 (1,330) .875
Behaviour:

Personal 4,108 (1,102) 4,157 (1,175) .782
Organisational 3,785 (1,208) 3,800 (1,175) .938

The means of behaviour level statements of Quality Philosophy are lower than
means of the value level statements. In the first survey, the mean of personal
behaviour is 4,108, and the mean of organisational behaviour is 3,785. In the
second survey, the mean of personal behaviour level is 4,157 and for organisa-
tional behaviour level 3,800 - both means are slightly higher than in the first
survey. The standard deviation runs from 1,102 to 1,208. The results of Quality

Philosophy were not statistically significant as p>0.05.

Profitability & Success

In Profitability & Success the means of organisational level are overall higher
than in personal level, which is not the case amongst the other introduced val-
ues. In value statements of the first survey, the mean of personal level is 4,183,
while the mean of organisational level is 4,538 (Table 7). The results of the sec-
ond survey show the mean 4,243 for personal level and the mean 4,457 for or-

ganisational level. The standard deviation varies from 1,160 to 1,185.
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Table 7. Means, standard deviations and statistical significance of Profitability

& Success

Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)
Value:
Personal 4,183 (1,352) 4,243 (1,185) 767
Organisational 4,538 (1,160) 4,457 (1,176) .663
Behaviour:
Personal 4,129 (1,175) 4,100 (1,092) .872
Organisational 4,000 (1,155) 4,171 (1,090) 337

The behaviour level of Profitability & Success is giving relatively equal means
from both surveys on personal and organisational levels. In the first survey, the
mean of the personal level is 4,129 and the mean of organisational level is 4,000.
Second survey shows the mean of 4,100 on personal level and 4,171 on organ-
isational level. The standard deviation varies from 1,090 to 1,175. As p>0.05, the

results of the both surveys are not statistically significant.

Continuous Improvement

On personal level, the means of Continuous Improvement are highly above 4
(Table 8). In value statements of the first survey, the mean of the personal level
is 4,903 and the mean organisational level is 4,011. The second survey shows a
decrease on the mean of personal level, and gives the mean 4,657 as a result. On
organisational level the mean is 4,057, which is higher than in the first survey.

The standard deviation runs from 0,940 to 1,283.
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Table 8. Means, standard deviations and statistical significance of Continuous

Improvement

Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)
Value:
Personal 4903 (0,940) 4,657 (1,102) 125
Organisational 4,011 (1,283) 4,057 (1,089) .807
Behaviour:
Personal 4,247 (1,206) 4,300 (1,040) .770
Organisational 3,419  (1,230) 4,429 (1,379) 964

On behaviour level the means have increased on both personal and organisa-
tional levels. In the first survey, the mean of personal level is 4,247, while the
mean of organisational level is 3,419. In the second survey, the means are higher
than in the first survey: the mean of the personal level is 4,300 and the mean of
organisational level is 4,429. The standard deviation is between 1,040 and 1,379.
In Continuous Improvement the results of both surveys are not statistically sig-

nificant from each other as p>0.05.

Customer Orientation

On value level means, Customer Orientation has not changed positively. The
figures of the second survey are lower than the first survey. In value statements
of the first survey, the mean of the personal level is 4,258 and the mean of or-
ganisational level is 4,086 (see Table 9). The results of the second survey show
that the mean of the personal level decreased from 4,258 to 3,886. The mean of

organisational level is 4,043. The standard deviation varies from 1,209 to 1,383.

The mean of personal behaviour level is 4,366 and the mean of organisational

behaviour level is 3,667. In the second survey, the mean of personal level has
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decreased from 4,366 to 3,957. At the same time, the mean of organisational
level increased from 3,667 to figure 4,086, and changed intensively. Standard

deviation is between 1,126 and 1,247.

Table 9. Means, standard deviations and statistical significance of Customer

Orientation

Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)
Value:
Personal 4,258 (1,383) 3,886 (1,257) .078
Organisational 4,086 (1,292) 4,043 (1,209) .828
Behaviour:
Personal 4,366 (1,153) 3,957 (1,233) .031
Organisational 3,667 (1,247) 4,086 (1,126) .028

Behaviour in personal and organisational levels has changed statistically sig-
nificantly but on both levels the means have changed into different directions.
On personal level of behaviour the change is negative, giving a result p=.031.
On organisational level of behaviour, again, the change is positive and p=.028.
Still, these changes can be seen coincidental and affected by other possible

changes inside the organisation during the time-scale of the surveys.

Work Commitment

Like the previous value, Customer Orientation, also Work Commitment has the
lower means than in the first survey than in the second survey. In value state-
ments of the first survey, the mean of personal level is 4,806 (Table 10). The
mean of organisational level is 4,280. In the second survey, the mean of personal
level is 4,671 and the mean of organisational level is 4,057. It is good to notice
that the means of personal level of Work Commitment are in a high level, way

above figure 4. The standard deviation varies from 1,050 to 1,204.
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The means of behaviour level have decreased. In the first survey, the mean of
personal level is 4,505 and the mean of organisational level is 4,086. In the sec-
ond survey, the mean of personal level is 4,129 and the mean of organisational

level is 3,629. The standard deviation runs from 1,034 to 1,253.

Table 10. Means, standard deviations and statistical significance of Work Com-

mitment
Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)

Value:

Personal 4,806 (1,050) 4,671 (1,073) 421
Organisational 4,280 (1,204) 4,057 (1,178) .239
Behaviour:

Personal 4,505 (1,094) 4,129 (1,034) .027
Organisational 4,086 (1,188) 3,629 (1,253) .018

Both, personal and organisational levels of behaviour of Work Commitment
have changed statistically significantly to negative direction. On personal level
of behaviour p=.027 and on organisational level of behaviour p=.018. Also, in
this case the changes can be seen coincidental and might be affected by other

possible changes inside the organisation during the time-scale of the surveys.

Communication

In Communication, the means of personal level are higher than the means of
organisational level. In value statements of the first survey, the mean of per-
sonal level is 4,409 and the mean of organisational level is 3,419 (Table 11). In
the second survey, the mean of personal level is 4,414 and the mean of organisa-

tional is 3,429. The standard deviation is between 0,940 and 1,247.
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In behaviour statements, the figures have not changed positively. In the first
survey, the mean of personal level is 4,409, and the mean of organisational level
is 3,441. In the second survey, the mean of the personal level is 4,329 and the
mean of organisational level 3,429. The standard deviation runs from 1,126 to

1,315.

Table 11. Means, standard deviations and statistical significance of Communi-

cation

Pre-test survey (Std. dev.) Follow-up survey (Std. dev.) Sig. (2-tailed)
Value:
Personal 4,409 (1,060) 4414 (0,940) 972
Organisational 3,419 (1,247) 3,429 (1,137) 961
Behaviour:
Personal 4,409 (1,175) 4,329 (1,126) .661
Organisational 3,441 (1,315) 3,429 (1,162) 951

In the first survey, Continuous Improvement, value level (4,903), Work Com-
mitment (4,806) and Quality Philosophy (4,602) gained the highest means, while
Communication (3,419) and Continuous Improvement, behaviour level (3,419)
had the lowest means. Also, in the second survey Work Commitment (4,671),
Continuous Improvement (4,429) and Quality Philosophy (4,157) received the
highest means. Communication (3,429) and Co-operation (3,571) received the

lowest means in both, first and second survey.

The high majority of the results showed that the personal level means of intro-
duced values were clearly higher than the organisational level means. The
means of both surveys varied between 3,419 and 4,903, while the scale was from
one to seven (1-7). On value level statements the means had higher results,

mainly over figure four, while on behavioural level the means were biased over
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figure three. Nevertheless, the figures are revealing that the overall level of the

means is on relatively good level.

5.1.2. Results of the open ended material of the first survey

The quantitative survey and answers of the qualitative open-ended questions
were divided into seven values mentioned previously in this study - Co-
operation, Quality Philosophy, Profitability & Success, Continuous Improve-
ment, Customer Orientation, Work Commitment and Communication. In addi-
tion, the qualitative material i.e. the open-ended questions generating the other

themes than values, are analysed in this section.

In the first survey, the purpose of the qualitative material was to find out how
employees of the case company organisation experience the good and the poor
quality in their everyday work. In other words — how the employees define the
quality inside their organisation. This subject was explored through the follow-
ing questions:
*  How do you experience the good quality in your everyday work at the moment?
= Also, please indicate the opposite — how do you experience at the moment the

poor quality in your everyday work?

Experiences of good quality in everyday work

Based to the open-ended answers (n=94) of the first questionnaire, the various
groups of good quality demonstrated in Table 12 were identified. The percent-
ages shown are calculated from the amount of references in the responses. The

references under 3 percent are not reported.
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Table 12.  The experiences of the good quality in everyday work inside the
organisation. (n=94)

Communication & Information flow 12 %
Teamwork & Co-operation 11 %
Project Excellence 9 %
Guidelines & Directives 8 %
Customer Satisfaction 7 %
Doing Things Right First Time 7 %
Smooth Processes 7 %
Work Accuracy & Performance 7 %
Technical Excellence 5%
Does not experience the good quality too much or at all 5%
Work Environment & Atmosphere 4 %
Work Satisfaction 4 %
Continuous Improvement 3%
Management Skills 3 %

According to the received answers the respondents of the questionnaire experi-
enced the good quality in their everyday work through various different
themes. Communication & Information flow was appreciated the most as a
good quality in respondents” everyday work in 12 percent of the responses. The
next theme valued as good quality was Teamwork & Co-operation with 11 per-
cent of the answers. Project Excellence was mentioned in 9 percent of the an-

swers and Guidelines & Directives in 8 percent of the answers.

Customer Satisfaction, Doing Things Right First Time, Smooth Processes and
Work Accuracy & Performance were appreciated as a good quality in 7 percent
of responses, each. Technical Excellence was seen as good quality in 5 percent of
the responses. Also, 5 percent of the respondents claimed that they do not ex-
perience the good quality too much or at all in their everyday work. Work Envi-

ronment & Atmosphere and Work Satisfaction were mentioned as the good
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quality in 4 percent of the responses, and Continuous Improvement and Man-

agement Skills in 3 percent of the responses.

Experiences of poor quality inside the organisation

As there was explored the respondents” experiences of the good quality, addi-
tionally, was also surveyed the employees’ experiences of the poor quality in
their everyday work. As well, based to the open-ended answers (n=94) of the
first questionnaire, the various groups of the quality definitions demonstrated
in Table 13 were identified. The percentages shown are calculated from the
amount of references in the responses. The references under 3 percent are not

reported.

Table 13.  The experiences of the poor quality in everyday work inside the
organisation. (n=94)

Poor Communication & Information flow 25 %
Too High Workload & Lack of Time 11 %
Customer Dissatisfaction 7 %
Technical Problems & Solutions 7 %
Processes Not Working 6 %
Lack of Teamwork & Co-operation 6 %
Poor Project Excellence 6 %
Time Taking Problem Solving 4 %
"Fire-Fighting" 3%
Poor Ability to Use personal Skills 3%

25 percent of the respondents of the questionnaire experienced Poor Communi-
cation & Information flow as the poor quality in their everyday work. Too High
Workload & Lack of Time came up in 11 percent of the responses; and both,
Customer Dissatisfaction and Technical Problems & Solutions were mentioned

in 7 percent of the answers.
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Processes Not Working, Lack of Teamwork & Co-operation and Poor Project
Excellence were emphasised in 6 percent of responses, each. Time Taking Prob-
lem Solving was seen as poor quality in 4 percent of the responses. "Fire-
Fighting" and Poor Ability to Use personal Skills appeared in 3 percent of the

responses.

The core of quality related values

Additionally, the appreciated values prevalent inside the organisation were re-
searched in the first survey. The respondents had to respond the following
question from the quality point of view:

»  What kind of values you appreciate in your everyday work?

At the same time, the purpose was to find the confirmation that the values used
in the survey questionnaire statements were reasserted by the respondents of
the case company’s organisation. The outcome is presented in Table 14. The

values mentioned in less than 4 percent of the responses are not reported.

Table 14. The quality values in case company organisation (n=94)

Communication & Information flow 12 %
Teamwork & Cooperation 11 %
Openness 8 %
Work Performance/Excellence 8 %
Honesty 7 %
Work Environment & Atmosphere 6 %
Reliability 5%
Colleagues 5%
Work Dedication & Commitment 4 %
Management & Leadership 4 %
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According to the respondents, the most appreciated values were Communica-
tion & Information flow with 12 percent and Teamwork & Cooperation with 11
percent. Communication and Cooperation were also two of the seven core val-

ues selected for the Quality Awareness Campaign.

Openness and Work Performance/Excellence appeared to be appreciated values
in 8 percent of the answers. Honesty was mentioned in 7 percent of the re-
sponses, Work Environment & Atmosphere in 6 percent and Reliability in 5
percent of the responses. Also, Colleagues as a value were appreciated by 5 per-
cent of the answers. Work Dedication & Commitment and Management &
Leadership, both, were respected as values in 4 percent of the responses. Work

Commitment was also one of the selected values for Quality Awareness Cam-

paign.

The outcomes of all the three open-ended questions of the first survey support
each other, as there are clearly seen the common values and themes arising
from all the responses. Especially Communication & Information flow can
clearly be seen the most appreciated factor of a good quality and also as a value
inside the organisation. Also, Teamwork & Co-operation is highly valued as a

good quality and value.

5.1.3. Results of the open-ended material of the second survey

In the second questionnaire, open questions were used to study the impacts of
Quality Awareness Campaign the participants experienced in personal and in

organisational level after the campaign. Furthermore, the purpose was to re-
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ceive the feedback about improving this quality management development

program.

Impacts on personal level in respondents” everyday work

The following question to survey the impacts of QAC’s on personal level was
asked:
*  What impacts you recognise Quality Awareness Campaign had on your per-

sonal level in your everyday work?

The results of the first open question are shown in Table 15. Most of the re-
spondents did hardly see any affect (25 percent) — or no affect at all (13 percent)
after QAC on their personal level in everyday work. 13 percent of respondents
reported that their awareness of importance of quality increased, and 9 percent
saw improving their everyday work and checking own way of working. 4 per-
cent of the respondents experienced better information flow and communica-
tion and 4 percent of the respondents informed they had the more systematic

approach to the quality issues.

Table 15. Impacts on personal level in respondents’ everyday work (n=70)

xl
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Impacts on organisational level in respondents’ everyday work

The following question to survey the impacts of QAC’s on organisational level
was asked:
»  What impacts you recognise Quality Awareness Campaign had on Power

Plants’ organisational level in everyday work?

Table 16 indicates the results of the second open question. Most of the respon-
dents (32 percent) did not experience any impacts on organisational level in
their everyday work. 19 percent of the respondents did not know, in other
words — did not recognise any impacts. 16 percent of the respondents not ex-
perience much impact, while 8 percent of the respondents experienced in-

creased communication and 5 percent increased quality awareness.

Table16. Impacts on personal level in respondents’ everyday work (n=70)

xl

5.2. Developing the quality awareness in organisation

Furthermore, the purpose of the second survey was to get the feedback about
the Quality Awareness Campaign and to receive suggestions about improving

the quality awareness within organisation. The question to study this was:
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*  How would you improve quality awareness overall within Power Plants organi-

sation?

The results are gathered to Table 17. The most of the respondents would im-
prove the communication and information sharing (29 percent). Quality train-
ing, brainstorming and repeating the QAC was suggested by 5 percent of the
respondents. 5 percent of the respondents wanted to see that management im-
proves their skills and, at the same time, is as an example in quality issues.
More feedback was suggested by 4 percent, and better rewarding, improve in
co-operation and learning from poor Project Excellence by 3 percent, each. Also,
more motivation and management’s commitment by 3 percent, each, of the re-

spondents was suggested.

Table 17.  The areas improving quality awareness within organisation (n=70)

xl

In addition to the improvement areas described above, also other following ar-
eas were mentioned: active teamwork, creating quality atmosphere, having
more specified training and improving the company’s products. Also, improv-
ing the way of working, improving the IT-tools and advertising were men-

tioned. In the next chapter the results of this study are wrapped up.
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6. DISCUSSION AND CONCLUSIONS

The aim of this research was to study the impact of the quality management
development program on quality related culture - on employees’ values and
behaviour. The material for this study was collected in two different ways — by

quantitative survey questionnaire and by qualitative open questions.

As a conclusion of the quantitative material — values and behaviour, or in other
words the quality related culture, inside the case company did not change. It
means that after the Quality Awareness Campaign, the respondents did not feel
that the stated values were expressed in everyday work from a quality perspec-
tive. As an exception, in Customer Orientation there was statistically significant

positive change: on organisational level of behaviour.

There were also negative changes in the study — on the personal behaviour level
of the Customer Orientation; and on the personal and organisational level of
behaviour on Work Commitment. Still, statistically significant changes can be
seen to be coincidental and deriving also from other possible changes inside the

case company’s organisation in the time-scale of surveys.

However, when looking to the means of the results of both surveys, the fact that
the overall level of quality inside the case company’s unit is on a good level
should be noticed. Also, as the purpose of the Quality Awareness Campaign
was to increase the quality awareness inside the organisation, it can be seen to

have a successful outcome from this point of view.

The outcomes of all the three open-ended questions of the first qualitative sur-

vey support each other. The common themes arise in most of the answers - es-
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pecially Communication & Information flow, Teamwork & Co-operation and
Project Excellence were experienced to be of good quality in everyday work and
also as strong values inside the organisation. Both qualitative survey results
show that the quality inside the company’s unit is appreciated and raises a va-

riety of themes among employees.

In the second qualitative survey, the respondents did not see a great deal of im-
pact of the QAC on personal or organisational level in respondents” everyday
work. Still, the improvement in communication and information flow was high-
lighted in both of the mentioned levels. Also, the awareness of quality was in-
creased and the respondents reported improving their own everyday work by

checking their way of working.

As the quality culture did not change within the timeframe of this longitudinal
study, the reason for this can be seen that the QAC as a quality management
development program of improving the quality culture was too short-term. The
second questionnaire was sent out 3 months after the QAC training, so it was

conducted rather late compared to the duration of Quality Awareness Cam-

paign.

If the changes in values and behaviour would have been measured soon after
the QAC, one could assume that the results would have been better. Addition-
ally, it is possible that there was not enough reinforcement of the subjects han-
dled after the training. It is also challenging to keep the change positively sus-

tained; the management’s role in reinforcement is extremely important.

The most frequently mentioned causes of failure of QAC were the lack of

proper implementation and management commitment. The role of the leaders
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is crucial to have a successful change in organisation — the reinforcement of the
culture is depending on their leadership and management skills. In addition, it
is important that the change is based on the prevailing culture instead of the

prevailing culture being ignored when implementing the new culture.

If the case company would use the data collection material and methods of this
study in its other business units, it should first be checked if the values used as
a basis of this study match the existing values and culture inside those other
units. If not, then the existing core values of the unit should be explored first
and then the data collection material and methods should be modified accord-
ingly. At the same time, the way of implementing TQM as quality culture in the
organisation could be planned more specifically, especially which values the

company needs to influence in the existing quality culture to improve it.

This fact is supported also by theory: Van Donk and Sanders (1993), and Kujala
and Lillrank (2004) brought out in their studies that the existing culture in an
organisation is the biggest factor hindering the implementation of the TQM as a
quality culture. So, if the case company would want to implement a common
quality culture in the long run to all four business units, the existing quality cul-

tures in those units should be taken into account.

Quality management means empowering employees, but first of all it empow-
ers the managers. Even if the goal of quality management is continuous im-
provement, the threshold of employee motivation and empowerment must first
be passed. Total Quality Management has expanded to include all areas of man-
agement, therefore it is important to realise that almost any management ap-

proach, which works in practice, can be considered quality management. Thus,
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every manager as a TQM manager needs to understand the existing organisa-

tional culture and check if it matches with the quality culture.

One has to remember that as this longitudinal study is to measure the change in
quality culture of the case company also in future, the timeframe of half a year
is relatively short to achieve a significant change in organisational and in qual-
ity culture. Therefore, from the longitudinal point of view, it would be interest-
ing to study the quality culture of the case company over a certain time cycle,
for example one or two years. In that way, the wider long-term view of the de-

velopment of the quality culture inside the organisation could be built.

To continue implementing the quality culture, there is a continuous need for the
managerial reinforcement and leading by example. Management should be con-
tinuously involved in quality management by understanding the importance of
the relationship between managing quality and the existing organisational cul-
ture. The survey identified the existing values in organisation, which should be
taken into account when planning new quality management development pro-

grams.

Future research suggestions

This study is useful for companies who are planning to implement and improve
the quality related culture inside their organisations. This study found out that
there are strong values inside the organisation which affect the Total Quality

Management as quality culture.

The limitation of this study is that it is a single case study and, hence, generali-

sations can not be made. Still, this study would be useful for practical under-
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standing and development of TQM discipline. Future studies could examine
more specifically, which environments and conditions could support ideal qual-
ity culture, and look at the consequences of mismatch between ideal and actual

quality cultures.

Reinforcement is unquestionably one crucial issue in the implementation of
quality culture, as the change in culture will not be successfully implemented
without it. Therefore, it would be interesting to research how the changes in
quality culture could be made to be sustainable. In that case the reinforcement
could be observed to demonstrate that a leader’s ability to manipulate culture is
significant. One future research area could also be to develop a quality man-
agement tool for managers to help reinforce the quality related culture inside an

organisation.
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