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Sustainable development of total quality management through Deming’s PDSA Cycle  

Increasingly organizations accept that TQM is a way of managing activities to gain efficiency, effectiveness and competitive advantage, thereby ensuring longer-term success in meeting the needs of their customers, employees, financial and other stakeholders and community at large. The implementation of TQM can achieve significant benefits, such as greater customer satisfaction, reduced costs, which all lead to better business results.  
Regardless of business sector, size, structure or maturity, organizations establish a management system to achieve long-term success and sustainability.  Organizations need to adapt a TQM process and the critical success factors if they are to achieve business excellence.  Measurement gives strength, continuity and sustainable performance. Excellent organizations develop and improve, and regularly upgrade their strategic ‘scorecard’, over time. 

The Critical Success Factors (CSFs) for TQM are now much better known and understood. Evidence from the past has shown that TQM initiatives have failed because the CSFs were not in place. There have been nonetheless several case examples of successful TQM implementations and sustainability. Such examples show that TQM should not be reinvented at regular intervals but should become part of everyday working life. TQM should not be a fad or a flavour of the month but a durable culture that promotes business improvement over time. This in turn will lead to continuous improvement of processes, products and services and ultimately to the survival of the organization. 
Many organizations concentrate on employees’ technical skills without simultaneously evaluating their behavioural skills. Checking employees’ behavioural traits during the recruitment and selection process is crucial for achieving superior plant competitiveness and sustainable development of TQM. Factors including training and project involvement, job characteristics, organizational structure, social support, and employees’ self-efficacy were expected to influence employees’ extra-role behaviours in building TQM in every functional area of the organization. In particular, managers need to understand the nature and purpose of TQM, its relationship to ISO 9000 and the potential benefits that accrue from its implementation.

Sustainability is defined as the development that meets present needs without compromising the ability of future generations to meet their own needs. Sustainability studies in TQM are in budding stage even after two decades of existence of TQM in manufacturing industries. Systematic methodologies, mathematical models or algorithms to identify the less developed areas of TQM are yet to gain momentum even after reporting of large number TQM failures. 
Presentation of a methodology for sustainable development of TQM and its validation in a manufacturing industry will help TQM organizations to reach a sustenance and maturity stage. Quantification of TQM implementation will help organizations to sort the critical success factors and quality-related action programs in the order of development. Such exercise will enable the organizations to focus attention on the less developed areas of TQM. In the present context, there is a need to develop a TQM sustainability methodology that clearly defines the steps to be taken by the organizations for effective long term implementation of TQM. 

Deming’s PDSA cycle is a well-known model for continual process improvement. It teaches organizations to plan an action, do it, study to see how it conforms to the plan and act on what has been learned.  In the present context, the PDSA cycle is proposed for sustainable development of TQM.  The PDSA cycle for sustainable development of TQM is made up of four steps.  

Step 1: 
Plan 
Recognize the opportunity, and plan for TQM.

Step 2:
Do
Implement TQM.

Step 3: 
Study 
Review the implementation, analyze the results and identify learnings.

Step 4: 
Act
Take action based on what is learned in the step 3. If the change was successful, incorporate the learnings from the test into wider changes. If not, go through the cycle again.  
The organizations can explore and adopt the successful models already published with regard to the first two stages of the PDSA cycle 1) Plan for TQM and 2) Implement TQM. For the third stage, the methodology constructs an index called TQM Implementation Index (TQMII) is proposed. 
Critical Success Factors (CSFs), Quality-related Action Programs (QAPs), department or functional units and stages of quality consciousness are the four classes of variables that are needed to construct a TQMII. The list of CSFs considered in the proposed framework may be a superset of CSFs available in several leading publications in total quality management and organizational self-assessment literature. The TQMII measures, on a unit scale, how well the company has implemented its total quality programs. 
The index aims to tell how effective the company’s quality policies and practices are with respect to their potential for improving total quality program.  The most useful outcome of the process of development of a TQMII is that it allows tracking of factors and departments that are substantially impacting the quality competitiveness of a company adversely. The problem areas of TQM implementation can be correctly identified by the proposed PDSA method. Specific recommendations can be proposed to bring about improvements in those least developed TQM programs.

Questions for discussion within this plenary
· The methodology to be adapted by organizations to reach highest possible level of TQM implementation.

· Development of sustainability models that will ensure TQM becomes part of everyday working life within the organization.
· The concepts related to indices such as consumer price index, consumer satisfaction index, productivity index and development of a suitable index to measure the level of TQM implementation in a manufacturing industry.
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