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The social conflicts arise from contrasting values and
diversity of viewpoints and different interests. The
technical conflicts are based on the intertwined and/or
unstable factors making up the situation and he uses the term
"messy" to describe this situation. Both factors can be
described as ranging from high to low on their impact or
importance to other change situations. The combination of the
high and low social and technical dimensions yields a two-by-
two matrix with each situation representing a single niche for
distinctive change strategies (Pava 1986, 617 and fig. 1).
Each of these distinctive change strategies will be described
in the following sections.

Master Planning

Low conflict and low task complexity results in a niche
which Pava calls master planning. Low social conflict is
characterized by relatively 1low interdependence and low
divergence of opinion between participants and low complexity
implies stable, clearly defined problemg which allow rigorous
analysis and detail planning based on this analysis. Change
strategies in this niche rely on low contention and low
uncertainty with the associated technical subsystems sheltered
from quirky perturbations.

Pava (1986, fig. 1) indicates that change strategies in
this niche include:

Corporate strategic planning
Budgeting

Forecasting
Operational research algorithms

* * ¥ *
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* Computer simulations
* Delphi and other convergent techniques

The researcher notes that the QUALTEC and TQL policy
planning and quality in daily work processes used within TQM
and reported earlier seem to fall within this niche. This
suggests that these processes are seen to be most applicable
when there is good alignment between participants regarding
vision, mission and guiding principles (ie., Senge'’s shared
vision as discussed in chapter four above) and a degree of
trust which minimizes divergence. Likewise, the process is
applicable when the tasks (ie., implementation of the concepts
of TQM) are seen as stable and clearly defined. Analysis of
the data contained in the case study of this research must
validate if these or other niche conditions exist in order to
understand the change process.

Incremental Non-Planning

The change strategy niche associated with high conflict
and low uncertainty is called "incremental non-planning" by
Pava. The social conflicts and associated intense differences
between participants are seen to be operating in Bolman and
Deal’s political frame and impedes purposeful changes. These
differences give rise to suspicion and malice which greatly
hinders implementing major changes, yet Pava indicates that
the low complexity makes it possible to obtain acceptable
outcomes. The outcomes are obtained through bargaining,
voting and other forms of adjudication and result in marginal
alterations or changes and partial solutions. These results
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represent an imperfect equilibrium but are more viable than
the master planning technique when divergence exists (Pava
1986, 618).

The niche is seen by the researcher as very close to the
VPC process, where decisions are obtained through the Nominal
Group Technique method of voting to reach group consensus.
The above discussion suggests that it is most applicable to
TQM implementation when there are ill-defined or non-shared
visions between participants. Pava refers to this condition
as an anarchistic organization and notes that the change
strategies of voting and bargaining are viable, but
suboptimum.

Normative Systems Redeaign

Low conflict and high uncertainty leads to a strategy of
normative system redesign. High wuncertainty exists when
problems are poorly defined or when rapidly changing
situations occur. The change strategy emphasizes wide-spread
participation of diverse interests to redesign the system to
be changed. Approaches include normative and cybernetic
systems planning of an idealized nature with iterative and
possibly extensive modification as feedback from
implementation occurs. This process supports the concepts of
organizational learning and the participative aspects
increases the commitment to changes when social conflict is

low (Pava 1986, 619-620).
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This process could be applicable to TQM if the condition
of change is highly uncertain or if the desired changes to the
organizational subsystems are poorly defined. The researcher
believes that these conditions are not the norm when
addressing TQM implementation. The subsystems to be changed
within the organization are normally well-understood and the
changes can be adequately defined.

Non-Synoptic Systems Change

Simultaneous high 1levels of complexity and conflict
require what Pava calls a non-synoptic system change. The
process appears fragmented and disorderly (non-synoptic) and
is intended to trigger some form of system-wide change. The
method is based on incrementalism -- ie., changes are made on
piecemeal steps which do not rely on detailed projections,
explicit redesigns or prior consequences, rather they rely on
an incremental step toward the desired state (Pava 1986, 620).

The processes involve three activities: theme, actions
and reflective matching. The theme process consists of an
unclear or "fuzzy" statement of desired outcome or change.
From a TQM implementation viewpoint, themes might include: (1)
improved quality, (2) customer focus, (3) empowerment of
employees, (4) process improvement and (5) management-by-fact.
The precise meaning and implications of the theme are
initially unclear, even to the advocate, but the theme implies
a shift in relations between groups inside the system, thus a

change.
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Bottom-up initiatives are mandated which must lead to
implementing the theme. The initiatives are instituted by a
cross-section of different groups who meet in committees. The
theme is not precisely defined and they develop their own
actions to move towards implementation.

Reflection matching must determine if their actions move
towards the ambiguous theme. They determine if the changes
make an improvement and at the same time clarify the theme.
As Pava indicates, " ... slowly a reserve of shared
experiences accumulate and the theme is appreciated in
hindsight as something more than just a disembodied slogan
(Pava 1986, 621)". From this hindsight, additional
incremental actions can be initiated.

The high levels of complexity and conflict cited for this
niche are not consistent with the TQM literature. From a TQM
viewpoint, the niche is based on the inability to obtain a
shared vision inherent to high conflict and, simultaneously,
a poor definition of needed changes to implement TQM. To
follow this niche a theme of "Implementing TQOM" would have to
be espoused, which would lead to a series of supportive themes
such as the five 1listed above. The difficulty of making
organization-wide changes to the extent necessary to
implementing TQM by a series of ill-defined incremental steps
and hindsight suggest that successful results in a realistic
time-frame (as determined by the competition) would not occur.

The researcher suggests it would be more productive to work on
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changing the conditions that define this niche, ie., to reduce
the level of conflict and complexity. In any case, the
problems associated with implementing TQOM are well-defined

within the literature and this niche does not seem to apply.

CHANGE AT THE PERSONAL LEVEL

TOM requires many personal changes, in the way tasks are
performed, the way that individuals relate to others,
including customers, peers and managers and the organizational
climate. Each of these can be traumatic and are frequently
resisted. Kanter indicates that change is not liked by
employees and is often accompanied by "tension, stress,
squabbling, sabotage, turnover, subtle undermining, behind-
the-scenes foot dragging, work slow-downs, needless political
battles and a drain on money and time (Kanter 1985, 52)".
Kanter sees this resistance to change as rational, stemming
from good and understandable concerns, which managers must
analyze and do what they can to minimize and convert into
commitment. She provides ten common reasons that employees
resist change and suggests tactics which managers should take
to address the resistance.

Reasons for Resisting Change
Loss of Control
"Changes can be exciting when it is done by us, but

threatening when it is done to us (Kanter 1985, 52)". People
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want and need to feel in control of the events around them.
A cornerstone of participative management is that empowered
employees, who have ownership in the change, have better
control (the change is being done by us, not to us). This
requires that managers empower employees as discussed earlier,
involving them as early as possible in the change process.
The greater the involvement, the less the feeling of out-of-
control and powerless and the less the need for defensive and
territorial protective behavior.
Excessive Uncertainty

People resist change when they do not have sufficient
information about what will happen at every step in the change
process. They want to be able to anticipate what will happen.
Management must provide information, including step-by-step
scenarios, with time tables and milestones. By dividing a big
change into a number of small steps, the change can seem less
risky and threatening.

Leaders must demonstrate their commitment to the change.
They must be the first to "jump off the cliff". Change
requires faith that the new way is right and resistance will
occur if employees do not believe that managers believe it
right and see them willing to take the first actions (Kanter
1985, 53).
Surprise - Surprise

Management must minimize surprising employees with

unexpected changes. The first response to something new and
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unexpected -- that has not been prepared for mentally, is
resistance. Managers who wait until all decisions are made
and then spring them on an unsuspecting work force will meet
resistance. It is important to provide employees with
information, in a timely and phased manner, so as to build
commitment and reduce resistance (Kanter 1985, 54).
The Difference Effect

Change requires people to become aware of, and question,
familiar routines and habits. These habits and daily routines
are important, for they minimize the need to expend physical
and emotional energy on the mindless routine that is a part of
everyone’s day. The goal in designing change should be to
minimize and reduce the number of differences being
introduced, leaving as many habits and routines as possible
(Kanter 1985, 54).
The Loss of Face

Accepting change may mean admitting that the way things
were done in the past was wrong -- which can cause
embarrassment and loss of face -- and causes resistance. The
change must be put into context and prospective. It must be
recognized that past actions were appropriate, given previous
conditions, but conditions have changed, requiring new ways of
doing things (Kanter 1985, 54).
Concern about Future Competence

Employees may be concerned about their ability to

function after a change, especially a technology-based change.
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It is very threatening to be told that the new order requires

a whole new set of competencies -- requiring someone to "start
over". Managing change requires that people be made to feel
competent. That sufficient education and training is

available and opportunity and time is provided to acquire the
new skills in a non-threatening environment (Kanter 1985, 55).
Ripple Effect

Management must be sensitive to the fact that at-work
changes can have a ripple effect on employees outside of their
job. Changes can affect peoples’ activities, free time and
personal plans. The key to managing this effect is to build
flexibility into the execution of the change. The transition
phase should be planned in a manner which allows employees to
cope with the change, on a personal basis (Kanter 1985, 55).
More Work

A very reasonable source of resgsistance is that change
frequently requires more work. They require employees to
expend "above-and-beyond" efforts in energy and time and
frequently ripple into their personal life. Management should
recognize this and provide more support and compensation for
the extra work. Support can include informing families of the
reason why extra time is needed on the job, giving credit and
rewards and providing support staff and physical support

(Kanter 1985, 55-56).
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Past Resentment

Change can act as a catalyst which breaks an uneasy truce
between employees and their managers. Management must be
willing to "sweep away the cobwebs of the past" to overcome
resistance to current change. Going forward can mean first
going back -- listening to past resentments and repairing past
rifts (Kanter 1985, 56).
Sometimes the Threat is Reall

Sometimes changes do create adverse conditions for
employees. People can lose status, comfort and even jobs due
to change. There are winners and losers with most changes.
Management must avoid pretense and false promises. There
should be a free flow of information, as early as possible.
Changes, once decided, should be executed as humanely as

possible (Kanter 1985, 56).

CHANGE AT THE CULTURAL LEVEL

An organization’s culture is its system of shared values
and beliefs that produce its norms of behavior (Ivancevich and
Matteson 1987, 30). The culture defines what is important,
how things work and the way things are done within the
organization (Sharplin 1985, 68). It is necessary that the
organization’s culture be aligned to produce a quality product
and follow TQM practices. Johnson (1992, 9) indicates that

TQM consists of three key parts: competitive strategy, a
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technology to produce goods and services and a way of managing
an organization. He states that of these three parts, the
management and its cultural interface are most frequently
ignored. The organization must have a strong cultural bias --
a belief that defines what is important, how things work and
the way they are done -- which is supportive of the concepts
of TQOM.

Argyris (1985, 73) deals with the organization’s response
when changes occur, which are considered counter to the
organization’s ‘culturle. He calls these actions defensive
routines, and indicates that they are practiced by all levels
within the organization and have the effect of resisting
change. He indicates that the generic responses to a threat
are two bypass strategies. One is to be direct and
forthright, the second is to respond in covert ways. This is
substantiated by the earlier discussion on framing by Bolman
and Deal. It was recognized that the culture of an
organization can dictate how employees and managers view or
frame situations and their discussion involving denial and
attack is analogous to the above-discussed defensive routines.

The direct response is frequently seen as "telling it as
it is" and engaging in dialogue and actions in an adversarial,
judgmental, closed and unchangeable manner. It frequently
does not resolve the differences. The second method, "easing
in" is seen as attempting to hinder the change in active, but

covert ways. The employees seem passive, but they are
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actively trying to undermine the change.

269) recommends seven actions which management might take when

dealing with defensive routines:

1.

2.

To identify the reasoning and actions that create
the defensive routines.

To reflect on the reasons and actions, checking for
and minimizing inner contradictions.

To reflect on the reasons and actions, once the
contradictions are accounted for to develop changes.
To construct maps that show how patterns of
reasoning and actions create defensive routines.
To select the key point and time to interrupt the
defensive teams. To find when and where it is most
likely that learning and change will occur.

To deal effectively with your own and other’s
feelings.

To create conditions in which others can learn and
use these management actions, to further the
changes.

Key components of an organization's culture which must be

supportive to TQM fall into seven themes (Johnson 1992, 9):

e WP

~J O

the organizational needs.
these changes are much the same as making any other change to
the organization.
are critical.
a value statement; in each of the above themes, conducting an

audit to determine the differences between the current and

Empowerment at all levels within the organization.
Team-based actions.

A collaborative management approach.

Full (100%) involvement in quality.

Everyone trained and willing to use the quality
tools.

Strong human resource policies.

Respect for the individual.

These components must be changed, if they do not reflect
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Argyris (1985, 266-

Johnson (1992, 9-11) indicates that

He provides nine steps, which he believes

These steps can be summarized into developing



desired culture; redesigning, implementing and monitoring key
indicators associated with the policies and procedures that
express the quality values; reward and recognize value
supporting behavior; and top management continuing

involvement.

CHANGE AT THE ORGANIZATIONAL LEVEL

Sink and Monetta (1991) have provided a comprehensive
"Grand Strategy" for the organization to achieve its best
performance. This strategy requires that eight basic
organizational subsystems or fronts must be engineered and
managed over time to drive continuous improvement at the
organizational level at rates which will keep the organization
competitive. These fronts are: (1) planning, (2)
infrastructure, (3) culture, (4) measurement, (5) education
and development, (6) motivation/rewards and recognition, (7)
politics, or satisfaction of critics and stakeholders, and (8)
technology.

It is interesting to note that a description of the
organizational fronts would be redundant to the literature
research already documented. The importance of this work is
that it recognizes that an organization is made up of major
sub-systems, which must be appropriately managed. The terms
"fronts", are intended to indicate that these sub-systems must
be addressed concurrently and in a concerted manner. They use
the word "front" to evoke the image of a battle field and the
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necessity to keep all of the "fronts" together. "If one front
gets too far ahead of the other fronts, it runs the risk of
getting cut off; if it lags too far behind, it jeopardizes the
other fronts (Sink and Monetta 1991, 5)".

From an organizational viewpoint, planning, culture,
infrastructure, measurement, etc. must all be advancing
together to advance the organization. For example, to advance
planning, without addressing culture and infrastructure, is to
jeopardize the entire TQM program.

In order to engineer and manage, over time, each of these
fronts, a Grand Strategy, or plans must be developed which
advances the eight organizational sub-systems on a systems or
totality basis. 8Sink and Monetta (1991, 8) indicate that the
focus should be on defining, planning, communicating and
creating ownership for the future. They propose that the
planning front must be the lead front, because it drives the
development of a strategic plan which integrates business,
quality, marketing, project and program, and budget plans into

a single plan for organizational performance improvement.

THE LEADER’S ROLE IN CHANGE

Most of the research to this point can be summarized as
the leader taking a change role within his/her organization.
Joy indicates that TQM requires two skills from managers.

They must know the TQM process and they must be able to
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operationalize the human element behind such efforts -- in
other words they must know "what to do" and then be able to
align the organization, with its personal, culture and
organizational sub-systems to satisfy this requirement. The
TQM model of leadership has been summarized into six
components, which describe specific behaviors for management.
The effective TQM manager (Joy 1992, 30-31):

Has a clear vision.

Models the vision.

Clearly defines departmental TQM criteria.

Encourages involvement and empowers employees.

Leads, coaches and mentors.
Is a change agent.

ANk wWwhR

Each manager must define what this model means, to
themselves and to their organization. They should be able to

articulate it and apply the behaviors which support it.
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CHAPTER 8
LITERATURE REVIEW - A SUMMARY
INTRODUCTION

The literature review indicated that TQM is a systematic
approach based on the core principles shown in table two which
allow the organization to improve or maintain its market
position in times of world class competition. The researcher
found that leadership involvement in change is the glue that
holds the various organizational elements together, thus,
facilitating the improvements. Without leadership
involvement, the various organizational subsystems are not
likely to remain in concert, all being applied to making the
desired changes. The literature review focused on five areas:
leadership, quality, continuous process  improvement,
empowerment and change. Each of these will be summarized,

from a leadership perspective.

LEADERSHIP

The focus of the organization’s 1leaders actions in
implementing TQM was seen to fall into two categories --
leadership and management. These terms are frequently treated
as synonyms within the literature and everyday life, however,

they are found to have very different, but companion,
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meanings. Leadership focuses on what the organization should
be doing, while management focuses on how it should be
accomplished. Both categories are equally applicable to the
organization and must be accomplished by all "bosses",
however, the leadership aspect is seen as more important to
the high level executives and the management aspect to lower
level supervisors.

The literature made it clear that the top leaders were
responsible for their organization’s quality, productivity,
competitive position and increasing their employees’ standard
of living. The leadership aspects of their duties involved
developing the organization’s vision (deciding what to do),
establishing and aligning the people networks needed to
accomplish the vision and providing continuous motivation,
support and coaching. These aspects were developed into a
process which will be discussed in a following section of this
summary.

Numerous management styles were discussed and it was seen
that current social and cultural trends and the concepts of
TQM are all causing leaders to move from an autocratic to more
participative styles. It was seen that the most effective
implementation occurred when employees were committed versus
compliant. The compliance is obtained when management
dictates actions with sufficient power that people do what
they are told -- however, execution is seen as, at best,

limiting production to the letter of the law or what is
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