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QUALITY ISSUES IN THE 21ST CENTURY: A REVISIT 

BY 

HENRY H. GOLDMAN 

 

 I first became involved in quality matters in the mid-1990s, when I undertook the 

task of teaching MBA students the "meaning of quality," and how quality issues in product 

and service fell right to the bottom line.  I have a certificate issued to me by a Los Angeles 

Chapter of the American Society for Quality, thanking me for a two session program with 

the title, "Quality, Done Right, Falls to the Bottom Line (February, 2006)."  That statement 

has been a hallmark in my consulting and training career.  I really did believe that when 

"quality," as a management function and as a tool for change, became a part of everyday 

activity in the corporation, top to bottom, we could all assume that the products and 

services which we purchased would be offered with the highest possible quality standards.  

Recent events, however, have caused me to rethink the whole quality issue through a 

different lens. 

 Outsourcing of both materials and customer services to overseas factories and 

offices have, in my mind, caused a serious decline in measurable quality.  Boeing saw this in 

the outsourcing of major portions of its 787 Dreamliner, now nearly four years behind in 

production and delivery.  United Air Lines' customer services, based in India and the 

Philippines, have seriously downgraded the quality of reservations and the solving of 

customer complaints.  Some companies, world-wide, have now quietly dropped their 

quality commitments by no longer subscribing to the ISO 9000 family of quality standards.  

United Parcel Service (UPS) used to proudly proclaim their adherence to that standard by 
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painting it on their trucks.  In fact, my informal research indicates that organizations 

around the world have "given up" on the quality standards that used to be so important to 

both the suppliers and their customers. 

 I have noticed this apparent abandonment of quality in air transport, delivery 

services, retail shops, etc.  This has not only created problems throughout the business 

world by causing merchandise to be returned for faulty manufacture but also in the 

frustration of trying to reach customer service personnel who understand and can 

communicate in American English.  This outsourcing problem was solved years ago by the 

computer builder, HP, who long ago realized the importance given to the customer by a 

customer service agent whose accent sounds, "American."  HP outsources computer 

trouble shooters who live in Canada. 

 To that end, I have re-evaluated the importance of what we used to call Total 

Quality Management (TQM) and link it to Reputational Risk Management.1  My new view 

of corporate quality is based on my understanding of the underpinnings of quality 

management.  These breakdown into ten closely connected attributes of management 

responsibility and may not necessarily be taught in the nation's business schools.2  Any firm 

willing to re-evaluate its quality of product and/or service need to understand the following 

"must-have in place" criteria: 

 

                                                             
1 Please see my earlier articles in Business Forum Institute Journal: "Managing Reputational Risk: Some 
Observations," May, 2010 , "Origins and Development of Quality Initiatives in American Business," February, 2010 
and "The Impact of Quality Improvement on Organizational Goals: A Return to Basics," March, 2010. 
2 Henry H. Goldman, "Reflections on Management Education," Business Forum Institute Journal, September, 2009; 
see also a different version of this article, together with reader comments at: www.expertbase.org/wp-237-
148.html. 
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Customer or Client Involvement: 

 The "Q" in TQM includes the full product/service life cycle.  This demands that the 

customers' needs, desires, requirements and specifications be fully integrated into the 

design and development of those products and services.  Boeing, it seems, did not 

communicate this very well to its 787 suppliers and co-manufacturers.  This suggests that 

the customer is, or ought to be, an equal partner in the cycle.  It follows, then, that 

customer requirements can be directly converted into specific design and definite 

production as well as delivery schedules.  These issues can be addressed in a team 

dedicated to that end.  Makers of Toyota and Lexus use "Quality Function Deployment 

Teams (QFDT)."  This fully integrated approach will result in better design, fewer design 

changes, faster production, earlier than expected delivery and with an overall higher real 

and perceived quality.  Further, these ideals may be related to "Fast Cycle Time (SCT."   

 

Management's Responsibilities: 

 Quality must be perceived and accepted as being everyone's job, but it goes well 

beyond that.  There must be a perception that everyone has made a commitment to quality.  

That commitment seems to be sadly lacking, as we move into the second decade of the new 

century.  It remains, however, management's firm responsibility to achieve the highest 

perceived and actual quality. 

 Management has as its primary task under a quality environment to acquire 

participation and commitment from both the organization's internal and external 
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customers.  Participation, involvement and commitment are tied together as management's 

responsibilities for producibility.   

 

Company Culture Change: 

 The most difficult part of insuring high quality goods and services in any company 

or institution is the change needed in the organization's culture.  The chief executive officer 

must be committed to change, not just give lip service to it.3  The core of quality success is 

the buy-in by senior management to change the culture of the organization to support the 

individual's pursuit of quality. 

 Cultural change requires a complete reorientation of job descriptions and duties.  It 

requires a collaborative rather than an adversarial workforce.  The oft heard phrase, "It's 

not my job," cannot be a part of a quality culture.  Quality management will not work 

where employees refuse to become their "brother's keeper."  This collaborative working 

system is difficult, but not impossible to achieve.  It involves certain basic changes to the 

American work ethic.  It suggests that the individual employee must become a partner in 

the enterprise and be just as concerned about quality as the CEO.  Quality really does 

become everybody's business. 

 It requires new thinking about the relationships which have traditionally existed 

between labor and management.  It requires a new direction and a major adjustment in 

American industry; a new partnership must be forged between management and the shop 

floor, between management and staff and between line and staff management.  These 
                                                             
3 Henry H. Goldman, "Involve the CEO," Journal of Management Consulting, 9 (May, 1996), 10-11. 
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practices must also become a way of doing business between the company and its 

customers.  We used to say, "the customer is always right."  Let's reestablish that proverb.  

it is true, and in many cases, the customer is more correct that the customer service 

supervisor.  The customer must also become a partner in this new work ethic, both before 

and after the fact. 

 

Statistical Orientation: 

 Statistical thinking is a basic element in increasing quality.  Statistics become the 

communication tool for higher quality.  Several different statistical tools have been used 

over the past twenty-five or so years to ensure that there are no surprises.  These began 

with Statistical Process Control and have today evolved into 6 Sigma processes and embody 

Lean Manufacturing concepts together with Job Mapping.  These statistical controls serve 

to guide both management and production processes.  "Statistical thinking strives to 

separate the common causes of variation from the special causes so that both can be 

controlled and improved."4    

 Statistical controls are necessary in order to measure the differences in 

improvement.  They are required to accurately measure the changes brought on by 

installing a new quality program. 

 

 

                                                             
4 Thomas R. Stuelpnagel, "Total Quality Management in Business and Academia," Business Forum, Fall, 1988; 
Winter 1989.  
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Continuous Measurable Improvement (cmi): 

 Each process, regardless of whether it is a management, engineering, marketing, 

production or support function must be subject to "continuous improvement" that can be 

measured based  on the statistical controls discussed above.  The idea of cmi (always 

expressed in lower case to indicate that it is a process, not a program) is to increase the 

satisfaction of both the internal and the external customer base.  The long-term goal of cmi 

is to increase satisfaction, while lowering employee time and material cost.  This process 

must become a way-of-life for each member of the organization, top to bottom and bottom 

to top. 

 

Employee Empowerment: 

 The now largely forgotten Total Quality Management (TQM) programs described 

individual employee participation as "empowerment."  Each employee becomes, at the 

same time, both a producer and a consumer.  All individuals must be granted the authority 

to make quality decisions at their own level.  The battle is lost as soon as the customer asks 

(demands?) to speak with the customer service representatives' supervisor.  The employees 

must deliver products and/or services that are at the highest possible quality.  This 

empowerment for high quality flows down through the organization and out the door until 

the product or service reaches the end user.  This means that customer service is an 

attachment to the product or service and the empowered employee will do whatever it 
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takes to satisfy the customer, something that is clearly lacking in today's marketplace.5  

The goal is nothing less than perfection.   

 Individual commitment to and participation in the quality concept allows an 

employee to reject a product which he or she perceives as having fallen below that goal of 

perfection.  It stops products from being delivered in order to make schedules when it is 

understood that the customer will return the item for repair, or, in some cases, for 

completion.  The empowered, committed and participative employee will make every effort 

to satisfy the customer, regardless of what that might entail. 

 Employee empowerment, individual participation and committed management 

represents a whole new direction for American business.  This becomes an entirely new 

way to manage the quality function.  It changes the mentality of the worker.  It places 

quality ahead of other objectives, such as cost or delivery.  Quality becomes the primary 

focus.6 

 

Vendor Quality; Supplier Integration: 

 Quality must begin outside the company, flow through it, and exit to the end user.  

Vendor quality, therefore, must be assured.  The supplier becomes an integral part of the 

quality process when involved and committed.  The need for receiving inspection is 

eliminated when the supplier provides parts and material that is "perfect."  The parts and 

materials arrive when needed, need not be inspected and are immediately inserted into the 

                                                             
5 See, for example, Rebecca Ganzel, "Is Customer Service Getting Worse?" Training Magazine, July, 1998 (and even 
more true today in 2011).  
6 David P. Garvin.  Managing Quality: The Strategic and Competitive Edge.  New York: The Free Press, 1988, p, 191. 
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manufacturing process.  This is usually called, "Just-in-Time (JIT)."  This approach also 

calls for a commitment on the part of the supplier which often results in largely, exclusive 

(single source) agreements.  It demands that vendors adopt the company's passion for 

quality.  Some years ago, Ford Motor Company was able to reduce their vendors, which 

numbered over 5,000, to about 500, when they certified the "perfection" of the products 

supplied to Ford.  It becomes an upstream -- downstream partnership.7     

 

Teamwork: 

 Teamwork is the essence and strength of a strong quality program, not just the 

outdated idea of quality circles, but a whole new approach to teamwork.  Teams can 

created along functional lines or the teams can be cross-functional.  Teams can be problem 

solving or they can be innovative.  They can even be both.  The teams can become quality 

deployment teams.  In every sense, they are teams with multiple departments represented.  

Production can learn to work with marketing, engineering with sales.  Outside departments 

become partners with production.  Vendor representatives can serve on "satisfaction 

teams."   

                                                             
7Philip B. Crosby.  Quality is Free: The Art of Making Quality Certain.  New York: Mentor Books, 1980; See also: 
Frank M. Gryna, "Supplier Relations," in J. M. Juran, ed., Juran's Quality Control Handbook.  4th ed., New York: 
McGraw-Hill, 1988, pp. 15.1-15.46. 
  

Create PDF files without this message by purchasing novaPDF printer (http://www.novapdf.com)

http://www.novapdf.com
http://www.novapdf.com


 

9 
 

 The entire operation can be based on teamwork, working together to achieve 

mutually agreed upon goals.  Teamwork allows for the creation of a fully integrated 

management system with quality as its overriding goal.8 

 

Competitive Benchmarking: 

 This feature of good quality management systems is defined as the continuous 

process of measuring products, services and techniques against the perceived leaders in the 

field. 

 The basic idea is to gain a competitive advantage for your company through a strict 

and detailed comparison with your competition.  If you cannot be better can you at least be 

different?  

 Benchmarking suggests that we should learn as much as we can about our 

competitors, including trying to understand their strategies.  If we emulate the best in our 

field, if we discover their secrets, we just might become better than they are.9 

 

Cycle Time Reduction: 

 Under a good quality management system, cycle time is defined as how long it takes 

to deliver a product or to render a service, from inception to customer acceptance and 

                                                             
8 For another aspect of the team approach, see J. Steven Sarazon, "The Tools of Quality," in Quality Progress, July, 
1990. 
9 Christopher E. Brogan and Michael J. English.  Benchmarking for Best Practices: Winning Through Innovative 
Adaptation.  New York: McGraw-Hill, 1994, pp. 1-15; Kathleen H. T. Leibried and C. J. McNair.  Benchmarking: A 
Tool for Continuous Improvement.  New York: Harper Business, 1992, pp. 1-13.  
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satisfaction.  Good quality systems reduce cycle time.  Close cooperation among the various 

components of quality tend to reduce cycle time.  Currently, in some companies where 

quality is an established way-of-life, reduced cycle time has become "fast cycle time 

(FCT)," a quicker way of delivering the product or service, defect free.  There can only be 

faster response, faster production and, therefore, higher customer satisfaction.  Shorter 

faster cycle time will decrease costs, increase management effectiveness and ensure overall 

satisfaction with product or service. 

 When manufacturing and service companies, government and education, realize 

that customer satisfaction must once again become the highest goal of all organizations, 

profit as well as not-for-profit, then and only then will the quality of American goods and 

services match or exceed the perceived quality of products produced around the world.  To 

accomplish this, we must return to our thinking of the 1990s, when Total Quality 

Management was everyone's buzzword.  We must come to believe, as we once did, that, 

"quality involves living the message of the possibility of perfection and [of] infinite 

improvement, living it day in and day out, decade by decade."10 

                                                             
10 Tom Peters and Nancy Austin.  A Passion for Excellence: The Leadership Difference.  New York: Random House, 
1985, p. 99. 
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