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Abstract

High quality is organizations’ competitive advantage. It is beneficial to base this on professional
approach, and basic concepts and definitions with scientific foundation. The necessary main con-
cepts consist of quality, quality management, quality improvement and quality assurance. Organiza-
tions' top management is responsible of the quality management decisions and implementations. The
present practical situation is fragmented and the implementations are most often based on the in-
strumental means of the different methodological schools, which is confusing and detrimental to the
understanding and usefulness of the concept of quality management. It is not beneficial to build
a special system for quality management by only following the requirements of the general standard.
This cannot ensure competitive business advantage. In this article, we present an alternative ap-
proach that is a natural practical way to realize quality management as the teleological solution,
Quality Integration, in which the general and specific quality concepts, principles and methodology
are embedded within the normal business management activities. Our Quality Integration is based on
the thinking of organizational learning. Its framework covers both running the current business and
improving the overall business performance. This model has been used as the thinking framework in
practical organizational cases since 1990’s. As the business circumstances change constantly, the
organization must be constantly ready to renew through both small and radical changes. This change
also receives resistance, and the development takes place according to a multi-phase process towards
the new integration and requires a proper recognition and decisions. Principles of the organizational
learning can help organizations in a consistent way. Evaluation of the overall organizational perfor-
mance is an important quality management practice and should take into account performance ena-
blers (processes) and also the results obtained thereof. In our approach, the evaluation criteria em-
phasize organizational learning and integration. The external context of the organization has a cru-
cial role in achieving and developing the business objectives. The organization’s strategy can no
longer be based on the value chains but on finding ways to alter them radically through value net-
working. The organization is influenced by the true and all-inclusive reality, which differs from the
apparent reality perceived by the senses, and which is only revealed through consciousness. Under-
standing this reinforces awareness and trust that are important factors also in quality management
and quality assurance.

DOI: 10.30657/pea.2018.18.01

1. Introduction

1.1. Aiming at the professional quality and quality

management

The internationally standardized definition (ISO 2015a) of
the quality concept is well advisable in the professional con-
text, and it also is aligned with the everyday and traditional
meaning and valid ontologically (ANTTILA, J., JUSSILA, K.
2017d), too. On this basis, quality means the ’degree to

High quality is an important competitive advantage of all
organizations. Professionally, this requires the effective and
efficient quality management that is seamlessly integrated
into the organization's business system and processes.

which a set of inherent characteristics of an object fulfils
requirements’. In other words this can be said briefly ‘per-
ceived fulfillment of the needs and expectations’, i.e. quality
is always related to something or somebody, the ‘object” and
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its inherent characteristics, and it is perceived by somebody
with certain needs and expectations. There is no quality
without an object, nor any object without quality. In this
context, the requirements consist of the needs and expecta-
tions from those parties who are interested in and dealing
with the object. Perception of the object is based on the in-
herent characteristics of the object.

In the organizational context, quality does not happen by
itself or by chance, but it requires consistent work and man-
agement activities within the organization's business system
and processes. This entity is called quality management and
formally defined (ISO 2015a) as ‘management of the organi-
zation with regard to quality’. This definition directly implies
the business-integrated quality management, which we brief-
ly call as quality integration and understand as the imple-
mentation of the general and specific quality concepts, prin-
ciples and methodology embedded within the normal busi-
ness management activities. Quality management also in-
cludes continual enhancement of the business performance in
a systematic way. In the standardized phraseology relates to
quality improvement, ‘part of quality management focused
on increasing the ability to fulfil quality requirements’
(Ibid.).

In this article, we consider quality management as a part of
the organization’s business management for excellence (i.e.
excellent business performance) and quality improvement as
organizational learning to enhance the business performance.
Hence, we can apply the profound and far-reaching princi-
ples and practices of the learning organization (SENGE, P. ET
AL. 1995) in striving for the performance excellence (NIST
2011) and competitive advantage (BROWN, S., EISENHARDT,
K. 1998) of the organization.

In particular, the integration is intended to avoid the sepa-
rate ‘quality (management) systems’ (i.e. lack of integration).
Business-separated quality initiatives are artificial, and
standards-forced quality approach is
absurd and ineffective. In fact, no
particular quality management system
is needed in practical applications at
all, and that even can be harmful to
both business and quality.

ISO 9000 standards used earlier the
concept ‘quality system’. This concept
was deleted from the standards already
about 20 years ago, because some
organizations wrongly understood that
the standards require a special system
for quality. The new introduced con-
cept was quality management system.
Also this has caused a lot of misunder-
standing. Quality management system
is not a (quality - management) +
(system) but it closer means (quality)
+ (management-system). Hence, it
definitely relates to the quality of
managing the organization in a sys-
tematic way.

realization:

1S0 9000
standardization
and business
excellence
models

Recognized knowledge basis
for any organization’s quality

General national
and international
quality trends

According to the broad understanding of the concept quali-
ty, which is based on the needs and expectations of all inter-
ested parties of the organization, quality integration should
deal with managerial activities of all areas of expertise need-
ed by business management. Hence, it also includes infor-
mation security management, finance management, human
resource management, sustainability, social responsibility,
innovation management, etc., which are dealt with in many
different general management system standards (ANTTILA, J.
ET AL. 2012).

In the context of quality integration, we have also used the
expression of the 3inl approach (ANTTILA, J. 2009a), by
which we emphasize that that we should integrate three dif-
ferent viewpoints in considering the organization’s overall
business performance:

1. Management system standards such as ISO 9000, ISO

14000, ISO/IEC 27001, etc.
2. Excellence performance models, for instance Malcolm
Baldrige and the EFQM models

3. The practices and essentials of the particular organiza-

tion's business system

Organizations also need quality assurance, which aims at
providing confidence among the interested parties that quali-
ty requirements will be fulfilled (ISO 2015a). Hence, quality
assurance is a quality related communication activity from
the organization to the interested parties. It also is a part of
quality management.

All organizations should create their quality management
approach by themselves. Multifarious sources of information
should be used in developing the organization-specific quali-
ty integration approach (Figure 1). The different sources give
very different and even contradictory guidance for imple-
menting quality management. In addition, those parties are
not aware of the specific organization’s business mission or
visions.

Performance Excellence:
| Satisfaction of all stakeholders

An organization’s
quality and quality
management approach

Benchmarking
and world class
best practices

Great
teachers

Stake-
holders
(incl.
customers)

Fig. 1. Developing the organization-specific quality integration approach
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Only excellence in the overall business performance can
ensure sustained success for organizations, because the ful-
fillment of the minimum requirements and mediocrity are not
sufficient under competitive conditions.

1.2. Problems and difficulties in quality
management

Harmful or even damaging - but practically quite common
- way to implement quality management in organizations is
to build a special quality (management) system following the
requirements of the ISO 9001 standard. This is harmful to the
development of both business and quality, if the quality
(management) system is seen as an extra burden and cost. In
this case continuous improvement of quality is disturbed
when the goal of the development is a special system for
quality and its permanent consolidation by certification. This
is often done as a separate project under the responsibility of
the organization's quality manager and with the use of exter-
nal consultants. In particular, problems arise because:

e SO 9001 does not specify any quality management or
quality management system, but only sets general
quality management requirements, and on the other
hand, the ISO 9004 only proposes general guidance
for achieving sustained success. Each organization
must implement quality management in its entirety
with its own insight and means.

e ISO 9001 only presents WHAT topics instead of say-
ing anything about HOW means

e ISO 9001 is very vague and ambiguous (ANTTILA, J.
JussiLA, K. 2017¢c)

e The commitment of the staff, and especially the man-
agement, remains weak

e Quality management can never be completed, but
must be continually developed. It should be ‘always
ready and never finished’.

e  When the system is built as a separate one, it is diffi-
cult to export it to a business when it has not been part
of natural business development

e The certificate does not serve the business effectively,
it is not more than a marketing argument

The ISO 9001 based certification cannot create competitive
advantage of any organization, because ISO 9001 certifica-
tion does not ensure excellent business or quality perfor-
mance. There are good and bad certified organizations and
also good and bad uncertified organizations. General Certifi-
cation has also had a negative impact on ISO 9000 standards
and standardization, and even there are warnings and com-
ments: ‘The worldwide rush by businesses to obtain ISO
9000 certificate as an external sign of quality is to detriment
of the primary use of standards.

The almost exclusive use of ISO 9001 as a mere checklist
to gain a certificate is a corruption of the core concept of ISO
9000 standards’ (ISO CENTRAL OFFICE 1994, PARIs, C.
2016). We have used the expressions ‘quality prostitution’
and ‘certification guillotine’ in describing the prevailing
situation of the ISO 9001 certifications of the quality (man-
agement) systems because of its strong commercialization

and cutting connections to the real customer requirements.
This also resembles 'Trojan horse' through which false per-
ceptions have spread to organizations.

Some organizations create their quality management on the
basis of the excellence models, which actually are not any
quality management models at all, but methods for evaluat-
ing the organization's overall performance.

General models have been developed for well-established
organizations, which are not suitable for the SMEs and
startups and for the modern business environments of the 4"
industrial revolution, industry 4.0 and smart city (ANTTILA,
J., JUSSILA, K. 2017a).

Although quality management is conceptually quite clear,
its implementations are very fragmented, and the vast majori-
ty of its implementations is based on the instrumental means
of the different methodological schools, which is confusing
and also detrimental to the understanding the concept itself
(Table 1).

Table 1. The fragmented reality of the means of the quality man-
agement implementations

Professional quality management realizations: The profession
has been developing over 100 years and fragmented by using
numerous different tools and models for quality management,
including:

- Standard-based approaches, ISO 9000 standards, certification
- Performance excellence models (Quality award criteria), Mal-
colm Baldrige Model, EFQM model

- Problem-solving methodology, Kaizen, SixSigma (DMAIC),
Lean, 5S, QC Story

- The European structured improvement model (EOQ and IAQ)
(SARAIVA P. ET AL. 2015)

- Business process management / Re-engineering

- Human-based approaches, Investors in People (IiP)

- Statistical quality/process control, Taguchi methodology

- Time-based management (TMB), Agility models

- Theory of constraints (TOC)

- Hoshin Kanri, Balanced scorecard

- ServQual, service quality models

- Cost-based methods, poor quality costing, ABC/ABM, TDABC
- Customer satisfaction methodologies, Kano model, CSI, QFD,
Kansei engineering

- Operational excellence

- Lean startup practices

Discipline establishment: The discipline is divided into many
rather isolated schools of thought that typically originate from the
over-emphasized use of tools or models, including:

- ISO 9000, SixSigma/Lean SixSigma, TQM/TQC and CWQC,
and performance excellence

Scientific base: No holistic theoretical scientific foundation:

- Distinct theories based on statistics, management theories, socie-
tal quality loss theory, human-behavior theory, value methodolo-
gy, economic theories, etc.

- Emphasis on formal deontology, objectivity or compliance to
requirements

Scope:
- Organizations (processes, activities, products)
- Value chain approach
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1.3. Quality integration, business-integrated quality
management

In order to obtain overall understanding on positioning the
different quality management practices (Table 1), we have
developed the paradigm mapping (Figure 2) (ANTTILA, J.,
JussiLA, K. 2017b), which aims at scientific characterization
of the different approaches. In all the different cases the same
formal definitions of quality and quality management apply.

Objective approaches use generally recognized and well-
known models or practices, for instance ISO 9000 standards,
performance excellence models, maturity models, SixSigma
methodology, lean methodology, etc. ‘Deontological’ solu-
tions aim at applying a method in aright way for the con-
formity, for instance establishing and maintaining a formal
quality management system according to the requirements of
the ISO 9001 standard. ‘Teleological’ solutions for instance
include ISO 9001 certificate or quality award.

Teleology
Purposive approach, goal-orienting
A doctrine-based :
: "Quality
conformity and | . P
recognition integration
Objectivity Subjectivity

Methodology- | Mechanistic
or tools-based | adventuring or

solution stagnation

Deontolo?y
Normative approach, form-orienting

Fig. 2. Paradigmatic positioning of the different quality manage-
ment approaches. Our preferred and the most natural practical solu-
tions to realize quality management are the teleological solutions
that strive for the organization-specific quality targets, which we
call ‘Quality Integration’.

Every organization has always its own integrated quality
management solution - planned or not-planned. However,
only the excellent solutions can stand out from the crowd and
from each other. This is also important for organizational
identity. With formal standard implementations, such as ISO
9001 based system, it is not possible for the organization to
distinguish itself from other similar organizations.

Quality integration supports enhancing business perfor-
mance towards excellence through:

e Increasing key competencies within business leaders,

operators, and experts

e Diminishing uncertainties in business activities

e Releasing resources of business leaders from acute

problem clearing to proactive business measures

e Avoiding amateurism and trial-and-error approach in

business actions

e  Gaining respect of professionalism within partners and

stakeholders
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In this context, excellence means (NIST 2011) excelling,
surpassing the relevant references, including:
e Exceeding the organization’s own performance goals
and targets, the business as usual
e  Succeeding in business performance within own in-
dustry branch, for instance, being in average among
best competitors
e Evidencing World Class performance regarding
benchmarks and best practices also outside of the or-
ganization’s own business branch
Quality management should also embody the organization-
al identity, strengths and innovativeness. In this case, it
would also be reasonable to call the quality management
approach with the company-specific name. For instance, the
quality management approach of an innovation-enhancing
company was called ‘IBR, Innovative Business Realization’.
Other known examples include:
e IBM: Market Driven Quality (MDQ)
e Xerox: Leadership Through Quality
e ICL: The ICL Way
e  Paul Revere: Quality Has Value (QHS)
e HP: HP Invent
If the organization is required to comply with certain
standard requirements, for example ISO 9001 and ISO/IEC
27001, the organization can implement their general re-
quirements within its own business system in the innovative
way, which also can lead to excellence.

2. Organizational learning for the business
integrated quality management

2.1. The ‘Pump Model’ for developing the
comprehensive quality management

The organization's business system, its management, and
hence also quality management, must be continuously devel-
oped taking into account changes in the internal and external
business environments. Quality improvement is an important
part of quality management and can innovatively and in
a natural way be realized through utilizing the ideas of organ-
izational learning. We have developed the overall business
excellence development approach, ‘“The Pump Model’ (Fig-
ure 3), for the quality integration especially based on Senge’s
thinking (SENGE, P. ET AL. 1995) of organizational learning.
This model has been used as the development framework in
practical organizational cases, too, since 1990’s.

The ultimate goal of quality management is to ensure con-
trolled and continually improved business performance.

Our Pump Model is used to facilitate the deep understand-
ing and effective development of the quality management as
an organization-wide business issue. The model covers both
running the current business (‘Domain of Action’) and im-
proving the overall business performance (‘Domain of
Change’).
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Attitudes,
interests,

Awareness and
sensibilities

the ISO 9000 standard, and the Ameri-
can and European performance excel-
lence models:

Performance
excellence

and beliefs (1) Guiding ISO 9000 — Quality management
ideas principles (ISO 2015a)
Domain of Change 1. Customer focus
2. Leadership
3. Engagement of people
4. Process approach
) 5. Improvement
Skills and 6. Evidence-based decision
capabilities .
making
7. Relationship management
Malcolm Baldrige - Core values and
(2) Theory, (3) Innovative concepts (NIST 2011)
methods, management 1. Systems perspective
and tools infrastructure 2. Visionary leadership
Fig. 3. The overall business excellence development model, ‘The Pump Model’, for organiza- 3. Customer-focused excellence
tions” quality integration. This model follows the approach of organizational learning devel- 4. Organizational and personal
oped by Senge. learning

The organization has always a particular status with regard
to the three cornerstones of the Domain of Action, guiding
ideas and principles, managerial tools and methodology, and
managerial infrastructure. For improving the situation of the
Domain of Action, the Domain of Change gives the pressure
to change the way to act for instance through enhancing
quality awareness, improving the performance of business
processes and practices, and introducing new management
measures. What is required for change includes sensibility to
new awareness, positive attitudes and beliefs, and training
and education for new skills and competences.

2.2. Domain of Action

Quality management approach can successfully influence
on the operational business performance and results, if it is
based on the three elements of the ‘Domain of Action’:

e The ideas and principles directing business activities

excellently with regard to quality

e Creativity of the organization-wide leadership

o Effectiveness and efficiency of the management tools

All of these aspects are needed. Guiding principles provide
understanding, the tools enable to implement the principles,
and the management infrastructure to direct and control the
quality measures over the whole organization. These ele-
ments always exist in all organizations more or less clearly
understood and expressed.

When the organization is in the early stage, its identity is
still very immature. This corresponds to the situation with
SMEs and startups, and for their development the biggest
challenge is learning. Old organizations are at risk of stagna-
tion. The Pump Model enables both learning and renewal.

Guiding principles

Well-known and recognized references for the manage-
ment principles with regard to quality have been defined in

5. Valuing people
Organizational learning and agility
Focus on success
Managing for innovation

9. Management by fact

10. Social responsibility

11. Ethics and transparency

12. Delivering value and results

EFQM - Fundamental concepts of excellence (EFQM
2017)

1. Adding value for customers
Creating a sustainable future
Developing organizational capability
Harnessing creativity & innovation
Leading with vision, inspiration & integrity
Managing with agility
Succeeding through the talent people
Sustaining outstanding results

All these references may be used in supporting the quality
management approach for any organization. Also organiza-
tion’s business challenges should always be taken into ac-
count, and the principles should be creatively presented by
the organization’s management.

An example is a small company that decided to utilize all
of the abovementioned principles, while at the same time add
some creative aspects of their business. Through brainstorm-
ing, the company's management team came to the following
‘fundamental principles for managing the company towards
performance excellence’:

1. Centering on customers’ needs and expectations

2. Envisioning the future challenges

3. Valuing employees

4. Managing the organization as a system of responsive

and agile business processes

5. Appreciating multiple means for discovering, collabo-

rating, and learning in order to continually enhance
organization’s business performance

6. Networking with and valuing partners

PR

PN YR W
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7. Anticipating timely changes in the needs and expecta-
tions of the market and society

The broad concept of quality includes the aspects of all
specialized disciplines that relate to the needs and expecta-
tions of the organization’s various interested parties. All
those disciplines have their own guiding principles that are
defined in many different standards etc. As examples we can
take information security management and risk management
and their related principles of the OECD guidelines (for the
security of information systems and networks) (OECD 2002)
and the standard ISO/IEC 29100 (for privacy management)
(ISO/IEC 2011), and the standard ISO 31000 (risk manage-
ment) (ISO 2009).

The quality integration means that also the general man-
agement principles should be taken into account — or the
organizations should at least be interested in them - in the
organization’s general business management. For this area
a lot of different references exists (ANTTILA, J., JUSSILA, K.
2011).

Organization-wide quality management has to be looked at
from a broad perspective of how the members of the organi-
zation understand the basic ideas of the whole organization
and its business. This is already emphasized by the formal
definition (ISO 2015a) of the organization concept as a group
of people that has its own functions with responsibilities,
authorities and relationships to achieve its objectives.

Guiding ideas are related with the vision, values, and pur-
pose (mission) of the organization (ISO 2018). Every organi-
zation, whether deliberately or not, is always governed ac-
cording to some principles. The problem with many organi-
zations is that they have not recognized good ideas, which -
or even the existing bad ideas - pollute the organizational
climate.

Business development is often steered by authoritative
leaders who are biased with ignorance, negligence and preju-
dice to the concept of quality, and instead emphasized the
ideology of the free-market economy with aggressive cost-
cutting for short-term profits. In particular, narrowly empha-
sized financial measures and related numerical goals and
results in the business practices may take place at the ex-
pense of human aspects and holistic, deep and timely recog-
nition of the business fundamentals, including the quality
imperatives like customers’ satisfaction. This has even led to
extreme examples of disastrous business incidents during the
recent decades (KUISMA, M., SEPPANEN, P. 2015).

The organization can achieve competitive advantage
through seeing the guiding ideas not static but as the results
of the ongoing mental and spiritual development process
with the higher order philosophical depth of the business
including (SENGE, P. ET AL. 1998):

e Highlighting the whole of the business through the
system thinking and the organization as patterns of in-
teraction

e Recognizing the community nature of the organiza-
tional challenges to see the interrelatedness that exists
in the organization

e Appreciating the generative power of the lan-
guage that illuminates the subtle interdependency in
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interacting with reality. Hence, the individual minds
unify the flow of experiences into the coherent narra-
tives and connect them with other narratives (NONAKA
I. ET AL. 2000).

In confronting with the real world, we should admit multi-
ple interpretations and seek those that are the most useful for
a particular purpose, knowing that there is no ultimately
correct interpretation.

All these aspects embrace quality in a complex way.

Tools

A wide range of general management methods is available
for organizations, as well as also a lot of related training and
consulting. However, the different methods may not be com-
patible or may even be contradictory and rival. Creating,
maintaining and developing a suitable tool set is the organi-
zation's own strategic responsibility. Well-established man-
aging practices, for instance evaluating and planning meth-
odologies, are useful also for the organizational learning and
auditing (ANATTILA, J., JUSSILA, K. 2018).

Practical means, tools, methods, etc., should be used to get
the quality approach substantial in practice. These tools are
only partly created and maintained by the quality experts.
Hence, in addition to direct quality-minded tools, the organi-
zation’s ‘Business excellence tool kit’ includes also method-
ologies to be used for financial, human resource, and risk
management, as well as for technology management, acquisi-
tions, marketing, etc. The organization should have a sys-
tematic procedure for maintaining and developing the tools.
The proved quality-originated tools include:

Process management model

Project management model

Self-assessment procedure

Process auditing

Benchmarking procedure

Business strategy card (a company-dedicated score-
card) procedure

e  Problem solving and improvement procedures

Tools are required to carry out the business operations as
usual, and additionally the tools and methods are needed for
organizational learning capabilities like aspiration, reflection,
conversation and conceptualization. However, all the tools
have only an instrumental value.

Also theories can be considered as tools, particularly in the
thinking process. Through developing practical tools and
methods, theories are brought to practical tests that in turn
leads to the improvement of the theories. We particularly
have seen valuable and useful theories in the context of
quality integration:

e  Critical scientific realism as the solid foundation of the
scientific approach and practical realizations
(NTINTLUOTO, 1. 1999)

e Popper’s three worlds theory (POPPER, K. 1978) for
recognizing the diversity in people’s understanding

e Positive psychology for understanding the importance
of people’s character strengths (PETERSON, C.,
SELIGMAN, M. 2004)
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e Metrology as the theoretical foundation for measure-
ments and evaluations (OIML 2010)

e Etymology for clarifying concepts and terms

It is important tat tools are based on theories. Without un-
derlying theory, you get tools which might work or fail in
certain situations, but you don't know why. The tool's useful-
ness may depend on irreproducible aspects of a particular
person's skill. With no underlying theory, we may not know
the limitations of a tool, or we can even achieve harm if the
tool is used inappropriately. In our rush to solve practical
problems, we may grab at ready-made solutions that neither
address the fundamental causes of a problem, nor stretch our
thinking in important new directories.

Managing infrastructure

Understanding the infrastructure (ISO 2015b) helps us to
define the context of the organization. Infrastructure consists
of the organizational system of facilities, equipment and
services needed for the operation of an
organization. Internal context
(ISO/IEC 2012) of the organization is

Plan Do

which are utilizing new disruptive technologies. This makes
it possible to develop quality management in a more sus-
tained manner than being based on the formal organizational
structure. This framework model utilizes the most exemplary
international ideas and is based on what can be learnt particu-
larly with business partners and by global benchmarking.

Managing elements, which are relevant in all organizations
and which also include the necessary quality management
activities, are presented in Figure 5.

Also the quality management practices are activities at
these managerial levels of the model. For instance, the mod-
el can be the foundation for applying the management system
standards, including the ISO 9000 and ISO/IEC 27000 stand-
ards, and the performance excellence models.

Established managing processes operate according to the
PDCA (Plan—Do—Check—Act) model, which also is used in
many management related standards. In fact, the PDCA
model covers the following three different application areas,

Improve
Control and assure

the combination of internal factors and  Corporation

conditions that can effect on the or- (Business CULTURAL/NORMATIVE

ganization’s approach to developing community)

and achieving its objectives. ) L~ — A o T
Infrastructure consists of the means  Business C

through which the organization makes ~ Areas STRATEGIC P U

available resources to support people (customer- R S

in their work and consists of facilities, Segmented) N~ A A T~ 0 T

equipment and services needed for the D 0

pperatiqn of the Qrganization. The  gysiness OPERATIONAL _ ’g _>M

innovations of the infrastructure sup-  processes E

port the organizational learning for the I~ AN A~ T R

necessary changes in the ‘social archi-

tecture’, including changes in the Individuals HUMAN

organizational structures, new designs or teams

for work processes, new reward sys-

tems, information networks, etc.

In order to realize quality manage-
ment practices in all parts of the com-
pany and at all levels of the business
system and its management, the organ-

Fig. 4. The quality management realization model and management framework consisting of
four levels of competence, responsibility, and learning

ization-wide management structure, or
in other words the leadership infra-
structure or framework, should be
defined and developed. The multipur-
pose framework model (Figure 4),
which consists of four levels of man-
agement competence, responsibility,
and learning within the corporation,

Mission
(Purpose,
justification
of the
existence)

Vision

Development
projects,
"Becoming Better”

Strategies

Resources,
Procedure
documents,
Tools

Operational
processes,
"Earning Money”

Policies

has proved useful.
This model covers the organization's
all business functions in a natural and

. Purpose
flexible manner. The model can adapt g?:he
efficiently to various organizational company

changes as well as various new em-
phases in the business and in quality
thinking, for instance new startups,

SHARED BUSINESS VALUES

Strategic plans Realization means Action
3.5 1.3 just now
years years year

Fig. 5. Managing elements that come into practice in the managing framework of Figure 4

ARCHIWUM INZYNIERII PRODUKCJI



JUHANI ANTTILA ET AL. / PRODUCTION ENGINEERING ARCHIVES 18 (2018) 3-13

which is why we call it the ‘triple PDCA’ model:

1. Rational control (operational)

2. Continual rational small step improvement (operation-

al), the ‘Kaizen’ approach

3. Innovative breakthrough changes (strategic)

The management framework and the triple-PDCA ap-
proach also provide organizational arrangements for the
organizational learning loops. Single-loop learning is about
correcting errors without questioning underlying assump-
tions, and double-loop learning detects errors, questions
underlying assumptions behind the actions and behavior and
also learn from these mistakes. The triple-loop learning is
operating at a higher level; it develops the organization’s
ability to learn about learning; it answers to question, ‘How
do we decide what is right?’ (TOSEY, P. ET AL. 2012)

Risk management is an essential part of the quality man-
agement, information security management and also other
specialized management areas (ISO/IEC 2012). The success
of risk management will depend on the effectiveness of the
management framework providing the foundations and ar-
rangements that will embed it throughout the organization at
all levels (ISO 2009). The framework assists in managing
risks effectively through the application of the risk manage-
ment process at varying levels and within specific contexts of
the organization. The framework also ensures that the risk
related is used as a basis for decision making and accounta-
bility at all relevant organizational levels.

2.3. Domain of Change

In order to achieve major changes in the organization's op-
erations, the organization should develop the cornerstones of
the Domain of Action (Figure 3) more effective and efficient.
In this context the responsible people should look at the
business system from outside. The driver of the change is
expresses in the Figure 3 by the 'Pump Effect' phenomenon,
which originated from the three capabilities of the Domain of
Change.

Awareness and sensibilities

The ideas that revive the organization come from outside
the organization. It requires awareness and sensitivity to see
how the world shifts. Hence, we become increasingly aware
of the world, see the assumptions and practices and begin to
imagine alternatives. People perceive the world and its
events and phenomena differently, and their thinking pro-
cesses create different articulations (POPPER, K. 1978). The
practices of networking and dialogue improve listening and
increase mutual understanding. Today, modern communi-
cating and collaborating means provide unlimited possibili-
ties for effective participation. Deeper patterns of meaning
flow through the collective thought and transforms our expe-
rience of what is possible. This will increase awareness of
the presence or absence of spirit in the organization.

Beliefs, attitudes and interests

Gradually, new awareness is assimilated into basic shifts in
attitudes and beliefs, which represents change at the deepest
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level in the organization's culture. Deep beliefs are often
inconsistent with espoused values in organizations. The story
we tell ourselves over and over again acts as the carrier of
culture. Hence, the confidence and trust develop within us.
This is simply based on firsthand experience of the power of
people living with integrity, openness, commitment and
collective intelligence

Skills and capabilities

Managing business of any organization requires many spe-
cific areas of knowledge, including quality management,
information security management, etc. The expert knowledge
and skills are well known to various specialists but typical
business leaders are generalists and do not have so much — or
not enough — knowledge or experience that they were able to
take into account specialized issues effectively and efficient-
ly with regard to their managerial roles. In addition, top man-
agement often is overly emphasizing financial aspects of the
business.

The skills and capabilities that particularly are required for
the organizational learning consist of (SENGE, P. ET AL.
1995):

e Aspiration: the capacity of individuals, teams, and the
whole organizations to orient themselves toward what
they truly care about

e Reflection and conversation: the capacity to reflect on
deep assumptions and patterns of behavior, both indi-
vidually and collectively.

e Conceptualization: the capacity to see larger systems
and forces at play and to construct public, testable
ways of expressing the views. Systems-thinking is vi-
tal for these skills, especially together with the reflec-
tiveness and openness fostered by working with men-
tal models.

These skills lead to new awareness because they bring

about deep shifts in how we think and interact with one an-
other.

3. Transformation to the new integration

As circumstances change constantly, the organization must
be constantly ready to renew through both small and radical
changes. Environmental and business-internal changes are
very closely related to the quality management, too.

Strategic breakthrough management implies a radical dis-
continuous transformation, which means a change of form,
shape or appearance. After Deming (DEMING, W.E. 1993),
the Greek word metanoia is a more suitable than transfor-
mation. It means penitence, repentance and reorientation.
Basically, it is a spiritual conversion. Transformations do not
happen spontaneously but by decisive actions. In organiza-
tions transformations are initiated and managed from the
strategic (top management) level of organization. Transition
also typically faces the opposition, and thus also resistance,
and typically the development continues according towards
the new integration according to the seven phases (BUTCHER,
D. ET AL. 1997) described in Figure 6.
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Defensiveness - Retreat
into false competence.

Denial of need
to change

1. IMMOBILISATION
Shock - Mismatch between
expectations and reality

_|Beginning a transition

7. INTEGRATION

z::\f;;:gce Confidence - New attitudes
and behavior became
part of behavioral
2. DENIAL repertoire

3. INCOMPETENCE
Anger, frustration and
confusion - Awareness
that change is
necessary
but unsure
what to do.

6. SEARCH FOR MEANING
Curiosity - Trying to
understand how and why
new behaviors are better.

5. TESTING

Trying new approaches
and coping with risk of
failure (trepidation)

4. ACCEPTANCE OF REALITY
Sadness - Letting go to past
attitudes and behavior.
Excitement - At prospect of
improved performance

lime

Fig. 6. Transformation with the typical consecutive transition phases

Performance evaluation of the organization is a normal ac-
tivity incorporated with the changes of the business systems.
Evaluation criteria should take into account performance
enablers (processes) and also the results obtained with them,
and they should emphasize organizational learning and inte-
gration (Table 2).

Table 2. Criteria for the evaluation of the overall business perfor-
mance of the organization as whole (NIST 2011, ANTTILA, J. 2009b)

other phrases such as business environment, organizational
environment or ecosystem of an organization are used for the
external context. From the quality point of view, the organi-
zation’s interested parties have the most important role, be-
cause the quality concept directly follows their needs and
expectations. Interested party (stakeholder) is a person or an
organization that can affect, be affected by, or perceive itself
to be affected by a decision or activity (ISO 2015a). Hence,
the essential questions for the organization’s quality man-

ployment of requirements

the rate of improvement of What? (organization’s product)

Processes (enablers) Results agement include:

1. Approach: The planned 1. Level: Levels of the 1. Who? (interested party)
actions, including process achieved results 2. Why? (value to organization itself)
plans, measures and de- 2. Trends: Sustainability and 3. How? (policy + processes)

2. Deployment: Executing the performance results 2
the planned approach in over time
practice 3. Comparisons: Perfor-

3. Learning: Capturing new mance relative to appro-
knowledge, including new priate comparisons or
innovations benchmarks

4. Integration: Embedding 4. Integration: Achieving the

the approach in the organi-
zation's strategies and the
management of the pro-
cesses and activities.

. Why? (value to the interested party)

results in a balanced and
comprehensive manner
according to organiza-
tion's strategic objectives

The value chains have been used to describe the organiza-
tion’s operation with certain interested parties, which are
involved in delivering products to the market. Now, howev-
er, the new forces have devastated value chains. The tradi-
tional five forces (PORTER, M. 2008) of buyers, suppliers,
substitutes, competitors and new entrants are surrounded by
three newer forces, digitalization, globalization and deregula-
tion. Hence new competitors may quickly produce new value

and anticipating the future
development.

Process-specific evaluations and audits also complement
the whole organization's evaluation (ANTTILA, J., JUSSILA, K.
2013).

4. The comprehensive reality of the operational
environment

The external context of the organization consists of the
combination of external factors and conditions that can have
an effect on the organization’s approach to developing and
achieving its objectives (ISO/IEC 2012, ISO 2015b). Also

relationships. The organization’s strategy can no longer be
based on the value chain but on finding ways to alter it radi-
cally through value networking (CHRISTENSEN, C. 1997).
The value network is the broader concept than the value
chain, and within it the organization identifies and responds
to all stakeholders’ needs, solves problems, procures input,
reacts to competitors, and strives for profit.

Also something still more subtle seems to be present in the
organization's learning (SENGE, P. ET AL. 1995) through the
'Domain of Change' and the 'Pump Effect'. This originates
from the true and all-inclusive reality, which differs from the
apparent reality that can be perceived by the senses and
which is only revealed through consciousness. This involves
sensibility to listen purposefully to what is needed and to
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know what needs to happen. These aspects are involved with
awareness and trust that are essential factors in quality man-
agement and quality assurance. The quest for the learning
organizations is to understand the roots of fragmentation in
our ways of thinking and being. The wholeness is real, and
fragmentation is due to actions of people.

5. Conclusions

The learning organization approach offers a natural busi-
ness-integrated solution for quality management, which has
unlimited possibilities of refinements and innovations, and an
experienced alternative to often artificial separate manage-
ment systems for quality and other specialized responsibili-
ties of management. However, organizational learning can
only give a competitive advantage in quality management, if
the organization also applies the basic concepts and princi-
ples of professional quality work in a broad sense.

The ‘art and practice’ of learning organizations consist of
the ‘five disciplines’ (SENGE, P. 1990), which in this context
is understood as a body of theory and technique and could be
put in practice with certain skills and competences:

Personal mastery
Mental models
Shared vision
Team learning

. Systems thinking

The fifth discipline is the central issue also in quality man-
agement. It encourages organizations to look at business
issues from a holistic perspective, which also is aligned with
the approach of quality integration but differs from the quali-
ty (management) systems of narrow scope.

Based on the authors’ practical experience as highlighted
in this article, the most essential measures for ensuring the
effective quality management through organizational learn-
ing consist of:

e Integration: Reinforcing the organization’s general
management through applying business-appropriate
management principles and methodology, and embed-
ding wide-ranging and multidisciplinary professional
quality elements within the organization’s normal ac-
tivities of the strategic and operational management

e  Responsiveness: Being able to adjust quickly to sud-
denly altered external conditions and to resume the
operation without undue delay, and aiming at dynamic
and flexible business management

e [nnovation: Striving continuously for the organiza-
tion's new business-specific innovative solutions and
encouraging various choices for the business integra-
tion, even using disruptive solutions. Emphasizing the
organization’s unique approach instead of only follow-
ing standard requirements

e  Collaboration: Communicating and working together
with colleagues and appropriate multidisciplinary
knowledge communities that appreciate connectivity,
interactivity, and shared knowledge and resources

O

ARCHIWUM INZYNIERII PRODUKC]JI

References

ANTTILA, J., JUSSILA, K., KAJAVA, J. 2012. Reinforcing business integration
in managing specialized disciplines in organizations, Management sys-
tem standards viewpoints, The International Symposium on Quality,
Solin, Croatia.

ANATTILA, J., JUSSILA, K. 2018. The role of internal auditing in the devel-
opment of the organization towards the excellent performance, The 19"
International Symposium on Quality, Plitvicka jezera Croatia.

ANTTILA, J., JUSSILA, K. 2017a. Universities and smart cities: The challeng-
es to high quality, The 20" QMOD Conference, Elsinore Denmark.
ANTTILA, J., JUSSILA, K. 2017b. Out of the crisis of the quality profession:
The new renaissance in the quality discipline, IAQ Quality Forum, Bled

Slovenia.

ANTTILA, J., JUSSILA, K. 2017c. ISO 9001:2015 — a questionable reform.
What should the implementing organizations understand and do? Total
Quality Management and Business Excellence, DOI:
10.1080/14783363.2017.1309119.

ANTTILA, J., JUSSILA, K. 2017d. Understanding quality — conceptualization
of the fundamental concepts of quality, International Journal of Quality
and Service Sciences, Vol. 9 Issue: 3/4, DOI:10.1108/1JQSS-03-2017-
0020.

ANTTILA, J., JUSSILA, K. 2013. An advanced insight into managing business
processes in practice, Total Quality Management & Business Excel-
lence, DOI:10.1080/14783363.2013.791105.

ANTTILA, J., JUSSILA, K. 2011. From quality management principles to good
management principles — Business-integrated approach to quality man-
agement, The 8" China Shanghai international symposium on quality
and the forum of International Academy for Quality.

ANTTILA, J. 2009a. Business performance self-assessment and criteria
‘3inl’, http://qiblog.blogspot.fi/2009/12/business-performance-self-
assessment.html

ANTTILA, J. 2009b. Self-assessment methodology and criteria ‘3inl Start’,
http://player.myzef.com/service/ajax/?q=1110-7b88848k

BROWN, S., EISENHARDT, K. 1998. Competing on the edge. Strategy as
structured chaos, Harvard Business School Press, Boston, USA.

BUTCHER, D., HARVEY, P., ATKINSON, S. 1997. Developing businesses
through developing individuals, Cranfield School of Management,
Cranfield England.

CHRISTENSEN, C. 1997. The innovator's dilemma, Harvard Business School
Press.

DEMING, W.E. 1993. The new economics for industry, government, educa-
tion, MIT Center for Advanced Engineering Study, Cambridge, MA
USA.

EFQM 2017. http://www.efqm.org/efqm-model/fundamental-concepts.

ISO CENTRAL OFFICE 1994. Press release July 14, 1994, ISO Geneva,
Switzerland.

ISO/IEC 2012. Directives, part 1, Consolidated ISO supplement — proce-
dures specific to ISO, Annex SL, proposals for management system
standards, Geneva Switzerland.

ISO/IEC 2011. ISO/IEC 29100 Information technology - Security techniques
- Privacy framework, ISO, Geneva Switzerland.

ISO 2018. ISO 9004, Quality management - Quality of an organization -
Guidance to achieve sustained success, ISO Geneva, Switzerland.

ISO 2015. ISO 9000, Quality management systems - Fundamentals and
vocabulary, ISO Geneva, Switzerland.

ISO 2015. ISO 9001 quality management systems — requirements, Geneva
Switzerland.

ISO 2009. ISO 31000 risk management - principles and guidelines, Geneva
Switzerland.

KUISMA, M., SEPPANEN, P. 2015. Suomen suurimmat bisnesmokat -
tarinoita huippujohtamisesta, (The biggest business blunders in Finland
— Stories of the high level of management). Kustannusosakeyhtié Sil-
tala, Finland.

NIINILUOTO, L. 1999. Critical Scientific Realism, Oxford University Press.

NIST (National Institute for Standards and Technology) 2011. 2013-2014
Baldrige criteria for performance excellence, NIST, Washington USA.
http://www .nist.gov/baldrige/publications/business_nonprofit_criteria.cf
m.

NONAKA, 1., TOYAMA, R., KONNO, N. 2000. SECI, Ba, and leadership:
A unified model of dynamic knowledge creation. Long range planning
33, Pergamon.



JUHANI ANTTILA ET AL. / PRODUCTION ENGINEERING ARCHIVES 18 (2018) 3-13

OECD 2002. Guidelines for the security of information systems and net-
works - Towards a culture of security, OECD, Paris France.

OIML (International Organization of Legal Metrology) 2010. V' 2-200,
International  vocabulary of metrology, Geneva Switzerland.
http://www.oiml.org/publications/V/V002-200-¢10.pdf.

PARIS, C. 2016. Surviving ISO 9001:2015, Oxebridge Quality Resources
International LLC, USA.

NONAKA, 1., TOYAMA, R., KONNO, N. 2000. SECI, Ba, and leadership:
A unified model of dynamic knowledge creation, Long range planning
33, Pergamon.

PETERSON, C., SELIGMAN, M. 2004. Character strengths and virtues:
A handbook and classification. Oxford University Pres. Oxford UK.
POPPER, K. 1978. THREE WORLDS, THE TANNER LECTURE ON HUMAN
VALUES, Delivered at the University of Michigan, April 7, 1978.

http://tannerlectures.utah.edu/_documents/a-to-z/p/popper80.pdf

PORTER, M. 2008. The five competitive forces that shape strategy, Harvard
Business Review, January 2008.

SARAIVA, P., ANDERSEN, B., SORQVIST, L., WATSON, G. 2015. Structured
improvement for the 21st century: A new model for Europe. IAQ 2015
World Quality Forum, Budapest Hungary.

SENGE, P., ROBERTS, C., R0OSS, B., KLEINER, A. 1995. The fifth discipline
fieldbook, Nicholas Brealey Publishing Limited, London, UK.

SENGE, P. 1990. The fifth discipline, Doubleday, USA.

TOSEY, P., VISSER, M., SAUNDERS, M. 2012. The origins and conceptualiza-
tions of ‘triple-loop’ learning: A critical review, Management Learning
43(3), DOLI: 10.1177/1350507611426239.

AR ERBREERETEYHEM

W sEE BE

s B TR AU A . NG B R, DAL LR AR AR SR 250, A5
o B B R A AR R, AT, R EGERURAE . 2 4U B E TR 6T A T
J AL HERISCHE. H RIS PRI BLR B, S 3 T AR = i T AT B, X R AR
HgE R R EE A BRI A P MR A . 2 RS bR () B R B R B T R SRR
L R SEARETIERA ST SRR . 7EASCHR, JATIRE T —Fh BT 5, BRI
AR IR E RS, BB AR R - RS, PR E A E R B, R

AT IR B IE 5 FL 55 BE B . AT R B AR T B, HAESL S
BE AN SR E A SSN. B 20000k, P Ok A AR SEBR2H 2R S 491 11
RBHENELE . WA IR A WAL, AU IS 4, G /)N T S PR AR B 34T 5
o XM 2B, T HRAAR AR S R 2 B BOL R R A,
TN RT R E o ZHZA5 S SR AT BAUA— S50 sCHE BN Ao X BRI GR PF it R — I3
B EE IS, MEERIGULERER (IR MRS R, RIS, 17
flibriE R IR AL S AR A o AL SRR AR SRR A JRe b 55 H A T R4 4 28 X LA AR
o IZZHLA NS AN LAUHE B A, TR I A (B 4 T R MARA LB e k. X
AN SZ FS AT A ELSE IS, BN E TR A B B s Bl sE, i B R A T R
AREFR IR VX — G KRS AR, XL R PR BN SR SRE A R R

13 ARCHIWUM INZYNIERII PRODUKCJI



