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FOREWORD
The crisis in quality and the issues that many western countries now face in their search for
meaningful structures to guide National and International models of organization excellence
brought a group of leading management scholars to the University of Technology, Sydney in
January 2006. This book is one part of the output of that meeting of the Multinational Alliance
for the Advancement of Organizational Excellence (MAAOE). I emphasize one part because as
interesting and important as this book is its principal value for me will be as a reminder of and a
reference to three exciting and uniquely stimulating days.
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While this book covers a wide range of issues, and each reader will find a different point of
appeal, I found myself particularly interested in four related matters:
x

A questioning of the traditional quality management view of customers and the
proposal that organizations take a stakeholder rather than a customer perspective and
adopt the concept of citizenship where stakeholders and customers have a reciprocal
responsibility.

x

Description of the differences between the manufacturing economy in which our
quality management and organization excellence models were developed and the
knowledge economy we now find ourselves in. The existence of organizations, even
industries, that experience icreasing returns, and where quality has given way to
innovation and adaptability, and first to market strategies demand that we look again
at management models developed in a very different social and economic
environment.

x

The challenge posed by the Micro/Small to Medium business sector to the traditional
view that quality management has relevance to all forms and sizes of organization.

x

The history of quality management is deficient, misleading and often false. This
being especially true of the immediate post-war period in Japan where the pivotal
role of Homer Sarasohn, Ichiro Ishikawa and the Union of Japanese Scientists and
Engineers have either been insufficiently recognized or ignored.

As several chapters in this book propose, and as it became clear by the end of the Sydney
meeting of MAAOE, quality management has entered a new phase – its third generation. That
“new” quality management has among its features an explicit theory, a focus on stakeholders
rather than customers, rejection of the notion of consumer sovereignty and a redefinition of two
of the central tenets of traditional quality management – continuous improvement and
management by facts.
As Chairman of Australia’s oldest and now only surviving national quality management
organization I was left wondering how organizations such as AOQ ensure that we are both
aware of advances in thinking such as that presented in Sydney, and able to transfer that
thinking to the quality profession at large. I strongly believe that a professional organization
such as AOQ and kindred organizations have a major, and hitherto largely neglected, role to
play in keeping the quality industry abreast of new thinking. The starting blocks for a new stage
of the quality journey are set in place by this excellent collection of research, which unusually is
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written with the practitioner in mind, and even more unusually presented with practitioners
present.
I commend this book to all who are interested in management in general and quality
management in particular, and praise the manner in which such complex and controversial
issues have been presented.
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Russell Veitch
Chairman, Australian Organisation for Quality
Sydney
February, 2007
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PREFACE
The chapters in this book have been developed from papers presented at the fifth meeting of the
Multinational Alliance for the Advancement of Organizational Excellence (MAAOE) held in
Sydney, Australia in January 2006. MAAOE is an alliance of researchers and practitioners from
around the world dedicated to the creation, dissemination and application of interdisciplinary
and multicultural knowledge for organizational excellence. MAAOE was formed in
November1998 on the initiative of Rick Edgeman (Colorado State University) and Doug
Hensler (University of Colorado). Rick and Doug shared a concern that on the one hand there
was a widespread and growing use of business excellence models of management throughout
the world, and on the other those models, and the quality management methodology on which
they were based, had attracted so little critical scholarly attention that they had neither a
theoretical foundation nor substantive empirical support.
Having easily convinced each other of the nature and importance of the problem, and the need
for it to be brought to the attention of other management scholars, Rick and Doug invited
several colleagues whom they knew to be researching in the area of quality management and
organizational excellence to a meeting at Colorado State University, Fort Collins in November
1998. At that meeting it was agreed that while there was clearly a need for further research on
quality management and organizational excellence the greater need was for a number of
scholars, sufficient to establish a critical mass to address, on an ongoing basis, aspects of those
management models. With that objective in mind those attending the Fort Collins meeting
decided to create a formal organization (MAAOE) and under its aegis invite management
scholars from around the world to a conference in Colorado in 2000.
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Agreeing to establish an organization to be called MAAOE, the Fort Collins meeting set as its
objective “…to become the premier interdisciplinary organization driving organizational
excellence through creation, dissemination, and application of knowledge relevant to the
advancement of organizational excellence.” The meeting also chose to use “organizational
excellence” to span the more common terms “business excellence” or “performance excellence”
that were then in more prominent use. In addition to establishing an objective for the
organization the meeting elected Rick Edgeman and Doug Hensler as joint Executive Directors
of MAAOE, identified three guiding principles and agreed on a definition of organizational
excellence. Those principles were:

iv

1.

Create and identify a critical mass of ideas and foster an international community of
interdisciplinary scholarship focused on organizational excellence.

2.

Disseminate knowledge relevant to organizational excellence for the purpose of
positively affecting organizational practice.

3.

Encourage the application of knowledge relevant to the advancement of
organizational excellence through organizational practice, and to ensure and
participate in the application of knowledge in practice.
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Organizational excellence was defined as:
The overall way of working that balances stakeholder concerns and increases the
probability of long-term organizational success through operational, customer-related,
financial and marketplace performance excellence.
The sentiment that underlies MAAOE (and has been a major contributor to the collegial
character that it has developed) is best expressed in an unpublished paper written in 1999 by
several its founding members:1
One of the major responsibilities that the members of MAAOE must accept is the requirement to
create new knowledge. The creation of new knowledge is most demanding and rewarding for
those who accept that responsibility. The flight from the word ‘quality’ that is being played out
on the world stage is occurring as a result of the tainted nature that the word has attracted over
the past couple of decades arising from the perception that the pursuit of ‘quality’ has not
delivered the benefits promised by proponents of the ‘quality message’.
There are those who have deserted and shunned the word ‘quality’ for that reason and that
reason alone. There are others who have determined that the word ‘quality’ does not adequately
describe the reality that they are espousing, even when coupled with the words ‘total’ and
‘management’, or any other combination of clarifying or qualifying words. Although this is a
more principled position, it may, nevertheless, be based on a difficulty that has not been fully
confronted and hence constitutes an ‘easy way out’.
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These issues have not necessarily stemmed the flow of publications by authors, who are often
the same people who are leading the flight from the word ‘quality’. Much of the literature deals
with theory and implementation of ‘quality management programs’ without appropriate
definition of what this means. The knowledge creation responsibilities which MAAOE must
embrace must be addressed at three levels, the development of theory, the evolution of new
methods, techniques and approaches and the meticulous and searching research of what does
and what does not work – and why.
The disparate and, often disconnected activities that can be described as ‘quality management’
or ‘total quality management’ have often created confusion among those to whom quality
programs have been ‘done’. In many cases, a collection of techniques has been presented to an
unsuspecting workforce in the form of ‘quality training’. Often, the training was entirely
unconnected to the work that those being trained were engaged in, or worse, they thought that it
was! In other cases, one particular aspect has been focused on, say ‘top management
commitment’ – with the consequence that a ‘leadership’ program has been prescribed for
unconvinced and uncommitted ‘top management’. ‘Communication’ followed close behind,
when these other panaceas failed. ‘Empowerment’ became a focus as the missing ingredient,
particularly when the issues of service quality rather than product quality came into vogue.

1

For further discussion on the formation and mission of MAAOE, see John Dalrymple; Rick L. Edgeman; Mark Finster;
Jose-Luis Guerrero-Cusumano and William C. Parr. 1999, “Next-generation quality management: multinational,
multidisciplinary and performance-focused”, The TQM Magazine, Vol. 11, No. 3, pp. 138-141.
John Dalrymple; Rick L. Edgeman; Mark Finster; Jose-Luis Guerrero-Cusumano and William C. Parr. 1999-2000, “A
White Paper: Quality at the Crossroads of Organizational Excellence and the Academy”, Quality Engineering Vol. 12,
No. 1, pp. 97-104.
John Dalrymple; Rick L. Edgeman; Douglas A. Hensler and Faizul Huq. 2001-2002, “Knowledge Dissemination and
Advancement of Organizational Excellence”, Quality Engineering, Vol. 14, No. 2, pp. 307–311.
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In parallel, there were the various ‘gurus’, all of whom had their own approach to ‘making it all
happen’. Deming had his 14 points, whilst Crosby had his 14 step procedure. Peters went ‘in
search of excellence’ while Camp introduced ‘benchmarking’ and Hammer developed ‘business
process reengineering’. Many of these approaches were pursued with vigor reminiscent of the
Crusades – and in some cases with an equal proportion of bigotry, with one group of followers
deriding and belittling the work and contribution of the other or others.
…what is required is that work must be done to establish a paradigm within which the future of
quality management research can be determined. At present, there appear to be various ‘schools
of thought’ which best explain some of the observations which are made in the field of quality
management, whilst ignoring others or treating them on an ad hoc basis, leaving others again as
problems to be tackled by further research. An important task in the knowledge creation
activities must be to participate in the search for a paradigm of quality management to be used
as the basis for future quality management research. This fundamental research problem must
be informed by research activity and knowledge creation in the fields of development of the
discipline and application. Indeed, it is the view of MAAOE that next-generation quality
management is multinational, multidisciplinary and performance-focused.
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The first MAAOE conference was organized by Rick Edgeman and Doug Hensler and held at
Estes Park, Colorado in August 2000. The conference was opened by Sean Conlan (President,
European Organization for Quality), attracted one hundred and twenty participants, received
keynote addresses from Harry Hertz (Director, Malcolm Baldrige Award Program and Frans
Stevens, (CEO, Dutch Quality Institute), and heard 40 papers that were subsequently published
as, Proccedings of the 1st International Research Conference on Organizational Excellence in
the Third Millennium. Support for the conference, the high quality of the papers and three days
of stimulating discussion left little doubt that the concerns first shared by Doug Hensler and
Rick Edgeman, and later with a number of international colleagues, were widely supported and
there was a strong demand for MAAOE to hold at least one further meeting. It was agreed that
a second meeting would be organized by Philippe Hermel and held at the University of
Versailles in September 2001. Presented in both French and English that meeting attracted one
hundred and sixty attendees from thirty countries, heard forty-one papers on the theme
“Towards A Sustainable Excellence: Strategy, Quality, Innovation, and published two volumes
of Proceedings. Subsequent meetings (they had become more like a meeting of colleagues than
a conference) following the same pattern as the Estes Park and Versailles meetings of were held
in Paisley, Scotland and Melbourne, Australia.
On the suggestion of Jan Jonker it was agreed that MAAOE V, which was to be held in Sydney
in January 2006, would be organized differently from previous meetings. It was decided that
the output of the Sydney meeting would be a book rather than Proceedings. As a consequence
of that decision it was further decided that attendance would be by invitation and limited to forty
participants. One hour would be allocated to each paper, which would be in draft rather than
final form, and each paper would be introduced by a Discussant for some fifteen-to-twenty
minutes after which the author(s) would have the same time to present and respond to the
Discussant with the remaining thirty minutes available for discussion. The purpose of that
somewhat unusual format was to give author(s) the advantage of both a thoughtful critique and
thirty minutes of comment from their colleagues to assist the revision and refinement of their
paper before presenting it for publication some three months after the meeting. The theme set
for MAAOE V was Quality Management and Organization Excellence: Oxymorons, Empty
Boxes, or Significant Contributions to Management Thought and Practice.
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As the reader will discover, the chapters in this book range from the descriptive to the analytic
and from the contemporary to the historic and manage to touch upon (and in several cases do
much more than that) most of the issues that currently beset the inextricably related subjects of
quality management and organizational excellence. Indeed, one of the more important features
of this book is that it shows how inextricable that relationship really is and gives the lie to those
who assert that organizational excellence is something relatively new, and not at all related to
the now somewhat unfashionable and widely disparaged quality management. Another
important, and unexpected, feature of the book is that, perhaps for the first time, we are able to
get a relatively clear view of what a number of writers are calling third generation quality
management – a new form that eschews the hyperbole, cant and hubris of Crosby, Deming and
Juran, yet promises to retain the essence of what Walter Shewhart was developing in the 1920s
and 1930s and the Japanese put to such effect after World War II.
Change is not new to quality management – it has been evolving since the first of its elements
were put in place by Walter Shewhart in the 1920s and 1930s. However, until relatively
recently those changes have been of a somewhat marginal and disjoint nature. The changes now
occurring to quality management are a response to a number of deficiencies and difficulties that
on their becoming evident in the 1990s led to its widespread rejection as another management
fad - not least of its difficulties was its articulation and promotion by consultants.
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The quality management that emerged from the MAAOE discussions in Sydney has an explicit
theory; rejects the notion of customer sovereignty (though customer focus remains central);
recognizes that customers may not always be stakeholders; distinguishes between organizational
and environmental sustainability; focuses on meeting the wants and expectations of all
stakeholders; explicitly addresses the issue of “social responsibility”; looks to stakeholder
loyalty rather than stakeholder satisfaction; rejects “continuous improvement” and “management
by facts” as relics of the shop floor and manufacturing orientation of second generation quality
management. Perhaps the most interesting feature of this new quality management is that it is
being developed and articulated by management scholars rather than consultants.
As the chapters of this book were being edited for publication plans were finalized for MAAOE
VI, at the University of Versailles, Saint Quentin-en-Yvelines in June 2007. That meeting,
which will produce a second MAAOE book, has as its theme New Perspectives on the Theories
and Practices of Organizational Excellence.
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