PAGE  
21
 Quality Management Practices in Selected  Asian Countries: A Comparative Study

________________________________________________________________________


QUALITY MANAGEMENT PRACTICES 

IN 

SELECTED  ASIAN COUNTRIES:

A Comparative Study

Quality, Productivity, and Performance Track

By 

Dr. Chan, Teng Heng  & Dr. Hesan A. Quazi

Associate Professors

 Nanyang Business School, 

Nanyang Technological University, Singapore.

Nanyang Avenue, Singapore 639798

Tel. 65-790-6926, Fax. (65) 791-3697 (int’l)

E-mail: achanth@ntu.edu.sg; ahaquazi@ntu.edu.sg
 QUALITY MANAGEMENT PRACTICES

 IN SELECTED ASIAN COUNTRIES:

A Comparative Study 

by 

Chan, Teng Heng

Associate Professor, Nanyang Technological University, Singapore

ABSTRACT

Nine countries in Asia were included in this comparative study of quality management practices. The countries were selected based on the availability of co-researchers in quality management at the time of the study. Fifteen researchers were involved in this study.  Almost all of the countries experienced high GDP growth (exceeding 10%) in the late 1980s for almost a decade. Industrialisation and economic growth have concurrently spurred the development of quality management practices in these countries. In the latter half of 1997,  many of these countries their worst economic difficulties since their industrialisation with the help of the Tokyo-based Asian Productivity Organization. Initially, the member nations of the APO worked to improve productivity of their country. Quality Control Circles (QCCs), which worked well in Japan, were first adopted as the quality improvement practice. Between 1970s and 1980s, these countries had very active QCC activities. As more complete quality management systems were developed, TQM ( late 1980s) and ISO 9000 (1992) widely accepted in these countries. The development and adoption of a comprehensive quality management system were slower in certain countries. Singapore and South Korea are currently ahead in the implementation of quality management practices with the adoption of global and  world-class standards. Malaysia is quite close behind. Philippines has a few years of experience with its national quality award and will move towards world-class very soon. Thailand has yet to form such an award but like the other countries, has already ISO 14000 in place.  Indonesia and India have yet to move on to world-class quality standards while Bangladesh and Brunei is the furthest behind in the implementation of quality management practices. Brunei is the only country which is not a member of APO. For the quality management system to permeate the industries, the mobilisation of national quality or productivity bodies is required to promote and advance quality management practices. South Korea, Singapore, Malaysia and Philippines have done that very well. There are common lessons to be learned from the implementation of quality management practices across these Asian countries and these lessons are valuable for multinationals, which have offices and factories in these countries.

INTRODUCTION

This study compares the evolution and development of quality management practices at a national level in selected Asian countries, from 1960 onwards. They include nine countries :

· Bangladesh

· Brunei

· India

· Indonesia

· Malaysia

· Philippines

· Singapore,

· South Korea, and

· Thailand

These countries were included in the study based on the availability of suitable co-researchers. Countries like Taiwan, China and Japan were not included, as the co-researchers could not meet with the timing and requirements of the study due to economic and other reasons. 

As far as is known to the co-researchers from these nine countries, there are few comprehensive studies done in the these Asian Countries. Data on quality management for these Asian countries is difficult to gather on a regional basis: however, there are independent researches on quality management on an individual country basis (Onglatco, 1985; Mansor, 1993; Hamzah and Ho, 1994; Sohal and Ritter, 1995; Steve McKenna, 1995; Baihaki H.Hakim, 1996; Ghosh and Wee, 1996; Idris, McEwan and Belavendram, 1996; Krasachol, Willey and Tannock, 1998; and Osman, Goon and Aris, 1998; Quazi and Padibjo, 1998).  Where comparative studies were conducted, these involved no more than two countries in the Asian countries. It is noteworthy that the Asian Productivity Organization, based in Japan, has been instrumental in raising productivity in each of these countries through their coordination and collaboration with the respective country productivity agencies. Some collective knowledge sharing has been organised in Asia through regional seminars on total quality (Mansor, 1993). Again, the information on quality management in these selected Asian countries has not been compiled in a comprehensive manager.

Hence, this study attempts to cull from the experiences of the fifteen experienced quality management practitioners, researchers and academics from universities in the nine countries in Asia.  By tracing the evolution from productivity programs to the present world-class practices, this study is able to identify key lessons that can be used in the implementation of quality management. This study is therefore particularly useful for international and multinational companies which operate in Asia, especially where cultural differences make the implementation of quality management very challenging. 

PROFILE OF SELECTED  ASIAN COUNTRIES 

Some of the countries in this study share similar political origins: Bangladesh, Brunei, India, Malaysia and Singapore were formerly British colonies while Indonesia and Philippines were colonies of the Dutch and the Spanish countries; only Thailand was free from any colonial masters. South Korea experienced a very traumatic civil war before it separated from North Korea to rebuild its economic and industrial infrastructure. The development of quality management practices for each of the countries was much affected by the economic development of the country. For instance,  Bangladesh which  has a high population, low industrialisation, and low per capita income, has to overcome many infrastructure problems before it could promote quality in the country. Singapore and South Korea which had better industrialisation programs became more advanced in its development of quality management. It is also advantageous that all of the nine countries use English as the common language for regional communication in improving quality in their respective countries.

The profile of the Asian countries covered in this study is described below (see Table 1). The nine Asian countries have a population of over 1.4 billion, with India accounting for nearly 70% of the population while Brunei has only 315,000 people. Singapore has the smallest landmass of only 647 square kilometres, which resulted in a high density of 5,255 persons per square kilometre. In terms of GDP per capita, Singapore has the highest per capita GDP of US$24,600, with Brunei the next highest at US$18,800. India and Bangladesh, which have the highest population in the region, have the lowest GDP per capita of US$1,720 and US$1,380 respectively.

Table 1.  Density of  Population

Country
Population 

(m.)
Land Area (sq.km.)
Density

 (no./sq.km)
GDP per

capita US$

Bangladesh
127.1
144,000
882.6
1,380

Brunei
     0.315
         5,770
           54.6
18,800

India
1000.8
3,287,590
304.4
1,720

Indonesia
212.9
  1,919,440
         110.9
  4,600

Malaysia
20.9
     329,750
           63.3
11,100

Philippines
 77.7
     300,000
         259.0
  3,200

Singapore
3.4
            647
      5,255.0
24,600

South Korea
46.8
98,480
475.2
12,600

Thailand
60.0
     514,000
         116.7
  8,800

Selected  Asian Countries
1422.8
  6,455,677
220.3
  3,042.6

Source:  Adapted from Country Factbook Web Page (1999)

In terms of country infrastructure development, Singapore, Brunei and South Korea apparently have the best-developed infrastructure facilities (based on numbers or reach of population) in the selected  Asian countries. (Table 2).

Table 2.  Infrastructure Status

Country
Electricity production 

& consumption

billion &  kWh

 kWh       capita     
Telephone

no.  (m.) &

% reach of population
Radio & TV

million
Highway

km/sq. km land

Bangladesh
11.5
90.4
0.25
0.19
n.a.
0.4
204,022
1.41

Brunei
 1.3
4,311
0.90
285.7
0.3
0.2
1,150
0.20

India
404.4
404
12
1.2
111
50.0
3,319,644
1.00

Indonesia
60.4
297
1.27
0.6
28.1
11.5
393,000
0.20

Malaysia
42.0
2,132
2.55
12.2
8.0
2.0
94,500
0.28

Philippines
25.6
350
1.90
2.4
9.0
9.2
156,997
0.52

Singapore
21.0
7,234
1.40
41.1
n.a.
1.1
3,010
4.65

South Korea
194.1
4,148
16.6
35.4
42
9.3
63,500
0.64

Thailand
77.5
1,295
1.55
2.6
10.8
3.3
64,600
0.13

Selected  Asian Countries
837.8
1,981
38.4
2.7
209
87.0
4,300,423
0.66

Source:  Calculated from Country Factbook Web Page (1999)

The development of each of these countries is quite similar: there are master plans for the systematic development of the industries in each country, and these plans revised every five years (Table 3). Most of these countries were originally agriculture-based; this shift from agriculture was made when industrialisation started, especially in the 1960s. Import substitution became the first goal in the master plan;  then, exports became the next step in the country’s development. When manufacturing activities became more established, the structure of the economy moved from the labour intensive industry (e.g. textiles) to the capital intensive (e.g. automobile assembly) and then to the high technology industries (e.g. semiconductor and wafer fabrication).  As a result, the economy of the  countries became manufacturing-oriented. In Malaysia, manufacturing and other industries contributed to more than 46% of its GDP. Brunei is still heavily dependent on its oil and gas industries to maintain its economy. South Korea is into heavy industries while Singapore focused on service and high-technology industries.

Table 3. Development Trends of  Selected  Asian Countries 

Country
Planning for Development
Industrial Changes*

Bangladesh
5 year National Development Plans

(now 5th plan)
Agriculture (33%), Industry (18%), services (49%)

Brunei
5 year National Development Plans
Oil and Gas (37%), unchanged

India
Technology Vision of India 2020
Agriculture (now 25%), industry (30%), services (45%)

Indonesia
5 year master plan (now 6th plan)
Agriculture (now 16%) to oil/gas & industries (43%)

Malaysia
20 year Outline Perspective Plans, with 5 year master plan  (now, 7th Master Plan) & industrial master plan (2nd)
Agriculture (14%) to manufacturing (45%). Once tin and rubber producer, moved to labour intensive manufacturing, then to capital intensive and high technology. World’s largest semiconductor grouping in Penang, and largest producer of palm-oil.

Philippines
Philippine Development Plan
Agriculture (22%) to services (46%) and industry (22%).

Singapore
20 year Economic Plan, with review and studies planned as required (1985 & PS21 studies)
Manufacturing (28%) to financial, shipping and tourism service (72%); manufacturing in high-tech industries: electronics, semi-conductors and wafer fabrication. 

South Korea
5 year Economic Development Plan

1970: Ten –year Industrial Standardisation Plan
Focused on heavy/chemical industries as engine of economic development. Basic materials, consumer goods, and industrial development placed South Korea as world’s largest economy in terms of GNP & trade volume

Thailand
5 year National Economic and Social Development Plan.
Agriculture (now 13%) to manufacturing (29%) and services (tourism). Agricultural products processing, world’s second-largest tungsten producer and third-largest tin producer.

*=Percentages show the present contribution of the specific component to the total economy (1996/97 figures are shown).

Sources: Country Factbook Webpage (1999), Individual Country Report on Quality Management (1999); Chan, NTU Research on Singapore (1999), Tan & Torrington (1998).

QUALITY INITIATIVES

As the countries developed into newly industrialised and industrialised (Singapore and South Korea) countries, productivity practices moved from product quality standardisation to extend to total quality where there is better interaction involving more departments in an Organization requiring teamwork and people involvement (Ishikawa, 1984). Table 4(a) shows the progressive development of quality initiatives in the selected Asian countries. This is summarised from the more detailed tabulation of  quality management practices in Table 4(b). 

Table 4(a): Summary of the Evolution of Quality Management Practice

 Across Selected Asian Countries


1960s to 1980s       Industrialisation, Import Substitution and Exports Drive

                   Product Quality Standards were initially the key focus in the    

                   Industrialisation program.

                   Formation of Productivity Groupings and Government Agencies 

                    overseeing quality was initiated by the Asian Productivity                 

                   Organization (APO).

1980s                     Formation of QCCs progressed under the productivity councils

                              Use of Improvement tools and techniques

                              Short-term Improvements and Productivity improvements

                              Company–wide QC, TQC and TQM started to be used.

1990s                     Early 1990s: widespread use of  TQM techniques and philosophy

                              ISO 9000 certification was seen to be necessary for exports, especially  

                              to Europe. Adoption of ISO standards.


                  Mid to late 1990s: SQM or service quality is emphasised

                              Resurgence of TQM with modifications in techniques, with better  

                               results

Second half of 1990s: ISO 14000 was adopted due to environment concerns by consumers because of rapid industrialisation and denudation of environment with urban development and conversion of semi-urban areas for industrialisation.

Formation of National Quality Awards to recognise achievers and to encourage further quality improvements

Business Reengineering and Business Process Reengineering were adopted as “new” ideas by companies to achieve better results.

Late 1990s: World Class and Global Best Practices were adopted. The concept and the practice were more widespread.


Source: Country Reports from unpublished AEMC studies on Quality Management in Southeast Asia (1999); Country Reports from NTU/MOE Studies on Comparative Quality Management in Selected Asian Countries (1999); author’s consulting experience from 1983 to 1989; Hammer & Champy (1993)

 In the 1960s, investments in these countries by Japanese, European and American companies were responsible for the industrialisation of these countries. Together with the inflow of  financial investments, the management technology, i.e. quality, was brought into the country.  The Japanese companies, in particular, introduced their statistical process control in their manufacturing plants in many of the Asian countries; statistics were used to monitor and control productivity and quality. The Asian Productivity Organization, Japan, was one of the key non-profit Organizations to promote quality improvements in many of the Asian countries. 

ASIAN PRODUCTIVITY ORGANIZATION AND QUALITY PROGRAM PROMOTION

The Asian Productivity Organization has been largely responsible for the promotion of quality management in selected Asian countries. Established in 1961 by several governments in Asia, this organization’s objective is to improve and hasten the economic development of the member countries (APO, 1999).  It has its headquarters in Japan with 18 members.  Member countries each designate a national Organization to be its national productivity organization. Table 5 shows the productivity organizations in each country and a summary of the quality management activities in the selected Asian countries; Brunei is not a member of the APO and this reflects on the lower level of quality management activities in the country.

Table 5.  Selected Asian Countries’ Productivity Organizations

~ Quality Management Activities
Country
NPO
QM Activities

Bangladesh
Bangladesh Standard & Testing Institute (BSTI)

National Productivity Organization

(1983, renamed 1987)
Quality management is in its infancy; Association for Overseas Technical Scholarship (AOTS) provides training in quality improvement 

Brunei
None. Not a member of APO
Management Services Department is responsible for quality management in civil service

India
National Productivity Council

(1958)
Quality Council was set up in 1992. Bureau of Indian Standards (BIS) was formed 1958.

Indonesia
Directorate of Man-

Power Productivity Development 
Responsible for all quality and productivity promotion, including measurement, training, and management consultancy. There are 27 regional productivity development units.

Malaysia
National Productivity Center

(NPC)
Research in productivity and quality, training, productivity and quality promotion. Organises QCC activities, Quality management awards.

Philippines
Productivity & Development Center, under Development Academy of Philippines (DAP)
Not supported financially by government. PDC develops, adapts, installs and institutionalize productivity improvements. DAP provides the training, consultancy, research and promotion.

Singapore
Singapore Productivity

and Standards Board (PSB)
Develops world-class skilled workforce, group of world-class companies (400 companies), Its other role is to assist SMEs to treble their sales. Its goal is also to double the productivity of ten industries. PSB also administers a number of national awards.

South Korea
Quality Management Institution (1990)

Korea Productivity Center (1957)
Korean Standard Association (1962) and Industrial Advancement Administration (1973) led to countrywide campaign of QM in 1975.

Thailand
Thailand Productivity Institute (TPI)
Organizes training and consultancy for QCC, ISO 9000, ISO 14000, research, promotion, resource center, project on productivity development with Japan

Source: APO Webpage (1999)

Through these organizations, quality management became important and assumed an integral part of the national productivity plans in these nine Asian countries. While the quality and productivity initiatives were spearheaded by the government at the national level, the private sector companies did not lag behind. In particular, the multinationals brought their quality management technology and were far ahead of the civil service quality initiatives. However, the private sector initiatives were confined to certain industries, like the electronic and semi-conductor sectors. It was only when the government allocated grants and incentives that the rest of the industries were mobilised into the quality movement.

Bangladesh is behind in the development of quality management because of the need to improve the economic conditions of the country. Brunei is a small country and is not a member of the Asian Productivity Organisation. Hence, its development of the quality management practices was also behind the other Asian countries described in this study.

A description of the evolution and development of the quality management practices shall commence with the description of the quality control circles development in the Asian countries.

QUALITY CONTROL CIRCLES

During the 1960s and 1970s, the number of Quality Control Circles was seen to be an unofficial measure of productivity and quality efforts in the Asian countries covered in this study. In QCC conventions, the reports on the number of quality circles were made with national pride. For instance, Matsushita introduced QCC in Malaysia as early as 1971. By 1983, a total of 129 circles had been formed involving 961 employees out of 1,028. In 1979, Hewlett Packard Malaysia introduced quality improvement programs that by 1983 had more than 44 circles. Together with the concept of worker involvement, QCC initiatives enabled workers to be trained in problem-solving techniques, including brainstorming, use of scatter diagrams, histograms, cause and effect charts and 80/20 rule known as Pareto analysis (documented in Tan and Torrington, 1998).

In Philippines, Onglatco (1985) studied 370 Japanese and 133 Filipinos who were involved in QCC.  In Singapore, Bridgestone (S) Pte Ltd became the first company to start QCC in 1973 and this was followed by other companies. By 1981, the (then called) National Productivity Board launched the productivity movement to promote QCC at national level. This was successful with 2,534 circles with 18,525 member recorded in 1984. Thailand started QCCs in 1975, first with the industrial sector; then in 1981, the service sector adopted the concept. By 1987, there were 6,400 QCCs (Tan and Torrington, 1998). In Indonesia, the first national convention of QCC was held in 1985. By 1991, there were 425 companies involved in QCC (Prajogo, 1999). Brunei introduced QCC in the Civil Service in 1984 (Heng, 1999).

In South Korea, the first Quality Control Circle convention was held in support of the Korean Standards Association promotion of quality. Only 1,257 QCCs were formed (KSA, 1998). By 1997, more than 122, 289 QCCs were active. When the awards were elevated to the status of the Prime Minister’s Award in 1989 and then the President Award in 1992, the prestige of QCCs grew and private sector companies became interested to participate in these programs (Kim and Park, 1999).

In Bangladesh, quality improvement is still not a major consideration for the industrial sector as quality improvement initiatives are seen to increase cost and decrease in productivity (Mamun, 1999). This stems from the fact that Bangladesh is a relatively “poor” country and local industries were keen to focus on production of goods for local consumption and for export. Only multinational companies and a few large Bangladeshi enterprises were keen to pursue quality improvement programs.  Hence, there was no early nation-wide QCC activity recorded in Bangladesh.

India had a National Productivity Council as early as 1958 and the country has one of the oldest standards institute in Asia. Although product quality was important, QCC was not a major quality initiative in India. 

TOTAL QUALITY MANAGEMENT

Many TQM activities in Asia were started in private companies as Total Quality Control (TQC). These were mainly Japanese companies with investments in manufacturing plants throughout Asia. The principles of TQC were expounded by Feigenbaum (1961) who suggested that high-quality products are more likely to be produced by total quality control rather than by manufacturing working alone. These principles gave way to Total Quality Management when management of companies realised that responsibilities for quality are company-wide, and resided with the management hierarchy. Japanese writers such as Ishikawa (1985) and Imai (1986) referred to such involvement of management and the rest of the company as company-wide quality control (CWQC), or total quality control (TQC), which Western management practitioners call total quality management (TQM). 

In the Asian countries researched in this study, management consultants introduced TQM as early as 1983 (based on the experience of the author). The earlier table, Table 5, shows that the TQM practices started as early as 1984 in Indonesia where cost, quality and delivery were emphasised in a major development of a management model by the Ministry of Industry and the Ministry of Workforce (Prajogo, 1999). In 1988, TQM started in private industries in Malaysia ( a 1994 survey showed that some companies had TQM more than 5 years back). In 1994, NPC in Malaysia promoted TQM for the small and medium-sized industries. By 1990, almost all the selected Asian countries had TQM activities being promoted in one form or another across a wide number of industries in those countries. In India, TQM took off in 1987 after the formation of a consultancy, Quimpro, which actively promoted quality management in the industries. In Bangladesh, earlier evidence of  TQM was not found until after the Bangladesh Society of TQM was formed as late as 1996.

In the mid 1980s, the civil service in all these countries also promoted TQM which was applied to the civil service. Management consultants later called this Service Quality Management (SQM). The roots in SQM were derived from the concepts and the work of  three groups of quality management practitioners. SQM was known as early as 1984 when Norman called the management practice applied to the service industry as Service Management (Norman, 1984). Parasuraman and his co-workers in 1985 developed a conceptual model of service quality which was refined into a measurement for service quality called SERVQUAL (1988). However, interests in service quality took off when Albrecht and Zemke published their book, “Service America”, in 1985. Thereafter, the hotel industry became the first among the private the service industries to implement service quality. This was followed by the financial and banking services which adopted SQM as a means of measuring their customer orientation and customer satisfaction. Today, service quality is accepted as a norm in the service industries. 

In Singapore, the republic civil service embraced service quality very early in the 1990s and went on to develop service quality into a world-class concept to enable Singapore to become a world centre for trade, finance, port, hotel and service industry (Singapore Competitiveness Report, 1998).  Part of the success of the service country could be attributed to the formation of the Service Quality Centre in 1990. This centre is a joint venture between the Productivity and Standards Board of Singapore and Singapore Airlines to create a  training centre to improve service quality. Since then, the civil service has gone on to develop the “PS21” vision, which is the public service in the twenty-first century (Singapore Competitiveness Report, 1998).

In Malaysia, the first Civil Service Excellence Work Culture was launched in 1989 and provided the impetus for service quality in the country. These initiatives were supported by recognition awards at national level (see below) to help in improving quality in the civil service. Sustaining service quality initiatives is not easy and the government has to come up with campaigns from time to re-ignite interests in the civil service sector.  In Brunei, Indonesia and Philippines, the civil service continued on with their QCCs which became modified to include service quality techniques. 

ISO 9000

Companies in Asian countries which exported their products to Europe were among the first to adopt ISO 9000 quality management standards, which were the required standards for products to be admitted into Europe in the late 1980s (author’s experience). When companies realised that successful certification of their goods could be used as a marketing tool, wide-spread adoption of ISO 9000 started to take place among the manufacturing companies. Additionally, ISO 9000 standards became an external checklist for companies embarking on quality management as the standards gave companies a systematic way to implement TQM.  

Except for Bangladesh and Philippines, the other seven countries in this study are active in ISO 9000 certification. Philippines, because of its American influence, would have had the Good Manufacturing Practice adopted earlier than the ISO 9000. Bangladesh has not yet become an active member of the International Standards Organization and is just an observer member. South Korea is the most developed with 6,761 firms certified in 1993. Singapore introduced ISO 9000 certification nationally in 1988; by 1997, more than 2,100 certifications were recorded. Other Asian countries became ISO 9000 compliant between 1991 to 1995 (see Table 5).

The compliance with ISO 9000 standards was not easy for the service environment as the ISO 9000 was written from a manufacturing view point. Initial implementers of  ISO 9000 for  both the service and manufacturing industries met with difficulties in maintaining the quality management system. The ISO 9000 implementation required much documentation and  was laborious, costly and complex, where there were much changes to the systems and documents in the company (Prajogo, 1999). Later implementations of ISO 9000 was made easier as more companies, certifiers and consultants learned from their early mistakes. Now, ISO 9000 is useful for companies intending to implement TQM for the first time or planning to go for the Malcolm Balrige quality system in the company. 

ISO 14000

During the late 1980s and the 1990s, Southeast Asia experienced tremendous economic growth (double digits growth) for over a decade. Rapid industrialisation and development led to excessive pollution of  land, water and sea in these countries. Rivers became silted and floods were common. Rain was often torrential and the weather became hotter (over 32 degrees centigrade), which made authorities attribute to global warming in this part of the world. When ISO 14000 was introduced and promoted, the  Asian countries had no hesitation in adopting the standards for environmental management. Malaysia  was the earliest to adopt the standards in 1993 (Table 5), followed by South Korea which had 274 firms certified. Singapore, Thailand and Indonesia fully implemented this by 1996. In Thailand, 58 firms had been certified by 1996. Bangladesh, Brunei, India and Philippines have not fully adopted the standards nationwide. 

NATIONAL QUALITY AWARD AND FURTHER
Most of the Asian countries have formed their own national award to recognise excellent companies and encourage the others to improve. Table 6 shows the countries with the national award and further details of the awards are given below:

Table 6: Details of National Quality Awards in Selected  Asian Countries

Country
National Quality Award

Bangladesh
No national quality award has been formed as the country started TQM only in 1996. National priority in correcting the economic poverty of the country prevented the country from doing so (Pankaj, 1999)

Brunei
No national quality award was formed as the small country had little manufacturing or service industries other than the oil and gas industry (Shell Brunei), which had  full implementation of  TQM (Heng, 1999)

India
Several  national awards are in place: the CII-Exim award for excellent companies, the Rajiv Ghandi National Quality Award (1991) and the IMC-Ramakrisha Bajal award for small businesses. The Quimpro Gold Award is given to companies which have exhibited world class quality (Chandra and Bhatnagar, 1999)

Indonesia:
Quality Award Paramakarya were given to 11 small and medium sized  companies in 1995. November has been designated to be the quality and productivity month. Awards are given to companies which have shown excellence in one of five functional areas : human resource, productivity system, technology acquisition and application, finance and marketing (Prajogo, 1999)



Malaysia:
Prime Minister’s Award is the highest excellence award given to the private sector. It is based on the Malcolm Balrige criteria for quality. From 1990 to 1998, eight awards have been given, and the companies which have won the awards include Intel, Motorola, Matsushita and Siemens. Winners from 1995 onwards have been local companies like Shangri-La, PLUS (highway operator). (Chan, 1999).



Philippines
In 1997, the Philippine Quality Award was established and 7 awards were given in 1998. The award is based on the Malcolm Balrige Award criteria (Calingo, 1999)



Singapore


The Singapore Quality Award was started in 1993 and is supported by six founder members which include IBM, Motorola, Sony, Texas Instrument, DHL, Development Bank of Singapore, Keppel Corporation and NatSteel In 1996, the National Best Practice program was launched. With this launch, the Singapore Quality Class groups companies with potential (as assessed by Singapore Quality award criteria) for further attention and development by the government via the Productivity and Standards Board (Lee and Lim, 1999)



South Korea
There are three national awards: the Korea Quality Award (1991), the Prime Minister’s Award (1989)and the President’s Award (1992). The latter awards are for developments in QCCs while the Korea Quality Award is the equivalent of the Malcolm Balrige Award. (Kim and Park, 1999). In addition, there is also the Global Integration Quality Award is given to companies which  have global firms which have excellent quality management practices across the world. (Kim & Park, 1999)



Thailand


No national award equivalent to the Malcolm Balrige award has been formed.

(Nakamura & Osman-Gani, 1999)

BUSINESS REENGINEERING 

The installations of information technology and computer systems are often associated with changes in organizations.  Hammer and Champy (1993) are the main proponents of the concept that businesses can be reviewed afresh and changed drastically by linking it with the strategic vision and mission of the company. This change is what they called re-engineering.  For a while, this relatively “new” concept was popularised by stories of successful implementation at Ford Motor Company. In this company, there were many examples where time and costs were saved when businesses were reviewed in totality. The key difference in business reengineering was to view the business situation and formulate solutions by breaking away from established paradigms, old mental and physical constraints that management used to work with. Hammer and Champy (1993) decided that the mental and physical paradigms could be shifted and reconfigured.

Intially, in the selected Asian countries, business reengineering was tried out in the early 1990s and its acceptance was high as it was then the “novel” way to do things. Later, BPR was implemented in conjuction with IT installations which required process improvements. BPR was not easy to implement and resulted in mainly process improvements rather than a total reengineering along the lines of the Ford experience. An international oil company the author was familiar with tried to “re-engineer” its accounts department in collection activities. It succeeded to a certain extent in that considerable savings on paper could be made. Further attempts to business re-engineer were limited as there was not much the company could do to re-configure its activities unless there was a total business revamp. Experiences like this made management realise that while new concepts were good, implementation was not as easy. Today, BPR is more associated with information technology implementation rather than with the quality management movement.

WORLD-CLASS STANDARDS & GLOBAL PRACTICES

In 1995 and 1997, South Korea, Singapore, Malaysia and Indonesia went one step further in quality by going for world-class and benchmarking for improvements. 

· South Korea is the more advanced in setting the standards of  best global practice in the nine selected Asian countries. In 1995, the government of Korea encouraged the 100-PPM (part per million) practice for firms that showed consistently low defect rate (under 0.01% defects). Today, there are 450 firms that have achieved 100-PPM certification (Kim & Park, 1999). Hyundai Motor Company has been instrumental in supporting this campaign by ensuring that its suppliers comply with 100-PPM standards.  In 1996, Korea’s Samsung Display Devices adopted the Six-Sigma program (developed by Motorola) keep defects to below 3-4 defects in a million parts as a means to cut down costs by 250 billion Korean Won. Kim and Park (1999) envisage that Global Quality Management will take the place of existing TQM systems as manufacturing and information technology cuts across more international geographical borders due to competition and the need to move industries globally in search of manufacturing advantages.

· Two hundred companies in Singapore have been identified and will be nurtured to be developed into global companies under the assistance of the Productivity and Standards Board, with the injection of grants and funds from the Singapore government. These have been put under the category of National Quality Class. Benchmarks with world companies and the transfer of the best technologies from around the world are in progress. For instance, the Singapore Economic Development Board is attracting the world’s top ten universities to be set up in  the Singapore Technology Park. Already, John Hopkins Hospital (for Medicine), IMEDE university form Europe and  Boston University are already confirmed of their set up in Singapore, and the local universities have established strategic alliances with MIT (USA) and other top universities to develop the manpower in Singapore into  world class (Chan, 1999).

· Malaysia has set its sights to be world class by the National Productivity Centre forming a benchmarking database for best practice and performance (NPC webpage, 1999). Companies which subscribe to BOND, the database, are able to access on-line benchmarking resources to search for best practices world-wide. For instance, Carsem – an electronic manufacturer -, is shown in a sample in the database, as having the best practice for customer handling system. The government has also set up the Multimedia Super Corridor, a 20km long area for the development of world-class IT projects, and many of the ventures initiated by the government is to develop the mind-set of Malaysians to think “world class” (Chan, 1999).

· India has the Quimpro Gold Standard for firms which have been recognised to be of world-class quality (Chandra & Bhatnagar, 1999).

· In Indonesia, in 1996, PT Terang Kita, a cable manufacturer, was identified by the Japanese Standards Association (JSA)/International Standardisation Cooperation Center as a company to be a model and reference for implementation of TQM and standardisation in Asia. This award is given by the government of Japan to assist developing countries in TQM (Prajogo, 1999). Besides this, there is no national effort in promoting world-class in Indonesia.

Brunei is too far behind in the quality management to pursue world-class practices, although Shell Brunei will be best poised to pursue this initiative as part of their long term TQM initiative started in 1988 and is now in the stage the oil company calls the advancement stage (Heng, 1999).

Thailand and Philippines are certain to move to world class quality direction as soon as they have completed their respective phases of TQM implementation. Meralco (Llana, 1998), the power company in Philippines, will stand a good chance of attaining world-class as they have started bench-marking as part of the quality improvement process started way back in 1986. The company has experimented with many techniques even before the concepts like TQM were popularly known. Thailand may have delays in world-class practices because of language barriers as consultants and the local managers have to overcome this first obstacle. There are lots of multinational companies and they will be the first to aspire to world-class, although driven by their head office directives.

CONCLUSION

The Asian countries studied in this paper are quite  close behind each other in their development and evolution of quality management practices, except for Bangladesh and Brunei. This closeness is due partly to the cooperation through the Asian Productivity Organization which initially provided the leadership in quality management practices. Another reason is that these countries have joint economic development activities with the each other. A third factor is the competitiveness and rivalry among these countries. 

Brunei, which is not part of APO, may be at a disadvantage in quality management; further, its lack of a substantial  manufacturing base may preclude it from the quality management know-how and practices which are available to other Asian countries. There are few investments in Brunei by multinational nationals except for the oil and gas business. 

The recession in 1998/99 and the political unrest in Indonesia has severely hampered any quality management activities in that country as many industries and businesses have become not viable or have been interrupted. Philippines has launched its national quality award only in 1997 and will learn from its experiences before it moves beyond the quality award stage. Thailand’s economic woes are not truly over but it has to move from its ISO 9000 stage to go beyond.

Malaysia has started successfully with QCCs and managed to move on to the equivalent of Malcolm Baldrige standards. The Prime Minister of Malaysia has been fully behind the National Productivity Centre’s efforts to promote quality with the annual Prime Minister’s Award to recognise excellent companies.  NPC has gone further in promoting quality by setting up a database for members to tap into the international best practices benchmarks for companies interested to move beyond the Malcolm Baldrige standards.

When compared to the other seven Asian countries, South Korea and Singapore is ahead of the pack. In terms of implementation, South Korea and Singapore is furthest down the quality management track. South Korea’s efforts in defect reduction and global quality management have put it far ahead of even Singapore. Singapore has moved on to world-class status with the development of its land transportation and port authority to match world standards. Being a smaller country and more flexible, Singapore has a need to nurture its chosen group of companies to world-class status. This will be quite challenging since the republic has just recovered from its economic recession. It will not be surprising if Singapore were to try to move to beyond world-class status to improve its business competitiveness against South Korea, Taiwan and Hong Kong. Other Asian countries will not be too far behind in improving themselves!
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