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LOOK EAST: TQM AND QUALITY 
PRACTICES BASED ON JAPANESE 
APPROACH
				    LEARN FROM JAPANESE WAY

“Japanese companies developed a very effective system 
of management, particularly in the manufacturing sectors, 
and the rest of the world has much to learn from these 
practices”

-Masaki Imai, Quality Guru
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PREFACE

At last, I manage to complete writing this book. Thanks to God 
for giving me, patience and inspiration. This book was born 
based on my 16 years experience since my tertiary education 
in Japan and working experience in Japanese multinational 
company. From my valuable experience, I possess deep interest 
in doing research of Japanese success through TQM approach, 
which have been proved effective and successful. Through my 
observation and research; the key success of Japanese companies 
relies on three elements; continuous cost improvement, quality 
and delivery to meet customer satisfaction. This can be achieved 
through Total Quality Management (TQM), which is crucial in 
ensuring that a company can survive in the continuously growing 
competition in the global market. Japanese companies are very 
successful today because of adoption and implementation of 
TQM principles. This book is about comparing TQM practices 
between the Japanese and non-Japanese companies. Analysis 
were made to find significant difference in TQM practices and 
importance between Japanese and non-Japanese companies. 
The results showed that there are significant differences in TQM 
practices. Management leadership, measurement and feedback, 
product design and education and training showed significant 
difference in favor of Japanese companies. Furthermore, Japanese 
companies have high perception on the importance of product 
development. The top five quality activities implemented are: 
quality control circle, supplier improvement, Failure Mode Effect 
Analysis (FMEA), Value Engineering (VE) and quality costing. 
The book also proposed Quality Improvement Guidelines (QIG) 
framework for TQM implementation. Management leadership, 
TQM awareness, standardization, customer satisfaction strategies 
and kaizen activities are five major parts in the framework. The 
framework is also supported by Critical Success Factors (CSFs) to 
ensure the success of TQM implementation. The framework is step 
by step and can assist companies in meeting customer satisfaction, 
employee satisfaction and business growth.

Preface
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CHAPTER 1

“No one can dispute that Japan achieved a miracle when it rebuilt 
itself after the war. How did it do it? It did it by not being advised by 
other people. It did it in its own way. The only advice it accepted 
was to produce high quality goods, goods of world standards, so 
as to be accepted by the world markets” 

-Tun Dr.Mahathir

Introduction

TQM (Total Quality Management) is crucial in ensuring that a 
company can survive in the continuously growing competition 
in the global market. Continuous efforts in improving quality, 
productivity, cost and timely delivery can enhance their 
competitiveness. Japanese companies are very successful today 
because of the TQM principles adoption and the implementation of 
TQM and quality practices, which are expounded by quality gurus 
such as Deming, Juran, Taguchi and others. TQM is an essential 
element that ensures business will meet the demands of customers 
well into the twenty first century (Talha, 2004). Yusof (1999) views 
TQM as not only bringing benefit to a nation’s community and 
employee but also to the wide range of the world’s community 
through the provision of excellent products from excellent 
organization at affordable price. 

The electrical and electronics sector is one of the most important 
industrial sector in Malaysia where it is the largest export earner, 
netting receipts amounting to 256 billion or 47.8% of the country’s 
total export revenue in 2007 (Statistic Department, January 2007). 
In Malaysia, electrical and electronics industrial sector consists 
of multi-national companies and small medium sized enterprise 



CHAPTER 2

QUALITY AND EVOLUTION

“I can say that 99.9 percent of all the companies in the world today 
are obsessed with a growth mentality. These are the companies 
that can make profits only when the market is growing. In real life, 
market demand always fluctuates. The only companies that will 
survive into the next millennium will be the ones that have the 
flexibility to produce according to fluctuating demand”

-Masaki Imai, Quality Guru

“Create constancy of purpose towards improvement of product 
and service, with the aim to become competitive and to stay in 
business, and to provide jobs”     

-Edwards Deming, Quality Guru

Japanese TQM 

TQM practices have been the focus of study in many previous 
researches. Studies on quality practices have been conducted in 
China and India (Lee et al. (2001), Li et al. (2003), Maheshwari and 
Zhao (1994) and Motwani et al. (1994)). The purpose of these studies 
was to provide an overview and assess the level of TQM practices 
in these countries. Lee et al, (2001) found quality and productivity 
improvement approaches by Chinese firms in China have led to 
better quality and financial performance. Maheshwari and Zhao 
(1994) conducted a study on benchmarking quality management 
practices in India and they found that Indian companies are not far 
behind when compared to developed countries.



CHAPTER 3

   TOTAL QUALITY MANAGEMENT 
(TQM)

“In Toyota everybody works as a team. We even call our suppliers 
our partners, and we make things that everybody thinks we should 
make”

-Katsuaki Watanabe, Former Toyota President

Definition of Total Quality Management (TQM)

Different authors have given various definition of Total Quality 
Management (TQM) but there are some common elements of 
TQM. TQM is a method or way to achieve  customer satisfaction. 
(Kanji, (1998), Berry, (1991), and Dale, (1994). Kanji (1990) 
defined TQM “ as the way of life an organization committed to 
customer satisfaction through continuous improvement ”. Berry 
(1991) defined the TQM process “ as a total corporate on meeting 
and exceeding customer expectations and significantly reducing 
costs resulting from poor quality by adopting a new management 
system and corporate culture ”. Dale (1994) defined TQM as “the 
mutual cooperation of everyone in an organization and associated 
business process to produce products and service which meet the 
need and expectation of customer’s ”.

Juran and Crosby defined TQM as management philosophy and 
quality practices to achieve the objective of an organization. 
Juran (1998) defines TQM as “ philosophy aimed at achieving 
business excellence through the use and application of tools and 



CHAPTER 4

QUALITY MANAGEMENT IN MALAYSIA

“In fact, a successful Kaizen strategy would involve major systems 
such as Total Quality Control / Total Quality Management, 
(TQC/TQM), Just-in-time Production System, Total Productive 
Maintenance (TPM), Policy Deployment (Strategy devised by top 
management), the Suggestions System and Small-group activities 
(the quality circles)”

-Masaki Imai, Quality Guru

Introduction

The Malaysian Government introduced Quality Management in 
Malaysia in the early 80s with a setting up of Quality Awareness 
Program nationwide. It includes involvement of both the public and 
private sector at large. While emphasizing that providing quality 
product and services are the utmost important factor, government 
once again created the Excellent Work Culture Movement in 
1989. 

In addition, an Umbrella Project was implemented in 1990 when 
SIRIM was formed targeting Small Medium Industries (SMIs) 
to upgrade their technical level and product quality. Upon this 
formation, SMIs quality system were expected to improve gradually 
based on ISO 9000 standard with technical assistance from 
foreign affiliate and other advances manufacturing companies. 
ISO 9000 is seen to be among the most adequate set of standard 
established to monitor and guide quality assurance management. 



CHAPTER 5

TQM SURVEY RESULT AND ANALYSIS 

A huge waste of resources can be noticed in the way a product 
is designed, made and sold. The competition for quality and 
cost is intensifying. Thus, improving quality while reducing cost 
is the only option for survival. The key point is how to build a 
management system that can reduce cost while achieving good 
quality.

-Masaki Imai, Quality Guru

Introduction

This chapter describes the methodology used in this research in 
order to achieve the objectives. The methodology of this research 
is divided into five sections. The first section describes the survey 
methodology to investigate the critical success factors (CSFs).

The next section explains related hypotheses in this research. 
This is followed by data analysis using statistical methods such as 
frequency analysis, factor analysis and t-test. Critical success factors 
(CSFs) are presented regarding the perception on importance and 
practices of TQM. The next section addresses the problems faced 
in implementing TQM. The results also presents quality practices 
level. The chapter culminates with .general conclusions gathered 
from the survey.



CHAPTER 6

CASE STUDY

“Eliminate the need for inspection on a mass basis by building 
quality into the product in the first place”

 -Edwards Deming, Quality Guru

Introduction

Further conducting a survey, a case study was performed. This 
chapter presents the results of a case study performed as data 
collection and analysis part of data collection and analysis. The 
case study was conducted in early Jan 2008 at A Company, which 
is a subsidiary of Japanese multinational company. It is located in 
Johor. From the survey, there are five companies, which showed 
interest to participate in the case study. A letter was sent to the 
company to request approval for case study. A Company is one 
of the respondents which gave a good response to the survey. 
The reasons for conducting case study at A Company is that the 
company started implementing TQM since 1990.

The chapter begins with a description of the methodology employed 
in eliciting relevant information concerning the company studied. 
The finding of the case study centres around three main areas:
(1) background of the case company.
(2) major aspects of TQM implementation and quality practices.
(3) implementation framework employed by the company.

A summary of various quality initiatives implemented by the 
company will be presented. Validation of the conceptual 
implementation framework will then be described. Finally, the 



CHAPTER 7

        

  QUALITY IMPROVEMENT GUIDELINE (QIG)
FRAMEWORK

Introduction

This chapter presents the QIG framework for TQM implementation 
in Malaysian electrical and electronics companies. The guideline 
has been modified from Japanese TQM model, which was 
developed presented in Chapter 4. Modifications of the conceptual 
guidelines were made after considering the results obtained from 
the survey and case study.

This chapter is divided into three sections. The first section is 
introduction followed by an explanation of the guidelines, 
including elements of the guidelines and the final results. The 
chapter culminates with a conclusion and an overall view of the 
developed guidelines with regard to its applicability in Malaysia. 
The QIG can be used as a guideline for companies to implement 
TQM and quality practices in an effort to achieve organization’s 
mission and vision.

Literature Review of QIG Framework 

Framework assists us to understand TQM implementation step 
by step with effective way. Oxford Dictionary (2007) defined 
framework is a set of principles or idea used as a basis for one’s 
judgment and decision. Reader’s Digest Universal Dictionary 
defined framework as a structure for supporting, defining or closing 
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