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The present study was under-
taken in three PSUs and two
PSEs from Eastern region to find
out the ‘factors’ critical and re-
sponsible for QCs' effectiveness.
Both primary and secondary
data were collected in three
phases during 2004-09 through
questionnaire from 236 respon-
dents representing 118 sample
QCs. The data so collected were
analyzed by PCA under FA with
relevant validity analysis.
Twenty-one and eleven ‘factors’
were extracted by this study as
critical and responsible for QCs’
effectiveness in sample PSUs and
private sector enterprises re-
spectively. Although the success
and effectiveness measure var-
ies between the organizations
and QCs, these ‘factors’ would
act as the catalyst of QCs' effec-
tiveness in any type of industrial
setting within this region.
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Introduction

Major environmental changesin late
1980s and early 1990s, such asliberaliza-
tion policy, encouraged many Indian or-
ganizationsto explore and experiment with
work innovations and quality improvement
initiativesin order toimprove productivity
and quality as well as to satisfy the psy-
chological growth needs of people better.
One such initiative is the Quality Circles
(QCs). Hutchins (1985) observed, “ Qual-
ity Circles are the most exciting and pro-
found approach to have been established
in the world since the advent of scientific
management”. As an approach to partici-
pative management, QC philosophy incor-
porates the idea that employees at all or-
ganizational levelswant to beinvolvedin
decisions that affect their work, and, that
those closest to agiven job arein the best
position to evaluate its problems and sug-
gest potential solutions. Presently, QCs
represent the dominant formfor involving
employees in improving manufacturing

‘ Presently, QCs represent the domi-
nant form for involving employees

in improving manufacturing perfor-
mance.
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performance in various types of enter-
prises, irrespective of Public Sector Units
(PSUs) or Private Sector Enterprises
(PSEs), al over Indiaincluding Kolkata
and suburbs.

Though originally developed in the
USA in the 1940s, the QC movement
was formally introduced in Japan way
back in 1962. In India, the QC movement
was started in 1981 in the
Ramchandrapuram Unit of Bharat Heavy
Electricals Ltd. (BHEL) (Udpa, 1986).
Since then, QCs have spread to many
types of organizations all over India. In
Eastern India, QC movement came into
force with its successful implementation
in Durgapur Steel Plant (DSP), Durgapur
in 1991-92. Some other notable PSUs
and PSEsfrom Kolkataand suburbs prac-
ticing QC philosophy include National
Thermal Power Corporation (NTPC)
Ltd., Farakka; Garden Reach Shipbuild-
ers & Engineers (GRSE) Ltd., Kolkata;
Exide Industries Ltd. (EXIDE), Haldia;
Mitsubishi Chemical PTA India/MCC
PTA India Corporation Pvt. Ltd. (MCPI),
Haldia; West Bengal State Electricity
Board (WBSEB), Kolkata; Kolkata Port
Trust; etc. But QC’simplementation does
not guarantee effectiveness. It is there-
fore necessary to assess the factors re-
sponsible for the effectiveness of thisor-
ganizational tool individually for PSUs
and PSEs and comparatively in between
such organizations.

The sample industrial enterprisesin
and around Kolkata selected for this
study include three PSUs (DSP,
Durgapur; GRSE Ltd., Kolkata and
NTPC Ltd., Farakka) and two PSEs

(EXIDE, Haldiaand MCPI, Haldia). All
of them have a history of successful and
effective implementation of QC philoso-
phy and QC practices for the last ten
years. Many of the sample QCs have also
been working for many years now.

Objectives of the Study

Thisempirical comparative study has
thefollowing objectives:

e Determine the criteria for assessing
QCs' effectiveness based on litera-
ture survey and develop amodel rel-
evant for both PSUs and PSEs.

e UsetheQCs' effectiveness model to
develop aquestionnaire and conduct
a survey among the selected PSUs
and PSEs in and around Kolkata.

e Extract the factors by using Princi-
pal ComponentsAnalysis (PCA) un-
der Factor Analysis (FA) separately
for PSUs and PSEs. Thiswould help
to find out the factors that have been
responsiblefor QCs' effectivenessin
such organizations as studied.

e Compare the model developed with
the separately extracted factors for
effectiveness.

¢ Recommend therequisite factorsin-
dispensable for QCs' effectiveness
and suggest necessary steps for
sample PSUs and PSEs to develop
the QCs and QC movement further.

M ethodology

Theliterature on workers' participa-
tion and QCs was surveyed extensively
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to develop the QCs' effectiveness model
relevant for both PSUs and PSEs of
twenty-five factors. Thereafter, primary
and secondary data were collected from
2004 to 2009 in three phases from sample
PSUs and PSEs in and around Kolkata,
using arange of techniques- focused one-
to-oneinterviews, group interviews, ob-
servations, survey questionnaires (both
pilot and final) and verification (or check-
ing) of the documentary sources/evi-
denceinregard to the QCsin operation.

Based on the primary data collected
and the observations on the prevalent
QCsactivitiesin sample PSUs and PSEs
in phase I, the questionnaire was devel-
oped for pilot survey in phasell. During
phase Il, the pilot survey questionnaire
was administered among the QCs' mem-
bers and leaders/deputy leaders (50% of
sample QCs and its members were in-
cluded) comprising 118 statements.
Thereafter, a thorough analysis of the
responses of pilot survey questionnaire
was used to eliminate the less important
statements for the final questionnaire
survey in Phaselll. In Recommendations
of Guilford (1952) have been followed
that at least three statements represent-
ing each factor of the QCs' effective-
nessmodel (asdevelopedinitially) should
be kept in the final survey questionnaire
balanced with reliability estimation.

In phase |1, the final questionnaire
(comprising 96 statements and other gen-
eral questions, totaling 100 questions)
survey was conducted among 236 (214
from PSUs and 22 from PSES) respon-
dents (representing 118 QCs, i.e., two
members from each QC, selected on a

stratified basis and as per their availabil-
ity) for further investigation and analysis
of the QCs' effectiveness model. Only
those active QCs which were more than
two years of age (i.e., the honeymoon
effect has gone) and solved at |east two
problems were selected. The question-
naire used a 5-point Likert Scale, rang-
ing from ‘Strongly Disagree’ (=1) to
‘Strongly Agree’ (=5), to obtain primary
data from the respondents. In this study,
PCA under FA has been taken to find
out the most significant (principal com-
ponents) and influential factors as preva-
lent separately in sample PSUs and PSEs
for making their QCs effective.

Literature Review

The literature on QCs has been
largely non-empirical in natureinvolving
successful and unsuccessful storiesfrom
varied organizational settingsall over the
world. Many formal studies on QCs deal
with selected aspects of their implemen-
tation, outcomes and success or failure
factors. This study has focused mainly
on success or failure factors of QCs in
the works of Dale (1984); Dale & Lees
(1985); Ingle (1982); Lawler & Mohrman
(1985); Mento (1982); Park (1991); Sen
(2010); Sillince, Sykes & Singh (1996);
Sodhi & Joshi (1995); Udpa (1986);
White & Bednar (1983); etc.

In Indian context, QC implementa-
tion process and activities in different
organizations (Dwivedi, 1987; 1987a; Jha,
1997; Mathew, 1985; Srinivasan, 1991;
Udpa, 1985) and QCs' effectiveness
evaluationinindustrial settings (Dwivedi,
1987b; Khan, 1986; Vijaya Banu, 2007)

The Indian Journal of Industrial Relations, Vol. 49, No. 4, April 2014

605



Ranjan Dasgupta

were studied. However, no regional study
of this kind in and around Kolkata was
found. Hence, this study would be one
of pioneering nature within this region.
But many of the findings could as well
be true of other regions or organizations
inlIndia

The QCs' Effectiveness Model

In Japan, it has been reported that
only 40 percent of organizations having
QCs have been able to claim 100 per-
cent effectiveness in QCs' working. In
case of failure, causes must be identi-
fied and remedial measures should be
taken to reactivate dormant QCs. It is
also imperativefor industrial enterprises
(including the sample ones) and their
managers to know and avoid these
causes. Also, in case of success, the fac-
tors present and responsible should be
identified and standardized. With this
objective in mind, a model of QCs’ ef-
fectiveness factors has been developed
for further investigation and analysis.

The QCs' effectiveness model
[twenty-five factors] includes:

e Top management commitment and
support

e Organizational requirementsand sup-
port

e Middle management commitment
and support

e Employees attitude and objectivesin
joining QCs

Facilitators' commitment and support

No resistance from trade union

QCsmembers' commitment and sup-
port

Provision of comprehensive training

A minimum level of education, skills
and knowledge of QC philosophy

Main focus on voluntary participation
approach

Strong group dynamics
Effective leadership in QCs

Satisfaction with job and non-job fac-
torsin the workplace

Adequate number of suitable prob-
lems/projects for QC

Sel ection of simple problems/projects
for QCs

Regularity of QCs meetingsand QCs
activities

Free-flowing and effective commu-
nication system

Clear-cut QC objectives and logical
expectations from QC groups

Publicity and recognition by manage-
ment

Suitable reward schemes/system

Maintenance of initial enthusiasm and
spirit in spite of age of QC

Taste of success with existing QCs

Supportive national, local and social
culture

Continued presence of key person-
nel
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e Procedural effectiveness in imple-
menting QCs’ solutions/recommen-
dations

Empirical Study & Findings

In this study, PCA and Varimax Ro-
tation with Kaiser Normalization meth-
ods (under FA) were applied to the re-
sponses of the sample respondents from
PSUs and PSEs separately. Tables 1 and
2 contain the twenty one and eleven ‘ Fac-
tors' respectively for the three PSUs and
two PSEs.

The FA procedure automatically
identifies factorsthat explain more vari-

ance than individual statements. The
twenty one and eleven ‘Factors' re-
spectively in Tables 1 and 2 have ac-
counted for 82.7 percent (for three
PSUs) and 100 percent (for two PSES)
of the total variance among the state-
ments, which have been quite satisfac-
tory. Using the criterion of Eigenval-
ues greater than one, followed by
varimax rotation and a screen-test,
those twenty one and eleven ‘ Factors’
have been identified. Dueto the sample
size, only variables (each represent a
particular statement in the final ques-
tionnaire) with afactor loading of .600
or higher have been selected.

Table 1 The QCs’ Effectiveness Factors (in respect of three PSUs) Based on PCA under FA

ITEMS(COMPONENTS) LOADINGS
Factor 1: Maintenance of Initial Enthusiasm and Spirit in spite of Age of QC (28.151%)
89. Still now our QC is a ‘staff/QC members' expectation’ not ‘ management expectation’. .863
93. The QC philosophy has been integrated into the main stream of organizational .818
policy framework in our organization.

46. Our QC facilitator is the main driving force/inspiration behind our QC’s successes .806
and effectiveness.

58. Our top and/or middle management always has/have a strong belief in our QC’s .801
successes and effectiveness.

44. Our QC facilitator is a mentor/guide to us at all points of time (both difficult and easy). .793
59. | think that the QC philosophy has now become an indispensable part of our daily . 763
work-life and also family life.

Factor 2: Regularity of QCs Meetings and QCs Activities (6.676%)
13. We have a written QC Code of Conduct to follow for all QC activities. 771
81. Our QC meetings and all other QC activities are held as per the framed QC Rules 746
and written QC Code of Conduct.

Factor 3: Provision of Comprehensive Training (5.678%)
4. | think that such formal QC training has developed our general knowledge-base and 912
skills (such as, technical, work-related, group dynamics, leadership, communication, etc.)

level than before joining the QC activities.

2. We have been provided suitable and adequate training in all the steps of QC activities .785
and QC philosophy.

5. | think that such suitable and adequate training is absolutely essential to be successful 777
and effective in QC activities.
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Factor 4: Keeping the Main Focus on Voluntary Participation Approach (4.878%)
96. In our organization, we have volunteered to participate in the QCs’ activities and also .904
have selected our |leader/leaders without any type of management interferences.

Factor 5: No Regular Rotation of QCs Members (3.841%)
51. | think that regular rotation of members is absolutely essential to make the .842
QC problem-solving process successful and effective.

49. Our QC members are regularly turned over/transferred. .793
Factor 6: Participative Leadership Style of the Top Management (3.696%)
16. Our top management always takes our suggestions/recommendations in most of the 757
activities in relation to our work-area/unit/department.

Factor 7: Active Involvement and Commitment from the Departmental (3.157%)
Heads/ Supervisors

21. Our departmental head/supervisor, may or may not be acting as the facilitator of .788
our QC, but is present in most of our QC meetings.

Factor 8: QCs Members Psychological Development (2.983%)
70. After joining QC my commitment towards productivity and regularity in work has .830
been enhanced.

54. | have become much more motivated and satisfied after joining QC than earlier. .807
Factor 9: Continuous Technical Support from the Departmental Heads/ (2.526%)
Supervisors for QCs activities

25. Our departmental head/supervisor, may or may not be acting as the facilitator of our 724
QC, but always help in the preparation of speeches and PowerPoint presentations for all

types of QCs Competitions.

Factor 10: Free-Flowing and Effective Communication System in QCs (2.388%)
63. We freely discuss all QC mattersin formal (QC meetings) and informal discussions .612
inour QC.

Factor 11: Successful QCs’' Leadership Tenure (2.338%)
34. | enjoy the power status, authority-responsibility position and recognition in my QC .883
leadership tenure.

35. The success as a QC leader has given me the necessary boost and experience to tackle

future situational problems anywhere. .857
Factor 12: Facilitators’ Commitment and Support (2.232%)
43. If we have any doubt about the QC philosophy, activities, steps, etc., we first go to our .720
QC facilitator.

Factor 13: Middle Management Commitment and Support (2.119%)
19. We get regular and continuous training and suggestions to improve ourselves in QCs .801
activities from our middle management/departmental head/supervisor.

18. | have joined the QC activities because of the active involvement and inspiration of 791
our middle management/departmental head/supervisor.

Factor 14: Taste of Success with Existing QCs (1.831%)
71. The successes and recognition of earlier QCs and their members through QCs activities .758

and movement have encouraged and motivated employees like me to join a QC.
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Factor 15: QCs' Members Communicational Ability and Skills Development (1.714%)
85. My active participation in QC activities all these years has improved my .758
communication ability and skillsindividually and within groupsin QC.

Factor 16: Effective Leadership in QCs (1.651%)
66. Our QC leader is supportive, non-directive and non-evaluative. .983
67. We always approach our QC leader first whenever we face any problem in QC activities .982

for his/her suggestions/advice and mostly he/she listens to us carefully.

Factor 17: Existence of Other Quality Improvement Programmes in the Past (1.487%)
and/or in Present

14. Our organization had/has Quality Improvement Programmes, such as, Work Councils, .877
Suggestion Schemes/Systems, other WPM Programmes, TQM, Quality Assurance/Control,
etc. in the past or currently working simultaneously with the QCs.

Factor 18: QCs Members’ Commitment and Support (1.448%)
57. We maintain all the QC-related records (such as, Minutes Book of QC meetings, .632
QC-Records Book, etc.) on our own.

Factor 19: Selection of Simple Problems/Projects for QCs (1.361%)
78. The complex nature of QC-selected problems which require inter-departmental, .740

inter-work-area assistance has never stopped the functioning of our QC or made us
demotivated to continue the QC activities.

Factor 20: QCs' Stability Throughout Their Tenure (1.317%)
95. In the past, on one/some/many occasions, our QC had/has been split to form new QCs. 746
Factor 21: Employees Attitude and Objectives in Joining QCs (1.237%)
32. | think that the QC is a medium to show my creativity and other intrinsic qualities, .900

such as, intelligence, organizational and |eadership abilities, decision-making skills, etc.
before the management/superiors.

Table 2 The QCs' Effectiveness Factors (in respect of two PSEs) Based on PCA under FA

ITEMS (COMPONENTS) LOADINGS
Factor 1: Regularity of QCs Meetings and QCs Activities (21.318%)
13. We have a written QC Code of Conduct to follow for all QC activities. .934
Factor 2: Organizational and Top Management Support for QCs Activities (15.872%)
9. Our QC regularly participates in different intra-organizational, local, zonal, national 972
and international (if selected) QCs Competitions.

10. For and during all such QCs Competitions (of all types), the expenses for participation, 972

journey, hospitality, recreational tours, additional D.A.- if any, etc. are fully borne by our
organization.

69. Our QC success stories are regularly publicised in notice boards, in-house journals, .926
local media, etc.

Factor 3: Middle Management Commitment and Support (15.049%)
19. We get regular and continuous training and suggestions to improve ourselves in .966

QCs activities from our middle management/departmental head/supervisor.
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21. Our departmental head/supervisor, may or may not be acting as the facilitator of .958
our QC, but is present in most of our QC meetings.

Factor 4: Provision of Comprehensive Training (11.374%)
2. We have been provided suitable and adequate training in all the steps of QC activities .939
and QC philosophy.

4. | think that such formal QC trainings have developed our general knowledge-base and .939

skills (such as, technical, work-related, group dynamics, |eadership, communication, etc.)

level than before joining the QC activities.

5. 1 think that such suitable and adequate training is absolutely essential to be successful .939
and effective in QC activities.

Factor 5: Supportive National, Local and Social Culture (9.652%)
92. | think that the local and social culture supports the QC philosophy in our organization. .860
59. | think that the QC philosophy has now become an indispensable part of our daily .820
work-life and also family life.

Factor 6: Facilitators’ Commitment and Support (7.521%)
44. Our QC facilitator is a mentor/guide to us at all point of time (both difficult and easy). 772
46. Our QC facilitator is the main driving force/inspiration behind our QC’s successes and 772
effectiveness.

Factor 7: No Resistance from Trade Union (5.897%)
47. Union members actively participate in our organizational QC movement from the .861
initial stages (acting as QC members in some/many QCs).

*Factor 8: Regular Active Participation of All QCs Members in QCs Activities (4.496%)
*64. All of us regularly participate in all the QC activities. * 567
Factor 9: Employees’ Attitude and Objectives in Joining QCs (3.936%)
77. At the beginning of our QC tenure we were much more interested in solving our .948
personal grievances (such as canteen, restroom facilities, etc.) in the work-related areas.

Factor 10: QCs Members’ Commitment and Support (2.658%)
36. | think that the QCs develop our group, departmental and organizational unity and 771
cohesiveness.

57. We maintain all the QC-related records (such as, Minutes Book of QC meetings, .752
QC-Records Book, etc.) on our own.

39. | believe that rotational |eadership approach is best suited for the QC philosophy. .675
Factor 11: Effective Leadership in QCs (2.228%)
66. Our QC leader is supportive, non-directive and non-evaluative. .990
67. We always approach our QC leader first whenever we face any problem in QC .990

activities for his/her suggestions/advice and mostly he/she listens to us carefully.

*Though the factor loading is less than 0.60, this researcher has taken it as a ‘ Factor’ discretionally
for its assumed importance in the overall analysis.
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With regard to three PSUs, where
employment ismore or less secure, it was
found that lesser work-pressure, free
mind in workplace, independence of
thinking and working, achievement of the
basic needs (as per the different Moti-
vation Theories), etc. have prompted
grass-root and middle level workers, as
well asthe middle level managersto work
whole-heartedly for the QCs and main-
tain the initial enthusiasm and spirit in
spite of age of QC [Factor 1 with the
highest variance of 28.15% (Table I)],
mainly for the purpose of self and mu-
tual development. The PSUs-specific
effectiveness factors, such as, ‘Keeping
the Main Focus on Voluntary Participa-
tion Approach’; *No Regular Rotation of
QCs Members'; ‘QCs Members Psy-
chological Development’; ‘Active In-
volvement and Commitment from the
Departmental Heads/Supervisors'; ‘ Suc-
cessful QCs' Leadership Tenure’; * Con-
tinuous Technical Support from the De-
partmental Heads/Supervisors for QCs
activities'; ‘QCs' Members Communica-
tional Ability and Skills Development’ and
‘Free-Flowing and Effective Communi-
cation System in QCs' can be cited as
evidence for the above fact.

The sub-factor (representing state-
ment no. 89) under Factor 1 with the
highest factor loading of .863 in Table |
points towards the fact that QCs have
been thriving in three PSUs as the mem-
bers have been running the whole pro-
cess without any type of management
interference in line with the essence of
the QC philosophy. The sub-factor (rep-
resenting statement no. 93) under Fac-
tor 1 with the second highest factor |oad-

ing of .818 in Table 1 pointstowards one
of the most critical findings of this re-
search (and also a suggestion for other
enterprises to implement it). The QC
philosophy has been integrated into the
mainstream of organizational policy
framework in three PSUs, which makes
the QCs more successful and effective
than their private counterparts. However,
on the basis of observations, it could be
pointed out that except DSP, Durgapur,
no other sample organization has been
fully successful inthisregard till Decem-
ber, 2009. The sub-factor (representing
statement no. 59) under Factor 1 with the
sixth highest factor loading of .763 in
Tablel indicatesthat the QC philosophy
has become an indispensabl e part of daily
work-life and family life of QCs' mem-
bers. This has made QCs effective in
three PSUs.

‘ The QC philosophy has been inte-
grated into the mainstream of or-
ganizational policy framework in
three PSUs, which makes the QCs

mor e successful and effective than
their private counterparts.

The sub-factors (representing state-
ment no. 46 and 44) under Factor 1 with
the third and fifth highest factor loadings
of .806 and .793 respectively in Table |
indicate the importance of the inspira-
tional and mentor-role of QCs' facilita-
torsat all timesin maintaining theinitial
enthusiasm and spirit in spite of the age
of QC. Another sub-factor (representing
Statement No. 58) under Factor 1 with
the fourth highest factor loading of .801
in Table | indicate the strong belief the
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top and middle management have about
the successes and effectiveness of the
QCs. Thispoint was clearly observed by
the researcher during his visits to the
sample PSUs. Theinitial failures of many
QCs were ignored and continuous en-
couragement was given to QCs for fu-
tureimprovement. Thisultimately caused
the number and stature of the successful
and effective QCs to grow over time.

Another very important factor [Fac-
tor 6: Participative Leadership Style of
the Top Management (Table I)] which
has been quite unique to PSUs in this
region was also actually observed in the
three sample PSUs. The sub-factor (rep-
resenting statement n. 16) under Factor
6 with the highest factor loading of .757
in Table| indicates that top management
in the three PSUs has been quite liberal
in their leadership style and approach
which has hel ped QCs become effective
and retain stability in thelong-term.

Factor 14 (Table I) is labeled as
the ‘Taste of Success with Existing
QCs', since it measures the suc-
cesses and recognition out of suc-
cessful QCs’ efforts which encourage
and motivate others to join QCs. The
sub-factor (representing statement no.
71) under Factor 14 with the highest
factor loading of .758 in Table | points
out to the above fact. Some other PSU-
specific QCs' effectiveness factors such
as, ‘Existence of Other Quality Im-
provement Programs in the Past and/
or in Present’; ‘QCs’ Stability
Throughout Their Tenure’ and ‘ Sel ec-
tion of Simple Problems/Projects for
QCs' are pointersto the organizational

and QCs'-specific effectiveness fac-
tors for the three sample PSUs.

With regard to the two sample PSEs,
along with the common ‘ Factors', some
indispensabl e organi zation-specific fac-
tors were also observed. One such criti-
cal factor has been the ‘ Supportive Na-
tional, Local and Social Culture' (Factor
5, Table 2). The sub-factor (represent-
ing statement no. 92) under Factor 5 with
the highest factor loading of .860 in Table
2 points to the prevalence of supportive
local and social culture within thisregion
(i.e., Haldia, as both EXIDE and MCPI
are from this region) which has made
QCs effective. Local people have been
very committed to their work and to any
new intervention or approach. The sub-
factor (representing statement no. 59)
under Factor 5 with the second highest
factor loading of .820 in Table 2 also
pointsto the commitment and support of
QCs' members from the two PSEs as
they followed the QC philosophy in their
regular work-life and family life. It was
obvious that they have been getting the
active support of family membersin this
task. This is in itself evidence of the
rightly-named Factor (i.e., Factor 5).

Another very critical factor inthe IR
scenario of West Bengal and especially
in Haldia, has been the ‘No Resistance
from Trade Union’ (Factor 7, Table 2). The
sub-factor (representing statement no. 47)
under Factor 7 with the highest factor
loading of .861 in Table 2 points to that
the union members have been actively
participating in QCsand in the QC move-
ment in the two sample PSEs of this study.
It was also found that the QC philosophy
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had never roused any suspicion or resis-
tance from the trade unions of those en-
terprises. This helped to make the QCs
effective and the movement easy in those
sample PSEs. It was also found that the
top management of these enterprises had
been continuously supporting the QCsand
their membersinall regards (Factor 2 with
13.703% variance, Table 2) which helped
them become effective. This allowed
QCs’ membersto participate regularly in
the QCs' activities.

‘ QC philosophy had never roused
any suspicion or resistance from

the trade unions of those enter-
prises.

Seven ‘Factors

e Regularity of QCsMeetingsand QCs
Activities

o Facilitators Commitment and Support

e Provision of Comprehensive Training

e Middle Management Commitment
and Support

o Effective Leadership in QCs

o Employees’ Attitude and Objectives
in Joining QCs

e QCs Members’ Commitment and
Support

These have been found in the sepa-
rately extracted ‘Factors' for the three
PSUs and two PSEs respectively
(Tables 1&2). So, it can be concluded
that these ‘ Factors' have been the most
indispensable ones for QCs' effective-

nessin the sampleindustrial enterprises.
It can be seen from Table 3 that most of
the factors of QCs' effectiveness model
have matched (partially or fully) with that
of separately extracted ‘ Factors’ for the
sample PSUs and PSEs. Thisitself points
to the relevance of the model proposed
in thisstudy.

The Cronbach Alpha estimate is ap-
propriatefor thereliability (Henson, 2001).
This estimate was found to be .8778 and
.6294 for the three sample PSUs and two
PSEs respectively. The standard thumb
rule is that the Cronbach Alpha must be
greater than .60 to conclude that the scale
is reliable. Thus, in case of total items
(statements), the scale has been found to
be reliable in both the cases.

Conclusion

It was found that QCs' effectiveness
was variable across the sample organiza-
tions and QCs. In most of the sample or-
gani zations (except DSP and EXIDE), the
overall QC movement shows a declining
momentum. There is evidence that QCs'
effectivenessis conditional on and/or in-
fluenced by the overall organizational cul-
ture, wider participative structures, man-
agement intentions and so on. Also, nei-
ther employeeloyalty and commitment nor
employee satisfaction with QCs has been
uniform even in the same organi zation.

In two of the sample organizations,
i.e.,, DSP and EXIDE, it was found that
the membersaswell asnon-membersare
very excited and enthusiastic with the QC
philosophy and activities. In some other
sample organizations, i.e., NTPC Ltd.,
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Farakka and MCPI, Haldia, excessive work
pressure is causing less time available for
QCs' activities.

© The primary contribution of thisstudy has
T - been to develop a new organization-oriented
& & 888 & ._% 5§ QCs effectiveness model whichisalso time-
g ¢ g88 & = &4 tested. It has tracked the responses of the
i & &£&& & E &4 : € resp .
5 8 B88 B % =3 resp_ondents to QCs-participation over time
z 2 z2zz =z o =22 (during three phases). It has used the FA logi-
cally andreliably for extracting ‘ Factors' based
on the primary data. It has employed a com-
- parative analytical study (QCs' effectiveness
~ E model vs. the separately extracted ‘ Factors').
-~ 8 & This study was also not a mere narrative of
% =R some organizational participants or self-re-
L gf & ported by either the management or the unions.
5 = S
3 “9Tg Limitations
> 8 = -9 —
T £ EEB888t £¢ _ _ o
& % % % LgLg % % % ~ This study is not free from limitations.
E & A45pgpa &4 Time and resource constraints make this
i 5 &5 gegs 5 53 study limited in numbers and dimensions
& z zz&242z z=z Yy .

Future research should include self-reported
and other types of primary data (including
guestionnaire study) in examining QCs’ ef-
fectiveness in terms of the QCs' problem
solving and QCs' productivity. Future re-
search could also cover inter-regional stud-
ies making a comparative analysis of QCs'
effectiveness factors in PSUs vs. PSEs in
other regions of the country.

Thefollowing are suggested and recom-
mended as indispensable prerequisites/fac-
tors as essential for the sustained long-term
success and effectiveness of individual QCs
and the overall QC movement in different
organi zations (irrespective of their nature):

Expectations from QC Groups
Factor 19: Publicity and Recognition by Management
Factor 20: Suitable Reward Schemes/System

QCs' Solutions/Recommendations

in spite of Age of QC
Factor 22: Taste of Success with Existing QCs

Culture
Factor 24: Continued Presence of Key Personnel

System
Factor 18: Clear-cut QC Objectives and Logical

1. TheQC philosophy should beintegrated
in to the basic organizational structure

Factor 17: Free-Flowing and Effective Communication
Factor 21: Maintenance of Initial Enthusiasm and Spirit

Factor 23: Supportive National, Local and Social
Factor 25: Procedural Effectiveness in Implementing
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and policy framework. Also, the or-
ganizations need to capture and fol-
low the true spirit of the QC philoso-
phy in all regards.

The commitment and positive atti-
tudes of the immediate boss, acting
as facilitator, and the whole-
heartedness and drive of the respec-
tive QCs' members are most crucial
in making the QCs effective.

Prior to the introduction of the QCs,
comprehensive training schedules
should include awareness sessions,
skills-devel opment sessionsand prac-
tical sessions.

A separate QC Cell should be devel-
oped (possibly under the aegis of the
TQM/Quality Control/any other De-
partment, asin DSP, Durgapur) to look
after QC effortsin the organization.

QCs’' success and effectiveness
should not be judged only from per-
formance in different QCs competi-
tions, but, rather from theimportance
of the solutions/recommendationsfor
problems in their respective work-
areas. More and more emphasis
should be put on regular visits by
management (top and middle) to
QCs’ work-areas to verify the
progress of QCs activities and ob-
tain necessary feedback from QCs
members.

L ucrative monetary reward schemes/
systems based on a percentage of the
total money saved (post-audit) should
be offered to QCs members to moti-
vate them further, though, this vio-
lates the basic QC philosophy. This

0.

would be much more logical, scien-
tific and attractive than the existing
one-time ‘Cash Award’ schemes as
generally prevalent in the sample
PSUs and PSEs.

The top and especially middle man-
agement should be responsible and
accountable for the all-round ar-
rangements necessary for QCs' ef-
fectiveness and should show keen
interest and drive to make the QC
movement successful and effective
in the respective organizations.

Theleadership provided to individual
QCsand to organizational QC move-
ment is also very critical for and in-
fluential in maintaining theinitial en-
thusiasm and regularity of QCs’
meetings and activities for achieving
QCs' effectiveness.

All organizations practicing and want-
ing to introduce/launch the QC phi-
losophy should be focused on improv-
ing the QWL and social and family life
of the QCs members as a priority.

In conclusion, when properly imple-

mented in theright industrial culture, QCs
could help create a competitive drive
quite beyond the experience of anyone
who has not seen them in operation.
However, when badly managed, QCs
result in failure, disappointment and cyni-
cism and distrust of the concept of QC
(Hutchins, 1985) and could become a

management

fad (O'Donnell &

O'Donnell, 1984).
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