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OPSOMMING 

Die lewensvatbaarheid van die GehalteKringe begrip onder 

Suid- Afrikaanse toestande word ondersoek. Sleutelaspekte 

voor of teen die sukses van GehalteKringe word bespreek in 

die lig van in literatuuroorsig en gevalle studies. Riglyne 

vir suksevolle implemetering word bespreek. 

SUt-NARY 

The viability of the Quality Circle concept under South 

African conditions is examined. Key issues which would 

either favour or mitigate against the success of Quality 

Circles are discussed in the light of a literature survey 

and case studies. Guidelines for successful implementation 

are discussed. 

v. 



1. INTRODUCTION 

The Productivity of the South African workforce is generally 
acknowledged as being 1 ow by world standards (Etheredge, 
1982; Evans, 1983). One of the central issues in this 
problem is the necessity of closing the wage gap with a 
concomitant increase in labour productivity. The serious 
shortage of ski 11 ed manpower in South Africa is one of the 
reasons why this goal has proven to be elusive. The result 
has been an inflationary spiral in the country's wage bill 
and a lCNI rate of productivity improvement. 

A recent trend in management philosophy has been increasing 
use of participatory styles of management. This approach to 
management has been justified by academics on economic, 
soci a 1 and mora 1 grounds. Japan has become one of the 
1 eadi ng exponents of this approach. The world has 1 coked 
with envy at the rate at which Japan has conquered foreign 
markets. This rapid growth and diversification into 
overseas markets has largely been attributed to Japan's 
sophisticated technology and its impressive growth in labour 
productivity. The underlying factors contributing to the 
latter have been open to much speculation and investigators 
have suggested the use of participative management as a key 
factor in their success. One of the management technicques 
utilised in Japan has been Quality Circles (QC). Quality 
Ci rel es have now been introduced to South Africa and it is 
apparent that the philosophy has been met with a great deal 
of acceptance on the one hand and a great deal of scepticism 
on the other. 

The primary objective of this study was to explore the 
viability of Quality Circles in the RSA. Secondary 
objectives were: 

i) to investigate the broad issues involved in the 
implementation of the quality circles programme; 
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ii) to investigate those factors favouring Quality Circles, as 
well as those factors which might tend to operate against 
the success of Quality Circles in an organisation; 

iii) to present some empirical examples of organisations which 
have utilised the Quality Circles concept; and 

iv) to suggest some practical and systematic guidelines for the 
implementation of a Quality Circles programme in an 
organisation. 

A 1 iterature survey was carried out in order to gain a 
theoretical perspective on Quality Circles and interviews 
with representatives of some companies which had implemented 
Quality Circle programmes were conducted in order to develop 
'case studies• of Quality Circle implementations. Access 
was gained to some Quality Circle meetings and in this way 
some appreciation of the dynamic processes involved was 
developed. Seminars on Quality Circles were attended, one 
at which a number of case studies were presented, another at 
which the accent was on training. At present there appears 
to be a paucity of academic research on Quality Circles in 
South Africa. 

2. DEFINITION OF A QUALITY CIRCLE 

According to Yager (1980) a Quality Circle (QC) is a 
voluntary group of workers who have a shared area of 
responsibility. It meets on a regular basis to discuss, 
analyse and propose solutions to work-related problems and 
is taught group communication processes, quality stategies, 
and measurement of problem-analysis techniques. 

The QC is encouraged to draw on the resources of the 
company I s management and technical personnel to help solve 
problems. The QC actually assumes responsibility for 
solving quality problems, and it generates and evaluates 
feedback. In this way, it is also responsible for the 
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quality of communications. The leader is elected by the 
other circle members and it trained to work as a group 
member and not as a 11 Boss" (Yager, 1980). 

The QC is normally a group of people who usually work 
together to produce a part of a product or service. QC 
leaders generally undergo training in leadershp skills, 
adult learning techniques, motivation and communication 
techniques. QC members are generally trained in the use of 
various measurement techniques and quality strategies, 
including cause-and-effect diagrams, pareto diagrams, 
histograms and various types of check sheets and graphs. A 
typi ca 1 QC consists of five to ten members. Meetings are 
held in company time and on company premises. 

Usually more than one QC is functional in a company and the 
person who co-ordinates the various QC activities, 
undertakes their training, is their 1 ink to management and 
is known as the facilitator. The role played by the 
facilitator is crucial to the success of QCs. 

3. BACKGROUND OF QUALITY CIRCLES 

After World War II, a Statistical Quality Control (SQC) 
system was is introduced to Japan by an American qua 1 i ty 
control expert Dr W E Deming (Roberts, 1982). His work 
resulted in the formation of the Japanese Uni on of 
Scientists and Engineers {JUSE) which actively and with 
success promoted SQCs. In spite of this success many 
problems were encountered as 'ownership' of the concept was 
usually vested in one department and commitment from either 
top management or workers was limited. 

The impetus for further change was provided by another 
American, Dr J M Juran (Robson, 1982) who, during a visit to 
Japan in 1954, indicated that quality control should be 
vested in line management and not in what could be termed a 
'police department' within the organisation. In Japan 
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this was a highly acceptable view and it went ahead with a 
nati ona 1 programme ca 11 ed Tota 1 Qua 1 i ty Contro 1 which 
involved inter alia radio programmes, prizes, etc. 

Although Dr R Ishikawa is generally viewed as the father of 
QC, the latter was really the outcome of an evolution of 
ideas which grew out of his book-reading ci rel es which he 
put foNard in an article in the magazine Quality Control 
for the Foreman. The book-reading groups sought more than 
theoretical study and became involved in prob 1 em-solving. 
These, now QC groups, spread relatively slowly at first, 
then very rapidly. Robson (1982) states that by the 
mi d-l 970s there were 75 000 QCs registered with JUSE and 
probably many more operating that had not registered 
formally. He also states that despite initial resistance 
QCs had, by the 1980s become a world-wide movement. 

The concept of QCs now appears to be generally seen as 
fitting into the general theoretical framework of Ouchi's 
Theory Z (Sullivan, 1983). Ouchi (1981) developed this 
concept after an investigation of Japanese organisations. 
On the basis of his investigations, he isolated successful 
Japanese business practices which he thought would be 
comp a ti b 1 e with the America 1 Corporate Atmosphere. These 
practices involve fundamentally different insights about 
competitiveness, the nature of organisational structures and 
goals, the relationship between employers and employees, the 
recasting of lifelong career goal-setting and a deep 
rethinking of why organisations exist in the first place 
(Crapo, 1982). 

Ouchi di sti ngui shed American companies which uti 1 i se these 
, practices (Type 2 companies) and companies which rely on 
traditional American business practices (Type A companies). 
Ouchi's main thesis was that if American companies could 
utilise Type 2 business practices they would be able to meet 
the Japanese challenge for overseas and domestic markets. 
Ouchi (1981) stated that Type 2 companies are characterised 
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by their devotion to their human assets. ihe fo11owing a"'e 
further characteristics viev-.ied as common to Type 2 
organisations: 

* 

* 

* 

* 

* 

* 

* 

Long-term employment 
Collective decision-making 
Individual responsibility 
Infrequent evaluation and promotion 
imp 1 i cit , i n fo rma 1 e v a 1 u at i on 
Non-specialised career paths 
Holistic concern for people 
(Ouchi and Johnson, 1978) 

Hatvany and Pucik ( 1981) developed a Japanese management 
paradigm focused on human resources, incorporating these 
points, presented in Figure 1. 

PARADIGM STRATEGIES TECHNIQUES 

CONCERN 
FOR 

HUMAN 

SCIENCES 
I 

ii 

I 
I 

---

FIGURE 1: 
( SOURCE: 

t. I- t.. 
LONG-TERM 
-MP 1 OYM""

NT 

UNIQUE 
COMPANY 

PHILOSOPHY 

INTEGRATING 
THE 

EMPLOYEE 

j 

SLO�' PROMOTI Ot� 

r------jr-------' 

COMPLEX 
APPRAISAL 
SYSTEMS 

l 

EMPHASIS 
ON 

WORK GROUPS 

I 
OPEN - COMMUNICATION 

I 
CONSULTATIVE 

DECISION-MAKING 

I 
CONCERN 

._ FOR THE 
EMPLOYEE 

I 

JAPANESE MANAGEMENT PARADIGM 
HATVANY AND PUC!K, 1981) 

5 

--

l 

-I l 

I I 

I I 

-

I I 
,-

J I : 

-

1 

' J 

: 



Sullivan (1983) cited empirical evidence which calls into 
question Ouchi I s description of the way in which theory 2 
describes descisionmaking in Japan. Ouchi's formulation was 
also attacked by Sullivan on purely theoretical grounds 
and he further asserts that theory Z does not really emerge 
out of Japanese con di ti ons as Ouchi finds them. Rather 
Japanese firms just exhibit bi ts and pieces of the theory. 
Applying this to quality circles, Yager (1980) stated that 
25 percent of all Japanese hourly employees were at that 
time members of a voluntary QC, and Hodgson (1983) that 50 
percent of all Q C's operated on a successful basis which 
may lend credence to Sullivan's criticism. 

However a survey of the 1 i terature tends to give 
contradictory data on the success or failure of Q C's. It 
is certain that extravagant claims of success abound, as do 
equally sceptical views. 

In terms of the RSA situation, it is perhaps useful to 
examine further the Type Z organisation since it would 
appear that in the Japanese context, these are the companies 
in which QC are most likely to be successful. 

Bryan (1982) noted that employees in such companies were 
extremely curious about all aspects of their jobs and 
products. Thus group-directed quest for knowledge was based 
on the premise that the more the employee knows, the more 
effective he can be. These companies a 1 so emphasise 1) 
quality control and attention to detail to the extent that 
an awareness of qua 1 i ty contra 1 permeate, 2) a 11 the 
traditional business functions like planning, scheduling, 
controlling, and inventory management. 
Another notable feature of the management philosophy is that 
the company tends to be regarded as an extension of the 
family. Sullivan (1983) referred to this type of social 
structure as an "industrial clan 11 • There is a strong 
emphasis on life-time employment and a recognition of 
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co-destiny with the company. Thus approach is reflected in 
the way in which companies provide housing and home loans, 
sponsorship of company off-the-jobb activities, employee 
country clubs and resorts. This promotes 11 esprit de corps 11 

amongst the employees and increases their commitment to the 
company. In addition companies select workers not so much 
on technical skill, as on "how will he/she fit into the 
company family? 11 

These organisations are also characterised by a tendency to 
train employees with company-specific work skills and reward 
seniority employees with premium wages. There appears to be 
less concern for hierarchical status symbols, such as 
private offices, and there are more commonly shared work 
areas. Type 2 workers are encouraged to share their 
persona 1 prob 1 ems with their supervisors at work. This is 
seen to promote greater equality in singleness of purpose. 

Ouchi (1982) also contended that every type 2 company was· 
characterised by a distinctive philosophy of management 
which supplied the underlying premises for decision making. 
A type 2 organisation has relatively weak monitoring 
capabilities and 111.Jst thus rely on a relatively complete 
internalisation of its philosophy by all employees. Control 1 

is thus maintained through a process of acculturation of 
socialisation of employees. 

Bryan (1982) stated that the type 2 organisation places a 
1 ot of emphasis on management by consensus. Managers are 
wi 11 i ng to arrive by protracted decisions, i nvo1 vi ng 
everyone affected. This approach is based on the assumption 
that workers want to have some contro 1 over their working 
lives. Team-work and group accountability is emphasised 
which results in greater worker intercommunication and 
social pressure to be productive. 

Johnson and Ouchi (1974) also maintained that this type of 
organisation emphasises the fl ow of information and 
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initiative from the bottom up, in that the people closest to 
the prob i em are generall y regarded as more capab l e  of 
generating soluti ons to the probl em. This has the effect of 
making top management the facilitator of decisionmaking 
rather than the issuer of edicts. Middl e managemen t  is used 
as the impetus for, and shaper of, sol utions to problems. 
This requires highl y developed communication skil l s. Q C's, 
as tools of consensus decisionmaking, initiate solutions to 
problems from the bottom up, and at the same time con tribute 
to sati sfyin g  the recognition needs of employees. 

I n  a comparison of South African organisations with type 2 
orga nisations, sev,eral differences emerge. Whil e there are 
South African companies which base their management 
phil osophy on human resources, these are thought to be in 
the minority. Long-term employment, an important factor in 
the pub l ic sector, is not as pervasive in the private 
sector. With regard to evaluati on, the South African 
emphasis tends to be on formal , regular, explicit 
eva l uation, although onl y  a minority of companies uses a 
scientifically devel oped performance appraisal system. The 
predominant managerial sty l e in South Africa tends to be 
authoritarian which has an important effect in creating 
organisational "climates". Ai though there are notable 
exceptions in the mining industry, very few South African 
organisations have succeeded in having their empl oyees 
regard the company as an extension of the family. Indeed, 
one coul d argue that the cul tural basis for such a value 
amongst South African workers is practical l y  non-existent. 
Finally, relatively few l ocal companies pub l icise their 
"distinctive phil osophy of managemen t " .  It is thus 
difficul t to assess whether any particul ar management  
philosophy supplies an  u nderlying premise for 
decision-making. 
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4 .  THE PROCESS OF QUALITY CIRCLE PROBLEM-SOLV ING 

Before discussing the process involved in quality circle 
problem-sol vi ng ,  it is interesti n g to not� Agnew ' s  (1982) 
conception of quality circles as an organisational 
change-a gent : 

"This idea is elegant in its simplicity but mind-blowi ng 
in terms of normal mana gement philosophy which 
specialises tasks and isolates people in little boxes to 
carry them out .. •.. it is subversi ve in terms of the 
organisation structure which tries to sep arate power and 
knowledge from work, and preserve them for the top 
echelons . . . . . the effects are 1 ong-term, unstructured, 
even uncertain quality circles now provide 
learning which will make worker participation work able. " 

\' Figure 2, places quality circles withi n the context of the 
\ total organisation . It shows the relationships between the 

vari ous pa rties involved in quality circles : The Steering 
Committee, top and middle management, the circle 

co-ordinator, technical sup port staff, supervisors, 
shop-floor employees, and union representati ves. 

9 
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Bendi x and Bocker ( 1982) desi gned a process flow model of 
the QC system whi ch provi des a sound framework for 
conceptuali s i ng the worki ngs of a QC. Thi s  i s  presented i n  
F i gure 3. Much of the followi ng d i scussi on of the model has 

1 been extracted from Bendi x and B0cker 1 s arti cle. 

F i gure 3 represents a model of the QC process fl ow for one 
comp 1 ete eye 1 e .  It shows the v a r i  ou s i nterdepen denc i es of 
all groups i nvolved . The faci ltator or coordi nator and the 
Steeri ng Commi ttee are i n  a central pos i ti on. It also shows 
how the QC system actually works. Once management has made 
the deci si on to i ntroduce the QC system, the fi rst step of 
the process would be a recommendati on of problems to the 
QC. The QC could recei ve i nput from seven external sources 
or groups : Top management, Mi ddle management, Uni ons , Other 
departments, Other shi fts, Other QC I s, and non-QC members. 
However, the most i mportant source of i nput i s  the QC 
members themselves, and the fi nal deci si on should rest w i th 
them . 

Once the prob 1 em has been se 1 ected, a thorough ana 1 y si s of 
the problem should follow. If necessary, the QC members 
should be sup ported by the experti se of techni cal staff, and 
the Steeri ng Commi ttee. The QC i s  encouraged to approach 
the problem i n  a systemati c  manner, and to uti li se 
stati sti cal techni ques where appropri ate. QC ' s  should also 
be encouraged to 1

1cost 11 thei r proposed soluti ons to 
problems. The soluti on is  then presented to management i n  a 
bri ef, yet comprehensi ve ,  proposal. These recommendati ons 
are normally revi ewed and evaluated by Mi ddle management. 
Accordi ng to Bendi x and Bocker ( 1982) , the QC presentati on 
i s  only made to top management under speci al c i rcumstances, 
i nvol vi ng major changes i n  cap i tal or process expendi ture. 
The proposal i s  ei ther accepted or modi f i ed .  the authors 
state that referrals or outri ght rej ecti ons, should be the 
absolute excepti ons, and should be supp orted by detai led 
reasons. The ori gi nal or modi fi ed suggesti on i s  then 
i mp l emented, modi fi ed and i mproved, i f  necessary. The cycle 
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i s  closed wi th the selecti on of a new prob 1 em or, very 
occassi onal ly, the reconsi derati on of a soluti on returned 
for i mprovement or change. 

Further, with regard to fi gures , i t  should be noted that the 
c i rcles i n d i cate the groups i nvolved w i th some i nput and the 
squares represent the act iv i ti es or operati ons to be 
performed duri ng the QC process cycle . The soli d arrows 
show the di recti ons of the process f1 ow, and the dotted 
arrows shaw the advi sory or recommendati onal i nputs from the 
vari ous groups to the QC. 

It should also be noted that not all QC's func ti on i n  thi s  
manner, and that most South Afri can compani es usi ng the QC 

1 concept have "adapted" i t  to 1 ocal con di  t i  ons . 
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5 .  KEY ISSUES IN QUALITY C I RCLE IMPLEMENTATION :  

The fol l ow i ng l i st i s  not i ntended to be defi ni ti ve, but i s  
i ntended for the consi derat i on of the type  of i ssues wh i ch 
mi ght be rel evant i n  the dec i si on of whether to i ntroduce a 
QC or not. 

5 . 1 .  Organi sati onal Rea d i ness 

Cr i ti cs d i ffer as to the i mpact of organi sati onal c l i mate on 
the success of QC I s .  Cook ( 1982) po i nted out that  the 
i mp l ementati on of QC ' s  i n  an organi sati on nearl y al ways 
i nvo l ves a maj or organi sati ona l  devel opment effort comp l ete 
wi th changes i n  p ower and auth or i ty ,  and emp l oyee rol es. He  
further noted that sh i fts of power and auth ori ty i n  
dec i si on-mak i ng and probl em-sol vi ng p rocesses Cgn  p ose a 
th reat to mi d dl e managers . 
Robson ( 1982) asserted that QC I s can he  1 p to change the 
cul ture of an organi sat i on to one where there i s  common 
ownersh i p  of corp orate goa l s, undersp read  c ommi tment of the 

1 work force , and genui ne two-way communi cat i on . Whatever the 
I cr i t i cs say , i t  i s  ev i dent that a sui tab l e organi sat i ona l  
c l i ma te i s  necessary , but not suffi c i ent, condi t i on for the 
successful i mp l ementat i on of QC ' s. It i s  h i gh l y  un l i kel y  
that a n  organi sati on wh i ch has been cha racteri sed by an 
autocrati c styl e of management, and/or poor i ndustri a l  
rel ati ons , woul d be ab l e to susta i n  a successful QC 
p rogramme i n  the l ong run. 

Another aspect of organi sati onal read i ness i s  manageri a l  
c ompetence. In keep i ng wi th the concept o f  an organi sat i on 
as a soc i o-techni cal system ,  managers fi rst need to attend 
to techni ca l  p ri ori t i es ,  before they can expect to dea l  
effecti vel y wi th h uman matters. 

Wh i tehead-Morr i s ( 1982) p ropo·sed an ana l ysi s  of the forces 
ei ther fac i l i tati ng or reta rdi ng the i nstal l a ti on and 
ma i ntenance of QC ' s, i s  based on L ewi n ' s  c oncept of 
force-fi el d ana l y si s. Forces seen as acti ng to encourage 
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participation are regarded as positive , and include the 
following :  

1 .  Interdependence of manageme nt/workers to have the 
organisation succeed . 

2 .  Manageme nts ' s conce rn for reducing resistance to 
change . 

3 .  Worker  disconte nt with the present j ob structure . 
4. Improved e ducation and skills of workers .  
5 .  Increasing needs of workers for control over  the 

work experience . 
6 .  Ex i sting q uality problems . 
7 .  Stagnant productivity . 
8 .  Loss of j obs due to the organisation 's inability to 

compete . 
9 .  The need for permanent resolutions to problems . 
10 . Management 's recognition of the potential of worke r 

contributions .  
F orces perceived as acting to  discou rage acceptance of  
worker participation are regarded as negative and include 
the fo 1 1  owing :  

1 .  Percei ved differences in management versus worker 
goa 1 s .  

2 .  The costs involve d . 
3 .  Management ' s impatience to see results . 
4 .  Past management/union relationships . 
5 .  Lack of a model to structure such a proj ect .  
6 .  Lack of knowledge /skill of u n derlying principles of  

how to begin . 
7 .  Mutual mistrust perceived . 
8 .  Managements perceived loss of control . 
9 .  Impact on management-labour contractual 

obligations .  
10 . Ambiguity of  goals and outcomes .  
1 1 . Rigid or autocratic management styles .  
12 . Unwillingness to commit time . 
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13 . U nw i l l i ngne s s  to make  the nece s s a ry i nves tment i n  

tra i n i n g . 

(Wh i tehead-Morri s (1982) ) 

An i mp l i cat i on  of s uch  an  a na l y s i s wou l d be th at  negati ve 
1

1 hy g i e ne 1 1  fac tors s h ou l d be removed before i mp l ementi ng a QC 

p rogramme . Hyg i e ne factors wou l d i nc l u de s afety a nd  hea l th 

a spects , workers gri evances , p ay d i s p u tes and the l i k e . 

An i s sue  wh i ch has  often been d i s c u s sed  i n  connecti on w i th 

QC 1 s i s  that of nati ona l  c u l tu re . Hu tch i n s  (1983) 

con s i de red i t  v i tal to the l ong term s ucces s  of QC ' s  to 

rea l i se that w h i l e  the nat i ona l  cu l tu re a nd  c haracter i s ti c  

of a peopl e a re not re l evant to th i s  s ty l e of ma na geme n t ,  

both the cul tu re a nd ph i  1 o s ophy o f  ma na gement wi th i n  a n  

orga n i s ati on i ts e l f a re f u ndamenta l  t o  s u cces s .  Wh i l e  h i s  

rema rk s concern i n g  nati ona l  c u l tu re a n d  e th n i c 

c haracte r i s ti cs mi ght be debatab l e i n  the Sou th Afri can  

context , he ma de a h i gh l y  re l e v a nt po i nt conce rn i n g the  

west ' s  atti tu de towards q ua l i ty control . He h i gh l i ghts the 

J apane s e  concept ot Tota 1 Qua 1 i ty Centro 1 ( TQC ) or Compa ny 

Wi de Qua l i ty Control (CWQ C )  w h i ch  i s  ba sed  on q u a l i ty 

control di a g n os i s  a nd  a u di ti n g ,  parti c i pati on by a l l 

emp l oyee s , q u a l i ty control e du cati on a n d  tra i n i n g , QC 

acti v i t i e s  and uti l i s ati on of s tat i s ti ca l  tech n i q u e s . He 

fu rther q u otes P rofe s s or I sh i k awa , as h av i ng  repeated ly  s a i d 

that he  doubted the 1 ong  term vi ab i l i ty of QC I s i n  the 

wes t ,  g i ven the 1 a tter ' s 1 ack of u n dersta n di n g  of C ompa ny 

Wi de Qu a l i ty Control . 

D a n i e l  (1982 , 1983) a nd  Thomp son  (1982) a l s o  h i gh l i gh ted  the 

i mp orta nce of a s s e s s i ng orga n i s at i onal  read i n es s . Thomp s on 

(1982) s tated categori ca l l y  that i f  an  orga n i s ati on i s  not 

ready for the e ffort a nd effect of QC ' s , the p ro gramme w i l l  

f a i l i n  sp·i te of  the bes t  i mp l ementati on s trategy . He 

p rovi ded s ome 1

1 organ i  s ati ona l  readi n e s s 1 1  i n di cators 11 

1 .  I nternal p roj ect s ta ff i ng  - i . e .  whether the h uma n  

re s ou rces a re ava i l ab l e .  
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5 . 2 . 

2. Openess from management. 
3. A ti me commi tment. 
4. A fi nanc i al commi tment . 
5. A cr i s i s  status i n  the organi sat i on - i .e. whether 

the organi sati on has problems whi ch requ i re 
soluti ons. 

6. A commi tment to ski lls trai ni ng. 
7. V oluntari ness of employees. 
8. A heal thy growth rate. 
9. Si ze - i .e. the organi sati on must have suffi c i ent 

resources. 

Dani el (1983) stated that many organi sat i ons are not able or 
ready to adapt and change to a management style consi stent 
wi th the QC way of 1 i fe. Unt i l  most, i f  not all, of an 
organi sati on's mana gement personnel have been gi ven an 
understandi ng of QC ' s, thi s  change should not be attempted. 
An i ssue closel y a l l i ed to that of organi sat i onal readi ness, 
i s  that of manageri al commi tment . 

Manageri  a 1 Commi tment and Su,pport 

Many wri ters have stressed the absolute necessi ty of a 
commi tment by mana gement to QC programme. Robson ( 1982) saw 
commi tment from top management as the most basi c requi rement 
for i ntroduc i ng a QC programme. However, he warned that 
thi s  i s  the commi tment whi ch i s  eas i est gi ven by seni or 
mana gement and least beli eved by everyone else i n  the 
company. 

Dani el (1983) stressed that commi tment rrust be demonstrated 
from the top down i n  the form of p arti c i p ati on, sup port and 
i nvol vement. It must be clear that the QC process i s  just 
one step i n  an ongoi ng effort to deve 1 op a more trusti ng 
work envi ronment for all. Thi s  commi tment should enta i l  
attendance by managers at QC meeti ngs . Lack of attendance 
by managers could be seen as a cri ti cal factor i n  the 
fai lure of a QC programme. Attendance at meeti ngs 
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effectively 
participation, 

demonstrates 
and interest, 

endorsement, 
and buil ds trust 

face-to-face involvement and communication. 

support, 
through 

( Daniel, 1983) 

Commitment should be based on understanding. QC ' s  should 
not be regarded as a panacea for all organisational il ls, 
·not as a "one-shot"  gimmick, but as a distinctive phil osophy 
of management which requires a long-term commitment to the 
success of the programme. As l ong as managers regard the 
programme as a 11trick 1 1  of the Unions to put the workers in 
command, the programme has no hope of success ( Bendix and 
Bocker, 1982). Middle managers, in particular, are likel y 
to feel threatened by QC ' s  making presentations to top 
management .  They are typical l y  afraid that QC ' s  wil l 
undermine their au thority. 
The answer to this type of problem coul d lie in the 
education of middle managers through clear communication of 
the role of QC ' s, from the top down. However, many managers 
are stil l likely to believe that an endemic part of QC ' s  
invol ves management su'rrendering its prerogatives. Daniel 
{ 1982) bel ieved that management retains its responsibility 
and right to issue policy statements to QC ' s, instructing 
them that there are issues they can and cannot work on, e.g 
wage and sal ary matters, union agreements, etc. Much of the 
probl em revol ves around the obj ecti ves of QC ' s , a s  perce i ved  

by management, and as they are perceived by QC members. 

5.3. THE OBJECTIV ES OF QUAL ITY C IRCLES PROGRAMMES 

With regard to management ' s  viewpoint, it is likely that 
economic benefits apparently associated with QC ' s  are the 
first priority. This is what Cox ( 198 1) termed the 1 1di rect 
pay-off 11 . Secondary obj ectives woul d be the improvement of 
communication between managers and subordinates, the 
development of a "quali ty-mindedness" approach to their work 
by employees, and the personal development of participants 

I in the programme. Agnew { 1982 ) emphasised the obj ective of 
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changing work rel ati onshi ps, the exercis e of power and of 
improving mutual  understanding and acceptance between 
supervisors and subordi nates . 

O ' Neil (1982) a dopted an interesting app roach to the 
obj ectives of QC programmes. He sta ted that the concept of 
q uality had shifted f rom conformance to specification 
towards p rovision of customer satisfaction. He saw QC ' s  in 
the context of a totally integrated ma rk eting strategy 
designed to meet consumer needs. I f  a company wished to 
achieve cu stomer satisfaction , it needed QC ' s  in every 
depa rtment . This point of depa rtu re appea rs to be in 
contra diction of the " p anacea syndrome 1 1 ( Daniel , 1982 ;  
1983) . 
With rega rd to work ers' viewpoi nt, it is likely that they 
would attach a high priority to the perceived " human" or 
development obj ectives of a QC programme. The difference in 
emphasis between mana gement and worker perceptions could 
create p roblems when one party tak es a decision based on one 
prem·l se, and the other p arty evaluates the decisi on on the 
basis of another p remise. There needs to be a clear 
u nderstanding on the part of both mana gement and QC members 
as  to the p riorities of the various obj ectives of the 
programme. 

The concept of ownership of QC 1 s is related to the perceived 
obj ectives of the p rogramme. Robson ( 1982) stated that, 
1 ogi ca 1 1  y ,  the QC I s be 1 ong to the QC members, but wa rned 
that there was a danger that this ownership might be 
perceived as a threat by 1 i ne mana gement above the QC. He  
also stated that line mana gement' s ownerships rru st lie in 
support of the concept of QC ' s  as an integral p art of a way 
of managing . Robson fu rther wa rned that it was vital for 
the succes of the p rogramme that the company did not u se 
QC 1 s as a manipulative device to get more out of the 
work force. Bendix and Bocker ( 1982) al  so wa rned a gainst 
this misrepresentation. 
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, Th e mot i ves  of ma na geme nt i n  i ntrodu c i n g  the programme , a nd  

the po s s i b i l i ty of  " h i dden obj ecti ves "  and  " concea l ment  of  

owne rs h i p " ,  i s  a n  a s set wh i ch wou l d be  of p arti cu l a r  conce rn 

to tra de u n i o n s . Rob s on rega rds the I I  ri ght frame i f  mi nd  1 1  

a s  an i mp ortant  p re requ i s i te for the 1 o ng-term s u cce s s  of 

the p rogramme . I t  i s  fe l t ,  h owe ve r ,  that when  a l l these  

a spects a re tak e n  i nto accou nt , i t  ca n be  a rgu ed  that  QC ' s  

represe nt a means  of draw i ng  i nforma l s oc i al rel ati o n s h i p s 

i nto a i eg i ti ma te orga n i s ati ona l  s tructu re , a s  a form of 

pa rti c i p ati ve ma na gement . The l eg i ti macy of th i s  stru ctu re 

enab l e s  ma na gement to control  worke rs more effecti vel y . I n  

the South Afri can cu l tu ral e n v i ronment th i s  can be v i ewed i n  

both a pos i ti ve and  a negati ve l i gh t  by work e rs , whe re on 

the one hand  B l ack workers i n  p a rti cu l ar wou l d be l i ke l y to 

approve of greater parti c i pat i on , bu t on the other  wou l d 

perce i ve the tec h n i que as an ob l i que th reat .  

5 . 4 .  U N I ON I NV OLV EMENT 

As menti oned p rev i ou s l y ,  the perce i ved obj ecti ves  of the QC 

p rogramme , and the ques ti on of owners h i p of the QC ' s a re 

1 i ke l y to be s o u rces of conce rn for the e ffecti ve  u n i  o n . 

Be nd i x a nd  Bocker  ( 1982) s tated that w i thou t he U n i  on ' s 

s u p port,  or at l east  i ts wel l -mea n i ng  neutra l i ty ,  there wa s  

n ot  rruch  h ope  for  s ucce s . U n i on members and  l ea de rs had  to 

be con v i n ced that  the QC concept was n ot a tri ck of 

ma nagement  try i ng  to ga i n i nf l u ence . 

T i mi n g  i s  al s o  a n  i mp ortant a spect . I t  wou l d not be w i se to 

s ta rt the pro gramme j u st before an a greeme nt exp i re s . T h i s 

wou l d on l y  serve to i nc rea se  ten s i on .  I t  i s  adv i s ab l e to 

wa i t u nti l the barga i n i n g  p roces s  i s  ove r . U n i on l ea de rs or 

l abou r l ea de rs i n  non-u n i on i s ed  env i ronme nts s h ou l d be 

i nc l u ded at the very earl i est  s ta ges of the p rogramme of 

d i s cu s s i on s  and  pl a n n i n g . They s h ou l d a l s o  s h a re part of 

the re spons i b i l i ti es and  rewa rds ( Be n di x a nd Bocker , 1982) . 
I t  i s  a l s o  l i k e l y th at ma ny u n i on s  \vi l l  p erce i ve QC ' s  a s  a 

th reat ,  and  w i l l  regard them as  a n  e ros i on of the U n i on ' s  
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powerbase at the grass-roots level in an organisation. 

5 . 5 .  THE ROLE OF THE FACI L I TATOR 

There appears to be some confusion in the literature 
concerning the terms "facilitator"  and "co-ordinator ". 
Robson (1982) draws a distinction between the two , and 
merely regards the facilitator as a "circle helper ", while 
the co-ordinator is the i ndi vi dua 1 who i ni tates changes in 
QC policy matters. However, in practice this distinction is 
superfluous as one individual normally fulfills both these 
roles. (See Figure 2) . In  this. report the term 
1
1 f aci 1 i tator 11 wi 1 1  be used . 
Robson (1982) provides a useful insight into the role which 
the facilitator plays in the QC programme. The 
policy-making duties of the facilitator are summarised as 
follows: 

1. He is required as the foca 1 point for the 
programme. 

2. He administers the QC programme. 
3. He must ensure good communication between QC ' s and 

others who are not direct participants in the 
programme. 

4. He has to 11oil the wheels" as and when is necessary 
while being careful to ensure that any oiling does 
not take the ow nership of the process of the QC 
process away from the members . 

5. He is required to make policy decisions relating to 
the programme and to plan any phases of expansion 
in conjunction with the steering committee . 

6 .  He should attempt to preserve the core principles 
of the approach and not to al 1 ow an di 1 uti on for 
reasons of expediency. 

The more routine ta·sks associated with the facilitator's 
role can be summarised as follows: 
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1. His most important task is to make the QC 
independent of him as soon as possible. 

2. He has a vi ta 1 ro 1 e in pro vi ding feedback about 
issues of group process within the group, si nce 
group process, or how the QC goes about performing 
its chosen task , has a significant effect on its 
ultimate success. 

3. He has to ensure that the group leader develops in 
both compete nce and confidence in the leadership of 
the group. 

4. He shoul d encourage the leaders and members to make 
it easy for others, managers and staff, to support 
the programme. 

5. H i s  tasks are likely to involve assisting with 
arrangements, as well as "oiling the wheel s"  of 
progress , as necessary, without falling into the 
trap of doing everything hims elf. 

(Robson, 1982) 

It is important to note that the facilitator ' s  role is 
extremely important in the planning and i ni ti al stages of 
implementation, but that once the QC has been established, 
his role is of lesser importance, while that of the QC 
leader assumes increasi ng importance. 

5 . 6 .  THE ROLE O F  THE SU PERV I SOR : 

There is a degree of uncertainity concerning the role of the 
front-line supervisor in a QC programme . The basic question 
revolves around whether or not the supervisor is to be the 
QC leader. There has been a suggestion that the South 
Africa supervisor has lost much of his authority in the work 
place since the advent of Black trade unions in this country 
and that QC' s coul d be a means of restoring some of this 
authority to him. Opponents of this point of view regard 
this as a major deviation from the core principles of 
voluntariness and freedom of choi c;e. They feel that QC 
members should be free to choose a 1 eader from their own 
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ranks, and that the s upervi sor must take his chances with 
the rest . An implication of appointing supervisors as 
ci rel e 1 eaders is that this only serves to reinforce the 
perception t hat the QC p rogramme is a means by which 
management can control workers more effectively. The 
solution to this problem could be the i nsti tuti on of QC I s 
consisting only of supervisors thus ensuring homogeniety of 
the group. 

5 . 7. TRAININ G OF QUALITY CIRCLE PARTICIPANTS : 

It would be most unwise for companies to introduce QC I s 
without pri or training. If the QC is to herald a new and 
effective rap port between the grass roots and others in the 
organisation, then it will have to be trai ned to 
communicate . (Cox, 1 98 1 ) .  I n  this section various views on 
training are discussed and the validity of one approach as 
to another would in genera 1 be a function of the type of 
organisation involved. 

There are advantages and disadvantages attached to whether 
the training is conducted i nterna 1 1  y or by a management 
consultant . Cox (1981 )  feels that while consultants do a 
creditable j ob of selling the idea of QC I s ,  there is a 
tendency to withdraw from the scene at the point where 
training commences. There is a growing tendency to get over 
the above-mentioned difficulty by training only QC leaders. 
This approach is not regarded as satisfactory as the really 
effecti ve QC wi1 1 have had its leader trained along with 
it. The rationale behind this is that only a small 
proportion of good QC training is concered with problem 
solving tech niques. The bulk is about attitudes, 
confidence, creativity, and identity within the QC itself. 
Training the QC without the leader would be more rewarding 
than training the leader without the QC. (Cox, 1981 ) .  Metz 
(1 982) feels that, in the U nited States, commercially 
available programmes appear to be superior to 1

1 home-grown 1 1  

products in terms of training content qua1 ity and programme 
design. 
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Another i ssu e to be resol ved i n  th at of the parti ci p a nts i n  

the QC tra i ni ng . Wh i l e  i t  i s  rel ati vel y obvi ous th at the 

faci l i tator ,  QC l ea der a nd QC member need to be i nvol ved i n  

the tra i ni ng, the rol e of mana gement i s  l ess obvi ous .  

However Metz ( 1982) states that th i s  i s  one aspect wh i ch i s  

often i gn ored, sh ort-cut  or p oorl y del i vered . Unl ess 

ma na gement i s  also tra i ned i n  QC concep ts , programme desi gn, 

p robl em-sol vi ng techni q ues and p osi ti vel y to rei nforce the 

1 eaders,  the QC effort w i  1 1  soon exp eri ence probl ems wi th 

l ack of a dequ ate mana gement sup p ort . 

Cox (1981 } stated that wh i l e  deta i l ed tra i ni ng i n  

p robl em-sol vi ng techni ques i nfers that th ese techni q ues are 

cru ci a l  to the effecti ve functi oni ng of the QC, noth i ng 

cou l d be fu rther from the truth . Th ese tech n i q u es have bu t 

a margi nal i mpact on the success of a QC . They h ave l i ttl e 

or no va l u e  i n  sol vi ng p r obl ems of commu ni cat i on, of 

a ggravati on, of system ma l fu ncti on, a nd even the vast 

maj ori ty of tech ni ca l p robl ems . Most p robl ems do not 

requ i re sop h i sti cated techni q ues, but ra ther the systemati c 

app l i cat i on of experi ence, creati ve th ou ght  and common 

sense . (Cox, 1981). 

Cox p 1 a ces a h eavy emp hasi s on the i mp ortance of 

restructu ri ng att i tudes i n  tra i ni ng .  Th e fol l ow i ng l i st 

s h ows the el eme nts of tra i n i ng g i ven to the QC , i n  order of 
pr i ori ty :  

1 .  Readj u sti ng i ndi vi du a l  att i tu des ; 

behave as a grou p .  

2 .  Creat i vi ty tra i ni ng. 

1 ea rni ng to 

3 .  Col l ecti on a nd i nterpretati on of i nformati on . 

4 .  Commu ni cat i on .  

5 .  The Pa reto p ri nci pl e .  

6 .  Cau se a nd effect di a grams .  

7 .  Other techni qu es tai l ored to speci fi c si tu ati ons . 

( Cox , 1981 )  
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Cox further suggests that barriers inherent in the QC areas 
as a residue of formal relationships have to function 
effectively and with confidence in its new environment. 
Metz ( 1982) adop ted a sli ghtly different approach to QC 
implementation training and places more emphasis on the 
development of social skills. He stresses that QC training 
i nstructors need to be highly skilled in 1 1modelling 1 1  

relevant facilita tor intervention behaviours and QC 1 eader 
behaviours . Middle mana gers need to learn not only the 
basics of the QC process and techniques, but a 1 so how to 
positively reinforce particip ative behaviours in their 
supervisors and circle leaders. QC leaders need practice in 
modelling non-directive leadership behaviours as p a rt of 
their initial implementat i ng training. 

It has also been suggested that it should not be assumed 
that individuals who have professional backgrounds will be 
any more effective at solving problems or becoming a 
cohesive team than will individuals who are blue-collar or 
factory employees. It appears that a l l indi viduals need 
comp 1 ete training in the app  1 i ca ti on of QC prob 1 em-solving 
and techniques. 

(Metz, 1982) 

The QC leader's training should specifically concentra te on 
QC meeting leadership skills. He should be aware that the 
leader's tendency to domina te the meeting is likely to 
result in a reluctance to p a rticipa te on the p a.rt of QC 
members. He should be trained to recognise the 
contributions of members, as well as group process issues, 
e.g. counterproductive member behaviours and competition 
within the group. The importance of setting and sticking to 
an agenda should also be stressed. Time-management, 
planning and scheduling skills form another important 
component of leadership training. Finally, training in 
communica tion skills is vital for the QC leader • •  

A highly relevant ques tion in South African context concerns 
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the extent to whi ch relati vely uneducated black workers can 
be expected to handl e th i s  type of trai ning. It  has been 
suggested that the N I PR's 6M programme, whi ch  ai ms at 
i nducti ng unsophi sti cated workers i nto bas i c  busi ness 
concepts, should precede any QC traini ng for low-level 
workers . 

5 . 8 .  THE CONCE PT OF VOLUNTARINESS 

V oluntari ness is regarded as one of the core pri n c i ples of 
QC programmes (Robson, 1 982; Whi tehead-Morri s, 1 982), yet 
thi s i s  often mi sunderstood by both management and staff. 
Robson  cons i ders a vi tal strength of a QC programme that 
should there be people who do n ot w i sh to joi n in thei r 
vi ews  should be respected. The advantage of voluntari ness 
i s  that i t  wi  1 1  i ncrease the c ommi tment of members to the 
programme. 

An i nteresti ng proposal, n ot often considered, i s  that 
voluntarines s should operate on a week -to-week bas i s. 
Members should feel free to parti c i pate or refrai n from 
parti c i pation i f  they so desire. (Robs on, 1 982). This 
c ould, however, lead to di s conti nui ty i n  the QC programme 
espec i ally when the QC programme i s  newly i n sti tuted. 

5 . 9 . EVALUAT I ON OF QUAL I TY C I RCLE  EFFECT I V ENESS 

The questi on of evaluati on of QC effecti veness is o ne whi ch  
has recei ved scant attenti on in  the l i terature. However, i t  
i s  an i ssue whi ch requi res due cons i deration pri or to the QC 
i mplementati on dec i si on. Whi le it i s  relati vely obvi ous 
that the effecti veness of QC's should be evaluated again st 
the objecti ves of the QC programme, thi s  i s  di ffi cult i n  
practi ce .  Measurement problems wi th regard to both economi c 
and human obj ecti ves are a maj or stumbling-block. 
It i s  possi ble to c onduct a cost-benef i t  analysi s of  
i ndivi dual QC's. Indeed, each  QC should be encouraged to 
c ost i ts propo sals to management . The return on i nvestment 
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(ROI) can be cal cul ated for each QC, and savings 
attributabl e to QC activity can be estimated. However, it 
is al so un real istic to expect significant financial gains 
over a short time period. Whitehead-Morris feel that a year 
or  more may be required before this particul ar aspect begins 
to pay off, but that s i gn if i cant gains in terms of human 
rel ationships wil l become apparent much sooner. 

An important aspect woul d be the p rovision of feedback to 
participating circl es. This shoul d al so be l inked to the 
pub 1 i c recognition of achievements. This not onl y 
contributes to the cohesion of the group, but it can a 1 so 
satisfy the recognition needs of participants. A 
particul arl y useful means of publ ic recognition, is the 
company newsl etter. 

A certain amount of doubt surrounds the use of monetary 
incentives. The use of economic incentives might serve to 
reinforce perceptions (o r misperceptions) of the motives of 
management. The QC purist woul d regard this as co:--1trary to 
the p rincipl e  of vol untariness, however, some companies have 
found this an effective method of motivation of QC ' s  to 
function effectivel y. 

6 .  QUAL ITY C IRLCES IN  THE RSA 

QC ' s  are at p resent receiving widesp read attention in this 
country, a great many consul tants offering their services to 
companies who wish to imp l ement QC ' s. Unfortunatel y some of 
these consul tants are chiefl y interested in sel l ing a 
" package deal 11 and do not pay sufficient attention to 
factors such as organisational readiness, l evel of 
emp l oyees, etc . ,  and al so do not fol l ow  up on their cl ients. 
Some consul tants, on the other hand, offer excel l ent courses 
and are al ready adapting these on the basis of feedback 
received. Companies are al so adapting or tailoring the 
original QC concept to fit in with specific in-company 

27 



deman ds. In the process both companies and consul tants 
have, in many cases , chan ged the name for a variety of 
reasons. Some have fel t that the term QC is too closel y 
l inked with Japan in the minds of emp l oyees and thus open to 
the criticism that i s  inapp l icabl e in the South African 
context . Others have indicated that the ten11 QC can be 
confused with Qual ity Con trol and  thus be perceived as a 
threat. 

I t  is cl ear that there are many misconcep tions about the QC 
on the part of commerce and industry, the most common bein g 
that it is something which can be 11 grafted 1 1  onto the 
concern. The National Productivity I nstitute (NP ! )  has 
instituted a QC forum to promote QC's, provide information 
and training and to monitor progress bein g  made in the RSA .  
This is cal led the National Association of Productivity an d 
Qual ity Circles of South Africa ( NAP ROQCSA). This is 
managed by a counci 1 selected as fol lows : 

six from commerce and industry 
two from the publ ic sector 
two academics 
one from NP I 
two others 

Prof J G R i dde l l ,  P re s i dent of NAPROQCSA g i ves  a more 

detailed statement  of its aim : 

1 1 The formation of the National Association of 
Productivity and Quality Circl es of South Africa is the 
cul mination of hard work , co-operation and  conviction of 
many peop 1 e .  NAPROQCSA has been es tab 1 i shed to be of 
assistance to al l peop l e ,  institutions and consul tants 
who are i nterested "i n  promoting the small group activity 
concept with the obj ective of improving  the qual ity of 
work 1 i fe of everyone. 

The main obj ective of NAPROQCSA is to co-ordinate, in an 
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orde rly man ner, all inte rested parties in orde r to 
disseminate information, give guidance and to arrange 
for seminars and conve ntions on an ongoing basis. 
P roductivity circles, quality circles or small group 
activities are he re to stay and if we want to make them 
an ongoing success, we must ensure training, 
opportunities and leadership to all. 

It is of paramount importance that we pool our efforts, 
share our successes an d non -successes and be 
particularly aware of shortcomings in orde r that we may 
imp rove in effectiveness and efficiency. 

The aim of all our efforts is to increase individual 
p roductivity and more important to raise the status of 
all membe rs of any organisation and indeed the e ntire 
working  population in South Africa. 

Our aims, ideals and obj ectives mu st not be conflicting 
- this would be counter-p roductive. We must e nsure that 
that all action we take is pro-active and effective. 

It is the aim of NAP ROQCSA, not only to look afte r the 
inte rests of the individual and organisation, but also 
to act as a co-ordinating body for a 1 1  consul tan ts, 
educational institutions, administrators, facilitators 
and co-ordinators and also act as a clearing-house for 
all matters pe rtaining to this wonderful concept . "  

V e ry much a p roblem in the RSA is the hete roge nious nature 
of its work force. QC's have failed in some companies at 
1 ow 1 evel j obs due to i 1 1  i te racy, 1 ack of understanding of 
basic concepts involved, uni on misconceptions, and social 
factors (e . g. increased p roductivity seen  as a means to 
reduce work force , thus doing someone out a job). The role 
of education in this context becomes very important - P rof 
J P de Lange made the following points in a speech at 
NAP ROQCSDA's General Meeting : 
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He h i gh l i g hted the v i ta l rol e of e du cati on i n  the 

cou ntry noti n g  that i t  was  nece s s a ry to tak e  i nto 

accou nt the a s p i rati ons and tal e nts of the i nd i v i d u a l . 

He s tated th at  there were i n  fact th ree ba s i c  type s  of 

educati on : 

( a ) F ormal e du cat i on , w h i ch tak es  p l ace at s c h oo l s ,  

u n i vers i ti es , tech n i k on s  a n d  other s u c h  

i n st i tuti o n s . 

(b ) Non - forma l e du cat i on , w h i ch comp r i s e s  orga n i s e d  

attempts at spec i f i c  l ea rn i ng needs . 

(c ) I n forma l educat i on , wh i ch i s  edu cat i on of l i fe .  

P rof de La n ge went  on to di s cu s s  the var i ou s types  of 

econ omy ex i s ti ng  i n  the worl d today : 

( a ) Th i rd worl d economy ,  i n  wh i ch l i ttl e cap i tal i s  

u sed and  the l abou r i s  not h i gh l y  tra i ne d . 

( b)  Second wor·1 d economy ,  i n  wh i ch , a s  the p roces s 

become s  more s oph i s ti cated , the re i s  a need for 

both tra i ned l abou r and tra i ned u se rs . Th i s  

req u i re s that the re be a certa i n tec h n i ca l  

1 i teracy . 

( c )  Fi r st  worl d economy ,  wh i ch i s  even more 

s oph i s t i cate d . 

P rof de La n ge s tated  that  ou r th i rd worl d economy i n  

Sou th Afri ca needed techno l ogy i n  order to enab l e i t  to 

gradu ate to a second worl d economy and  that th i s  mea n s  

more e du cati on . I n  order for u s  to be effect i ve 

economi ca l l y ,  we mu st opera te on a l l th ree l evel s of 

e du cati on . 

We i n  Sou th Afri ca a re c on fronted w i th a tec h n i ca l l y  

n a i ve  s oc i ety a nd  consequentl y the rol e of non - forma l 

educati on becomes more i mp orta nt . We mu st  u se i t  as the 

a gent  of c hange . By u s i n g  i t  effect i ve ly  i t  w i l l  be 

p o s s i bl e  to br i n g  a bout an i mp rovement i n  the q u a l i ty of 
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work life. This in turn will bring about an improvement 
in the quality of family life. 

While formal education is of course important, it has 
tended to become distorted by economic considerations. 
Formal education concentrates more on basic literacy and 
neglects technical and scientific factors, particularly 
during the first six years. The-re was, he stated, 
certainly a need for a broader base: the problem of 
course being that this was very much a long-term 
sol ution. 

Where QC' s have been successful 1 y imp 1 emented most of the 
conditions mentioned earl ier in this report were met, whil st 
unsuccessful QC' s were generally those 1 1grafted 11 onto 
companies which were not mature in terms of organisational 
deve 1 opment and where middl e management had 1 i ttl e or no 
commitment to the project. Distinct difficulties al so arose 
where low level illiterate Blacks were concerned. 

When QC' s work they tend to seem to do so spectacularly, 
vide this feedback from Middelburg Steel and Alloys. 

1 1 What does the Quality Ci rel e do for me? 

We 1 1  , it gets a 1 1  the peop 1 e in my department together, 
irrespective of race. 

We i denti fy and sol ve· p roblems related to our work. 
This is done because we a re the experts in our 
particular fiel d. In doing so , we create moti vati on , 
team work , safety awareness , better COlllllJnicati on - not 
only with ourselves but with others. It also allows us 
to make our own decisions. 

In our meetings everybody is treated as equal s , thus 
giving all those participating a morale booster. Our 
decisions are made by the majority and we can choose our 
own p roblems to investigate. 
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Oth er sp i n-offs from QC are - we streaml i ne procedures , 

save the company money , get i nvol ved wi th al l aspects of 

the j ob ( w h i ch gi ves us  a better i nsi ght i nto our 

department ) .  

We can speak freely bu t orderly , and we have a di rect 

li ne  to mana gement due to our ma nagement p resen tati ons. 

The i deas wh i ch a ri se from th ese meeti n gs a re qu i te 

hea rtwarmi n g  and  encoura gi n g. "  

However, QC I s are not the sole contri bu tor to a comp a ny 1 

p rodu cti v i ty as technology ,  cap i tal and labour  q u ali ty ,  

together  wi th the q uali ty and a ge of mach i ne tools, for 

example, a l so p lay a maj or role. 

6 . 1 . QUAL ITY C I RC L ES M I NI - SU RV EY 

A ra ndom telep hone su rvey of 31 South Afri can compa n i es a nd  

orga n i sati ons was condu cted i n  order t o  obta i n a samp l e of 

the extent to wh i ch QC ' s  a re bei ng  u sed i n  South Afri ca.  

Th i s  sample i s  p robably not rep resentati ve, althou gh a w i de 

va ri ety of orga n i sati ons from both p ri vate and p ubli c  

sectors was contacted .  The respondents were a sk ed to 

i ndi cate whether thei r comp a n i es h ad, at the t ime of the 

i ntervi ews  conducted i n  Apri l -May 1 983 , sta rted to i mp l ement 

a QC 

A " Y es II response i ndi cates that the comp a ny h as begu n  to 

i mplement a QC- type programme. An " u n dec i ded" response 

i ndi cates that the orga n i sati on i s  sti 1 1  i n vesti gati n g  the 

possi b i li ty of i ntroduc i ng  QC ' s , w hereas a 11 No 11 response 

i mpli es that the compa ny has defi n i tely dec i ded n ot to 

i ntrodu ce QC ' s .  
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TABLE 3 

RESULTS OF QUAL I TY CI RCLES MI N I - SU RV EY 

( N  = 31  COMPAN I ES )  

COMPANY 

Manu facturing Company 

Manu facturing Comp any 

I nsurance Company 

Manu facturing Company 

Manu factu ring Company 

Food I ndustry 

Motoring I ndu stry 

Pharmaeceutical Company 

Pharmaeceu tical Company 

Gl ass Manufacturing Comp any 

Manu facturi ng Comp any 

Food Manu facturi ng Comp any 

Pub l ic Ut i l ity 

Manu factu ri ng Company 

Manu factu ring Company 

Manu factu ri ng Company 

Manufactu ring Comp any 

Furnishing Company 

Process & Engraving Company 

Manu facturing Company 

Food Manu factu ring Comp any 

Pub l ic Util ity 

Pub l i c  Util ity 

Manufacturi ng Company 

Manu facturing Comp any 

Manu facturi ng Company 

Manu facturing Comp any 

Manu facturi ng Company 

Housing Comp any 

Car Rental Company 

Banking 

RESPONSES 

PERC ENTAGES ( % ) 

3 3  

Y ES 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

15  

48 

UND ECI D ED 

X 

X 

X 

X 

X 

X 

X 

8 

26 

X 

NO 

X 

X 

X 

X 

X 

X 

X 

8 
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It appears that al most hal f of the organi sati ons surveyed 
have, at some ti me or a nother, i ntroduced a QC programme, or 
an ada ptati on, ( approx. 90 percent) had i ntroduced the 
concept i n  an adap ted form . In addi ti on, three compa n i es 
( 20 percent) experi enced the fai l ure of a QC-type 
programme. Thi s  f i gure i s  probabl y sl i ghtl y  hi gher, gi ven 
the nature of the survey. 

Ei ght organ i sati ons (26  percent) were sti l l  i nvest i gati ng 
the possi bi l i ty of i ntroduci ng a QC programme. Of these, 
hal f def i n i tel y i ntended usi ng the QC concept, but "not at 
the moment ",  due to reasons such as 111 ack of experti se" a nd 
"thorough assessment necessary". 

Of the ei ght orga n i sati ons which had deci ded not to use the 
QC concept, most stated that the concept woul d be 
"premature" for thei r organi sati ons . Other respondents fel t 
that there were more pressi ng prob 1 ems such as II supervi sory 
trai n i ng ", "educati on a nd l i teracy tra i n i ng "  or that the 
programme was j ust 11 not necessary 11 •  

7 .  CONCLUSION 

The QC concept, gi ven certai n pre-condi ti ons, appears to be 
vi abl e i n  the Republ i c  of South Afri ca , but not at a l l 
l evel s of the work force. It i s  enjoyi ng fai rl y wi despread 
popul ari ty i n  i ndustry and commerce and the acti ve rol e of 
NAP ROQCSA i n  promoti ng the concept and assi sti ng i nterested 
parti es i s  a va l uabl e posi t i ve force. However i t  rru st be 
stressed that QC I s can not and shoul d not be forced onto a 
comp a ny or uti 1 i zed by an  unready company as a p a nacea for 
a l  1 i 11 s. Much sti 11 needs to be done before QC I s can be 
uti l i zed effecti vel y at al l l evel s a nd i s  ful l y  understood 
i n  terms of basi c functi on by concerned parti es - i t  i s  a 
concept that can readi l y  be over-simp l i fi ed a nd consequentl y 
app l i ed i n  a manner 1 eavi ng a orga n i sati on worse off a nd 
w i th poorer l abour rel ati ons tha n  pri or to i ts app l i cati on. 
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