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The trends

Those who do not constantly improve, will not only stand still but fall behind. This is especially true for management. Product and service quality, customer satisfaction and time to market were once critical factors in building a competitive edge. Today, they are entry level requirements.

Environment

The European Economy is facing a completely new business environment under two main drivers: globalisation of markets and rapid technological progress. This new business environment is characterised by:

·
World-wide competition 

(No more barriers to trade: Customs or Technical) 

·
Highly demanding customers

(Customers want more for less) 

·
Turbulence - rapid and constant change

(Products and services become obsolete rapidly)

·
Greater interdependency/integration

(Financial, industrial and commercial.

Industrial products increasingly result from processes that go through several companies large and small). 

·
Environmental issues

(During the production, utilisation and after use phases).

Evolution of Quality movement

The Quality was first introduced in industry then in services. We assist now at an increase importance of Quality in Education, Public administration and Healthcare. We foresee a need of the society to extend Quality to citizens

Satisfaction of all stakeholders

Those who want to compete successfully in the future, have to go a step further: they have to balance all stakeholders' expectations and continually improve internal efficiency and anticipate future trends. They have to build up a real partnership with their customers, which allow them to stay the leaders in the market, offering innovative products and services.

A well-conceived quality management system can be considered as an ideal basis for all future challenges a company or an institution has to face. If the quality system is conceived and implemented with the necessary flexibility and using common sense, it will support entrepreneurship and creativity through better management of the available resources (people, money, raw materials, energy, time etc.) and therefore lead to entire stakeholder satisfaction and a constant improvement of internal efficiency.

To realize all this a competent quality manager, acting as catalyst and management coach, is a prerequisite.

Evolution of Quality management

A quality system which is introduced to first guarantee conformity (quality assurance, ISO 9000) should lead to continual improvement (problem solving) and finally to a system which allows «to be a product or a service in advance» (anticipation of future trends).

This would lead from small and stable results (conformity) over progressive and continual results (improvement) to significant and lasting results (anticipation and breakthrough).

The key for success is to find the way to increase income and reduce internal costs. This can be achieved through understanding and satisfying the customers and by continually improving internal processes. Finding this balance means optimizing the financial result, thus satisfying the shareholders. If finally, employee and supplier satisfaction, as also the well-being of society, is achieved, the company or institution has a better chance of lasting success.

Today we are facing a double crisis

On one hand the globalisation of markets open doors where winning competition is no more possible. For example where an employee is paid 10 times less in certain countries improvement of the competitiveness will not be enough to solve the problem.

Onanother hand, there is an underground movement asking for an ecology of the work. Employees want to have a life, which allows them to survive but also to develop their welfare and their spirituality.

To answer these two new requirements past standardisation and improvement are no more sufficient. New ways have to be found. Those are the roots of breakthrough management.

These three evolutions have the following characteristics:

STANDARDISATION

Standardisation implies conformance to an established norm or procedure.  When we standardise a work process, the purpose is to reduce variation in the output or product of that process. 

The standardisation mindset, or mental model, is oriented toward establishing regularity and sameness.  The desired result is to “make life simpler,” by establishing specifications and procedures that can be applied consistently over time to reduce waste and increase reliability/usability.

All processes within an organisational system are candidates for standardisation; thus, anyone who owns a process can lead a standardisation effort within his or her domain of responsibility.  

Training and periodic reviews are key enablers.  Training ensures standardisation efforts are understood and socialised, and review sessions offer an opportunity to align efforts, maintain momentum, measure performance, and celebrate successes. ISO 9000 standards give guidance to organisations to implement process and procedures, which will assure conformity overtime

CONTINUOUS IMPROVEMENT

With respect to process improvement, the aim is to either continuously alter how that process is performed and its corresponding outputs.  In a statistical sense, standardisation is about reducing variation, while improvement is about shifting the mean.  

Continuous improvement entails a mindset geared toward problem solving - determining root causes of inferior performance, converging on an answer or solution, and systematically implementing that solution.  Continuous improvement methodologies are abundant, and all follow a plan-do-study-act framework.  

Typically, continuous improvement efforts are initiated by functional (e.g., department) work units. Whereas standardisation focuses on individual process owners, improvement work has a team focus.  These teams have formal charters that spell out the boundaries of their domain, commitments to be met (timeframe and results), and requirements of team members.   There is no single “right” way to determine team formation.  Team composition should be appropriate to the process under study.  

The private sector, and perhaps to a lesser extent the public sector, have developed a degree of maturity in the area of continuous improvement.   Awards programs, such as the National Quality Award, and European Quality Award, for example, have helped accelerate learning and growth in this area.  

BREAKTHROUGH MANAGEMENT

We turn now to the area of breakthrough management, arguably the least understood yet most critical type of change work.  Here, the primary mental model is one of creation – bringing something into existence – not making something (i.e., performance problems) go away, as is the case with continuous improvement.  With breakthrough change, the aim is step-function improvement.   

This work is initiated by top management and derived from the strategic imperatives for the organisation.   Teams are important ingredients in the breakthrough model, but they are no substitute for leadership.  Normally, breakthrough teams are formally chartered by top management and provided with quantifiable, expected results.  The areas for breakthrough management are focused on strategic choices.  In other words, what are the major changes required to build organisational performance?

Breakthrough management has three specificities

1) Change of scale

With standardisation the target is to keep results within limits. With improvement we want to improve within the same environment. With breakthrough we change by several order of magnitude.

The change of scale is mostly true for time. Where yesterday you had 6 months to implement an improvement, you have now to do it in few days.

2) Different ways to manage breakthrough.

Target, which is the main management tool, is no more the priority. With breakthrough management you have to focus on vision and opportunities. Share vision aligns all energies on vital transformation and opportunity is a leverage for the transformation.

3) Man at work.

The most important change may be the place of man at work. We need the total competency and involvement  of the employees. Their brain but also their intuition, their willingness, their desires and their dream. This cannot be done in a restrictive environment. Employees are willing to dream with the company and to feel free to create for themselves and the company. In some aspect they are close to craftsmen but applying their craftsmanship inn in new competencies supported by new technology.

The consequences are multiples.

a) You cannot do a breakthrough in an organisation if it is not done first at the level of each person. And that without pressure in a total freedom.

b) The vision of the organisation should be built in harmony with the individual vision of each employee.

c) There is a change in the relation between each employee and the organisation. The relation is no more built on contract defining duties and rights but on common purposes

All these aspects will require big changes in the management of organisations.

WHAT NEXT

Quality is permanently evolving. EOQ has gathered new change leaders to detect the new challenges and provide new techniques.

Bringing together world Change Leaders 

The purpose of the EOQ Summer Camp is to provide the possibility for change leaders to exchange their experiences and find new techniques and new ways of facilitating change. The EOQ Summer Camp is an opportunity to experience knowledge ecology around the issue of change management among practitioner leaders.  

The EOQ Summer Camp is a five-day intensive experience that focuses on the four Transformation Cornerstones 

Self awareness, 
Community building, 
Change mechanisms and Strategies, and Quality Outcome.

Sixty change leaders were selected to participate to the EOQ Summer Camp July 9-13, 2001 in Versailles University in France. They are practitioners who are facilitating change in their own organisations, and/or leaders who have skills in developing change within their own organisations

Among their recommendations we can quote.

1) Develop individual transformation and societal transformation in harmony with organisation breakthrough change

2) Develop research in complex theory and rediscover the use of simple rules

3) Life is energy and fun. Develop them everywhere 

About the EOQ

EOQ was established in 1956 and its present membership comprises one national quality organization from each of 34 European countries. These bodies have the status of EOQ Member Organizations. Through them the EOQ links thousands of people and companies from all walks of life throughout Europe.

EOQ CHARTER
EOQ contributes to the development of European organisations and enterprises through the application of quality and change management concepts and techniques in their broadest sense. 

The end goal is progress and development of European individuals and European Society as a whole.

EOQ believes that an enlarged Europe with diverse cultures and economical histories is an opportunity for the success of all Europeans.

EOQ VISION

EOQ is a worldwide leader in the development and management of quality

in its widest meaning. 

EOQ is a crossroads of ideas, knowledge, research and information.

EOQ is a key influencer in quality education.

EOQ MISSION
Improve European competitiveness through the promotion of the European 

Quality Policy. 

Support members in the promotion and deployment of quality management.

Facilitate the development and exchange of information, knowledge and experience in quality theories and techniques.

EOQ contributes to the development of new concepts and techniques and to the enhancement of existing skills and competencies. EOQ contributes to the development of the network of quality organisations.

EOQ members are organizations that are committed, through a significant part of their activity, to promoting quality at national, European or international level. They are not-for-profit organisations and share the present charter as well as statutes of EOQ.

EOQ ORGANIZATION
To succeed in all of these projects, the EOQ relies on its member organisations. They are the operators of the organisation. This approach allows the EOQ to run a lean and flexible general secretariat which task is to co-ordinate the different projects in which the full member organisations participate. EOQ members meet once a year in a General Assembly

In each country there is one official EOQ National Representative, which constitute the EOQ Board. The board meets formally twice a year to discuss the follow up of the projects and to exchange their experiences.

Six executive officers are elected from the members and their task is to manage the organisation on a daily basis. The executive meets five times per year.

The work of the EOQ is managed through the three centres:

EOQ Product/Service Centre 

EOQ Knowledge/Research Centre

EOQ Networking Centre
The mission of EOQ Centres is to analyse the existing European environment, to identify opportunities, and to propose and implement new activities accordingly. In the same spirit, the Centres propose the termination of existing activities if they cease to correspond with the EOQ vision and mission.

Nominations, strategy, and action plans are approved by the Board, based on the proposals of the Executive.

EOQ POLICY

The EOQ policy is to build a Community of new leaders, alliances and a network of national members.
A new European Quality Vision

Background 

The EOQ (the European Organization for Quality) was anxious to act as a catalyst, and sought to create mechanisms including a new Charter and a platform for all organisations, both public and private, to encourage dialogue, exchange ideas and experiences, and to develop the new approaches for the Europe of the new Millennium.

The ministers with responsibility for public service in the EU formally decided at their meeting in Vienna in November 1998 to develop a programme of actions to promote quality in the public service. It was in this context that the exploratory working group for the European Quality Vision was established in 1999 with the support of the Finnish Presidency. 

Thus was born the concept of a Vision for Quality in Europe.

Harnessing Diversity

Context

Europe’s diversity forms the very basis of its cultural and economic identity. Diversity also offers a key to providing new models for manufacturing firms and services. It is through harnessing the potential for innovation and creativity inherent in Europe’s rich and varied store of traditions and capabilities, and through embracing diversity in specifying goals, mechanisms and outcomes, that the success of Europe’s outputs at market can be determined. Diversity thus represents a critical element in the creation of an environment where businesses, consumers and public services can together develop Europe’s competitive capability in a global market.
Historically, civilisations that have remained homogenous have failed to survive as, in all natural systems, failure to adapt to environmental changes means extinction. This principle also holds in business, where organisations that fail to address the complexity of their competitive environment must inevitably fail.
The study of complex adaptive systems is increasingly encouraging business management and public authorities to move away from the security of norms and standardised solutions. There is a developing realisation that complexity and diversity, uncertainty and paradox are crucial to all successful systems.  Embracing and enhancing diversity drives innovation and creativity, and assures long-term viability.
Diversity as a European Value

Europe’s diversity holds the key to its future competitiveness ​– in its social and cultural models and traditions; in the global reputation of its wide variety of unique brands and production methods; in its capacity for collaborations and partnerships that can deliver high technology products. As competitive advantage is reliant on innovation, the ability to develop and adapt becomes the basis of success. In such an environment, providing innovative solutions through harnessing Europe’s rich diversity becomes a core competence. 
The ability to collaborate in higher forms of partnership with the appropriate methods and competencies will become of critical importance.
In short, the manager becomes attuned to the internal and external environments, and focuses on creating the means rather than the ends of the organisation vision. Such leadership requires more courage than controls, and relies on new and unconventional capabilities and creative re-arrangements.
Present European thinking is too focused on harmony.  Values need to reflect a collective vision while simultaneously respecting individualism, diverse rhythms of change and particular perspectives. Long-term pan-European goals need to accommodate and be informed by local short-term goals and contexts in a paradoxical dynamic balance.
A new language and the development and deployment of new methods are required, which will be capable at once of stimulating and harnessing the innovative and creative energy.
Building on Success

While Europe leads the world in a number of sectors and fields of activity, particularly in activities which are complex and have a high technology content, it has until now tended to be a follower or imitator in the development and application of organisational and quality concepts and models. 
There is a growing awareness of the need for Europe to develop new concepts and models appropriate to its present state, from a basis of European centred-thinking, and founded on an explicit and agreed set of values (social, cultural, environmental, ethical, safety etc.).
The consciousness that European values can reflect ‘collective ambition’ in the long-term, while respecting individual traditions, rhythms of change and particular ambitions, is the link missing from present European thinking, which is overly focussed on harmony. This sounds an enormous paradox, but we are convinced that it can bring about an enormous acceleration of change. 
The development of partnerships based on these values (in and between the public and private sectors), where differences are respected and esteemed, can create a synergy essential for success, thus providing benefits to all stakeholders, and contributing to the general well-being of the wider community.
The resonance of such agreed values at the level of the individual, in the private and public sectors, and across the community can become the catalyst for an enormous acceleration of change.
The competencies and the values that set Europe apart range from traditional products, activities and ‘labels’ (on wines and foods, etc.), through the multitude of globally respected brands (cars, fashion, design, etc.), to the small series High Tech Complex products (Ariane – Espace, Airbus, TGV) and mass-production products in high R& D intensive industries (e.g. Ericsson, Nokia).
In seeking to promote ‘Made in Europe’ as a mark of excellence, the European Quality Vision needs to focus on non-price competitiveness; to affirm a new concept of Quality, incorporating not just the technical and economic aspects of products and services, but also the unique and globally recognised social, environmental and institutional aspects, which reflect both the collective ambition of the community and the diversity of its individual traditions. 
Valuing and celebrating successes at local, regional, national and pan-national levels reinforces the possibility of creating positive ‘myths’, so that ‘Made in Europe’ becomes synonymous with 'excellence'. 
Winning Together

The present environment increasingly demands co-operation, both horizontally across various players and vertically in complex supply chains.  The public sector is increasingly involving itself in partnerships with private sector players in developing infrastructure, establishing industry standards, co-ordinating investment capabilities, policy development, etc.
Winning Together involves all stakeholders; participative, alliances are coming together; customers, trades-unions and management work in productive partnership. Global communication platforms facilitate the formation and maintaining of collaborative endeavour.
Examples of industrial successes of the application of Winning Together include the complex High Technology products mentioned above such as, Airbus, Ariane-Espace, the development of the GSM standard for mobile phones.
These cases are characterised by significant technical, transnational, and organisational challenges, and have been successfully completed against intense international competition.

Ultimately the purpose is to make “Made in Europe” synonymous with high standards, excellent design, ethical management, and the unique partnership between the public and the private and third sectors.

The Quality movement has brought many things to our organisations and to our society. We have even more things to bring to them to live in a better world where every one will have enough to eat and to be happy. 
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