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INTRODUCTION 

The 1987 World Bank Development Report compared the average 
levels of per capita income in developed industrialised countries 
and in low income developing countries. Commenting on this, 
Thirwall (1990) suggested that the average developing country 
would take 80 years to catch up with current living standards of 
the industrialised countries. The 1991 World Bank Development 
Report indicates that the Pacific Island states will never catch up. 
Their GNP per capita has decreased in recent years. This is a 
result of low growth in GNP being outstripped by population 
increase. 

One strategy for increasing GNP in the poorer countries (includ
ing Fiji) has been to encourage manufacturing and tourism. This 
has not always met with the approval of the Pacific people. 
Narsey (1985) appears to see factory work as a burden, the 
worker pushing a finger on a button all day long. Hutchins (1985) 
supports this view in his consideration of the 'American System 
of Management' where the work tasks are broken down into their 
smallest elements and problem solving is elevated to manage
ment specialists. This often results, he argues, in a work situation 
which is boring and dehumanised. Narsey argues that develop
ment should be a creative process which enriches the quality of 
life. In fact, factory work, or other work, can enrich the quality 
of life but only if it is done differently from the Scientific 

"This article is based on a paper entitled ' Management: the key to 
the future.' presented at the XVII Pacific Science Congress on 
'Toward the Pacific Century:the Challenge of Change' in Hawaii' 
on 30th May 1991. 
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Management approaches used by many developed (Western) 
nations. New approaches based on human values are developing 
environments that improve work satisfaction and add value at an 
increasing rate. Ebrahimpour and Schonberger (1984) listed the 
problems found in developing countries which they believed 
could be diminished by such approaches. These are:-

Under-utilisation of both workers and equipment 

Inferior quality 

Unreliable and long lead times 

High rate of scrap and defects 

Poor and inadequate maintenance 

Shortage of raw materials 

Shortage of skilled workers 

Lack of appropriate supervision 

Low productivity 

The approaches used to deal effectively with these situations in 
both developing and industrialised nations have been called 
World Class Management (WCM). Services and products pro
duced and supplied by WCM organisations are superior to those 
from organisations using traditional approaches to management, 
in that they provide a better match to their customer expecta
tions. One reason for this is that WCM organisations are more 
adaptive because they are people based and because people have 
the ability to learn. In a changing and competitive world they 
facilitate a rapid response to customers requirements. In short 
these organisations are better at doing the things that matter, and 
this adds value. They are more productive, and as a result can 
pay higher wages with lower labour costs. 

For a developing nation to increase its standard of living there 
must be an increase in its peoples' real income. The value added 
to the work carried out must be maximised (Habibie, 1990). Two 
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main factors contribute to this, firstly the appropriateness of the 
kinds of products and services that are produced and secondly 
the kind of management model that is adopted (Yavas & Cavusgil, 
1989). The latter should be easier to change as an improvement 
here can be brought about without any major cost implication, 
although there are difficulties. Even when faced with overwhelm
ing evidence that a change will be beneficial, there are those, 
often in positions of power and authority, who feel threatened 
and will not allow things to be done differently (Neil & O'Hara, 
1987). I hope to show in this article that the concepts of WCM are 
easy to implement and that the potential benefits are so great that 
individuals should be prepared to give up some of their power 
for the benefit of the majority. 

World Class Management 

WCM is an approach to management that has been around for at 
least 40 years (Schonberger, 1985). It is a people based approach 
to management, founded on the premise that an organisation's 
most important resource is its people. The power of this can be 
seen at nation level. Countries with the most favourable balance 
of payments are in the main ones with few natural material 
resources, for example Japan, Singapore, Switzerland, Germany 
etc. Countries with large material resources, USA, Britain, Aus
tralia, New Zealand etc. tend to have poor balance of payments 
and be in economic decline. Whilst it may be argued that many 
factors contribute to this, I and others have argued that their 
poor use or lack of use of their human resources and poor 
utilisation of the material resources has contributed greatly to 
this situation. 

In traditional management people are viewed as a cost not a 
resource that can be developed to a higher potential. In the 
industrialised countries management has been based on ideas 
from Taylor, Mayo, Drucker and I1.'0re recently Peters. These 
countries have had scientific, psychological, professional and 
evangelical managers, all of which are credited with success. The 
emphasis is on a managerial class that is different from the 
workers (Levering, 1988). The core practice of management is 
that managers control, plan, co-ordinate, lead the workers while 
the workers merely 'do'. Whilst this may be part of the story, I 
would argue that managers, good managers, act as facilitators, 
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enabling the workers to do their job more effectively. Workers 
more often than not know what to do but are prevented from 
doing it by some change in the environment, a problem. The 
manager's role is to help sort out the problem. In fact it might 
be argued that if there were no problems there would be no need 
for managers. In WCM organisations, where the workers carry 
out much of this problem solving for themselves, there are fewer 
managers, and there is more value added work going on. Lincoln 
Electric, an American Company, employing over 2400 workers, 
excluding the sales force, has been using WCM since at least 
1944. This company has only three levels of supervision between 
the workers and the president. A tYpical production foreman 
supervises (helps) one hundred workers. Workers were paid 
nearly double the industry average and at the same time labour 
costs were less than the industry average (Schonberger, 1987). 

In the video based upon their book "In search of excellence", 
Peters and Waterman (1982) decry traditional US management. 
They considered that the American success after World War II 
was not a result of American management techniques, devices 
and complex structures. It was a result of the environment of that 
period, where anyone could sell anything to a population which 
had been starved of products for more than twenty years. Now 
in a buyers market American companies are finding that these 
techniques do not work and they are losing more and more of 
their market share. Levering goes further, arguing that the think
ing inherited from conventional management is the main obstruc
tion to having good work places, places ~hich are no't only 
financially successful but provide a salutary working environ
ment. 

According to Levering, Japanese industrialists blame Taylorism 
for many of America's industrial problems. Konosuke Matsushita, 
founder of Panasonic told Western Industrialists: 
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We Japanese are going to win and the industrial West is going 
to lose out. There is nothing much you can do about it because 
the reasons for failure are within yourselves. Your firms are built 
on the Fredrick Taylor model where the bosses do the thinking 
and the workers wield the screwdrivers. You are convinced deep 
down that this is the right way to run a business. 
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In 1982 Tom Peters pursued the idea that business needed char
ismatic leaders who would evangelically convert the worker into 
believing that they must give their all for the company. However, 
by 1987, Peters's faith in his principles of excellence appeared to 
have run out. He (Peters, 1987) considers that: 

There are no excellent companies ... No company is safe. IBM is 
declared dead in 1979, the best of the best in 1982, and dead 
again in 1986. 

World Class Management copes more effectively with this turbu
lence, as part of its philosophical -base is that of continuous 
problem solving. This facilitates the organisation's adaptation to 
a continuously changing environment. However before I explain 
what WCM is, I think it is important to look at some of the results 
obtained by organisations in the UK and USA and by Japan 
through using WCM. 

The Western experience 

Results from companies outside Japan using the WCM (Murray, 
1986; Howell & Lorraine, 1986; Hunter, 1986; Rigby, 1989; 
Schonberger, 1987) show strikingly similar improvements:-

3M UK, UK, 1986 

jmh Bostrom Europe, 
UK, 1986 

Cummins Engines, 
UK, 1986 

Hewlett Packard, 

Toyota, USA, 1984 

Cycle Time 
Space 
Productivity 
Quality 

Cycle Time 
Space 
Setup time 

Space 
Unit -cost 

Cost Savings 

Cycle time 
Raw material 
Productivity 

down 60% 
down 30% 
up 30% 
up 30% 

down >75% 
down 25% 
down 86% 

down 26% 
down 31% 

US$2.5 bil. 

down 75% 
down 58% 
up 58% 
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Heatilator, USA, 1980 

Omark, USA, 1986 

Lincoln Electric, 
USA,1980 

Productivity 
Indirect labor 

Cycle time 

up 49% 
down 13% 

down 86% 

Labor cost well below industry 
average 

Wages almost double 

During this period all the above companies have either main
tained or improved their quality. Results from other companies 
show similar increases. 

It must be noted that to obtain such results, attitudes towards 
financial management and cost accounting need changing as well. 
World Class companies look to the future. Most have escaped 
from an obsession with short term costings; they understand that 
it is the total long term cost that counts. 

The Japanese Experience 

The approaches outlined above have been referred to as Japanese 
Management Techniques (O'Hara, 1991) and World Class Manu
facturing (Schonberger, 1986 ). Whilst of interest the book on 
World Class Service by Shames and Glover (1989) does not 
describe a general approach of good management practice in the 
service industry. It analyses the activities of hospitality related 
organisations in case form, drawing separate conclusions from 
each case. 

World Class Management attempts to provide a general ap
proach, one that will work in all industries and organisations. It 
originates from ideas found in different countries and at different 
times. Ideas that work but which also have some intellectual 
justification. These concepts have been used successfully by Japa
nese organisations on an unprecedented scale. Their impact on 
Japanese manufactured goods is clear to all. The Japanese bor
rowed and combined ideas they liked and considered useful 
(O'Hara, 1990; Fukuda, 1986) and they did this at a faster rate 
than any other nation. Why? After the Second World War they 
imported or had imposed on them the American system of 
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management (Hutchins, 1985), this led to a rapid deterioration in 
labour relations which they could ill afford. Japan, with few 
resources, needed an approach that would enable them to climb 
out of the pit of depression they were left in after the war. They 
were prepared to look at any ideas that would help them compete 
with the West (Price, 1985). In 1950, the Japanese Government 
and the CHQ American Occupation Forces invited W. Edwards 
Deming to lecture on statistical methods in Japan. Since Deming's 
approach fitted more closely with the Japanese concepts of good 
management, they took his ideas, combined them with other 
methods that suited their own culture and focused on doing the 
things well that Western organisations generally did badly (Price, 
1985; Davis, 1986; Fukuda, 1987). 

In 1977 a classic study was carried out by Hertz, at a time when 
US companies still considered that the Japanese were making low 
quality products. This study (Chase & Aquilano, 1989) looked at 
the repairs to Hertz's vehicles and the following information was 
obtained:-

MODEL of CAR 

Ford 
Chevrolet 
Pinto 
Toyota 

REPAIRS PER 
100 VEHICLES 

326 
425 
306 
55 

There were two reactions to this. The first was for American 
business to say .that the Japanese workers were better trained, 
more diligent and did what management told them. American 
workers, on the other hand, were less educated, tended to be 
careless and did not respond to management. According to 
Rasmussen (1982) the Europeans were just as defensive and 
reacted to Japanese exports to their countries by complaining of 
the inaccessibility of Japanese Markets. They appeared to be blind 
to the fact that Western countries could not hold their own 
markets. A second reaction, although much later, was for Ford to 
take over Hertz thus protecting its market. 
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To counter the first reaction, results from another 1977 study 
were published. This study (Chase & Aquilano, 1989) compared 
the productivity of the same plant and people under American 
management and under Japanese management. 

1977 - Quasar Plant Productivity - USA 

under Motorola under Matsushita(1) 

Direct labour 1,000 
Indirect labour 600 

Total employees 1,600 

Daily production 1,000 
of TVs 

Assembly repairs 130% 

Annual warranty 
costs (US$millions) 16 

(1) 2 years later 
(2) same people 

1,000 (2) 
300 

1,300 

2,000 

6% 

2 

From this it became clear that by changing the approach to 
management, one could take an existing workforce of an Ameri
can organisation and within two years improve the quality of 
work, reducing manufacturing repairs from 1.3 per TV to 0.06 per 
TV. At the same time doubling production, halving indirect 
labour and reducing warranty claims by 14 million US$ per year 
down to just 2 million US$ per year. 

Since then many researchers have argued that the initial success 
of the Japanese was not as a result of their superior product 
technology but because of their approach to management. Kempa 
& Cresswell (1986) and Fukuda (1986) considered that the Japa
nese approach to manufacturing enabled the them to provide 
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products that had a low price tag, high and guaranteed quality, 
good reliability, short delivery and lead times, and excellent 
support. 

Modarress and Ansari (1987) go further and suggest these ap
proaches to management are the main explanation for cost differ
entials between the USA and Japan. These cost differences are 
staggering! An indication of Japanese productivity (Weihrick, 
1986) is given below, followed by a chart showing the number of 
patents applied for by the major industrialised countries of the 
world (Gregory, 1986). I believe that these speak for themselves. 

Index, 1950· 100 
700 

Ratio seal .. 

600~--------------------------------~~--------~ 
./' Japan 

500~--------------------------~--------------~ 

400~----------------------~--------------------~ 
/-

.1' Germany /".. -
/" // 

300~------------------~------~~~~----------~ 

200~----------~~~~~----------------~~--~ 

Canada 

United States. 

100~~ __ -L ____ ~ ______ L-____ -L ____ ~ ______ ~ ____ ~ 

1950 1955 1960 1965 197Q 1975 1980 1985 

Trends in real gross domestic product per employed person, selected countries and 
years, 1950-81. [Productivity and the Economy: A Chart Book, U.S. Department of 
Labor, Bureau of Labor Staristics, Bui/etin 2172 (June 1983). p .. 21.) 
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Number of Patent Applications by Country 

400,000 

300,000· 

200,000· 

100,000 • 

Japan (includes 
utility models) 

West Germany 
- ---------_ (includes utility models) 

•••••••••••••• --;;-. -; ;-.~ -; •• "T'" 
•••• U.S.A . 

• -e ____ e-"""e---.__ • K 
._._ -U, , 

,,------ --------'---- --- France 

--------------Switzerland 

'68 '69 '70 '71 '72 '73 '74 '75 '76 '77 

Source: Patent Agency, Annual Report 1979, Tokyo : 1980 

Pilditch (1987) considers that it is their approach to management 
that has made the Japanese companies successful. He lists the 
share of the world markets held by Japanese companies, which 
makes a very telling picture:-
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3Smm Cameras JAPANESE 
Watches r-
VCR's >80% 

SHARE 

Microwaves 
Calculators >70% ~ OF THE 

Telephones >60% 1- WORLD 

Motorcycles 
~ Colour TV's >SO% MARKET 

If one considers the complementary side of this table, the power 
of these new approaches to management is even more obvious. In 
the above product markets it can be seen that the rest of the 
world - USA, Germany, Switzerland, UK, Canada, Australia, 
Italy, France, Scandinavia, South America, Asia etc.- share 20%, 
30%, 40% and SO% respectively. Comparing quality costs between 
the U.K. and Japan (and I suspect that figures for the USA are 
similar), we see that the UK spends between 2S% - 40% of its 
income on ensuring that its quality is up to standard . At the same 
time, Japan only spends between 2% - 8% of its income on 
maintaining its quality, and it is evident to all which country 
produces the better quality products (Carson, 1986; Atkinson, 
1987). World Class Organisations will tell you that the real costs 
of quality are those costs associated with not doing the job right 
the first time (Campanella & Corcoran, 1983). 

Arguments have been put forward that the Japanese can be more 
cost effective because they only copy ideas and do not have to 
invest in research. This is clearly not the case. In 1976 the top 
three recipients of US patents were General Electric, the U.S. 
Navy, and Bayer. In 1987 the top three were Canon, Hitachi and 
Toshiba. During this period researchers have cited US patents 
held by Japanese more often than patents held by Americans. 
More recently the National (US) Science Foundation reported that 
the Japanese had achieved parity in research into superconductiv 
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ity and were ahead in commercial applications. In 1989 the 
American Electronics Association reported that Japan's work in 
high definition television (HDTV) was years ahead of America's 
(Tatsuno, 1990). 

On a wider scale Drucker (1986) reported that from 1973 to 1984 
Japan's consumption of raw material per unit of industrial pro
duction dropped by forty percent. Whilst changes in technology 
may account for some of this, I believe that their methods of 
management contributed greatly to this drop. In fact I would 
argue that nearly all the improvements in Japanese organisations 
and other World Class Businesses have been brought about by 
their managerial approach. 

The new concepts 

World Class Management is a people based management; it 
considers that its people are the most valuable resource. Properly 
trained, treated and motivated, workers are able to produce 
products and service of a higher quality at lower cost. To facili
tate this the organisation is required to place its management 
emphasis on the following: 
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A clear corporate mission is considered imperative for any 
organisation to be able to meet its goals effectively. This 
corporate mission should give direction to the organisation's 
activities. Part of the mission statement will identify the 
customer and will make it clear to all employees that their 
role in contributing to the corporate mission is to serve the 
customer. 

Reduction of waste is necessary in order to make more 
efficient use of resources. Waste was considered to be 
anything that does not add to the value of the service or 
product. The implication of this is that the organisation is 
clear about what its business is and what constitutes add
ing value. Producing reports that are not read and acted 
upon are waste; they do not add any value. Meetings that 
do not accomplish anything are wasteful; they do not add 
value. Inspecting products that should have been made 
right in the first place is wasteful; it does not add value. I 
might underline the fact that I am not referring solely to 
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production activities. It often happens that indirect activi
ties have expanded to such a size that they absorb enor
mous resources for very little value added. Data Process
ing, Planning, Accounts, and Personnel Departments can 
often be seen as examples of this. It is interesting to note 
that an Indonesian organisation I worked with in 1980 had 
only twenty five people in its head office controlling six 
large subsidiaries with assets totaling over $250 million US 
Dollars An equivalent Western organisation would have 
between two hundred and five hundred people (Pilditch, 
1987; Hunter, 1986; Schonberger, 1986). 

Valued-added is an important concept that links the above 
ideas together. It is not a fixed measurable thing. It is the 
belief that whatever we do should have some value in 
terms of the objectives of the organisation, nation etc. If the 
work does not add value then the need to do it should be 
questioned. 

In World Class organisations a clear mission and avoidance of 
waste are achieved through the following:-

Continuous problem solving is concerned with improving 
a little bit every day. The Japanese use the word kaizen 
which loosely translated means "improvement" or "habit of 
improvement" which implies continuous learning (Dear, 
1989). The organisation accepts that problems are part of 
everyday life and that these problems can be overcome 
little by little. To do this, everyone should work together 
and learn from one another. In this task of problem sol ving, 
the worker is often the key; not the management specialist 
or consu~tant (Sawers, 1986). There are no improvement 
programs that occur 'when necessary'; there is an organisation
wide culture of continuous improvement. Tomorrow will 
be better than today. Small improvements by the whole 
work force over a number of years, when added together, 
make a staggering total (Schonberger, 82; Hunter, 1986, 
Neil & O'Hara, 1987; Dear, 1989). 

Reduction of inventories is necessary to enforce problem 
solving by exposing the many problems inventories hide 
(Queen, 1989). In traditional Western organisations invento
ries are used to cover up problems; such as late deliveries, 
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unreliable quality. This concept applies equally to public 
sector organisations and private sector manufacturing com
panies. 

According to Chase & Aquilano (1989) the Japanese look on 
the water level in a river as inventory and the rocks as the 
problems that occur. The water or inventory hides the 
problems and therefore management assumes that every
thing is fine. Inevitably the level drops at the most inoppor
tune time (Murphy's Law), forcing managers to deal with 
the problems without sufficient resources. The belief is that 
it is much better to tackle these problems when business is 
good and resources are more likely to be available. 

Less-than-full capacity scheduling is the deliberate sched
uling at a level below full capacity, thereby creating time 
for solving problems. It enables the organisation to change 
from a situation where everything is urgent and there is no 
time to solve problems, to a situation where there is time to 
think. Less-than-full capacity scheduling implies, for ex
ample, that the organisation schedules for seven hours 
work in an eight hour day. The extra hour is used to catch 
up or to solve the problems of the day. Within a very short 
time the organisation is achieving more in the seven hours 
than they were in the eight, leaving time available to carry 
on the problem solving at 'no extra cost'. (Schonberger, 
1982; Ebrahimpour & Schonberger, 1984; Roberts, 1989). 

Project by project improvement is required to avoid get
ting bogged down by trying to do too many things at one 
time. It is advisable to tackle new problems one at a time. 
This enables full attention to be given to each project. The 
organisation just starting to tackle these issues should se
lect those projects that maximise the returns and have the 
best chance of being completed (Schonberger, 1982; Neil & 
O'Hara, 1987). 

Design for quality is perhaps one of the most crucial 
concepts relating to World Class Management. Organisations 
now realise that no matter what YOll do, you cannot suc
ceed in managing or inspecting quality into a system. 
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Quality must be designed both into the product or service, 
and into the operations system to enable it to be delivered 
over and over again (Pilditch, 1987; O'Hara .& Masson, 
1986). 

Slow Fast Approach relates to the process of thoughtfully 
developing new systems slowly with concern for imple
mentation. In traditional organisations senior people come 
up with ideas that are often undeliverable because the 
decision makers do not consider or know the practicalities 
of delivery. During the design (slow) stage, everyone con
cerned with the future delivery of the product or service is 
involved. This facilitates the fast production of excellent 
products or services with ease and on time (Pilditch, 1987). 

In order to manage an organisation it is necessary to understand 
what is happening within the organisation. World Class 
organisations facilitate this by encouraging employees to use the 
following concepts: 

An holistic approach to the organisation in order to avoid 
the traditional trap of having department goals that often 
go against the organisation's goals. In World Class 
Organisations the corporate goals are of paramount impor
tance. All decisions, work and rewards focus on them. 
Global costing, and consensus decision making are ex
amples of this approach (Doran, 1985; Hutchins 1986; Price, 
1989; Rigby 1989). 

Aim at total visibility for simplification and for ease of 
understanding and control. The removal of inventories and 
reduced paper work make it clear to everyone what is 
going on. The organisation has no rubbish, no piles of work 
in progress and no unread reports to clutter up the activi
ties of the organisation (Schonberger, 1982; Doran, 1985; 
Neil & O'Hara, 1987; Fulton, 1989). 

Simplicity is essential for a clear view of what is happen
ing. This is the opposite of the approach traditionally used 
and taught in the West. It was assumed that to control and 
manage organisations, more and more complex and intel
lectually tricky approaches were necessary. Now it is clear 
that complex systems need complex controls, etc. which 
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multiply the chances of something going wrong. The best 
way to control a complex system is to simplify it first, 
thereby making it easier to control (Schonberger, 1986). 

The clarification of process flows is important to under
stand what is really happening in the organisation. In many 
organisations only a few people really know what goes on. 
Managers, who think they know, would be surprised if they 
checked it out. If an organisation wants to simplify their 
work process, they must know precisely what is happening 
within their organisation (Hunter, 1986, Fulton, 1989). 

One major difference in World Class organisations is their atti
tude to work and to each other. If you walk into a World Class 
organisation you know it. People behave as if they want to help. 

The following changes may help to bring this about: 

16 

Senior management commitment implies that managers or 
directors of the organisation must not only 'pay lip service' 
to the concepts of World Class Management, they must 
reinforce words by actions, or work forces will not go along 
with the changes (Schonberger, 1982; Doran, 1985; Atkinson, 
1987; Roberts, 1989). 

Production responsibility is a key to solving problems and 
providing quality products or services. It is recognised that 
the only people capable of producing the goods or deliver
ing the services are the workers. Others can only help 
facilitate this. An organisation improves its quality and 
productivity by focusing its resources on the production 
and delivery process and so things are done right the first 
time. (Schonberger, 1982; Hunter, 1986; Sawers, 1986; 
Ebrahimpour & Schonberger, 1984). 

Line stop relates to the concept that workers have the 
authority to stop the whole system if they cannot produce 
what the customer expects. This immediately draws the 
attention of everyone to the problem, providing an oppor
tunity to solve it, thereby reducing waste now and in the 
future (Schonberger, 1982; O'Hara & Masson, 1986). 
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Insistence on compliance is necessary to ensure that new 
ideas have a chance of success. It is no good to have 
policies and rules unless everyone in the organisation plays 
by them; with no exceptions. OtherWise there will always 
be exceptions and little or no progress will be made 
(Schonberger, 1982; Neil & O'Hara, 1987; Chase & Aquilano, 
1989). It should be noted that in a WCM organisation more 
people will have a say in setting the rules, policies etc. and 
there will be a determination that these are both small in 
number and suited to both the business and the workforce. 
If they are not, the whole workforce will seek to modify 
and improve them. 

Correcting one's own errors facilitates continuous problem 
solving and learning. In general, given the space and time, 
people learn from their own mistakes. Given the right 
environment, it is unlikely that after having corrected one's 
own errors, a person will make the same mistake twice 
(Schonberger, 1982; O'Hara & Masson, 1986; Ebrahimpour 
& Schonberger, 1984). 

Respect for people is of major motivational importance for 
the organisation. In traditional organisations the employees 
are often seen as a resource to be used by management. In 
World Class organisations, people are considered to be the 
most important asset (Price, 1985; Cartwright, 1990). They 
are the key to the success of the business. People have 
needs, feelings, etc., which must be attended to if they are 
to contribute fully to the common cause. People who are 
treated with consideration, and given appropriate pay, pride 
and security will work better (Schonberger, 1987; Pilditch, 
1987). 

Problem solving groups, often called Quality Circles, are 
groups of people who have a vested interest in the work 
they are doing. The organisation wants improvements and 
the people most likely to come up with workable solutions 
are those doing the work. The groups facilitate the channel
ling of ideas and solutions to problems from the grass roots 
level into the official resource allocation systems, enabling 
the managers or engineers to facilitate the permanent imple
mentation of the solution. As the ideas came from the 
worker, they are more likely to be workable and acceptable. 
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At their simplest, Quality Circles are a production team 
who meet to discuss problems at the end of the day after 
having completed their scheduled work. According to Pilditch 
(1987), Sony claimed they achieved a 30% increase in pro
ductivity from Quality Circles (Schonberger, 1982; Rasmussen, 
1982; O'Hara & Masson, 1986; Doran, 1985; Hunter, 1986; 
Evans, 1985; Chase & Aquilano, 1989). 

The Future 

Any nation, but particularly resource scarce nations like Japan 
and many developing countries cannot afford waste. These na
tions must look for a way of improving their standard of living 
without consuming the resources that developed countries do. I 
believe Narsey (1985) implies this when he says that "the material 
basis for work should be the country's (Fiji) own resources, not 
aid handouts from anybody or country; ... " The way to do this is 
through World Class Management. WCM can, I believe, be used 
at both organisational and national levels. Its central themes of 
people and the reduction of waste must be important to nations. 

Nations have the same need to improve their use of resources so 
that less space, material and human effort are required to pro
duce products and services that meet its people's needs. 

Deming (1986) summarises the requirements for organisations 
that aspire to make this change: 
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1. a clear corporate mission for constancy of purpose 

2. aim for perfection and accept the need for change 

3. design systems to work and go on working and 
delivering 

4. do not buy at lowest price; aim at minimising total 
organisation costs 

5. improve processes (quality and productivity) 
continuously, and constantly reduce costs 

6. have continuous on-the-job training for flexibility 
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7. focus on management as a facilitator to enable people 
to do a better job 

8. don't blame - encourage improvement 

9. encourage teamwork - break down barriers 

10. eliminate programs that require higher productivity 
without providing better methods of working 

11. eliminate quotas that interfere with quality, focus on 
continuous improvement of process 

12. remove poor systems and management that rob people 
of pride in their work 

13. encourage continuous education and self-improvement 
of all 

14. get everyone to work on implementing these thirteen 
points 

Conclusions and Reflections 

World Class Management can work in any environment. How
ever, as pointed out earlier, it requires an attitude change on the 
part of traditional management. Unfortunately change is difficult. 
In the laws of physics there needs to be an actor, usually an 
external force, to cause a change of direction. According to 
Toffler (1984) this force has come, for some nations, from a 
situation where the actors have perceived that the past was very 
painful and where they were determined to make the future 
better. Japan, 'Singapore, Germany and Korea could be said to fit 
this model. In terms of organisations, the change is often forced 
by the fear that without change the organisation will not survive. 
This applies to most of the companies that have taken up WCM. 
It also might explain why manufacturing organisations are lead
ers in this area. Manufacturers live in an international market
place. If they don't improve the quality of their products they 
will not survive (Pilditch, 1987). Most service industries, with the 
exception of airlines and tourist resorts, are not in the interna
tional marketplace. For service organisations the competitive 
environment is less vigorous and so are the forces for change. 
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This has a number of implications for Pacific organisations as 
many of them do not operate in a free market and are, therefore, 
not subject to increasing competition in terms of quality. They 
can sell more or less anything they wish locally, usually at a high 
profit, as competitive products are generally not available. Export 
manufacturing, in particular textiles in Fiji, tries to survive by 
playing the traditional management game of blaming the workers 
and paying them low wages in a futile attempt to hide bad 
management practices. When times eventually get too tough in 
this region, such manufacturers will make their excuses and leave 
for other havens. The history of the US textile industry up to 1975 
is a good example of this. When workers eventually unionised 
and pressed for improved conditions, the industry was moved 
lock stock and barrel to another state. Moves from New York 
State to North Carolina to Florida have occurred. 

Countries and organisations who habitually claim that they do 
not have sufficient resources to improve their lot, should remem
ber that Japan and Singapore also have no significant natural 
resources. Porter (1990) points out that South Korea, Germany, 
Italy and Switzerland enjoy continued rising standards of living 
with limited natural resources. These countries rely on human 
resources, knowledge, experience and co-operation (Rasmussen, 
1982). We need to believe in and develop the full potential of the 
human resources available. My own experience in many countries 
throughout the world is that very few organisations develop or 
allow people to develop to anywhere near their full potential.. Be 
wary of doubters. Remember that the Japanese were considered 
by Westerners to be unimaginative and incapable of original 
thought even after they had shown that they could do things that 
were unthinkable (Price, 1985). Today, we only have to look at 
their products and consider the number of patents held by Japan 
and cited in further research to realise the falsehood of this 
(Gregory, 1986; Pilditch, 1987; Tatsuno, 1990). 

What can be done? First of all, managers who are having 
difficulties should be prepared to learn from successful organisations. 
Fukuda (1986) suggested that Western managers need to be as 
enthusiastic about learning from Japan as the Japanese were 
about learning from the West. It is most important to: a) desire 
to be better; b) be clear on what better means; c) take a holistic 
view; d) be realistic and e) think about value added. 
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Value added is a concept I would like to leave with you. It is an 
extremely useful concept that helps sort out the unimportant 
from the important. Many organisations spend a great deal of 
time on unimportant activities. An example of this is provided 
by Hunter (1989). In his article on 'Optimising manufacturing 
responsiveness and cost' he points out that a large proportion of 
the process times during manufacturing is non-value added work 
and queuing time. The examples he gives from his studies are: 

Non-value added work 45% 
Queuing time 54% 
Value added time 1 % 

His comments on this are: 

It is indeed a sobering experience to realise that one is expending 
such effort and doing the very things which frustrate the cus
tomer, e.g. increasing cost and increasing lead time. 

At a national level one can see how different countries encourage 
their people to move 'into 'value added' work. Germany and 
Japan have far more engineers than the United Kingdom where 
accountants appear to be seen as more important. Accountants, 
may be necessary but they do not carry out 'value added' work, 
per se. The accountant's work is usually of a controlling or 
policing nature. They might be compared to the traditional qual
ity control inspectors. Britain in its wisdom has twice as many 
accountants as America and 18 times as many as Japan for a 
much smaller population (Tiefenbrun, 1990). The productivity per 
capita of Britain is much lower than America or Japan. Tiefenbrun, 
Chairman of Linn Products (high tech electronics) suggests that 
Britain's prob)ems stem from too many people working but not 
adding value. 

To improve, there has to be change. To change, WE> cannot be rule 
bound or constricted by past experience. We should be innova
tive and think of new ways of doing what we really want to do 
and 'go for it'. The only conditions are that we do not adversely 
affect the country's or organisation's ability to deliver its prod
ucts or services, and that our actions are not illegal or immoral 
(Porter, 1990). 
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This is particularly important for Pacific Nations where the 
management model appears to be a traditional Western one with 
cultural adaptations, (Reddy, 1991). Traditional management has 
a record of dividing society, alienating the workforce and de
stroying values. Do Pacific islanders want this? If not, what force 
will cause them to change. Pacific Islanders need to have the 
confidence to develop their own model of management, enabling 
them to use their limited resources effectively, now and in the 
future, and to provide a salutary working environment. I believe 
that the concepts of World Class Management provide a strong 
foundation upon which such a 'Pacific Management Model' can 
be developed. 

In developing this model there is a great need to think in terms 
of today, tomorrow, next month, next year, the next five years 
and the next twenty years at the same time. Thinking should be 
directed toward ensuring that what is done today does not 
restrict us from doing things we might want to do tomorrow or 
next year. This can be done at very little extra cost, whereas 
reworking something is usually very expensive. Decisions should 
lead to better results for all time periods but still enable us to be 
flexible and responsive to the environment in which we operate. 
But as John Murray (1986) of 3M says:-

The challenge is to start .... 

and I would add my own words to this:-

look to your people and to the future! 
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