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Case Study: 
 

THE QUALITY JURNEY 

 

 

 

 

Total Quality Management (TQM) is a philosophy which emphasises 

continuous improvement as a process that places a premium on achievement of 

customer satisfaction.1 There are two key aspects which are important to achieve the 

successful TQM: continuous improvement and customer satisfaction aspects. In this 

article, I provide the introduction to TQM, based on the Fuji Xerox WA case study, 

The Quality Journey, which is focusing onto those key aspects. I explain about the 

motivation behind the company to improve their quality in the first section, explain the 

new management system that they use in the second section and analyse on their 

movement why was successful in the last section. Lastly, I provide a conclusion to 

summary what have been discussed.  

 

 

 

 

In 1906, Haloid Company was founded to make and sell photographic paper. 

In 1938, Chester Carlson invented Xerography, with the first Model A Xerographic 

Copier being developed in 1948. In 1958 Haloid changed its name to Haloid Xerox. 

The first automatic Plain paper copier was launched in 1959. Two years later the 

company became the Xerox Corporation and a year later joined up with Fuji 

Photofilm and went on to become world leaders. 

The major problem in the company appeared after their market share of 90% 

had dwindled to under 60%by 1982. The cause of problem can be tracked using Fish 

Bone diagram which depicted in the figure 1. 

                                                           
1 Gatchalian, Miflora M., People Empowerment: The Key to TQM Success, The TQM Magazine. Vol.  
9, No. 6, pp. 429-433. 

1. INTRODUCTION 

2. BACKGROUND AND CONTEXT 
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From the Fish Bone diagram, it is appeared that the company did something 

wrong without they realised. For example, patent protection had created a comfort 

zone, resulting they didn’t pay attention to the competitors.  

It is also appeared from the diagram that there are three major aspects which 

making the market share had dwindled, there are focus, competitors and attitude 

aspect. 

Focus: They were driven by technology, not customers’ satisfaction and focused on 

production and sales. 

Competitors: They didn’t pay attention to the competitors, otherwise the competitors 

had a good service and product, and had manufacturing cost. 

Attitude: They were arrogance and treated quality as an expense. 

The weaknesses had been identified in the use of the measurement, they 

measured their effectiveness through operating process, they measured activities 

and results and rewarded them well, but they didn’t recognise nor reward customer 

satisfaction principles. According to Stone et al, in measuring the company 

performance, we have to consider the following aspects:  

- Employee 

Market share
had dwindled

FocusAttitude

Competitors

Driven by
technology

Production &
Sales Focus

Measure
activities

reward activities

Not customers'
satisfaction

did not recognise
customers

did not reward
customers

unable to meet
demand

Arrogance

Treated quality
as an expense

Discover our
weaknesses

Didn't pay
attention to
competitors

Patent protection

Good service &
support

Low
manufacturing

cost

Figure 1: Fish Bone Diagram For Dwindled Market Share
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- Customer 

- Operating 

- Financial 

- Other aspects 

The performance measurement of quality should emphasise on the customer 

and operating (process) aspect, which is depicted in the figure 2. Xerox might be 

performance good enough from employee, operating or financial perspective, but 

they forgot that the measurement can be viewed from customer perspective, 

furthermore, the customer satisfaction measurement have a big role in measuring the 

quality besides operating measurement (quality control).   

 

Source: Stone, Claire Louise and J. Maria Banks, The Use of Customer and Employee-
based Performance Measures, The TQM Magazine, Vol 9, No 2, 1997, 152-158. 

 

From the both figure 1 and figure 2, it can be determined that the major 

problem in the company were the customer satisfaction level, yet became an 

objective in implementing Total Quality Management (TQM). 

 

 

 

 

In June 1990, Andy Scott moved from Adelaide to take up the role of State 

Operations Manager for Fuji Xerox Western Australia. His key task was to introduce 

and implement TQM into the branch. In doing the implementation, he had an 

objective to improve the customer satisfaction level. He discovered the weaknesses 

of the company related to the low customer satisfaction level. He found: 

- Lack of formal communication 

- Lack of focus 

Figure 2: The Basic of Quality Measures

16%

27%

27%

17%

13%
Employee
Customer
Operating
Financial
Other

3. TQM IMPLEMENTATION 
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- Customer Complaint and Query system had to be fixed 

- Customer service had to be fixed 

His plan and steps have been summarised to solute the problem below: 

• Developed a plan which was to focus on the Xerox Corporate philosophy and the 

Xerox Quality Policy as guides. 

The Corporate Philosophy 

- We succeed through satisfied customers. 

- We aspire to deliver excellence in all we do. 

- We require a premium return on our assets. 

- We use technology to develop product leadership. 

- We value our employees. 

- We behave responsibly as a corporate citizen 

The Quality Policy 

- Xerox is a Quality Company. 

- Quality is the basic business principle for Xerox. 

- Quality means providing our external and internal customers with 

innovative products and services that fully satisfy their needs. 

- Quality improvement is the job of every Xerox employee. 

• Communication 

Causes: lack of formal communication that had previously occurred with the 

functional managers. 

Act: Organised scheduled management meetings which had a fixed agenda and 

hold them monthly. 

Result:  

- The managers were very enthusiastic and supported the idea. 

- The agenda ensured that they addressed both local and national business 

and with good follow up, they achieved considerable success. 

 

• Focus 

Causes:  

- Lack of focus 

- There was no review to what they had been done 

- No formal process in place where the sales people and managers discussed 

their business 

- Driven by sales, not customer satisfaction focus, did not fully understand what 

the customer needs 
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Act: 

- Weekly review in each individual territory holder 

- Lifted the level of prospects which required high level of commitment – used 

prospect management system called SCOTMAN. 

- The customer satisfaction focus was presented, fulfilling the customers’ 

needs should come first 

Result: 

- The system had been run successfully and it help them on focusing the sales 

process 

- Changed of focus to customer satisfaction focus. 

 

• Customer Complaint and Query system 

Cause: The customer feedback system needed immediate attention 

Act: 

- Linked Customer Complaint and Query system to Head Office mainframe 

Result: The resolution target period was 10 days and if it wasn’t resolved a 

note would arrive from the CEO asking the reasons 

- Placed a ‘Customer Care’ board in the sales area in Perth 

Result: Reducing resolution period become five days 

 

• Customer service  

Cause: Often received comment on service call response times 

Act: 

- Recruited additional service engineer 

- Re-allocation of product responsibilities 

Result: The improvement occurred fairly quickly 

 

The other Scott’s movements to improve the customer satisfaction are presented 

below: 

• Used computers as sales tools 

- develop acceptable business solutions – presenting it to prospective 

customers 

- used the Australian-developed Tracker software program – data base for 

looking after the customer 

• Placed a recognition system that provides awards for exceptional customer 

service 
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• Business Partnerships:  

- focusing on the needs of businesses 

- proving that their needs could be supported adequately  

• Obtained some first-class customer satisfaction survey results in all functions, 

there were indicated that customers supported what we were doing 

• Involved staff in decisions that could benefit from their own valuable experiences 

• Trained all the Perth Management Team as facilitators in a number of tools used 

by Xerox 

One of the tools: The Problem Solving Process 

- assists Problem Solving Groups by focusing on the root of the problem 

- developing quality solutions 

 

 

 

 

Scott had been developed a plan using both Xerox Corporate philosophy and 

Xerox Quality Policy to make an improvement in customer satisfaction level. He fully 

believed that one of the fundamental concepts behind the TQM is the customer 

satisfaction. A successful business relies on making profitable sales to its 

customers2. The corporate philosophy and the quality policy of company were 

emphasised on the following aspects: customer, employee, management and 

process. All of those aspects were addressed to the term of quality measurement 

principle.  

It also can be view from the common guiding principles in TQM which can be 

summarised in the acronym ACCEPT3: 

A – Aim for customer satisfaction 

C – Communicate and co-ordinate all activities 

C – Co-operate towards continuous improvement 

E – Empower the employees 

P – Promote usage of problem-solving tools 

T – Training for quality is forever 

These principles can only take root if there is well-quality leadership that 

sustains the continuous improvement process. 

                                                           
2 Munro-Faure, Lesley, and Malcolm Munro-Faure, Implementing Total Quality Management, Pitman 
Publishing, 1992. 
3 Gatchalian, Miflora M., et al. 

4. ANALYSIS 
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Aim for customer satisfaction always. According to Scott’s movements, the first 

target for improvement had to base on the customer satisfaction, it was stated on the 

corporate philosophy, how they achieved the success through satisfied customer.  

The quality level of internal outputs would ultimately determine the degree of 

satisfaction. The changing from sales focus to customer focus in the sales 

department could affect the work of others within the company. Therefore, knowledge 

of customer requirements were important determinants in planning for continuous 

improvement within whole of department in the company. That is motivated Scott to 

make an improvement in customer service areas. He believed that customer 

feedback whether good or bad can assists greatly where change is taking place as it 

helps focus on those areas that require immediate attention. 

Communicate and co-ordinate all activities is a guiding principle which is vital to 

TQM success. Its purpose in the workplace is to enable the employees to have the 

information they need to perform their work best. This requires high level of 

commitment. Scott had organised scheduled management meetings and weekly 

reviews in each territory. To increase the level of commitment, they used particular 

electronic prospect management system. 

Commit and co-operate towards continuous improvement. Successful TQM 

require commitment and leadership. Scott had motivated sales force, at first, by 

placing leadership and new direction. These should be cascaded downwards to all 

employees resulting employees to focus and align their direction towards a common 

goal. This way, co-operation for sustained and continuous improvement can be 

achieved. 

Employee empowerment. Their employees should be given the opportunity to plan 

and perform their own work assignments, there could be an initiative for participation 

in the improvement process. Scott also involved staff in decision. They would know 

how to apply their skills and experiences in their jobs with strong sense of 

responsibility. 

Promotion of problem-solving tools usage. The problem-solving tools, such as 

The Problem Solving Process, had been introduced to the company. Without good 

promotion, the employees could not been involved in those tools. The use of 

computers in presenting the promotion was essential. They also promoted their 

problem-solving tools throughout company. The CEO, David Stringfellow, gave ‘The 

Xerox Quality Journey” presentations to interested groups. The result of this was an 

awareness both externally and internally, that Quality was the focus and that 

customers would be the recipient of this. 
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Training is forever emphasises the urgency of enlightenment as a means toward 

achieving the improvement. The system could not been working effectively without 

training. Scott had knew about this and prepared the employee to facing the 

obstacles of the improvement by training process. For example, he had trained all the 

Pert Management Team as facilitators in a numbers tools used by Xerox. 

 

The other important thing, which is appeared from the case study, is the 

quality approach. Refer to Brown4, in determining quality, there are three approaches 

used for make TQM implementation successful.  There are related each other as 

shown in the figure 3. 

Focused, in term of: 

1. Targeting specific market segments and benchmarking against other competitors 

2. Knowing customer requirements 

3. Specific areas of product and process improvements 

4. Focused plant areas for specific customers and/or products but ensuring that 

production can also be changed quickly to accommodated flexibility 

 

Strategic, in term of: 

1. Top management-involvement and commitment 

2. On-going improvement process forever, rather than a ‘quick fix’ approach to cost 

reduction 

3. Quality is seen as a means to achieving competitive advantage. 

 

Holistic: everybody involved in continuous improvement in every area and at all 

levels of the organisation. This approach also included supplier and distributor. 

 

Focused

Strategic Holistic

Figure 3: The Holistic, Strategic & Focused 
Approach to Quality 

Source: Brown, 1997. 
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Some of the approaches had been implemented, such as benchmarking, 

knowing customer requirements – using customer survey system, top management 

involvement and commitment, and employee involvement. However, some of the 

approaches had not been implemented or maybe it is not written in the case study. If 

they haven’t been implemented, I recommend applying those approaches to the 

company for achieving better result. But, of course, they have been done step by 

step according to the level of the urgency in the company. 

 

 

 

 

It is clearly evident that successfully implementing TQM in the organisation, 

ie. Fuji Xerox WA, requires the alignment of every employee’s effort with aim towards 

customer satisfaction focus. The key success of implementing TQM in Xerox due to 

their movements and steps are fit to the common guiding principles in TQM. The 

TQM also can be implemented in any unit of the organisation, also in staff units. 

Focused, strategic and holistic approach also can be used for make TQM 

implementation successful.  

                                                                                                                                                                      
4 Brown, Steve, High and Low Quality Performance in Manufacturing Firms, The TQM Magazine, Vol 
9 No 4, 1997, pp. 292-299. 

5. CONCLUSION 
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