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1. INTRODUCTION
Quality has become the single most important force leading to organization success and company growth in national and international market. Quality is in its essence a way of managing the organization. Like finance and marketing, quality is an essential element of modern management and effectiveness in the management of quality has become a necessary condition for effectiveness in industrial management itself.

The modern quality system is the result of the disciplined and structured design, installation, and maintenance of the complete range of the quality actions by the people, machines and information which will genuinely assure quality to the customer and low quality costs to the plant and company.

In any management system since total quality control guide the actions of people, machines and information across the whole range of key company activities. It is essential that quality be organized effectively and economically companywide. With growing global competition, quality management is becoming increasingly important to the leadership and management of all organizations.

All businesses large and small already hare an established way or system of doing businesses. However a company in their existing management system wants to include the quality management in all areas of work and behavior.   

Conflict exists in all organization despite the finest formal organizational system and the most cohesive informal organization. Conflict is opposition or dispute between persons or groups within the firm. With all the development and changes that take place among managers and workers, it is reasonable to expect differences of opinion, beliefs, and ideas.

Since conflict is inevitable, a helpful approach for the manager is to use it so that an appropriate and effective means for achieving goals can be followed. Such an approach requires acceptance of the view that the prefect organization is not free from conflict and that conflict is helpful in bringing about needed changes. Conflict affects an organization’s overall personality, Performance and productivity. Stephen Robbins suggests that there are two types of conflict in organizations functional and dysfunctional.

Functional conflict usually occurs between two or more groups within a firm and improves the organization’s performance and output. For example the accounting, Finance, management, and marketing departments in a university may disagree about the best undergraduate core curriculum. This type of conflict encourages creative thinking and contributes to the school’s improved performance. Whatever the outcome students will benefit from a better program of instruction. Without functional conflict in organization, there would be stagnation and almost no commitment to organizational change and improvement.

On the other hand dysfunctional conflict hinders and prevents organization goals from being achieved. Sometimes functional conflict can evolve into dysfunctional conflict, and management must exert great efforts to prevent and eliminate this destructive disorder. When one group or person seeks to achieve his or her owns objective at the total expense of or with disregard for others, usually dysfunctional conflict will result.

For any organization to be successful, this dysfunctional conflict which affects its overall performance must be resolved. But the question is that how to resolve conflict?  Perhaps, the most common solution of this lie in quality system of management. If quality is there, there will not be any dysfunctional conflict. Everybody should be satisfied and have quality mindset and a common goal to improve the performance of organization.

Unresolved conflict can create serious and quite varied consequences. For example, employee conflicts often create project delays that can result in missed market opportunities. Customer relations can be damaged when conflict results in confused communication or inconsistent information. The development of effective work groups and teams can fail as a consequence of disputes between members. Companies with chronic conflict often find it difficult to attract and keep good people

In my thesis, I firstly identified various types of management systems, then how ISO 9000 is introduced in the management system. Then I identified various types of conflict prevailing in the organization which has many adverse effects to the progress of organization, here ISO 9000 helps not only in identification of conflict but also in resolving them. After that I have attempted to design a one-week training program to resolve dysfunctional conflict in any management system. The design of training program is based on the clauses of IS0 9001: 2000. 


2. INTRODUCTION TO ISO 9001: 2000 STANDARD


2.0 Introduction
The art of management exited in the early stages of human civilization as a universal element it was found even in a small unit like the family and latter extended to informal and formal organization. The management’s early growth can be traced to churches and armies where there was considerable scope for organized activities. Subsequently, management techniques were evolved to suit growth of modern industries and to deal with several complicated problems. It was also found out by experience that management was as universal phenomenon and not merely continued to business activities. Management exists in various forms in non-business institution like hospitals, clubs, and educational institutions. The is so because it is difficult to form an organization without forming proper management. The techniques of management range from simple tools to more sophisticated and accurate method to suit different types of organization. 

Modern managers use many of the practices, principles, and techniques developed from earlier concepts and experiences. The Industrial Revolution brought about the emergence of large-scale business and its need for professional managers.

In 1975, Raymond E. Miles wrote Theories of Management: Implications for Organizational Behavior and Development published by McGraw Hill Text. In it, he popularized a useful model of the evolution of management theory in the United States. His model includes classical, human relations, and human resources management.

Across the globe various companies adopted different management methods to improve their business activities. The most commonly management methods are:
2.1 Bureaucracy Management
Max Weber (1864-1920), known as the Father of Modern Sociology analyzed bureaucracy as the most logical and rational structure for large organizations. Bureaucracies are founded on legal or rational authority, which is based on law, procedures, rules, and so on. Positional authority of a superior over a subordinate stems from legal authority. Charismatic authority stems from the personal qualities of an individual. Efficiency in bureaucracies comes from: 
· Clearly defined and specialized function;

· Use of legal authority;

· Hierarchical form;

· Written rules and procedures;

· Technically trained bureaucrats;

· Appointment to positions based on technical expertise;

· Promotions  based on competence;

· Clearly defined career paths.

2.2 Scientific Management  
Scientific management focuses on worker and machine relationships. Increasing the efficiency of production processes can increase organizational productivity. The efficiency perspective is concerned with creating jobs that economize on time, human energy, and other productive resources. Jobs are designed so that each worker has a specified, well-controlled task that can be performed as instructed. Specific procedures and methods for each job must be followed with no exceptions.

In 1911, Frederick Taylor, known as the father of scientific management published principles of scientific management in which he proposed work methods designed to increase worker productivity. One of his famous experiments had to do with increasing the output of a worker loading pig iron to a rail car. Taylor broke the job down into its smallest constituent movements, timing each one with a stopwatch. The job was redesigned with a reduced number of motions as well as effort and the risk of error. Rest periods of specific interval and duration and a differential pay scale were used to improve the output. With scientific management, Taylor increased the worker’s output from 12 to 47 tons per day! The Taylor model gave rise to dramatic productivity increases.

2.3     Administrative Management 
Administrative management emphasizes the manager and the functions of management. Henry Fayol (1841-1925), known as the father of modern management, was a French industrialist who developed a framework for studying management. He wrote General and Industrial Management. His five functions of managers were plan, organize, command, coordinate, and control. His fourteen principles of management include division of work, authority and responsibility, discipline, unity of command, unity of direction, subordination of individual interests to general interests, remuneration of personal, centralization, scalar chain, order, equity, stability of tenure of personal, initiative, and esprit de corps (union is strength).
Mary Parker Follett’s concepts included the universal goal, the universal principle, and the Law of the situation. The universal goal of organization is an integration of individual effort into a synergistic whole. The universal principal is a circular or reciprocal response emphasizing feedback to the sender (the concept of two-way communications). Law of the Situation emphasizes that there is no one best way to do anything, but that it all depends on the situation.

When Chester Barnard (1886-1961) retired as the CEO of New Jersey Bell Telephone, he recorded his insights about management in his book, Functions of the Executive. It outlined the legitimacy of the supervisor’s directives and the extent of the subordinates’ acceptance. He developed the concepts of strategic planning and the acceptance theory of authority. Strategic planning is the formulation of major plans or strategies, which guide the organization in pursuit of major objectives. Barnard taught that the three top function of the executive were to

· Establish and maintain an effective communication system,
· Hire and retain effective personnel, and 
· Motivate those personnel.

          His Acceptance Theory of authority states that managers only have as much authority as employees allow them to have. The acceptance theory of authority suggests that authority flows downward but depends on acceptance by the subordinate. The acceptance of authority depends on four conditions.

· Employees must understand what the manager wants them to do.
· Employees must be able to comply with the directive.
· Employees must think that the directive is in keeping with organization objectives.
· Employees must think that the directive is not contrary to their personal goals.

Barnard believed that each person has a zone of indifference or a range within each individual in which he or she would willingly accept orders without consciously questioning authority. It was up to the organization to provide sufficient inducements to broaden each employee’s zone of indifference so that the manager’s orders would be obeyed.

2.4 Quality Management 
With growing global competition Quality Management is becoming increasingly important to the leadership and management of all organizations. Quality Management Principle provides understanding of and guidance on the application of quality Management.
· Definition of Quality Management Principle

A comprehensive and fundamental rule or belief, for leading and operating an organization, aimed at continually improving performance over the long term by focusing on customers while addressing the needs of all stakeholders.

By applying following eight Quality Management Principles, organizations will produce benefits for customers, owners, people, suppliers and society at large.

2.4.1 Principle 1- Customer focus
Organizations depend on their customers and therefore should understand current and future customer needs, should meet customer requirements and strive to exceed customer expectations.

Key benefits:

· Increased revenue and market share obtained through flexible and fast responses to market opportunities.
· Increased effectiveness in the use of the organization’s resources to enhance customer satisfaction.

· Improved customer loyalty leading to repeat business.
Customer-driven Organization




	



	



2.4.2
Principle 2 - Leadership
Leaders establish unity of purpose and direction of the organization. They should create and maintain the internal environment in which people can become fully involved in achieving the organization’s objectives.
Key benefits: 
·  People will understand and be motivated towards the organization’s goals and objectives.

· Activities are evaluated, aligned and implemented in a unified way.

· Miscommunication between levels of an organization will be minimized.

· Establishing a clear vision of the organization’s future.

· Setting challenging goals and targets.

· Creating and sustaining shared values, fairness and ethical role models all levels of the organization.

· Establishing trust and eliminating fear.

· Providing people with the required resources, training and freedom to act with responsibility and accountability.

· Inspiring, encouraging and recognizing people’s contributions.

2.4.3 Principle 3- Involvement of people
People at all levels are the essence of an organization and their full involvement enables their abilities to be used for the organization’s benefit.

Key Benefits:
· Motivated, committed and involved people within the organization.
· Innovation and creativity in furthering the organization’s objectives.
· People being accountable for their own performance.
· People eager to participate in and  contribute to continual improvement
· People understanding the importance of their contribution and role in the organization.
· People identifying constraints to their performance.
· People accepting ownership of problems and their responsibility for solving them.
· People evaluating their performance against their personal goals and objectives.
· People actively seeking opportunities to enhance their competence, knowledge and experience. 
· People freely sharing knowledge and experience.
· People openly discussing problems and issues.

	
· Education 

                Awareness of True Needs

                 (internal motivation)

· Breakthrough in Knowledge
                       Change in paradigm

               (use of Training more Effectively)

· Breakthrough in Thinking
                         New Paradigm

                    (Self  - Sufficient)


	Quality happens

Through people

NOT by the system

itself

People    create

satisfied

customers,

NOT by the

Product itself


2.4.4 Principle 4 – Process  approach

A desired result is achieved more efficiently when activities and related resources are managed as a process.

Key Benefits:

· Lower costs and shorter cycle times through effective use of resources.

· Improved, consistent and predictable results.

· Focused and prioritized improvement opportunities.

· Systematically defining the activities necessary to obtain a desired result.

· Establishing clear responsibility and accountability for managing key activities.

· Analyzing and measuring of the capability of key activities.

· Identifying the interfaces of key activities within and between the functions of the organization.

· Focusing on the factors – such as resources, methods, and materials – that will improve key activities of the organization.

· Evaluating risks, consequences and impacts of activities on customers, suppliers and other interested parties.



2.4.5 Principle 5 – System approach to management
Identifying, understanding and managing interrelated processes as a system contributes to the organization’s effectiveness and efficiency in achieving its objectives


Key benefits:

· Integration and alignment of the processes that will best achieve the desired results.

· Ability to focus effort on the key processes.

· Providing confidence to interested parties as to the consistency, effectiveness and efficiency of the organization.

· Structuring a system to achieve the organization’s objectives in the most effective and efficient way.

· Understanding the interdependencies between the processes of the system.

· Structured approaches that harmonize and integrate processes.

· Providing a better understanding of the roles and responsibilities necessary for achieving common objectives and thereby reducing cross – functional barriers.

· Understanding organizational capabilities and establishing resource constraints prior to action.

· Targeting and defining how specific activities within a system should operate.

· Continually improving the system through measurement and evaluation.



















2.4.6 Principal 6- Continual Improvement                                                                                                  

Continual improvement of the organization’s overall performance should be a permanent objective of the organization.












Key benefits:
· Performance advantage through improved organizational capabilities.

· Alignment of improvement activities at all levels to an organization’s strategic intent.

· Flexibility to react quickly to opportunities.

· Employing a consistent organization-wide approach to continual improvement of the Organization’s performance.

· Providing people with training in the methods and tools of continual improvement.

· Making continual improvement of product, processes and systems an objective for every individual in the organization.

· Establishing goals to guide, and measures to track, continual improvement.

· Recognizing and acknowledging improvements.

2.4.7 Principal 7 - Factual approach to decision making
Effective decisions are based on the analysis of data and information
Key benefits:

· Informed decisions.

· An increased ability to demonstrate the effectiveness of past decisions through reference to factual records.

· Increased ability to review, challenge and change opinions and decisions.

· Ensuring that data and information are sufficiently accurate and reliable.

· Making data accessible to those who need it.

· Analyzing data and information using valid methods.

· Making decisions and taking action based on factual analysis balanced with experience and intuition.

   
















2.4.8 Principal 8  Mutually beneficial supplier Relationships
An organization and its supplier are interdependent and a mutually beneficial relationship enhances the ability of both to create value.

Key benefits:

· Increased ability to create value for both parties.

· Flexibility and speed of joint responses to changing market or customer needs and expectations.

· Optimization of costs and resources.

· Establishing relationships that balance short-term gains with long-term considerations.

· Pooling of expertise and resources with partners.

· Identifying and selecting key suppliers.

· Clear and open communication.

· Sharing information and future plans.

· Establishing joint development and improvement activities.

· Inspiring, encouraging and recognizing improvements and achievements by suppliers.

Partnership for Quality



       



 
2.5  
What ISO 9000 Offers to Existing Management 

System?
All businesses, large and small, already have an established way or system of doing business. However the company in their existing management system wants to inculcate the Quality Management in all areas of Work and Behavior.
Since 1984 there was a ‘fashion’ to have change in the management system, which with time became a ‘trend’ and necessities for companies to adopt ISO 9000 Quality Management Systems, which includes all the aspects of above discussed management systems and at the same time makes the system more efficient and effective. 

Highlights of Quality Management System includes apart from the above management system are:

· Improvement of performance, coordination and productivity

Quality management improves performance of the organization by better coordination between the various groups, departments and all people who are responsible for final quality of product. Since, quality management brings people together at a common goal or objective which is to improve quality. Therefore, the coordination between various employees, groups and departments improves and everyone performs at his best. Quality management also increases the productivity by better coordination. Better quality of product a service should attract more customers. So, organization will gain more profit by giving quality service to its customers. Productivity of all units within the organization also increases as a result of quality management.        

· Greater focus on business objectives and customer’s expectations

A goal or objective is a statement of the desired result to be achieved within a specified time- an aimed- at target. These goals then form the basis of detailed planning of activities. For example, considering a nursing home, if management of nursing home wants to give quality service to the patients, its goal may be germ-free neat and clean environment. Further, planning of this management should be based on its objectives set previously. The patient should expect germ free environment of the nursing home only then they can cure fastly. So, the management must give greater focus on its business objectives and customers expectations. Quality management defines both business objective and customer’s expectations and focus on it all the time. Quality goals can be identified from a variety of inputs such as Pareto analysis.

· Proposals from managers, supervisors etc.

· Proposals from suggestion schemes

· Field study of users needs, cost.

· Data on performance of products 

· Comments of outside people like customers vendors, journalists, critics  

· Findings and comments of government regulations etc.  


Analysis of these inputs helps in setting business objectives and focussing on the customer’s expectations.

· Achievement and maintenance of quality of product to meet the customer’s stated and implied needs
  “Quality is achievable only through awareness, involvement, commitment and ownership of the workforce in an organization” says Richard & Johnson in his book- TQM Leadership for quality Transformation”.  This can only be achieved through sound quality system and well designed and monitored periodical training programs.

Once quality is achieved, it should be maintained at each and every level of organization. To satisfy customer’s need who wants not less than a minimum level of quality, it is necessary that quality should be maintained all the time. To maintain the quality, people must co-ordinate with each Other. Quality becomes the responsibility of everyone working in the organization. If somebody is absent from the work, work must not suffer. Training program at proper intervals helps in maintenance of quality of product. 

· Management confidence that intended quality is being achieved and maintained

Management must have enough confidence that the intended quality is achieved to meet the customer’s needs and that quality is being maintained properly at each and every level of the organization Quality management brings management confidence about the quality of products.  

· Evidence to customers and potential customer’s of the organization’s capabilities

Our expectations on quality should match the capability of the process or machine where the components are processed. Any amount of effort, time and money spent on testing and inspection facilities will be of no use, if the fundamental production process itself is not capable of matching those specifications most of the time. If we come across processes that are not capable of meeting the requirements, we should think of rectifying the process by reconditioning. If we think that the process cannot live up to the expectations even after technical corrections or the specifications are going to be tightened beyond the normal scope on customers request or new product introduction, an altogether new process must be contemplated. Therefore, Quality management system matches organization’s capabilities with customer’s expectations.  

· Opening up new market opportunities or to maintain market share

Quality management makes the organization profitable and opens new market opportunities. The contribution of quality to sales income occurs through increasing market share, increased production, securing premium prices, achieving competitive advantages over competitors. Quality means better product features and freedom from deficiencies, which means that quality must attract new customers, new market opportunity. It will increase market share also, if quality is continuously achieved and maintained to satisfy customer’s needs and expectations. 

· Opportunity to compete globally

If we maintain a close relation between quality and productivity, competitiveness will result. Though quality is the key for customer satisfaction, the price tag is also important. Only when quality and productivity go hand to hand, the organization can handle resources efficiently for higher quality. More and more investment can be taken up on the quality front because of productivity. Finally, the organization will succeed in producing products with matchless quality at a reasonable price and the winning combination that decides the competitiveness of the firm and make the organization to compete globally.

2.6 ISO 9001: 2000 Standard 



“Quality management systems- requirements”


This standard is issued by the international organization of standardization (ISO) 
and was adopted by the Bureau of Indian standards. Although this standard does 
not include the term ‘Quality assurance’, in addition to quality assurance of 
product, it also aims to enhance customer satisfaction. The adoption of a quality 
management system should be a strategic decision of an organization. The design and implementation of an organization’s quality management system is influenced by varying needs, particular objectives, the products provided, the processes employed and the size and structure of the organization.


This Indian standard promotes the adoption of a process approach when developing, implementing and improving the effectiveness of a quality management system to enhance satisfaction by meeting customer requirements.


For an organization to function effectively, it has to identify and manage numerous linked activities. An activity using resources, and managed in order to enable the transformation of inputs into outputs, can be considered as a process. 
Often the output from one process directly forms the input to the next. The application of a system of processes within the organization, together with the identification and interaction of these processes, and their management, can be ref
erred to as the “process approach”.
2.7 Elements of ISO 9001: 2000 

Followings are the overview of the ISO 9001: 2000 standard clauses:


2.7.1 ISO 9001 4- Quality management system


4.1 General Requirements


Establish, document, implement and maintain a quality management 
system and 
continually improve its effectiveness in accordance with the 
requirements of the 
Indian Standard.

· Identify the processes needed for the quality management system and their application,

· Determine the sequences and interaction of these processes,

· Determine criteria and methods needed to ensure that both the operation and control of these processes are effective,

· Ensure availability of resources and information necessary to support the operation and monitoring of these processes,

· Monitor, measure and analyse these processes, and 

· Implement actions necessary to achieve planned results and continual improvement of these processes.

4.2 Documentation requirements

· Quality management system documentation shall include

a) Documented statements of a quality policy and quality objectives,
b) A quality manual,

c) Documented procedures required,

d) Documents needed by the organization

e) Records required by the standard.

The quality manual provides complete description of quality management system. It communicates quality policy and objectives of the company to customers and company personnel. It is the foundation of the system. Broadly it states ‘what is done to assure the quality of the product or services’.
· Establish and maintain a quality manual that includes

a) the scope of the quality management system, 

b) the documented procedures for the quality management system,

c) a description of the interaction between the processes of the quality management system.

· Establish control over the documents required by the quality management system. Establish a documented procedure to define the controls needed for the identification, storage, protection, retrieval, retention time and disposition of records. 

· Develop records to provide evidence of conformity to requirements and of the effective operation of the quality management system. Records shall remain legible, readily identifiable and retrievable. 

2.7.2 ISO 9001 5- Management responsibility

5.1 Management commitment

Top management shall develop commitment to the development and implementation of the quality management system and continually improve its effectiveness by

a) Communicating to the top management the importance of meeting customer as well as statutory and regulatory requirements,

b) Establishing the quality policy,

c) Ensuring that quality objectives are established.

d) Conducting management reviews and

e) Ensuring the availability of resources. 

5.2 Customer focus


Ensure that customer requirements are determined and are met with the 
aim of
enhancing customer satisfaction.


5.3 Quality policy

Quality policy of an organization should clearly describe its attitude towards quality. A policy is a broad guide to action. It is a statement of principles. Quality policy is the overall quality intention and direction of an organization regarding quality as formally expressed by top management.  For example, a nursing home management’s quality policy may be providing a germ-free ambient condition 
inside the nursing home. The quality policy should be ambitious and achievable. The management should be committed to implement its quality policy. The commitment can be demonstrated by: 
· Making people of the organization understand and implement the quality policy.
· Implementation of the quality policy and quality system.
· Not permitting any deviation from the quality policy.

Ensure that the quality policy

a) is appropriate to the purpose of the organization,

b) includes a commitment to comply with requirements and continually      improve the effectiveness of the quality management system,

c) provides a framework for establishing and reviewing quality objectives,

d) is communicated and understood within the organization, and

e) is reviewed for continuing suitability. 

5.4 Planning
Develop quality plans, which show how organization intends to fulfill quality system requirements. Organization is expected to develop quality plans for products, processes, projects, and customer contracts. To describe in detail, how a specific activity is to be performed and define the standards of acceptance for the product or services. These documents are in the form of drawings, pictures, operation sheets, inspection and test schedules etc.
· Establish quality objectives, including those needed to meet requirements for product at relevant functions at levels within the organization. The quality objectives shall be measurable and consistent with the quality policy.
· Planning is done to meet the general requirements as well as quality objectives.
· The integrity of the quality management system is maintained when changes to the quality management system are planned and implemented.

5.5 Responsibility, authority and communication

· Ensure that responsibility and authorities are defined and communicated within the organization.

· Appoint a member of management who, irrespective of the other responsibilities, shall have responsibility and  authority that includes

a) ensuring that processes needed for the quality management system are developed,

b) reporting to the top management on the performance of the quality management system and any need for improvement, and

c) ensuring the promotion of awareness of customer requirements throughout the organization. 

· Ensure that the appropriate communication processes are established within the organization and that communication takes place regarding the effectiveness of the quality management system.

5.4 Management review

· Review the organization’s quality management system, at planned intervals, to ensure its continuing suitability, adequacy and effectiveness.

· This review shall include assessing opportunities for improvement and the need for changes to the quality management system, including the quality policy and quality objectives.

· Maintain records from management reviews.

· The input to management review shall include information on

a) results of audits,

b) customer feedback,

c) process performance and product conformity,

d) status of preventive and corrective actions,

e) follow-up actions from previous management review,

f) changes that could affect the quality management system, and

g) recommendation for improvement.

· The output from the management review shall include decisions and actions related to

a) improvement of the effectiveness of the quality management system and its processes,

b) improvement of product related to customer requirements, and

c) resource needs.



2.7.3 ISO 9001 6- Resources management



6.1 Provision of resources



Determine and provide resources needed 

a) to implement and maintain the quality management system and continually improve its effectiveness, and

b) to enhance customer satisfaction by meeting customer requirements.


Identify and provide the resources that people will need to manage, 
perform, and 
verify quality system work.


The management should identify the resources that people will need to manage, provide adequate resources, identify internal verification requirements and assign trained personnel for verification activities. The internal verification activities shall include inspection, test and monitoring of production, installation, servicing, process, quality system etc. These verification activities shall be carried out by independent, trained person not related to the activity, which is being verified.

6.2 Human resources


Personnel performing work affecting product quality shall be competent on 
the terms of appropriate education, training, skills and experience. 
· determine the necessary competence for the personnel, 
· provide training or take other actions to satisfy these needs,
· evaluate the effectiveness of the actions taken,
· ensure that the personnel are awake of the relevance and importance of their activities and how they contribute to the achievement of the quality objectives, and
· maintain appropriate records of education, training, skills and experience. 
6.3  Infrastructure

· Develop the infrastructure needed to achieve conformity to product requirements. Infrastructure includes, as applicable

a) buildings, workspace and associated utilities,

b) process equipment (both hardware and software), and

c) supporting services (such as transport or communication)

· Determine and manage the work environment needed to achieve conformity to product requirements.



2.7.4 ISO 9001 7- Product realization


7.1 Planning of product realization

· Plan and develop the processes for product realization. Planning for the product realization should be consistent with the requirements of the processes of the quality management system.

· In planning product realization, determine the following, as appropriate:

a) quality objectives and requirements for the product;

b) the need to establish processes, documents and provide resources specific to the product; 

c) required verification, validation, monitoring, inspection and test activities specific to the product and criteria for the product acceptance;

d) records needed to provide evidence that the realization processes and resulting product meet requirements.

· The output of this planning shall be in a form suitable for the organization’s method of operations.                                


7.2 Customer related processes

· Determination of requirements related to the product: Determine

a) requirements specified by the customer, 

b) requirements not stated by the customer but necessary,

c) statutory and regulatory requirements related to the product and 

d) any additional requirements determined by the organization..

· Review the requirements related to the product. Conduct review prior the commitment of the organization to supply a product to the customer and shall ensure that 

a) product requirements are defined,

b) contract or order requirement differing from those previously expressed are resolved, and

c) the organization has ability to meet the defined customer requirements.

· Maintain records of the results of the review and actions arising from the review.

· Determine and implement effective arrangements for communicating with the customers in relation to

a) 
Product information,

b) 
Enquiries, contracts or order handling amendments, and

c) 
Customer feedback, including customer complaints.


7.3 Design and development



7.4 Purchasing

· Ensure that the purchased product conforms to the specified purchase requirements.

· Evaluate and select suppliers based on their ability to supply product in accordance with the organization’s requirements.

· Establish the criteria for selection, evaluation, re-evaluation.

· Maintain the records of the results of evaluations and any necessary actions arising from the evaluation.

· Develop purchasing information describing the product to be purchased, 

· Establish and implement the inspection or other activities necessary for ensuring that the purchased product meets specified purchased requirements. 



7.5 Production and service provision

· Plan and carry out production and service provision under controlled conditions. Controlled conditions shall include, as applicable

a) the availability of information that describes the characteristics of the product,

b) the availability of  work instructions, as necessary,

c) the use of suitable equipment,

d) the availability and use of monitoring and measuring devices,

e) the implementation of monitoring and measurement, and 

f) the implementation of release, delivery and post-delivery activities.

· Validate any processes for production and service provision where resulting output cannot be verified by subsequent monitoring or measurement.

· Validation shall demonstrate the ability of these processes to achieve planned results. Establish arrangement for these processes including, as applicable

a) defined criteria for reviews and approval of the processes,

b) approval of equipment and qualification of personnel,

c) use of specific methods and procedures,

d) requirements for records, and

e) revalidation.
· Identify the product by suitable means throughout product realization.

· Identify the product status with respect to monitoring and measuring requirements.

· Control and record the unique identification of the product, where traceability is a requirement.

· Identify, verify, protect and safeguard customer property provided for use or incorporation into the product.

· Preserve the conformity of product during internal processing and delivery to the intended destination.



7.6 Control of monitoring and measuring devices

· Determine the monitoring and measurement to be undertaken and monitoring and measuring devices needed to provide evidence of conformity of product to determined requirements.

· Establish processes to ensure that the monitoring and measurement can be carried out and are carried out in a manner that is consistent with monitoring and measurement requirements.

· Assess and record the validity of the previous measuring results when the equipment is found not to conform to requirements. Take appropriate action on the equipment and any product affected. Maintain records of the results of calibration and verification.



2.7.5 ISO 9001 8- Management, analysis and improvement


8.1 General



Plan and implement the monitoring, measurement, analysis and 



improvement processes needed 

a) to demonstrate conformity of the product,

b) to ensure conformity of the quality management system,

c) to continually improve the effectiveness of  the quality management system.


8.2 Monitoring and measurement

· Monitor information relating to customer perception as to whether the organization has met customer requirements. Determine the methods for obtaining and using this information.
· Conduct internal audits at planned intervals to determine whether the quality management system 
a) conforms to the planned arrangements to the requirements of the standard and to the quality management system requirements established, and

b) is effectively implemented and maintained.
· Plan an audit programme, taking into consideration the status and importance of the processes and areas to be planned, as well as results of previous audits. Define audit criteria, scope, frequency and methods. Select the auditors and conduct audit ensuring objectivity and impartiality of the audit process. Auditor should not audit his own work.

· Define in a documented procedure the responsibilities and requirements for planning and conducting audits.

· Apply suitable methods of monitoring and measurement of the quality management system processes to achieve planned results. When planned results are not achieved, take corrective actions to ensure conformity of the product.

· Monitor and measure the characteristics of the product to verify that product requirements have been met. 


8.3 Control of non conforming product

· Ensure that the product which does not conform to product requirements is identified and controlled to prevent its unintended use or delivery. Define in a documented procedure the controls and related responsibilities and authorities for dealing with nonconforming product.

· Deal with the nonconforming products on the following ways:
a)
by taking action to eliminate the detected nonconformity;

b)
by authorizing its use, release or acceptance under concession by relevant authority, and where applicable, by the customer;

c)
by taking action to preclude its original intended use or application.

· Maintain records of the nature of nonconformities and any subsequent actions taken.

· When nonconforming product is corrected it is subjected to re-verification to demonstrate conformity to the requirements.


8.4 Analysis of data

Determine, collect and analyse appropriate data to demonstrate the suitability and effectiveness of the quality management system and to evaluate where continual improvement of the effectiveness of the quality management system can be made. The data generated as a result of monitoring and measurement and from other relevant sources are included.


The analysis of data shall provide information relating to

a) customer satisfaction,

b) conformity to the product requirements,

c) characteristics and trends of the processes and products, and

d) suppliers.


8.5 Improvement

· Continually improve the effectiveness of the quality management system through the use of the quality policy, quality objectives, audit results, analysis of data, corrective and preventive actions and management review.

· Take actions to eliminate the cause of nonconformities in order to prevent reoccurrence. Establish a documented procedure to define requirements for

a) reviewing nonconformities (including customer complaints),

b) determining the cause of nonconformities,

c) evaluating the need for actions that nonconformities do not recur,

d) determining and implementing actions needed,

e) records of the results of action taken, and

f) reviewing corrective action taken.

· Determine actions to eliminate the causes of potential nonconformities in order to prevent their occurrence. Preventive actions shall be appropriate to the effects of the potential problems.

· Establish a documented procedure to define requirements for

a) determining potential nonconformities and their causes,

b) evaluating the need for actions to prevent occurrence of nonconformities,

c) determining and implementing actions needed,

d) records of the results of action taken, and

e) reviewing preventive action taken.

3. ISO 9000 Role in Conflict Management

3.0 Introduction

Conflict exists in all organization despite the finest formal organizational system and the most cohesive informal organization. Conflict in some form and degree is a part and parcel of virtually every part of human life and organizations are no expectations to this. It may mean different things for different people because it occurs in different settings and may take several forms. Conflict is opposition or dispute between persons or groups within the firm. With all the development and changes that take place among managers and workers, it is reasonable to expect differences of opinion, beliefs, and ideas. So conflict is inevitable.

But Conflict can be a serious problem in any organization. It might not bring about the demise of a firm, but it certainly can hurt an organization's performance as well as lead to the loss of many good employees. This chapter helps to understand how conflicts develop and how ISO 9000 Quality Management helps to resolve the conflicts.

3.1 Definition of Conflict
       Conflicts are often thought as disagreements or problems at and interpersonal level. But these aren’t necessarily conflicts. A disagreement may be defined as a difference of opinion that does not directly affect behavior, decisions or the ability to accomplish a task, and consequently may not seriously impact organizational effectiveness. Disagreements among co-workers are common, healthy and frequently of no consequence, and do not require intervention.

      On the other hand, a problem exists when there is a divergence of opinion that does affect behavior, decisions or the ability to accomplish a task. If there is also a belief that the interests or goals of the parties involved cannot be achieved simultaneously, then the problem has become a conflict. The ability to differentiate these various possibilities is an important first step in developing a conflict resolution strategy. 

Some basic features of conflict can be identified as follows:
· Conflict is a process, which suggests that it contains some activities leading to certain end result.

· Conflict occurs when two or more parties pursue mutually exclusive goals, values, or events. Since these goals, values or events are incompatible; these can be achieved by one party only at the cost of the other. Similarly, conflicting goals may also exist before an individual and he may face conflicting situation as he can pursue only one goal at the cost of other.

· Conflict refers to deliberate behavior. If interference occurs accidentally, there is no conflict. For example, if a party does not block the achievement of goals of others deliberately but it happens just by the way, it does not amount to conflict because the first party does not try to meet his goals at the cost of the second party.

· Conflict can exist either at latent or overt level, but generally speaking, conflict is a term that is limited to overact, that is some action has been taken by parties concerned to the conflict. Mere thinking of incompatible goals or values is not sufficient for conflict.

· Conflict is different from competition. In conflict, one party sees an opportunity to interfere the other’s opportunity to acquire resources or perform activities. In competition, both parties may try to win but neither party actively interferes with the other.     



The ingredients of conflict:
Needs - Needs are things that are essential to our well-being. Conflicts arise when we ignore others' needs, our own needs or the group's needs. Be careful not to confuse needs with desires (things we would like, but are not essential).

Perceptions - People interpret reality differently. They perceive differences in the severity, causes and consequences of problems. Misperceptions or differing perceptions may come from: self-perceptions, others' perceptions, differing perceptions of situations and perceptions of threat.

Power - How people define and use power is an important influence on the number and types of conflicts that occur. This also influences how conflict is managed. Conflicts can arise when people try to make others change their actions or to gain an unfair advantage.

Values - Values are beliefs or principles we consider to be very important. Serious conflicts arise when people hold incompatible values or when values are not clear. Conflicts also arise when one party refuses to accept the fact that the other party holds something as a value rather than a preference.

Feelings and emotions - Many people let their feelings and emotions become a major influence over how they deal with conflict. Conflicts can also occur because people ignore their own or others' feelings and emotions. Other conflicts occur when feelings and emotions differ over a particular issue.

3.2 FUCTIONAL AND DYSFUCTIONAL ASPECTS OF 

       CONFLICT

A basic question that arises is whether conflict has only dysfunctional aspect or it generates functional utility to the organization under some condition. This question becomes important because for long, conflict has been held as villain for the organizational functioning, but at the same time behavioral scientist has been trying to use conflict in a constructive way. 
It suggests that under some situations, conflict can generate positive response in the organization thus a conflict may have both positive and negative aspects.
3.2.1 FUNCTIONAL ASPECT OF CONFLICT 

Most experts today view conflict as a potentially useful aspect of organization. It is claimed that an organization void of constructive conflict is an organization void of excitement, diversity and viability. Conflict prevents stagnation stimulates interest and curiosity. Thus a minimum level of conflict is necessary because it helps organization in the following ways.
· Stimulant for change. Conflict provides stimulus for change in the systems which are not conducive to the organization. The existence of conflict means that there is something wrong with the systems of working. Thus it spotlights problems that demand attention, forces clarification of their nature and sources, and channels organizational efforts towards finding better solution of the problems. This way, conflict can focus the areas where changes should be brought about.

· Creativity and innovation. Normally, a conflict of certain degree arouses creativity and innovation. In an atmosphere of open confrontation, people tend to put forward more imaginative solutions to problems. A climate of challenge compels people to think through their own ideas before airing them out. Thus a conflict can help people to test their capacities to learn and develop.

· Group Cohesion. Generally, a group shows more cohesion when it faces threat from external sources in the form of inter-group conflict. Group cohesiveness is a situation in which all members of the group work together for a common goal, or where every one is ready to take responsibility for group cause. If group cohesion is high, interaction among members is high and the amount of agreement in group opinion is high. Thus members can derive more satisfaction form group activities.

· Avoidance of Tension. Conflict can be used as a source of avoiding tension and frustration. People can express their tension and frustration by means of conflict. This helps in releasing tension and brings people back to normal situation.



Conflict is constructive when it:
· Results in clarification of important problems and issues 

· Results in solutions to problems 

· Involves people in resolving issues important to them 

· Causes authentic communication 

· Helps release emotion, anxiety, and stress 

· Builds cooperation among people through learning more about each other; 

· joining in resolving the conflict 

· Helps individuals develop understanding and skills 

3.2.2 DYSFUNCTIONAL ASPECT OF CONFLICT
While the positive aspects of conflict are few and limited, negative aspects are many and serious. Conflict to the extent of healthy competition may produce better results but beyond that it may be destructive. 

For example, conflict between management and workers has led the closure of many organizations or has turned them into loss-making units. Similarly conflict between line and staff or interdepartmental conflict creates a lot of problems in the organization. In general conflict may create following problems. 

· Disequilibrium in Organization. Conflict affects equilibrium of the organization and produces disequilibrium. Every individual contributes something to the organization and gets inducement in return. An organization is said to be in equilibrium when contribution matches inducement for all or most individuals. When there is conflict, this equilibrium is affected adversely because the individual’s contributions do not match their inducements as they are using some of their energies in conflictful behavior. So, conflict creates disequilibrium in organization.
· Stress and tension. While group cohesion provides satisfaction, conflict creates tension and stress. It affects the physical and mental health of parties to the conflict. Intense conflict generated feeling of anxiety, guilt, frustration and hostility.
· Diversion of Energy. The most important dysfunctional aspect of conflict is that it leads to diversion of energy form constructive activities to destructive. People try to focus more on their personal goals rather than organizational goals. They spend more time on designing tactics for winning in conflictful situation rather than pursuing organization goals. Long-term goals of the organization begin to suffer as short- term problems become more important.



Conflict is destructive when it:
· Takes attention away from other important activities 

· Undermines morale or self-concept 

· Polarizes people and groups, reducing cooperation 

· Increases or sharpens difference 

· Leads to irresponsible and harmful behavior, such as fighting, name-calling 

Thus it can be seen that conflict will ultimately result into destructive activities. Therefore, it is necessary that management takes adequate steps either to eliminate the emergence of unnecessary conflict or, if generated, to turn it into constructive one. This requires understanding of conflict and its management. Though conflict may arise at various levels and in various forms, its intensity is felt in terms of individual and group level. Thus conflict can be analysed at individual level: goal conflict & role conflict, interpersonal and inter-group level conflict.
           3.3 TYPES OF CONFLICT

· Individual level conflict
· Interpersonal conflict
· Inter-group conflict
3.3.1 INDIVIDUAL LEVEL CONFLICT

      The analysis of conflict may start at individual level because organization is composed of individuals and many conflicts may arise at this level. Though there should be two parties to the conflict, it may arise within an individual because of lack of smooth progression of the need- drive-goal cycle. Within an individual, there are usually a number of competing goals and roles. Thus there may be goal conflict and role conflict within an individual. Besides, there may be interpersonal conflict when two individuals interact.

Goal Conflict

Goal conflict occurs at individual level when an individual faces the problem of choosing among two or more goals, which are mutually competing in some way. Existence of mutually competing goals may lead to three possible alternatives, approach-approach conflict, approach-avoidance conflict and avoidance-avoidance conflict.
· Approach- Approach Conflict. This conflict arises when a person faces the problem of selecting among two or more equally attractive goals, which are mutually exclusive. Conflict arises in the mind of the person because he can choose only one alternative at the cost of other equally positive alternative. However, this type of problem is not very serious in the context of organizational functioning.
· Approach-Avoidance Conflict. This conflict arises when a person has an alternative, which has both positive and negative aspects. For example, if a person gets job (positive aspect) but does not like the place of job (negative aspect).
· Avoidance- Avoidance Conflict. This conflict arises when a person has to choose between two mutually exclusive goals, each of which possesses equally negative aspect. In such a case, unless another alternative is available, the conflict remains unresolved. For example, a person may not like his present job but the alternative of leaving and looking for another job may be equally unattractive.
           Role Conflict   
A role is a set of expectations people have about the behavior of a person in a position. Such a behavior may be formally prescribed by job description, delegation, organizational manuals, and the likes, and is derived form tasks, missions, procedures, or instructions. Roles may also be derived form informal activities in which members may be engaged. Role conflict occurs when expectations of a role are materially different or opposite form the behavior anticipated by the person in that role. He may feel role conflict because there is no way to meet one expectation without rejecting the other.

           Reasons for Role conflict

Normally all those factors, which are associated with the determination of role expectations may be responsible for role conflict because role conflict    arises due to mutually exclusive role expectations. Such factors responsible for role conflict may be grouped broadly in three categories: role ambiguity, organizational position and personal characteristics.

· Role Ambiguity. Role ambiguity occurs when an individual is not clear regarding his job duties and responsibilities. As a result, he experiences difficulties in deciding the actual expectations form his role. For example, the role of medical/ sales representatives is not defined properly and they are not clear whether they have to sell the products or merely meet the doctors to convince them about the products of their company. In such a case, they may experience role conflict because they are not clear about what to do.
· Organizational Position. Organizational positions also affect the role ambiguity and consequently role conflict. This happens because there are different expectations from a position; each individual or group of individuals has particular expectations, which may not be compatible. For example, supervisor’s position is such in an organization.
· Personal Characteristics. Role conflict may also arise because of personal characteristics. Certain personality characteristics are more prone to experience role conflict. For example, introverts develop social relationships that are easily undermines by conditions of stress.

Role conflict has serious dysfunctional effects as it provides conflicting situation where the effort of human beings can go in waste because they do not work the way in which they should apply themselves. Therefore, management should take steps to avoid role conflict as possible by prescribing role expectations clearly. This can be done by proper job description, clarity in authority and responsibility, and setting proper organization climate.
3.3.2 INTERPERSONAL CONFLICT

Interpersonal conflict involves two or more individuals rather than only one individual with different goals or roles. It arises due to interpersonal interactions such interactions take place between superior and subordinate, between two functional specialists, two professional and so on. Since people interact in two types of relationships-vertical relationships and horizontal relationships-such a conflict may take place in these two dimensions. Further, the organization may have provision for diagonal interaction in which conflict may also arise.

Vertical conflict arises between a superior and his subordinates. The conflict arises because the superior tries to control the subordinates and letter try to resist such control. Horizontal conflict at interpersonal level is among the persons of different functions. Similarly, diagonal conflict may take place between two persons of different levels but not having direct superior subordinate relationship. However, in all these relationships, it is not necessary that conflict will always arise but it will arise because of the operation of certain factor as discussed below:

· Nature of Persons. The type of persons involved in a particular relationship will determine the extent to which whether relationship will be conflicting or co-operative. Differences among persons may lead to interpersonal conflict. Such differences may arise because of the following reasons: differences in ego states, value systems, and socio-cultural factors.
· Situational variables. Besides differences in personal factors, situational variables may also generate interpersonal conflict. Situational variables include those factors, which affect the interpersonal relations at work place like grouping of activities, interdependence on each other, role ambiguity, etc, if these factors are not conducive, they may create situations for conflict.
 
3.3.3 INTERGROUP CONFLICT

Groups exist in every organization both at formal as well as at informal level. There may be conflict within the group or conflict among groups. The first kind of conflict is mostly interpersonal. Therefore, intergroup conflict becomes more important form of group conflict. Intergroup conflict arises because of interaction of various groups. There are various factors, which determine intergroup relationships. They may either create harmonizing situation or conflicting situation among groups. These factors are as follows:

· Incompatible Goals. The goals of two groups may have powerful impact on their relationship. Each group tries to accomplish its own goals. Intergroup conflict arises when goals of two or more groups are incompatible, that is, goal attainment by one group may prevent or reduce the level of goal attainment of one or more groups. The conflict between production and marketing is a classic example of such conflict.
· Resource Sharing. Each party to the conflict has an interest in making total resources as large as possible but also in securing as large a share of them as possible. Since resources are scarce and limited, most of the groups (departments) jockey for resources. In their anxiety of achieving their goals, groups try to cut a bigger slice of the common pool of resources. This tendency leads to intergroup conflict.
· Task Interdependence.  A dependent task relationship may result in one group having the ability to dictate or unilaterally determine the outcome of interaction between two groups. This happens when one group exceeds its authority and conflict arises. For example, line- staff conflict often arises if staff department exceeds its advisory role.
· Absorption of Uncertainty. Conflict arises when uncertainty of absorption by one group is not in accordance with the expectations of other groups. For example, accounting department may prescribe the rules for travelling expenses for marketing department personnel so that they know how to spend on travelling. Condition for conflict exists when marketing department finds that travelling rules prescribed by accounting department are not adequate or efficient. 
· Attitudinal Sets. The sets of attitudes that members of various groups hold towards other can be a cause of conflict among groups. If the group relations begin with the attitudes of distrust, competitiveness, secrecy and closed communication, there is a possibility that group relationships will become hostile rather than co-operative

3.4 The consequences of Unresolved Conflict
Unresolved conflict can create and quite varied consequences. For example, employee conflicts often create project delays that can result in missed market opportunities. Customer relations can be damaged when conflict results in confused communication or inconsistent information. The development of effective work groups and teams can fail as a consequence of disputes between members. Companies with chronic conflict often find it difficult to attract and keep good people.

Consequences of unresolved Conflict in the Workplace
· Excessive employee turnover

· Low morale

· Reduced productivity

· Quality problems

· Delayed and missed deadlines

· Increased supervision overhead

· Increased stress

· Reduced collaboration

· Fractionated activities

· Passive / aggressive behavior

· Abusive behavior

· Damaged management credibility

· Decreased customer satisfaction

· Negative upward attention

· Split alliances (factions & cliques)

· Distrust

W. Edward Deming said that it is impossible to predict the long-term consequences of poor quality. The same can be said of unresolved conflict. For example, when a major project has been seriously undermined and delayed as a result of festering disputes among project members. It may be easy to measure the cost of increased expenditures of resources and the cost of the extended time to completion. In the product (or service) development world, it is also possible to 
measure the loss of revenue and profit resulting from a delayed completion. But it is much more difficult to measure the cost of missed windows of opportunity, lost market dominance, damaged customer relations or the continued poor productivity of a “team” that doesn’t function well.


A reduction in productivity of disputants and their peers is one of the more serious consequences of unresolved conflict. Tension and stress reduce motivation and disturb concentration. A loss of simple productivity of 25% results because of doing things other than work related activities, such as discussing the dispute, playing computer games, finding reasons to get out of the area reduces an average workweek hours.


Besides suffering increased supervisory overhead, the conflict saddled manager is in danger of losing credibility in the eyes of peers, subordinates and superiors. Subordinates feel a sense of disappointment when conflicts are allowed to continue. Peer managers may begin to look at the disputing group as badly managed and uncooperative, both higher order effects.
3.5 CONFLICT MANAGEMENT  

       Conflict beyond certain level is dysfunctional. Therefore, an attempt should be made to develop organizational procedures and practice through which organization functions in coordinative way and reducing conflict. However, if conflict generates in the organization for whatever the reason, management should take effective steps to resolve it. Thus, there can be two approaches of managing conflict: preventive measures and curative measures. 

In preventive measures, attempts are made to create situations in which conflict does not take place while curative measures deal with resolving conflict amicably so that its dysfunctional aspect is minimized. Such preventive and curative measures may be taken in terms of establishment of common goals, change in structural arrangement, and conflict-resolution action. Application of these techniques will depend on the nature and causes of conflict in the organization.

Conflict Resolution Action
Conflict-resolution actions are curative methods to overcome the problems of conflict. There may be several types of conflict-resolution actions. For example, March and Simon have given four measures to overcome conflict: problem solving, persuasion, bargaining and politics. As against this, Lawrence and Lorsch have suggested three measures: confrontation, smoothing and forcing. There may be other actions also which can be taken to resolve conflict in the organization. 


The major conflict-resolution action may be as follows which can be taken depending on the situation.
· Problem solving.  Problem- solving technique is the most suitable to deal with conflict when it arises out of misunderstanding of the parties to the conflict. This process lead to sharpen the areas of misunderstanding that lies the conflict.
· Smoothing. Smoothing is the process of playing down differences that exist between parties to the conflict and emphasizing common interests. Differences are suppressed and similarities are accentuated.

· Compromise. Compromise is a traditional technique of resolving conflict in which neither party is a definite loser or distinct winner. Each party is expected to give something of value in exchange to get something.

· Confrontation. Confrontation is a technique in which parties to the conflict are left free to settle their score by mobilizing their strengths and capitalizing on the weakness of others. This technique is adopted specially when both parties adopt very rigid stand and common superior does not want to interfere in their working.

· Avoidance. Against confrontation, avoidance involves withdrawal of parties from the scene of the conflict. When parties to the conflict fail to arrive at mutually agreed solution, they may detach from the problem believing that conflict avoidance is more mature and reasonable rather than involving into wasteful arguments and actions. 
     
The following section of this chapter covers the type of conflicts in the 
industry and how ISO 9001: 2000 helps in there resolution.


3.6 Types of conflict and Resolution through ISO 9000

3.6.1.
Conflict at Employee Level towards Company Mission
The employees may not be very clear about what the company mission and vision is, hence a situation of conflict may arise. There can a conflict among them towards what their organization wants to offers to the customer. For example a section of employee wants to produce highest quality of product highest quality of product while other section of employee wants to produce optimum quality of product with higher productivity.


ISO 9001:2000 Resolution (5.1, 5.3)
As per the standard requirement organization shall define a quality policy. Policy describes organization’s attitude towards quality, including objective for quality and its commitment to quality. Quality policy has to be relevant to the expectations and needs of its customers. The standard also requires that the Quality policy should be understand, implemented and maintained at all levels of the organization.



The above clause will help in resolution of the Conflict at Employee 
level towards clarity of that Company mission is.


3.6.2. Conflict towards Responsibility and authority

There can a situation where two employees may have a conflict over who is responsible for a particular job. Employee “A’ may believes he is responsible while. Employee ‘B’ believes he is responsible OR Employee ‘A’ believes Employee ‘B’ is responsible and at the same time employee ‘B’ believes ‘A’ is responsible. In these cases either the job is duplicated or is not done at all, in both 
the cases there is loss to the organization.


ISO 9001:2000 Resolution (5.5.1)

As per the standard, ensure that responsibility and authorities are defined and communicated within the organization. Appoint a member of management who, irrespective of the other responsibilities, shall have responsibility and authority   that includes

a) ensuring that processes needed for the quality management system are developed,

b) reporting to the top management on the performance of the quality management system and any need for improvement, and

c) ensuring the promotion of awareness of customer requirements throughout the organization. 


Also ensure that the appropriate communication processes are established within the organization and that communication takes place regarding the effectiveness of the quality management system.



The above clause helps in resolution of the Conflict towards 
Responsibility and 
authority among employees. Hence clarity among 
employees emerges, what 
exactly they have to perform and whom to 
report.

3.6.3.
Conflict among Sales and production Employee  

Both Sales and production employee work efficiently towards achieving 
their goals. However during their working there may be situations where 
there can be 
conflict among sales and production over following issues

· What exactly are the customer requirements and specifications?

· Dispatch period of finished products to the Customer. Sales employees insist on early delivery while production employees may have other priorities for example a machine involved in production might have been planned for annual maintenance.

· Capability of producing a product for a new product.

· Frequent amendments done by the customer for specification, delivery dates, quantity etc. not transferred to production


ISO 9001:2000 Resolution (5.2, 7.2) 


The 5.2, 7.2 clauses of ISO 9001:2000 helps in resolution for the above- 
mentioned conflicts.


Ensure that customer requirements are determined and are met with the 
aim of enhancing customer satisfaction. Determine
a) requirements specified by the customer, 

b) requirements not stated by the customer but necessary,
c) statutory and regulatory requirements related to the product and 
any additional requirements determined by the organization..


Review the requirements related to the product. Conduct review prior the 
commitment of the organization to supply a product to the customer and 
shall ensure that 

a) product requirements are defined,

b) contract or order requirement differing from those previously expressed are resolved, and

c) the organization has ability to meet the defined customer requirements.


3.6.4. Conflict among Employees over Document and Data 

There can a situation where two employees may conflict over similar documents containing similar information but one of them is obsolete. Also consider a situation where a Production employee has a conflict with Quality Control employee over dimensions of a product. Maybe one of them is referring to 
obsolete drawing or specification.



These conflicts arises due circulation of the documents within the 
organization is not controlled.


ISO 9001:2000 resolution (4.2)

The 4.2 clause of ISO 9001: 2000 helps in resolution for the above-
mentioned conflicts. The standard requires the organization shall 
· Establish and maintain documented procedures to control all documents and data like quality policy, quality objectives, and quality manual.
· Organization shall also establish the method for the document and data changes within the organization.
· Establish control over the documents required by the quality management system. Establish a documented procedure to define the controls needed for the 
identification, storage, protection, retrieval, retention time and disposition of 
records. 
· Develop records to provide evidence of conformity to requirements and effective operation of the quality management system. Records shall remain legible, readily identifiable and retrievable. 

3.6.5. Conflict over Purchasing
A situation where conflict among employee develops is on from whom to purchase? Also a situation may arise that the purchased products supplied by the vendor are of the specification as mentioned in the purchase order but they does not meet the requirements of Quality Control specification. There may be also situation of conflicts among employee and the vendor over cost, delivery, quality and quantity of the product to be supplied.


ISO 9001:2000 Resolution (7.4)

The 7.4 clause of ISO 9001: 2000 helps in resolution for the above- 
mentioned conflicts. The standard requires the organization shall

· Ensure that the purchased product conforms to the specified purchase requirements.

· Evaluate and select suppliers based on their ability to supply product in accordance with the organization’s requirements.

· Establish the criteria for selection, evaluation, and re-evaluation.

· Maintain the records of the results of evaluations and any necessary actions arising from the evaluation.

· Develop purchasing information describing the product to be purchased, 

· Establish and implement the inspection or other activities necessary for ensuring that the purchased product meets specified purchased requirements. 

3.6.6.
Conflict over Customer Supplied Property


Occasions may arise where the customer gives material or equipment to 
be used in producing the items or delivering the services. Examples 
could include 

· A dressmaker being provided with material the customer’s wants made up into a dress;
· A roll of film provided for film processor to develop and provide prints;
· Instruments provided by the customer for measurement purposes
· A motor vehicle left for servicing or repair.



Under these circumstances if the customer –supplied product is 
lost, damaged or are unsuitable for use than a situation for conflict is 
created.


ISO 9001:2000 Resolution (7.5.4)


The 7.5.4 clause of ISO 9001: 2000 helps in resolution for the above 
mentioned conflicts. The standard requires the organization shall 
exercise care with customer property while it is under the 
organization’s control or being used by the organization.
· Identify, verify, protect and safeguard customer property provided for use or incorporation into the product.

· If any product is lost, damaged or otherwise found to be unsuitable for use, this shall be reported to the customer and records maintained.


3.6.7. 
Conflict over Product Identification and Traceability


There may be a situation where employees may conflict for the product 
identification or where the product is at present. The production-planning 
department may have hard time locating the product in shop floor and 
hence a situation of conflict may arise.


ISO 9001:2000 Resolution (7.5.3)


The 7.5.3 clause of ISO 9001: 2000 helps in resolution for the above – 
mentioned conflicts. The standard requires the organization shall


Establish and Maintain documented procedures for identification and traceability of the product from receipt and during all stages of production, delivery and installation. Identification is knowing what the product is, where you need to identify product, the methods used and records to be kept need to be defined e.g. part numbers, bar codes, color codes etc. Traceability is knowing where the product came from and where it is now e.g. Job Card, tagging etc. 


The organization shall

· Identify the product by suitable means throughout product realization.

· Identify the product status with respect to monitoring and measuring requirements.


Where traceability is a requirement, the organization shall control 
and record the unique identification of the product, where traceability is a 
requirement.



The above discussion shows that ISO 9000 if implemented within 
the organization will certainly reduce conflicts directly or indirectly. In 
the next chapter I have attempted to design one-week training 
program to resolve conflict.

4. Design of Training programme
4.0
Introduction 

Training programs are directed towards maintaining and improving current job performance, while development programs seek to develop skill for future jobs. Both manager and non-manager may receive help from training and development programs, but the mix of experiences are likely to very. Non manager are more likely to be trained in the technical skills required for there current jobs, where as managers frequently receive assistance in developing the skills required in future jobs particularly conceptual and human relations skills.

New employees have to learn new skills, and since their motivation is likely to be high, they can be acquainted relatively easily with the skills and behavior expected in their new position. On the other hand, training experienced employees can be problematic. The training needs of such employees are not easy to determine.
Managers can use four procedures to determine the training needs of individuals in their organization or sub-unit. 

A. Performance appraisal- Each employee’s work is measured against the performance standards or objectives established for his or her jobs.

B. Analysis of job requirements- The skills or knowledge specified in the appropriate job description is examined and those employees without necessary skills or knowledge are identified.

C. Organization analysis - The effectiveness of the organization and its success in meeting its goals, are analyzed to determine where differences exist.

D. Employee Survey - Managers as well as non- manager are asked to describe what problems they are experiencing in their work and what actions they believe are necessary to solve them.

Once the organization training needs have been identified, the HR manager must initiate the appropriate training effort.          

4.1 Training and Development

Training and development are complementary to each other and constitute an essential part of human resource development. Training involves preparing employees to carry out their responsibilities effectively. It also enables to improve their skills, proficiency or capability with a view to produce goods of high quality with a high level of productivity. 
Development is concerned with activities through the employees which are prepared to share higher responsibilities, perform their existing duties and responsibilities more effectively and also enables them to improve their career prospects, thereby helping them a better quality of work life.

Total quality management and particularly, requirements of ISO 9000 lay special emphasis on training of personnel at all levels. Broadly, training may be arranged for four different categories of people:
1. Training of senior management personnel

This category may include President, Vice-President, General Manager and senior managers who are in overall charge of various functions. Their training may comprise of knowledge about quality systems, quality implementation procedures, quality evaluation and quality audit. They can participate in ISO seminars, quality meets and quality related conferences or special programmes can be organized for them within the company by specialists or consultants in this field.
2. Training for middle management personnel

This category may include engineers, technologists and managers who play a vital role in controlling production. Two broad areas of training for these people are

a) Marketing, design, purchase, process engineering, product engineering and product testing.

b) Implementation of ISO 9000, covering quality policies, quality systems, documentation procedures, statistical sampling, statistical process control, data collection and analysis and problem solving techniques.

3. Training for production and inspection supervisors

Supervisors from the core group, who are directly responsible for getting output form the workers and achieving results. Their training and re-training from time to time is very crucial for the development of an organization. With the changes in materials, methods, practices and technologies, training is vital. The training may be in three broad areas:

a) Design of products, P.P.C., process engineering,

b) Production methods, Technology of production, process control, S.P.C., data collection and analysis, quality procedures etc.

c) Leadership, behavioural science, communication, human relations, motivational techniques and quality circle organization.
4. Training of workers

Workers perform their work according to the directives received from the supervisors. Their ability and skill invariably affect the quality of production. These persons therefore have to be imparted training in their own trade to improve their skills and capabilities.

4.2 Training in quality control 
Members of the teaching profession who have studied the learning process of groups and individuals at all levels of the modern company concluded that: 
Adult men and women in industry will learn and retain only those things

· which they need to know,
· which they genuinely believe will help them in their work,   
· which they think will most likely to help them to solve the problems which daily plagues them and
· which, in effect, they really want to learn.


It follows from this, and experience in quality education that the most effective Quality-Control training courses are:

· those which are quality problem-centered rather than quality theory-centered,

· those whose course content is built around specific assistance in helping men and woman do their quality job better,

· those whose objective is the dissemination  of principles and practices for solving basic, down-to-earth quality issue rather than the dissemination of broad, general theories for quality discussion only.


The first and most universal principles in building a quality control training program are as following.

Principle 1: Keep it down to earth and centered upon real company quality problems. Concentrate upon practical, meaningful quality material and case studies.

Principle 2: In developing quality-control training programs, the quality engineer and training staff should work and consult with the line organization to the fullest extent possible, especially in regard to the scope and kinds of the material to be used in the programs.

Principle 3: The quality-control training programs should be based upon recognition that the solutions to industrial problems therefore, the solutions to quality problems are always changing; consequently, education in quality-control methods and techniques can never be considered as completed, including education for the educators themselves.

Principle 4: The training programs should, in the long run, include and involve as participants all levels of personnel, from general management to the skilled machinists.

4.3 Training program for Conflict Resolution

Resolving Conflict
Searching for the causes of conflict is essential to be successful in resolving the 
conflict. Nine possible causes of conflict include:

· Conflict with self 

· Needs or wants are not being met 

· Values are being tested 

· Perceptions are being questioned 

· Assumptions are being made 

· Knowledge is minimal 

· Expectations are too high/too low 

· Personality, race, or gender differences are present. 


It is essential to organize training for conflict resolution for all levels of people in the company, including senior management personnel and even the chief executive officer. The requirements would, of course vary according to their nature of work, type of responsibility and previous background. Every department or section should evaluate its requirements for training people on a periodical basis, say every year and arrange for the same through the centralized training section.

For the resolution of conflict in any management system and for improvement in quality of organization, I have designed one-week training program, which is based on ISO-9000 quality system. I have considered a fictitious company in which conflict is a major issue. Unresolved conflict prevailing in the company results in low quality of products, excessive employee turnover, low morale, reduced productivity, quality problems, increased stress and decreased customer satisfaction.
The training program designed is common training program for employees at every level of organization and should be given quarterly every year with some modifications if needed. The schedule and contents of training program is as follows:

	DAY’S
	Subject Matter

	ONE
	Conflict at Employee level towards company mission

	TWO
	Conflict towards Responsibility and authority

	THREE
	Conflict among Sales and Production Employee

	FOUR
	Conflict among employee over Document and Data

	FIFVE
	Conflict over purchasing

	SIX
	Conflict over Customer supplied property

	SEVEN
	Conflict over product identification and Traceability


DAY ONE

Opening Session: Delivered by the coordinator training Program 

· Related with general introduction, objective, need and benefit of training Program (Max 15 minutes)

· Followed by overview of one week training program including brief introduction of subject matter of training program (30 Minutes)

· Followed by training program of DAY ONE by expert (2 hours)

Technical Session: Delivered by training expert 



Conflict at Employee level towards company mission
· Define quality policy of the organization. 
· Quality Policy must describe organization’s attitude towards quality including objective for quality and its commitment to quality. Define quality objective.
· Make employees aware that quality policy it relevant to the expectations and need of it customer.

· Quality policy should be understood, implemented and maintained at all level of the organization. 

· Infuse quality policy repeatedly in the minds of employees.

· This will help in resolution of conflict at employee level towards clarity of what company mission is.
Lunch Break  

Feedback Session: Hand over of feedback forms to the employees and collect them on the same day  
DAY TWO

First Session: 

· Delivered by the coordinator and related with general address followed by renewal of day’s program. (5 minutes)

· Answering of queries if any, of DAY ONE by the expert (10-15 minutes)

· Followed by training program for DAY TWO by the expert (2 hours)

Conflict towards Responsibility and Authority
· Define Responsibility, authority and interrelation of personnel who manage, perform and verify work affecting quality. Ensure that responsibility and authorities are defined and communicated within the organization.
· Make the trainers understand that if the responsibility and authority is defined clearly there will be no conflict towards responsibility and authority among employees. Hence clarity among employees emerges what exactly they have to perform and whom to report.  

· Appoint a member of management who, irrespective of the other responsibilities, shall have responsibility and authority   that includes

· Also ensure that the appropriate communication processes are established within the organization and that communication takes place regarding the effectiveness of the quality management system.

Lunch break

Feed back Session: Hand over of feedback forms to the employees and 
collect them on the same day.  

DAY THREE

First Session:

· Delivered by coordinator and related with general address followed by renewal of day’s program. (5 minutes)

· Answering of queries if any, of DAY TWO by the expert (10-15 minutes)

· Followed by training program for DAY THREE by the expert (2 hours)

Conflict among Sales and Production Employee
· There will be no conflict among sales and production employee if the organization shall ensure that customer requirements are determined and are met with the aim of enhancing customer satisfaction. 
· How to Determine

a) requirements specified by the customer, 

b) requirements not stated by the customer but necessary,
c) statutory and regulatory requirements related to the product and 
any additional requirements determined by the organization..

· How to review the requirements related to the product. Conduct review prior the commitment of the organization to supply a product to the customer and shall ensure that 

a) product requirements are defined,
b) contract or order requirement differing from those previously expressed are resolved, and
c) the organization has ability to meet the defined customer requirements.

Lunch break

Feedback Session:
Hand over feedback forms to the employees and collect them on the same day.

DAY FOUR

First Session:

· Delivered by coordinator and related with general address followed by renewal of day’s program. (5 minutes)

· Answering of queries if any, of DAY THREE  by the expert (10-15 minutes)

· Followed by training program for DAY FOUR by the expert (2 hours)

Conflict among Employees over Document and Data 
In the resolution of the above mentioned conflict, training should be given 
on the following things:  

· Need for establishing and maintaining documented procedures to control all documents and data like quality policy, quality objectives, and quality manual.
· How to establish the method for the document and data changes within the organization and its importance.
· Need for establishing control over the documents required by the quality management system. Establishing a documented procedure to define the controls needed for the identification, storage, protection, retrieval, retention time and disposition of records. 
· Developing records to provide evidence of conformity to requirements and effective operation of the quality management system. Records shall remain legible, readily identifiable and retrievable. 
Lunch break

Feedback Session:
Hand over feedback forms to the employees and collect them on the same day.

DAY FIVE

First Session:

· Delivered by coordinator and related with general address followed by renewal of day’s program. (5 minutes)

· Answering of queries if any, of DAY FOUR by the expert (10-15 minutes)

· Followed by training program for DAY FIVE by the expert (2 hours)

Conflict over purchasing 


For the resolution of conflict over purchasing, training should be given 
on the following things:   
· Ensure that the purchased product conforms to the specified purchase requirements.

· Evaluate and select suppliers based on their ability to supply product in accordance with the organization’s requirements.

· Establish the criteria for selection, evaluation, and re-evaluation.

· Maintain the records of the results of evaluations and any necessary actions arising from the evaluation.

· Develop purchasing information describing the product to be purchased, 

· Establish and implement the inspection or other activities necessary for ensuring that the purchased product meets specified purchased requirements. 
Lunch Break

Feed back session: Hand over feedback forms to the employees and collect them on the same day.

DAY SIX

First Session:

· Delivered by coordinator and related with general address followed by renewal of day’s program. (5 minutes)

· Answering of queries if any, of DAY FIVE by the expert (10-15 minutes)

· Followed by training program for DAY SIX by the expert (2 hours)

Conflict over customer supplied property 

In the resolution of the above-mentioned conflict training should be given on the following things:  
· Need for exercising care with customer property while it is under the organization’s control or being used by the organization.
· Identify, verify, protect and safeguard customer property provided for use or incorporation into the product.
· If any product is lost, damaged or otherwise found to be unsuitable for use, this shall be reported to the customer and records maintained.

Lunch break
Feed back session: Hand over feedback forms to the employees and collect them on the same day.

DAY SEVEN

First Session:

· Delivered by coordinator and related with general address followed by renewal of day’s program. (5 minutes)

· Answering of queries if any, of DAY SIX by the expert (10-15 minutes)

· Followed by training program for DAY SEVEN by the expert (2 hours)

Conflict over product identification and Traceability
In the resolution of the above mentioned conflict, training should be given 
on the following things:  

· It is necessary to build a reliable system for identifying various types of items in a manufacturing organization and tracing them as and when required.
· Identification is knowing what the product is, where you need to identify product, the methods used and records to be kept need to be defined e.g. part numbers, bar codes, color codes etc. 
· Traceability is knowing where the product came from and where it is now. In many cases, traceability is required even after the products have been supplied to the customer.

· Need of establishing and Maintaining documented procedures for identification and traceability of the product from receipt and during all stages of production, delivery and installation. 

· How to identify the product by suitable means throughout product realization?
· How to identify the product status with respect to monitoring and measuring requirements?
· How to control and record the unique identification of the product, where traceability is a requirement?
Break for 5 minutes

Feed back session: Hand over feedback forms to the employees and collect them on the same day.

Lunch break 
Final session: 

· Delivered by the expert giving answers to queries if any of the last day.
· Followed by closure of training session by the training coordinator.
A general feedback form that is to be filled by employees at the end of each day’s training program is given as follows:   
	General Feedback Form

Please answer the following questions in brief.

	1) Do you have any query regarding day’s program?

------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------------   



	2) Are you satisfied with the day’s training program?

YES / NO / CANNOT SAY



	3) Do you want to resolve conflict through training?

YES / NO  CANNOT SAY



	4) Do you feel that this training will help you to resolve conflict?

YES / NO / CANNOT SAY



	5) Do you need further training for resolving conflict?

YES/NO/CANNOT SAY


4.4 EVALUATION OF TRAINING EFFECTIVENESS

Evaluation of training effectiveness is a highly desirable step in total training program so that one can judge the value or worth of the training. Hamblin has defined training evaluation as any attempt to obtain information (feedback) on the effect of a training program and to assess the value of the training in the light of that information. However, it is very difficult to measure the effectiveness of training because of its abstract nature and long-term impact on the trainees and the organization. There cannot be some concrete quantitative proof of training effectiveness; at best, there can be some qualitative measurements. However, training evaluation can be more meaningful if the following process is adopted: determination of training objectives, fixation of evaluation criteria, collection of information relevant to training evaluation and analysis,
· Training objectives. Training objectives should be fixed in clear terms because all training program do not contribute in all areas. Hamblin has classified training objectives into four categories: 

Reaction objectives- intended to stimulate a high level of 
involvement and interest; 

Learning objectives- concerned with acquiring knowledge, skills 
and attitudes; 

Job behaviour objectives- learning to bring about desired changes 
in job behaviour; and 

Organization objectives- intended to promote overall results. 
Since a particular training program emphasizes on a particular objective or multiple objectives, its selection will be governed by the objectives of training. At the same time, these objectives can be used for evaluation of training also.
· Evaluation criteria. Based on the objectives of training, criteria for training evaluation can be fixed. Ideally speaking, training should meet its objectives since training objectives can be defined either in terms of its immediate objectives like learning, behaviour change, etc. and in terms of its ultimate objective like achieving organizational objectives through learning, training evaluation criteria can also be fixed in these two terms. Normally, ultimate criteria are long – terms perspectives like increase in productivity, reduced employee turnover, reduced labour and human relation problems, etc. Therefore, these can be used for measuring the overall effectiveness of training program over the period of measuring the overall effectiveness of training program over the period of time.
· Collection of Information. After fixing the factors to be measured and   criteria fixed in respect of these, evaluator has to collect the relevant information, which may be helpful in arriving at certain conclusions. Information can be collected on the basis of facts like production records, cost controls, etc. This may be used for measuring the achievement of ultimate objectives of training. For measuring immediate objectives, information may be collected on various aspects through observation of employee’s behaviour on job, conducting interview and administering psychological tests to unearth behavioural changes which cannot be observed or which cannot be measured by interview.
· Analysis. Collected information can be analyzed to interpret the impact of training on various aspects, and consequently its effectiveness. If a particular aspect is being affected by several factors, the analysis may be carried out further to identify the contribution of training. Two points are important in information collection and its analysis. First, information to measure the immediate impact of training should be collected immediately after training because employees may tend to observe the old behaviour even after training if the new behaviour is not gratifying due to various organizational constraints. Second, there should be feedback of such evaluation to employees concerned so that they are also able to know the results of their training. 

The above one- week training program shows that ISO 9000 if implemented within the organization will certainly reduce conflicts directly or indirectly and hence will improve total quality of organization. The success of training program will depend on effectiveness and quality of training delivered.

5. Conclusion
All businesses large and small have an established way of doing business. Every organization is having some form of management system. Across the global various companies adopted different management system to improve their business activities. They adopted bureaucracy, scientific, administrative type of management system. But with growing global competition, Quality management has become increasingly important to the leadership and management of all organization. Therefore, companies started to adopt ISO 9000 Quality management system to improve their performance, to satisfy customer’s expectations, to compete globally and to make the system more efficient and effective.


Conflict between two or more groups within a firm can be a serious problem in any organization, as conflict exists in all organization. Dysfunctional conflict hinders and prevents organization goals from being achieved. Unresolved conflicts can create serious and quite varied consequences. ISO 9000 Quality management system helps to point out such type of dysfunctional conflicts and also helps to resolve them. One-week training program is designed to resolve dysfunctional conflicts. The program is based on the clauses of ISO-9000: 1994. The training may be given once in year and the success of training program will depend largely on effectiveness and quality of training delivered, understanding of employees, their responses from their feedback. 

The conclusion is that ISO-9000 if implemented properly within the organization will certainly reduce conflict directly or indirectly, training will keep the employees always ready to face any problem regarding conflict and bring a quality culture, Quality-mindset in the organization.  
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