
I 1, 1 Introduction 

Any ci1stomer wit l always think of quality and ask for quality products, Qiiality oonveys the desirable values 
in the product and also the impression what customer expects from the product, It is the fitness for the purpose 
at the lowest cost, and thus, the quality of any product is regarded as the degree to which the product fulfills 
the niquirement of a ciistomer. Jt can be determined by the characteristics of design, size, materials, chemical 
composition, mechanical functioning, workmanship, finish and so on, It signifie& the several attributes of 
a product sucn as durability, color, intrinsic properties; etc, Quality is always the result of an intelligent 
effort In any organization, the quality function involves efforts of all the grol.lps in the organization. Quality 
control is a deliberate and planned activity to integrate quality development, quality maintenance, and quality 
improvement, which plays a pivotal role for survival in the competitive world. Quality is not only the means 
for enlarging the share of export and sales of goods in the internal market, where there is agreeing inter-firm 
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• define and explain the terms and

definitions of quality
• understand the eight dimensions of

quality
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Framework 

• understand the methods of generating
ideas! for quality Improvement

• know the concept of inspection

L e a r n i n g O b j e c t i v e s

After studying this chapter, you should be able to
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the nearest equivalent product or service and rates accordingly. Thus, the quality of a product or service is 
determined by the degree by which it is preferred over the competitor's product. 

While purchasing a television, we check the features of various brands and compare. To choose a school 
for our children, we compare the schools in our vicinity. We choose a hotel by comparing it with the nearest 
competitor, but not with the one out of our reach. Thus, the quality of a product or service is determined 
by the comparison with the nearest competitor. We often use this definition to select a better one out of the 
available. However, it does not mean that the one not selected is not having any quality. Further, the one 
selected also is only a better one among the available but cannot assure the best quality. After all, we can 
say it is the better or best of local quality (local maximum but may not be global maximum). When there is 
no other equivalent (monopoly) available, the product quality is forcefully accepted. Another possibility is 
competitive malpractices by misinterpretation. 

Definition 6: Quality is the degree to which a class of products possesses potential satisfaction for people

in terms of price, availability, guarantee, durability, etc. 

This definition is concentric on the ability of the product or service that the extent of satisfaction it can 
give to the customer in terms of its features or characteristics such as price, durability, reliability, and so 
fotih. A customer, while buying a product, often demands for these essential characteristics. This definition 
also indicates that quality is measured in a multi-dimensional scale. For example, if you are purchasing a 
refrigerator, you want the best performance but at the lowest possible price with maximum reliability for 
long period (durability) having good aesthetics by color, size, design, ease of operation, and so on. In fact, all 
these points are the dimensions of quality and you cannot expect all the dimensions at their best.' However, 
you can think of optimum levels of these dimensions on your product. Thus, quality is not measured on a 
multi-dimensional scale, and some dimensions cannot be quantified (attributes) for some products. It is very 
difficult to measure the quality of service-based products unless you experience them such as the quality of a 
lawyer, the driver of your car, and so on. Therefore, this definition makes the measurement of the quality of 
a product complicated due to multi-dimensions since the number of dimensions and its parameters are also 
not fixed and you can go on adding the dimensions to the list. Thus, rating and ranking a product is complex, 
and the degree of excellence in particular dimension of a product or service is not easily recognized or even 
goes unrecognized. 

Definition 7: Quality is degree of excellence.

The crux of this definition is the best characteristic or feature of the product or service which the customer, 
when recognizes, will use to rate its quality. 

The quality of a teacher or a student or an actor or a player is often recognized by the performance in 
the relevant field of interest. However, the excellence is not consistent. Thus, the definition contradicts the 
decisions taken at different situations. Further, the decision on quality by this definition depends on one's own 
perceptions and hence does not stand long. 

Definition 8: J.M Juran defines quality as "The degree to which a specific product satisfies the wants of

the customer or conforms to the design ar specification. " 

This definition combines the two basic dimensions of quality, viz., satisfying the needs of customer and 
conforming to thl;l specification. These two dimensions were first identified by J.M. Juran, one of the great 
quality gurus, who made both ends meet. He also noticed two key points of the two sides. The key point on 
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the product or producer is to confirm to the design. According to Juran, the conformance to the specification 
makes the product perform well. On the other side, he opines that the customer can be satisfied by fulfilling 
his wants (or needs) . This definition says that if the product confirms the design and fulfills the requirements, 
it is termed as a quality product. If that is so, almost every product is a quality product. For example, a pen 
from an international repute and a local brand; if both confirm to the specification, then they should be 
rated same quality. Rather, the local one should be rated high if it can satisfy the customer's need due to its 
availability. Therefore, this definition seems to be somewhat incomplete as it is not showing attention on 
some features such as availability, price, reliability, durability, etc., which do not appear in specifications or 
designs and are often not stated by the customer. Further, the customer's intended needs often go unidentified 
which c~ better satisfy the customer. 

1.2.1 Finally, What. is "Quality?" 

We started with the question "what is quality?" and we have scanned various philosophical definitions to 
answer this question. But no philosophy could give us a satisfactory definition. Though various theories have 
been developed, no single theory could satisfy all. Then shall we conclude all these definitions are waste 
and useless? Is the question "what is quality?" answerless? Though all these definitions seem to be correct 
in some occasions, it further created a confusion what definition is to be applied to which product or service. 
So, we need to develop a definition that can answer any situation combining all these philosophies. Thence, 
a comprehensive and perspective thinking is required to develop such a definition. 

Let us recall the story of.five blinds. There were five blind people who were taken to an elephant. They 

were asked to describe what an elephant is. 

The one who touched the trunk said that an 

elephant is a pipe. The second one who touched 

its ears described elephant as a sheet. The third 

one who touched the body narrated elephant as 

a wall. The fourth one who touched the leg said 

that an elephant means a pillar. And the fifth 

blind who touched the tail told that an elephant 

is a rope. 

In this story, imagine the elephant as the 

"quality" and the blinds as the "philosophers" or 

Elephant 
means a sheet. 

Elephant 
means a pipe. 
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Elephant 
means a wall. 

Elephant 
means a pillar. 

\ Elephant ~1m,Mmop, 

"theorists" who developed these definitions. One theorist who focuses on utility says that quality is fitness for 

use. A customer-centered philosopher defines quality as customer satisfaction. A manufacturer may assume 

quality as meeting the specifications. A marketer may feel quality means to fulfill the needs of the customer. 

Another thinker perceives that quality is to meet some preset standards. The theorists conveyed their findings 

according to the situations they saw for various products or services in the environment they felt. 

The story indicates a moral that things seem to be in the way you look at them and you perceive them. 

In fact, all the answers given by the five blinds are partially or "locally" correct, but all are wrong globally, 

i.e., when you see elephant as a whole. Suppose that the figure is shown to you in close up without showing 

the overall elephant figure, you would certainly describe the figures as blinds did. Thence, as long as we do 
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Productivity: It is a measure of output to input. 

Specifications: These are specific and measurable attributes that convey the customer requirements. 

I 1.4 Accuracy and Precision 

In quality jargon, the two confusing terms that we often come across are accuracy and precision. These two 

terms look to be same, but are distinctly different. Let us distinguish these two terms here. 

Accuracy: Accuracy is the dimension or measurement that indicates how close the measured value is to the 

true value. 

Precision: It is a measure that indicates how frequently a dimension is able to be produced. It is about 

repeatability. 

Let us now distinguish these two terms clearly with some examples. 

Example 1: In shooting, we can distinguish these terms very clearly. These are portrayed in Figures 1.1 

and 1.2. 

/// ~ 
A Both accuracy B Accuracy only 

and precision 
• • 

• • 

• • 
• 
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Good accuracy Poor accuracy 
Poor precision Good precision 

C Precision only D Neither accuracy 

~ 
nor precision 

• • • 
• • • 

• • (®) ::! • • 
• • 

·=· • • 
• • • • • • • • 

Good accuracy 
Good precision 

Figure 1.1 Figure 1.2 

Example 2: In production, we can distinguish the term manufacturing of a dimension. These are shown in 

the following set of Figure 1. 3. 
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Precision ~ ~ ~ ~ 

-§i . Low . H;gh © \®> ~@ 
;I: G 111 Precise but not Neither ~ccurate Accurat~ but Acc~ate and 

~ A I 8 accurate nor precise not precise precise 
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~ Time Time Time ~-------,T=im,--e 

f 
Figure 1.3 

Stable but not 
accurate 

I 1.s Dimensions of Quality 

Neither stable 
nor accurate 

We come across many situations that confuse us on assessing the 
quality of a product or service. Consider the following examples: 

• A television manufacturer claims that his product is of high 
quality because it performs well with high clarity of picture. A 
customer may reject the same television and may claim that 
the television is of low quality due to unreliability in its 
working. 

• A lady may feel a particular silk sari or a dress higher in 
quality due to appearance, while another lady may feel the 
one which is long-lasting (durable) is higher in quality. 

Accurate but 
not sable 

Stable and 
accurate 

Thought for Quality Managers 

(TQM 1.2) 

In cr icket, a bowler 's bowling can be 

descri bed often in the term s of line 

an d length, accuracy, high variation, 

repeatabii lity (precise), etc. Can you 

identify and discuss the bowling in 

terms of accuracy and precision/ 

• A youngster may opine that a bike 
with good serviceability or features is 
a quality product, while a middle-aged 
person may rate a bike with safety as a 
quality product. 

Good 
performance 

More safe and 
durable 

Defect free Easy to 
use 

Hence, we can say that, based on how people 
perceive quality, there are a number of ~ 
dimensions of quality against which one can CJ) 

measure or rate a product. But how should the 
By what quality you measure the quality? 

quality of a product be gauged? What factors really mean quality? By what parameters should we measure 
quality? What are those dimensions that can assess the quality of a product or service? 

Yes, quality is measured through several dimensions. In fact, this is the major reason for conflicting point 
of views on the quality ofa product or service. However, the so-called quality gurus (experts) have identified 
eight important dimensions by which the quality of a product or service can be assessed. Of course, you are 
at liberty to add some more dimensions or delete or replace them as per the situation. 
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1.5.1 Eight Dimensions of Quality 

The parameters through which the quality of a product or service is assessed are called the quality dimensions 
of that product or service. 

Though there are several dimensions, the following eight dimensions are considered to be the most 
significant in assessing the quality for any product or service (see Figure 1.4). 

Performance 

Customer 
service 

Durabi lity 

Figure 1.4 Eight dimensions of quality 

Aesthetics 
and 

appearance 

Quality 

Features or characteristics: This dimension refers to the following questions: 

• What features and characteristics does the product possess (e.g., 1000 W sound in a television, flat 
picture, big screen, etc.)? 

• What additional or special features does the product have (e.g., picture-in-picture, woofer, etc.)? 

• What fle::ibility do we have in the features or characteristics (e.g., a television may be used in a radio 
mode, etc.)? 

Performance: This dimension speaks on how well the product runs or performs (in terms of, say, sound 
effects, picture clarity while running in a TV, etc.). 

Aesthetics and/or appearance: This dimension speaks about the beauty and aesthetics of a product ( e.g., 
color, design, etc.). 

Durability: It tells us about how long the product will work. 

Reliability: This aspect speaks about the following questions: 

• What is the probability of the product to survive without breakdown? 

• What is the guarantee that the product will not fail? 


























