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Challenges in Balancing 
the Local and Global Needs of

Quality Management Systems:

Optimization of the Sub-System alongside Optimization of the Super-System
Abstract

Purpose
The procedural complexity of global organizations is reflected in a network of inter-organizational processes, which is supervised by a single multinational company. This complexity poses significant challenges for the global quality management system (QMS) that is expected to bear responsibility for their adaptation and effective management. 

The QMS, as a functional system 
operating amidst various systems of the local environments
, is expected to meet local needs and function properly in terms of suppliers, customers and internal processes. At the same time, it is expected to interact with and be coordinated by the parent company, and to be responsive to integrative activities aimed at the global interest in the spheres of operational effectiveness, aggregate capacity utilization, cost reduction and standardization. 

The importance of 
being able to respond quickly and appropriately to diverse and frequent changes, often occurring continuously and simultaneously in different parts of the company and its global environment, makes the challenge of balancing local and global needs one of the core issues for global management generally, and certainly so in the present context of global quality management.

This problem emerges in our study as a key issue that poses many challenges in global quality management, and for which no appropriate response or approach has been developed. It is characterized by considerable vagueness, narrowly focused initiatives and conflicting interests, as further described in the section on findings.

The field study examined and mapped the local and global spheres of activity for the QMSs of eighteen participating multinational companies and constructed representative profiles that were cross-referenced against strategic, operational and marketing needs. These profiles are part of an effort to develop a coherent
 strategic approach directed at balancing needs along the local-global axis.

This article discusses the question 
of value to be derived from balancing local and global needs, which must be based on the development of a coherent strategic approach.

Methodology 

This study used the innovating 
approach of adopting a systems perspective in analyzing the operation of a global QMS.

The 
quality systems of eighteen multinational companies at different global expansion levels stages 
of M&A processes, or strategic partnerships processes, were studied in depth using observations, longitudinal studies, content analyses and interviews with CEOs and operational and quality managers in parent or subsidiary companies.

In the course of the study we performed an in-depth mapping of the local and global spheres of activity for the QMSs of eighteen participating multinational companies. The first stage entailed construction of theoretical profiles of the local and global behavior 
of QMSs, which were cross-referenced against the companies’ strategic, operational and marketing characteristics. These theoretical profiles were later compared with the findings from the field study – symptoms and modes of operation
 – with the aim of identifying the degree of correlation or the discrepancy that must be bridged.

The process of analysis and mapping presented in the section on findings can serve as a diagnostic tool for assessing the degree of an organization’s local and global needs in relation to the degree of its global complexity and unique characteristics.

Findings

The study included a preliminary analysis of the strategic, operational and marketing characteristics of the participating multinational companies, which were measured against the characteristics of the theoretical QMS that is expected to address them. This process of cross-referencing allowed us to construct local and global theoretical profiles of a QMS that would be able to address the organizational characteristics of the companies and provide a basis for comparison with the findings in the field.

The second stage applied a concordance analysis to compare the study’s findings (the actual findings in the field) with the theoretical profiles we had constructed. Behavioral models were constructed to represent the quality systems at the local and global levels, and these were examined in relation to the theoretical profiles constructed in the first stage. 

The concordance analysis entailed the distribution and classification of the operational system’s characteristics into subcategories, and these were cross-referenced with the symptoms and patterns of response
 of the QMSs recorded among eighteen participating companies during the course of the field study. This comparison provides a more precise and in-depth picture (at the micro level), with attention to concrete, focused areas of activity.

The study’s findings identified difficulties in balancing the local and global needs of the QMS. It did not identify purely local or global patterns, but rather a spectrum of fluctuations in varying combinations along the local-global axis.

The lack of an appropriate procedural approach that addresses inter-organizational processes, in combination with the lack of a conceptual approach to managing the strategic, operational and marketing interconnectivity (reciprocal relations) of the global QMS, largely obscures the distinction between local and global management needs and makes it very difficult to balance them (the dilemma between the needs of the sub-system and those of the super-system).
The absence of a coherent approach to the issue and the considerable “vagueness” in this regard result in behavior that fluctuates between absolute autonomy (primarily in relation to local needs) and isolated instances of integrative innovation aimed at reaching a level of integration that is mainly focused on ways of achieving operational effectiveness (here the economic rationale “reigns”). In the spirit of “operational effectiveness,” the prominent initiatives are those that aim to achieve standardization and uniformity of processes, which do not always accord with local characteristics and needs.
The mapping and analysis, as well as the findings yielded by their implementation, provide a tool for differentiating between the local and global needs of the organizations’ quality systems, identifying gaps and defining activities aimed at balancing them while achieving global value
.
Practical Implications
The study’s findings provide a basis and rationale for expanding on the key issues that concern the subsidiary companies (or operational units) and, in particular, the Quality Corporate (headquarters responsible for corporate quality assurance
), which is required to function globally – integrating, adapting and coordinating – and the need for which increases as the company’s complexity and global growth increase.
Key issues for further study, which emerge from the current study, include:

· How does one clearly differentiate between the needs of the local QMS and those of the global QMS?
· What is the potential contribution of the local QMS to meeting the needs of the global interest?

· How might it provide global value, or derive value by integrating with other QMSs in the group?
· Which of the systems would it be beneficial to integrate? (Which system might be integrated with which other system?)

· What is appropriate 
degree of integration and in which areas?

· What is the global value that might be achieved through integrated operation of the various QMSs in the group?

Further research on these issues would provide a basis for expanding the body of knowledge on managing global quality and consolidating a suitable strategic approach by reinforcing the concept of global value in relation to the integrated operation of a multinational company’s group of QMSs (the aggregate QMS).
Originality / value

· Better insights into the business needs of QMSs at the local and global levels and enhanced value to be derived by coordinating
 and balancing them.
· Development of a diagnostic tool to identify “conflicting” needs and adapt them to the unique strategic and operational characteristics of the company.
· Delineation of future courses of action to achieve global quality value in the context of a strategy for global quality that links the contribution of local QMSs with the global QMS and provides an appropriate response to their dynamic needs at the local and global levels simultaneously.
· Increased engagement of the QMS in international strategic management, while reinforcing response mechanisms and integrating activities for the sake of the global interest.
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Challenges in Balancing the Local and Global Needs of

Quality Management Systems:

Optimization of the Sub-System alongside Optimization of the Super-System
Introduction
The procedural complexity of global organizations, evidenced by a network of inter-organizational (inter-company) processes under the supervision of a single multinational company, poses significant challenges for the global quality management system (QMS) that is expected to bear responsibility for their adaptation and effective management. 

The reciprocal strategic, operational and marketing relations established by this network structure, which is based on strategic partnerships and assorted business models, require coordination and management through the aggregate, coordinated operation of the totality of functional systems, including the global QMS (the group of various QMSs within the company). 

The development of global quality management (GQM) 
and the transition to higher degrees of globalization and complexity have expanded the scope of these reciprocal relations and reinforced the need for a mechanism to coordinate and combine the various QMSs, providing integration that sets a global value. 

In contrast to the localized nature of a subsidiary’s operation, which is limited to activities carried out within its own environment, the parent company has an integrative, coordinating and global role – incorporating business, operational and logistical decisions in diverse geographical environments. These decisions relate to the oversight and control of the company’s operations and resources and are primarily focused on achieving operational effectiveness by integrating the various QMSs within the entire set. 

At the basis of this field study is the dilemma surrounding a global QMS’s response and expected support in light of not only local needs but also global needs at the strategic, operational and marketing levels. The study examined and mapped QMS implementation at the local and global levels for eighteen participating multinational 
companies. Profiles were built for the local as well as the global behavior of the QMS, and these were cross-referenced against the strategic, operational and marketing characteristics of the participating multinational companies.
These mappings do not reflect a pure (local or global) pattern, but rather a spectrum of behaviors of different and varying combinations that result primarily from the lack of a coherent approach. The mode of operation was primarily focused on isolated initiatives aimed at integration but not grounded in a coherent systems perspective.
The findings throughout the various stages of the study identify a system that functions simultaneously at both the local and global levels, as a result of needs that arise in each of them. The two levels are usually not clearly defined or differentiated in the context of delineating the function or areas of responsibility of the business units, which gives rise to many dilemmas.
The article presents the dilemmas that multinational companies face in this context and discusses the value of balancing the local and global needs of the QMS.

Literature Review
Methodology
Findings
In the process of categorizing the research findings and in the mapping analysis, local and global management characteristics, which reflect the behavior of the multinational companies, emerge as key characteristics.
The mapping analysis is an advanced stage in the analytical process. It constitutes an extension of the preliminary analysis in which data were classified and categories were identified. During the mapping analysis researchers try to combine the categories that emerge by drawing links between them
 (Pidgeon & Henwood, 1996).

The mapping analysis pays close attention to the primary categories and rearranges the data by drawing links between the categories on a horizontal axis and between the categories and their subcategories on a vertical axis. The mapping analysis aims to focus on the relationship between each category and the other categories in order to form a picture of the full potential of the data gathered.
An analysis of the procedural steps 
of the global QMS and the reciprocal strategic, operational and marketing relations that characterize each step makes it possible to differentiate between local and global management needs. The characteristics of the local activity as well as those of the global activity of the multinational company repeatedly emerged in the strategic, operational and marketing contacts of the company itself, but also in the behavior of the QMS, which is the focus of our study.
The behavior patterns of management systems, including a quality system, reflect local and global needs simultaneously, including responses of adaptation, integration, balancing and exploitation of shared resources in order to achieve operational effectiveness, which usually originate with the headquarters 
of the parent company.
The preliminary stage requires differentiating between local and global management characteristics. Local characteristics are characteristics and responses of management systems related to the interrelationship between every subsidiary and the unique organizations and forces in the country in which it operates (the local environment of the system). This response is likely to be different for each country.
In contrast to local characteristics linked to the local operation of a subsidiary and limited to activities within its environment, the parent company has an integrative, coordinating role – incorporating decisions about issues and problems that affect the activities of the company – in many environments (business, operational and logistical matters in different geographical settings). The more globalized a company is, the greater the need for this involvement.

Accordingly, global characteristics usually stem from the parent company’s integrative activity with respect to decisions about oversight and control over the company and its resources as well as decisions related to achieving operational effectiveness, the reallocation of resources from one branch 
to another, the utilization of aggregate capacity, the management of collective resources, cost reduction and standardization (uniformity). 

The characteristics of local management and the characteristics of global management in effect represent two different categories of modes of response stemming from the interactivity among the various units of the multinational company:

1. A separate local response stemming from interactivity between each subsidiary and the unique organizations and forces in the country in which it operates (local behavior).

2. The intra-organizational combination of the many interactions between the parent company and the subsidiaries and among the subsidiaries (global behavior).

In categorizing and mapping the research findings from our analysis of eighteen participating multinational companies, we produced a mapping that entailed differentiating and separating the local characteristics from the global characteristics of the companies.

Tables 1.1 and 1.2 below are the product of the first stage of analysis, involving mapping and differentiation of the local and global strategic, operational and marketing characteristics of the participating multinational companies.
These characteristics were cross-referenced with the characteristics of the desired QMS (the theoretical model), which would presumably provide them with the support they require (the ideal theoretical situation). The characteristics of the desired QMS at the local and global levels (Tables 1.1 and 1.2) represent a theoretical profile (the desired situation), which, during the next stage, was cross-referenced with the findings from the field study. Tables 2.1 and 2.1 offer a representative profile of symptoms and modes of operation in practice. This diagnostic stage allows us to identify the degree of correlation or discrepancy that exist in the field with respect to the realization of local or global needs of the QMS.
 Stage 1 of Analysis        
Local Profile of the QMS:


1.1 Mapping of the characteristics of the QMS in response to strategic, operational and marketing characteristics of a local nature
	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	
1. The large numbers of globally distributed competitors and customers require the operative management systems (including the QMS) to develop a capability to respond to unique local needs in each country and region.
2. The operational and marketing system – and consequently the QMS as well – must be attentive to local competitive conditions.

3. Each subsidiary must operate an independent QMS. Quality assurance (QA) mechanisms are adapted to customers’ demands, local regulation, and regional competitors. 
4. There is a need for different QMSs that operate as part of a group while also being granted independence. They operate at a level of minimal coordination that does not interfere with proper functioning.

5. The customers’ concept of quality varies – the customer is very dynamic in terms of needs and the company must accommodate this dynamism through local capabilities and flexibility.
	
	1. A global environment characterized by distribution across diverse markets and geographical regions as well as multiple competitors who employ varied strategies and customers who apply “pressure” to have their unique needs met. As part of their competitive strategy, the companies must respond to the unique demands of the country or region.

2. The more diverse the markets (different environments) across which subsidiaries are distributed, the greater the need for a locally oriented response (to a local customer, a local environment, or local competition).
3. There is an identifiable local approach focused on the characteristics of competition in each country.

4. Managerial and operational decisions are decentralized – to the level of the business unit – to enable adaptation to the local market (localization of goods and services).



Continued:
	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	6. There is a need for a Quality Corporate 
headquarters that issues directives and has enforcement powers, and to which quality managers 
in subsidiaries are held accountable.

7. The Corporate
 will require that periodic testing be conducted. It is necessary to have a series of indicators setting standards that must be met (in terms of recommended ranges) and directives along the following lines: types of materials, lead measurements, environmental standards, etc.
8. Quality managers within the group are not in continuous contact. There is a need for a forum of quality managers and some degree of coordination among them, as well as general guidelines about methods and processes at the level of best practices.
9. Limited information sharing – holding meetings of subsidiaries’ quality managers every few months. Developing and disseminating knowledge within each unit. Communication on issues of quality is relatively limited.
10. The level of integration between subsidiaries and the parent company on quality management issues, and generally (the parent company lacks local knowledge), is low.

11. A low level of standardization and greater adaptation – to maximize the company’s response to the local market share.
12. Less emphasis on uniformity of processes (group processes).
	
	5. Considerable attention is paid to the diversity of customers’ needs and wishes, market sector conditions (number and characteristics of competitors), local regulation, legal and political institutions and social norms, all of which vary by country.
6. Efforts are not focused on any specific geographical region, and each subsidiary operates in accordance with the terms of its own market.

7. Emphasis is placed on adapting products to the unique demands of each market in an effort to accommodate the special needs and preferences of local customers.
8. Efforts are made to expand the company’s local market share because of excessive attention to the needs of local customers.

9. A local orientation is more prevalent among European multinational companies because of the wide variety of markets in Europe.

10. Products such as food, drinks, rubber, household accessories and tobacco require significant local adaptation, and deciding to apply uniformity (standardization) is not efficient. 





Continued:
	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	
13. Standardization – adopting the standards that are accepted in the sector and demanded by clients. Corporate guidance regarding uniform standards in the group (in relevant areas)
14. Emphasis on local decision-making on matters related to quality management.

15. Less emphasis on achieving economies of scale (because impossible). The parent company does not practice centralized procurement or centralized supplier management.

16. For mergers and acquisitions (M&A) there is “flexibility” regarding the “acceptance” of the QMS of the acquired company. It is not necessarily required that there be a well-defined approach to its integration into the existing collective QMS. Usually strict enforcement would be out of place. There is a rationale for maintaining the original, pre-acquisition arrangement.
 
	
	11. The greater the variance between the characteristics of the parent company’s country and the subsidiaries (branches), the greater the tendency of the parent company to delegate the authority for local decision-making to the subsidiaries’ management.
12. Locally oriented behavior particularly prevalent among multinational companies characterized by small-medium scale production lines, with much variance between the series and the need for adaptations. In this situation achieving economies of scale is a secondary aspect.
13. Localization of products is prevalent for products that are relatively less complex.

14. Subsidiaries in early stages of global development were characterized by a high degree of managerial autonomy, with very little involvement by the parent company in their operations.





Comment:
	
	
	

	
	
	     Possible limitations stemming from a locally oriented mode of operation:
1. A locally oriented mode of operation is less suited to mass production and large-scale production lines, which require standardization to achieve economies of scale.
2. A locally oriented mode of operation does not embody the strategic, operational and marketing contexts that exist among the various subsidiaries and units of the multinational company. The central management is less able to make decisions suited to each market because the knowledge needed to make decisions is primarily local – and primarily in the hands of the branch managers themselves.
3. The various units of the subsidiaries are not linked, and therefore they do not exchange knowledge and skills. There is no tendency to concentrate efforts in a particular area.

4. Although each subsidiary can make decisions independently, the lack of a link between units results in relatively high production costs (there is no use of shared resources to achieve operational effectiveness).

5. There is a possibility of resource redundancy and high operating costs.

6. Exchange of knowledge is minimal. Organizational learning does not spread among them.
7. Less suited to highly complex products that require specialization and inter-subsidiary cooperation for development, production and servicing.


1.2 Global Profile of the Quality Management System:
Mapping of the QMS characteristics in response to strategic, operational and marketing characteristics of a global nature

	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	1. The QMS of the group is centralized and controlled by the corporate headquarters in the parent company’s country. Each company has a quality manager who reports to the facility manager
 and the sectoral quality manager at the headquarters. 
2. The Quality Corporate is strong and centralized, and operates with a clear business orientation.

3. Oversight and control over the activities of the QMSs in the group are centralized and decisions are made by senior management. In many cases the functions of the quality manager in production and the quality manager in development are separate. Oversight is greater also because the principal technological capability is concentrated 
in the parent company’s country. Usually there exists a global quality council composed of senior quality managers from all the facilities in the groups (subsidiaries). The council coordinates, advances and reviews the QMSs. 
	
	1. Unlike a local mode of operation, the global mode of operation does not focus on adaptation to the unique demands of each market, but rather on the marketing on uniform products to different markets. The development of products focuses on and takes advantage of the commonality among clients’ needs.
2. The global market is regarded as a “single market.” The approach to analysis is centered on the global operating environment and global consumer needs, rather than on the country or the local market.
3. The strategic, operational and marketing mode of operation is centralized and controlled by the corporate headquarters in the parent company’s country. It can be defined as a strategy in which uniform products are offered to markets in different countries, and the competitive strategy is dictated by the corporate headquarters in the parent company’s country.

4. The business units that operate in each country are inter-dependent, and it is the role of the headquarters in the parent company’s country to achieve their integration.
5. Local responsiveness is low but the degree of integration needed and existing between the various subsidiaries and business units is high (especially in all aspects of the use of shared resources and capacity utilization).





	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	4. Subsidiary quality managers have less freedom of operation. They are strictly guided by the Quality Corporate. There is almost no room for local initiatives by the quality managers of subsidiaries. They operate according to clear guidelines from the headquarters.
5. Subsidiary QMSs are required to operate in a very uniform manner. There is minimal leeway for variance. There is a search for “commonality” but this usually means “absolute similarity” based on the rationale of management and economic advantage.
6. Certification – there are regular auditing reviews by the Corporate, usually conducted by an external international company.
7. The business units in each country (subsidiaries in the different countries) are mutually dependent. The subsidiary QMSs must operate with a high degree of integration, given the use of shared resources (capacity utilization and aggregate resources).
8. The QMS (following the marketing and operating systems) is expected to support the production of highly uniform products that are offered in different markets and countries.
9. There is a strong emphasis on economies of scale and cost improvements at the level of functional management of the QMS. A quality organization has added value only if it contributes to business activities.
10. Measuring the cost of poor quality (internal and external failures) – COPQ – is very important.

	
	6. Oversight and control over the company’s activities are centralized and decisions are made at the senior management level – with the principal technological capability usually concentrated 
in the parent company’s country.
7. Goods and services are developed with the aim of taking advantage of the uniform and integrated global market.
8. Great emphasis is placed on achieving economies of scale and operational effectiveness – efforts to utilize innovations developed at the corporate level (or in a certain country) – in other markets.

9. There is a clear economic orientation centered on “cost-based competition” and realization of competitive advantages by lowering prices through improved operational effectiveness at the group level. This is suitable for a competitive market where there is pressure to lower prices.

10.  Efforts are concentrated in unique geographic regions to reduced costs centrally (for example, site concentration in LCC countries). Activities can be concentrated in one place (or a few places) to achieve cost advantages (reduction of fixed costs); alternatively, some activities can be carried out in each of the countries – if there is a proven cost advantage.


	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	11. Innovations and improvements in quality management that were developed at the corporate level or in a certain country are utilized and enforced at the entire group level (for example, Motorola’s Six Sigma)
12. A rigid comparative benchmarking system and continuous evaluation using the group’s benchmarks. There are quality indices (dashboards) by which each quality manager is assessed daily, such as:
a. Customer advocacy (customer complaints)
b. Financial indicators – a quality organization has added value if it contributes to business efficiency (COPQ).
c. Periodic reviews.

13. A robust reporting system. Everything requires approval from management (reporting to “Big Brother”).

14. Almost no legitimacy is granted to variance (extremism such a “copy exactly” is possible).
15. The role of the Quality Corporate entails “lower risk” because of the uniform QMSs. At the same time, it is complex because it is necessary or coordinate decisions in different countries while maintaining centralization and control.
16. Leadership is a central element of GQM and global management generally.


	
	11. In the continuous effort to reduce costs, there is a dynamic of operational change, which includes:
a. Establishing production sites in East Asia, Ukraine. . . LCC countries.

b. Establishing production sites near major customers in order to simplify distribution processes.

c. Merging 
sites in a central location with a regional advantage (low costs or proximity to a customer). This might entail closing other sites and transferring them to a central location with economic advantages.
That is: Operational distribution and the resulting distribution of resources are guided by economic considerations at the group level (no local perspective).

12. Difficulties in responding to local market needs and difficulty managing and adapting operational decisions in many countries.

13. Cooperation among units in different countries is achieved through centralization and control by the headquarters. 




	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	17. It is important to create infrastructures that for the development of a high capability to achieve uniformity among products across different sites and geographical regions and cultures (equipment, work methods, standardization).
18. The Quality Corporate can focus efforts specifically on one of the subsidiaries’ QMS in order to “balance capabilities” and bring it into alignment with the other subsidiaries (closing knowledge gaps or improving effectiveness).
19. Resource utilization and optimal capacity of the group’s QMS: (common certification, identical training programs), special attention to activities related to the business and cost reduction.

20. Centralized procurement management (utilizing economies of scale in procurement processes) and centralized supplier management by the headquarters. There are clear work methods and mandatory directives.
21. Companies purchased by global companies sometimes lose contacts among suppliers that  they have cultivated over years.

22. “Efficiency” is examined at the company-wide level. Projects for improvement and training processes are implemented in parallel in all the subsidiaries.
       
	
	14. The parent company’s high degree of centralization is reflected in the subsidiaries’ limited responsiveness and freedom of operation (in relation to local market needs and generally).
15. The parent company’s coordination of relations among subsidiaries includes, notably, the following activities:
a. Transferring resources among the various branches.

b. Saving costs through standardization.

c. Maintaining continuous relations with various stakeholders at their sites of activity.

16. The transfer of resources among the company’s various branches is intended to optimize the utilization of resources and available capacity (capital, HR, equipment, machinery. . . ) in order to achieve economies of scale and reduce operating costs.
17. Decisions regarding the efficiency of using the company's overall resources and allocating them among various branches are made by central management and conveyed to all the company’s business units. A marked effort is made to develop a comprehensive picture of the activity and capability of the company as a whole.


	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	23. The authority to set standards begins with customer demands. Although there is a corporate directive, it mainly takes place in light of customer requirements (customer demands are what direct standards).
24. Standardization makes it possible to have “similar QMSs” and enforce identical standards (if there is indeed a demand from the field).

25. Decisions related to the efficiency of using and exploiting the company’s collective resources (sharing and transferring resources among subsidiaries) need to be addressed by the QMS. For example: If the unutilized capacity of a subsidiary in country X is utilized by a subsidiary in country Y, how would the reallocation of capacity affect the quality of the products? It could change the degree of uniformity. The control mechanisms necessary to prevent this should be examined.

26. The QMS should support the dynamics of operational changes resulting from the constant effort to reduce costs, which are reflected in the establishment of production sites in LCC countries, the relocation of sites to be near major customers and the merger of sites.
27. The region in which the company operates (for economic reasons – to reduce costs) and the competitors that operate there can create "pressure" to upgrade the QMSs of some subsidiaries in order to compete with others in the region.
	
	18. A tendency towards high standardization – of products, methods, procurement, service, advertising – in all the company’s branches across the world. Standardization is possible when there is a high degree of commonality among the group’s products. Product development focuses on and utilizes the commonality among products and among customers’ needs.
The use of high standardization makes it possible to significantly save costs, through the shared use – by all the company’s business units – of their shared resources. 
(Savings with respect to raw materials, training expenses (common content), reduction of inventory costs through local or global management of inventories and replacement parts). It is also possible to save advertising costs by implementing a uniform advertising policy, and in development costs by using centralized R&D for products suited to various branches. Flexibility in transferring products from one branch to another when there are fluctuations in demand, while reducing the volume of inventory that must be kept in each branch.





	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	28. At group level the situation is dynamic – operational adaptations in light of different levels of competition in the sector. The QMS will therefore be in a dynamic state of change.
29. The QMS is less influenced by local considerations than by global considerations (standardization and uniformity moderate the intensity of the effect).
30. The QMS should support standardization through:
a. Uniform application of standardization.
b. Identical work practices
.
c. Identical workflows 
within the group.
d. Uniform benchmarking in the group.

31. Clear directives regarding the evaluation of suppliers, selection of supplies, process control and employee evaluation.

32. Quality Corporate must be a strong body (it must develop a shared vision, leadership).
	
	19. Decision on standardization cannot be made in a decentralized manner; they derive from the policy of the central management.
20. Not every company can apply such a policy of standardization. It is contingent on the level of product adaptation required for that specific country (local adaptation) being very low.
21. Adoption is standardization policies is best suited to products such as construction and mining equipment, industrial chemicals, non-ferrous metals, scientific measurement equipment, motors, etc. (relatively standard products that require less adaptation). Alternatively for products such as food, drinks, rubber, household accessories, tobacco, etc., a higher degree of local adaptation is required and therefore the possibility of standardization is more limited.

22. The degree of standardization possible is affected not only by the type of product but also by other factors such as price adjustment or differences between countries. For example, in some cases, the differences between countries only require changing the product's packaging rather than the product itself. Conversely, in other cases, significant adaptation is required.




	Characteristics of the desired QMS (theoretical model)
	
	Strategic, operational and marketing characteristics

	33. A high degree of coordination is required between the parent company's QMSs and those of the subsidiaries, and among the QMSs of the subsidiaries themselves. There is a need for continuity of practices, using conference calls that include all of the companies at the corporate level.
34. There exists a common information system. There exists transparency. Nothing can take place without it becoming known.
35. The adoption of models for excellence (such as Baldrige), to be implemented in all business units of the organization.

36. A training system – common training programs established by the Corporate and operated uniformly across the sites. Extensive use of E-Learning.
37. The use of improvement teams. Steering committees to appoint teams and judges.
38. Much encouragement by the Corporate to submit nominations for quality awards among facilities – this creates an incentive for participation. Encouragement of unique achievements.

	
	23. Sometimes a company decides on product adaptations that only serve it in one market (for example, car manufacturers had a practice of replacing the engines in cars designated for Israel, from 1.6-liter engines to 1.3-liter engines, in order to avoid the high local taxes imposed on cars with large engines). In other words, this is an integrated local response – through the standardization of products intended for a particular target market.
24. Product globalization is reflected in the lack of adequate attention to the customer in each country. Global products are standard and are expected to be suitable in a majority of countries. At the same time, the products are attractive because they are available to the end customer at low prices.




Stage 2 of Analysis:

Expansion of the mapping process and cross-referencing of the field study findings with the theoretical profiles of the local and global quality management systems
The theoretical profiles of the local and global QMSs, which were developed in the first stage of analysis and are presented in Tables 1.1 and 1.2, required a cross-examination of the findings of the field study: symptoms and modes of operation in the field, to assess the degree of congruence or gaps, using in-depth and detailed resolution (beyond macro-level analysis to micro-level analysis).
Towards this end, the operational and strategic characteristics of the companies were divided into subcategories, and measured in a more focused manner against modes of response to the QMS, as observed in the field.

Thus, Tables 2.1 and 2.2 below reflect representative profiles of the QMSs (of the companies participating in the study) at the local and global levels, which can be compared with the theoretical profiles that were constructed in the first stage of analysis.

· This comparison provides a basis for the summary of findings and discussion of the main issues addressed in this article, namely, the challenges of balancing the local and global needs of the QMS, as will be presented below.



	Local characteristics of the operating systems
	Main interactions between local characteristics of operating systems and local characteristics of quality management systems

	
	Various decentralized operating systems adapted to unique needs of each market
	Production and development of various products adapted to the unique demands of each country and region
	Autonomous management of subsidiaries in the group
	Operational flexibility and high level of local responsiveness
	Low level of integration between parent company and subsidiaries (and among subsidiaries)
	Local resource management(difficulties sharing group resources)

	Local characteristics (needs) of the 
quality management system
	1. Each subsidiary operates a separate QMS adapted to its needs, which supports local marketing and operations.
2. The QMS is focused on the needs of the local client.
3. Various infrastructures (dedicated resources) exist to manage the local QMS (technology, equipment, benchmarking)
	1. Unique infrastructures to manage the QMSs of each subsidiary.
2. Unique workflows and methods (targeted to the sector and product). 

3. Targeted work practices.
4. Adaptation to local standardization (regulations and standards required by the local customer).
	1. Quality management in the group is guided by Quality Corporate, to which subsidiary quality managers are accountable.
2. Autonomy is granted in operating the local QMS (with guidelines for applying international standards such as AS9100, ISO 9000).
	1. Strong communication with customers and adaptation to their needs.
2. Direct contact with suppliers.

3. Autonomous procurement and supplier management.

4. Infrastructures adapted to high-mix production lines and unique technological requirements.
	1. Interaction between different QMSs in the group is limited and based mainly on specific initiatives such as promoting benchmarking among quality managers on “targeted” issues and sharing best practices.
2. Disseminating knowledge among QMSs in the group is encouraged (as it usually does not occur).

3. Development of a group of core indices and parent processes
 – as a way of fostering group integration.
	1. Local resource allocation – no resource sharing among companies in the group.
2. Subsidiaries operating in different sectors are characterized by different resource infrastructures (types of resources), limiting possible cooperation.

3. Local (autonomous) procurement and supplier management.

4. Local information systems (thus the group might have several communications systems).


	Local characteristics of the operating systems
	Main interactions between local characteristics of operating systems and local characteristics of quality management systems (cont.)

	
	Various decentralized operating systems adapted to unique needs of each market
	Production and development of various products adapted to the unique demands of each country and region
	Autonomous management of subsidiaries in the group
	Operational flexibility and high level of local responsiveness
	Low level of integration between parent company and subsidiaries (and among subsidiaries)
	Local resource management(difficulties sharing group resources)

	Local characteristics (needs) of the 
quality management system
	4. Quality assurance mechanisms adapted to customer requirements, local regulations and regional competitors 
5. Workflows unique to the local subsidiary (because of differences in the sector or product).
6. Local (decentralized) management processes.

7. Different QMSs exist in terms of the structure and authority that operate within a group (possible gaps).
	5. Different certification processes.

6. Need to meet the standards of local standardization bodies.

7. Quality benchmarks unique to each subsidiary (few common denominators).
8. Autonomous procurement and supplier management (based on local needs).

9. QMS adapted to small to mid-sized production lines
, with much variance among them and a need for adaptation.
	3. Each subsidiary has a quality manager authorized to make decisions regarding quality management in the group.
4. The headquarters operates as a “facilitator” and advisor – not centralized and not an enforcer.
5. Reporting to headquarters is limited.

6. There are periodic reviews – auditing by Quality Corporate.
	5. Direct ties with regulating authorities and local standardization bodies.
6. Adaptation of products per local regulations and standardization.

7. Certification processes in accordance with customer requirements and local competition.

8. Local management of resources.

9. Emphasis on improving processes and achieving efficiency at the local subsidiary level.
	4. Establishing professional forums to increase communication and knowledge sharing among quality managers in the group.
5. Developing basic requirements and criteria for certification of companies (such as ISO 9000).

6. Guidelines are needed for the evaluation and examination of the QMS of an acquire company (M&A) and its integration into the group’s QMS (usually nonexistent).
	5. Information sharing among subsidiaries regarding groups of products is limited to developing capabilities that allow the use of identical operating resources within the group.

	Local characteristics of the operating systems
	Main interactions between local characteristics of operating systems and local characteristics of quality management systems (cont.)

	
	Various decentralized operating systems adapted to unique needs of each market
	Production and development of various products adapted to the unique demands of each country and region
	Autonomous management of subsidiaries in the group
	Operational flexibility and high level of local responsiveness
	Low level of integration between parent company and subsidiaries (and among subsidiaries)
	Local resource management(difficulties sharing group resources)

	Local characteristics (needs) of the 

quality management system
	
	
	7. Development of benchmarks unique to the local subsidiary – suited to local culture and business characteristics.
8. There is a forum of quality managers in the group – to establish guidelines at the level of best practices (seeking a common denominator, “harmonization”).
	10. Development of targeted local training programs.

	
	






	Global characteristics of operating systems
	  Main interactions between global characteristics of operating systems and global characteristics of quality management systems

	
	Operating systems distributed across different strategic regions
	Production of uniform products adapted to global market demands
	Centralized management of subsidiaries in the group
	Global management of resources (efficient utilization of the group’s resources)
	Limited responsiveness to unique local needs

	Global characteristics (needs) of the
quality management system
	1. The group of QMSs (of each of the subsidiaries) are adapted to the strategic operating distribution of the group.
2. The QMSs of the group are centralized and controlled by the Quality Corporate headquarters in the parent company’s country.
	1. Focus on the global market and customer.
2. Uniform infrastructures (uniform resources) for management of the QMSs in the group (technology, equipment, benchmarking).
3. Standardization of workflows and practices (identical workflows within the group to allow production of different products at other sites). Extreme example: Copy Exactly.
4. Uniform work practices.
	1. The group’s QMS is centralized and controlled by Quality Corporate headquarters.
2. Knowledge is centralized at the company headquarters and decentralized among the branches.

3. Sectoral activities are centralized. The quality manager at each company is accountable to the sectoral quality manager and the facility manager.
4. There is a global steering committee or quality council to promote the QMSs and increase integration among them.
	1. Centralized procurement management (using economies of scale in procurement processes).
2. Centralized supplier management.

3. Capacity utilization and regulation among various production sites.
4. Common certification.

5. Common training programs.

6. Transfer of knowledge from parent company to subsidiaries (to develop capabilities and flexibility
	1. Initiatives to strengthen ties with major local customers (to exceed customer expectations).
2. Forums and cooperative activities among quality managers on a regional basis. 

3. Initiatives to develop satisfaction indices for local customers (customer advocacy).




	Global characteristics of the operating system
	  Main interactions between global characteristics of operating systems and global characteristics of quality management systems (cont.)

	
	Operating systems distributed across different strategic regions
	Production of uniform products adapted to global market demands
	Centralized management of subsidiaries in the group
	Global management of resources (efficient utilization of the group’s resources)
	Limited responsiveness to unique local needs

	Global characteristics (needs) of the

quality management system
	3.  Quality targets established by the parent company.

4.   Implementation and oversight over cross-organizational business processes (management of processes distributed across multiple sites).
5.  Adoption of international standards and their application at all subsidiaries.
	5.  Uniform quality indices.
6.  Application of uniform international standards.

7.  Common certification processes.

8.  Common central information system.
9.  Centralized supplier management (clear directives regarding procedures: assessment of suppliers, selection of suppliers).


	5.   When the supply chain is outsourced, there is a function to be filled by the quality manager of the supply chain.
6.   Uniform processes (standardization of processes and infrastructures).

7.   Centralized information system.

8.   Centralized procurement and centralized supplier management.

9.   Periodic audits.

10. The functions of the production quality manager and the development quality manager are separated.

	7. Closing knowledge gaps among workers at various sites to achieve complete local capacity utilization.
8. Benchmarking to assess the efficiency and utilization of operating systems and QMSs.
9. Emphasis on cost improvements and operational effectiveness at the group level.


	4. Initiatives to strengthen ties between regional quality managers and local suppliers.
5. Training programs to develop work skills in a global work environment (attention to cultural differences).

6. Training to reinforce knowledge of and familiarity with regional or sectoral regulations and standards.





	Global characteristics of the operating system
	Main interactions between global characteristics of operating systems and global characteristics of quality management systems (cont.)

	
	Operating systems distributed across different strategic regions
	Production of uniform products adapted to global market demands
	Centralized management of subsidiaries in the group
	Global management of resources (efficient utilization of the group’s resources)
	Limited responsiveness to unique local needs

	Global characteristics (needs) of the

quality management system
	
	10.  A high degree of coordination between parent companies and subsidiaries, and among the subsidiaries.
 *   Involvement in production with a high level of communication within the group regarding R&E, production, maintenance, sales, and quality management.
	11. Identical quality indicators – dashboards – by which each quality manager is evaluated daily, such as customer indices, financial indices.

12. A common central information system (transparency).

13. A comparative evaluation system. Benchmarking to evaluate the activities of the QMSs in the group.

14. Development of common training programs.

15. Common certification processes.

16. Implementation of improvement projects and use of improvement teams in all subsidiaries. 
	
	



	Global characteristics of the operating system
	  Main interactions between global characteristics of operating systems and global characteristics of quality management systems (cont.)

	
	Operating systems distributed across different strategic regions
	Production of uniform products adapted to global market demands
	Centralized management of subsidiaries in the group
	Global management of resources (efficient utilization of the group’s resources)
	Limited responsiveness to unique local needs

	Global characteristics (needs) of the

quality management system
	
	
	17. Continuous improvement by adopting international quality methodologies and implementing them throughout the group, such as CMMI, Six Sigma and Lean.
18. The establishment of a global quality council (or another global body) composed of senior quality managers from all the company’s facilities. The council coordinates, promotes, and reviews activities of the QMSs in the group.
19. Professional seminars, conferences, forums, video conferences for coordination and information sharing.
	
	The region in which the company operates (for economic reasons, to reduce costs) and the competitors that operate there might place pressure on the QMSs of some subsidiaries to compete with others in the region.
     For example: For the company AM, establishing a branch in India (for economic reasons – lower HR costs, etc.) exposes it to competition with large and powerful American companies (in terms of quality as well) operating in India with CMMI5 certification. There emerged demands and pressure by customers calling on AM to present CMMI5 certification – which was not necessarily required in other countries where it operates. AM must therefore acquire CMMI5 certification for the company in India (to match competitors) although CMMI3 suffices for its other branches.
     That is, the requirement of uniformity does not always stand the test of reality, and at times some flexibility and adaptation to competition are necessary.




Summary of Results from the Analysis of Findings

The Needs of the QMS – Fluctuation between Local and Global Characteristics
The reality of global competition points to both local management factors and global management factors, which must be taken into account in the organization’s strategic planning and management with respect to all parts of the organizations.

The mapping conducted as part of the analysis of findings is intended to produce a possible profile of the characteristics of the QMS’s functioning at both the local and global levels, in light of the relevant strategic, operational and marketing characteristics of the multinational company. The mapping is not intended to present a correlation between individual characteristics, but rather to indicate representative patterns of behavior. 

An analysis of the findings reveals a broad spectrum of behaviors along the range between local and global activities on the part of the operating and marketing system as well as that of the quality management system, which is at the center of our study. 

This spectrum of behaviors reflects fluctuation between distinctly local adaptations that address variance in customer needs, market sector conditions, local regulations, legal and political institutions and social norms – which vary by country – and rules 
and standards that are usually established by the head office of the parent company and are reflected in uniform workflows, uniform rules, a shared infrastructure of resources and centralized management mechanisms. These rules and standards are directed at the “global market” and global clients, and take advantage of the similarities and commonalities among different clients’ needs across the world.

In practice, we did not identify purely local or global patterns, but rather a mix of fluctuations between global and local characteristics in varying combinations.
	Local
Local

characteristics
	                    
	Global

Global

characteristics


The local pattern, as an endpoint, primarily reflects the functioning of the QMS of a subsidiary, which is usually focused on responding to the local market and customer. Conversely, the global pattern, as an endpoint, reflects the interest of the multinational company (parent company) as a system, and is focused on creating mechanisms for coordination, integration and the achievement of operational effectiveness, into which the QMSs of subsidiaries are incorporated in an adaptive manner while responding to the requirements and guidelines of the QMS of the parent company (Quality Corporate).

	
	
	

	Responding to local client:
· Focus on local client
· Autonomous activity
· Local adaptations 
· Low level of integration with other QMSs in the group
	                                  Constant dilemma and
                     fluctuation between conflicting interests          
	Operational adaptation and effectiveness:

· Focus on global client
· Pursuit of ways to achieve operational effectiveness
· Group processes
· Efforts aimed at standardization and a high degree of integration with other QMSs in the group


The local and global characteristics of management reflect the need to function effectively and simultaneously across a broad range of internal and external areas that demand attention. Simultaneous attention to local and global needs is, in fact, a representative attribute of systems that cope with conflicting needs of dependence and autonomy, which the literature has dubbed “loosely coupled systems.” Orton & Weick (1990) describe the effort to integrate the conflicting forces of dependence and autonomy as one of the problems stemming from the complexity of multinational companies.

The quality management system as a functional system operating amidst systems of the local environment is also required to address local needs and function in the context of suppliers, customers and internal processes (acting autonomously). At the same time, it is expected to be interactive and coordinated and to support the developmental dynamics of the global operating and marketing systems.

Adaptation mechanisms are intended to ensure activity and integration at the global level. In most cases these mechanisms are the responsibility of the Quality Corporate at the headquarters of the parent company.

The GQM system, guided by the headquarters, is required to support the achievement of standardization and economies of scale across various international distributions of operations through uniform workflows, uniform standards, a shared resource infrastructure, uniform work benchmarks and practices, and centralized management mechanisms.
Explanations and Managerial Rationale for Fluctuations between Local and Global Characteristics of the QMS
In the course of the field study as well as the many interviews conducted and the focus groups (described in the section on methodology), efforts were made to obtain interpretations of and explanations for the findings that point to fluctuation between these two polarized trends. The following are explanations that emerged from an analysis of the field study’s findings:
	Conduct of a Global Nature
	
	Conduct of a Local Nature

	· The parent company strives to integrate activities distributed across different geographical regions.

· Cultivating a sense of identification and belonging among the various parts of the same company located in different parts of the world.

· Developing a cosmopolitan workforce.

· The need for transparency and simplification of management fuels efforts to achieve uniformity across all branches.

· The search for ways to achieve a competitive edge in the global market, with its growing number of players.

· Standardization in order to use shared resources, to achieve operational effectiveness (standardization is possible only when there is a high degree of commonality among products).

· Uniformity as a means to achieving flexibility in the production of goods, and the transfer of products from one branch  to another when there are fluctuations in demand.

· Reducing levels of inventory in various branches (centralized management of procurement and inventory) as an economic interest.

· Utilizing available capacity within the group through close coordination of subsidiary activities and their functional systems, including their QMSs.
	
	· Classical quality management perspectives place the client at the center of activity and therefore maintain the pre-globalization tradition of focusing on the local customer, through local adaptations and attention to the systems of the local environment that affect the customer (they have difficulty seeing the range of clients and their environmentally based needs and systems).

· The lack of a functional systemic approach and strategic perspective, both at the Quality Corporate level and the company level.

· Simplifying what is complex – it is difficult to accommodate the complexity of management through traditional managerial mechanisms and methods, which results in retreating to what is known and familiar.

· Local QMSs have the “maturity” and level of development of large companies that were merged or acquired – it is not necessarily obvious that interaction with the QMSs of other subsidiaries is required, and they continue to operate as they did before being acquired.

· A high degree of homogeneity among all companies (because of diversification strategy|) makes it difficult to integrate different QMSs (different branches – different areas of specialization). 

· The complex, dynamic environment and high degree of uncertainty of a borderless organization result in a retreat to local management practices that are known and familiar.

· An inability to internalize the dynamic “borderless” structure in terms of general management as well as functional management.

· The adaptiveness of the QMS is less proactive than it is compromising towards and accommodating (supportive) of itself, which makes it hard to develop a strategic perspective.

· Classical QMS approaches such as ISO 9001 or ISO 9004, which provide guidelines for quality systems management within organizations, do not reflect the strategic interrelationship required for the management of QMSs in the reality of a global context. These approaches are characterized by a simple process perspective that does not accord with the existing reality of integrated supply chains in the global space.


Balancing Local and Global Needs
As noted, the fluctuation between these conflicting local and global interests reflects the complexity of balancing the local and global needs of the multinational company and its functional systems within the global QMS. This balancing process is represented at a more abstract level by the following graph:
















As noted, the dilemma stemming from the local pattern of QMS behavior and the global pattern of QMS behavior, in combination with the resulting management characteristics, reflects the issue 
of balancing local and global needs that the global QMS must address. This issue becomes more pronounced and significant at higher levels of global development as a consequence of the larger number of local units, their environments and the diverse interrelationships among them.

The fluctuation in the spectrum of behavior along the local-global axis, as reflected in the findings, stems mainly from specific and (usually) inconsistent initiatives that result from the lack of a coherent approach to the issue. The absence of such an approach produces many dilemmas, conflicts of interest and, above all, a great deal of “vagueness” that requires clarification and refinement during the formulation of a strategic approach to quality management in the reality of a global context.

Discussion

The characteristics of local management and those of global management actually represent two different categories of the modes of response resulting from the interaction among different units of the multinational company:
1. A separate local response resulting from the interaction between each subsidiary and the unique organizations and forces in the country in which it operates (local behavior).

2. The intra-organizational combination of the many interactions between the parent company and the subsidiaries and among the subsidiaries themselves (global behavior).

An analysis of the findings clearly indicates that in the global sphere there are both local and global factors, which must be taken into account in the planning and strategic management of the organization, including all its companies and sites.

The QMS as a functional system operating amidst systems of the local environment is also required to meet local needs and function in relation to its suppliers, customers and internal processes (autonomous behavior). At the same time, it is required to interact with, be coordinated with, and provide support for the dynamic development of global operating and marketing systems (behavior based on dependence and integration) in order to meet global needs (Bashan & Notea, 2017).
Simultaneous attention to local and global needs is, in fact, a representative attribute of systems that cope with conflicting needs of dependence and autonomy, which the literature has dubbed “loosely coupled systems.” Orton & Weick (1990) describe the effort to integrate the conflicting forces of dependence and autonomy as one of the problems stemming from the complexity of multinational companies.

The absence of a suitable systems perspective to address inter-company processes, in combination with the lack of an approach to managing strategic, operational and marketing interconnectivity on the part of the global QMS (interactivity), largely obscures the distinction between local management needs and global management needs, and poses many difficulties in balancing them (the dilemma between the sub-system’s needs and those of the super-system).

The findings of the field study point to difficulties in balancing the local and global needs of the QMS. In particular, there is a dilemma between responding to local needs and responding to global needs in the management of QMSs.

The QMSs in the group are first and foremost local systems that have obligations with respect to their products, processes, customers, suppliers and local environments. At the same time, local management is not sufficient for a global QMS, which is expected to address the global interest through combined and integrated activities.
The lack of differentiation in the array of inter-company processes (given the limitations of the current systems perspective, which views the organization and its functional systems as a closed system) and the lack of business insights regarding the array of strategic, operational and marketing interrelations (which provides the basis and rational for the existence of this array of inter-company 
processes) result in a lack of clarity regarding the degree of integration needed among various QMSs in the group in order to respond to the global interest. Many questions arise in this context:

· How might one draw a clear distinction between the needs of the local QMS and those of the global QMS?

· What is the potential contribution of the local QMS to meeting the needs of the global interest?

· How might it provide global value or generate value through activities integrated with other QMSs in the group?

· Which systems would it be worthwhile to integrate with which other systems? (Which is suited to which?)

· What is the level of integration and in which areas?

These questions of course point to the need to define the global value in the context of the integrated functioning of QMSs, which we formulate below.

The questions represent the dilemmas facing the QMSs of subsidiaries (or the operating unit) but in particular the Quality Corporate headquarters, which must play a global role – integrating, coordinating and combining – the need for which increases as the complexity and extent of global development of the company increase (Bashan & Armon, 2019).

The lack of a coherent approach and the significant “vagueness” in this regard result in behavior that fluctuates between absolute autonomy (primarily addressing local needs) and isolated “integrative” initiatives aimed at achieving a level of integration centered on ways to attain operational effectiveness (the economic rationale “reigns”). In the spirit of “operational effectiveness,” initiatives aimed at achieving standardization and uniform processes stand out, and these do not always coincide with local characteristics and needs. Notably, although standardization increases the likelihood of achieving a higher degree of integration and making use of shared resources, it does not guarantee interconnectivity among systems or the ability to operate in a completely self-reliant manner. It is of course necessary to take into account the costs involved in “enforcing standardization” in relation to the expected benefits.

The field study’s findings point to fluctuation between opposing trends, as depicted in the following diagram:
	Autonomous QMS management (local orientation). Low level of integration with other QMSs in the group.
	Fluctuation between opposing

trends:
Isolated initiatives

(lack of a coherent approach

or fixed pattern)
	Efforts to achieve coordination and integration through unification of processes, standardization and centralized management


A mode of operation that is centered on isolated initiatives aimed at combination and integration and is not grounded in a systems perspective or coherent strategic approach results in a broad, dynamic spectrum of behaviors stemming from the need to respond simultaneously to local and global interests in the context of rapid change, a high degree of complexity and the conditions of uncertainty characteristic of the multinational company’s operating environment. 

The global nature of a QMS, which is based on networks, does not take shape in a clearly identifiable manner, because strategic, operating and marketing interconnectivity is not reflected in its style of management. The system operates simultaneously at the local and global levels on the basis of the needs that emerge at each level, neither of which is, for the most part, clearly defined or differentiated in the context of delineating the role or areas of responsibility of the business units. The field study’s findings indicate that there is no clear definition of or differentiation between these areas of activity as they relate to the functioning of the QMS. Consequently, there is a great deal of “vagueness” and ambiguity in differentiating the QMS’s local management needs from its global management needs.

The “versatile” fluctuation between local and global behavior patterns of the QMS, in combination with the management characteristics of each, reflects the practical challenge of balancing local and global needs – or, to use the corresponding terminology: optimization of the sub-system alongside optimization of the super-system – which the QMS faces. The field study’s findings point to many challenges at the managerial 
level in all aspects of balancing the needs of the QMS that stem from bi-directional pressures. These needs, which are usually in conflict, are all the more intense because they are not backed by an organizational perspective that facilitates their differentiation and management.

The implementation of QMSs without taking into account the strategic, operational and marketing interconnectivity among companies not only prevents properly addressing different needs within the system, but also undermines the realization of global interests that the QMS is meant to support. Under these conditions, the global QMS, which is expected (in parallel to the local level) to support the global marketing and operating systems, has difficulty providing such support and thereby actualizing one of its main functions within the multinational company.

A clear strategy is required for the functional assimilation of the global QMS and the establishment of clearly defined integration mechanisms among its various local systems, based on the appropriate global connectivity (strategic, operational and marketing) in order to realize the support required of it in global operations and marketing.

Conclusions and Vision for the Future
Examining the Suitability of Generic Approaches to Strategic Management of Multinational Companies for the Functional Management of the Global QMS
The need to formulate a strategic approach to GQM and the question of balancing the local and global needs of the QMS have been examined throughout the article.

One of the accepted definitions of a global competitive strategy (Feigenbaum, 2003) consists of a future vision for the organization and the establishment of appropriate strategic capabilities and their utilization to meet existing and future needs of (local and global) customers and other stakeholders more effectively than (local and global) competitors.

Considering that the functional strategy of a multinational company must adapt itself to the company's overall strategy, it would be worthwhile 
to conduct a close examination of the suitability of multinational companies’ strategic management approaches for the functional management of the QMS and for the coordination of its needs at the local and global levels. A comprehensive analysis should be conducted to examine the behavior patterns of QMSs (as they emerged from the field study’s findings) in relation to the characteristics of three major generic (corporate-level) strategies for the management of multinational companies, as presented below:
1. A Multi-Local 
or Multinational Strategy

A multi-local strategy is one in which strategic and operational decisions are decentralized to the level of the strategic business unit in each country, in order to facilitate the adaptation of products to the local market (Ghoshal, 1987). A multi-local strategy focuses on the competition in each and every country. Multi-local strategies make it possible to adapt products so as to meet special needs, match the preferences of local customers and maximize the company’s competitive responsiveness to the unique needs of each market (Taggart & Hood, 1999). 

2. Global Strategy

In contrast to a multi-local strategy, a global strategy presumes relative uniformity among products across the markets of different countries (Ghoshal, 1987). The competitive strategy is therefore centralized and controlled by the corporate headquarters in the parent company’s country. The strategic business units operating in each country are interdependent, and the head office in the parent company’s country is expected to integrate them. A global strategy is one in which uniform products are offered in the markets of different countries and competitive strategy is dictated by the corporate headquarters in the parent company’s country. Global strategy focuses on economies of scale and the pursuit of economic efficiency, and offers improved opportunities to exploit innovations developed at the corporate level or in other markets in a specific country.

3. Transnational Strategy

A transnational strategy aims to achieve both global efficiency and responsiveness to local needs. The realization of these goals in tandem is, of course, difficult because the first objective requires extensive global coordination that conflicts with the second objective, which requires local flexibility.

Implementation of a transnational strategy requires “flexible coordination” – a system that combines a shared vision with personal commitment (Bartlett & Ghoshal). It is difficult to implement a purely transnational strategy because of its conflicting objectives. Nonetheless, a transnational strategy, if implemented effectively, yields better results than those of the two other corporate-level strategies.

The challenge 
of balancing local and global needs, as a key issue emerging from our study of global quality management, points to the need for further research to examine the behavior patterns of QMSs in relation to these three generic strategies. The aim would be to assess how and to what extent the characteristics of these generic strategies are reflected in the functional management of the global QMSs examined, and whether it is possible to identify a dominant pattern that would support the adoption of one of them as a guiding strategy.
























Profile of the global mode of operation
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Main interactions between local characteristics of operating systems and local characteristics of QMSs 
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Stage 2 of Analysis: Expansion of the local mapping process and division into subcategories – local characteristics of operational and marketing systems cross-referenced against existing local characteristics of QMSs that emerged from the field study findings


  שלב ניתוח 2: הרחבת תהליך המיפוי הלוקלי בפריסה לקטגוריות משנה – מאפיינים לוקליים של מערכות תפעוליות ושיווקיות:


                         בהצלבה למאפיינים לוקליים קיימים של מערכות איכות, כפי שעלו מממצאי מחקר השדה 





2.1 Representative Local Profile
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2.2 Representative Global Profile





Stage 2 of Analysis: Expansion of the mapping process and division into subcategories – global characteristics of the operating and marketing systems cross-referenced against existing global characteristics that emerged from the field study findings





26





Main interactions between global characteristics of operating systems and global characteristics of QMSs 
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Fluctuation along the axis





Marketing rationale





28





Operational rationale





Graphic Representation:


Fluctuation between the actualization of local needs and of global needs of management systems


No distinct trend or correlation ratio





Local











Local management of resources








Operational flexibility and high degree of local responsiveness





Low degree of integration and coordination among subsidiaries





Autonomous management of subsidiaries in the group





Locally adapted development and production of goods








Local operating systems





Global





Collective management of resources





Centralized management of subsidiaries in the group





Lack of operational flexibility, limited responsiveness to local needs





Production of uniform goods adapted to global market demands





High degree of integration and coordination among subsidiaries in the group





Operating systems distributed across strategic regions














�OR: integrating, regulating 





But because the article uses the terms ‘integration’ and ‘regulation’ in other contexts, I think ‘balancing’ is best. It conveys the original meaning of וויסות in this context.


�OR – functional business system


To avoid confusion with ‘functional system’ in the more common (biological) context


�





תרגום מילולי – “environmental systems” זה מונח מתחום איכות הסביבה ולכן מטעה


�


Suggested insertion for logic in English (since the ability does not create the challenge)





"היכולת להגיב ... למגוון השינויים ... מעמידים את סוגיית וויסות הצרכים..."


�מילה נרדפת ל-clear ואולי יותר מצלצלת בהקשר הזה, מצביעה גם על אחידות\עקביות


�במקור:


"המאמר מעלה לדיון את סוגיית הערך הנובע מוויסות צרכים לוקליים וגלובליים הנדרשת להיות מעוגנת בפיתוח תפיסה אסטרטגית ברורה"





שאלה - האם "נדרשת" מתייחסת ל-"סוגיית הערך" (היות ו-"וויסות" זה זכר)? 


�לגבי הטקסט באנגלית במקור:


אולי – innovative ? (שם תואר)


מבחינה דקדוקית innovating זה פועל ולכן פחות מסתדר


�מומלץ או להמשיך בשורה הקודמת, או להכניס רווח (שורה 'ריקה') כאן. 


להבדיל מעברית, באנגלית לא נהוג להתחיל שורה חדשה אלא אם כן מדובר בפסקה לגמרי חדשה ואז מכניסים רווח בין השורות


�לא ברור.


נראה שאולי צריך להיות אחד מהם - או levels או stages ?


�התנהלות





אין תרגום מדויק, תלוי בהקשר.


יכול להיות גם –


conduct, mode of operation





אבל לדעתי CONDUCT זה יותר נקודתי (או אנושי)





יש הרבה מחקרים על systems behavior  ו- organizational behavior אז לרוב השתמשתי במילה הזאת


�OR: patterns of action


דרכי פעולה





בהמשך כתוב "דרכי תגובה"  באותו הקשר


�דרכי תגובה


(למעלה כתוב דרכי פעולה)


�global quality value?


"�גוף המטה Quality Corporate"





I'm not familiar with this use of the term "quality corporate" as a noun and I could not find any examples on the internet where it is used this way. 





Some dictionaries do recognize "corporate" as a noun but all the examples they offer use it in plural form to mean "corporations" (though "corporate" is sometimes used as slang or shorthand to refer to corporate headquarters). 





But corporate quality assurance (CQA) is a familiar concept. So perhaps:


"the headquarters responsible for corporate quality assurance (CQA)"


and continue to use the term CQA headquarters later in the document?





�לא במקור – הוסף לצורך הניסוח אנגלית


�Or: adjusting, refining


(‘directing’ and ‘guiding’ do not work in relation to ‘needs’)


הכוונתם


�Or:


global development of QMSs





�בעברית כתוב "חברות לאומיות" 


אבל לפי הקשר ויתר המאמר תורגם כ- "רב-לאומיות"


�"מנסים לשלב בין הקטגוריות הנוצרות על ידי יצירת קישורים ביניהן" (ציטוט)





אין גישה למקור כדי להכניס את הציטוט המקורי אז תורגם בלי מרחאות. לחלופין:


. . . . by linking them





�מדרגי התפתחותה


stages of development?


�Or – head office


�Or: field office, affiliate


�Or: CQA headquarters


�Or – QA managers


�Not normally used as a noun in this way.


Perhaps “corporate headquarters”


�מנהל מפעל


Or: operations manager


�Or: centralized


�Or: centralized


�Or: Combining, Unifying


�נוהלי עבודה


Or – operating procedures


�תהליכי עבודה


Or – work practices


�נוהלי אב


�סדרות  - הכוונה לסדרות ייצור?


�תקנון





לגבי סטנדרטיזציה – בהקשר הזה יותר מתאים לתרגם כ- standards כי בהמשך המשפט מוסבר שחברת האם מנחה אותם. לכן –


standards . . .  established by . . . (=standardization)


�יחס מנחה תורגם כ – correlation ratio


�Or – challenge


במקור - סוגיית


�This paragraph already appeared above


�Or – inter-organizational


�Or - executive


�מומלץ


�Or – multi-domestic


�במקור 'סוגיה' – אבל אפשר CHALLEGE כדי לא לחזור על המילה פעמיים בשורה הראשונה וכדי להתייחס לכותרת
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