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Abstract 
The current article is concerned with basic aspects connected with improvement of crisis 
management activities employed by economic operators. The work presents the crisis man-
agement model with its fundamental phases and identifies TQM tools that might be applied 
in all of these phases. The analysis included in the work has been supported with research 
conducted on companies located in northern Poland. 
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1. Introduction 

 During their operation, not only do companies have to react to environmental 
circumstances but also must consider the necessity to meet increasingly high ex-
pectations of customers on the one hand, and minimize costs on the other. There-
fore, they keep searching for mechanisms that would help them to operate on the 
market efficiently. However, due to their imperfections, these mechanisms do not 
allow companies to fully achieve all of their goals  hence the need for improve-
ments in certain areas of companies’ operations. One way of doing so might be To-
tal Quality Management. It can be applied both during normal operation of a com-
pany and in critical situations, which affect companies more and more frequently. 
These situations might impact the whole organization or its individual areas. In or-
der to deal with problems effectively, economic operators should employ crisis 
management approaches comprising anticipation, prevention and reaction activi-
ties. Moreover, it becomes important that an appropriate set of tools is chosen for 
a particular situation that a company finds itself in. 
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 The aim of this article is to identify TQM tools applicable at various phases of 
crisis management by presenting the results of the research on the use of TQM 
tools. 

Crisis management and companies’ quality improvement 

 The source literature provides a number of works on crisis, perceiving it as 
a situation or state (Czarnecki, Starosta, 2014). R.M. Barton defines it as an unfore-
seen event that often has negative consequences such as lower production, redun-
dancies, loss of revenue and tarnished image (Barton, 1993, p. 12). Several phases 
of crisis management have been identified: 

 
Figure 1. Crisis management phases 
Source: own work based on Krzakiewicz, 2008, p. 33. 

 Figure 1 shows a division of crisis management into four phases and is related 
to a set of actions taken before, during and after a crisis. It should be pointed out 
that Phase 4 – Recovery, which finishes the cycle, leads to Phase 1, the purpose of 
which is to prevent another crisis. 
 At various phases of crisis management, the organization has to face a number 
of problems. In Phase 1 they stem from insufficient data and are related to identify-
ing reasons and symptoms of a critical situation. They are also connected with de-
termining the onset of the crisis and its further development. Phase 2 – Prepara-
tion generates questions connected with organization of the management system, 
as well as with methods of managing an organization during a crisis. Phase 3 – Re-
action to a crisis is the stage when a company has to outline the strategy and op-
erational activities, the purpose of which is to deal with the crisis and socio-
psychological aspects of the company’s operation. Finally, Phase 4 – Recovery of 
an organization after a crisis comprises issues related to analyzing and assessing 
the crisis, as well as to the elimination of its effects (Krzakiewicz, 2008). 
 Despite continuous development, companies are not able to avoid critical cir-
cumstances completely. However, such improvement activities might mitigate in-
tensity of crises and lower their frequency. Therefore, it is very important to search 
for concepts, methods and tools that would allow economic operators to improve 
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their operation in various areas. In the literature of the subject connected with the 
crisis management there are description of using several method and techniques 
from different areas of management, which are f.eg.: decision making (f.eg. Ander-
son 1983, pp. 201–222) or communication (f.eg. Seeger and Ulmer 2001, pp. 369–
376). There are also other areas of management which could be helpful for crisis 
management. One of such concepts is Total Quality Management, defined in the 
source literature as “continuously developing management system consisting of 
values, tools and techniques aimed at increasing internal and external customers’ 
satisfaction, combined with lower resource consumption.” (Szołtysek, 2005, 
pp. 55–56). Total Quality Management is connected with a set of tools which have 
been discussed in a number of works on the topic (Zieliński, 2014; Dahlgaard, 
Kristensen, Kanji, 2002; Karaszewski, 2005; Thompson, Koronacki, Nieckuła, 
2005). It seems crucial to ask the following research questions: 
— Do companies use the tools of Total Quality Management in crisis manage-

ment? 
— What Total Quality Management tools might be used at various phases of crisis 

management? 

TQM tools for quality improvement at various stages  
of crisis management 

 This article contains research on application of TQM tools in crisis manage-
ment, with its methodology presented in Fig. 2. TQM tools are widely described in 
the literature of the subject. The most common groups are: seven basic quality tools 
and seven new quality tools, completed by other common tools like f.eg. QFD, 
FMEA or benchmarking (f.eg. Dale 2007, pp. 336–381). 
 Firstly, the research focused on analyzing companies’ awareness of TQM tools 
in crisis management. It turned out that the majority of companies did not apply 
Total Quality Management tools in crisis management (57%), which could have re-
sulted from the lack of knowledge on possible usage of this kind of tools and the 
advantages they might bring to companies. It could also be connected with incor-
rect identification and understanding of individual phases of crisis management and 
actions to be taken at each of them. 
 Then, the research focused on identification of Total Quality Management 
tools used by the companies in crisis management approach. The results have been 
included in Table 1.  

The results refer only to those companies that manage crisis with using of To-
tal Quality Management tools. It should be mentioned that they focus mostly on 
identification of errors and flaws, as well as reasons of their occurrence. 
 Thus, it seems important to make an attempt to construct a set of Total Quality 
Management tools that could be applied at various phases of crisis management. 
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Figure 2. Research methodology 
Source: own work. 

Table 1. TQM tools used by companies in crisis management 

Techniques of generating ideas 20,0% 

Flaws identification tools 55,0% 

Cause and effect diagrams  55,0% 

Control charts  68,3% 

Don’t know 6,7% 

Source: own work. 

Figure 3 presents techniques suggested for Phase 1, that is, crisis prevention. 
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Figure 3. TQM tools applicable in Phase 1 – crisis prevention 
Source: own work. 

 In Phase 2 – preparation for a crisis, the following tools could be used: 

 
Figure 4. TQM tools that could be used in Phase 2 – preparation for a crisis 
Source: own work. 

 In the next phase, that is reaction to a crisis, companies might use the tools 
presented in Fig. 5. 
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Figure 5. TQM tools that could be used in Phase 3 – reaction to a crisis 
Source: own work. 

 Figure 6 shows the tools that could be used in the fourth and final phase – re-
covery, when company’s reaction to the crisis is assessed. 

 
Figure 6. Total Quality Management tools applicable in Phase 4 – Recovery 
Source: own work. 

 The above division distinguishes tools actually used by the companies (in 
grey) and the ones that could additionally be used to enrich individual phases of 
crisis management (in white). The range of selected tools could be later expanded 
with techniques relevant for a specific market branch or type of economic operator. 



TQM tools in crisis management 33 

2. Conclusion 

 The current article has presented a holistic approach to application of Total 
Quality Management tools by organizations. The above discussion refers to pro-
duction as well as service companies of any business type. Therefore, the division 
described in the article could be expanded later by tools applicable to specific busi-
ness types on the one hand, and the kinds of crises affecting companies on the 
other. 
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NARZĘDZIA TQM W ZARZĄDZANIU KRYZYSOWYM 

 Niniejszy artykuł poświęcony jest podstawowym aspektom związanym z doskona-
leniem podmiotów w obszarze zarządzania kryzysowego. Opracowanie prezentuje mo-
del zarządzania kryzysowego z jego fundamentalnymi fazami oraz identyfikuje narzę-
dzia TQM, które mogą być wykorzystane we wszystkich tych fazach. Analizy zawarte 
w opracowaniu zostały poparte badaniami przeprowadzonymi na przedsiębiorstwach 
zlokalizowanych w północnej Polsce. 

Słowa kluczowe: zarządzanie kryzysowe, TQM, narzędzia jakości. 


