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I t  wasn ’ t  cus tomers  who took  the  in i t ia t i ve  
to  want  qua l i t y.  En t repreneurs  w i th  bus iness  
ingenu i ty,  as  we l l  as  v is ionary  indus t r ies  
seek ing  an  edge in  the  cus tomer ’s  mind ,  
surpr ised  them wi th  qua l i t y  they  were  no t  
expec t ing .  Bu t  today,  cus tomers  have  
a l ready  lapped up  the  new tha t  bus inesses  
o f fe red  them.  They ’ve  reversed  indus t ry ’s  
dominance over  them.  I t s  qua l i t y  cus tomers  
want  (QCW),  and  cus tomers  have  learn t  
to  command i t ,  mak ing  indus t r ies  bend 
backwards  to  p rov ide  QCW.

Changing serv ice  ru les:  Le t ’s  go  back  
a  cen tu ry  to  see  how indus t ry  ra ised  the  
qua l i t y  sense  o f  the  cus tomer.  In  1907,  
19-year -o ld  J im Casey  bor rowed $100 to  
found a  s ix -b icyc le  messenger  serv ice  
tha t  la te r  went  on  to  cha l lenge Un i ted  
S ta tes  Pos t  Of f i ce  (USPO) ,  in  ex is tence  
s ince  1775.  Ca l l ing  the  company Un i ted  
Parce l  Serv ice  f rom 1919,  UPS to ta l l y  
surpr ised  peop le  w i th  fas te r  and  qua l i t y  
home de l i ve ry  cour ie rs .  Jus t  imag ine ,  up  to  
1906 nobody  even bo thered  to  th ink  beyond 
the  Pos t  Of f i ce  to  rece ive  parce ls .  Th is  
qua l i t y  bus iness  mode l  educated  Amer ican  
masses  tha t  an  a l te rna t i ve  beyond USPO is  
poss ib le .  I t  k i cked  o f f  cus tomer  expec ta t ion .  
Sens ing  oppor tun i ty,  compet i t ion  then  

jumped in  w i th  d i f fe ren t ia ted  serv ices .  
F rom here ,  cour ie r  serv ice  ba l looned in to  a  
b ig  indus t ry,  compe l l ing  the  Government ’s  
$65 .71  b i l l i on  USPO to  downs ize  every  year  
by  c los ing  down pos t  o f f i ces .  Converse ly,  
the  top  th ree  cour ie r  compan ies  con t inue  
t o  g r o w  l i k e  U P S  w i t h  $ 5 3 . 1 b n ,  F e d E x  $  
3 9 . 3 b n ,  a n d  D H L $ 5 2 . 7 6  i n  2 0 11 .  To d a y,  
U P S  a l o n e  d e l i v e r s  o v e r  1 5  m i l l i o n  
packages  every  day  to  6 .1  mi l l i on  cus tomers  
in  more  than  220 count r ies .  To  s tay  in  
bus iness ,  indus t ry  has  no  cho ice  bu t  to  
p rov ide  be t te r  QCW.

World Wars raised the quality bar:  Two 
bloody World Wars that c laimed ~80 mi l l ion 
l ives contr ibuted tremendously to industr ia l  
qual i ty upgradat ion. Qual i ty obsession was 
tremendous to win the war.  The Al l ies were 
not prepared for Hit ler ’s war weaponry aimed 
to prove Germany’s technological  power.  
America had to beef up research to make 
weapons of higher qual i ty.  From 1942 to 
1945, Al l ies vs Axis was purely a qual i ty 
f ight of  weapons superior i ty.  Hi t ler ’s ul t imate 
dream was 1000 years of  worldwide Nazi rule.  
Even the simple fence pi l lars of  Auschwitz 
concentrat ion camp were wel l  bui l t  a l though 
they were rapidly constructed in 1940. The 
conclusion we can draw from histor ical  
evidence is that defence industry dur ing the 
World Wars also raised qual i ty bar.

Japanese changed European auto  
industry  ru les:  Even dropp ing  the  a tom 
bomb in  Wor ld  War  I I  cou ld  no t  c rush  
Japan ’s  human co l lec t i ve  ingenu i ty  to  come 
ou t  f rom the  des t ruc t ion .  They  have  taken 
a  s ing le  po in t  va lue  add i t ion  to  the  wor ld  
wh ich  i s  qua l i t y.  Europeans  inven ted  the  
au tomob i le ,  the  Japanese inves ted  in  QCW. 



I  remember  dur ing  my bus iness  t r ips  in  
the  1980s  to  the  US,  I  was  fasc ina ted  w i th  
Japanese cars  booming  in  US marke ts .  Bu t  
Japanese cars  had  a  hard  t ime en te r ing  
Europe as  p ro tec t ion ism d iscouraged a  
Japanese manufac tu r ing  hub  here .  My 
French  au to  dea le r  wou ld  say,  “Care fu l ,  
i f  you  have  an  acc iden t  you  have  to  wa i t  
2 -3  months  fo r  Japanese spares .  A lso ,  
insurance  cos t  i s  exorb i tan t . ”  In  those  days ,  
Europe was  se l l ing  a  bare-bones  car ;  you  
had to  pay  ex t ra  fo r  op t ion  o f  accessor ies  
such  as  a i r  cond i t ion ing ,  mus ic  sys tem 
and o ther  fea tu res .  Indus t r ies  regu la t ions  
were  ga lo re ,  you  had to  d r i ve  the  f i r s t  
1 ,000  km a t  a  cer ta in  speed,  serv ice  i t  
a f te r  1 ,500  km,  pay  fo r  the  second serv ice  
s ta r t ing  5 ,000  km and so  on .  In  one  fe l l  
swo-op  o f  ingen ious  qua l i t y,  the  Japanese 
handed over  the  car  keys  to  the  buyer.  Fu l l y  
loaded w i th  a l l  fea tu res ,  the  car  o f fe red  
f ree  serv ice  a f te r  10 ,000 km and you  cou ld  
d r i ve  a t  whatever  speed f rom Day One.  The 
Japanese s imp ly  showed cus tomers  how to  
inc rease  the i r  “want , ”  es tab l i shed QCW in  
Europe and changed the  ru le  o f  the  marke t .

QCW for  push-car t  or  BMW?  One day  
in  Ko lka ta ,  I  found a  f lamboyant  person  
dr iv ing  a  soph is t i ca ted  BMW conver t ib le .  
A longs ide  h im was  a  push-car t  w i th  a  f ron t -
pu l le r,  a  back-pusher  and  th ree  peop le  in  
the  cen t re  ho ld ing  the  merchand ise .  Bo th  
the  r i ch  and  poor  were  en joy ing  Ko lka ta ’s  
w in te r  b reeze  under  the  open sky.  Which  
cus tomer ’s  requ i rement  shou ld  the  QCW of  
th is  road  be  based on ,  the  BMW conver t ib le  
tha t  needs  a  smooth  road  or  a  d i r t  road  that 
would be f ine for the push-cart? Living with 
extreme tolerance in India’s diversity, we’ve 
not been able to appreciate quality at the mass 
level. These past 60 years the common man’s 
been dependent on different party polit icians 
claiming to represent the poor, There’s no 
single point of good and bad, as laid down in 
non-Hindu, one-God rel igions, so it ’s diff icult 
to identify the quality that polit ics requires in 
this mult i-cultural society. Similarly i t ’s diff icult 
to imagine what collective QCW to apply. 
Without commonly set standardised norms, 

i t ’s clear that business houses have a great 
opportunity to drive the QCW delivery model.

Ind ian masses require  advanced smal l  
machine for  l ive l ihood generat ion:  In  
deve loped count r ies ,  inven t ion  th rough 
indus t r ia l  des ign  fo r  d i f fe ren t  t ypes  
o f  mach ines  has  ra ised  the  l i ve l ihood 
and l i fes ty le  o f  the  masses  even dur ing  
the  Grea t  Depress ion .  Ind ia ’s  masses  
s im i la r l y  requ i re  modern  por tab le  mach ines  
incorpora ted  w i th  mechan ica l  and  d ig i ta l  
eng ineer ing  fo r  the i r  l i ve l ihood.  The 
backbone o f  the  count ry ’s  work ing  c lass  
s t reng th  i s  the  smal l  fa rmer  to  independent  
en t repreneurs  in  mu l t ip le  domains .  Th is  
young genera t ion  o f  se l f -employed workers  
has  huge urge  to  g row in  l i fe  bu t  in  the  
absence o f  p roper  mach ines  to  ease  the i r  
work  they  cannot  earn  more .

For  deve lop ing  such  eng ineer ing  p roduc ts ,  
we cannot  a lways  go  to  deve loped count r ies  
to  ge t  des igns  as  they  don ’ t  unders tand  the  
d iverse  qua l i t y  de f in i t ion  o f  Ind ia ’s  common 
peop le .  I t  i s  t ime fo r  the  Ind ian  indus t ry  
to  lead  the  way  in  ra is ing  the  except iona l  
qua l i t y  bar  fo r  masses  o f  Ind ia .  Ind ian  
workers  qua l i t y  consc iousness  has  r i sen  
f rom in f luence  o f  g loba l i sa t ion .  The  Ind ian  
indus t ry  need to  p rov ide  these  evo lved  
workers  h igh  qua l i t y  s tandard  mach ines  tha t  
“ reduce e f fo r t ,  i nc rease  comfor t ” .  “Reduce 
e f fo r t ,  i nc rease  comfor t ”  i s  a  f ramework  fo r  
eng ineer ing  p roduc ts  I ’d  es tab l i shed and
wro te  about  in  my book  Ja leb i  Management .  
Eng ineer ing  p roduc ts  manufac tu re rs  
can  app ly  th is  f ramework  fo r  des ign ing  
p roduc ts  th is  work fo rce  can  use .  Th is  w i l l  
make the  work fo rce  more  sk i l l ed  w i th  the  
consc iousness  o f  a  new k ind  o f  QCW tha t  
the  Ind ian  indus t ry  can  p rov ide  them.  Do ing  
so  can  change the  face  o f  the  count ry ’s  
economy in  nex t  decade by  deve lop ing  poor  
peop le ’s  work ing  sk i l l .  I s  i t  no t  the  t ime fo r  
Ind ian  indus t ry  to  ra ise  the  way  UPS and 
Japanese d id?
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