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Nomenclature

TQM:.Total Quality Management

QFD: Quality Function Deployment -

JIT: Just In Time-

PDCA: Plan, Do, Check and Act

- ISO: International Organization for Standardisation
WWII: Second World War

4 MBNQA: Maléolfn Baldrige National Quality Award
EQ_A: Européan Quality Award |
JQA: Japan Quality .Awérd

SQA: 'Si}lgapore Qﬁality Award

AHP: Analytic Hierarchy Process

IR: Inconsistency Ratio

‘SPSS: Statistical Package for Social Séiences

‘ ANOVA:‘Analysis. of Variance |

L1: Vision

L2: Mission

L3: Strategy

L4: Communication

Ls: Empowerment

L6 Trust

L7: Team development

LE: Leadership Excellence

L: Leédership

TE: Training and Education
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FC: Focus on Customer

PM: Process and measurement

CI: Continuous improvemeht
QIDW: Quality in Daily Work

QP: Quality Planning |

QC: Quality Control

QrL: Qualify Improvement

AP: Adaptatioﬁ and preparation
~ QC*: Quality Circle

QCT: Quality Circles Team

IPCQS: Identify the préblem in the current quality systefh
CF: Select the factors to be evaluated
MQ: Measuring the quality service
SA: Sensitivity analysis -
PCDA: Plan-Do-Check-Act stage

LSD: least-significant difference
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Abstract

Primaryv health care is the first stage for the national health. As such it is considered as the first
stage of communication between the citizen, family and the society. The main objective for any
primary healthcare is to meet the need of the individual at high quality, and improve the
performance of the healthcare system. The quality here is what the patient receives with regard to

excellent and safe medical and health services.

According to the available literature and based on the author’s many visits and preliminary
_ ~ — T—— o —_ . -

investigation regarding Libyan healthcare sector in general and Tripoli healthcare sector in

particular, it))as been proven that the reality of government hospitals in Libya is that: these

hospitals are facing many problems opposing their improvement, continuity and ability to compete.

Based on a series of comprehensive“ questionnaiﬁs the weakness in the cufrent system are
identified and also found that Total Quality Management (TQM) would provide the solution for
Libyan Healthcare system TQM is a way of managmg to 1mprove the effectweness efﬁmency,
flexibility, and competitiveness of a business as a whole. The literature 111ustrated that there are
many models and frameworks in the field of TQM. However, the quality gurus have never agreed
‘about a specific framework or implementation procedure. In addition, there is lack of a general model in
health care, and there is no clear agreement as to the way in which TQM shoulo be implemented in
a health care sector. Therefore, the focus of this study is to identify an appropriate TQM framework
for Libyan health care organisations and benchmarking them and distinguish their competitive

advantage, in order to achieve performance excellence.

A comprehensive literature review related to TQM is carried out to have a clear 1n51ght into the

e N—

TQM and its application in health service. @ quesuonnalre survey method 1s adopted to gather the;_

f data and ;nformatlon Wthh form the basis for the development of the proposed TQM framework.

J—"' o —

Statistical Package for the Soc1a1 Smences _SPSS and Analytical Hlerarchy Process AHP are
u_tllisgd to analyse the collected data and views from.managers and employees in the organisations
under investigation. In addition, in order to achieve the aim of this study two models are developed
and TQM framew'ork that covers most aspects of TQM starting from top management awareness

until even promoting continuous improvement is developed.

The verification and v vahdatlon process of the proposed TQM framework and its 1mplementatlon

~ stage implied that the proposed framework factors and stages are important for 1mprov1ng the

quality performance of healthcare service in the orgamsatlon under investigation.
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1.1. Introduction:

Total Quality Management (TQM) is a management approach for an organisatidn centred
on quality, based on the participation of all its members and aimed at meeting customer
expectations (Shoft and Rahim, 1995). Moreover, implementing total quality programme
requires pos_itive, very visible and effective leadership from all levels of rhanagement
(Koch, 1993). There is now general recognition in Libyan health caré of the need to have
in place formalized structures' and prbgramines, Whicﬁ continually monitor and evaluate
irriprovérrients. According to Evans (2008) manageré recdgnised that the "quality of
management” is as important as the "management of quélity". He also started
organisations to integrate the principles of quality management system; the concept of
total quality managément has become more popular. Quality is the new meaning of the
organisation at the level of perforrnaﬁce excellence, rather than narrow or engineering
technical production based bn discipline ahd permeated every aépect of running the
organisaﬁonﬁ

This research will focus on the changes taking place in quality systems in Libya as part
of a comprehensive and broad ranging refoﬁn programme, aimed at developing a health
system ablev to | provide high quality health services to the Libyém people. It ‘also
encompasses an attempt to specify the role of leadership and human resources in 'wérking
out the features of this system. .

The policy on primary hcalthcafe is built on thé princ;iple of providing health services for
evefyone that has been: approved by the Geperal Congresses. As for the national strategy
for primary health care, it constitutes the basis for the health system in Libya, which hasA

been approved under resblution of the General People's Committee. In Libya, more than
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750 centres for primary health care were available, along with 82 hospitals and medical
centres. Twenty grouped cliﬁics were prepare and supélied with modern current medical
equipments to cover defect in’ medical and assisting medical staff, according to
cooperation and integration agre;emcnts (The Libyan health populism commﬁtee, 2004).

Nowadays; improving the health services in d.eveloped countries is a missiqn as reported
widely in tﬁe news. This mission is even more difficult to achieve in developing couhtries
due to the limited resources and social economic difﬁculties, this is one of the méin
barriers not only in the health services, but also in many other public sectors. According
to the available literature aﬁd based on my many visits and.preliminary investigation
about Libyan healthcare sector in general and Tripoli healthcare sector in particular, it has
been proven that the reality of govemment hospitals in Libya is that: these hospitals are
.facing many problems opposing their improvement, continuity and ability of competiﬁon.
Health care is going through essential change;s and the present health care climate
changes on a daily basis (Rad, 2005). For these réasons, we should adopt the modemn
styles for confronting and conveying these challenges for Libyan healthcare organisat_ions ,
whiéh need to improve thei; performr;tnce in terms of quality care, and reaching excellent
perfo'rménce at all levels operation in each professional ﬁeld within the organisation, and

at all stages.
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1.2. Aims and objectives:
The aim of this research is fo develop an appropriate‘ TQM framework for achieving
performahce excellence in Libyan healthcare organisations. and benchmarking them and
distiﬁguish their competitfve advantage. The proposed framewerk can be used for:

o vDeveloping a new system to measure performancet in Libyan hea}theare.

¢ Continuous improvement.

¢ Identifying a culture that strongly focuses on quality pve{fenm}_nce.'

» Helping in developing and modemnising service performance measures.
The aim of the research will be achieved throegh the following objectives:

. Review the current healt'hcare system in Libya.

J Review the literature comprehensively to identify and develop appropriate
research method(s) in order to identify weakness in the current system and heip in
developing and justifying the proposed framework.

e Assess the current organisational culture in Libyan healthcare in order to ensure

s

' ' . ‘ T
that the developed framework fits into the culture aspect. In other words, identify . >

Ehe organisatidnal culture that is required for implementation of TQM., and
T - s . RN [T o )

et e e

i N

cofnpafe this with the situation that currently exists within Libyaﬁ healthcare. .

e Develop a TQM framework that is appropriate for Libyan healthcare, which will |
support the development of maﬁagers and employees at different levels in the
orgahisation, and to identify the skills required to successfully implement
changes.

e Provide an implementation procedure.

». Propose a set of recommendations for continuous improvement.
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1.3. Problem Background:

Undoubtedly, quality is a dream and goal for everyone working within health care
(Jackson, 2001). However, the rea_lity,bf govemment ﬁospitals in Libya is that these
hospitals are facing much opposition to their improvement, c_gliix’lu/ity and ability of
- competition. The most important problem is the low level of health service offered to
patients. This situation created a climate of mistrust between patients and thesé hospitals.
This led to many patien;ts seeking medical attention, however; although thé government
invested considerable amounts of money for buildings, tools, equipments and medical

- staff within these hospitals an_d_ health centres, also, these hospitals have no ability to
compete with medical organisations abroad which, burdens the government with more
Aloss‘es. There are also many problems relating management, workforce and medical

services beneficiaries.

1.4. Overvieﬁ of the Thésis:
The thesis is organised into ten chapters as follows:
e Chapter one: This chépter illustrates the introduction about Total Quality
Management, the researph aims and objectives, problem backgroﬁhd and the
justification of using TQM for confronting the challenges that face Libyan

healthcare organisations.
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o Chapter two: In this chapter an overview about Libyan health care services is
establishéd and data and information about éddpted policies, characteri'stics,
'difﬁﬁ:ulties and quality system in the field of healthcare are collected. The
main deliverable of this chapter is to provide a clear understanding of the
Libyan healthcare and identify Libyan healthcare policies and problems in the

current quality system.

e Chapter three: In this chapter some common concepts ‘and definitions of
Quality and TQM is introduced. Clear understanding of total quality
fnanagement by highlighting the important aspe.cts and perspectives pertained
to implemenﬁng TOM in hospitals and health care. In addition, the historic
evolution of TQM and its factors are reviewed. The main deliverable of this
chapter is to presént and document on the intelléctual and philosophical

frames of TQM and performance management in the public sector.

o Chapter four: This chapter review of the literature on qualify management in
order to q}gﬁfy quality factors and litefqtilre suﬁpo_rt. Short presentations ‘of
the moét important TQM factors that are ggggra}lly accepted by many |
researchgrs are discussed and presented, which are: Leadership, T rafning and
Education, Focus on customer, Process and measurement ar;d Contiﬁuous
Improvement. In addition, the different National Quality Award, models and

frameworks offered by experts that can help organisations in the




CHAPTER ONE . - ) Introduction

imple.mentation,proc'ess are illustrated. Finally, requirements of total quality

management implementation are.discussed.

e Chapter five: The main intention of this chapter is to outlline the common
types Qf‘;esegrgh'ayailalzle in literature and to discuss th>e research design and
mﬂ}lggglqu; The chapter focuses on main methodologies that can be used in
‘business and management research. Thié chapter'discusses also the research
approach and_strategy, sample size, data collection method, the data analysis,

and tests for validity and reliability process.

. Chapter six: The main intention of this chapter is to examine and discuss the
data collected during the survey. Sevén_, leadership factors are chosen from
vast lite,rAaturre_v reviewed these factors were ;Qs.ed' for developing a self-
exp,lanato.ry survéy questionnailje (on a five-point Likert scale ranging from
strongly agree to strongly diéagree) t'o_ collect data from'managers and

employees at different management levels. The main deliverables of this

chapter are to identify the strengths and weakness points of leadership, which
‘elp in creating the organisational culture that is required for implementation
of TQM. In addition, Statistical analyses are perfof_med using a statistical

package for social sciences (SPSS). Moreover, tests for validity and reliability

are carried out. .
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e Chapter seven: This chapter focuses on the identiﬁcatiqn of the best practice
of total quality management (TQM) factors that allow organisations to seize
performance excellenc¢ and provide a,beﬁchmarking ,tdol for the TQM

. factors. This chapter considers five TQM factors namely: Leadership,
Training and Education, Focus on customer, Process and measurement and
Continuous Imp_rbvement which form the basis for the development of a
model to measure the performance excellence of healthcare organisations.
Analytical Hierarchy Process (AHP) is used to irhplemcnt the proposed
performance excellence model, which is validated through questionnaires
within healthcare orgaLnisations in the developing countﬁes and in particular

Libyan Healthcare Organisations.

e Chapter eight:/ the 'main.aim of this chapter is to provide a proposed TQM
framework that is appfopriate for Libyan heaithcare. In. addition, provides an
implementation probcedure f;)r .the proposed TQM framework and the skills
required to succgssfully implement changes. The main‘deliverable of this
chaptér is a TQM framework for achieving vperformance excé]lence in Libyan

healthcare organisations and provides an implementation procedure.

. Chapter nine: The main aim of this chapter is to study and' discuss the data
collected during the survey. The survey designed in order to (verlfy/vahdzl@
xt}l_'f:pfo'posed_ TQM framework and its implementation procedure. All answers

provided by the respondents through the questionnaire are classified and




.CHAPTER ONE ) Introduction

statistical analyses are performed using a statistical package for social

sciences (SPSS). Moreover, tests for validity and reliability are carried out.

e Chapter ten: this chapter is the final chapter, the findings, conclusion about
this research is provided, and some recommendations are presented. In

* addition, the limitations of the research are given.
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Chapter two:

Studying and analysing the current status
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2.1. Introductioﬁ: -

hﬁprdving health is the main justification for the existence of any health system, in other
words, the ultimate goal for any such system. The quality programmes in the health .ﬁelc.i
exist, much the same as in the industrial sector. The quglity here is what the patient
receives with .regard to excellent and safe medical and health services, which is meeting
custpmer requirements (Fuertes, 1999).

‘Total quality "is submitted. to the patient by several various medical and health
organisations. Any mistake connected with the services or the existence of any medical
mistake by those who belong to the medical field, is something that cannot be tolerated if
total quality management is to be achieved.

~ There is no doubt that the benefits from quality programmes require more preparation,
arrangement and change within the oréanisational culture to clarify their aims, and as a

result managers should learn to be paf_ient (Bardoel and Sohal, 1999). However, it may

" not Be easy for empioyees who are working in any sector to accept evaluation of théir
performance and their progress; this is so because evaiuation entails self-criticism and .
'emergence of difficulties and mistakes and thus discussion of the causes in order to find
the Best possible ways to overcome. In this chapter an overview about Libyan héa]th care
services 1s est_ablfshed and data and information about adopted policies, characteristics,

_difficulties and quality syétem in the field of healthcare are collected. The main
deliverablé of this chapter is to provide clear understanding of the Libyan healthcare and

identify Libyan healthcare policies and problems in the current quality system.

11
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2.2. Overview of Libyan Healthcare:

Libya has aﬁ estimated_ poi)ulation of 5.5 million inhabitants and is one of tﬁe largest
countries in Africa. It is located in North Africa; and covers_approximately 1,770,000
square kilometres. Health nowadays in. its scientific concept is part of the national
economy and social development in all its dimensions. A new life started by the
beginﬁing of the Libyan revolution in 1969,A when people started to ﬁght against disgasés,
poverty, and illiteracy. From the beginning, the revolution gave consideration to the
héalth sector. Health utilities were established and medicines and free treatment made
available for all, which led to the disappearance of many diseases and a bettef living
standard. Within a short period, infant deaths were minimized and diseases disappeared. -
Health servic‘es'.expanded to include the disabled and elderly people all these steps §vere
reflected into a plan of permanent strategy,‘: that health care is considered as a right
provided by the community to all citizens without exception, with all neceséary‘ efforts to
achieve the best rates and dimensions of health services in quality treatment and
protective. For this purpose in Libya more than 750 centres for pﬁmary health care and |
82 hospitals and medical centres were available and 20 grouped ciinics were prepared
~and supplied with modérn, current medical équipment tc; cover réplace | defective
equipment and to assist the medical staff, accofding to cooperation and integration
agreements. At the same timé,’ faculties of medicine, dentists, and pharmacy were
established and health education institutions to graduate qualified national elements, to
replace the foreigners. All administrative and regulative means where taken to secure ;1 :
link between health sérvices and other services of concem, such as catering services,

environment, and housing with equal and justice distribution and giving priority to distant

12
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areas to be provided with suitable health services. With continuous efforts health services
Werel improving for the better, day-by-day (The Libyan healtﬁ populism committee,
2004). |
Primary health care is the first stage for the national health. As such it is considered as the
first stage of cqmmunication between the citizen, family and the society. There .is no
doubt that the primary healthcaire» is one of the most important cares .provided by the
" country. In addition, it becomes highly mmportant by the nétions as peoples are considered
a wealth bonanza. The main 'objective for any ‘primary healthcare is to meet thé need of
the individual, anvd improve the perfoimance of the system. The primary heélth care is
now the standard to measure the range or extenf of the success pertinent to the health
systerris. . |
Primary and social healthcare administration is one of the most important administrations
within Libyah health sector. And as a techﬂical, controlling supervisory and specialist
administration, it is assigned to laying out plans and progréms, the national strategic goal
regardin.g the primary healthcare which is the landmark for >th.e heglth for all system in
Libya and is approved under the general people's Committee number (24) for 1424 on the
national strategy to provide healthcare for all people. The primary healthcaré includes the
following: -

1) Motherhood and childhood sectioﬁ

2) Health information and cuiture section.

3) Endémic diseases ahd vaccination section.

4) School health section. .

~ 5) Environmental, professional health section

13
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6) Supervision and inspection section.
7) Statistics, documentation and studies section. (The Libyan health populism

committee, 2004).

2.3. The Libyan polic); in the field of primary healthcare:
On 25/01/2006 the researcher held an interview with the Healthcare Director in Tripoli
‘and hi ghlighted the i)oliéy and difficulties in Tripoli primary healfhcare‘.
The following s’ections provide a Summary of the interview:
2.3.1. The policy of healthcare sector:
The policy of primary healthcare vis_ built on the principle of iaroviding health for
‘everybody, which has been approved by general congresses. As for the national strategy
-for primary health care, it constitutes the basis for.the health.s.yste‘m in Libya, and has
been approved under resolution of the general people's committee number (24) 1424. The
strategy has included the following: -'
| 1) The health system in.Libya is coﬁsidered as being based on primary
healthcare. | |
2) The strategy consist of following principles: -
- Responsibility of the society is to ensure basic health care fér all.
- Justice in the distribution of health resOurces..
- Consideration of healthcare as an investment process and representation of
that process as part economic, social andj environmental development.
- Responsibility of all health sectors to provi.de health service.
- Use of suitable technology.

- Participation and responsibility of individuals and families.

14
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- Linking of th.e citizen with the doctor in the primary care unit according to a
family record system and a commitment system to enable access to pr,e\{emltive |
treatment‘and qualification services.

3) Health care sérvices inclﬁde the folldwing elements: -
‘Global e]em‘ents:‘
- Health information and culture;
- Healfh food aﬂd nutrition.
- Safe seated water and environmental safety
and cleanliness.
- Baby and mother care.
- Vaccination.
- Endemic diseases avoidance.
- First aid.
- Provision of basic medicines.
Local elements: -
- School health.
- Psychology health.
- Professional (work — related) health.
- Soéial health and health related to senior citizéns.
4) The primary healthcare are consist of three levels: -
- | First level: where primary healthcare services are provided.
- Second level: Wheré more complicated problems transferred from ﬁrét level,

are treated.
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- Third level: By which coordination of all parts of the health system takes

place and which provides expertise, assessment and development.
| 5) Strategy implementation: - depends on the following: -

- Development of health administration, training of. its cadre, improvement of
health information system and medical documentatioﬁ.

- Focus on national workforce.

- Modernisation and maintenance of health facilities and taking care of their
equipment and révoluﬁon of the whole process. |

- Improvement of supply channels.

- Co‘operation With international, regional and Arab organisations.

- Development of financial resources.

Treatment facilities, private ciinics and what comes under their field are considered as

channels providing medical services for the strategy implementation.

2.3.2. Difficulties of healthcare éector:
However, some difficulties may occﬁr which could lead to reduce sténdards in service,
such as: -
- Defect to secure medical needs were increase by inl_labitant’s growth, and increase
of foreigners in Libya. '
- Permanent strategy (free of cost) medication.

- Unfair and unjust blockade irnpoéed on Libya and economic changes which may

result in high rate prices.
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- The huge number of functions not exposed to permanent dimension not matching
services provided which constitute a burden on the balance.

- The existing regulation and organisational stru_ctﬁre, which were not able to match
these changes. - | |

- Absence of fréining plans and qualiﬁﬁation to mat(;h the fast development in

diagnosis and medication.

- 2.4, Summary:
In this chapter an overview about.Libyan health care services established and data and
information about adopted policies, characteristics, difficulties and quality system in the
field of healthcare are collected. In the next two chapters a comprehensive literature
review related to Total Quality Management (TQM) -will be cérried out to have a clear

insight into the TQManEi its application in health service. In addition, the historic

evolution of TQM, its principles, success, barriers and TQM framework will be reviewed.
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3.1. Introduction:

Total Quality Mz;nagement (TQM) is nqt a new approach in developed countrig:s. There is
however, some experience of its practices in several developing countries.

The quality programmes have to be designed in a wa}; to satisfy the customers’
-requirements and according to possibilities available. Therefore, the TQM programmes
should start to evaluate the case and to try to increase qualiﬁcationé and abilities ina
~ clear, frank and easy method to implement. Quality is not here only to solve our
problems, but to clarify those problems to find the M@é behind theﬁl and fo
cooperate in the best way possible to find solutions fqr those problems or improve the
servicésA(Short. & Rahim, 1995). In this éhaptér- some common concepts and deﬁﬁitions
éf Quality and TQM is introduced. Clear understanding of total quality management by '
highlighting the important éspects and perspectives pertained to implementing TQM in -
hospitals and health care. In addition, the historic evoluﬁon of TQM and ité fac‘tors are
reviewed. The main deliverable bf }this chapter is to present and docurnent on the
intellectual and philosophjcall frames of TQM and performance management in the public

sector.

 3.2. The cdncepts and definitions of Quality and TQM

First of al‘l, before deciding to implement changes in business, we need to define quality.
If the customer wants quality, whét does that mean? The answer is not simple. Quality
can‘ be defined as the customer’s expectations and reqﬁirements; quality contains
anything the customer expects and requires, and is ever changing (Hradesky, 1995).

Quality is customer satisfaction. (Juran and Gryna, 1993). In addition, McNealy (1993)
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indicated that quality is bﬁilt into an 6rganisation by being competitive, removing )
consternation, managing costs and by caring’. These four reasons illustrate why quality is
very important and why now is the time for making quality happen. He indicated that
consternation is caused by'increa'si.ngly large numbers of employees spending more and
more of their time doing work over again, because it was not done from the first time.
Organisations must care not only about its.cust'omers, but also about the community,
those living around it, their environment, and its competitive position.

According to Evans (2008) customers today are clever enough to know qﬁality issues that
ﬁnns face today and the organisation that doesn't listen to its customers is in for a
impolite deve‘lopment,‘or, at worst, a quick failure. This is why an understanding of
quality is still very important to every member of staff in every organisation. He added -
that Joseph Juran, one of the quality gurus in the 1900s, indicated that historians would
deﬁne the twentieth century as the century of productivity and the twenty-first century
should be designated fhe century of quality.

Total quality management (TQM) has a long life. The Japanese moved in the direction of
quality after the Second World War and the United States in the mid-1980s with the
formation of the Baldrige Award in 1987. The movement then expanded into to Europe
with the establishment of the first European Foundation for Quality Management and the ‘
European Quality AWmd in 1988 and 1989_respectively. So TQM has been around a long
time (Williams et al, 2004). | |

Trials of defining TQM led to several discussions and a large extent of misunderstanding
as well as a hﬁge extent of definitions. There are several aftempts to define the TQM,

and describe its main essentialities; however, there is no unified definition of TQM. It isa
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phenomenon that appears to have. evolved over a period of time (Haigh and Morris,
2001). So there have been several definitions and each deals wit-h certain aspects. Jouﬁal
of Organisation Change of Management contacted Edward Deming before he diéd in
1993, it called on him to present the concept of TQM és being the producers of this
concept, but he replied that he didn’t know What this concept meaﬁt. Deming pointed out
that this concept involved a lot of meaning for the researchers; that for.each researcher in
this field his/her own term related With this concept, even if they are based on the
beneﬁciary’s satisfaction (Hegan, 1994). Quality mahagement isa revqlution because the
philosophy and test methods and tools _té discover better ways of doing thihgs, it .coﬁld be
help public sector organisations to fulfil their responsibilities effectively and at a reduced
cost to the government and taxpayers, also in the same a time improving services
(O’Rourke et al, 2001). Regardless éf the differences made by such attempts, there are
some definitions that have appeared and found a place within the administrative miﬁd.
. The following are among such definitions: -

Total quality managément (TQM) is .a_ system of activities directed at achieving satisfied .
customers,‘ empowered employees, higher proﬁts, and lower cost (Jﬁran and Gryna,
1993). TQM is an‘approach involving many processes that guarantée that this quality
subject matter will imprO\./e its effectiveness and cémpetitiveness, aﬁd ability to adapt to
new conditions (Koch, 1993). Also, Saunders and Preston (1994) illustrated that TQM is
a system for management, which focuses on improveﬁent in the lquality of goods and
services_provided to customers as the key to business success. Zair ( 1994} introduced
some deﬁnitioﬁ (;f TQM which is; TQM 1s essentially complete set of teéhniques, and

principles of management, technologies and methodologies that put Together to work for
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| the benefit of the end customer. TQM seeks to devélop organisations through the creation
-of better planning and prioritise better design. It also aimed at strengthening operations A

and weak Strong protection areas that give_organisations edge over their competitors

(through continuous improvement the comparison). In addition, it is about total quality
- management continuous process of providing the best practices to. ensure sustainability,
and positive competitiveness. In a sense, it is about the management of change; it is then
limitless and timeless in its approach. Likewise, Almstromg‘ (1995) introduced TQM as a
key business improvement strategy and the key management m‘attAer of the future because
it is crucial for éctivity and competitivene.ss. Dahlgaard et al (1998) used the definition of
TQM by .Kar-lji who defined TQM as the way of life of an organiszﬁion committed to
customer satisfaction through continuous improvement. Also, it was déﬁned by Oaklénd
(2000), as an entry of activity improvement and Wdrk flexibility as a whole and total
quality rhanagement need a culture change and involving everyone at each level in an
organisation. Prajogo et al (2005) indicated that TQM is a manégement model, which
aims to meet custémer needs and expectations with an organisation through continuous
improvement of quality of goods and services énd by merging all fuﬁct_ions-and processes
inside ‘an organisation. In addition, Déming put thev responsibility for the continuous
improvement of products and services that meet the needs of customers and survive the
compeﬁtion directly to the Department (Tummala et al, 1995). Fuentes (1999} defined
TQM as a .systematic and parﬁcipation approach to planning and implementing.a>process
of continual improvement in the organisation which focused on the satisfaction of
customers' expectations, identiﬁcatioﬁ_of problems, and promoting open decision making

between employees. Total quality management is one approach that promised to both
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improve quality and decrease costs (Ovretveit, 2000). Mofeover, Williams et al (2004)
~defined TQM as a‘management approach to ensure mutual ¢00peration among everyone
in the organisatioﬁ and bl.l-sines.s processes related to’the production of product_s and
services that meet needs aﬁd expectations of customers. In addition, Toufeak (2004)
indicated that TQM is a co-operative form or model to perform business, depending on
skills and capabilities of personnel and management staff for the aim.of continuity of
quality and productivity improvemeni via empioyment of work teams. This definition
inclﬁdes the three components necessary fér (TQM) success iﬂ any organisation:
Managerﬁent by Participation, Continuants Improvement and TeamWork. On the other
hand, there is another way to iook at ‘TQM; which is to analyse the thfee words: total, |
quality and mahagement. According to Kanji and Liu (20.03), total means made up of the
~whole, quality is a degree of excellence a product or service provides, and management
means act, art of planning, organising; leading and éontfolling. Likewise, Haigh and
Morris, (2001) indiéated that total means organisation wide process involving everyone
from the mailroom to the boardroom, quality means estabiishing quality goals for each
and every element in the process of product or servipe deliver&, so0 as to meet the needs of
custémers and their expectations from the outset and management does not only mean the
Commitmenf of senior managément to the goals, but the quality of senior management in
the active pursuit of them. In addition, Rad (2005) explained that TQM aimed to meet
~ the needs of customers to prevent poor quality, instead of correcting problems after they
happen. Also but the continuous improvement understandihg of the importance of '
performance measurement to identify opportunities for improvement and eliminate

sources of inefficiency and costs.
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3.3; TQM in Hospitals and Healthcare:

Healthcare is the fastest growing service in developed and developing countries alike.
. With fhe rapid development of science and technology and globalisation, there are
increased requirements for high-technology medical‘ care. All countries should strive to
addfess the growing need for health facilities in terms of human and Ihaterial reéources
(Dey, 2006). Hospitals are being required to focus not only on goéd medical care and the
techﬁical faée’t of the service, but on the functional facet of care too, such as
communicationA between patients and staff. This illustrates the importance‘ of intrbducing
TQM for the development of these hospitals until they find accepténce by customers
(Tomes and Ng, 1995). In healthcare, there is also lack of uniform definition of quality
due to the mixture of professional groups and the inherent characteristics of health
services. Moreover, understanding the eXpect_aﬁons of the customer is not an easy task.
: Th¢ customers often do not really know what they want, or"'do not tell you directly what
they want (Lim, 2000). Dey (2006) indicated that organisations require quality culture
that defines the issues and problems in the dynamic system, to propose solutions to these
issues and develop a framework to implement these solutions. -Moreover, Short and”
Rahim (1995) iindicated. that hospital administrators should evaluate and vn}ake the
necessary adjustments fo the structuré and philosophy, politics and the administration, -
before introducing TQM. Even in ideal cases, a successful TQM reqﬁires full
commitment, and a lot of time and energy. In th¢ health sector, the recognition of quality
means continuous impfovement, imprdved results, and providing better care for patients,
With the possibilit)./ to change the health of all medical, nursing and administration staff

(O'Rourke et al, 2001). Likewise, Brashier et al (1996) indicated that “healthcare
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organisations should take immediate steps to ensure that they pro.vide better care at lower
absolute costs.- Also, O'Rourke et al (2001) illustrated that a quality framework in the
. healthcare setting has been defined as one which gives the patient's full satisfaction, the
aBility to imprové health care and a«;;ceptance of patients aﬁd the community. It will also
need to meet consumer needs and exﬁectations, develop the potential of the resburct;,s
" used in the process and the best level of 'achiévement. In short, Koch (1993) summarised
' TQM in healthcare in the following:

- Putting the patient ﬁrsf.

- ' Being fully aware of patients’ expecfatidns and needs.

- Satisfying patients and satisfying them first time. -

- Recognising the cost of poor quality;

- Supporting and encouraging every member of staff in every health'care

organisation.
; Supporting and encouraging staff to reach higher quality’ and cost effective
healthcare services. |

- Encoﬁraging professionalism and expertise between all staff.
Therefore, the total quality managemeﬁt ﬁas characteristics and merits that make it higher
than the traditional quality management, that it includes every individual and aims to
serve the consumers. Generally, ihcre are several points that‘can ‘be formed on total
* quality management: :
1. Quality can mean different things to different people. This leads to

~ different definitions (Dahlgaard et al, 1998).
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2. Total quality .mvanagement is a trip, not an arrival stati_on.; it.is a
continuous, permanent irﬁprovem_ent. |
3. The goal of total quality management is to satisfy the customer needs and
expectatioﬁs.
4. Total quality fnanagement needs time to. achieve its bresults. The TQM |
literature suggests that success comes to organisations, which are ready for
a change in plimate. Therefore, organisations should take time to diagnose
and identify ways of removing barriers of TQM (Weeks et al, 1995).
5. TQM is not a fast management fix; it is about changing the wziy thinés are
done within the organisation’s lifetime (Kanji and Asher, 1996).
6. TQM insures thbat management adopts a strategic overview of quality and
focuses on prevention, not discovery, of problems (Oakland, 1998)’.
7; Continuous improvement is ev¢ry<_me"s responsibility.v . |
“In. shc:>rt, according to Zairi (1994) the challenge for. all of us’is pos_siBly' to create TQM
work more effectively in any sector, to make sure that organisations optimise its beneﬁfs,
to dévelop itasa philosop'hy of ﬁew management so that it can address future challenges,
to disseminate ideas on a large scale, deﬁnitions, examples of TQM and its Workings and

their integration into the education systems.
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3.4. Comparison between the traditional and modern quality concepts:

In order that we can compare between the traditional and modem view connected with
the ‘quality; and the following table (3.1) shows the comparison between the traditional

and modern quality concept.

Table (3.1) Compén'son between the traditional and modern quality concept (Haigh and

Morris, 2001 and Sharara, 2000).

tional concept

: 1mprovement of quahty
_aftér such opnmum level
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3.5. The importance of TQM:

An important questibn ‘that needs to be addressed is what is the importance of total
quality management for organisations?
Many global _companieé have proved clear distinctions by applyiﬁg them for the total
quality management concept and achieved encouraging results in that respect. IBM is a
good example of the successful use of TQM and woﬁ the Malcolm Baldrige National -
Quality Award (MBNQA) in Rochester (Williams et al; 2004). The benefits of quality
improvement that can be set forth: -

e Less consumer and customer complaints concerning goods and service quality

provided to them. |

e Less quality costs.

e More market share plus cost reduction.

e Less personnel complaints.

e Less quality defects and more customer satisfaction.

e More profits and productivity and less cost.

e Better cooperation and coﬁmunication between the organisation units.

¢ Improve human relations and raise morale and continuous improvement.

These benefits confirm the importance of TQM in improving the productivi‘ty and quality
as well as the competitive support of the organisation (O'Rourke et al, 2001), (Lee, 2002)

and (Alazawy, 2005).
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'3.6. Evolution of TQM:

The question that comes to mind is whether total quality management represents

something new or is it the old thought repetition? Indeed, we have to step back to follow

the orientation and evolution of this concept. Martinez-Lorente et al. (1998) listed all

important events in the development of TQM from 1924 to 1989 in the Table (3.2).

Table (3.2) important events in the development of TQM (Martinez-Lorente et al, 1998)

Period Important events
1924—1932 Hawt}iorne studies demonstrated the importance of the social and
. psyc_hological climate in work. |
1924 Shewhart developed staiistical process control.
1926 The Bell Telephone began to apply statistical control methods.
Mid-1940s The American army pushed the use of sampling metliods during
World War 11
1950 : A large number of attempts ai ‘work improvement were imdgrtaken
(e.g. job enrichment, work redesign, participative management,
quality of work life and worker involveinent).
i950 First visit of Deming to J apan.'
1951 Creation of “Deming Application Prize” in Jeipan, first edition of
Jﬁran_’s Quality Control Handbobk.
1954 First visit of Juran to Japan and Maslow’s theories about human
needs.
1960 Libefalisation of economy in Japan with pressure to improve quality
to compete with foreign companies. McGregor’s X and Y theories.
1961

First edition of Feigenbaum’s Total Quality Control.
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1962 The idea of quality circles appeared in the first issue of the Japanese

journal Quality Control for the Foreman.

Late 1960s and The pressure of Japanesé companies began to be felt in American
early 1970s : '

companies.
1972 QFD was developed at Mitsubishi’s Kobe shipyard site. |
1973 After the 1973 oil crisis the JIT system was adopted by a vast

number of Japanese companies. A small number of American_.and

European companies began to apply this system in the 1980s.

1 Mid-1970s Quality circles began to be widely introduced in the USA, the first
quality circle programme was started in Lockheed in 1974 and in the

UK it was Rolls-Royce which introduced the concept in 1979.

1979 First edition of Crosby’s Quality Is Free. Xerox Corp. started to
apply the benchmarking concept to processes. Publication of the BS

5750 quality management series.

1980 An NBC television documentary about the “Japanese miracle”
proposed Deming as a key element in this miracle.. '

1981 Ouchi’s Z tﬁeory.

1982 | First edition of Deming’s Qualiiy, Produc-tivity and Competitive
Position.

1>9'83 “Qﬁality on the line”, published by Garvin in Harvard Business

Review, analysed the differences between Japanese and America_n

companies, showing some of the reasons for the better performance
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of the former. A paper about Taguchi’s désign of experiments is

published in Harvard Business Review.

1985 The Naval Air Systems Command named its Japanese-style

‘management approach “total quality management”.

1986 First edition of Deming’s Out of the Crisis. It became a best seller.
1987 : First edition of ISO 9000 quality management system series.
1987 Publication of the Malcolm Baldrige National Quality Award.

3.7. Quality Gurus:

There are many senior scientists who contributed in pushing the development of total
quality management forward. So, the researcher discusses the early gurus to activate total

- quality management and the basic principles for such concept.

3.7.1. Edward Derﬁing: -

Edward Deming was born in Iowa in October 1900. He was one. c;f the earlykgiopregrs
concerned with total quality management; and was also called the father of total qﬁality.
He started his life in U.S.A. as a specialised professor in statistics, he then traveled to
Jépéﬁ to ‘teach the Japanésé how to use statistical methods in control and he was
instrumental in Japan taking supéridrity in this field. The Japanese govemﬁent nafned a
prize in is honour | (Deming prize); this is grahted annually to each company in
reéognition of the invention of quality management programs. The Japanese learnt that

higher quality means less cost (Kanji, 2001), (Hakes, 1995) and (Kruger, 2001). Deming
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illustrated 14 points to improve the quality of products and services that can be achieved

to reduce the differences in the design and manufacturing. Manaf (2005), Hakes (1995),

Kruger (2001), Kanji (2001), Haigh and Morris, (2001) indicated that Deming 14 points

are: -

-

Creating a stable goal to improve the product and service for competition as well

as finding job opportunities.

Adoption of new philosophy.

Depending on statistical witnesses rather than wide-rahge inspection‘ and checking
methods.

No more evaluation of works based on price but the alternative is less total cost.
and not the initial cost when dealing with suppliers.

Continuous improvement forever all operations connected with planning - and

“production and reduction of lost products.

Using modern methods for training and education.

Adoption of modem approaches of supervision, to help machines and the

workforce to do a better job.
In order that company members can work effectively, the administration must
make them feel relief and comfort.

Break down barriers between the departments and individuals who are responsible

. for production and service, and design and sales, in such a way to work as one

10-

team to rectify the different problems.
The goal is to motivate the personnel to reach zero defects via _séientiﬁc

approaches. Posters and slogans would no lohger be used. -
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11- Elimination of work criteria based on numerical staff of the man power of the
numerical goals of the adﬁlinistration.

12-Remove the barriers that rob the hourly workefs of pride in their wqumanship.

13- Performing a set of educational and training programs alongside >t‘_he self-
improvement. |

14-Put ail the works in fhe Qrganisation in teamwork for achieve administrative and

productive process associated with the above points.

3.7.1.1. The Deming Wheel (PDCA): -
Deming's contributions in this respect are proposals related within an improvem;ant cycle
that is called Deming Wheel or Cycle (PDCA). The Deming Wheel that means plan, do,
check and act (PDCA) was originally conceived By Shewhart, and later adopted by W.
Edwérds Deming. »The cofnpletion of one tun; of the cycle leads into the beginning of the

2001).

next (Kanji,

1. Plan
Identify problem and develop
plan for improvement

2.Do
Implement plan
on a test basis.

4. Act
Institutionalise
the change or do
it again improve

Study/Check
Assess p)an is it workmg

Udy fsfz;f::._ :1,_:-:,,; .

Figure (3 1) The Demmg Wheel (PDCA) -
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Due to the importance of improvemenf cycle (PDCA), we are going to discuss it in some
detail as foilows: -
. Pian: by focusing on customer requirements, with the involvement of directors
and employees who wili plan together to improve the system.
. Do: Conduct small-scale test of revised plan, and aH have to record the
difference and the remarks are to be registered.
e Check: The study and test results are studied-and analysed, and thé changes
relating to the elements and their effect >on other elements. |
o Act: Herg, all .test results are studied, analysed and discussed, and the changes
relating to the elements and their effect on other elements (Hakesl, 1995), (Morgan
and Murgatroyd, 1997) and (Kanji, 2001).‘ |
- 3.7.2. Juran Joseph:
Juran's 1ﬁain contribution: quality control must be conducted as an integral part of the
administration's task. He contributed effectively in the field of quality after WWII; we
can say that Juran's main focus was on quality mana;gemeﬁt and 'hoW to present his
thoughts to; the high-level administration people simply and clearly (Kruger, 2001). To
achieve that, he translated his thoughts in a form called the Juran Trilogy éf Management
process. | |
This Trilogy includes: Quality-plénning, quality control, qualify improvefnent (Manaf,
2005).. This illustrates TQM on the triangle consisting of the quality defined, as a focus
on customers and teamwork, in the sense.that evefy person in all parts of the organisation
work together to improve operations and implementation efficiency The scientific

method, including. the use of data and statistical methods in the study of each
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organisational process research on the root causes of the problems that may be found in
the organisations (Saunders and Preston, 1994).
3.7.3. Philip Crosby:
Kruger (2001) indicatéd that Crosby (1926) was the first persoﬁ who called for "zero
defects" and "do it right the first time"._ He illustrated that quality is free. It is not a gift,
but it is free. He pointed out that it is can‘be measured as the costs of non-compliance
identical to the cost of quality and’ costs of the wrong things. It provides general
administrative services so that quality is the responsibility of every eniployee in the
>company. It is not the quality. of management, which is responsible fqr sbiving the
problems of this administration, but is not subject to direct control or access. Crosby
gives four absolutes for quality management. |
1- Direct- do it right first time.
2- System of quality is prevention.

3- Zero defects.

4- Measurement of quality is the price of ﬁon—conformance.
3.7.4. Kaoru Ishikawa:
He is the adopter of quality circles idea; since he v&;as the ﬁfst who called for small
groups of personnel, consisting of 4-8 personnel, their task is to identify the problems
- they face during their practice to the works and proposing the solutions as they see fit. He
also confirmed that it is necessary to use the statistical control methods of quality, and the
‘most important among them is so called the Classic 7 Tools (Kruger, 2001). Thése tools

require minimum statistical knowledge, and contain the following: -
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_ The Ishikawa chart (FlSh Bone»__»diz»a_g»rgfrp, cause-effect dviagr,gm), Flow Charts, Pay@:_t_o
analysis, Control Charts, Histograms, Check-sheets and Scatter plot, Ishikawa believes
. that most quality problems can be solved by using the classic 7 points (He et al, 1996).

In addition, there were many scientists and authors who also had contributions related
with quality and pushing them forward. However, the researcher mentions those who
have distinguished contributions in this area compared with other. Finally, we can see

that the seeds and roots of total quality management were sowed years ago. It took more

than ﬁfty years to grow them to be in the current appearance.

3.8. Summary:

The chapter introduced the meaning of guality and total quaiity management (TQM).
- Some common éonce;pts and definitions of Quality and TQM have introduced. In
addition this chapter illustrated that TQM in hospitals and healthcare are the fastest
growing service in developed and developing countries alike. Compari§0n betweeﬁ the
traditional and modern quality concepts has been presented. Moreover, the benefits of
quality _imbrovement were summarised. Besides, the historic evolution of TQM
illustrated. Finally, there are many senior scientists wh§ contributed in pushing the

development of total quality management forward were discussed. In the next chapter a

| more review of literature on quality management will made in order to \c/lgl;f:y’gya]'izy
factors and literature suppoft of TQM. In addition, a short presentation of the most
important TQM factors that are generally accepted by many researchers will be discussed

and presented.
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- 4.1. Introducti;)n:

It can be said that these intellectual and‘.philosol‘)hical writings in the ﬁeld of quality
management, which were presented in the previous chaptef have paved the way for the
possibility of drafting a number of factors which show the basic of the total quality
systems indicative rules that enable organisations to deveiop the philosophy of total
quality managemént implementation. In spite of the limited differences between
researchers in the field of total quality management on what are the key factors of the
total quality management systems are numbered‘ in this section. In this chapter the
rresearcher will‘ give a short preseﬁtation. of the most important factors that are generally
‘accepted by many re‘searchers, which are: Leadershz};,' Training and Education, Focus on

customer, Process and measurement and Continuous Improvement.

4.2, Factors of TQM:
Along the development of total quality management, many factors and concepts have
appeared which are considered an advantage that allows the effective application of total
éuality ménagement for any organisation. Moreover, they represent the essential support
for the philosophy of this iﬁtroductipn.
The Basic factors of total quality management are discussed in the following section:

1- Leadership. | |

2-. Traiming and Education.

3- Focus on customer.

4- Process and measurement.

5- Continuous improvement.
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. 4.2.1. Leéde;ship: |

Leadership is an elusive concept like many complex ideas. Howeve;, it is difﬁcﬁlt to find
a general definition of leadership. Northouse (1997) introduced that Leadersﬁip is the
process of individual influences by a group of individuals in order to achieve a common
goal. The activity of leadership cannot be c,agied out without followers to lead, and what
leaders do is to. inﬂuenée the behaviour, beliefs and féelings of ofher teamwork in an
inteﬁded direction (Wright, 1996). A review of scientific studies showed that different
theories which explain the complexities of léadership. Some researchers imagine
leadership as a trait, or behaviour, while others view leadership from a political
perspective, or from a humanistic viewpoint (Northouse, 1997). In addition, all senior
‘managers should create clear and 'visible quality values and high expectations and build
them into the way the organisa_tion opérates._ This requires thei'r personél commitment and
involvement in substantial proportions (Tunﬁnala and Tang, 1994-95). Thus, total quality
managemeht can be given tﬁe opportunity to prepare the organisation to make the
decisions according to the facts to solve the problems, so all the Workers c;_)uld perform in
accordance with their different levels as well as the customer's participation through the.
comprehensive understanding of the work and its pfoblerﬁs and all the information
representing the basis of making decisions which depends on qualified staff for the

information systems at the organisation.
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4.2.2. Training and Education:

‘Education and training are key factors in TQM, including the process of learning TQM
approach (Kanji and Asher, 1996). It is the best way to overcofne the problem of the
quality of organisational through the exeréise of TQM. It is necessary to identify ihe core
acti;fities that affect thg management and Qrganisational systems, through education and
training, research and consultancy of TQM (Kanji, 200.1 ). Training is t,he most important
f;actor in improving quality (Oakland, 1998). Moreover, Huq (1996) inaicated thét there |
is general agreement that éducation and training are vital. Adopting TQM biraining
programs for senior ofﬁciéls and middle-levei managers, doctors aﬁd all staff members to
take an objective épproach of how far and how fast they should be trained. Deming
considers training is the long-term investment in people and the future of the company.
Continuous training helps users improve the quaiity of performance and quality of work
and processés they are responsible for (Kruger,'AZOOl). Bad care is expensive in a
monetary sense. So, healthcare organisatiéns must take immediate steps to provide the
- best care ét the lowest costs. For a .TQM programme to be successful, each employee
must be provided with vtraining, which is one of the bi'ggesvtv investments in TQM
(Brashier et al, 1996). Zairi (1994) indicated that there are many people who are still
‘ _Withput distinguishing between ¢ducation and training.. Training addresses the skills and
knowledgebase to deal with a specific task, plan or current work. Education is the
development people regérdléss of the jobs they work. Sometime, based on the belief

well-educated people can contribute more effective because they raise their creative
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potential. In addition, the best intellectuals are more flexible and more adaptable to

_change. |

4.2.3. Focus on customer:

This concentration comes, as the customer is the first of quality controller. The effective

evidence is attributed as in the IBM report, which showed the big successful companies'

major concems are to ensure that customer satisfaction was paramoﬁnt. Also, it is no

longer enough just to conform to customer requirements; you must satiéfy them in every

aspect (Hakes, 1995). Quality is meeting customer requirements. The word "customer"

now also needs to include external and internal consumers (Kanji, 2001 and Oakland,

1998) It sh'ould also include along With units inside the organisation, whether they were

administrative departments or individuals that they were seen as a supplier and a
customer at the same time, that is, the department which is performing task is a customer
for the previous department and is also a supplier for the ne-xt department, so the word

customer, here, is more inclusive than it means. Tummala and T ang (1996) illustrated

that all the quality gurus stated “the customer must define quality”. Juran and Cro'sby-
‘have underscored this c;)ncept by defining quality as “fitness for use” and “‘conformance

to requirements” respectively. Thus, customer focus must be the whole goal of all quality

implementation.

4.2.4. Process and measurement:
We are all consumers when we obtain a service or a product. If the product does not
satisfy our needs or increase our expectations; We-usually go to the competitor or

complain if we believe that the conﬁplaint would lead to a positive result. Total quality
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' management applies prevention againét inspectién, which means, “right the first time”
(McNealy, 1993). Organisations must stop usihg fire-fighting policy in managing the
works, and use methods and administrative‘ policies that preveﬁts mistakes and‘ problems;
it should start using the criteria for meésuring the products’ or services .that can be
‘measured instead bf using the cn'terié after makiﬂg mistakes. This should ensure that
management is focused on the iimprovement of all processes within the (-)rganisatior_l.-

Because of the impact of direct operations on the quality of seﬁice use of the word total
means that quality must include all activities and operations at all levels. In addition, the
improvement of the service comes through improved process and the system as a whole,
in all its components, namely that this depends on prevention rather than detection errors
after Qeriﬁcation (Madee, 2002). Many organisations use monitoring systems to identify
strengths and weakneéses n performancé, and measure progress towards achievement of
the objective levels of performance through measurém_ent. _One of these tools is
benchrﬁarking which is used to measure the progress of the organisation towards a certain
level of performance. '(Weeksv, 1 995). This is the permanent desire of the organisation to
achieve step-by-step and ;tangible improvement in processes, products ‘and services which
they provide, this can be achieved in several Ways, but the most important and most use(i

one is Benchmarking (Madee, 2002).

4.2.5. Continuous improvement:
Improving performance, productivity and efficiency in the use of all resources should be
the goals of continuous improvement of all processes, and the work of each of the

organisation's activities (Tummala & Tang, 1996). According to Evans (2008) continuous

42



CHAPTER FOUR ' . Total Quality Management and its Requirements

improvement‘ is pért of the management of all systems and processes. Achieve upper
levels of performance needs well-defined well-executed approach to qontinuoﬁs
improvement and learning. He added that continuous imp_ro&e;meﬁt refers to together
'increméntal and breakthrough improvemént. In addition, Kanji (2001) indicated that the
continuous cycle of establishing customer requirements, meeting those requifements, and
" to measure the success and continued improvement; can be used both externally and
internally to support the engiﬁe of continuoﬁs improvement. By cohtinually checking
, cust§mers’ requirements, a company can keep finding areas where improvemenfs could
be made. O'Rourke et al (2001) pointed out that the benefits of quality improvement are
optimised if other reforms and improvements are going on at the same time as part of a
more extensive and comprehensive change process. For example:

o Licensing and certification helps to ensure minimum staﬁda_rds of growth are mét.

e Data management systems improve héalth and provision of health sy‘étem
vperformance.

e Training programs help to improve the clinical skills and focus on the clinical

“practice. Improving the management ability of the value of quality systems and
fechniqﬁes to meet the goals and future goals.

e Renewal of the civil works and the development of physicalb capabilities and the
design and planning of hospitals, which lead to increasing the efficiency of the
building in respect of comfbﬁ and functionality.

e The purchase of equiﬁment aﬁd ‘maintelnance ﬁolic’ies that help ensure the quality

and technological ability in the health and ensure the value of the funds invested.
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Evans (2008) indicated that improvement might be of some types:
e Enhance the value to the customer through new products and services.
e Improve productivity and .improve operational perfonﬁance through improved
work processes and re;ductions in errors and defects.
e Improve flexibility, reaction and performance of cycle time; regulatory and.

improve operations management through learning.
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~4.3. List of quality factors and literature snpport:

A review of literature on quality management was made in order to clarify quality factors

and literature support. Table (4.1) below shows a list of quality factors and literature

support.
Table (4.1) List of quality factors and literature support.
Quality factors , ‘ Supporting literature
Leadership Warden, 2002; Tummala and Tang, 1994-95;
: Kanji, 2001; Oakland, 1998; Tummala and Tang,
1996; Dahlgaard et al, 1998 ;
Training and Education _ Kanji, 2001; Oakland, 1998; Huq, 1996; Kruger,
: : 2001; Kanji and Asher, 1996; -
Focus on customer Hakes, 1995; Oakland, 1998; Kanji,
2001; Tummala and Tang, 1996; Dahlgaard et al,
1998; Fuentes, 1999;
Process and measurement Madee, 2002; Oakland, 2000; Fuentes, 1999;
- Continuous improvement Tummala and Tang, 1996; Kanji, 2001; Rourke et al,
2001; Dahlgaard et al, 1998 ; Madee, 2002; Evans,
2008; '
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4.5. Models of TQM:

The 1990s saw t-he‘ beginning of a real challenge in the field of total quality management

which are represented by the creation of systems and models and methods of integration,

enabling practitioners to develop quaiity principles to put into practice in organisations.

" There is ﬁo-one-size-ﬁts-all model. However, the different models offered by experts can | |
Help organisations in the implementation procesé (Madee, 2002). Several countries have
established national quality awards or performénce excellence awards. Invthe USA the
premier award is the Malcolm Baldrige National Quality Award (MBNQA). In the UK,

- there is the UK Quality Award. In Europe, there is European Quality Award (EQA). In

. Japan, there is the Deming Award and Japan Quality Award (JQA). In Singapore there is.
the Singapore Quality Award (SQA). Most national éuality awards use a framework of
criteria that seeks to evaluate an organisation’s quality related performance (Lee, 2002).
In addition, Kanji and Asher (1996). developed a structured framework called the
Pyrﬁmid Model for TQM, which illustrates the prinqiples of TQM as a pyramid. The
model consists of four main principals and each principal is divided into two-core

concepts, see Table (4.2). They claimed that the model could lead the organisation to

improve its performance and assess the overall situation by identifying the areas of o

~ strengths and weaknesses. They illustrated that this model is a workable tool in order to

put TQM into practice.
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~ Table (4.2) Principles and Core concepts of TQM

Principles : - Core concepts
Delight the customer _ Customer satisfaction
‘ Internal customers are real
Management by fact All work is process
Measurement
People based management : Teamwork
People make quality
Continuous improvement Continuous improvement cycle
Prevention

In addition, Lim and Tang (2000) developed a model for total quality healthcare using
quality function deployment (QFD) this model consists of seven parts; service planning,
operational planning, new concepts deployment, task deploymenf chart, treatment
protoc‘ol plan, training plan and equipment plan. They illustrate that the implementation
framework offered can be nnderstood clearly and quickly and learnt by team members
and staff within two to three months.  QFD also provides a way to understand the voice
of the customer. Moreover, O'Reurke et al (2001) considered that internationally in recent
years, there.has been a quality revolution foeussed on quality elements such as customer
satisfaction, development of the full ability of the workforce and improving performance.
Today many organisations and governments worldwide need very much to'_adopt quality
management as at the centre of these changes. J aekson (2001) suggested tiiat leaders have
to learn more and more knowledge, expertise 'andk skills .be_fore embarking on
implementation of TQM in health care; also completing TQM takes time and efi"ort from
everyone within the organieation. Kanji (2001) suggested that the process of

implementing TQM in an organisation could be practiced through four specific stages:
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identification and preparation, managemenf understanding and commitment, scheme for
improvement and critical analysis. Likewise, Lee (2002) developed a model based on the
Singapore Quaiity Award for achieving business excellence. The research involved a case
study approach to doc.ument the best practices in orgaﬁsations, which were winners of
the Singapore‘ Qﬁality Award, and this model can easily be used as a framework for
organisations, which Want to implement TQM. Chin et al, (2002) developed a hierarchy
model ﬁsing' the analytic hierarchy process (AHP) to prioritise the critical factors and
formulate strategies to implement TQM in Shangai and other cities in China. They
believe that the model as shown in Figure (4.1) may assist. organisations to identify the -
differences between the desired and current situations, and then identify the improvement .

areas and develop the strategieé for the TQM implementation.

- TQM implementation
Organising Systerﬁs and | Measurement Culture and
techniques _ and feedback T1 people
| Strategic planniné tools and techmniques [ internal performance [ e-ﬁisting culture |
— Leadership L__quality system | - |~ external performance | culture change
| Education and training | process analysis — communication |~ employee v
| —Improvement — involvement

| Top management . —suppiier chain - [ recognition and | human resource
— Commitmenf _ . [—management rewards development

L

Effective implementation

- Fig (4.1): hierarchy model using the analytic hierarchy process (AHP) (Chin et al, 2002).
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In addition, Chow and Luk (2005) developed a framework using AHP methodology to
measure -the service quality, they believe that this framework allows management to
address two main issues pertaining to its competitive advantage; establishing its -
~ performance ranking in the marketplace; and. identifying the service elements t}iat most
require improvement. Moreovei, Chan et al, (2006) developed a new benchmarking
process for continuous improxiemerit versus. the market leaders iii their ﬁeld.' AHP
methodoiogy was dévelo;ied to dii/ide the benchmarking .process.into two main parts:
performance evaluation and continuous improvement; This would pfovide a framework |
for benchmarking the logistical perfoi'mance of the postal industry. The proposed -
framework can help the companies to illustiate its weaknesses and then choose the

correct alternative in order to improve its performance against the market leader.

4.6. Requirements of total quality management implementation: -
A revieiv of the literature suggests that there is ‘no general égreerfient on the elements
representing the requirements of total quality management implementation. Some obtain
only seven points, others'see them as only ten factors, and some go even furtixer to more
and more. However, the di_fference in numbers is not a majbr»disagreementin the matter.
The implemeritation of TQM requires the following: -
1- Support the high administrgtion for pro,grénimers of total quality management: -
Moustafa, (2001)~ and Madee (2002) indicated that one of the most important fzictors
that ensuie the successful iliiple_mentation for total quality management is the support

of high administration. It is also essential that this administration be entirely aware of
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the totél quality that should be complied with and carried ouf at all times. The high

administration role is represented for the implementation of such fields in the

following: -

¢ Continuous support to fhis introduction.

o Declaration of applying this introduction to all dirécto:rs and personhel and the
obligation to implement plans and programs which would connect with quality
improvement on all levels.

) _Aﬁocation of human and. financial resources required in applying this
introduction. |

e Decentralise an authorities aﬁd responsibilities with apropos as an essentia1> base
for total .quaiity management.

Zairi (1994) in(iicated that senior managers will egfery’ opportunity to blame, the

search_ for scapégoats and perhaps when their difficulties announced that the total

quality management has failed, not really work. They would not of coutse qualify the
" meaning of the -term “failure”. In many cases, but the faiiure associated with the
implementation of total quality manégement is not in fact the failure of tétal quality
management to achieve fesults, but the failure of manégers to infroduce total quality

management in an effective way.

2- Preparation of the climate of work and organisation culture: The implementation
of total quality’maﬁagement depends on comprehensive preparation of the culture

within the organisation to ensure that all its aspects will be compatible with the
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principles and philosophy of this introduction. Considering the organisation

~ culture is_ very important in this study and will be addressed later.

Getting the custdmer invélved with quality concemn. The customers desires drive
the system of total quality management, identifying the properties required and
expecfed by the customers and building them into the producfs and service
(Oakland, 1998), some authors went to the necessity of knowing what is needed
by the customer, even if he didn't know himself, that the consumer needs the

change and have to create the organisation which can meet such needs (Lim,

2000).

Meésuring the performance: Weeks (1995) illustrated that one of the requirements
of totai quality implementation is measuring the performance which is neceésary
to measure the progress of the orgénisation tbwards a certain level of performénce
in order to make continuous improvement easiiy.

The effective administration of the human. resources at the organisation: The
human resources are considered to be the driving power for continuation and
success of total quality management; the humans are the most important supplier
to aéhieve the total quality. So, it is important to attract attention to them through
good administration, which focuses on training programming and continuous
motivation, as well as building the teamwork of self-administration, and-building '
the participaﬁon methods making these decisions (Mousfafa, 2001).

Continuous training and education: The implementation of total quality

management makes it necessary for training and teaching to be undertaken by
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pér'sonnel and directors of the organisation, which will aim to outline the concepts
and basic principles for this introduction [(Kanji (2001) and Madee, (2002)).

Adoption of leading models appropriate for total qﬁality maﬁagement: The
leading models are considered appropriate for the introduction of total quality
management, which strives to provide a good climate in order to encourage
individuals who have ability and desire to achieve their goals (Ma&ee, 2002).

Comprehensive participation by all personnel within the orgaﬁisation: The

introduction of total quality management requires removing barriers which can

obstruct efforts in improving the quality in order that each individual can work for

the organisation as part of a team. This is a powerful approach because of its
ability to obtain results as well as its developmental contributions (Hradesky,

1995).

4.7. The gaps in this area:

Total Quality Management (TQM) is not a new approach in developed countries. There is

however, some experience of its practices in several developing countries. However, the

quality gurus have never agreed about a specific framework or implementation procedure.

Moreover, there 1s no one size offered by experts fits all model. In addition, (Haigh et al,

1998) indicated that there is lack of a general model in health care, and there is no clear

~ agreement as to the way in which TQM should be implemented in a health care sector.

A review of the literature suggests that culture change is considered to be one of the most

important desired results. The implementation of total quality management depends on

comprehensive preparation of the culture within the organisation to ensure that all its
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aspects will be compatible‘ with the principlés and philosophy of this introduction.

According to Evans (2008) for 'organisatidns committed to pursuing performaﬁce

excellence, change is a method of life. Organisational chgﬁgezis necessary for the

implementation of quality plans. In the first phase, an effort should be mounted to start

changing the culture of the organisation. He added that a major strategic change that

organisations should make is pursuing performapce excellence is a change in culture

which is the set of beliefs and values sharéd by the individualsvin an organisation.

-According to Zain (1994) the challenge‘ for all of us is pos.sibly to create TQM work

more effectively in any sector, to make sure that organiéations optimise its .beneﬁ'ts, tov
develop it aé a philbsophy of new management so that it can address future challenges, to

* disseminate ideas on a larée scale.

Dey (2006) indicated that organisations require quality culture that defines the issues and

problems .in the dynamic system, .to propose solutions to these issues and develop a

frame\;v‘ork to implement these solutions. Moreover, Short and Rahim (1995) indicated

.that hospital administrators should evaluate and ’make the necessary adjustments to the
structure and philosophy, politics and the administration, before introducing TQM.

According to Evans (2008) the existence of a culture and values necessary for achieving

performance excellence does not mean that all organisations that desire to implement = -

total quality should have the similar culture. Several aspects of culture differ very much
from one qﬁality—oriented company to anotﬁer. Therefore, the researcher thinks that the
succéss stories that reached global organisations in the' implementation of total quality
management do not mean at all that it is a model for copies. In general, each organisation

* has internal and external conditions. Thus, the proposed TQM framework could assist the
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- decision-makers in Libyan healthcare sector in implementing TQM, which could support
the development of managers and employees at different levels in the organisation and

achieving performance excellence in Libyan healthcare organisations.

48 Summary:

In this chapter, a review of literature on éuality management was made in order to clarify
quality factors and literature support. In addition, a review of the literature suggests that
there is no general agreement on the elements representing the requirements of total
quality management implementation. Theréfore, a short presentation of the most
important TQM factors .that are g‘énerally accepted by many researchers are discﬁssed and
presented, w'hjch 1s: 'Leadership, Ti rdining and Education, Focus on customer, Process
and measurement and Continuous Improvement. The different National Quality Award,
models and framewor_ks offered by Aexperts that can help organisatibns. in the
| implementation process are illustrated. Finally, requirements of total quality management
implementation are discussed. ‘_After the literature was discussed and presented in the
previous .two chapters it is essential to lobk at reseafch methodology. Thérefore, in the
next chapter the methodologies that can be used in business and management research
will be discussed and identified. In addition, the research approaéh and strategy, sample
size, data collection rﬁethod, the data anaiysis, and tests for validity anci reliébility

process will be presented. '
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