Sheffield
Hallam
University

Investigation of TOM implementation to the UAE public sector organisations.

AL, Awadhi AY.

Available from the Sheffield Hallam University Research Archive (SHURA) at:

http://shura.shu.ac.uk/19227/

A Sheffield Hallam University thesis

This thesis is protected by copyright which belongs to the author.

The content must not be changed in any way or sold commercially in any format or medium
without the formal permission of the author.

When referring to this work, full bibliographic details including the author, title, awarding
institution and date of the thesis must be given.

Please visit http://shura.shu.ac.uk/19227/ and http://shura.shu.ac.uk/information.html for
further details about copyright and re-use permissions.


http://shura.shu.ac.uk/information.html

on Services 2g0"7 1

fly Campus
Sheffield g1 WD

Sheffield Haliam University
Learning and Information Services
Adsetts Centre, City Campus
Sheffield SI 1WD

REFERENCE



ProQuest Number: 10694107

All rights reserved

INFORMATION TO ALL USERS
The quality of this reproduction isdependent upon the quality of the copy submitted.

In the unlikely event that the author did not send a complete manuscript
and there are missing pages, these will be noted. Also, if material had to be removed,
a note will indicate the deletion.

uest

ProQuest 10694107

Published by ProQuest LLC(2017). Copyright of the Dissertation is held by the Author.

All rights reserved.
This work is protected against unauthorized copying under Title 17, United States Code
Microform Edition © ProQuest LLC.

ProQuest LLC.

789 East Eisenhower Parkway
P.O. Box 1346

Ann Arbor, M 48106- 1346



Investigation of TQM Implementation to the U.A.E.

Public Sector Organisations

AL AWADHL A. Y.

A thesis submitted in partial fulfilment of the requirements of
Sheffield Hallam University
for the degree of Doctor of Philosophy

November 2010



ABSTRACT

This research explores the possibility of adopting quality approach for the United Arab
Emirates Public Sector Institutions (UAEPSI), aiming to improve their performance and
enable them to provide quality standard services for customers and other stakeholders.

The research was based on a literature study of the quality advocators for a better
understanding in the field of TQM. A triangulation research method of quantitative
(survey questionnaires) designed, evaluated the reliability and the concurrent validity of
the questions. The gathered data were subjected to a series of correlation and regression
* analysis.

The results demonstrated a wide gap between TQM principles and the actual practices
of the UAEPSI. Certain aspects were found inhibiting proper implementation of TQM.
Based on the research theoretical and empirical evidences a Quality Appraisal Model
(QAM) emerged as a self assessment instrument against the U.A.E. Government
Excellence Program (UAEGEP) criteria’s. The QAM comprises of four core quality
critical factors: people, leadership, processes and system, and resources and facilities, in
which fragmented to twenty sub-factors. The framework model divides the TQM
implementation into five sequential phases namely; identification, appraisal,
implementation, monitoring and evaluation. A weighting scoring scale was also
formulated as a measurement tool, to facilitate the measurement of quality quotient in
the UAEPSI. Furthermore the QAM was benchmarked against widely adopted quality
and excellence models and its contribution to the development of TQM knowledge.
Two focus groups of top and senior management in the UAEPSI were formulated to
validate the QAM viability as a performance assessment vehicle that is in alignment
with the UAEGEP quality criteria's. The model provides a model for creating awareness
and understanding of TQM concepts and techniques and their impact on developing a
quality culture. It is hoped that this in the long run, may encourage the Government of
United Arab Emirates to adopt quality strategy in alignment with its corporate strategy.

The thesis reveals that there is a paucity of research in this area and this research study
makes a contribution towards filling this gap and for further research in future.
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CHAPTER ONE
RESEARCH INTRODUCTION

1.1 THE RESEARCH RATIONALE

After three decades of prevalent embarkation of the Total Quality Management (TQM)
phenomenon by academics and quality advocators across the globe. It has been realized
that theoretical understanding of quality concepts and approaches, sound undemanding.
On the contrary, when it comes to its practical side, most organizations that experienced
it tend to struggle when it comes to the actual implementation practices processes of
TQM. As they find it not an easy task on how to grasp its benefits in performance
improvement and increasing efficiency. So far, various investigative studies related to
TQM implementations have been carried out in America, Europe and Asia on a wide
range of organizations (large, medium, small, transnational, manufacturing and/or
services private or public) which have implemented TQM criteria and approaches. The
majority of results of such investigations revealed that less than half of the organizations
which launched quality programs neither had any success in achieving their goals, nor
gained any quality benefits. The core reason is that many organizations lacked TQM
knowledge, and did not know how to evaluate their quality implementation succéss.
(Ahmed, et al. 2008; Psychogios, and Priporas, 2007; Feng, et al 2006; Yasin, et al.
2004, Hides, et al. 2004; Taylor, 1997; and Miller, 1992),

What's more, empirical evidences on the adoption of the TQM as a tool for self-
assessment within the public sector, revels that found public service organizations, had
lagged behind those organizations in the private sector. This lagging was due to
misunderstanding and ambiguity in not knowing when to initiate suitable quality
programmes, and how to properly implement TQM models and approaches. As a result,
this has created a huge gap in terms of improving and delivering services to customers

in the public sector compared with those in private organizations. (Hides, et al)

Alternatively, in contrasting the complexity associated with quality implementation
practices between organizations in western societies such as: U.S.A. and European
Union Nations with those in eastern societies for instance: China and Malaysia, it is

more likely that the eastern organizations share to some extent the same dilemma as



those organizations in the western countries. Despite the fact, of current boom in
Chinese exports of products and goods that dominated the world trade. However, in
reality the situation does not necessarily always reflect the facts. This was discovered
with an empirical study carried out by Chin and Pun, which revealed that the majority
of Chinese organizations were not endorsing a sufficient or even essential awareness of
how to implement and measure TQM benefits. In fact, the Chinese organizations
acknowledged that they had a complex and uphill struggle in introducing and

maintaining quality norms (Chin and Pun, 2002).

Quality researchers and practitioners such as Salazar and Tan classified a range of
crucial obstacles that hindering organizations in pursuing successful quality

implementation schemes. They are summarized as follows:

1. Organizations do not understand what quality means and how to measure its
outcomes

The resistance to changes in the behaviour of people

Habits and relationship between leaders and employees

Weak organizational performance and ethics

Reward of individuals rather than team

Intrinsic preference for individuality over group accountability

N S AW

Size of organization: the larger is the organization, the harder its TOM
implementation task becomes
8. The diversity and locations of organizations

(Salazar, 1994 and Tan, 1997)

Djerdjouri and Al Eter (2007) pointed out that in recent years, many quality
management programs have been introduced into the public sector in many countries
around the world. In search of excellence for their organizations, the public sector
managers have gradually adopted quality-based programs and methodologies to
improve service to their customers and stakeholders. This trend has reached the U.A.E.

in the last few years

The situation of quality practices and implementation in the United Arab Emirates
Public Sector Institutions (UAEPSI) does not differ from those organizations in other

countries. Such organizational inexperience in implementing a successful TQM
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program is felt with the same intensity in the U.A.E. as in other developing countries.
According to statement cited by deputy manager of the U.A.E. civil servants department
revealed that, just forty to fifty percent of the UAEPSI capacities output are properly
utilized. As he refers the incapacity of the UAEPSI mainly caused by the intensified
bureaucracy, lack of employee’s capabilities, inefficiency work processes, and
inexistence of adequate use of quality implementation and performance measurements.
(Al Khaleej, 2008 p.25). Furthermore, in the annual report of the U.A.E. Ministry of
Labour, it indicated that only five percent of total UAEPSI employees went through
systematic training schemes. The report claims that, this is due to a lack of inappropriate
quality training programs. As a result, this caused a steady decline of the UAEPSI work
efficiency and in the delivery of its services since 1995 at an annual average rate of

3.8%. (Ministry of Labour, 2008)

The U.A.E. federal as well as local governments have realized that adopting most recent
TQM principles in the UAEPSI is a short cut route to get rid of current drawbacks, and
to enhance productivity and institutional effectiveness. The U.A.E. government believed
that by implementing TQM approaches it should boost institutional productivity, and
overall outputs, which lead to better improved services. By taking this step, it should
also lead to a rise in the level of satisfaction among the employees in the UAEPSI. And
additionally, it enables the U.A.E. government to achieve its short and long term

national development strategy along with gradual economical growth.

In 2006, the government of U.A.E. proclaimed its 2020 strategic development agenda.
One of the agendas prime aims is to become one of the five foremost governments in
the world by the end of 2015. With the intention of achieving this aim, the government
of the U.A.E. commenced momentous organizational reforms and institutional
rehabilitations. Intensive and collective efforts were made to increase the UAEPSI
efficiency, productivity and its services. Hence, a number of quality programs were
launched on a federal as well as on a local government’s level. The objective was to
elevate the knowledge and understanding of quality concepts and ultimately creates a

culture of quality amongst the people in the UAEPSI. (Abdulla, 2008)

In theory, the implementation of TQM sounds simple, but many UAEPSI have
encountered difficulties in implementing the basic principles of TQM when it comes to

the practical side. The researcher perceived that the ad hoc TQM enforcement by the
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U.A.E. government put the UAEPSI management in profound turmoil, with little known
about the nature and extent of quality management and organizational excellence in
relation to service institutions in the U.A.E. The UAEPSI simply wanted to fulfil the
U.A.E. government quality demand. They basically rushed themselves by commencing
a tremendous quality and excellence awareness campaigns in conjunction with intensive
employees training schemes. As majority of the UAEPSI had realized later on that,
these campaigns were to some extent unsuccessful in placing quality criteria into actual
practice. Equally crucial, that due to the absence of current research of its kind in
tackling problems and obstacles of TQM implementation practices had made the effort
of UAEPSI in implementing TQM ineffective and more likely unfruitful. Also, it
created vagueness among the UAEPSI in not knowing what precisely they should need
to do and what they are attempting to change and to achieve by implementing quality

and excellence criterions.

Accordingly, and prior to the research fieldwork the researcher carried out a preliminary
investigation into sample of ten distinctive government institutions. The purpose was to
explore, gauge and to review past experiences and current quality implementation
practices of those institutions. The investigation also engaged in identifying the driving
and inhibiting forces associated with UAEPSI quality initiatives. Those listed below are

the summarized findings of the preliminary investigation:

1. Almost all the UAEPSI management aware about the benefits that could such an
implementation of quality practices could increase their institutions

performance.

2. Lack of people and customers involvement in quality process, and employees

rewarding and recognition systems.

3. Some UAEPSI seemed to be reluctant and impatient to recognize the long term

benefits of TOM. Therefore quality is a non continuous process

4. UAEPSI are committed to TOM, they adopt the widely used and most recent
excellence model, but they find it hard and difficult to use it properly and put its

tenets into practice.



5. Inadequate experience in performing self assessment techniques, carrying out
internal and external performance measurements leads to ambiguity and

frustration in not achieving the designated goals of TOM

6. Lack of local TOM experts and quality culture

The above facts have shaped in the researcher mind the idea of developing a quality
model that assists UAEPSI on how to initiate successful and effective quality
implementation practices which lead to an increase in efficiency and service

improvement and which meet government quality standards and regulations.

The research emphasis literature related to TQM and particularly to implementation
processes in UAEPSI. By empirically examining the perceptions of the employees in
the UAEPSI it takes into consideration to find out the main factors that have made a
considerable contribution and help UAEPSI to achieve a successful quality

implementation practices.

The basics of the research literatures review were, build up from academic backgrounds
and exploratory analysis, that relevant to the research concept. The academic source
were principally from TQM literatures, the researcher reviewed, extracted and
considered all research methods. Whereas, the exploratory source were obtained from
the preliminary investigation conducted by the researcher to explore the current
UAEPSI quality practices and to evaluate their appreciation to such model. Information
from two sources played a major role in enabling the researcher to evaluate and to

determine the most appropriate research methodology for the research work.

Based on reviewing literatures related to TQM implementation practices specifically
those related to public sector organizations. Besides that, further literatures were revised
about research methodologies, as to allow the researcher to justify and choose a suitable
research method and tool to carry out the empirical stage of the research fieldwork.
Adding to that, by utilizing the findings with the above mentioned outcomes of the
preliminary investigation of TQM implementation practices in the U.AE. as an
authentic source of information. The researcher has decided to use a mixed research
method to carry out the fieldwork stage, a combination of survey questionnaire

supported by structured interviews were selected. However, due to cultural backgrounds
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of the population sample, it perceived that survey questionnaire is the most appropriate
data collection tool in the UAEPSI. Therefore, significant emphasis was laid on it as a
main research methodology tool. Interviews were also, conducted as a supplementary
tool that supports the results and fill the gaps that it may emerge during the data analysis

stage.

The outcomes of the data analysis identified a number of Quality Critical Factors (QCF)
were found significant to the success of TQM implementation in the UAEPSI. Together
with reviewing the literature, broadly adopted quality models and approaches were
exploited as a basic foundation for the development of the research generic model. This
process eventually emerged the Quality Appraisal Model (QAM). The model outline
contains a set of core factors and sub-factors; supported by systematic sequential phases
of the implementation cycle, and self assessment scoring techniques was evolved. The
purpose is to enable the UAEPSI to appraise their quality status and benchmark their
performance improvements against the United Arab Emirates Government Excellence
Programmes (UAEGEP) criteria and quality standards. In order to examine the QAM
feasibility, a second research method of qualitative focus groups was carried out. Two
focus groups of top management in a designated UAEPSI were formed. The focus
group made considerable statements and observation that it enhanced the model to fit in
accordance to their TQM implementation requirements. This enabled the model the
advantage of flexibility and required adjustments to respond to the individual

institutional needs of such implementation mechanisms by various UAEPSIL.

1.2 RESEARCH AIM AND OBJECTIVES

Research Aim

The research aims is “to investigate current TQM practices in the United Arab Emirates

public service institutions, in order to develop a generic quality appraisal model that

assist them in enhancing their quality performance and to betterment of services”.



Research Objectives

In order to achieve the above aim which is pertinent to the current TQM implementation
practices in the UAEPS], the researcher aspires to acquire the following objectives in

which they facilitates the researcher task in fulfilling the research foremost aim:

1. To investigate current TOM practices in the UAEPSI

2. To identify quality critical factors for successful TOM implementation in the
UAEPSI

3. To determine the appropriateness of the developed model to the UAEPSI.

1.3 RESEARCH QUESTIONS

The questions below are formulated on the bases the researcher’s knowledge as they
enables him to attain the research aim and objectives relevant to the TQM

implementations practices in the UAEPSI.

1. What are the quality critical factors, and to what extent they are significant for

successful implementation of TOM in the UAEPSI?

2. What problems and/or obstacles are associated with TQM implementation

practices in the UAEPSI?
3. What are the UAEPSI anticipations of quality appraisal model?
Obviously, answering such questions keeps the debate open to explain the findings;

whether or not the QAM reflects the UAEPSI cultural values, specifically the traditions

and the management values that can be demonstrated in practice.



1.4 RESEARCH STAGES OUTLINE

The researcher reviewed and developed a body of knowledge from the academic
literature related to the research concept. He, then, considered all the research
methodologies in order to determine the most appropriate method relevant to the
research topic. Afterwards, he carried out an empirical fieldwork applying a survey
questionnaire which evaluated and assessed the current quality practices and
implementation processes from the employees perspectives in the UAEPSIL
Subsequently, the researcher compiled the gathered data from the fieldwork survey and
used statistical analysis tools to interpret and analyze the data. The results obtained
identified the key critical factors, problem areas, and gaps between the UAEPSI current
practices and the TQM practices. Based on the results of the previous stage, a
customized Quality Appraisal Model (QAM) was developed for the UAEPSI. Then, the
model was tested to ensure its applicability; a focus group was formed in a designated
government institution. After that the researcher validated and amended the model
based on the above stage outcomes. Finally, the researcher highlights the research
contribution, its limitations and proposes; a set of recommendations is proposed for

future research.

1.5 RESEARCH STRUCTURE

The thesis falls into ten chapters as illustrated in Figure (1.1); though the chapters are
discrete, they complement each other and they are sequenced logically. Chapter one

serves as an introduction.

Chapter Two: Research Literature Review

This chapter sets the theoretical background; information was extracted and reviewed
from the most recent academic publications and sources, such as, books, journals,
articles that relate to the research topic. The chapter is divided into three sections. The
first section explains in detail the quality philosophy and its concept, the quality
definition and the development of the quality theory from its inception to the present

day quality excellence. The second section outlines the quality gurus and their



contribution to the development of the conception of quality. The third section reviews

the most common used and implemented quality approaches.

Chapter Three: Research Methodology

This chapter serves as an overview of the research methodologies, their advantages and
disadvantages; thus, justifying which research design and methodology was used. The
triangulation method of both the quantitative survey questionnaire and the qualitative of
the focus groups were employed. The chapter also discusses what sort of data gathering

instruments and techniques are employed and it accounts for them.

Chapter Four: Fieldwork and Data Collection

This chapter illustrates the development of the research survey questionnaire, how it is
designed, piloted, tested and distributed. It also, discusses in greater detail the sampling

design of the study and the process of getting back the questionnaires.

Chapter Five: Data Analysis

This chapter examines and interprets the data gathered from the research fieldwork
study, from both sources: the questionnaire and interview. The data obtained are then
analyzed in order to identify problem areas and gaps. The results of the data analysis

were used as basic layers for the research model development.

Chapter Six: Quality in the U.A.E.

This chapter demonstrates the quality characteristics of the UAEPSI. The first section
aims to provide a general background to the U.A.E. social and economic perspective.
The second section elaborates the U.A.E. government quality initiative. The third
discusses the current quality practices and implementation in the UAEPSI. The chapter

rounds up by explaining the need for a model to implement the TQM in the UAEPSI.



Chapter Seven: The Model Development

This chapter presents the sources of information utilized for the development of the
QAM. The researcher combined theories and empirical evidence to envisage the
development of the model. The chapter is divided into two main sections. Section one,
demonstrates the theoretical development of the QAM. The researcher extensively
reviewed the most recent existing literature, research studies, and universally adopted
quality models and approaches. Section two manipulates the results of the data analysis

which develop the empirical part of the model.
Chapter Eight: The Model Emergence

In this chapter the researcher presents the development stages of the model based on the
outcomes of the previous chapter. Section one expounds the emergence of the quality
appraisal model based on the existing TQM practices in the UAEPS], the results of data
analysis, and the unique characteristics of the UAEPSI. Section two portrays the model
framework of the core factors and sub-factors. Section three explains the
implementation process and proposes the mechanisms along with systematic scoring
techniques that transform the theoretical principles of the model into practical ones. The
last section benchmarks the development by comparing the matrix with other existing

broadly adopted quality models.
Chapter Nine: The QAM Validation

This chapter displays the practical validation of the emerged QAM. In order to evaluate
the applicability and credibility of the QAM, the researcher addresses a pragmatic
demonstration regarding the viability of the QAM to determine its appropriateness to
the UAEPSI quality needs. Section one explains the process of forming the focus
groups of the tbp management UAEPSI. Section two discusses the issues and the set of
questions that aimed to acquire the perceptions of the focus groups about the model.
Section three summarizes the observations and feedback received by the focus groups

and the possibilities of the actual implementation of QAM.
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Chapter Ten: Conclusion

This chapter presents the research study contribution to knowledge together with the
pitfalls; it proposes a set of recommendations for the UAEPSI and for the researchers
working in the same filed. The chapter illustrates the main driving and inhibiting forces
in quality implementation practices, the factors influencing the success and benefits of
TQM in the UAEPSIL The conclusion wraps up the research general outcomes that
provide a guidelines for further future work. Eventually, the research overall
contribution is to develop a set of recommendations and guidelines for the management
and for the people in UAEPSI that would make them aware of how to introduce a
quality implementation programme in their institutions; it demonstrates the factors that
are crucial for quality success. Besides, the research enriches the conception of TQM
and presents a genuine resource with empirical evidence that supports the literature and

the practitioners in this field.

11



Figure 1.1: Thesis Outline

| CHAPTER ONE

% Introduction

L

' CHAPTER

| FOUR

I Fieldwork and Data
Collection

| CHAPTER FIVE

Data Analysis
.
' CHAPTER
| EIGHT
{ The Model
L ~ Emergence

' CHAPTER NINE
' The QAM Validation

\

Source: The Author

| ; CHAPTER TWO
— ; Literature Review
oo
" CHAPTER

1 .......... } g THREE

i
Cy | Research
L Methodology
{
— i CHAPTER SIX
Loy | Quality in the U.A.E.
L
\g‘x -
CHAPTER
| SEVEN
e The Model
Development

-1 CHAPTER TEN

Conclusion

12



CHAPTER TWO
LITERATURE REVIEW

PREFACE

This chapter reviews the development of the quality theory from the early days of
quality inspection to the most recent days of organizational excellence. Equal emphasis
was placed on the quality concept and the definition of quality excellence. The
following section highlights the background of the quality gurus, their contribution to
the development of quality concepts and theories and their implementation techniques
and practices. Several recent books, publications, articles, and technical papers were
reviewed. Comments were made regarding the relevance of the theories and their
implications, techniques and practices to the quality concept. A summary of
comprehensive literature on the most common quality tools and quality performance
measurements is presented at the end of the chapter. See Figure 2.1 as it outlines the

chapter.
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Figure 2.1 Chapter two outline
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2.1 THE QUALITY PHILOSOPHY

Quality concept has its roots in the industrial revolution whereby products were made
by the use of non-standards materials and methods; the results were products of varying
quality. In the turn of the last century, Taylor (2010) developed a system of scientific
management that emphasized productivity and quality control. In reality, it is one of the
few management thoughts that are not developed by researchers and scholars in the
west, and then implemented in industry. Quality is a thought and a cultural practice
developed through implementation; first in Japan and then in the Western firms.
Afterwards, it was moved to the academies for more theoretical research, elaboration

and refinement.

The great shift of the Total Quality Management TQM phenomena took place after the
Second World War when the American manufactures observed a dramatic demand
decline on their products. As a result, quality ideology was advanced and developed by
a number of quality pioneers such as Deming, Juran, Feigenbaum, Crosby, Ishikawa
and Shewhart (Swift et al., 1998). In the 1990s, the TQM progress was accelerated in
order to meet the needs of the organizations; it performed several organizational
functions for the improvement of the total output of the organization as well as the
quality of the output within each function. TQM helps the organizations to focus on
both the external and internal needs of the customers with the objective of achieving top
quality performance in all business areas; thus, enhancing the customer's loyalty and
reducing the costs through getting things done right first time and every time (Long, and
Moullin, 2002; and Stahl, 1999).

2.1.1 The Quality Concept

The concept of quality involves different approaches developed in the last decade by
quality gurus such as Deming, Crosbey, Juran, Feigenbaum, and Ishikawa, in the field
of TQM. Their theories and quality approaches acquired remarkable recognition; they
were adopted as quality management fundamentals by present practitioners and
researches all over the globe. Although they commonly shared thoughts on quality
management and on the significance of quality to the organisation success, they
emphasized one factor and that was the customer satisfactions. Their insights constitute

a good reference for understanding quality philosophy mainly its principles and quality
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implementation techniques and practices for both the organisations that strive for
quality and the researchers as well as the quality experts. However, after careful review
of their exertion, it has been found out that they had quite different perceptions and
contributions to the development of the theory of quality. Gurus disagree with respect to
what each considers as part of quality success. These differences were reflected on the
level of perceiving quality definitions by different TQM gurus, practitioners and

theorists as it is clearly observed in the upcoming sections.

2.1.2 The Quality Definition

The differences in quality understanding and in its adoption by different researchers
have created an unbroken debate and showed a lack precise definition. As a result, there
appears to be no uniform understanding and definition of the meaning of the term
quality (Hackman and Wageman, 1995). However, these divergences had played a vital
role in the evolution and enrichment of quality concepts. The following interpretation of

quality definition is extracted from the different TQM perspectives.

Deming (1986) suggested that the quality of a product must be defined by the ultimate
customer or user of that product and that it must be measured by the interaction between
three components: the product, the user and the method of using it taking into account
how the user exposes/exhibits the product and takes care of it; whether or not he follows
the instructions for use; the customer and the repairman may need some training, some
spare parts and repair services that may or may not be available. Crosby (1984), for
instance, perceived quality in terms of its conformance to the requirements; that is to

say, the products could be of a high quality only if it conforms to all of its requirements.

Feigenbaum (1991) defined quality as the total composite product and service
characteristic of marketing, engineering, manufacturing, and maintenance through
which the product and the service in use will meet the expectations of the customer and
pointed out some individual characteristics associated with the product quality, for
instance, the product must have good reliability; it must perform its intended function
constantly. Moreover, it must have proper serviceability and maintainability during its
life cycle. Juran (2000) defined quality as fitness for use. He described a product that

does not perform as one that definitely dissatisfies the customer.
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Garvin (1988) observes that researchers cannot agree on a particular definition; he thus
developed a conceptual framework for quality, categorizing divergent approaches and

providing five definitions for quality:

1. Transcendent definition: quality cannot be defined precisely and that it can only

be recognised.

2. Product-Based definition: quality is a precise and measurable variable. This
means that an expensive product is considered a high quality product because
quality reflects the quantity of attributes that a product has; thus, eminent

products will be more expensive than the lower quality ones.

3. User-Based definition: a customer oriented definition; a product with high
quality will definitely meet the customers’ expectations; that will satisfy the

customer's needs

4. Manufacturing-Based definition: the emphasis is placed on the suppliers’ needs
together with the engineering and manufacturing practices and cost reduction.
Improvement in quality leads to lower costs since preventing defects in the first

place reduces expense, re-work and repair

5. Value-Based Definition: quality is defined in terms of costs and prices; thus, a
quality product is one that provides conformance at an acceptable price or cost,

Garvin (1988). See Table (2.1) outlines Garvin’s quality categories definitions.

Flood (1993) defined quality in terms of its compliance to the customer’s agreed
requirements, both formal and informal; the product should not be costly in the first

place

ISO 9000 (2000) also provided different definitions for quality; quality must take

account of:

® The degree of excellence
e Conformance with requirements

® [ts ability to satisfy stated or implied needs
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e Fitness for use and purpose

e Freedom of defects, imperfections or contamination

® Delighting customers

These aspects focused on an entity that was described as a product or service. Due to
quality theory development, the definition of quality is changed in 2000 to “the degree
to which a set of inherent characteristics fulfils a need or expectation that is stated,
generally implied or obligatory’” ISO 9000 (2000: 9). According to Hoyle, (2006) the

new definition is wider in meaning in that it includes the product, service, decision

making processes, documentation and information relevant to the output process.

Table 2.1 Quality Definitions of Different Categories

Transcendent

Even though quality
cannot be defined,
you know what it is
(Pirsig 1974).

Quality is a principle
that encourages
excellence in
everything: products,
strategies, systems,
processes, and
people ( Bounds et
al., 1994)

Fine craftsmanship
and a rejection of
mass production.
(Lewis, 1984)

Quality is the
goodness or
excellence of
something. It is
assessed against
accepted standards
of merit for such
things and against
the interests / needs
of users and other
stakeholders (Smith,
1993)

Product

Differences in
quality amount to
differences in the
quantity of some
desired
ingredients or
attribute ( Abbott.
1955)

The totality of
Jeatures and
characteristics of
a product or
services that bear
on its ability to
satisfy stated or
implied needs.
180, (see Freund
1985)

The amounts of
the un priced
attributes
contained in each
unit of the price
attribute, (Leffler,
1982)

Manufacturing

Conformance to
specification (Levitt
1972)

The degree to which a
specific product conforms
to a design or
specification Gilmore
(1974)

The consistent
conformance to customer
expectations. Lew Lehr,
quoted in Anderson .
(1988: 2-3)

Quality can be defined as
conformance to
specifications for output
that is tangible and
standardized. For output
that is customized and
intangible, quality can be
defined as the extent to
which the output meets
and/or exceeds customer
expectations ( Reeves&
Bednar 1994)

(Groocock, 1986)
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Consumer

Fitness for use
(Juran 1988)

Meeting the
customer
requirements
Oakland (1989)

Delighting the
customer.
(Peters&Austin
1985)

Meeting or
exceeding
customer
expectations
(Gronroos, 1983)

The degree of
conformance of all
the relevant
features and
characteristics of
the product (or
service) to all
aspects of a
customer's need,
limited by the price
and delivery he or

she will accept.

Value
Affordable

excellence

The presence of
value defined
by the

customer.



Quality is the degree A predictable degree of

of excellence at an uniformity and

acceptable price and dependability at a low cost

the control of suited to the market

variability at an (Deming 1986)

acceptable cost.

(Broh. 1982) Minimizing the loss
imparted to the society

from the time a product is
shipped (Taguchi 1993)

Source: Garvin, (1988:43)

As mentioned earlier, it appears that there is no commonly agreed specific definition of
the term quality among researchers though they share a common perspective on quality,
a perspective that focuses on both product and service quality and the interaction
between them, such a definition which ultimately meets the customer’s expectations and

ensures his satisfaction.

2.2 DEVELOPMENT OF QUALITY THEORY

The emergence of quality theory and concepts dates back to the early twenties of the
last century. Since then, the concept developed in the course of time and intermingled
with other aspects of social sciences and management disciplines. The increasing
interest in quality worldwide in the past few decades has stimulated manufacturers and
service-men, private and public sectors, small, middle and large organisations in all
countries to get involved in quality activities and business improvements (Omachonu,

and Ross, 2004; and Sandholm, 1996).

The development of quality and excellence concepts, quality approaches and
implementation techniques in manufacturing enterprises as well as in the service
organizations emerged through five development phases:

The Dormant phase

Companies do not feel any threat in the marketplace. They earn an acceptable income.

Executives are satisfied with the business results. They experience no need to give any

special consideration to quality.
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The Awakening phase

The situation is dramatically changed. Market shares are lost. Income drops. Profit

turns into loss. Executives awake and feel that they are facing a crisis.

The Groping phase

This phase is characterized by trial and error. Upon awakening, executives have
realized that they have to do something in the field of quality, but what they can
specifically do. Fashionable tools and methods are there as a possibility highlighting
aspects in business literature and at management seminars and conferences. Lacking

sound knowledge on managing quality, executives just select whatever presents itself.

The Action phase

Some companies discover that the trendy tools and methods do not lead to excellent
results. They then, embark on carrying out an effective programme for changing the
situation. Such a programme includes a change of the internal culture, as well as

improvements of products and processes.

The Maturity phase

A real sign of maturity is that when quality is no longer discussed in the enterprise. Full
customer satisfaction is realized through integrative processes at all the organizational
levels. The concept of quality applies not only to products, i.e., the goods and services
produced and supplied, but also to all the other supporting activities. A total quality
approach is applied which includes all processes and functions, as well as the
involvement of the organization members, (Sandholm, 1996). Table (2.2) illustrates the

chronological order of quality concept development.
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Table 2.2 The Historical Events of Quality Concept Development.

Time
Prior to 20th
Century

1900's

1930's

1930°s

1942

1944

1945

1946

1950

1951

1954

1957

1961

1962

1964

1970

1980

1990

Event

- Quality in an art
- Demand overcomes potential production

- An area of workmanship

- The scientific approach to management resulting in the rationalization of work and its breakdown leads to

greater need for standardization, inspection and supervision

- Statistical beginnings and study of quality control. In parallel, studies by Fisher on experimental design

- The beginnings of control charts at Western Electric

- Quality standards and approaches are introduced in France (Darmois) and Japan

- Beginnings of SQC, reliability and maintainability engineering

- Working group set up by Juran and Dodge on SQC in US army

- Concepts of acceptance sampling devised

- Dodge and Deming seminal research on acceptance sampling

- Founding of the Japan Standard Association

- Founding of ASQC (American Society for Quality Control)

- Visit of Deming in Japan at invitation of K. Ishikawa

- Quality Assurance increasingly accepted

- TQC in Japan (Feigenbaum and Juran), book published in 1956

~ Foundation of European Organization for the control of quality (France-AFCIQ, Germany, Italy, Holland
and England)

- Growth for the study and application of experimental design and response surface methodology in

designing quality

- The Martin (Marietta) Co. introduces the Zero defects approach while developing and Pershing Missiles
(Crosby). Quality motivation started in the US and integrated programmes begun

- Quality circles started in Japan

- Ishikawa publishes book on Quality Management

- Ishikawa publishes a book on the basic of Quality Circles and the concept of Total Quality is affirmed and

advised in Japanese industries

- Just in time and quality becomes crucial for competitiveness
- A large number of US and European corporations is beginning to appreciate the advance of Japan's
industries

- Taguchi popularizes the use of experimental design to design robust systems and products
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2000 - Facing the rising sun challenges in quality management
- Development and greater dependence on supplier and contracts

- Growth of economic based quality control, information software packages

2000 to current - The management of quality has become a necessity which is recognized at all levels of management
- Increasing importance is given to off-line quality
- Management for the design of robust design of manufacturing processes and products

- The growth of process optimization

Source: Tapiero (1996: 21-22)

Quality is just a natural aspect of the work involving the entire organization. Executives
regard quality as naturally as they regard finances. The Japanese companies have
successfully realized the maturity phase. According to Juran (1999: 37), the winners of
the Malcolm Baldrige National Quality Award are basically from the United States and
the European Quality Award is granted to organisations that can be fairly considered to

have reached the maturity phase.

The global trade competition is a global trade battle among companies in the US,
Europe and Japan during the trade deficit of 1980's. The ever-increasing global
competition, the world economic slump and the threat of losing the dominance of global
trade shared by US companies in favour of their traditional competitors constitute huge
hazards alarming US companies which tobk corrective measures in order to regain some
of their lost market share. Thus, the ultimate cure to this problem was to adopt the TQM

practices of the Japanese (Goetsch, and Davis, 2010)
2.2.1 Quality Inspection (QI)

Inspection is considered as one of the elementary tools of quality that involves activities
such as measuring, examining and/or testing a product or a service; a product may be
judged by the specified requirements to determine conformity. Taylor (1998) provided a
framework for the effective selection of people in the industrial organisations. One of
Taylor’s concepts was the clearly defined tasks performed under certain specified
standard conditions. Inspection was one of these tasks and it was intended to ensure that
no faulty product is produced. Inspection is an efficient and effective method that
detects defects in services and products. It aims to identify a defect product and to
eliminate it before it is too late or before production becomes ineffective and costly

(Oakland 2003; Stahan 2002; BSI 2000; and Deming 1986).
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However, as industries expanded and the technical problems become frequent, the need
for more effective operations and more skilled workers arose. Inspectors were ordered
to accept defective products to increase output. Skilled workers were promoted to
perform other functions leaving the less skilled workers to carry out the operational jobs
such as manufacturing Boddy (2000) observed that inspection still has an important role
to play in modern quality practices. However, it is no longer seen as the sole answer to
all quality problems. Rather, it is one tool within a wider array. Problems arise

anyway: among them are:

1. Technical problems that require specialised skills often not possessed by
production workers and

2. Inspection problems: inspectors may lack adequate and proper training; they
should also be ordered not to accept defective goods in order to increase output.

(Boddy, 2002)

2.2.2 Quality Control (QC)

Quality control aims at optimizing production; it is based on practices developed in the
Japanese industries. In the beginning, it was part of the concept of quality circles, in
which a team of ten to twenty people were given responsibility for the quality of the
products they produced. It gradually utilized various techniques involving both workers
and managers to maximize productivity and quality. Among these techniques are those
that involve close monitoring of staff and excellent customer service. The concept of
kaizen that considers improvement involves all members of an organisation. Its aim is
to detect and amend problems along the production line to avert the production of
defected products. Quality control is a detective method that organisations have used to
manage quality. Juran (1992) defined quality control as a regulatory process that
measures actual quality performance; he, then contrasted the final products with the
specified standards to determine differences. It is a more sophisticated management tool
that aims at preventing goods and services that do not conform to the basic requirements
from getting to the final consumer. Quality controls are operational techniques and

activities that are used to fulfil quality requirements (ISO, 1994).
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As a measure of quality, quality control, however, is costly when viewed in terms of
tangible and intangible variable cost. It could also result in the production of
substandard goods and services when applied late in the process of production. Due to
the problems associated with quality control, organisations now focus on other methods
through which quality could be managed effectively (Kelemen, 2003; Evans, and
Lindsay, 2002; and Feigenbaum, 2001).

2.2.3 Quality Assurance (QA)

The principles of Quality assurance (QA) are based on defining the process of
production with a view of a programme for the systematic monitoring and evaluation of
the various aspects of a project, service, or facility to ensure that the standards of quality
are being met. Oakland (2003) defined quality assurance as the broadly prevention of

quality problems through planned and systematic activities.

Dale et al., (2007) affirmed that quality assurance is a prevention based system, which
improves the product and service quality increasing its productivity by placing emphasis
on the product, service and process design. Quality assurance emphasis on defect
prevention is different from quality control that focuses on defect detection once the
item is produced. Preventing the production of a non conforming product is not the
same as the increased emphasis placed on the activities involved in the process of
production. Thus, it is a management technique to control quality at all stages of
production and to avert problems. Quality assurance functions are performed at the

design stage of the products or services.

The concept of quality assurance can be outlined in terms of the following criteria: the
cost effectiveness of a product or service, the enhanced productivity, accuracy and staff
involvement. Effective quality assurance must involve the development of a new
operating philosophy and an approach that seems to be proactive rather than reactive
and that involves motivated and dedicated people in the process across normal

departmental obstacles. (James, 2011; Holmes, 2010; and Sale, 2000)
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2.2.4 Quality Management (QM)

Quality management is the management of the organisation by systematic planning,
measurement and evaluation of performance so that the organization achieves its
objective (Smith et al., 1993, ISO 9000, 2000). Quality management involves the
formulation of strategies, the setting of goals and objectives, the planning and
implementation of plans and the use of control systems for monitoring feedback and
taking corrective actions. The Organisation implements quality management for two

main reasons:

1. To Satisfy the customer’s expectation and

2. To improve the overall business efficiency (Dale, et al., 2007)

According to Juran (1992), the basic goal of quality management is the elimination of
failure in the concept, products, services and processes. This does not mean that
products, services, and processes necessarily fail in fulfilling their function but that their
function was not what the customer desires. Failure must be averted in quality

management; to handle this, there should be planning, organization, and control.

2.2.5 Total Quality Management (TQM)

The term ‘total quality’ was used for the first time by Feigenbaum, (1991). It referred to
wider issues within an organisation. Ishikawa, (1991) also discussed ‘total quality
control’ in Japan, which is different from the western idea of total quality. According to
him, total quality control means ‘company-wide quality control’ that involves all
employees in quality control, from top management to the workers. However the term
“TQM” was first introduced by Oakland (2001); he defines it as an approach to improve

the effectiveness and flexibility of business as a whole — quality in all functional area.

The word "total" in “Total Quality Management” means that everyone in the
organization must be involved in the constant improvement effort; "quality” displays the
concern for the customer satisfaction, and "management" refers to the people and

processes needed to achieve that quality.
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A typical definition of TQM includes phrases such as: the customer focus, the
involvement of all employees, the constant improvement and the integration of quality
management into the total organisation. The definitions given were all similar; thus,
they were confusing. It was not clear what sort of practices, policies, and activities they
involve. (Summers, 2009; Oakland, 2003; Feigenbaum, 2001; Reed, et al., 2000; and
Smith et al., 1993), Figure (2.2) presents the quality evolution from early inspection to

most recent quality excellence.

The core of TQM is the customer-supplier interfaces, both external and internal, and at
each interface, several processes are involved. This must be supported by a commitment
to quality, communication of the quality purposes, and recognition of the need to

change the culture of the organisation to create total quality (Vermeulen, 1997).

Recently, TQM moved from being what some believed to be only a way of competitive
advantage for organisations to survive in the very challenging and changing customer’s
demands, to what others adopt TQM and consider as a fashion and fad. Equally true that
a lot of organisations attribute scepticism about TQM to the length of implementation
procedures. Yet, TQM remains a long and non-stop process, a process and strategy that

in certain situations can improve the organisations effectiveness and efficiency.

TQM places responsibility for quality problems within management rather than on the
employees. A principal concept of TQM is the management process variation, which
seeks to identify special and common needs. The objective of TQM is the continual
improvement of processes, achieved through a shift from outcomes or finished products

to the processes that produce them.

This objective is realized through data collection and analysis, the use of statistical tools
such as: flow charts, histograms, cause and effect diagrams, and other performance
measurements, which are used to interpret and improve processes. These tools are

discussed in further detail in section 2.4.
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Figure 2.2 The Evolution of Quality
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2.2.6 Quality Excellence Service (QES)

The organizations realized that not only the quality of their manufactured products
fulfils their customers’ needs, but also the continued emphasis on service as the key to
competitive success provided to customers. It’s believed that the development concepts
and literatures of TQM created and inspired ideas in manufacturing industries. Despite
the fact that there are many differences between quality in manufacturing and in
services, there are also many similarities. These differences result from the nature of
services themselves. In service organizations, the delivery of service involves an
immediate interaction between customers and the service delivering organization while
in manufacturing organizations, a limited connection exits where the focus is much
more on finishing the product. The three well documented characteristics of service
quality that must be acknowledged by organization management for a full

understanding of service quality. These are:

Intangibility: most of the service processes are intangible because they are performance

rather than objects, i.e., precise manufacturing specifications concerning quality. They
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can’t be tested before purchasing to ensure their quality; as a result, it is difficult for

organizations to understand their customer’s perceptions.

Heterogeneity: the quality of services differs from one customer to another and from
day to day; the consistency of the service delivered and its measurement are difficult to
attain because what the organization intends to deliver may be totally different from

what the customer receives.

Inseparability: the production and consumption of many services such as the
consequence quality delivered may have less managerial control where the customer’s

perception is intense.

In contrast to manufacturing, service organizations produce a product that is intangible.
Usually, the complete product cannot be seen or touched. Rather, it is experienced.
Examples include the delivery of health care, the experience of staying at a vacation
resort and/or of learning at a university. The intangible nature of the product makes

defining quality difficult.

Furthermore, since a service is experienced, perceptions can be highly subjective. In
addition to the tangible factors, the quality of services is often defined by perceptual
factors. These include responsiveness to the customer needs, courtesy and friendliness
of the staff, promptness in resolving complaints and friendly atmosphere (Ferlie, et al.,
2007; Pollitt, 2007; Hood, 2007; Denis, et al., 2007; Dingwall, and Strangleman, 2007;
Frohlich and Westbrook, 2002; and Parasuraman, et al., 1985)

Some definitions of quality in services include aspects such as time, the amount of time
a customer has to wait for the service, and consistency: the degree to which the service
is rendered recurrently despite time. For these reasons, defining quality in services can

be especially challenging (Frohlich and Westbrook, 2002; Nie and Kellogg, 1999).
Normann (2000) identified five key elements of quality management service through

developing a useful conceptual framework for managing services, as illustrated in

Figure (2.3). The five elements are:

28



1- The market segment that demonstrates the specifically designed service for a

I

particular customer.

2- The service concept that combines the benefits to be delivered to customers; some of
these benefits are tangible and others are intangible. The concepts are categorised as
core and peripheral; some services are easy to measure and others are quite difficult to

quantify.

3- The service delivery system that describes the systematisation and the different roles
of stakeholders in delivering services. The role of people in the system and the level of
involvement and motivation they perceive. The role of customers” expectations in the

service process along with the other physical elements involved in service delivery.

4- The image of the service that depends on what the management and the whole
organisation actually do; it is considered as a tool whereby management can influence
the perceptions that people, customers and other stakeholders involved have about the

organisation

5- The culture and philosophy that refer to the method, by means of which the social

process leading to the delivery of services is controlled, maintained and developed.

Figure 2.3 Five Key Elements of Quality Management Service
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TQM has proven to be very successful and promising in the manufacturing industry. It
has been said that TQM can be equally applicable with success in the service industry.
But, due to the distinctive nature of service organisations, the application and success of
TQM have been limited to administrative and other supportive functions only in most
service organizations. In fact, the statement made by TQM experts that TQM can be
successfully applied in every organization is based on two implicit but important

assumptions:

® The hierarchical control dominance of management over the technical processes
and

® The dominance of rational decision-making processes

Most service organizations head off largely from those two assumptions (Prajogo, and
Sohal, 2006). TQM encompasses a number of strategies designed to improve quality

and reduce costs. These strategies include:

o Identifying and meeting customer needs;

® Reducing the cost of non-compliance with standards;
® Striving for zero defects;

® Reducing outcome variability;

e Using statistical methods to identify and monitor processes (Terziovski and
Samson 2000)

Williams, et al., (2004) presented three scenarios on why TQM became again a top
management issue; he addressed that in the past couple of years organization and
mainly the CEO’s and top management that shifted their attention in quality approaches
toward Six sigma as a new tool for combining the improvement efforts and defects
reductions with the organizations overall corporate strategies. They argue for the return
of top management to TQM due to three scenarios: first, the growing pressure because
of the use of the Internet to create excellence at the operational level; second, they think
TQM is able to bridge the gap towards increasing demand for improved measures of the
performance of companies; third, increasing the number of networked organizations that

need them to stick together with common shared values.
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Finally, below summarises some benefits that the organisations can gain as a result of

applying the quality principles.

Benefits of Quality

Organizations could not fully enjoy the quality privileges unless certain core elements

are made available. Dale, (2007) defined eight quality management principles. They are:

1. The Customer focus: the organizations depend on their customers; they thus
should understand the current and future customers’ needs, meet the customer

requirements and strive to exceed the customer expectations.

2. The Leadership: the leaders establish the unity of purpose and the direction of
the organisation. They should create and maintain the internal environment in
which people can become fully involved in achieving the organization’s

objectives.

3. The involvement of people: People at all levels are the essence of an organization
and their full involvement enables them to contribute to the organization’s

benefit.

4. The process approach: the organizations’ desired results could be achieved
more efficiently when the activities and related resources are managed as a

process.

5. The System approach to management: identifying, understanding and managing
interrelated processes as the system contributes to the organization’s

effectiveness and efficiency in achieving its objectives.

6. The continual improvement: the constant improvement of the organization

overall performance should be a permanent objective of the organization.

7. The factual approach to decision-making: effective decisions are based on the

analysis of data and information.
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8. The mutually beneficial supplier relationships: an organization and its suppliers

are interdependent and a mutually beneficial relationship enhances the ability of

both to create value, (Dale 2007:26-27). Table (2.3) summarizes the quality

focus, role and its merits.

Table 2.3 The TQM Focus, Role and Privileges

1

Focus

Customers

Leadership
People
Involvement

Process Approach

Management
System

Continual
Improvement

Decision Making

Beneficial
Supplier
Relationships

Role

Enables to understand
current and future needs

Establishes a unity of
objectives, and maintains
organization internal
environment
Encourages the essence
involvement to
organization

Directs organizations to
manage processes
Identifies in
understanding better
managing processes as a
system

Helps to set
improvements a as a
permanent objective
Focuses on factual
analysis of data

Creates an
interdependent
relationships between
organizations and
suppliers

Privileges
Betterment in meeting customers’
requirements, and exceeding their
expectation
People are more involved in
achieving organizations
objectives

Full exploitation of people's effort
in

More efficient processes and
activities

Contributes to the organizations
effectiveness and efficiency in
achieving its objectives

Enhances the organization
overall performance

More effective decisions are taken

Enhances the ability of both to
create more value

Source: Dale, (2007) P. 26-27

Successful TQM implementation has a positive influence on both the microeconomics

at individual organizations levels and the macroeconomics at the national level. The

results of many recent empirical studies provided evidence of positive, direct and

indirect influence of successful TQM implementation on the overall business

performance of the organization (Al Shaghana, 2004; Terziovski, and Samson, 2000;
Easton, and Jarrell, 1998; Lemak, et al., 1997; and Youssef, and Zairi, 1995).
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2.3 QUALITY GURUS

This section sheds light on the perspectives of the quality gurus and the contribution
they made to the concept of quality. A guru, by definition, is a counsellor, or / and an
expert. A quality guru should have all these attributes. Moreover, he should possess a
concept and an approach to quality within business that could have a major and lasting
impact. This section presents the main principles and practices of TQM proposed by the
chief icon quality gurus such as Deming, Juran, Crosby, Feigenbaum, Shewhart,

Taguchi, and Ishikawa,.

2.3.1 Deming (1900 - 1993)

Deming is well known for his emphasis on Statistical Process Control (SPC) techniques
that were originally introduced by Shewhart, at the Bell Telephone Laboratories in the
1930s. His early career was spent teaching the application of statistical concepts and

tools. Latterly, he developed a theory of management and "Profound Knowledge".

The theory presents to management an outside view about their organisation system. It
demonstrates the management judgment in perceiving the principles in every kind of
relationship with other people. The principles along with the layouts of theory

application are illustrated in Figure (2.4)

In 1950s, Deming was the first quality guru that arrived Japan where he introduced
quality principles and applied the SPC techniques on the Japanese organisations. He
was well known to the Japanese and their national award for quality management
‘Deming Prize’ was named after him in 1950 as appreciation for his contribution and

generosity by the Union of Japanese Scientist and Engineers.

Deming believed in quality as an important issue for improving the organisation
performance and efficiency and for gaining competitive advantage. He also believed
that top management is responsible for most quality problems arising in any
organisation and, thus, it is the responsibility of top management to engage in solving

quality problems.
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Figure 2.4 The Principles and Layout of Deming’s Profound Knowledge Theory
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Source: Deming, E. (1994)

Deming (1986) noted that there are seven deadly diseases encountered by most

organizations in attempting to improve the quality and management processes. These

diseases or obstacles are displayed in Figure (2.5)

Figure 2.5 Deming’s Seven Deadly Diseases
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review.

Mobility of management; job hoping.

Management by use only of visible figures, with little or
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unknowable.

Excessive medical costs.

Excessive costs of Liability.
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In 1986, Deming presented in his book ‘Out of Crises’ the fourteen points of
management, which serve as guideline for management if they intend to stay in the
business. He claims that these points are applicable anywhere in manufacturing or in

service industry, to large organisations as well as small ones; these points are:

Create constancy of purpose toward the improvement of product and service.
Adopt the new philosophy.

Cease dependence on inspection to achieve quality.

AN wod o~

End the practice of awarding business on the basis of price tag. Instead,

minimise total cost.

“

Improve constantly and forever the system of production and service to advance
quality and productivity, and thus constantly decrease costs.

Institute training on the job.

Institute leadership.

Drive out fear, so that everyone may work effectively for the company.

0 e N D

Break down barriers between departments.

10. Eliminate slogans, exhortations, and targets for the work force asking for zero
defects and new levels of productivity.

11. Eliminate work standards. Eliminate management by objective. Eliminate
management by numbers or numerical goals. Substitute leadership.

12. Remove barriers that rob people of their right to pride of workmanship.

13. Institute a vigorous programme of education and self improvement.

14. Put everybody in the company to work to accomplish the transformation. The

transformation is everybody’s job.

Deming also emphasized the importance of identification and measurement of customer
requirements, the creation of supplier partnership, the use of functional teams to identify
and solve quality problems, the enhancement of employee skills, the participation of
employees, and the pursuit of continuous improvement. As a tool for quality and
management improvement, Deming recommended a systemic approach to problem
solving that is widely known as Plan-Do-Check-Act (PDCA) Cycle or Deming’s Cycle.
The cycle was originally developed by Shewhart and later modified by Deming. See
Figure (2.6).
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Figure 2.6 The Deming Cycle

The PDCA or Deming Cycle
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PLAN: Design or revise business process coraponents to improve results
DO: Implement the plan and measure its performance
CHECK: Assess the measurements and report the results to decision makers
ACT: Decide on changes needed to improve the process

Source: Deming (1986) and redesigned by the Author

The basic concept of the cycle is that the organization plans a change or an
improvement process, implements it, and checks the results. He recommended that the
business processes be placed in a continuous feedback loop so that managers can
identify and change the parts of the process that need improvements and depending on
the results, they act either to prioritize the change or to begin the cycle of improvement

again with the new information.

2.3.2 Juran (1904 - 2008)

Juran is a management consultant and a prolific author whose trait is common-sense and
a practical approach. Like Deming, he was influential in helping the Japanese to learn
and apply quality management in the 1950's. Juran viewed quality management as a
process consisting of three basic processes; the Juran Trilogy: quality planning, quality
improvement and quality control (see Table 2.4). In his view, the approach to managing
quality implies the detection of a persistent problem. Then, acting upon it by the process
of quality control; the constant problem requires a different process, namely, quality

improvement; such constant problems are traceable to an inadequate quality planning
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process. Furthermore, Juran identified a universal sequence of three quality activities,

quality processes, and a quality improvement process. These processes are:

Quality Planning: a process of developing products and their features. It identifies the
customers and determines their needs and requirements. The process involves
developing processes capable of producing product features required by the customers,

and transferring the resulting plans to operating forces.

Quality Control: a process of examining and evaluating the product against the original

requirements of the customers. The detected problems are then corrected.

Quality Improvement: a process of identifying the specific needs for improvement and
setting up project teams that are responsible for identifying problems and solving them;
the process involves allocating resources and providing training, both of which are

needed by the teams for achieving their goals.

Table 2.4 Juran’s quality management basic processes

Quality Planning Quality Control Quality Improvement
Establish quality goals Choose control subjects Prove the need
Identify customers Choose units of measure Identify projects
Discover customer needs Set goals Organize project teams
Develop product features Create a sensor Diagnose the causes
Develop process features Measure actual Provide remedies, prove
performance remedies are effective
Establish process, controls  Interpret the difference Deal with resistance to
transfer to operations change
Z['gke action on the Control to hold the gains
ifference

Source: Juran, (2000)

Juran (2000) defined four broad categories of quality costs which can be used to
evaluate the firm’s costs related to quality. Such information is valuable to quality

improvement. The four quality costs are:

1. The Internal Failure Costs (scrap, rework, failure analysis, etc.) associated with

defects found prior to the transfer of the product to the customer;
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2. The External failure costs (warranty charges, complaint adjustment, returned
material, allowances, etc.) associated with defects found after product is shipped
to the customer;

3. The Appraisal Costs (incoming, in-process and final inspection and testing,
product quality audits, maintaining accuracy of testing equipment, etc.) incurred
in determining the degree of conformance to quality requirements;

4. The Prevention Costs (quality planning, new product review, quality audits,
supplier quality evaluation, training, etc.) incurred in keeping failure and
appraisal costs to a minimum (Gryna, et al., 2007; Juran and Gryna 2006; Juran,

2003; Juran, 2000; and Juran, 1999),

Juran (1999) differentiated two types of costs of quality: unavoidable and avoidable, as

presented in Figure (2.7)

Figure 2.7 Juran’s Cost of Quality
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Source: Juran, J. and Blanton, A. (1999)

Juran (2003) believed that the main quality problems are due to the management rather
than to the workers. The attainment of quality requires activities in all functions of a
firm. Firm-wide assessment of quality, supplier quality management using statistical
methods, quality information system and competitive benchmarking are essential to
quality improvement. Juran’s approach emphasises team circles and self-managing
teams which can promote quality improvement, improve communication between

management and employees and improve coordination between employees themselves.
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Juran, and Blanton, (2000) proposed ten point plan as an approach to quality and

management process improvement

7.
8.
9.

Create awareness of the quality crisis; the role of quality planning in that crisis;
and the need to revise the approach to quality planning.

Establish a new approach to quality planning.

Provide training in how to plan for quality, using the new approach.

Assist company personnel to re-plan those existing processes which contain
unacceptable quality deficiencies (March right through the company).

Assist company personnel to acquire mastery over the quality planning process,
a mastery derived from re-planning existing processes and from the associated
training.

Assist company personnel to use the resulting mastery to plan for quality in
ways that avoid creation of new chronic problems.

Establish specific goals to be reached.

Establish plans for reaching the goals.

Assign clear responsibility for meeting the goals.

10. Base the rewards on results achieved

The Juran Management System (JMS) is a comprehensive business management system

that incorporates lessons learned from over 50 years of research and study. It is a system

that began in Toyota Company in the 1950s and has continued to evolve over many

decades (Juran 2003). The JMS focuses on changing the culture of an enterprise. It

empowers the employees to:

S A

Be proactive in understanding the customer needs and in satisfying them
Provide high quality services and products to customer, while improving
efficiency. The JMS enables an organisation to improve quality while
simultaneously reducing costs

Become information-driven and solve problems faster with data

Stay involved in meeting the customer needs.

View management as a quality leader.

Reduce the costs of non-performing processes.
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Juran has written and edited a number of authoritative books and countless articles. He
is also the founder of the Juran Institute that helps organizations around the world
respond to the emerging needs of businesses and society. The Juran Institute is a
benchmarking, consulting, and training service firm that helps organizations implement

performance excellence programmes. (Gryna, et al., 2007)

2.3.3 Crosby (1926-2001)

Crosby began his career as a quality manager; he is well known by introducing the
concept of "Zero defects", in his best seller book “Quality is Free”. As a result of his
contribution and accumulated experience, he established Crosby’s quality consultancy
and training centre. One of the key features of Crosby's approach is the use of financial
indicators of waste (e.g. the cost of poor quality) to capture management's attention.
Emphasis is placed on prevention rather than on after-the-event inspection doing things

right the first time

Crosby (1979) describes quality as the result of a carefully constructed cultural
environment. It has to be the fabric of the organization, not part of the fabric. He
opposed other quality gurus when he observed that ‘quality has to be caused, not
controlled’; he deems that management should take prime responsibility for quality and
that only workers follow their managers’ example. He defined Four Absolutes of

Quality Management.

The First Absolute: the definition of quality should be in conformance with the

requirements, not with goodness

The Second Absolute: the system for causing quality is preventive not appraisal.

The Third Absolute: the performance standard must be zero defects, not that it is close

enough

The Fourth Absolute: the measurement of quality is the price of non-conformance, not

the indexes as presented in Figure (2.8).
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Figure 2.8 Crosby’s absolutes of quality management

TheFour Absolutes of Quality Management

1- Quality is conformance to requirements

_ o
N

2- Quality prevention is preferable to quality inspection

3- Zero defects is the quality performance standard

4- Quality is measured in monetary terms — the price of non-conformance

Sowurce: Crosby, P. (1984)

Crosby (1984) provided a guideline for quality improvement in the organisation; he

called it ‘Crosby’s fourteen steps to quality improvement’. They are:

Management is committed to quality and this is clear to all

Create quality improvement teams with representatives from all departments.
Measure processes to determine current and potential quality issues.
Calculate the cost of (poor) quality

Raise quality awareness of all employees

Take action to correct quality issues

Monitor progress of quality improvement, establish a zero defects committee.

Train supervisors in quality improvement

O % N SN AW N~

Hold “zero defects” days

10. Encourage employees to create their own quality improvement goals

11. Encourage employee communication with management about obstacles to
quality

12. Recognise participants’ effort

13. Create quality councils

14. Do it all over again, quality improvement does not end
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Crosby’s book ‘Quality without Tears’ introduced his famous concept of the
vaccination serum ingredients. The vaccine is explained as a medicine for management
to prevent poor quality. It falls in five sections that cover the requirements of Total

Quality Management.

Section One: Integrity: Treat quality seriously throughout the whole business
organisation from top to bottom; i.e., the organisation’s future will be measured on the

bases of its performance on quality.

Section Two: Systems: Appropriate measures and systems should be put in place for
quality costs, education, quality, performance, review, improvement, and customer

satisfaction.

Section Three: Communication: The communication systems are of paramount
importance since they are utilized to communicate requirements, specifications and
improvement opportunities around the organisation. Customers and operators know
what needs to be put in place in order to improve the business; listening to them will

yield better results.

Section Four: Operations: Working with and developing suppliers; the processes
should be potential and improving culture should be the norm.
Section Five: Policies: the policies must be clear and consistent throughout the.

business.

Crosby (1984) also stressed the importance of management style to successful quality
improvement. He broadened his approach to include wider improvement ideals. He

defined them as:
The Five characteristics of an “Eternally Successful Organisation”

People routinely do things right first time
Change is anticipated and used to advantage
Growth is consistent and profitable

New products and services appear when needed

U

Everyone is happy to work there
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2.3.4 Feigenbaum (Born in 1922)

Feigenbaum is also considered one of th'; quality gurus that have made a significant
contribution to the development of the quality management concepts. His contribution
is observable in introducing the concept of Total Quality Control; thus, he published his
book that holds the same title, “The Approach to Quality and Profitability”; it has

profoundly influenced management strategy in the global markets competition.

Feigenbaum (1991:6) defines Total Quality Control as an effective system for
integrating quality development, quality maintenance and quality improvement efforts
of the various groups in an organization so as to enable production and service at the
most economical levels which ensure full customer satisfaction. He considers quality as

a business method and proposed three steps to quality:

®  Quality leadership
®  Modern quality technology

e QOrganisational commitment

In his book, Feigenbaum's aim is to integrate the organisation quality development with
the most recent business practices and with the TQM methods in order to improve
productivity and to secure the quantifiable customer’s satisfaction and retention. His
emphasis on generating quality products and service organisations culminates in
building a total quality system, exploring the factors that control the quality by
explaining the functions of quality control. Feigenbaum (2001) notices that in
understanding the mechanisms of total quality control, the organisations ought to
organise themselves utilizing quality management strategies, achieve total commitment
to quality, introduce and practice quality engineering technology and make use of the
statistical technology of quality (Feigenbaum and Feigenbaum, 2003). Feigenbaum
(1986) introduced nine fundamental factors affecting quality in today’s businesses; they

must be met by the corresponding strong programmes for quality control. These are:

1. Markets: Since today’s markets are becoming broader in scope, more
functionally specialised in the goods and services offered and globalised
resulting in competition and a variety of choices for customers, business must be

highly flexible and capable of changing direction rapidly.
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Money: Quality costs associated with maintenance rework and quality
improvement resulting in management focus on the quality cost area as one of
the “soft spots” via which operating costs and losses can be decreased to

improve profits.

Management: Managing quality becomes an organisation-wide responsibility
which results in an increased load on top management officials, particularly the
increased difficulty of allocating appropriate responsibility for correcting

departures from quality standards

Men: The great demand for workers with specialised knowledge results in

breaking the responsibility for quality into a number of pieces

Motivation: The human motivational aspects have led to an unparalleled need
for education and training in quality methods, tools, and techniques and

improved communication of quality awareness

Materials: The production costs and quality requirements resulted in stricter
material specifications and in the use of highly specialised laboratory machines

as tools for quality measurement

Machines and Mechanization: Cost reduction and increased production volumes

have forced companies to use modern and complex manufacturing equipment

Modern Information Methods: The information technologies have provided the
means for an unmatched level of control of machines and processes and have
made available to management more helpful, precise, timely, and prognostic

information upon which to base the decisions that guide the future of a business

Mounting Product Requirements: Higher performance requirements for products
has emphasised the importance of product safety and reliability; thus constant
attention must be given to ensure that no factors interfere to reduce the reliability

of the components or the systems.
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Feigenbaum is also known for his concept of the “hidden plant®: in every factory, extra
work is performed in correcting defects and mistakes; thus, efforts are wasted through
not getting it right first time; that is there is a hidden plant within any factory
(Feigenbaum and Feigenbaum, 2009). In describing his approach to quality,
Feigenbaum, points out that organization quality is everyone’s job. Thus, quality
improvement leads to improvement throughout the organisation. He claims that today
organisations are having too many isolated quality initiatives and that organisation did
not understand that quality is a management style. The organisations must provide
sufficient quality infrastructure that supports both the work quality of the individual and

the teamwork between organisation departments.

2.3.5 Shewhart (1891-1967)

Shewhart is considered the father of Statistical Process Control (SPC). He worked in
Bell Laboratories and was engaged in a search for the practical methods of quality
control for the emerging telephone industry, which required mass production on a huge
scale. His ideas, published in the 1930's, formed the basis for a process oriented
approach to quality control viewing any recurrent activity as a process and using

statistics to understand and manage the variations that always occur.

2.3.6 Ishikawa (1915-1989)

Ishikawa is one of the famous Japanese quality gurus. The remarkable success of
quality initiatives and quality improvement of the Japanese products are due to him and
in gratitude to his contribution, the Japanese awarded him the nickname of the father of
the Japan quality efforts. In 1952, he introduced the term “Company Wide Quality
Control” (CWQC). His aim was to remove confusion and to make differentiation
between the Japanese style quality control approach and the American one. Ishikawa
(1991) describes his approach as one that relies on management that respects the
humanity aspects of people. Ishikawa believes that the organisation top management
should know that employees play a vital role in contributing to the success of the
organisation by empowering their involvement taking into account their suggestions and

creative ideas.
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The CWQC involves the participation of the people of an organisation from the top to
the bottom and from the start to the finish of the product life cycle.

Ishikawa (1990) emphasised the need for all employees in any organisation to
understand the concept of the CWQC used to analyse problems and develop
improvements. The organisations should train them in the seven basic tools of quality,

he described:

Pareto analysis which concerns the big problems
Cause and effect diagram: what causes the problems
Stratification: how the data is made up

Check sheets: how often it occurs or is done
Histograms: what overall variations look like

Scatter charts: what the relationships between factors are

N S L R W~

Process control charts: which variations to control and how

In order to enhance the techniques of CWQC, Ishikawa (1990) introduced the concept
of Quality Circles (QC) as a tool that enables organisation to encourage and motivate
their employee’s involvement and contribution to the problem solving. Later, this
concept was accepted worldwide by western organisations. The quality circle aims to
support employees to form informal meetings discussing what causes problems to occur

and set strategies to solving it.
Furthermore, in order to encourage people to understand this concept and practice,
Ishikawa develops the well known concept of the fishbone shaped diagram; also known

as the Ishikawa or the cause and effect diagram (see Figure 2.9).

The diagram aims to improve the performance of teams in determining the potential

root causes of their quality problems and to work on solving them.
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Figure 2.9 Ishikawa fishbone diagram
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Ishikawa (1990) expanded Deming's four steps (Plan-Do-Check-Act) Cycle into six

stages:

Determine goals and targets.
Determine methods of reaching goals.
Engage in education and training.
Implement work.

Check the effects of implementation.

S R Wb~

Take appropriate action.

He divided the “plan stage” into further two stages and the “do stage” into another two
stages, and called the cycle the “control cycle”, (see Figure 2.10). He recommended the
application of quality control methods, such as the statistical quality control method and
the use of a cause and effect diagram, in the “plan stage” as approaches for reaching the
desired goals, and education or training, in the “do stage”, as a requirement for the

improvement process.
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Figure 2.10 Ishikawa control cycle
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2.3.7 Shingo (1909 - 1990)

Shingo is also a Japanese quality guru; his main contribution was the introduction of the
concept of ‘Poka’ which means the elimination of mistakes during the production
process, and ‘Yoke’ which means the prevention of mistakes. He argues that errors must
be identified before they become defects. The process stops whenever a defect occurs in
order to define the source and prevent recurrence. In addition, he developed other
inspection and quality control concepts such as the Zero Quality Control where he

claims that goods are shipped with no defects.

Shingo (1986) co-worked with Taiichi Ohno and invented the Just-In-Time (JIT) or the
Toyota production system (TPS) applicable to an integrated widely used manufacturing
strategy. The concept is recently known as the lean manufacturing strategy. It aims at
improving the process functions. The system is for low-cost and high-quality

production.
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2.3.8 Taguchi (1924)

Taguchi is another Japanese quality guru who started his career as an engineer and
worked in the area of product design. He has developed an approach called the Taguchi
Method or the Robust Deign. The method primarily focuses on reducing the variations
of the manufactured products by using systematic and planned statistical experiments.
The methods help manufacturers to gain better control over products manufactured and
also to design products under a wide range of environmental and product process

conditions.

Taguchi (1993) divided the product design and the production process stages into three

main phases:

1. System design: choosing the most appropriate system for the production process
and for product development from all possible systems that can perform the
objective functions.

2. Parameter design: deciding the optimal nominal values for the parameters of
the chosen systems.

3. Tolerance design: finding the optimal trade-off between quality loss due to the

variation of objective functions and the cost of high-grade components.

Taguchi, et al.,(2005) stresses that manufacturers should focus their quality efforts on
the design stage as it is much cost effective and simpler to make changes during the
product design stage than later during the production process. The emphasis is placed
on products cost reduction and the measurement of the cost of quality and the cost of
conformance and non-conformance. As a result of continuous statistical experiments,

Taguchi developed his “Loss Function” phenomenon, (see Figure 2.11).

The function is basically that of smaller differences in the target result in smaller costs;
this means that the larger the differences, the greater the cost. He thinks that the loss is
the cost of operating, failure to function, maintenance and repair, customer satisfaction
and poor design. The loss function has had a significant impact on changing the view of

quality cost.
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Figure 2.11 Tagushi’s loss function
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T = Target value of quality characteristic.

L =Lower specification limit of quality characteristic.

U= Upper specification limit of quality characteristic.

¢ =Loss associated with a unit produced at the specification limits, assumning
the loss at the target is zero.

Source: Ross, P. (1996) p.5

Taguchi (1993) believes that there is some level of loss associated with a product based
on whether it falls within or without the specification limits. (Taguchi, et. al., 2005;
Ross, 1996; Taguchi, 1993).

In the light of the preceding discussion about TQM conceptual development, and by
revision of the TQM approaches of eight quality gurus. It has become evident that each
guru has his own distinctive approach. Nevertheless, the proposed principles and
practices of TQM can equip researchers with better understanding of the concept of
TQM. It’s obvious that they basically developed their theories and quality concepts.
from statistical background. As explained earlier, the majority of quality gurus started
their career in the field of quality and products manufacturing improvement by
deploying statistical tools in measuring and quantifying the level of quality and process

improvement.

It is also, evident that most of quality gurus focus essentially on eliminating product
variances, cutting costs, reducing waste and defect goods and improving quality
practices by identifying success factors and providing guidance that needs to be
considered by the organisations in order to excel in their transformation processes with
regard to implementing quality concepts. Some of them record points and others refer to
the process as steps to quality improvement. No matter what they call it, it is meant to

provide a road map for the organisation on how to embark on and maintain the quality
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initiatives that yield short and long term benefits. Their insights offered a solid

foundation for conducting this study.

The results obtained from applying these tools were visible in reducing the number of
defect products and enhancing the productivity of the organizations. However, this did
not work properly as they discovered that these tools and measurements can’t be used in
isolation with the involvement of a human factor. Thus, they have shifted and developed
their quality methods by urging organisations to integrate and balance their emphasis
with equal attention to both, technical and human elements during the life cycle of

products or services they render.

The Western as well the Japanese quality gurus realised that this integration process
can’t be realized or succeed unless the management and the leadership play a
fundamental and prominent role in the promotion and success of quality improvement
in their organisation if they intend to survive in the ever-increasing competitive global

businesses.

From reviewing the literature it appeared to that, although the quality guru's approaches
to TQM were not entirely similar, they do share some common points which could be

summarized as follows:

1. The importance of management’s commitment to quality, visionary leadership,
people empowerment, and the appropriate support to technical and human
processes

2. The emphasis on strategy, policy, and organization self assessment activities

3. The importance of the employee capabilities and training is emphasized; so is
the role they play in changing employee’s attitudes and engaging them in the

whole process of quality implementation

4. The employees’ recognition and rewarding system for quality improvement

efforts should be established
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5. The significance of controlling processes and improving quality systems and

products design

6. The management role in encouraging the participation of the employees in
quality improvement and in creating a quality culture by changing perceptions

and attitudes toward quality

7. The top management’s responsibility to determine the appropriate quality

framework of operations in the organization

8. The emphasis is on preventing product defects and not on inspection after they

are produced

Undoubtedly quality gurus have contributed significantly towards the development of
the quality concepts. Conversely, they appeared inadequate or imperfect with respect to
the transfer of these methods and concepts or their application within the framework of
a scientific and systematic approach. This has created ambiguity and confusion on the
part of the organisations that tend to implement such concepts regarding the means of
application and the measurement tools of the expected outputs in order to validate the

tested outcomes.

Thus, this issue remains challenging to successive quality practitioners and experts who
embark on developing a new approach to quality implementation strategies that can help
quality implementers as well as organisations to execute quality improvement in a
systematic method. As a result of that a number of quality frameworks with action plans
were developed by various quality experts and practitioners as further literature review

related to this issue are presented in chapter seven.

2.4 QUALITY TOOLS

As stated earlier in the previous section, quality gurus used statistical tools to develop
their concepts and methods of quality improvement. Some of these tools are generally
used to measure quality and performance improvement by quality experts as well as
organisations. The term ‘“quality tool” is meant to be a structured process or a

methodology that aids or contributes to improving or preserving quality practices,
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management and control. These tools are used at the organisation level, their main
function is to measure performance, identify and solve problems, and provides a source
of decision providing assistance for management. Quality tools are widely used and
they come in many different types; they also vary in their use. In this section, a wide
range of quality tools will be introduced and explained; a general perspective will be

given on their use and purpose.

2.4.1 Pareto Chart

The chart was invented by an Italian economist called Vilfredo Pareto in the late of
eighteenth century. The purpose of the chart is demonstrated on a bar graph which
clarifies factors that are more significant by segmenting the range of the data into
groups; for example time or cost. It identifies the factor that may have a negative effect
on the order of the bars and consequently prescribes a remedy course, (see Figure 2.12).
The length of the bars represents frequency. The bar charts are arranged in a descending
order of height from left to right. However, those on the left are relatively more
significant than those on the right. The Pareto chart helps to identify the significant
factors, breaks major problems into smaller pieces and shows where to focus efforts
(Tague, 2005).

Figure 2.12 The Pareto chart
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2.4.2 Histogram

A histogram is one of the simple and widely used quality tools. It is a bar chart
representing frequency distribution; the height of the bars represents observed
frequencies. It is used to display a pattern of variation in a particular process; such as
describing a problem or it may be utilized as an aid in data collection and analysis (see
Figure 2.13). The organizations use it to observe how a procedure is working; they
gather data about that procedure such as the time it may take a specific procedure to be
carried out and to create a histogram. The organisations can notice the variation in the

amount of time it takes to perform that process (Robert, 2008; and Triola, 2004).

Figure 2.13 The histogram
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2.4.3 Statistical Process Control (SPC)

The statistical process control was invented by Shewhart in the early 1920s. Deming
later applied the SPC methods in the United States during the Second World War,
thereby successfully improving quality in the manufacture of munitions and other
strategically important products. Deming was also instrumental in introducing the SPC
methods to the Japanese industry after the war had ended; they were applied as
statistical methods for the purposes of quality control and improvement enabling data
analysis decision making. The methods are basically based on the philosophy that

manufacturing the right product in the first place is better than trying to rework the
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defect product. They ensure conformance to the requirements and secure corrective

actions when necessary to remedy problems.

They are used to advance process improvement over time by examining product
variations and eliminating their sources. The techniques of SPC are dependent on
developing control charts that can indicate when the process changes. The control charts
are used to monitor a process and to signal when it goes out of control. The SPC has a
distinct advantage over the other quality methods, such as the inspection in that it
applies resources to detecting and correcting problems after they have occurred.

The SPC helps improve a process to perform consistently and predictably for higher
quality, lower cost, and higher effective capacity; it provides a continuous control of

processes such as:

Top management commitment
Project champion
Initial workable project

Employee education and training
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Accurate measurement system

2.4.4 Performance Indicators (PI)

Performance indicators enable the organizations to understand the needed measures to
evaluate their quality performance and to make comparisons against predetermined
targets. They provide a description of what is measured. The measurement plays a
monitoring or an evaluating role with regard to specific processes, services or systems.
Due to product and service improvement and the ever-increasing pressure for
compaction, the organizations ought to improve their performance. Therefore, mangers
face the complex task of choosing appropriate key performance indicators for their
respective organizations and of implementing them in a systematic way. The data
collected and analyzed in this way are used to measure progress, to demonstrate

accountability, to determine effectiveness and efficiency and to identify problem areas.

The results of the analyzed data are in a quantified outcome or in a qualitative measure
which identify organizations in a particular situation at a specific time and location. In

addition, the data results indicate whether an outcome or objective has been
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accomplished, determine the extent to which objectives and outcomes have been
achieved, indentify targeting data and allow objective assessment of an organization’s

overall performance.

This approach obscures the possibility that any single performance indicator may be a
more important determinant of service quality compared to the rest of the chosen
indicators. One of the major drawbacks of most performance indicators is that they
usually do not measure service quality. (Coffey, 2007; Antony, 2003; and Al-Mashari,
and Zairi, 2000).

2.4.5 Balance Scorecard (BSC)

The balanced scorecard (BSC) is an ever-increasing tool of performance measurement
used by organizations to support the long-term and forward thinking strategic view
across the entire organization and to communicate that strategy down to the individual
performance level. According to Pearce and Robinson (2000), the balance scorecard
enables organization management to balance between short and long term objectives,
between the desired and undesired outcomes and between objective and subjective
performance measures. The balanced scorecard provides a view across a range of
measures that encompass all the key issues for continued quality success (Moullin,

2006; Kanji, and Moura, 2002; Ellis, 2000; and Kanji, and Asher, 1996).

Ellis (2000) remarked that the balance scorecard is currently being applied in major
organisations worldwide to help drive and configure the quality practices around the
organisational performance. He assumes that the benefits of the balance scorecard lies
in compiling a scorecard that not only drives strategic objectives and quality initiatives
through the use of cutting edge technologies and processes but also people performance

to enhance capabilities.

Lawton (2002) describes the balance scorecard as a management decision tool intended
to integrate the organisations strategy with operational performance measures. It often
shows the divers areas of performance an organisation values most. The major
dimensional perspectives of the balance scorecard are: the internal business
perspectives, the learning and growth perspectives, the financial perspectives and the

customer perspectives. The term “balanced” suggests that the organisation objectives
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and measures along different dimensions are accumulated on one sheet, which ensures
multidimensional and qualitative drivers organisational current and future quality

performance success.

Kanji and Moura (2002) perceive that the balance scorecard helps organisations to make
prompt decisions on what to improve or rectify. It also reflects the potential growth of
interest in performance measurement and quality improvements tools. Additionally, the
balance scorecard measures of process performance highlight that an activity is
performed or an orderly work is carried out. They believe that the measures may include
cycle time, productivity and hurdle. (Moullin, ef al., 2007). The process measures
usually focus on operations, while the outcome measures focus on the strategic intent.
On the other hand, Kueng (2000) contends that the adoption of the balance scorecard
reflects the balanced priorities of organisations and their customers. He observes that
this requires classification of measures such as processes, products, and results that the
organisations want to achieve and that reflect the values of both the organisations and

customers.
2.4.6 Benchmarking

Benchmarking is one of the most widely adopted tools of quality and performance
measurement used by organisations. Its core theme is to identify the best quality
practice of those organisations that have gained recognition for their excellent
achievements in particular in business processes such as decreased product cycle time,
cost reductions and improved product or service quality. Morling and Tanner (2000)
regarded benchmarking as a continuous process of measuring products, services and
quality practices against the existing competitors or those organisations recognised as
leaders. It provides a systematic technique to discover better products, services, systems
and processes that can be linked and adapted into the organisations current operations. It
is a positive, proactive process to change functions in the organisation in a structured
manner, to gain superior performance and improved product quality aimed at achieving
greater perfection in fulfilling the internal and external customer requirements.

(Matzdorf, 2010)

The benefits of benchmarking are that the organisations are forced to investigate the

external best practices of other organisations and to incorporate those practices into their
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operations. This is a costless method of performance measurement that the
organisations often use for better efficiency that leads to higher responsiveness to the
customers needs. Benchmarking allows organisations to redeploy the most effective
way of supporting customer requirements and obtaining their satisfaction. As a result,
its activity requires a resource increase in both human and capital in order to correctly
determine the true customer satisfaction levels and demands derived from
benchmarking activities, which ultimately reflects the organisation struggle for
excellence in all activities. Benchmarking is thus, a rational approach of ensuring that
the organisation satisfies the customer requirements and continues to consider the
customer requirements changes over time (Dervitsiotis, 2001; and Carpinetti and

Martins, 2001).

Swift et al, (1998) suggest a ten step process for conducting a benchmarking

investigation.

1. Identify the problems. Decide what has to be benchmarked. All functions have
outputs, services or products which could be processes to benchmark to improve

performance.

2. Identify benchmark partners. This is a major step in benchmarking. A successful

approach includes internal, competitive and functional benchmarking.

3. Determine the measurement method. Plan, determine data collection method and
conduct the investigation. Collect data from various sources that can be used,

such as conducting a site visit.

4. Pre-measure the organization own performance. This should be done before
comparing it with the external organization. Examine the best practices from

other organization and measure the performance gap.
5. Determine future performance levels. Comparing the performance levels

objectively can help to determine how to achieve a performance edge. Redefine

goals and incorporate them into the planning process.
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6. Communicate benchmark findings and gain approval from management. In some

cases, a written report is required with detailed supporting documentation.
7. Revise performance goals after management approves the recommendations.

8. Integrate targets and strategies into action plans and operational reviews and

update them as needed.

9. Implement best practices and monitor the progress made. Periodically readjust
as needed.
10. Recalibrate benchmarks re-evaluate and update the benchmarks to ensure that

they are based on current performance data. (Swift et al., 1998:146)

SUMMARY

This chapter reviewed most recent literatures pertaining to TQM philosophy. It covered-
different rationalizations of TQM concepts and approaches. It has also provided an
overview of quality management as a field of study, based on a historical review of its
evolution from quality inspection to quality excellence, alongside with the widely
adopted tools and approaches concerning TQM implementation. Following this, the
principles of TQM provided in literature that are relevant to the research theme were
also discussed in this chapter. Through extensive examination of literature review
carried out to identify the concepts of TQM showed that there is no precise common

definition of the term quality, as it means different things to different people.

The chapter also, presented a broader revision on eight quality gurus, and their
approaches related to the development of the quality management. It has become
evident that each guru had his own distinctive approach. Nevertheless, the proposed
principles and TQM practices conceived by them enabled the researcher to a better
understanding of the concept of TQM. It is believed that their propositions are the
foundation for understanding the conceptual development of TQM. The previous
subsections presented the main principles and practices of TQM proposed by them in

which it inspired the researcher to accumulate a body of knowledge that shaped the
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theoretical basics of the self assessment framework model and eventually formatting the

reset of consecutive chapters of this research.

It was also explained in this chapter that although quality gurus did not agree on a
particular quality model or a practical approach of quality implementation. This has
resulted difficulties among quality advocators to reach an analytically justifiable about
which quality approach to TQM represents the best. What has become clear is that there
considerable disagreement exists among various quality gurus over the best approach
that any organisation should adopt. However, their remarkable contribution to the
development of the TQM provided the organisations with contemporary managerial
techniques for managing quality and organisational processes and for their performance
improvement. Thus the most important thing is for the organisations to start the quality
journey. Whatever, the adopted approach to TQM the most important factors are the

commitment to work through a continuous quality implementation process.

Furthermore, the chapter reviewed the most unanimously adopted quality models of self
assessment tools, which allow organisations to assess and measure their quality
capabilities and performance improvement. The in depth reading of literatures related to
the quality and excellence models of Deming model, Baldrige model, the EFQM
excellence model, the Toyota production system and Six sigma. Had resulted to clear
understanding of the concept of TQM, forms an essential part of the initial foundation
on which to build a self assessment framework model that responses to the UAEPSI

quality implementation needs.

Further literature discussion on critical success factors and current quality and
excellence models by various researchers and quality practitioners were critically
reviewed. With an attempt is made to construct the core elements of the research self
assessment framework model for the implementation of TQM by considering the unique
characteristics of the UAEPSI. As the situation in the UAEPSI is still lagging behind in
quality management due to limited studies found in the TQM area and in particular to
UAEPSI. Therefore, the model enables them to evaluate their current quality situation

and to be in alignment with the UAEGEP quality and excellence criteria's.

It is aimed that the UAEPSI would benefit from the implementation of the model to

leverage the culture of quality in the U.A.E. The emphasis on a core values of TQM as
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they serve as the basis through which the UAEPSI performance improvements and
service delivery are achieved. It is worthwhile to mention that the detailed literature
explanations of model development were segregated from this chapter and presented in
chapter seven. By doing this it considered to be in consistent with chapter seven themes,
and to flow of thoughts of the conceptual development of the model. The next chapter
presents the research methodological approach in which the researcher applied it in

order to address the research questions.
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CHAPTER THREE

RESEARCH METHODOLOGY
PREFACE

This chapter outlines the structure of the empirical examination covering the research
question posed in Chapter One. Chapter Two discussed the literature theoretical aspects,
the characteristics, notions, and approaches of TQM conceived by the quality gurus.
This chapter reviews the rationale behind the research methodology and the
justifications underlying the selection of the mixed or triangulation data collection
method. In order to select the most appropriate research methodology for this study. The
first section of this chapter reviews the available research methodologies and outlines
the characteristics, advantages, and drawbacks of each method. The second part of this
chapter identifies the most viable methods that could be adopted in this study and
argues for the appropriateness of the adopted method and possible difficulties that might

be encountered.

Furthermore, it reviews the research methods that are commonly applied in carrying out
the research fieldwork, the stance that the researcher has adopted in approaching the
selection of appropriate research methods. Then, the selection of a particular research
method is discussed and accounted for. A questionnaire survey is also presented and
the reasons for the selection of such research approach were outlined. Figure (3.1)

outlines the content of this chapter.
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Figure 3.1 Chapter three outline
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3.1 RESEARCH METHODS OVERVIEW

Research is a systematic investigation that aims to find answers to a problem. It can also
be viewed as an act with an objective. It is about anything that has to do with
procedures or techniques of investigation; i.e., the set of techniques used in one piece of
research. It is all about the methods used in the study of the research. It is essential for
gathering relevant information thereby giving effective and reliable representation. It
enables the researcher seeking, enquiring about, investigating, and exploring,
constantly, carefully and closely a specific topic or subject of the study. A research
methodology provides the philosophical ground work for methods implying a
theoretical underpinning to the thesis. Research methods are tools for eliciting data; they
are the guiding principles for choosing and using those tools, in order to come up with
appropriate solution for a problem. Undoubtedly, this particular research also deserves a
carefully selected methodology (Walter 2009; Weerakkody 2008; and Daymon and
Holloway, 2002).

The function of the research methods is to link the questions under investigation to the
alleged data and the information they aim to obtain. The research structure depends on
two main elements: how the research questions are connected to the data and tools and
what approaches are used in responding to them. The established research method
structure should include main ideas, strategies, samples, tools and procedures that
should be used for collecting and analysing empirical data. This is the basic plan for a
successful empirical research (Bryman and Bell, 2007; Rolfe, 2006; Daymon and
Holloway, 2002; Leedy, and Ormrod, 2001; Punch, 2000).).

Neuman, (2006) divides research into three major paradigms or sets of propositions that
explain how the subjects under investigation are perceived; these are: the positive, the
interpretative and the critical. Reality is seen in the interpretative paradigm; the
participants are manipulating physical objects because reality is internally experienced
and socially constructed through interaction; it is interpreted through the actors and it is

based on the definition people attach to it (Neuman, 2006)

Yin (2004) points out that the selection of appropriate research techniques in the social
sciences involves three contextual conditions: the nature of the research question, the

extent to which the researcher can control actual events and the focus of the study-
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whether it is on contemporary or historical events. For the first condition, Yin classified
the nature of questions into widespread Wh/Questions such as “who, where and what”;
these are questions that lead to derivative questions involving “how much or how
many”, These are raised when the intention of the study is to describe the frequency of

the incidence of a particular event or to identify outcomes.

However, the question words “how and why” deal with more than frequencies and
incidences. They suggest explanations and are used for tracing the behaviour of
processes over time. For the second condition, the extent to which the researcher can
control events differentiates the research strategies that are appropriate to answering the
how and why questions. If the researcher has absolutely no access control, as in
focusing on past events when the events are beyond the memory of the people involved,
then the only strategies available are history and archival analysis. When the researcher
gains access to and focuses on contemporary events but has no control over any of the
behavioural events involved, then an appropriate strategy is the case study. When the
researcher can control behavioural events directly and precisely, then the strategy of the

experiment is most appropriate (Yin, 2004).

As a general rule, research methodologies can be broadly classified into two different
approaches: the scientific empirical tradition and the naturalistic phenomenological
modes. These two approaches are also very well known as quantitative and qualitative
research methods (Bryman and Bell. 2007; Collis and Hussey, 2003; Yin, 2004; Kane
and Brun, 2001; Bryman, 2001; Bryman, 1995).

While the social science research literature tends to draw a sharp distinction between
qualitative and quantitative techniques of data collection and analysis, the distinctions
are relatively clear in practice. The distinction between the two types of data can
become conclusive. The next sections 3.2 and 3.3 illustrate in more detail the

characteristics of each method and the tools of data gathering.

3.2 QUANTITATIVE METHOD

Quantitative research is a social research method that relies upon numerical and
statistical methods; it is characterized by surveys and experiments, where the goal is to

produce general statements. The method is more concerned with questions about
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measurements and measuring information, for example: “How much? How many? How
often? To what extent?” From the data presentation perspective, quantitative data
mainly involves counting and measuring numbers; for example, an experiment
conducted to investigate the maximum speed limit and the performance of different
brands of sport cars. “Quantitative research method is often conceptualized by its
practitioners as having a logical structure in which theories determine the problems to
which the researchers address themselves in the form of hypotheses derived from
general theories” (Bryman, 1995:18). According to Yates (2004), quantitative research
methods are methods for analysing numeric information in the form of statistical
methods. Quantitative research methods transform the information into numbers and

amounts.

A quantitative technique is an approach which seeks to inquire into an identified
problem; it is based on testing a theory measured with numbers and on analysing the
data using statistical techniques. The main objective of the quantitative technique is to
find out if a theory can be generalized. The techniques of data gathering are distinct
from the process of data analysis. Data can be gathered by various means. The most
common tools of data collection used by a quantitative method are: questionnaire
surveys, observation schedules, interviews, experiments, psychological tests and

archival records (Sekaran, 2003; Bryman, 1995)

Quantitative research methods usually involve large randomized samples, more
application of statistical inference and few applications of cases demonstrating findings.
The objective of quantitative research is to determine the relationship between one thing
(an independent variable) and another (a dependent or outcome variable) in a
population. Quantitative research designs are either descriptive or experimental. A
descriptive study establishes only associations between variables; an experiment
establishes causality (Robert, et al., 2009; Creswell, 2009; Liamputtong, 2009;
Hutcheson, and Sofroniou, 2009; Bryman, and Bell, 2007; Yates, 2004; and Moore,
2001).

The main advantages of this method lie in precision and control. Precision is reached
through quantitative and reliable measurement and control is achieved by the sampling
and design. Furthermore, hypotheses are tested via a deductive method and the use of

quantitative data to allow for statistical analysis. However, the main disadvantage of the
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quantitative approach is that the results provide less detail on human behaviour,
attitudes, and motivation. Although the response of opinions and perceptions can be
converted into digitised results, it mainly leaves no meaning to the researchers.
Accordingly, many researchers are concerned that the quantitative approach reduces

human individuality and ability to think (Bryman, and Bell, 2007; and Mason, 2002).
3.2.1 Survey Questionnaires

Survey questionnaires represent one of the most common types of quantitative, social
science research method. In survey research, the researcher selects a sample of
respondents from a population and administers a standardised questionnaire to them. A
questionnaire is a series of written questions a researcher supplies to subjects,
requesting their response. Usually the questionnaire is self-administered in that it is
posted to the subjects, asking them to complete it and post it back (Brace, 2008; Fowler,
2008; Bradburn, et al. 2004). The use of survey questionnaire is a valid and useful
approach to data gathering which is not resource intensive; it involves many people of
the organization and can be completed quickly. It is an excellent way of gather

information on the perceptions of the people of the organization quality practices.

The survey questionnaire can be a written document that is completed by the person
being surveyed, an online questionnaire, a face-to-face interview, or a telephone
interview. Using surveys, it is possible to collect data from large or small populations.
Survey research does not belong to any one field and it can be employed in almost any
discipline. Surveys come in a wide range of forms and can be distributed using a variety
of media. In general, there are three categories of survey presentations: written surveys,
oral surveys, and electronic surveys. Furthermore, there are several types for each of
these categories. The subsequent paragraphs give details on these types, and provide the

strengths and weaknesses of each.

Hancock, observes that questionnaires are often used to assess attitudes and that
respondents may be asked to choose a point on a scale, to indicate how they perceive or
feel about a situation. Table (3.1) is adapted from Hancock (1998); it outlines the

advantages and disadvantages of survey questionnaire.
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Table 3.1 Advantages and Disadvantages of Survey Questionnaire

Advantages Disadvantages

1 Relatively simple method of collecting Cannot probe a topic in depth without
data. Novice researchers can design being lengthy.
simple questionnaires

2 Rapid and efficient method of gathering Respondent can omit items without
data. explanation therefore data incomplete

3 Can collect data from a widely scattered Selection of forced choice items may be
sample. insufficient to reflect respondent’s choice

4  Can collect data from a large sample. Amount of information limited by

respondent's interest and attention

Relatively inexpensive. Questionnaires can go astray
Respondents can remain anonymous Production and distribution can become
expensive

7  One of easiest tools to test for reliability Sample is limited to those with literacy

and validity skills

8  Respondent has time to consider each Most people express themselves better
question through the spoken word

9  Analysis of data can be done quickly No opportunity for researcher to interact

with respondents
10 Can be used to collect data on a wide If respondents are anonymous they

range of topics/attributes cannot be followed up

" Source: Hancock, (1998)

In addition, a questionnaire is an instrument that is designed for a specific purpose,
embracing relevant substances i.e. questions to determine the relationship between
causes or results and different variables in order to determine the current or potential
status of the issue that is empirically examined. Although the use of questionnaires to
obtain data is widely practiced, nevértheless it has to be borne in the researcher mind
that it may encounter the jeopardy of low percentage of documents being returned. This
concern is discussed broadly in chapter 4, Section 4.3. (Liamputtong, 2009; Wrench, et
al., 2008; Bryman, and Bell, 2007; Claver, et al., 2003; Bryman, 2001; Bradburn, and
Sudman, 1999; and Carlson and Thorne 1997)

In this research, the quantitative data gathered by the survey questionnaire were used
primarily to support the analysis and development of the anticipated model. However,

cross comparisons were made to explore other possible relationships. The quantitative
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data were obtained and analyzed by using a statistical software programme of the SSPS
16.0 for windows as well as the Microsoft Office Excel 2007 spreadsheet that provides

a sufficient range of statistical tools to meet the objectives of the study.

3.3 QUALITATIVE METHOD

The qualitative research method is concerned with developing explanations of social
phenomena. That is to say, its aim is to help to understand why things are the way they
are. Qualitative data are mainly words, sounds, or images. The method is concerned
with the social aspects of the life, it focuses on what people say and do. In addition, the
qualitative approach is supported by action research or by a case study method. An
example of a qualitative method is to observe the reasons for buying, or preferring
particular products for instance: mobile phone or a service an airline company. The data
collection instruments of a qualitative method are: Interviews, document analysis, direct
observation, focus groups, participant observation, surveys, open-ended surveys, video
and audio recording, (Flick, 2007; Bryman, and Bell, 2007; Litosseliti, 2005; and
Yates, 2004).

According to Yates (2004), qualitative research methods, are methods used for
analyzing other information, such as interpretations of a text. Qualitative research
methods use the researcher’s interpretation of information which cannot or should not
be translated into numbers or amounts. A qualitative research on the other hand is aimed
at understanding a social or human problem from multiple perspectives and it is mostly
conducted in a natural setting. The qualitative method is concerned with the process
rather than simply the outcomes. The method mainly strives to find an answer for the
meaning certain terms and conditions come to be applied and for the backgrounds of a

precise activity or event under investigation.

Bogdan and Biklen (2006) articulated that qualitative research uses factual
circumstances as the direct source of data and that the researcher is the decisive
instrument. The researcher probes into a particular issue under study because he is
concerned with contextual aspects. He does not merely search data or provide evidence
to prove or disapprove an assumption under study. He feels that an action can be better
understood when it is observed in the setting in which it occurs. In addition, the

researchers replicate that the qualitative method is basically descriptive. The data
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collected are in form of words or pictures rather than numbers. The written results of the
research contain quotations from the data to illustrate and validate the situation
examined. The perceived qualitative method includes a variety of data gathering tools,
for instance: interviews, transcripts, field notes, photographs, videotapes, personal
documents, memos, and other official records. In their search for understanding the
qualitative method, researchers do not reduce the number of page description and other
data to numerical symbol. Rather, they try to analyze the built-in data as the particulars
that have been gathered are grouped together from different sources of collected
evidence. Thus, they emerge as closely as possible in the form in which they were

documented or demonstrated (Bryman and Bell, 2007; and Bogdan and Biklen, 2006)

Qualitative research is generally defined as research that utilizes open-ended
interviewing techniques to explore and understand the attitudes, opinions, feelings and
behaviour of individuals or a group of individuals. It is a research that applies any
method relying upon primary source information, where very often the data are not
numerical. The technique is that the researcher must ensure that the phenomenon is
investigated in terms of the meanings that the participants involved bring to the
situation. It is perceived in terms of providing a lower level of objectivity and scientific
value (Wrench et al., 2008; Yates, 2004; Yin 2004; and Garson, 2002).

Flick, (2007) argue that qualitative research is indicative in the sense that researchers
develop concepts and insights from patterns of data. Researchers use descriptive data, i.
e., and the people’s own writing and observable behaviour in contextual situations.
Qualitative research involves the development of methodological skills, such as
conducting interviews and applying different approaches that involve the participants
observations. In qualitative research, validity analysis is conducted in order to determine
whether the findings are accurate from the standpoint of the researchers, the
participants, or the readers, i.e. meeting the criteria of trustworthiness, authenticity, and
credibility by using methods such as triangulation, member checking, bias clarification,
external audit, etc. Silverman (2001) observes that the reliability of qualitative research
can be ensured by documenting procedures and demonstrating that the categories are
consistently used, though this aspect plays a minor role (Franzosi, 2010; Creswell,
2009; Alvesson, and Skoldberg, 2009; Wrench, et al., 2008; Bryman, and Bell, 2007;
Huberman, and Miles, 2002; Bryman, 2001; Morse, et al., 2001; Silverman, 2001).
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(Bryman, 1995) elucidated some of the main characteristics of qualitative research

methods. These are:

Seeing:

The strategy of making connections: the events, actions, norms, values, etc, are being
studied from the perspectives of the people in order to observe how different sensitive -
perceptions can determine the feasibility of the issue under investigation.

Description: the researcher needs to provide a detailed description of the issue under
investigation, whereby he advocates that such description is consistent with the
perspectives of people involved.

Contextualism:

Investigating the connection of people’s behaviour in especially the values and practices

for understanding the society in a wider range
Process:

Observing the change in people’s view of the social reality of events in a continuous

change state

Flexibility:

Using an open and unstructured research strategy of people’s perception of issues under
investigations; this may enhance the opportunity of coming across entirely unexpected
outcomes.

Theory and Concepts:

The formulation of fieldwork theories in advance, the qualitative research is frequently

rejected; it is rather sceptical prior to the onset of the research project (Bryman, 1995:
61-69).
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Qualitative research is best used for the in-depth of information. It is the best research
method for discovering underlying motivations, feelings, values, attitudes, and
perceptions. The main disadvantage is that, unlike quantitative research method, the
findings are not statistically predictable to the population under study. This limitation is
created by two facts: recruiting is rarely completely representative; and, the very nature
of qualitative research necessitates small sample sizes. (Bryman, 1995: 72) outlined

some problems associated with qualitative research:

o Interpretation problems: whereby it is difficult for the researcher to demonstrate

the devotion of the participant’s perspectives

®  Methodological problems: involving the relationship between theory and

research in the qualitative tradition

e QOvergeneralization problems: the extent to which qualitative research derived

from case studies can be generalized (Bryman, 1995:72).

3.3.1 Interviews

An interview is a series of questions a researcher addresses personally to the
respondents. An interview may be structured: whereby the researcher asks clearly
defined questions or unstructured: the researcher may allow some of the questioning to
be led by the responses of the interviewee. To be specific, structured data are organized
and can be produced by closed questions. Unstructured data are relatively disorganized
and can be produced by open questions. (Bourque, and Fielder, 2002; Punch, 2000; and
Forza, and Filippini, 1998).

Qualitative interviews are semi-structured or unstructured. If the interview schedule is
tightly structured, the researcher may be able to explore the phenomena under
investigation broadly and deeply. Semi-structured interviews tend to work well when
the interviewer has already specified certain aspects he intends to address. The
interviewer can decide in advance what areas to cover; but the responses of the
interviewee are unexpected. This aspect can be principally important if the time
available for each interview is limited and the interviewer wants to be sure that the main

issues are covered
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(Blain, et al., 2004; Gubrium, and Holstein, 2003; Mauthner, and Birch, 2002; Hancock,
2002; Wengraf, 2001; and Lee-Trewick, and Linkogle, 2000).

In this study the method of interviews were chosen as a secondary research instrument
designed to collect the necessary background or contextual information, which
facilitates and supports the analysis questionnaire and thus contributes to the original

credibility of the research as a whole.

3.4 RESEARCH METHODS COMPARISON

One can not draw a demarcation line between qualitative and quantitative research
methods. The differences are subtle; they are mainly concerned with the original
research question of how people or situations are studied and the way the data are
analyzed, interpreted and presented (Wrench, et al., 2008; Bataille, and Phil, 2002; and
Bryman, 2001).

Bryman, and Bell (2007) were against listing the merits of each research method, both
quantitative and qualitative methodologies have their own advantages. The quantitative
method focuses on measurement and independent relationship between the various
variables, whereas the qualitative method lays emphasis on the documentation of

specific description of situations and procedures Bryman, and Bell (2007).

The researcher, in line with Brayman (2000), contend that it would be methodologically
naive to argue that quantitative research methods are more appropriate to organizational
research than qualitative methods but that the distinction between the two approaches

are merely technical.

Quantitative research is often contrasted with qualitative research. The distinct
characteristics of both research approaches support researchers in making appropriate
decisions on designing new research in the initial stage. Based on the discussion above,
Table (3.2) provides comparison between quantitative and qualitative research with
further features of qualitative research and how it differs from quantitative research:

these differences were listed below
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Qualitative research is concerned with the opinions, experiences and feelings of

individuals producing subjective data.

1. Qualitative research describes social phenomena as they occur naturally. No
attempt is made to manipulate the situation under study as is the case with

experimental quantitative research

2. Understanding of a situation is gained through a holistic perspective.

Quantitative research depends on the ability to identify a set of variables

3. Data are used to develop concepts and theories that help us to understand the

social world. This is an inductive approach to the development of theory

4. Quantitative research is deductive in that it tests theories which have already

been proposed

5. Qualitative data are collected through direct encounters with individuals,
through one to one interviews or group interviews or by observation. Data

collection is time-consuming

6. The intensive and time consuming nature of data collection necessitates the use

of small samples
7. Different sampling techniques are used. In quantitative research, sampling seeks
to demonstrate representativeness of findings through random selection of

subjects

8. Qualitative sampling techniques are concerned with seeking information from

specific groups and subgroups in the population

9. Criteria used to assess reliability and validity differ from those used in

quantitative research
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Table 3.2 Comparison Between Quantitative And Qualitative Research Methods

10
11
12
13
14
15
16
17

“Sources: The Authi;;;ﬂWrench, et al. 2008; Bataille, and Phil, 2002;and Bryman, 2001

Quantitative
Objective
Literature review must be done early in
study
Tests theory

One reality: focus is concise and narrow

Reduction, control, precision

Measurable

Report statistical analysis.

Basic element of analysis is numbers
Researcher is separate

Subjects

Context free

Hypotheses

Reasoning is logistic & deductive
Establishes relationships, causation

Uses instruments

Strives for generalization

Designs: descriptive, correlation, quasi-

experimental, experimental

Qualitative
Subjective
Literature review may be done as study
progresses or afterward
Develops theory or tests the theory
Multiple realities: focus is complex and
broad
Discovery, description, understanding,
shared
interpretation
Interpretive
Report  rich  narrative, individual
interpretation
Basic element of analysis is words/ideas.
Researcher is part of the process
Participants
Context dependent
Research questions
Reasoning is dialectic & inductive
Describes meaning, discovery
Uses communication and observation
Strives for uniqueness
Designs:

phenomenological, grounded

theory, ethnographic, historical,

philosophical, and case study.

Bryman, (2004) outlined some differences between quantitative and qualitative

research. These are related to:

Role of research method: in quantitative methodology, researchers at the preparatory

stage rely on an exploratory approach of conducting investigation whereas in a

qualitative unstructured approach, they use different means of exploring the

participant’s interpretations.
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The relationship between the researcher and the subject: in a quantitative method, the
relationship is distant and contact with the individuals is usually brief whereas the
relationship is much closer between the researcher and the people observed; a constant

contact within the particular study is established.

The researcher’s position in relation to the subject: in a quantitative method, the
researcher adopts the attitude of an outsider to the subject matter, as assumed protocols
were applied. However, in a qualitative method, the researcher is more an insider to his

investigated subject; he interacts regularly with the participants.

The relationship between theory, concepts and research: since the method is
exploratory, the theoretical and conceptual framework is the principal phase for an
investigation, which researchers consider in quantitative studies whereas such
relationship is often redundant in a qualitative method as it emerges throughout the

study phases.

The research strategy: Quantitative researches implement a structured approach, i.e.
sampling and questionnaire are prepared prior to the start of data collection. On the
contrary, quantitative research tends to be more open, flexible and unstructured as it

permits the researcher to observe individuals™ behaviour in the data.

The scope of findings: The findings of quantitative research are homothetic, i.e., the
researcher attempts to set up general findings disregarding time and place. However,
qualitative approach tends to be pictorial whereby great emphasis was laid on drawing

its findings in a specific time and place.

The images of social reality: The reality of the social world is stationary; the constant
changes in the behavioural patterns of the participants involved in a quantitative
approach are ignored. But in a qualitative approach, the social reality is more process

oriented and alterations in the interpretation of people’s behaviour are mirrored.

The nature of data (participation, observation, and theory testing): In a quantitative
method, the data are not easily gathered or obtained but the final outcome is more
reliable. Nevertheless, in a qualitative research, the data are richer in generating theories

that can produce insightful findings (Bryman, 2004: 93-123).
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The findings of the research questions and propositions discussed in the preceding
sections need to be matched with the range of available techniques that have been
discussed, in order to determine the appropriate research method to employ in order to

investigate and come up with an answer to the research question.
3.5 RESEARCH METHOD JUSTIFICATION

Different research methods with different characteristics are suitable for different
research purposes; they differ with respect to the kind of data involved and their means

of classification. Both the qualitative and quantitative research methods can often be

combined; each supports the other in research. Attempts are made to combine different
methodological 7trad1t10nsm Ndé\}elopment research. The combination of different
perspectives necessarily requires recruiting individuals with different skills, which
makes such projects costly in terms of time, talent, and resources. (Breakwell, et al.,

2006; and Brayman, 2000)

There is no rule in research that says that only one method must be exercised in an

empirical investigation. Using more than one method in an empirical investigation can

have substantial privileges. One significant benefit of triangulation methods lies in the

reduction of inappropriate certainty. Exercising a single research method and finding a
straightforv;/ard result may deceive researchers into z'lssuming that they have found the
right answer. Whereas, using other or additional approaches, may point to different
answers which eliminate specious certainty (Creswell, 2009; Alvesson, and Skoldberg,
2009; Wrench, et al., 2008; Bryman, and Bell 2007; Silverman, 2004a; Silverman,
2004b; Huberman, and Miles, 2002; Morse, et al., 2001; Bryman, 2001; and Robson,
2002).

The research has a similar apprehension to that stated above since he embarks on
examining the employee’s perceptions of quality implementation practices, with a

specific reference to the UAEPSI. The researcher cautiously considered these

.

assumptions in order to surmount the constraint of inconsistency in the outcomes
obtained. An alternative strategy was employed to benefit from both qualitative and
quantitative intermarriage in a way that strengthens and supports the research finding.

Therefore‘)e analysis outcomes of the quantitative survey questionnaire were used to

develop the theoretical structure of the quality implementation model referred to in
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chapter 4, section 4.1 and chapter 8, section 8.1, where a qualitative method of the focus
group was used to gauge the perceptions of people involved and their anticipations with
regards to accepting the model as an aid tool for better quality implementation practices
in the UAEPSI, (for further details, see chapter 5, section 5.1 and chapter 9, section
9.2)

As argued in the previous chapter, research evidence on quality implementation

mechanisms involving the participation of people in the government institutions are
relatively new phenomena in the U.A.E.; it could be argued, hence, that this study is

P T T
mainly exploratory as the notion of quality implementation system is relatively

\
immature in the UAEPSI context due to the notlceable lack of theory and prevrous

research on the tOplC To the best of the researcher’ s knowledge, no sustained academ1c

study has been conducted on the 1mplementat10n of TQM in the UAEPSI owmg to the

lack of new theoretlcal and emprrrcal 1nsrghts into the U A E. government mstltutrons

Thercfore, there is a need to investigate and explore the perceptions of key stakeholders

ey

mvolved in the 1mplementat10n of the customized model in the UAEPSI. Perhaps, the
most effectlve way of doing this is by focusing on a carefully designated PSI. Thus, for
this kind of exploratory study, a mixed method of quantitative and qualitative
approaches is deemed approprrate This approach investigates the employee’s
perceptions of the quality 1mplementat10n practices in the UAEPSI, .and attempts to
explore the impact of their perceptlons: firstly, )perceptions concerning the significance

of the crltlcal success factors as a set for enhancing quallty practrces and secondly:

perceptions concemmg the acceptance of the accustomed quality 1mplementat10n

model. An exploratory approach to data investigation and analysis extends the findings

to a wide range of alternative explanations since the researcher remains open to

unexpected possibilities.

As pointed out earlier, this research study is a pioneer one in the field of UAEPSI; there
is no specific theoretical model that can be tested and adopted. The research strategy
was based on a combination of qualitative and quantitative approaches. Two reasons led
to the adoptlon of such methodology: the first i is a pragmatrc one. It is associated with
the;neral problems of academic research in the U.A.E. The problem is related to the
access that a researcher can have to people as well as to secondary data. This problem

has two dimensions. The first dimension is that there are no databases in terms of a list
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of particular public institutions, from which a researcher can obtain a representative
sample of research subject, (see chapter 4, and section 4.1 for further details). The
second dimension is the limited access that a researcher has to the UAEPSI profiles.
The second reason for the adoption of an integrated research methodology is that the
studies that have looked into the perceptions of employees towards quality
implementation practices are essentially quantitative, while very few qualitative
researches looked into government institutions. In addition, a merged methodology
would provide evidence towards a wide range of people and government institutions,
operating in different sectors, without missing the stronger explanatory advantage of the

qualitative survey questionnaire approach.

The quantitative approach aimed to provide a wide range of data concerning TQM
implementation practices in the UAEPSI. This approach is based on a survey
questionnaire theme. This method has three interrelated advantages. The first is that it is
aimed to come up with a conclusion referring to quality implementation practices in the
UAEPSI. At a different level of the institutional hierarchy, there is an interest in two
methodological and one theoretical implication. From the methodological perspective,
this structural level includes a wide range of employees. Thus, the survey obtained a

variety of responses that include different views on TQM implementation practices.

Moreover, it is more feasible to gain access to this occupational level than to try to
reach people at the senior hierarchal level. The theoretical implication is related to the
importance of the employee’s involvement in TQM implementation. As mentioned in
chapter 2, the importance of the employee’s involvement has been underlined by quality
gurus and experts (Oakland, 2003; Juran, 2003; Wilkinson, et al., 1997; Hill 1995;
Feigenbaum, 1991; Deming, 1986; and Crosby, 1984). Therefore, a survey
questionnaire of a wide range of people would offer evidence supporting the TQM

implementation practices in the UAEPSI.

The second advantage of choosing a survey questionnaire method is that through
quantitative data, the researcher can obtain two objectives. Firstly, a comparative
analysis of the various employees’ perceptions on TQM implementation practices in
different government institutional sectors. The comparative quantitative data had shown
great differences between the UAEPSI current quality practices and TQM

implementation practices, which provided credible evidence to the debate on the
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different perceptions of quality implementation practices. Secondly, the quantitative
data facilitate comparison among employees with different age, gender, educational
qualifications and years of job experience (for further details, see Chapter 5, section

5.4.).

Lastly, the third advantage is that a survey questionnaire can explore not only the
responses and processes adopted by specific group of people, but also the new
conditions introduced by the TQM approach. A variety of information items had been
collected and correlated to issues directly or indirectly related to the key factors of TQM
implementation. The former relates to issues such as, top management commitment,
customer satisfactions, employees involvement. The later includes a set of issues related
to the organizational performance, service improvement, employee’s reward and

recognition.

However, a qualitative approach was also required in order to shed light on issues
related to the background and the context of the employee’s responses to TQM
implementation practices. This approach was based on exploratory focus group. The
focus group sessions were held with people who participated in the quantitative stage of
the research and volunteered themselves as potential candidates. The general aim of this
approach was to examine the anticipations of people on the development of the research
implementation model; a list of findings including leadership, process and systems,
customer and employee’s satisfactions was related to the results extracted from the
quantitative approach. These issues cannot simply be explored through a survey
questionnaire. Furthermore, the focus group team responds to the need of the
exploratory mode of the research by giving further explanations on how things
happened. As a final point, the qualitative approach subjects can express several
different opinions regarding their own unique view on the research topic. (Litosseliti,

2005)
3.5.1 Why Survey Questionnaires

A survey questionnaire was selected as one of the two research method tools employed
in this study since it facilitates the researcher’s task of quantifying information. The

purpose of this instrument was to gather information about the quality implementation

practicgé in the UAEPSI. One needs to examine the perceived and actual practices of
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quality critical factors from the UAEPSI point of view. In addition, the questions
contained in the questionnaires investigate the most common driving and inhibiting
forces of quality implementation practices in the UAEPSI. McAdam, and Henderson,
(2004)

It is believed that survey questionnaires are a more likely accepted data gathering
instrument due to cultural and customary traditions in the UAEPSI; therefore, the

perceptions of respondents can be obtained in a structured and friendly manner.

From reviewing literature relevant to carrying out research empirical fieldwork in the
government institutions in the U.A.E., it became obvious that survey questionnaires
were the most commonly applied research methods in the UAEPSI. As a result, the
researcher became convinced that in order to attain the thesis objectives, he should
apply the survey questionnaires. Despite the fact that constructing a questionnaire seems
to be quite simple, it in reality is a complex and strenuous process. It must be borne in
mind that information needs to be acknowledged and that survey questions must be
properly formulated and carefully selected. Furthermore, they should be aligned with

the research aims and objectives.

The information gathered from survey questionnaire are then analyzed and used to
formulate and develop the QAM within which the problem is investigated as depicted in
Chapter 8, section 8.2. However, the effective development of a reference model
requires an equally important scientific approach that should preferable be based on
theoretical and empirical research. In integrating both the theoretical conceptions of
quality together with the empirically based information, a solid foundation is provided
for the development of a model, peculiar to the problem being investigated, and the
development of a questionnaire with practical questions fragmented into separate

sections and based on the variables contained in the model.
3.5.2 Why Interviews

Consequently, the researcher has opted to conduct semi-structured interviews with top

management in the UAEPSI; the objective is to enrich the research fieldwork

N

investigation since interviews:
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Support research validity and reliability: avoiding the expected weaknesses of a
questionnaire, interviews enhance the research validity and credibility of the

data gathered

Meet Cultural prerequisites: most of top management administrators in the
UAEPSI prefer face to face communication to the written questions because
their cultural behaviour as well as their prestige obliges them to express their
unwillingness to respond to the questionnaire questions as they primarily believe

that they are designed for lower managerial and clerical posts

Facilitate the questionnaires distribution: in interviewing UAEPSI top
management executives, the distribution of questionnaires among organisation

employee is facilitated. Managers request them to take it seriously. This support

is a golden opportunity for the researcher; it's like killing two birds in one stone

Secure Continuous source of information: providing an opportunity for building
up a good relation with the management in the UAEPSI since they are

considered a continuous source of information for future studies
Enable the researcher to communicate with a large population

Prove to be an aid that is inexpensive and easy to administer: one can easily
administer the people involved, which ultimately lead to higher representation,
higher response rate, reliability, credibility and feasibility of interacting with

large population samples.

3.6 DATA COLLECTION SOURCES

This section explains the researcher’s endeavour with regard to data collection. The

research design addresses the subjects selected and the data collected or generated. The

researcher made two claims: the first concerns the investigation of quality practices in

the UAEPSI and the second involves scepticism about how quality implementation

processes proceed in the UAEPSI. This might be referred to as the realistic position: the

function of the UAEPSI involves practical aspects that can be identified or modified by
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the view of the employee’s ability or inability to describe them objectively. This
realistic position was extended to the selection of methods of investigation and the

implementation of the research work.

The choice of a survey questionnaire and a semi-structured interview as the primary
method of investigation supported by secondary data collection through the preliminary
survey was made. The selection of focus group was also based on realistic criteria. The
primary consideration was that this theme provided an opportunity to test the research
paradigm. At the same time, it was necessary to have access to the UAEPSI and to
relevant people. A practical way of achieving this was the use of personal relations to
identify the appropriate group team. This approach together with the conditions of
confidentiality and anonymity ensured that potential ethical dilemmas were addressed in

the planning process.

Testing the research paradigm required the broadest view possible about the conduct of
the teamwork. A team selection criterion was that the team members had recognized a
tecam leader who was willing to report on the details of the event and the behaviour of
people participating in the project. Only the leader is in a position to view the behaviour
of all people involved from a potentially objective standpoint. Observing these
behaviours from a uniform standpoint was considered more important to testing the
research proposal than the possibility of the observer partiality in the overall team
descriptions. Additional participant observers would have enhanced the details of the
focus group, but they would not have the reliability of the observation of behaviours

necessary to testing the research proposal.

With the team leader being the primary source of data, self serving and attribution
biases were expected. Several strategies were adopted to minimize the bias and to
standardize any effect across the focus group. First, objectivity was encouraged.
Interviews were conducted in environments chosen by the researcher and were made
comfortable to the subject, under conditions of cordiality, confidentiality, and
anonymity. Second, the interview questions were set down in a format that emphasized
open questioning and encouraged dialogue, allowing the researcher to evaluate and

answer questions (see chapter 9, section 9.2).
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In keeping with the focus group method, the question orientation was towards the
researcher rather than subject. A taped recording of the dialogue allowed the researcher
to revisit the question and reconsider judgments. Third, the survey questionnaire was
personally administered with the researcher determining the questionnaire response.
Again, this enabled the researcher to review and reconsider the subject’s responses, and

to identify any obvious individual bias. (Silverman, 2004b; and Yin, 2004)

In this study, the researcher is responsible for all recording and transcription, and the
translation of the data. The issues concerning the description of the focus group and the
dialogue between the researcher and the theme concerning the procedure and the survey
questions were observed. Written transcriptions of the interview were not made. The
perceptions and perceptions analysis were written from the researcher’s interpretation of
the interview dialogue. The follow-up question written team reports were provided to

subjects for verification and additional comment.
3.6.1 Secondary Sources

The investigation and gathering of the research secondary data resource was carried out
in the very early stage of the research. The researcher relied heavily on documentary
and archival records of the UAPSI who have been so far the recipients of the local
quality awards. Silverman, (2004b) pointed out the significance of the documentary and
archival records as a source of data gathering. They noted that data could be obtained
from different sources such as: letters, administrative documents, textbooks, journals,
and items from mass media, agendas, policy documents and other similar items. Semi-
structured interviews with a number of quality managers and quality advisors in the
UAEPSI were conducted. Besides, the researcher gathered information from a range of
most recent documentary and official records, quite few of the UAEPS], as they are

very rare and on most occasions, they do not exist.

Further data were obtained from a variety of sources such as: local and international
newspaper, government bulletins, Journals and magazines and last but not least from the

internet. The purpose of the investigation is justified on the basis of the following.

1. Analysis of the quality initiatives and probing into the organisations records to

determine the most critical success factors that contributed positively to the
84



implementation of TOM practices. The results of this were experimented with

and applied in designing the questionnaire questions. This drives the researcher

to test and validate his questions, and to determine to what extent it could be

applied to the UAEPSI.

2. The use of documentation and archival records alongside the semi-structured

_interviews as techniques for the researching secondary data; they helped the

researcher to assemble indisputable facts and evidence were used as a
foundation for launching the research fieldwork.

3. Carrying out this investigation was in part for fulfilling the second objective of

the research. Furthermore, the accomplishment of the above objective,

subsequently paves the road to realize objective three.

The researcher has designed the research fieldwork approaches by applying two
research methods, quantitative and qualitative to UAEPSI. For the quantitative method,
the researcher used a questionnaire as an investigation instrument. It specifically
dispatched to selected employees in different posts and department. Whereas, in
qualitative research method, the researcher formulated two focus groups to carry out.

research on the senior management in the UAEPSI exclusively.

3.6.2 Primary Sources

Based on the earlier discussion, the research employed both quantitative and qualitative
data to address different but complementary questions within the study and to develop a
quality implementation model for the UAEPSI. The model focuses on the use of
different research methods for alternative tasks. It predicts what happens when an initial
fieldwork is carried out by means of the descriptive and exploratory survey
questionnaire with the structured interviews. It were used to investigate current quality
practices in the UAEPSI, to identify factors affecting quality implementation from the
employee’s perspective in the UAEPSI, and to determine the suitability of the
developed model to the nature and culture of the UAEPSI, from the employee’s
perspectives. The subsequent focused group work is directed to explore the willingness
to accept and the suitability of the model developed to the nature and needs of the
UAEPSI. The goal was to use the quantitative and qualitative approaches in a

complementary manner to enhance the interpretation of the data gathered.
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SUMMARY

Identifying the appropriate research methodology is crucial to conducting any research.
Unquestionably, this study requires appropriate research methodologies. First of all, this
chapter begins with reviewing possible research approaches such as qualitative and
quantitative techniques and data collection methods. The strengths and drawbacks of
each research approach and data collection method are investigated and documented.
After the examination of available research methods, the remaining chapter concentrates
on the methods selected for this study. The main research methodology chosen for this

study is the quantitative approach using a survey questionnaire for data collection.

The second research methodology for this study is the qualitative approach of focus
groups, interviewing top management of the UAEPSI. This stage of the research is

discussed in further details in chapter eight.

In addition, the chapter illustrated the research methodology that was employed, the
stages of research and the methods applied to ensure validity and reliability. Measures
taken to preserve the anonymity of the UAEPSI current quality practices in the UAEPSI
were described as well as the temperament of the research. This chapter outlined the
design of the investigation carried out and the expectations of its outcomes. The chapter
reviewed the research methods available and the approaches adopted to select of the
appropriate methods. The reasons for choosing a research strategy based on mixed
(triangulation) aspects of survey questionnaire and focus group were explained and
justified (see also chapter eight). The rationale behind the selection of focus group was

outlined, and the procedures adopted for recruiting participants were explained.

The chapter also displays the design and development of a survey questionnaire, the
approach taken for testing and refining them, the data collection methodology and the
strategy and procedures for analyzing the data obtained. The next chapter discusses the
fieldwork survey carried out, the design of the questionnaire, the preparations for the
interviews and the data gathering instruments employed in the empirical study. The

chapter also discusses the sampling design of the study and the data analysis process.
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CHAPTER FOUR
FIELDWORK AND DATA COLLECTION

PREFACE

In undertaking the empirical stage of the research, the researcher emphasises the careful
selection of appropriate research methodology. The theoretical literature on TQM
implementation practices in UAEPSI was reviewed in depth. Besides the literature
review, the researcher manipulated the feedback obtained from the preliminary
investigation of quality and the implementation practices in a number of public service
institutions in the U.A.E. (see Chapter Three, section 3.6). Furthermore, by integrating
the theories and practices on quality implementation, the researcher got acquainted with
a wider spectrum of different research methods, which helped him to select the most
appropriate research methodology, plan and conduct his empirical research. This is
carried out within the context of the research aim, and objectives and the research

methods discussed in chapter one and chapter three.

The aim of this chapter is to define the method applied for collecting data for the
empirical research. Due attention is accorded to selecting the method appropriate for
processing the data to test the applicability of the proposed quality appraisal model for
the UAEPIS, (see Chapter Three for more details). The research design addresses the
structure of the information produced: what information to be collected or generated,
when and how it will be collected. The data obtained for this study were collected by
means of administered survey questionnaire and semi-structured interviews. The
prerequisites for a successful questionnaire were examined before providing details on
its design and development of the questionnaire, on the content and the process of
distribution methods applied for getting them back. Particular attention was given to the
respondent’s confidentiality as well as to the discussion on the reliability test analysis

and validity.

As explained in chapter three, the research relied on two main sources of information
for data collection. The primary source of information which consists of information
collected from literature, journals and technical papers related to the thesis and the

secondary source which incorporates information gathered by the researchers. They are
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based on preliminary visits to predetermined UAEPSI to examine their perceptions of

the quality appraisal model that responds to their needs. Figure (4.1) outlines the content

of this chapter.
Figure 4.1 Chapter four outline
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4.1 DESIGNING THE QUESTIONNAIRE

In discussing the design and the structure of the research survey questionnaire, it is
necessary to highlight the rationality for using a survey questionnaire as a research tool
for investigation and collecting data. To create a well structured questionnaire, the
researcher considered the following aspects: the variables to be measured, the type and
the size of the population sample, the need for particular control groups if required and
the type of questions together with the appropriate scale, (Dornyei, and Taguchi, 2010;
Walter 2009; McColl, 2005; and Oppenheim, 2000).

Although the structured survey questionnaire is used in this research as a prime tool for
collecting data (due to several reasons mentioned in Chapter 3 Section 3.4), the
researcher should bear in mind the scenario of the low percentage of returned and
number of statistically usable or unusable questionnaires. Thus, to alleviate this
problem, two cover letters were enclosed along with every questionnaire sent out. (See
Appendix 1). The first letter was a support letter issued by the researcher” s employer; in
which it introduces the researcher as a member of the staff, and as a part of his research,
he needs to conduct a study fieldwork survey. The letter also requested those who are
concerned (the management of the UAEPSI) to provide every assistance should the

researcher need for carrying out the survey successfully.

The second letter was issued by the researcher in coordination with the research director
of studies. The letter clarified the aim of the research, the purpose of the study; it stated
in clear statement that the data and results of the study would be used for academic
purposes and guarantees the confidentiality of the potential respondent’s personnel
details. Both letters were written first in English and then translated, by the researcher to
Arabic language. This is because, it is compulsory by the law that all official
correspondences forwarded to government institutions in the U.A.E. should be written
in Arabic. In addition, the vast majority of respondents were Arabic speakers, therefore
it was sensible to write and interact by Arabic for better communication. The intention

of the two covering letters was to:

Provide support and backup: to give the researcher full support and the necessary
backing required from the researcher employer i.e. government institution to carry out

the fieldwork.
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Ensure Legitimacy and authenticity: to provide a secure sense to the intended PSI
management; that the research is authentic since has been approved by two eminent

references.

Secure confidentiality: to emphasise confidentiality. The researcher assures that no

person or institution name will be mentioned or disclosed under any circumstances.

Serve the academic purpose: the researcher stresses that research is for academic

purposes and information obtained will not commercialized or shared by third party.

It was hoped that these measures would have a positive impact on the response rate by

directing the rate of the returned questionnaires to the presumed target.

4.1.1 Questionnaire Development

The aim of this section is to collect the necessary data for the development of the
research proposed model. To attain such objective, a set of questions for measuring the
variables was well developed. This was carried out through reviewing the TQM
literature and with continuous guidance and assistance from the research director of

studies.

With all the intended questions meeting the criterion of relevance, the content issue
revolves around whether the questions provide sufficient and appropriate coverage of
the research objectives being measured by that question. Excessive questioning may
lead to ambiguity and to the respondent encountering difficulty in interpreting the
question. Otherwise, shortfall question content may cause the respondents to envisage
inappropriate assumptions and misleading responses. Accordingly, the aim of researcher
was to minimize measurement errors by making questions as clear and understandable

as possible.

Distortions were minimized by ensuring that the terminologies used and their meanings
are clear to the native respondents and that technical terms were properly rendered in
Arabic. Special attention was given to the questionnaire sequential layout, to the
impartiality of the questions and to the elimination of ambiguity and to assess no

confusion would be caused with regard to whom the questions were addressed (Walter,
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2009; Weerakkody 2008; Richards, 2005; Marquis, 2005; Bourque, and Fielder, 2002;
Punch, 2000; and Oppenheim, 2000).

Hence, a number of challenges were encountered in this phase; among which was that
of accessing the UAEPSI to collect information. This was not an easy task because all
the UAEPSI participants were very conservative and sensitive with respect to providing
the strangers with any kind of information related to their staff personal details or about
their institution. The second problem was that of language barrier and communication
since the majority of the respondents were Arabic speakers. To overcome this obstacle,
the English version had to be translated into Arabic. This translation might not be
accurate as few quality terms, such as benchmarking, could not be precisely translated

into Arabic (Dornyei, and Taguchi, 2010).

The theoretical background and the development of the survey questionnaire were based
on reviewing different sources of literatures and empirical studies related to TQM
implementation in the public sector institutions. However, the researcher did not adopt
or use a specific existing survey questionnaire. Instead, the researcher adopted an
eclectic approach making use of the previous empirical research studies conducted by
other researchers sharing similar concept but, carried out in different countries. Notably,
this study differs from other researches in its kind that it primarily examining public
sector institution in the U.A.E., whereas, previous studies were largely examining
quality practices in private organisations. Briefly, the development questions set of
questionnaire was based on two sources. The first was the adoption of questions from
similar studies. In this respect, the researcher made use of questionnaires developed by
(Walter, 2009; Hafeez, K. et al., 2006; Colinson, et al., Edwards, 1998; Loomba, and
Spencer, 1997; and Dean, and Helms, 1996). Several questions were formulated from

these sources to meet the objectives of the survey.

Second, the set of factors especially those in section three and four were developed from
data analysis obtained from the preliminary research investigation on quality
implementation practices in the UAEPSI. Initially, the components of the quality critical
factors were identified in TQM literature (see Chapters one and six). Then, the
differences among the quality critical factors were identified. Furthermore, some basic

evaluation criteria were obtained from the U.A.E. Government Excellence Programmes
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(UAEGEP)!. More significantly, the majority of the questions in section five of the
questionnaire (see Appendix 2) were developed as mentioned earlier from different
sources and were further amended to suit the UAEPSI current quality situation. On
these bases, the author constructed the survey questionnaire that hoped to fulfil the aim

and meet the objectives of the research

4.1.2 Type of Questions

The previous section discourses on the design and the structure of the survey
questionnaire. This section deals with the different types of questions incorporated in
the survey questionnaire (see Appendix 2). It is believed that well crafted survey
questionnaires containing a variety of questions more likely increase the likelihood of

the respondents return rate.

Prior to deciding on the type of questions in the questionnaire, the researcher reviewed
the literature as well as the previous researches which conform to the research topic. As
for the selection of the types of questions, Sekaran (2003) observed that the
questionnaires are efficient data collection mechanisms when the researcher knows
exactly what is required and how he can measure the variables of interest. In relation to
this study, the data required from the field survey, the variables to be tested empirically,
and the means by which these variables were to be measured were defined prior to
designing the questionnaire. Consequently, the researcher sought to include commonly
used types of questions usually embraced in survey questionnaires. Below paragraphs

demonstrate the type of questions were enclosed in survey questionnaire.

Closed-Ended Questions

This type of questions contains a predetermined set of answers provided by the
researcher from which the respondents can choose the most appropriate one. This type
of questions is easier than the open-ended questions in terms of response classifications,
and statistical analysis. According to Weisberg et al., (1996:84), the main advantage of

closed-ended questions is that they provide the same frame of reference for all

! The U.A.E. Government Excellence Programmes (UAEGEP) is an independent local government institution in
individual emirates. Their main function is to enforce and ensure that all UAEPSI are in line with the government
quality initiatives. The UAEGEDP, principle criteria are based on the EFQM-EM.
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respondents to use in determining their answers. It is also easy to work with the
resulting data. Heather and Stone (1984:13) listed the following advantages of closed-

ended questions:

e They are simple to administer.

® Because the categories are determined in advance, it is easy to pre-code the
responses, which facilitates the analysis.

o They have a frame of reference which guides the respondents’ replies.

® They may clarify the concepts used and make clear the kind of answers sought.

Despite the advantages of the closed-ended questions, they have some drawbacks. They
may be biased in that they may enforce a statement of opinion on an issue when the
respondents do not have any opinion. They are also hazardous in that they may offer an
easy choice that the respondents might not make if forced to recall, organize, and
evaluate a personal experience, etc. Therefore, a written, closed-ended and self-
completion questionnaire was designed. The justification for employing such type of

questionnaire is derived from a consideration of its major advantages, (see Table 4.1).

The Likert-Scale Questions

The most frequently used ordinal scale that is relevant to the research topic is the five-
point Likert-type scale which uses a series of statements or matters, each of which
expresses an opinion that the respondent clearly agrees or disagrees with. The response
is usually expressed in terms of the following five categories: (I = strongly disagree; 2
= disagree; 3 = neutral; 4 = agree; 5 = strongly agree), (Flynn et al.,, 1994), The
Likert-Scale is used in this exact from in the survey questionnaire (see Table 4.1 and
Appendix 2). It presumed that including this type of questions in the survey
questionnaire would give an indication about people perceptions on the critical

significance of quality factors and their level of practice in the UAEPSL

Multiple Choice Questions

This type of questions enables the respondents to choose the most appropriate answer
or sometimes even more than one answer from pre-listed options. This type of questions

is included in sections two and five, (see Table (4.1) and Appendix 2).
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Numerical Questions

This type of questions is basically asked when the answer ought to be a real number
like, age, weight...etc. the study survey questionnaire used this type of questions in
sections one and two, see Table (4.1) and Appendix 2. The following section in this

chapter presents in further detail such questions.

Ordinal Questions

In this type of questions, the respondents in the UAEPSI were asked to rank in a
sequence the possible answers. For instance, the respondents were first asked about
their perception on a particular issue. Then, they were requested to select numbers from
one to five next to each of the five options provided. Number one represents the most
important and number five represents the least important. The researcher omitted this
type of question during the piloting and testing stage of the survey questionnaire
because the majority of those involved remarked that the ordinal questions caused a lot

of confusion to them.

To avoid the risk of havoc and to eliminate any mistake that might occur in the
responses, the researcher changed the ordinal question to Partially Close-Ended
Questions. It is believed that such attempt remedies the drawbacks of the closed-ended

questions, (see Table 4.1 and Appendix 2).

Open-Ended Questions

This type of questions gives the respondents a large amount of freedom and space to
express their point of views, or if they like to add further details. Hence, these types of
questions are quite difficult to classify and to interpret individually. The researcher had
overcome the complexity of embracing all the possible answers in each question by
changing some of the open-ended questions to partially open-ended question and by

attaching to the end of most of the survey question the option (Other).

The researcher was thus, able to extract more information that strengthens the validity

of data analysis. Moreover, this allowed the respondents to write a substitute answer
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that is not included within the options given. Table (4.1) below, displays examples

about type of questions in which they were included in the survey questionnaire.

In your opzmqn )
your institution?

‘Does  your mstttu
Multiple models?

2 Choice
Question
f':fm yourlnstttmzo 5 v O i
Partially 1 JLManagerzal leadersth 1-| 2 [People initiatives O
3 g’{: ;Zc-i 3 || Government policy |-| 4 Innovations |

Questions ||O_J[C stomers O1ls Don’t know I
‘7—| Others: Please Specify

‘or appi oaches curr entIy adopted in your institt

g Checklist 71150 9000:2000 |--|EFQM—EM

Questions |3_" Statistical Process Control ||4 " Baldrage

|5 || Benchmarking ]l @) "6 "Six Sigma

Likert o

5 Scale
. OP
Questions 1 || management O Q O O @
commitment

Source: The Author

Before the final draft was printed in large quantity and then distributed to the
participants employees in the UAEPSI, the researcher ensured that the questionnaire is
perfectly outlined and presented, friendly to use and that it includes an assortment of
choices. It thus, serves the research objectives. At the end of the questionnaire, the
respondents were offered with an optional question to express their comments and

suggestions on the issues incorporated in the questionnaire.
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4.1.3 Questionnaire Layout

It is necessary at this stage to describe briefly the main five sections of the

questionnaire, (see Appendix 2).

Section One

The first section covers the personal attributes and the general profile of the
respondents. Thus, the section presented the respondents with the study’s independent

variables that include the following:

* Name

® Nationality

® Gender

e Age group

e  Educational qualification
® (Current occupation

e Years of service in the current position

These variables were based on the nominal scale of measurement in which they
qualitatively distinguish the respondents by classifying them into mutually exclusive
categories. The respondents were asked to distinguish themselves by selecting the

appropriate optional variables.

Section Two

The second section establishes a general profile about the UAEPSI in which their
employees were the potential respondents of the research survey questionnaire. Thus,
the section presented the respondents with the study’s independent variables that

include the following:

o The institutions legal entity
® The total Number of workforce

e The service sector they operate
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e The type of quality models or other approaches adopted

e The reasons of adopting other quality models and approaches in conjunction

with the UAEGEP

The questions in section two of the research survey questionnaire aimed to explore the
institutions size, which service sector they operate, whether their institutions adopt
quality model or approaches other than the UAEGEP, and to what extent these models
or approaches were helpful with respect to improving the quality of their services. The
respondents were provided with twelve optional statements of dependent variables
relating to reasons for adopting the quality model or approaches other than the
UAEGERP. The dependent variables presented in this section were based on an itemized

interval rating scale (see Appendix 2).

Section Three

The third section of the questionnaire refers to the employees perceptions of the
UAEPSI on what quality factors are vital for successful implementation of quality in
their institutions. The major part of this section comprised the quality critical factors
derived from the previous literature; they believed to encompass all the major elements
of the TQM philosophy. The factors were carefully chosen in order to reflect the
UAEPSI quality implementation practices. Thirty seven major factors believed to be

crucial for the UAEPSI were proposed.

For each factor, the respondents were asked to rate the level of significance they place
on each on a five-point Likert scale: 1 = Not significant at all; 2 = Less significant; 3 =
Not Sure; 4 = Significant; 5 = Very significant. The identification of the significance of
these factors was part of answering the first question of the research which is “What are
the key critical success factors, and to what extent they are vital for the successful
implementation of TQM from the employee’s perspectives in the UAEPSI? The
identification of these factors laid the foundation of the intended research quality

appraisal model that compatible to the nature of the UAEPSI
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Section Four

The fourth section is almost similar to the third section in presenting the set of the
twenty- seven critical factors. It also, seeks the perceptions of the employees regarding
the significance of the critical factors which leads to the successful implementation of
quality in their institutions. The only difference is that the respondents were asked to
rate the extent to which these factors actually been practiced in their institutions. The
Five-point Likert scale rates the extent to which practice was given as 1= very low; 2=
Low; 3= Not sure; 4= High; and 5= Very high’. The middle, ‘Not sure’, was provided
to allow for those respondents who did not know or were unsure of the answer

This interval scaling reflects the perceptions of the respondents on how these factors are
actually emphasized, practiced and demonstrated in their institutions. By ranking the
actual level of the practiced factors, this should answer the research second question,
which explores ‘how divergent quality practices are in the UAEPSI and TQM
practices’. The data analysis of this section and section of the survey questionnaire
represents the respondents™ view and viewpoint as well as their level of understanding
the most critical quality factors that are significant, well-recognized and practised in the
UAEPSL

Section Five

The questions in section five investigates into the UAEPSI current and past experience
of quality implementation practices. This is due to the fact that UAEGEP compel all
UAEPSI to adopt the EFQM-EM as a quality tool for their performance assessment and
services improvement measurement. Therefore, the questions of section five were
primarily directed to those institutions experienced in quality implementation practices,
(see Appendix 2). The set of questions were designed to explore and examine the
UAEPSI familiarity with and ability to execute such approach. A question was
presented to the respondents on type of self assessment and improvement measurement
was adopted. Furthermore, they were asked to highlight factors that could facilitate and
enhance quality implementation. In addition, they were asked to identify the driving
forces that could promote the implementation of TQM in the UAEPSI. The factors
included in this section related to the recent U.A.E. public sector reforms in conjunction
with the economic turndown which severely affected the U.A.E. economy. These issues

were presented in the last part of the fifth section as respondents were given a space to
98



express their views and perception on whole research issues. The outcomes of these
questions should respond to the third question of the thesis, which is “What problems
and/or obstacles are associated with the implementation of TQM tenets in the UAEPSI?.
It’s also, important to mention that this section like other sections was amended and

some repetitive questions were omitted.

The suggestions of the pilot group were to avoid any replication that might disrupt the
respondents” focus away from the main themes of the intended questions. At mentioned
earlier, in order to gain more accurate data and to secure a high response rate from more
than one group of respondents, the questionnaire was designed in two different
languages (Arabic and English) since it was distributed to more than one group within
the total sample population. The group that represented U.A.E. nationals whose mother
language is Arabic, and the expatriates whose language is not Arabic. It has thus, kept
its respondents comfortable using their normal language and made them feel that its use

is not only legitimate but also valued.

Eventually, the questionnaire attempts to expedite the process of gathering information
required for exploring the general view of the collective opinions, views and
perceptions of people directly involved in the quality implementation practices in the
UAEPSI. The researcher estimated that the questionnaire leaflet will probably take

fifteen to twenty minutes to complete.

The ultimate aim of the survey questionnaire should explore employee’s perceptions in

the UAEPSI on:
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