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ABSTRACT

Total Quality Management (TQM) and the implementation of its concepts and methods
have been seen as to provide a promising way to improve management processes and
building high quality products and services. Accordingly, during the past three decades -
many organisations have implemented TQM and its concepts as a way for improving their
management processes and quality of services, and as a way for gaining competitive
advantages.

This research has made an attempt to study TQM implementation within the context
of Saudi Arabia’s public sector. The research examined the extent to which there was a
need in the Saudi public sector for TQM implementation, and the extent to which the
environment of the Saudi public sector was compatible for its implementation and for
practising its concepts and methods.

To attain the objectives of the research and to test the possibility of implementing
TQM in the Saudi public sector, two types of data were gathered; namely, secondary and
primary data. As a result, the research is based on both secondary and primary data
analysis. The secondary data aims to manifest the notion of TQM and its principles, the
approaches and concepts of quality- management “gurus”; the differences between the
public and private sectors; and the barriers to TQM implementation, with a particular
reference to the public sector. Along with the secondary data, a generic model for TQM
implementation in the Saudi public sector is proposed and a background to the Saudi public
sector and the Ministry of Interior is provided.

The results of the secondary data reveal that there is no an agreed or specific model
in the literature offered by quality experts for TQM implementation, and that there are
some critical issues in the Saudi Public Sector that need to be addressed in order to improve
its management performance.

The primary data, which was gained through a survey mode of inquiry within the Ministry
of Interior, examines the compatibility between the Saudi public sector’s environment with
TQM'’s concepts and the extent to which there is a need for TQM implementation in the
Ministry of Interior and the Saudi public sector in general. The primary data was gained
through a questionnaire designed by the researcher encompassing the principles and
elements of the proposed implementation model.

The findings of the primary data and analysis reveals that the environment of the Ministry
of Interior, with its current management systems and procedures, is inconsistent with the
requirements demanded by TQM, and that it would need some modifications in order to
implement TQM successfully.

Based on the results of the above data, a number of findings, conclusions, and
recommendations are provided, which should help to contribute to a successful
implementation of TQM in the Saudi public sector. ’
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Chapter one
INTRODUCTION TO THE RESEARCH

1.1 BACKGROUND AND PROBLEM DEFINITION

Total Quality Management (TQM) has been widely embraced by many
organisations during the last three decades. During the 1980s and 1990s, TQM became
the most important management discipline for organisational improvement or change,
and a critical weapon for competition in today’s competitive market, particularly in the
developed economies. It is argued that many organisations have benefited from
implementation of its concepts, in terms of improved customer services, improved
organisational management processes, cost reduction, and better management and

employee participation in the work process.

TQM refers to a set of management concepts and processes that emphasise
continuous improvement for achieving efficiency and customer satisfaction. The
concepts of TQM can be discerned from the work of quality experts or “Gurus”, such as
Deming, Juran, Crosby, etc., who have developed or constructed the basic principles of
TQM, which emphasise management commitment, employee involvement, continuous

improvement, and customer satisfaction.

A survey of TQM literature illustrates that in the Middle East little effort has
been made to implement TQM, compared to the other parts of the world, because of: the
novelty of the subject in the region, the lack of understanding of the concepts of TQM,
an individualistic approach to work, whereby people prefer to work alone rather than in
teams and a highly bureaucratic management style. A literature survey also indicates

that little research on the subject has been carried out within the Middle Eastern context.

In the case of Saudi Arabia, a survey on the implementation of TQM within
Saudi Arabian organisations reveals that the implementation of TQM has been limited
to such concepts as quality inspection, quality control, and quality assurance, and then
only in a very few organisations. Within the Saudi public sector, for instance, the

concepts of quality assurance have been implemented within the North West Armed
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Forces Hospitals to improve the quality of health care services. In the private sector, the
Saudi Basic Industries Corporation (SABIC) has applied quality concepts, such as
quality inspection and quality control, as means of producing quality products and as a
critical weapon for competition in the industrial market. TQM as a broad philosophy

(holism) has, however, never been implemented.

A survey of the Saudi public sector reveals that some important efforts have
been undertaken by the Saudi Government to improve the efficiency and management
process of the sector. Nevertheless, there are still some critical administrative issues in
the Saudi public sector that remain to be tackled in order to achieve the objectives of
these improvement efforts. TQM, if implemented successfully, seems to have the
potential to assist the Saudi public organisations to tackle these issues and to provide the
means for improving organisational effectiveness and efficiency. The successful
implementation of TQM would, however, require compatibility between the tenets of

TQM and the organisational environment which they are to be implemented.

1.2 AIM AND OBJECTIVES

The overall aim of this research, therefore, is to assess to what extent the
environment of the Saudi public sector is compatible conducive to the implementation
of TQM as a broad philosophy to improve organisational efficiency and effectiveness in
the public services. This assessment was achieved through testing the possibility of
implementing TQM in the Ministry of Interior as an initial step towards its further
implementation in the Saudi public sector. The overall aim of the research was achieved

through meeting the following objectives:

1. To review literature on TQM, in order to assess the concepts and principles of TQM
and quality “Gurus”, and issues related to its implementation in the public sector in
general;

2. To discuss and evaluate the Saudi public sector with an appropriate reference to
administrative development in the Saudi public sector, the government system, the
administrative development agencies, obstacles to administrative development, and
the background of the Ministry of Interior;

3. To survey the literature to determine an appropriate TQM model for

implementation;



4. To study empirically to what extent the Saudi public sector’s environment is
compatible with TQM implementation;
5. To formulate conclusions and recommendations for a successful implementation of

the proposed model.

1.3 THE LIMITATION OF THE STUDY

The overall aim of this research was to investigate the possibility of
implementing TQM in the Saudi public sector. The research in general has discussed
the characteristics of the Saudi public sector and the issues related to this sector as a
whole. The empirical phase of the research has focused on the Ministry of Interior,
which was selected as a case study for TQM implementation in the Saudi public
sector’s organisations, since it shares the same features and characteristics as those of
the other organisations’ of the Saudi public sector. It was also not possible to
empirically investigate all of the organisations operating in the Saudi public sector due
to the large number of organisations and ministries operating in this sector. As a result,
the data gathered through the empirical study and analysed in the research limited to the

Ministry of Interior.
1.4 THESIS SCOPE

Accordingly, in addition to the present introductory chapter, the research is
divided into nine chapters. Chapter two presents the characteristics of TQM. The
chapter begins with a discussion of the definition of TQM. This is followed by an
overview of the concepts and basic principles of TQM and the approaches of quality

gurus in managing quality.

Chapter three discusses TQM in the context of the public sector. First, it
evaluates the nature of the public sector and highlights some changes occurred in the
public sector’s environment. Second, the chapter discusses the issues relating to TQM
implementation in the public sector. Third, it provides a background to the Saudi
Arabian public sector. The chapter discusses the role of the administrative development
agencies in developing the public sector. Further, the chapter discusses the obstacles

that stand in the way of achieving administrative development objectives. The chapter
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concludes by presenting background information on the Ministry of Interior, which has

been selected as a case study for TQM implementation.

Chapter four discusses the research methodology employed in the study. It
discusses the data gathering instruments associated with the methodology, the

hypotheses formulated, the sample of the empirical study, and the stages of the research.

Chapter five discusses, first, why there is a need for a model for implementing
TQM in an organisation. This issue is addressed by evaluating the disagreement
amongst quality ‘Gurus’ on a specific implementation framework. Second, a generic
model for TQM implementation is proposed and the principles of this model are
discussed. Then, a further implementation model or framework and the steps involved

in it are presented.

Chapter six presents the data collected from the empirical study, in relation to
how the respondents to the field survey rated the importance of the proposed model’s
elements, concepts and principles, and the extent to which the environment of the Saudi

public sector is compatible with TQM implementation.

Chapter seven discusses the pitfalls or barriers associated with introduction of
TQM in the public sector due to the differences between this sector and the private

sector.

Chapter eight presents the data gathered from the empirical study related to the

barriers and driving forces to TQM implementation in the Saudi public sector.

The main findings of the research are discussed in chapter nine, which draws
conclusions on the findings of the research, and provides some recommendations that

may contribute to a successful implementation of TQM in the Saudi public sector.

This research could be regarded as a first attempt to test empirically the
compatibility of the Saudi public sector’s environment with the principles of TQM. The

research will contribute to knowledge by:



. Filling a gap in the TQM literature within the context of a developing country
(Saudi Arabia);

. Providing empirical evidence on the need for TQM implementation in the Saudi
public sector, and the extent to which the environment of the Saudi public sector, in
general, and of the Ministry of Interior in particular, are conducive to TQM

implementation;

3. Assessing the administrative problems of the Saudi public sector;

. Providing a foundation or a data source for other researchers intending to study the
Saudi public sector in relation to TQM;

. Suggesting ways and providing recommendations that would help to implement
TQM in the Saudi public sector as a means of improving its management processes

and the quality of its services.
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Chapter Two
CHARACTERISTICS OF TQM

2.1 INTRODUCTION

A survey of the literature reveals that Total Quality Management (TQM) has
been widely adopted by many organisations worldwide in the last three decades. Since
this research focuses mainly on the issue of the implementation of TQM, it would be
useful first to clarify what the term TQM means and what are its core principles. This
chapter aims to discuss the key characteristics of TQM. First, the chapter provides a
definition of TQM from different points of view. Second, the chapter discusses the basic
or core principles of TQM. Finally, it discusses the approaches or methods of the

quality gurus in managing quality.

2.2 DEFINITION OF TQM

Total Quality Management (TQM) has become an important and widely adopted
management discipline during the last decades. Ho et al (2000:1)) stated that “Total
Quality Management (TQM) seems to have been the most influential management
philosophy in the 1980s, and is extending its popularity into the 1990s. Lots of
resources have been allocated to improving quality, which is expected to increase the
bottom line. The majority supports the idea of building high-quality products or services
as a promising way to secure competitive advantage”. Rao et al (1996) maintained that
many companies began TQM as a response to customer concerns or complaints, and
some other companies recognised that quality and productivity are critical to costs,
sales, and profitability. These companies believed that instituting quality programmes
reduces costs (reducing scrap, rework, work-in-process, warranty claims, etc), in turn
increasing sales and market share through improved reputation and the potential for

higher prices.

The term “TQM” can be defined as a management discipline or philosophy that
deals with customer satisfaction, enhanced employee participation, further cost
reduction, and generate an improved corporate reputation. However, a survey of the
literature illustrates that the term has more than one meaning and lacks a precise

definition. The problem is that the term “quality”, which is the fundamental element of
7



TQM, has not been defined precisely, although some quality experts have attempted to
define it, e.g. by Crosby (1979: 17) as “conformance to requirements” and by Juran

(1988: 5) as “fitness for use”.

Despite the difficulties associated with the definition of TQM, some quality
practitioners have attempted to define the term by breaking it down into three words:

total, quality, and management. Cohen and Brand (1993:xi), for instance, stated that:

e Total implies applying the search for quality to every aspect of work, from
identifying customer needs to aggressively evaluating whether the customer is
satisfied.

e Quality means meeting and exceeding customer expectations.

e Management means developing and maintaining the organisational capacity to
constantly improve quality.

Kanji (1990:5) stated that TQM is defined as follows:

e Quality- is to satisfy customer’s requirements continually.

e Total quality- is to achieve quality at low cost.

e Total quality management- is to obtain total quality by involving everyone’s daily

commitment.

In the view of Wilkinson et al (1998), TQM has two aspects, the ‘hard’ and ‘soft’
aspects. The hard aspect reflects the production orientation of the quality gurus,
emphasising systems, data collection and measurement, and involves production
techniques such as statistical process control, changes in layout, deign processes and
procedures of the organisation, the use of quality management tools, and so on. The soft
aspect focuses on the management of human resources in the organisation and lays
particular emphasis on the need to change culture, giving the employees with greater

responsibility for conducting and managing the work.

In general, Saylor (1992) stated that TQM is a philosophy and set of principles that
provide a flexible and responsive management approach able to act or react to all of the
forces of today’s and tomorrow’s economic world. He added that TQM is the only
known approach that focuses the resources of an organisation on identifying and acting

on the internal and external forces that will influence the world of tomorrow. It gears an



organisation toward continually improving quality, increasing productivity, and
reducing costs to ease economic pressures. It focuses on total customer satisfaction
through highest product and service quality at lowest life cycle costs to compete in the
global environment. This statement seems to suggest that TQM could be adopted as an
instrument to gain customers’ loyalty through meeting their expected needs and
requirements, and to gain competitive advantages in today’s highly competitive market.
- In addition to this description, Saylor provided a comparison, as shown in Table (2.1),

between the traditional management practices and TQM practices.

Table (2.1) Traditional Management and TQM comparison

Traditional Management

Total Quality Management

Looks for “quick fix”

Adopts a new management philosophy

Fire-fights

Uses structured, disciplined operating
methodology

Operates the same old way

Advocates breakthrough thinking using
small innovations

Randomly adopts improvement efforts

“sets the example” through leadership

Focuses on start term

Stresses long-term, continuous
improvement

Inspects for errors

Prevents errors and emphasises quality of
design

Decides using opinions

Decides using facts

Throws resources at a task

Uses people as primary means to add value

Is motivated by profit

Focuses on customer satisfaction

Relies on programs

Is a new way of life

Source: Saylor (1992) P9

Dale (1994: 10) stated that “TQM is the mutual co-operation of everyone in an
organisation and associated business processes to produce products and services, which
meet the needs and expectations of customers. It is both a philosophy and a set of

guiding principles for managing an organisation”.

The above definitions suggest that TQM is a management philosophy that seeks
customer satisfaction through improved services and aims to improve organisational
processes through involving everyone in taking the responsibility for these
improvements, with the management playing crucial role in achieving this. However,

the section below discusses in more details the core principles of TQM.
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2.3 PRINCIPLES OF TQM

It is generally agreed in the literature that TQM encompasses a set of principles,

which can be taken as guidelines to assist an organisation to transform its traditional

working culture to one that is based on TQM practices. In the literature, there seems to

be no agreement among quality practitioners on what exactly are those principles. Flood

(1993:48), for instance, listed the following as the main principles of TQM:

e

© N W

There must be agreed requirements, for both internal and external customers.

Customers’ requirements must be met first time, every time.

Quality improvement will reduce waste and total costs.

There must be a focus on the prevention of problems, rather than an acceptance to
cope in a fire-fighting manner.

Quality improvement can only result from planned management action.

Every job must add value.

Everybody must be involved, from all levels and across all functions.

There must be an eniphasis on measurement to help to assess and to meet
requirements and objectives.

A culture of continuous improvement must be established (continuous includes the

desirability of dramatic leaps forward as well as steady improvement).

10. An emphasis should be placed on promoting creativity.

Dale (1997: 258) categorised the principles of TQM into nine as follows:

1.

ok W

© o N o

Everyone in the organisation is involved in continually improving the processes
under his or her control and takes responsibility for his or her own quality assurance.

Each person is committed to satisfying his or her customers (internal or external).

Teamwork is practised in a number of forms.

There is a commitment to the development of employees through involvement.

A formal programme of education and training is in place and this is viewed as an
investment in developing people’s ability and knowledge and helping them to
realise their potential.

Suppliers and customers are integrated into the improvement process.

Honesty, sincerity and care are integral parts of daily business life.

Simplicity in processes, systems, procedures and work instructions is pursued.

Regular and consistent care of the plan-do-check-act cycle.
10



Brocka and Brocka (1992: 7-8) listed the following points as principles for a Quality

Management programme:

Dedication, commitment, and participation from top leadership.

- Build and sustain a culture committed to continuous improvement.
- Focus on satisfying customer needs and expectations.

- Involve every individual in improving his/her own work processes.
- Create teamwork and constructive working relationships.

- Recognise people as the most important resource.

- Employ the best available management practices, techniques, and tools.

It is obvious from the above principles that the key elements of TQM are:
management commitment, employee participation, continuous improvement, and

customer satisfaction. These elements are discussed below in more detail.
2.3.1 Management Commitment

TQM requires top management’s commitment and involvement to the quality
improvement process. Senior people in an organisation are required to take the leading
role in quality improvement; without the total commitment of the senior managers
nothing will happen, and anything that does will not be permanent. They have to take
charge personally, provide direction and exercise forceful leadership (Dale, 1994:10-
11). Atkinson (1997) argued that leadership and commitment go hand-in-hand.
Leadership is the key issue in promoting commitment. As a result, commitment needs

an effective leadership.

Oakland (1993: 32-33) suggested that there are five requirements for effective

leadership as following:
1. Developing and publishing clear document corporate beliefs and objectives- a

mission statement. Top management must express values and beliefs through a clear

vision of what they want their organisation to be, and through objectives-what they
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specifically want to achieve in line with the basic beliefs. These beliefs and objectives

can be summarised in the form of a mission and should address the following:

e The definition of the business, e.g. the needs that are satisfied or the benefits
provided.

e A commitment to effective leadership and quality.

e Target sectors and relationships with customers, and market or service position.

e The role or contribution of the company, organisation, or unit, e.g. example, profit
generator, service department, opportunity-seeker.

e The distinctive competence- a brief statement which applies only to that
organisation, company or unit. _

e Indications for future direction- a statement of the principal plans which would be
considered.

e Commitment to monitoring performance against customers’ needs and expectations,
and continuous improvement.

The top management must show a total commitment to this mission statement.

2. Developing clear and effective strategies and supporting plans for achieving the
mission and objectives. These include strategic positioning in the ‘market place’, which
can be developed by senior managers alone, but there is likely to be more commitment

to them if employees participate in their development.

4. Reviewing the management structure. The structure review includes both the
definitions of responsibilities for the organisation’s management and the operational
procedures they will use. The review should include the establishment of a process of

quality improvement and a team structure throughout the organisation.

5. Empowerment- encouraging effective employee participation. For -effective
leadership it is necessary for management to get very close to the employees. They must
develop effective communications- up, down and across the organisation- and take
action on what is communicated; and they must encourage good communications

between all suppliers and customers.

Leadership should be distinguished from management. While managers aim to

control or manage people in the organisation to achieve the desired goals, leaders
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provide guidance and coach people to achieve the goals; they empower employees in
the process of achieving the goals. The differences between managing and leading are

presented in Figure (2.1).

Figure (2.1) The Differences between Managing and Leading

Managing Leading

Plan Vision

Organize Align
Direct Empower

Coordinate Coach

Control Care

GETTING IMPROVING
RESULTS SYSTEMS

Source: Tenner and DeToro (1992) pp.161

Top management’s commitment to quality is regarded as one of the most critical
principles of TQM. According to Laszlo (1999:3) “One of the prime prerequisites for
successful implementation for any major initiative within an organisation is
commitment from the top. It is the responsibility of management to establish the
strategies toward the objectives of the organisation as well as to set priorities to attain its
goals...gaining the approval from management and then obtaining their commitment
are the first steps toward successful implementation of QM [quality management] in
any organisation”. Bank (2000:64) added, “At all levels managers need to be conscious
that they are role models for total quality. What they say about total quality is important.
What they do is absolutely critical”. A survey by Wilkinson et al (1995) on the UK
financial services found that the lack of top management commitment was one of the
major difficulties that have been experienced in implementing TQM. Another study by
Kanji and Tambi (1999) found that role of leadership in promoting TQM in the UK
Higher Education Institutions was ranked as one of the most important factors at the

planning stage and during the implementation of TQM. However, Ennis and Harrington
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(1999) argued that the management’s active role and involvement is fundamental for the
success of any quality programme and it is essential that they receive training in
problem solving processes, in the need for continuous quality improvement and cost

reduction.

The above arguments and findings from surveys carried out by quality experts
suggest that top management’s commitment and involvement in quality improvement
processes is a fundamental factor for achieving quality. Without this, the

implementation of TQM would not pay off.
2.3.2 Employee participation

Employee participation is the second fundamental element of TQM. All
employees in the organisation, in TQM environment, must participate in planning for
quality. Employees must be encouraged to be creative and innovative within all areas of
their work; they must be allowed to make whatever changes are necessary within
regulatory guidelines to perform the work and improve the system (Saylor, 1992:27-28).
In this regard, Anand (1996) argued that top management commitment, involvement
and leadership is necessary but not sufficient for implementing a total quality
improvement programme successfully in any company. What are sufficient are the
commitment, involvement and leadership of large numbers of middle-level managers
and employees at supervisory and operative levels. A quality improvement programme

can never take off in the true sense in any organisation without their active involvement.

Dale et al (1997) stated that employee participation or involvement is a corner
stone of TQM ideas, in terms of both educational processes and more direct
involvement in quality issues and how they relate to the job. The TQM philosophy
emphasises that those doing the job should have the tools and resources to improve the
process. This introduces elements of ‘bottom-up’ issue identification, decision making,

and problem solving; which contrast with the traditional ‘top-down’ management style.

Wilkinson et al (1998) added that TQM has been seen as including three
elements of employee involvement. First, there is the educative process at company

level, with briefings, video posters and newsletters being used to launch and sustain the
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TQM message. Second, participative structures such as quality circles, improvement
and action teams may be established on an ad hoc or more permanent basis. These
provide an institutional focus for problem-soiving activity amongst the work force.
Third, TQM may be associated with changes in the organisation of work, including
elimination of inspectors, or at least reduction in their number, more teamwork, a shift
towards cell organisation and the establishment of semi-autonomous work groups. The
emphasis is on greater autonomy and self-control, with management delegating
responsibility for quality and improvement, rather than seeking simply to blame

employees for mistakes.

However, employee participation may require delegation of power; thus, in the
TQM-oriented organisations management must be prepared to share part of the power
and responsibility with employees. In fact, this principle, as many quality advocates
argue, differentiates TQM from other management disciplines. But, a search in the
literature reveals that employee participation is limited to specific, designated tasks, and
that power is not fully delegation nor decentralised. As a result, this principle is argued
to be the most difficult to implement in organisations attempting to adopt TQM.
According to Wilkinson et al (1998), employee involvement, whilst a key element in
TQM, is nevertheless focused on the task, rather than on broader issues of business
strategy, investment or staffing. Indeed, TQM may reduce employees’ autonomy to the
extent that participation in TQM is seen as compulsory, and the top-down approach

advocated may similarly limit real employee involvement in key decisions.

However, employee participation could be best achieved through building up
teams. Teams involve people from different functional areas of the organisation to
discuss and tackle the problems that are faced by the organisation and to provide
suggestions regarding the areas that need to be improved. According to Saylor (1992)
teams can be either functional or multifunctional. Functional teams involve people from
a single functional group. Multifunctional teams consist of mémbers from many
different functional areas. In avddition, Morris and Haigh (1996a) distinguished between
two types of teams: quality improvement teams and self-directed work teams. The tasks

of each of these teams are illustrated in Table (2.2).
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Table (2.2) A comparison of quality improvement team and self- directed team.

Quality improvement team

e Refines work processes defined by management

¢ Management needed to motivate and oversee
improvement efforts

o Sanction for process change needed from
management

o Team members have traditional task-specific
work skills

e Individual team members are responsible for a
narrow, technical function

* Day-to-day activities of members, supervisors and
managers remain unchanged

¢ Improvements in work processes viewed as an
‘add on’ to normal work patterns

e Team members focus on technical aspects of
process improvement

e Rewards/ recognition tied to individual
performance

e Team members involved in, and with
understanding of, a limited part of the total
work process

e ‘quality’ and ‘task’ are viewed by team members
as mutually exclusive

Self-directed work team

¢ Refines work processes and redesigns them at
its own volition

¢ All team members involved in problem
definition, solution implementation and
monitoring without recourse to management

o Full operational control and authority for
process change invested in team members

o Team members are multi-skilled covering all
aspects: administrative, technical and
interpersonal

o All team members have full responsibility for
delivering a well defined segment of the total
work process

® Role of teams, facilitators and quality managers
determined by attainment of organisational
quality vision, mission, strategy and values

e Improvements in work processes and process
design are an integral part of normal work
patterns :

o Team members focus on both technical and
non-technical aspects of process
improvement and development

o Rewards/ recognition tied to measurable team
outputs

o Every team member is responsible for the

finished segment of work

e ‘quality’ and ‘task’ are viewed by team
members as synonymous

Source: Morris and Haigh (1996a) pp 328-329

A common approach to forming teams in TQM is “Quality Circles”, which are

widely used in many organisations implementing TQM, particularly Japanese

organisations. A typical quality circle, as Dale and Cooper (1992) described, is a

voluntary group of six or eight employees from the same work area, who meet usually

in company time, for one hour every week or fortnight, under the leadership of their

work supervisor, to solve problems relating to improving their work activities and
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environment. The circles are the means of providing employees with opportunity to

solve problems, and implement and monitor their solutions.

In general, the advantages of participation are elucidated in Figure (2.2) and

include the following (James, 1996:198):

L.
2.

Providing a mechanism to develop work-related trust and co-operation.

Developing increased commitment to organisational goals and objectives.

Tapping previously unused skills and competencies that provide the basis for
innovation and creativity.

Reinforcing the quality-oriented culture, providing tools and developing processes

that are quality driven.

Figure (2.2) The Effect of Participation on Work-related Criteria Measures

High job satisfaction
Low job-related threat
High self-esteem

Low alienation

Low role ambiguity

Skills and abilities from
professional training
Administrative skills
Responsibility

The person who

Immediate superior
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. Good working > Colleagues
participation celetions with Subordinates
shows ...

Prefers to take on more wark
Commitment to work
‘Perceived high opportunity
for advancement
Readsrelevant books and
magazines

Innovates

High level of productivity

Low absenteeism

Low turmover

High performance improvement
Does extra work

High evaluation by manager

Source: Dale and Cooper (1992) pp. 132.
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The other aspect related to the employee participation principle is that the
employees’ participation or involvement requires that the organisation and its
management should treat the employees as an organisation’s internal customers. This
means that an organisation should satisfy these customers in order to achieve external
customer satisfaction. In this regard, Bank (2000:26) stated that “If the internal
customers’ requirements are agreed and met, a chain of quality is made that reaches out
to the external customers. To get people to identify the internal customers for the main
outputs of the work group is to make a start at a total quality process to touch off a
dialogue between the internal ‘supplier’ and internal customer that leads them to agree
customer requirements is the beginning of creating a total quality culture”. This would
suggest that overall external customer satisfaction would be difficult to achieve without

satisfying the internal customers or the employees.
2.3.3 Continuous improvement

Continuous improvement is critical in TQM; in fact, attaining continuous
improvement is the key principle of TQM. It implies that the process of improvement
should be conducted continuously and achieving some short-term improvement goals
should not end it. Ho et al (2000) argued that continuous improvement is an essential
component of TQM. Maintaining process control and seeking process improvement
over time are keys to improving quality. Wilkinson et al (1998:13) stated that
“Satisfying customer requirements involves the continuous improvement of products
and services”. However, the principle entails a discussion of the meaning of process.
The process of the organisation could be defined, as Tenner and DeToro (1992:98-99)
suggested, as the sequential integration of people, materials, methods, and machines in
an environment to produce value-added outputs for customers. A process converts
measurable inputs into measurable outputs through an organised sequence of steps.
Oakland (1997:12) added that a process is a transformation of a set of inputs, which can
include actions, ‘methods and operations, into outputs that satisfy customer needs and
expectations, in the form of products, information, services or — generally — results.
These inputs and outputs of the process, which are illustrated in Figure (2.3), need to be

continuously improved, according to the TQM approach to improvement. Tenner and
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DeToro (1992) suggested that four groups of people are involved in the operation and

improvement of processes:

1. Customers: the people (or person) for whom the output (product or service) is being
produced.

2. Work groups: the people (or person) who work in the process to produce and deliver
the desired output.

3. Supplier: the people (or person) who provide input to the work process. The people
in the process are, in fact, the customers of the supplier.

4. Owner: the person who is responsible for the operation of the process and for its

improvement.

Figure (2.3) The Inputs and Outputs of a Process

Materials
Procedure

Methods Products
Information
(including

. . Services
specifications)
People

Skills Information

Knowledge
Paperwork

mImMm—CE Y8 Ccw

Training

v ROmZS H S o
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equipment

Source: Oakland (1994) p. 12.

It should be recognised that the improvement process requires time to achieve
the goals set for it and it is a complex process that needs to be designed systemically. As
a result, it is important to design the improvement process in its early stages. The aims

and objectives of improvement need to be set out and defined in a systemic way. One
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approach for designing an improvement process is to conduct an improvement

methodology; such a methodology is illustrated in Figure (2.4).

Figure (2.4) Process Improvement Methodology

UNDERSTAND
/ PROCESS \
SELECT
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PROCESS IMPROVED
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GENERATE /
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@ | o

SELECT
IMPROVEMENT

CHECK DO

Source: Saylor (1992) pp.57.

The methodology, as elucidated in the above figure, is divided into eight stages as
follows (Saylor, 1992: 60-63):

1. Understand the process: At the first stage of the improvement process, the overall
process and its inputs and outputs need to be defined; it is also necessary to
determine the relationship between inputs and outputs and how the process could be

measured.

2. Select a critical process for improvement: The selection should be based on the

information collected in the understanding stage. The selection involves listing areas
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of the process that require improvement, which include the parts of the process that
are not meeting customer needs, inputs not meeting requirements, and problem

areas.

3. Analyse the selected critical processes: This requires a thorough use of analytical

tools to focus on process variation or underlying causes of process problems.

4. Generate improvement alternatives: This stage involves using creativity,
innovation, and imagination to explore as many alternatives as possible, including
alternatives that can be used to reach the goal and all the forces at play with each

alternative.

5. Select an improvement: This stage is to attain the desired outcome through the Plan
Do Check Act (PDCA) cycle. It involves planing the improvement and testing or
piloting it; doing the improvement on a test or pilot basis; checking the results

against desired outcome; and acting to make the improvement permanent.

6. Plan and gain approval for improvement: The stage requires the presentation of a
complete implementation plan to gain approval for implementation of the
improvement. It involves how the improvement will be implemented and what

action is necessary for the implementation.

7. Institute the improvement: This step is to institutionalise the improvement; it
involves installing a continuous feedback system, developing implementation

procedures, and providing training if necessary.

8. Check the results for the desired outcome: The step requires checking the results to
ensure that the process is staying under control; it involves measuring the
performance against the expected outcome and determining whether or not the goals

are met.

Laszlo (1999) stated that in order to embrace the idea of continuous improvement,
the role of management is comprised of two distinct parts: providing the organisation

with the best crisis management in problem areas, as well as developing a staff that will
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actively seek opportunities to switch over to another mode of operation where problems
are handled without much fanfare, and lessons learned are added to the corporate

memory to avoid future repetition.

2.3.4 Customer satisfaction

The overall aim of TQM is customer satisfaction. This principle focuses on the
concept that the organisation’s overall aim must be to meet and exceed customer’s
needs and requirements, or as Jonson (1999:3) stated, “The work that is done in an
organisation must all the time be judged from the customer value point of view. The
whole organisation, all work tasks and all work processes must be driven by customer
needs and visions”. Customer satisfaction, as Kotler (1994:40) defined it, is “a person’s
feeling of pleasure or disappointment resulting from comparing a product’s perceived
performance (or outcome) in relation to his or her expectations”. As a result, customer
satisfaction could be defined as meeting and exceeding the needs and requirements of
the customers. Yet, meeting customers’ needs is not an easy matter, since those needs
and expectations cannot be precisely determined. Each customer has different needs and
expectations; thus, meeting these expectations requires getting very close to customers

and listening to them.

The best way for understanding the needs and requirements of customers, as
suggested in the literature, is to identify who are the customers. In this regard, Juran
(1988: 14) suggested the following steps (Figure 2.5), which he termed a quality

planning road map for identifying customers needs and satisfying them.
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Figure (2.5): The quality planning road map
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Source: Juran (1988) pp 15

Once these steps are taken, then the organisation can identify whether or not it is
meeting the requirements of its customers. It is through questioning the outcome of each
step that the organisation can determine whether or not it is providing quality products
or services. In addition, James (1996:116) suggested the process of market segmentation

(Figure 2.6) as a technique for determining who the customers are.
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Figure (2.6): Service market segmentation
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24

Segmentation, according to James, is the process of classifying customers into
groups with similar needs, characteristics and behaviours. To affect successful
segmentation, marketers, or quality improvement decision-makers, need to study and
act upon geographic, demographic, psychographic and other criteria that characterise
the segment. Kotler (1997) suggested five criteria for an effective segmentation, as

shown in Table (2.3).




Table (2.3) Requirements for Effective Segmentation

1. Measurable: the size, purchasing power, and profile of the segments can be
measured. Certain segmentation variables are difficult to measure. An illustration
would be the size of the segment of teenage smokers who smoke primarily to rebel
against their parents.

2. Substantial: the segments are large and profitable enough to serve. A segment
should be the largest possible homogeneous group worth going after with a tailored
marketing problem. It would not pay, for example, for an automobile manufacturer to
develop cars for persons who are shorter than four feet.

3. Accessible: the segment can be effectively reached and served. Suppose a perfume
company finds that heavy users of its brand are single women who are out late at night
and frequent bars. Unless these women live or shop at certain places and exposed to
certain media, they will be difficult to reach.

4. Differentiable: the segments are conceptually distinguishable and respond differently
to different marketing-max elements and programs. If married and unmarried women
respond similarly to a sale of fur coats, they do not constitute separate segments.

5. Actionable: effective programs can be formulated for attracting and serving the
segments. A small airline, for example, identified seven market segments, but it staff
was too small to develop separate marketing programs for each segment.

Source: Kotler (1997) p. 269.

The next step after identifying the customers and understanding their needs and
expectations or requirements is that the organisation, as Juran (1988) suggested, needs
to respond to those needs and translate them into a design or set of specifications, and

develop a process able to produce what satisfies the customers.

It should be noted that needs differ from one customer to another; thus, satisfying all
the customers is unattainable. What is important, in TQM, is that the organisation

should satisfy as many customers as it can, if it cannot satisfy all of its customers.

However, the implementation of TQM and the practice of its principles would
require a change in the organisation, or a change in its current or traditional working
methods. This change could be more important particularly if the organisation has never
implemented quality management methods, as these principles would be in conflict with
some of the existing working methods and management systems. In this regard, Dale
and Cooper (1992: 92) stated that “TQM requires the introduction and acceptance of
individual, group and organisational change throughout a company’s operations: a
complete change in the way a business is managed”. Oakland (1997a) defined culture as

the beliefs that pervade the organisation about how business should be conducted and
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how employees should behave and should be treated. The culture, as Oakland noted,
includes an organisation’s guiding philosophy, core values and beliefs, and purpose;
these elements all together should be combined into a mission (Figure 2.7). The guiding
philosophy, according to Oakland, drives the organisation and is shaped by the leaders
through their thoughts and actions. It should reflect the organisation’s vision rather than
the vision of a single leader, and should evolve with time, although organisations must
hold on to the core elements. The core values and beliefs represent the organisation’s
basic principles about what is important in business, its conduct, its social responsibility
and its response to changes in the environment. They should act as a guiding force, with
clear and authentic values, which are focused on employees, suppliers, society at large,
safety, shareholders, and stakeholders generally. The purpose of the organisation should
be a development from the core values and beliefs and should quickly and clearly
convey how the organisation is to fulfil its role. The mission will translate the
abstractness of philosophy into tangible goals that will move the organisation forward
and make it perform to its optimum.

Figure (2.7) Vision Framework for an organisation

Guiding Philosophy
what we want to be

Core Values and Beliefs Purpose
who we want to be what we are here for
Mission

what we want to achieve

Strategies and Plans Critical Success Factors (CSFs)
how we are going to achieve it what we need to achieve it

Critical Processes
the activities we need to perform
particularly well to achieve it

Source: Oakland (1997 a) pp. S32.
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Peters and Waterman (1995) distinguished excellent companies from poor
performing companies, in terms of culture, by stating that poor performing companies
have dysfunctional cultures. They are usually focused on internal politics rather than on
the customer, or they focus on “the numbers” rather than on the product and the people
who make and sell it. The excellent companies focus on the customer and understand

that every man seeks meaning; they don not focus only on financial targets.

Peters and Waterman seem to suggest that the culture of organisations involved in
TQM practices focuses on customer satisfaction and quality instead of high volumes of
sales with poor quality products or services, and it respects employees as human beings
who need motivation. Thus, an organisation attempting to be a TQM organisation needs
to transform its management structures and change its working culture; or as Handy
(1993:201) stated, “once cultural change begins, the structure of the organisation, the
planning and control of its work and the making of many decisions will no longer be the

same”,

Kanji (1990:9) recommended fifteen points as requirements to think about change in

an organisation’s culture. The points are:

1. Managing Director’s commitment in quality issues.

2. Senior management’s commitment for customer, supplier and staff contract.
3. Management action for real improvement of the attitude of the workforce.
4. Every department’s commitment to total quality.

5. Satisfying customer’s requirements through quality improvement.

6. Customer and suppliers relationships exist in everybody.

7. Everybody’s cdmmitment to quality improvement.

8. Trade-off between quality and cost.

9. Error-free work as standard.

10. Quality to be designed and managed.

11. All costs are challenged to eliminate wasteful activity.

12. Manager’s role to support his team.

13. Barriers to customer satisfaction are systemically eliminated.

14. Trained people to do the job and seek further improvement.

15. People are rewarded on quality of work and improvement.
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Cultural change, in the TQM context, requires the organisation to change its top
management’s as well as its employees’ way of thinking and attitudes, and the way they
conduct their work. Employees need to respect each other; departments need to co-
ordinate with each other; conflict between departments and between employees and
their colleagues or management needs to be eliminated so that each part of the
organisation works to assist the other parts. Problems need to be solved through
teamwork; employees need to be encouraged to evaluate their own work and learn how
to tackle problems. The management should reward people on the basis of their
contributions in quality improvement. The overall goal should be to produce quality
products and services with less cost; and rework, scrap, or waste should not be accepted.
The final aim should be to satisfy the customer and meet his/her needs and

requirements.

However, changing an organisation’s culture seems to be a difficult task. Dawson

(1993:256) listed three major difficulties with cultural change. These difficulties are:

i) Change can result in people losing their jobs, it can result in people losing their
status- i.e. it may necessitate their down grading. Those who stand to lose may place

barriers in the way of those wishing to introduce the change.

ii) It must be acknowledged that a particular change may result in people being
promoted or in people being given more challenging jobs. Most people gain some
form of comfort from the status quo; they have some fear of the unknown. Therefore
it follows that those who have something to gain from the introduction of the change

have to be reassured and convinced of their future gains.

iii) It is also important to note that the change may be caused by deficiency in
present modes of activity. Under these circumstances, it would be a naive
management which would expect that the immediate reaction of employees to this

change would be one of welcome and happy acceptance

Despite the difficulties associated with it, in fact, cultural change is a critical
requirement of TQM and a first step towards achieving quality. The cost of ignoring

change, as Rao et al (1996) noted, can be high and may result in losing the business
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itself; for example, suddenly a competitor may offer a better, lower-cost product,
customer-designed in half the time. The organisation has to experience major internal
change to meet this competitive threat. Zairi (1999 a) stated that if organisations are to
compete effectively during the next millennium period, not only will they have to equip
themselves but in addition, they will have to renew themselves by challenging the status
quo and re-examining their corporate leadership processes, which means not only have
they got to challenge existing culture and climate but also to address: job
appropriateness, flexibility, adaptability and knowledge; policies, procedures, systems
and rules of performance; technology and its role as an enabler. The leaders will be
expected to fundamentally re-examine the full and entire leadership process to take into
account consumer and customer aspects; electronic commerce and the information age;

knowledge not as a commodity but a capital asset; globalisation; market orientation.

2.4 TQM AND THE APPROACHES OF QUALITY GURUS

A survey of TQM literature reveals that a number of writers (among them would
be Crosby, Deming, Feigenbaum, Ishikawa, Juran, Taguchi, Garvin, Peters, Conway,
Gronroos, etc.) have made significant contributions to the development of TQM and its
concepts and methods. Due to their contributions to the development of TQM as a
discipline, these individuals are regarded as quality “gurus”. This chapter discusses the
approaches and the basic principles of some of the gurus namely, Crosby, Deming,
Feigenbaum, Ishikawa, and Juran, since they have made major contributions to the

development of TQM.

2.4.1. Philip B. Crosby

In the literature, Philip Crosby is credited with being the first quality guru to use
the concept of “Zero Defect”’; he is also known for his emphasis on quality

improvement through cutting the cost of quality.
Crosby (1979:17) suggested that quality must be defined as “conformance to

requirements” if it has to be measured and managed. This definition, according to

Crosby, places the organisation in the position of operating on basis of facts rather than
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opinion and experience, meaning that quality is defined in terms of the customer. It is

the customer who judges the quality of a product or service according to this definition.

Crosby defined the costs of quality as the price of non-conformance and the price of
conformance. The former refers to all expenses involved in doing things wrong that
include the product’s or procedure’s correction efforts, doing work over, and paying for
warranties and other non-conformance claims. The latter refers to what it is necessary to
spend to make things come out right. This includes most of the professional quality
functions and all prevention efforts. These costs, as Crosby (1980) advocated, can be
reduced or eliminated through embarking upon the concept of “Zero Defect”, which is
based on the idea of “doing things right the first time” and which suggests that

preventing the errors at source from the outset costs less than rework and correction.

To improve quality and to achieve a high performance organisation, Crosby (1980)
recommended a 14-step method (Table 2.4) that an organisation could undertake for its

improvement effort.

Table (2.4) Crosby’s 14-step Method

. Management Commitment.

. Quality Improvement Team.

. Quality Measurement.

. Cost of Quality Evaluation.

. Quality Awareness.

. Corrective Action.

. Establish an Ad Hoc Committee for the Zero Defects Program.

. Supervisor Training.

O 0 N O i A WON

. Zero Defects Day.

10. Goal Setting.

11. Error Cause Removal.
12. Recognition.

13. Quality Councils.

14. Do It Over Again.

Source: Crosby (1980) P.112-119.
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In his 14-step method, Crosby emphasised top management’s commitment as a vital
requirement in the quality improvement process; quality improvement cannot be
achieved, as Crosby argued, without top management’s commitment; thus, it is
necessary that the top management in an organisation should take the leading role in the

improvement process.

In addition to the top management’s commitment, Crosby suggested teamwork as an
approach for solving quality problems. Employees should participate in the
improvement process and be encouraged to work with each other. They should have
confidence that the management respects them and needs their output; they know that
the requirements of the job are clearly stated, and they should have the opportunity to

make inputs to that statement.

It is necessary, in the improvement process, to determine the status of quality
throughout the company. Quality measurements for each area of activity must be
established where they do not exist and reviewed where they do, to show where

improvement is possible and where corrective action is necessary.

The costs of quality should be based on accurate data or figures and should indicate
the areas that need corrective actions. Information on quality costs should be shared in
the organisation and employees should be made aware of these costs.

All managers must understand each step of the improvement process and explain it
to their subordinates. In addition, they must realise that the improvement process is a

continuous process and does not have an end.

Crosby (1996) categorised the quality improvement process into five stages, the

“Quality Management Maturity Grid” (see Figure 2.8). These stages are:

1. Uncertainty stage: At this stage, Crosby assumed that the management does not
recognise quality as a management tool for improvement, and most quality
problems are referred to the ‘quality department’. The management does not
realise the costs and causes of quality; thus no action is taken for correcting

quality problems.
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2. Awakening stage: At this stage, the management starts to recognise the
importance of quality as a tool for improvement, but is still unwilling to pay for
it and most quality activities are conducted on an appraisal basis, and long-term

solutions are not solicited.

3. Enlightenment stage: At this stage the management becomes supportive.
Quality problems are handled in a systemic way and corrective actions are
undertaken to solve quality problems. Problems are faced openly and resolved in

an orderly way.

4. Wisdom stage: Problems at this stage are identified early and all functions are
open to suggestion and improvement. Quality improvement goals are well
defined. The zero defect concept becomes a routine part of the organisation’s

operation system.

5. Certainty stage: At this stage, quality becomes an essential part of the
organisation’s culture; quality improvement and zero defect are normal and
continuous activities in the organisation; as a result, quality problems do not

occur.

It is obvious from these stages that the quality improvement process is not a sudden
process; rather, it is a long route that requires time, effort, and culture change. It can be
achieved only if appropriate resources and time are afforded to it; and the key elements
for achieving it are the top management’s commitment and organisation’s willingness to

change its working culture.
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Figure (2.8): Quality Management Maturity Grid

MEASUREMENT STAGE I STAGE II: STAGE III: STAGE 1IV: STAGE V:
CATEGORIES | UNCERTAINTY | AWAKENING | ENLIGHTENMENT WISDOM CERTAINTY
Management No comprehension |Recognising that |While going through |Participating. Consider quality
understanding  |of quality as a quality quality improvement |{Understand management an
and attitude management tool.  [management may |program learn more |absolutes of essential part of
Tend to blame be of value but not|about quality quality company system.
quality department |willing to provide |management; management.
for “quality money or time to  [becoming supportive |Recognise their
problems” make it all and helpful. personal role in
happen. continuing
emphasis.

Quality Quality is hidden in (A stronger quality |Quality Department  [Quality manager [Quality manager

organisation manufacturing or  (leader is appointed|reports to top is an officer of on board of

status engineering but main emphasis|management, all company; directors.
department. is still on appraisal |appraisal is effective status  |Prevention is main
Inspection probably [and moving the |incorporated and reporting and concern. Quality
not part of product. Still part [manager has rolein |preventive action. |is a thought
organisation. of manufacturing |management of Involved with leader.

Empbhasis on or other. company. consumer affairs
appraisal and and special
sorting. assignments.

Problem handling|Problems are fought [Teams are set up |Corrective action Problems are Except in the most
as they occur; no to attack major ~ {communication identified early in [unusual cases,
resolution; problems. Long- |established. Problems [their development. |problems are
inadequate range solutions are|are faced openly and |All functions are |prevented.
definition; lots of  [not solicited. resolved in an orderly |open to suggestion
yelling and way. and improvement.
accusations.

Cost of quality as |Reported: unknown [Reported: 3% Reported: 8% Reported: 6.5%  |Reported: 2.5%

% of sales Actual: 20% Actual: 18% Actual: 12% Actual: 8% Actual: 2.5%

Quality No organised Trying obvious  |Implementation of the [Continuing the 14-|Quality

improvement activities. “motivational” 14-step program with |step program and |improvement is a

actions No understanding of |short- range thorough starting Make normal and
such activities. efforts. understanding and Certain. continued activity.

establishment of each
step.

Summation of “We don’t know “Is it absolutely  |“Through “Defect “We know why

company quality |why we have necessary to management prevention is a we do not have

posture problems with always have commitment and routine part of our |problems with
quality.” problems with quality improvement |operation.” quality.”
quality?” we are identifying and

resolving our
problems.”

Source: Crosby (1996) pp.32-33

In addition to his maturity grid, Crosby (Figure 2.9), introduced what he termed the

“Quality Management Process Maturity Grid”. The grid as Crosby (1996) stated, again

reflects a progression from uncertainty to certainty and its purpose is to quickly show

the management where it has failed.
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Figure (2.9) Quality Management Process Maturity Grid.

UNCERTAINTY REGRESSION AWAKENING ENLIGHTENMENT CERTAINTY

Management “Let’s get “Let’s apply for “We need to “Get serious “No reason for not
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Definition Goodness - Delight the Continuous Satisfy customer Conform the
Customer Improvement requirements

System Award criteria Buy some guru tapes 1SO 9000; What do we really Prevention

and show them Mil-Q-9858 need to know?

Performance What traffic will Acceptable Quality Continuous Six Sigma Zero Defects

Standard bear Levels Improvement

Measurement Opinion Benchmarking Customer Complete Transaction The Price of

Complaints Rating Nonconformance

Source: Crosby (1996) pp. 34-35.

2.4.2. Edwards W. Deming

Deming is one of the quality pioneers and a well-known quality guru in TQM

literature. Deming (1986) suggested that quality must be defined in terms of the

customer or the final user of the product or the receiver of the service. In discussing his

quality improvement approach, Deming (1986) noted that there are seven deadly

diseases or obstacles (Table 2.5) that face most organisations in their quality

improvement efforts.

Table (2.5) The seven deadly diseases

oW

N o

. Lack of constancy of purpose to plan product and service that will have

a market and keep the company in business, and provide jobs.
Emphasis on short-term profits; short-term thinking (just the opposite
from constancy of purpose to stay in business), fed by fear unfriendly
take-over, and by push from bankers and owners for dividends
Evaluation of performance, merit rating, or annual review.
Mobility of management; job hopping.

. Management by use only of visible figures, with little or no

consideration of figures that are unknown or unknowable.
Excessive medical costs.
Excessive cost of liability, swelled by lawyers that work on
contingency fees.

Source: Deming (1986) pp.97-98.
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For overcoming the above diseases, Deming (1986) recommended a 14-step

programme (Table 2.6) as a remedy.

Table (2.6): Deming’s 14 Points for Management

1. Create constancy of purpose toward improvement of product and service, with the aim to
become competitive and stay in business, and to provide jobs.

2. Adopt the new philosophy. We are in a new economic age. Western management must
awaken to the challenge, must learn their responsibilities, and take on leadership for
change.

3. Cease dependence on inspection to achieve quality. Eliminate the need for inspection on
a mass basis by building quality into the product in the first place.

4. End the practice of awarding business on the basis of price tag. Instead, minimise total
cost. Move toward a single supplier for any one item, on a long-term relationship of
loyalty and trust.

5. Improve constantly and forever the system of production and service, to improve quality

and productivity, and thus constantly decrease costs.

Institute training on the job.

Institute leadership. The aim of supervision should be to help people and machines and
gadgets to do a better job. Supervision of management is in need of overhaul, as well
as supervision of production workers.

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

9. Break down barriers between departments. People in research, design, sales and
production must work as a team, to foresee problems of production and in use that
may be encountered with the product or service.

10. Eliminate slogans, exhortations and targets for the workforce asking for zero defects and
new levels of productivity. Such exhortations only create adversarial relationships, as
the bulk of the causes of low quality and low productivity belong to the system and
thus lie beyond the power of the work force.

11. a) Eliminate work standards (quotas) on the factory floor. Substitute leadership.

b) Eliminate management by objective. Eliminate management by numbers, numerical
goals. Substitute leadership.

12. a) Remove barriers that rob the hourly worker of his right to pride of workmanship. The
responsibility of supervisors must be changed from sheer numbers to quality.

b) Remove barriers that rob people in management and in engineering of their right to
pride of workmanship. This means, inter alia, abolishment of the annual or merit
rating and of management by objective.

13. Institute a vigorous program of education and self-improvement.

14. Put everybody in the company to work to accomplish the transformation. The
transformation is everybody’s job.

N

Source: Deming (1986) pp23-24

It can be seen that Deming’s 14-points emphasise continuous improvement,
which is in fact a fundamental aspect of his approach. Deming suggested that the
improvement process should be an “ongoing” process if it is to achieve its desired goals.

This process, according to Deming (1986), requires top management’s commitment and
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cultural change within the organisation; the management system of the organisation
should be transformed into a new management philosophy that is based on “barrier-
less” communication between management and employees or workers, and a “fear-free”
working environment that encourages employees to be creative. Deming (1986) also
suggested teamwork as an important requirement in the improvement process and as a
useful technique for problem solving. Education and training are important to Deming;
employees as well as senior managers need to be educated in the new methods and

statistical techniques.

In addition to his above contributions to the TQM literature, Deming (1994)
introduced the “Profound Knowledge” system. In fact, his “Profound Knowledge”
distinguishes Deming from the other quality gurus as a philosopher; the key elements of

“profound knowledge” are:

1. Appreciation for a system: Deming argued that when every part of an organisation
supports the other parts, optimisation occurs. Optimisation could be achieved, according
to Deming, through eliminating internal competition and encouraging co-ordination

between departments and employees and management.

2. Theory of variation: Deming argued that errors and inconsistencies will always
exist, and people apply wrong corrective action when something goes wrong. Thus to

correct effectively it is necessary to apply statistical problem solving approaches.

3. Theory of knowledge: Deming believed that knowledge comes from theory and that
without theory, there is no learning. Deming argued that an organisation cannot learn
from its own experience or from others’ experiences in the improvement process, but it

must create its own improvement process.

4. Psychology: Deming believed that people want to learn and create, but management
frequently works against developing its employees because ratings and rankings of

employees rob them of their internal motivation.

Deming (1986) introduced the Plan-Do-Check-Act Cycle, which was originally
invented by W.A. Shewhart (Figure 2.10), as an approach to improvement. The
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Planning stage of the cycle emphasises defining the processes of improvement by
documenting the processes and setting up measures against these processes in order to
ensure whether or not the objectives of the processes are being met and achieved. The
Doing phase is the executing phase of the improvement process, in which the
information related to the processes is collected to identify the main areas that need
improvement. The Checking phase emphasises analysing the information and data
related to the improvement areas. The Acting phase of the cycle is the phase of
implementation of corrective actions in which quality management tools and techniques
such as Statistical Process Control (SPC) are used to take corrective actions. The cycle
emphasises the need for management to become actively involved in the organisation’s

quality improvement initiatives.

Figure (2.10) The Shewhart Cycle.

What could be the most important
accomplishments of this team?

Study the results. What changes might be desirable?
What did we le.am? What data are available? Are new
What can we predict? observations needed? If yes, plan

a change or test. Decide how to
use the observations.

Observe the effects Carry out the change or test decided

of the change or test. upon, preferably on a small scale.

Step 5. Repeat Step 1, with knowledge accumulated.
Step 6. Repeat Step 2, and onward.

Source: Deming (1986) p.88.

2.4.3. Armand V. Feigenbaum

Armand Feigenbaum is known for his introduction of the concept of total quality
control. Feigenbaum (1991:7) defined quality as “the total composite product and
service characteristics of marketing, engineering, manufacturing, and maintenance
through which the product and service in use will meet the expectations of the

customer”.
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In discussing his point of view towards the quality improvement process,
Feigenbaum (1991:837) stated that the improvement process is an “agreed company-
wide and plant-wide operating work structure, documented in effective, integrated
technical and managerial procedures, for guiding the co-ordinated actions of the people,
the machines, and the information of the company and plant in the best and most
practical ways to assure customer quality satisfaction and economical costs of quality”.
This statement means that the quality improvement process is an organisation-wide
process and requires everyone’s participation, and leads to a transformation in the
working structure of the organisation, which Feigenbaum termed “the horizontal scope

of quality control”. This is illustrated in figure (2.11).

Figure (2.11) Horizontal Scope of Total Quality Control
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Source: Feigenbaum (1991) P. 83.

To improve quality effectively, Feigenbaum (1991) proposed 10 benchmarks to

direct the improvement process. The benchmarks are the following:
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1. Quality is a company-wide process: Both the management and employees should
regard the improvement process as an organisation-wide process, and it must be

implemented throughout the organisation.

2. Quality is what the customer says it is: Quality must be determined in terms of the

customer if it is to be managed.

3. Quality and cost are the sum not a difference: Quality and cost are interrelated;
thus, quality should be related to the costs of quality, which provide essential guidelines

to improve the quality, and illustrate the importance of quality.

4. Quality requires both individual and teamwork zealotry: Quality must be the
responsibility of everyone, it is not the responsibility of the quality control department

only.

5. Quality is a way of managing: The quality improvement process requires leadership

with the skills to manage the improvement process.

6. Quality and innovation are mutuality dependent: It is important to relate quality
to innovation, particularly in designing the product and developing the improvement

process. Innovation should be utilised to improve quality.

7. Quality is an ethic: Quality needs to be an ethic or value of the organisation’s

culture.

8. Quality requires continuous improvement: Quality should be regarded as a
continuous and integral process that never ends, and as part of the organisation’s

working system.

9. Quality is the most cost-effective, least capital intensive route to productivity: It
is necessary to produce quality products at least cost. Making quality cost-effective
requires the application of the latest technologies that could result in producing “good”

instead of “more” products or services.
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10. Quality is implemented with a total system connected with customer and
suppliers: A successful improvement process requires the participation of both the

customers and suppliers as well as all of the organisation’s parts.

Feigenbaum noted that there are some fundamental aspects affecting the concept of
quality in today’s competitive business market. He (1991:59-61) referred to these

aspects as the “9 MS”; the “Ms” are as follows:

1. Markets: Today’s business environment is highly competitive and globlised; this
results in a variety of choices for customers. As a result, it is important for the
companies intending to stay in the market are able to meet the variety of choices made

by customers.

2. Money: It is important to relate the costs of quality to profits. It should be realised
that increased quality results in decreased costs and, in turn, higher profits. This aspect

is also important due to the scarcity of resources and materials.

3. Management: In today’s business environment, quality is no longer the
responsibility of a specific department, Rather, it is an organisation-wide responsibility;
thus, it is important to manage the organisation accordingly, and regard quality as an

important and useful management tool.

4. Men: Workers or employees play an important part in today’s organisations; this

results in delegating responsibility for quality to the lower levels of the organisation.

S. Motivation: Worker motivational aspects, such as education and training, have
become important in today’s business environment. Thus, it is important to give these

issues great attention.
6. Materials: Due to the scarcity of resources and materials, it is important to produce

high quality goods with less cost. This could be achieved through the utilisation of

modern technologies and quality measurement tools and techniques.
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7. Machines and mechanisation: Modern and complex manufacturing equipment aids

companies to produce increased production volumes with reduced costs.

8. Modern information methods: Information technologies provide the organisation
with accurate and useful information that could help to plan for the future on the basis

of accurate data and information.

9. Mounting product requirements: Today’s legislation emphasises product reliability
and customer safety; thus, it is important to take these into consideration in designing

the product.

To stay in today’s competitive market, Feigenbaum (1991) suggested that
organisations need to emphasise two integral areas of total quality: (1) total quality in
products and services, that is, the increase in things done right for the customer, not
merely a reduction in the number of things done wrong; and (2) total quality
management, that is, world-class quality of the organisation itself, because making
quality better anywhere in the organisation makes quality better everywhere in the
organisation. This requires management’s recognition of the fact that quality must be
defined in customer, not produCer, terms; which could be achieved through a clear and
effective organisation-wide programme, rather than by focusing on a single department

or few specialists.

2.4.4. Kaoru Ishikawa

Ishikawa is a well-known Japanese quality guru. Ishikawa is known in the TQM
literature for his introduction of “quality circles” and his intervention of the “Ishikawa
diagram”, also known as the “ cause and effect diagram” or “fishbone diagram” (Figure
2.12).
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Figure (2.12) The Cause and Effect Diagram
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Source: Ishikawa (1985) P. 63.

Ishikawa’s approach to quality improvement emphasised employees’
participation 'in the improvement process and the use of quality control tools and
techniques for achieving improvement. Ishikawa (1985) recommended that all
employees, as well as management, must participate in the improvement process if it is
to be successful. The improvement and problem solving processes need to be carried
out on the basis of teamwork. Teamwork can be effectively achieved through
establishing “quality circles”, in which employees from different levels and departments
within the organisation meet to discuss quality problems, find their causes and propose
solutions. To solve quality problems, Ishikawa (1985) suggested that employees should
be trained in the use of problem solving tools, including the cause and effect diagram,

statistical process control charts, Pareto analysis, and so on.
Ishikawa, like Deming, argued that the improvement process entails a

transformation in the organisation; this transformation, according to Ishikawa

(1985:104), should be based on the following aspects:
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1. Quality first- not short-term profit: The quality improvement process should lead the
organisation to gain competitive advantages and result in customer satisfaction. This
could be achieved, according to Ishikawa, if the organisation emphasises the “quality is
first” principle, which is based on producing high quality products or services that result
in customer satisfaction and confidence, instead of seeking short term profits through

producing large volumes of products with poor quality.

2. Consumer orientation-not producer orientation. Think from the standpoint of the
other party: The management should think of quality in terms of the customer, since
quality is customer-determined. The organisation should produce what the customer
requires and what will result in customer satisfaction. This could be achieved through

customer participation in the decision-making and product designing processes.

3. The next process is your customer- breaking down the barrier of sectionalism: To
succeed in the improvement process, the management needs to break down the barriers
and enhance communication between employees and management, which could be
achieved through employee empowerment in the decision making process. It is also
necessary that employees should treat each other as customers and they should seek to

satisfy each other.

4. Using facts and data to make presentations- utilisation of statistical methods: The
decision-making and planning for quality should be based on facts and accurate data.

This could be achieved through the application of statistical methods.

5. Respect for humanity as a management philosophy- full participatory management:
The management should create a working environment that respects humanity;
employees need to be treated and respected as humans. It is also necessary that the

management should delegate part of its power and authority to employees.
6. Cross-function management: The improvement process requires a cross-function

style of management, instead of a top-down style. The cross-function style of

management entails delegation of power and employees’ empowerment.

43



Ishikawa is regarded as the first quality guru to emphasise the human aspects in the
TQM literature. His approach is mainly based on the employees’ role in the

management of quality.

2.4.5. Joseph M. Juran

Juran’s quality management approach focuses on the role of top management in
quality management and the need to reduce the cost of quality. In the literature, Juran is
known for his definition of quality as “fitness for use”, which he breaks down into
quality of conformance, quality of design, availability and field service. His major focus
is on applying quality concepts and tools to enhance product features and reduce
product deficiencies. The former will affect sales, while the latter will affect costs.
Together, they will have great impact on the bottom line. “Fitness for use”, as Juran
argued, is achieved by a process which reflects the interplay between the various stages
or organisational activities before meeting customer demands, which is termed “The
Spiral of Progress” (Figure 2.13) that reflects the chain of user-supplier relationships at
various stages of the process (Zairi, 1998:11). Brown et al (1991) maintained that
Juran’s definition is primarily market-driven and customer-oriented, as it puts customer

utility and satisfaction in focus.

Figure (2.13) The Spiral of Progress
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Quality problems, according to Juran, are divided into sporadic problems and
chronic problems. The first ones, which can be described as sudden changes in the
status quo, require restoration of the status quo. The second types of problems, which
are long-standing and often difficult to solve, require changing the status quo. These

problems are illustrated in Figure (2.14).

Figure (2.14) Sporadic and Chronic Quality Troubles.

Sporadic departure
from historic level

Historic level

N T
The difference between the
historic level and the optimum

level is a chronic disease which
can economically be eliminated.

Loss due to defects

Optimum level A

Time

Source: Juran and Gryna (1980) P. 100.

Juran and Gryna (1980) suggested the “Breakthrough Sequence” as a remedy for
solving chronic problems. The Sequence is divided into seven stages as follows:
1. Breakthrough in attitudes: The aim of breakthrough in attitudes is to create an
attitude favourable for embracing an improvement programme, which is achievable
through collecting accurate data that shows the size of the problem and the benefits that

could be gained from the improvement programme.

2. Identify the vital few projects: This is to know which problems need to be tackled and
which areas need to be improved. The determination of the problems can be achieved

through applying some of the quality control tools such as Pareto Analysis.
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3. Organise for breakthrough in knowledge: The breakthrough needs to be organised
and appropriate groups or teams need to be established for it. The specific aims of the
improvement programme, the causes of the problems and their solutions, and the time

required for tackling the problems need to be determined and organised.

4. Conduct the problem analysis: After determining the problems, they need to be
analysed and tackled. The problem analysis involves two phases: the diagnostic phase,
which should determine the real causes of the problems; and the remedial phase, which

should provide appropriate solutions for the problems.

5. Deal with the resistance to change: The overall aim of the breakthrough is to change
the status quo; thus, it is necessary to know the effects of the change. This can be

obtained from the people involved in the process of change.

6. Institute the change: The concerned departments need to be persuaded to institute the
change. This could best be achieved through convincing the top management about the

size of the problem, the proposed solution, and the expected benefits of the solution.

7. Institute control; Make sure that solution continues to be effective and unforeseen

problems are resolved.

Juran (1988) proposed three managerial processes for improving the quality process,
which he termed the “Juran Trilogy” (Figure 2.15). The processes are:
1. Quality planning: This process aims to identify the customers and their needs and
requirements to produce products or services that best suit the requirements of the

customers.

2. Quality control: The process aims to examine and evaluate the product or service

against the requirements of customers.

3. Quality improvement: The aim of this process is to evaluate and determine the need
for improvement; it involves allocating resources and providing appropriate aid to the

teams that are responsible to identify the improvement areas.
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Figure (2.15) The Juran Trilogy
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For enhancing the improvement process, Juran recommended a 10-point plan as
shown in table (2.7). .
Table (2.7) Juran’s 10-point plan

1. Create awareness of the quality crisis; the role of quality planing 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 replan those existing processes which contain
unacceptable quality deficiencies (March right through the company).
5. Assist company personnel to acquire mastery over the quality planning
process, a mastery derived from replanning existing processes and from
the associated training.
6. Assist company personnel to use the resulting mastery to plan for quality
in ways that avoid creation of new chronic problems.
7. Establish specific goals to be reached.
8. Establish plans for reaching the goals.
9. Assign clear responsibility for meeting the goals.
10. Base the rewards on results achieved.

el el

Source: Juran (1988) p. 2-3.
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In the above points, Juran suggested that management needs to build awareness
among the employees of the need for improvement and to set specific goals for
improvement. The improvement process should be based on a “project-by-project”
problem solving approach; each problem needs to be solved separately and reported so
that it can be measured. The problems identified should be used as sources of
improvement. Employees need to be trained on problem solving tools and techniques,
and their participation in the improvement process should be recognised, appreciated,

and rewarded.

In general, it is agreed in the literature that the approaches of the quality gurus
should be taken as guidelines only, not as quick fixes for solving quality problems. It is
also agreed that each of these approaches has its own strengths and weaknesses, which

are illustrated in Table (2.8).
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Table (2.8) The relative strengths and weaknesses of some of the quality qurus

Quality ‘guru’  Strengths of approach Weaknesses of approach
e Provides clear methods which e  Seen by some as implying that
Crosby are easy to follow workers are to blame for quality
e Worker participation is problems
recognised as important ¢ Seen by some as emphasising
¢ Strong on explaining the slogans and platitudes rather than
realities of quality and recognising genuine difficulties
motivating people to start the e Zero defects sometimes seen as
quality process risk avoidance '
e Insufficient stress given to
statistical methods
e Provides a systematic and e Action plan and methodological
Deming functional logic which principles are sometimes vague
identifies stage in quality e The approach to leadership and
improvement motivation is seen by some as
e Stresses that management idiosyncratic
comes before technology e Does not treat situations which
e Leadership and motivation are are political or coercive
recognised as important
¢ Emphasises role statistical
and quantitative methods
e Recognises the different
contexts of Japan and North
America
¢ Provides total approach to e Does not discriminate between
Feigenbaum quality control different kinds of quality context
o Places the emphasis on the e Does not bring together the
importance of management different management theories
e Includes socio-technical into one coherent whole
systems thinking
e Participation by all staff is
promoted
¢ Strong emphasis on the ¢ Some of his problem solving
Ishikawa importance of people and methods seen as simplistic
participation in the problem- e  Does not deal adequately with
solving process moving quality circles from ideas
e A blend of statistical and to action
people-orientated techniques
e Introduces the idea of quality
control circles
¢ Emphasises the need to move e Does not relate to other work on
Juran away from quality hype and leadership and motivation

slogans

Stresses the role of the
customer both internal and
external

Management involvement and
commitment are stressed

Seen by some as undervaluing the
contribution of the worker by
rejecting bottom-up initiatives
Seen as being stronger on control
systems than the human
dimension in organisations

Source: Slack et al (1995) P.815
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2.5. CONCLUSION

From the above discussion, it should be noted that there is no agreed definition
of TQM, but there are some common beliefs and concepts (management commitment,
employee participation, continuous improvement, and customer satisfaction) associated
with TQM philosophy that distinguish TQM from other management philosophies. It
should also be noted that the principles discussed above are not the only principles of
TQM. Rather, there are some other principles of TQM, but the principles discussed here
seem to be the most common and important principles that characterise TQM. It should
be also taken into the consideration that the implementation of TQM and its principles
would require the organisation to be able and willing to change, or at least to modify, its

existing management style and working systems.

In relation to the approaches of quality “gurus” approaches, it is obvious that the
“gurus” have made a significant contribution to the development of TQM philosophy,
but they have not provided nor are they agreed on a specific framework to implement
their approaches and concepts (this is discussed further in chapter 5). As a result, when
an organisation attempts to implement TQM, it may get confused as to how to address
implementation. The organisation may be faced with the problem of which “guru” to
follow and which framework to adopt. This problem may result in inappropriate
implementation of TQM; it may also result in difficulty in overcoming the barriers
associated with TQM implementation. Accordingly, when attempting to implement
TQM, the organisation should seek an appropriate model and framework that could
provide the organisation with a guideline for operationalising the concepts of the

“gurus”'
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Chapter Three
TQM AND THE PUBLIC SECTOR

3.1 INTRODUCTION

This chapter discusses the issues related to TQM implementation in the public
sector. It also provides a background to the Saudi Arabian public sector and the Ministry of
Interior. First, the chapter discusses the nature of the public sector. Second, it discusses the
driving forces behind implementing TQM in the public sector. Third, it discusses the
administrative issues of the Saudi public sector and the organisation structure of the

Ministry of Interior. For further information about Saudi Arabia see Appendix (THREE).
3.2 NATURE OF THE PUBLIC SECTOR

The issue of distinguishing between public and private sectors has been widely
debated in the literature. Some writers on the subject have argued that it is difficult to
distinguish or draw a line between the public and private sectors, due to such issues as
privatisation, the contracting of some government tasks to the private sector, etc. Nigro and
Nigro (1977), for instance, noted that “the line between “private” and “public” has now
become so blurred that it is difficult to tell where government leaves off and private
business begins”. Despite the difficulties associated with distinguishing between the public
and private sectors, some writers have attempted to suggest factors that could be regarded
as unique characteristics that distinguish the public sector from the private sector. These
unique characteristics of the public sector can be summarised in the following points
(Lawton and Rose, 1994: 6-7):

* Public sector organisations are not exposed to the competitive world of the market and
hence have no incentives to reduce costs or operate efficiently;

e Objectives are usually ill-defined and expressed in vague terms such as serving the
public, maintaining law and order, reducing inequality, reducing poverty or improving

health;
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e Strategic planning is more difficult because of the short-term considerations of
politicians;

e The public sector organisation is susceptible to greater and more open accountability
with politicians, pressure groups, taxpayers and voters all having an interest in the
performance of the public sector;

e The functions of the public sector are limited by statute;

e The public sector is funded by taxation and by charging for its services;

e Certain goods have to be provided by the state. Defence, law and order and street
lighting are consumed'collectivcly and are, in theory, equally available to all. The

provision of such ‘public goods’ cannot be left to the vagaries of the market.

Dimock et al (1983) presented eighteen points of comparison between public and

private sectors. The points of comparison are:

1. Profit motive. In business, profits can be dressed up only so far, because there is a
bottom line. In government, profit can sometimes be measured; usually it cannot.

2. The corporate fiction. Because corporations are legal entities apart from their individual
members and therefore have greater autonomy and managerial freedom and discretion
than government agencies, corporations have greater opportunity to be efficient and
innovative.

3. Holding companies. Government is like a holding company; so are virtually all of the
Fortune 500. Each has a variety of businesses under the same umbrella. This obviously
complicates managerial problems for both.

4. Pressure groups. Pressure-group activity is ordinarily much more intense in government
than in the corporate world.

5. Specialisation. Historically there has been more specialisation in business than in
government.

6. Power. The political state had a monopoly of legal power, within its borders, at least.
As corporations have become conglomerate and transnational, they have become more
and more powerful.

7. Politics. Some corporations are very political. Office politics is obvious in competition

for positions in large corporations. It is acknowledged that political skill — making
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shrewd moves and getting things done - is one of the main critiria in rating corporate
executives.

8. Regulation. Many businesses complain of being overregulated by government. Such
regulation takes various forms: administrative procedure acts, legislative vetoes,
legislative surveillance, etc.

9. Board of Directors. In business, most of the initiative is with the paid management; the
board of directors merely reviews and approves or disapproves. The reverse is true in
government.

10. Final authority. The corporate executive has more final authority than the political one.
His sanctions are greater and he is subjected to less “political” interference. Each
executive has his area of responsibility; the entire group meets to plan and decide; and
during the implementing stage each member is boss in his own area.

11. Organisation. Corporations have more flexibility to change their organisation than do
the larger governments. But the main difference is that the corporation coordinates
better because the staff function, as distinct from the line operating function, is
distributed to the operative vice-presidential level instead of being centered in the
president. This practice not only assures better coordination, but also creates more
flexibility, initiative, drive, and executive direction.

12. Finance. Finance officials have more power in corporations than they do in government.
Part of the reason is that in the corporation there is only one finanace department and
one department head. In government the finance function is widely distributed among
the agency, department, secretary of the treasury, and so on.

13. Purchasing. In corporations, responsibility is usually centralised, but execution is more
widely dispersed than in government.

14. Contracts. The larger the corporation, the more it contracts for parts and services. This
is done partly to avoid an overload of directive management.

15. Civil service. Large corporations have come to resemble government’s civil service
system. Corporations have far more freedom to recruit, to raise salary ceilings, and to
fire.

16. Unions. Unionism has grown so fast in government that there are now few differences

between the private and public sectors.
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17. Field offices. Corporations have as much trouble with headquarters-field relationships
as does the government.
18. Accountability. Traditionally, it has been said that greater accountability is one of the

ways governments differs from business.

In addition, Brand (1991: 158) stated that the relationship between government and
citizens differs fundamentally from the relationship between supplier and customer in the
customer market. Government rarely operates in a market of individual commodities, and
the citizens have no freedom of choice between different suppliers. Furthermore,
government in its functions as a political and public organisation has its own specific task,
and will not always be able to comply with the wishes of the individual citizens, social
organisations or industry; indeed, the situation is often reversed with a legislative
government: citizens and companies are obligated to comply with the wishes of

government.

Some other writers on the subject have gone further to claim that it is possible to
find differences among public and private organisations. Allison (1994), for example, stated
that “Private business organizations vary enormously among themselves in size, in
management structure and philosophy, and in the constraints under which they operate. For
example, forms of ownership and types of managerial control may be somewhat unrelated.
Compare a family-held enterprise, for instance, with a public utility and decentralised
conglomerate....Similarly, there are vast differences in management of governmental
organizations. Compare the Government Printing Office or VTA or the police department
of a small town with the Department of Energy or Department of Health and Human

Services”.

However, the above features of the public and private sectors suggest that there are
fundamental differences between the public and private organisations and that the public
sector is characterised with some unique factors that distinguish it from the private sector,
which could make the implementation of TQM more difficult in the public sector than in
the private sector. As a result, many quality writers argue that TQM is unsuitable to be

implemented in the public sector. For example, TQM emphasises change, customer focus,
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teamwork, and so on. In contrast, the public sector, as Cox (1995) argued, is a more
complex environment into which to introduce change than the private sector; up-down
initiatives seem to be more difficult to work in the public sector than in the private sector;
and a service or customer focus is not enough in the public sector. Thus, Swiss (1992)
argued that TQM requires adaptation for use in the public sector because it is very much a
product of statistical quality control and industrial engineering, and almost all of its early

applications were assembly-line work and other routine processes.

Morris and Haigh (1996 b: 75) stated that “in the case of the public sector, quality is
determined for the end user, non-directly paying consumers, but in the case of the private
sector, quality is determined by the end user, the paying customer”. Thus, in the case of
public provisions, customers (or citizens) are supposed not to make complaints to the
public enterprise. They are supposed to make complaints to the politicians to change

regulations if they are not satisfied (Madsen, 1995).

To these differences Bendell et al. (1994) added that typically the public sector has
a fundamentally different style of culture. There is a lack of individual ownership, or indeed
of responsibility or client care. Allied to this is a lack of staff empowerment, with authority
centralised and perhaps bureaucratic proceduralisation. Another problem is the lack of
clarity about the multiple customers and stakeholders involved in even single transactions.
“Who is the customer”? remains a major problem in the public sector and confusion
abounds; for example, who is the customer of a school or university? The child, the parent,
the future employer etc? It is also true that the level and extent of service in the public
sector is typically not the product of market forces. Political, as opposed to market
determined, levels and extent of service, may be seen as service shortfalls by the public,
especially for subsidised and zero-priced services. There are also problems of skill and
complexity associated with the large centralised organisations, the ministries and
government departments. This is particularly true if there is a large skilled technological

basis.

From an economic point of view, Apger and Brown (1987) added that most

privately produced goods have rivals, as one person’s consumption of a product reduces its
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availability for others. In contrast, pure public goods provide the possibility of non-rival or
simultaneous consumption, as one consumer can watch a television programme, or cross an
empty bridge without limiting the consumption of another individual. In addition, exclusion
is another characteristic of most privately produced goods and services, while for many

public goods, exclusion is impossible or impractical.

From the above statements it can be said that it is difficult to define the customers in
the public sector since there are no direct purchase transactions between the customers and
the providers; this is due to the eligibility of the customer to benefit from the services that
are provided by the public agencies. In addition, the public sector is highly influenced by
political issues, while private organisations or companies are influenced by competition.
This has resulted, as Madsen (1995) stated, in a tradition of looking upon politicians as the
end-users; as a result, the main functions of the public organisations are to satisfy the

politicians and to fulfil governmental objectives.

The other point is that most (if not all) public provisions are service-oriented, rather
than product-oriented, as is the case with most private provisions. The characteristics of
public service products, such as intangibility, inseparability, heterogeneity, and
perishability, may make achieving quality more difficult in the public sector than in the
private sector. Butler and Collins (1995) stated that intangibility makes sampling and
evaluation difficult; inseparability limits the scale of operations; heterogeneity means that
quality is difficult to assure; and perishability implies problems of storage where demand
fluctuates. In connection with service provisions, Deming (1986: 188) stated that “in many
service organisations, the people that work there only have a job. They are not aware that
they have a product, and that this product is service; that good service and happy customers
keep his company in business and pfovide jobs; that an unhappy customer may bring loss

of business and of his job”.

Also, while the private firms are dependent on and seek profits, the public agencies
are not concerned with profits since most of their services are “free-of-charge” or
subsidised, which do not result in profits. In this regard, Flynn (1993: 145) stated that in the

private sector “companies’ marketing efforts are directed at reaching the right number of
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the right customers to buy their products or services, usually in competition with others.
Often in the public sector this is not the case: the problem for the organisation may not be
to attract people to the services, but rather to deter too many people from applying for them
and to ensure that only those people whose needs are defined by the policy receive them”.
Osborne and Gaebler (1993: 20) added that, “government and business are fundamentally
different institutions. Business leaders are driven by the profit motive; government leaders
are driven by the desire to get re-clected. Businesses get most of their money from their
customers; government get most of their money from taxpayers; businesses are usually

driven by competition; governments usually use monopolies”™.

Furthermore, most of the public agencies operate on a monopolistic basis, where the
customer has no freedom of choice between different suppliers; in contrast, in the private
sector, the customer has a range of choices in getting the services. The monopolistic
situation of the public sector may limit the promotion of fresh organisational thinking about

service outputs and performance.

In addition to the above differences, Osborne and Gaebler (1993) stated that quality
‘gurus’, such as Deming exhort public institutions to focus on five principles: results,
customers, decentralisation, prevention, and a market (or systems) approach. But precisely
because Deming developed his ideas for private businesses, his approach ignores the
unique characteristics of the public sector. For example, most business can take competition
for granted, so TQM ignores the problem of monopoly, which is at the heart of
government’s troubles. Most businesses are already driven by their missions (to make
profits), so Deming does not help public leaders create mission-driven organisations. And

few businesses have to be told to earn money rather than simply spending it.

The differences between the public and private sectors are elucidated in Table (3.1).
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Table (3.1) Commercial and public contrasts

Measures of

Sector Prime output TQM focus .

P Q achievement
Commercial Purchaser —driven Customer acclaim,; Market leader -
provider service encounters  differentiation of open market

quality service
among multiple

providers
Public sector Citizen — user Professional service
service provider service encounters  standards and client
acclaim

Problematic, to be
developed -
“internal market” or
“modified
monopoly”

Source: Morgan and Murgatroyd (1994) p.57.

Based on the aforementioned facts about the public sector, the question that comes

to mind here is can TQM be implemented in the public sector? The answer to this question

is that the public sector’s unique characteristics have been changed. This change has

resulted in the following (Lawton and Rose, 1994:7):

o Increasingly the public sector charges for some of its services, for example through

increased prescription charges or charges for leisure facilities;

e The private sector also operates within a political environment as decisions made by

politicians to, for example, keep interest rates high will have a profound effect upon the

very existence of some firms faced with high borrowing costs and reduced sales;

e The activities of the private sector are also constrained by statute as firms are regulated

over unfair trading practices, health and safety at work or environmental pollution;

e Public and private partnerships have developed over urban redevelopment where groups

such as Business in the Community have promoted private sector involvement at local

levels.

Furthermore, the public services have been transformed from services that were

administered to services that are now to be managed (Morris and Haigh, 1996 b:72). The

differences between administration and management are illustrated in Table (3.1).
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Table (3.2) A comparison between administration and management

Administration Management

Goals In general terms, Broad strategic aims, supported by
infrequently reviewed | more detailed short- term goals and
or changed targets

Attainment Mistake avoiding Success seeking

criteria

Resource use Secondary task Primary task

Organisational | Roles defined in terms | Roles defined in terms of tasks

structure of responsibility
Long hierarchies Shorter hierarchies
Limited delegation Maximum delegation

Management Arbitrator Protagonist

role

Perceptions Passive: workload Active: seeking to influence
determined outside environment. Best people used to
system. Best people discover and exploit opportunities
used to solve problems
Time insensitive Time sensitive
Risk avoiding Risk accepting but minimalising
Emphasis on procedure | Emphasis upon results
Conformity to national | Local experiments: need for
standards conformity to be proved

Skills Legal and quasi-legal Economic/socio-economic

Literacy

Numeracy

Source: Morris and Haigh (1996 b) p. 73.
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There is certainly no shortage of cases of public organisations that have implemented
TQM and achieved positive results with its implementation. An example, of these
organisations is Britain’s Royal Mail, which embraced TQM by introducing a three-year
cascade training programme, beginning with the managers and working its way down
through the whole management structure; the aim of the programme was to provide the best
mail services in the world in terms of quality, cost, and performance (Dale, 1994:69).
Another example is the National Health Service (NHS), in which management and the
government, according to Kitchener and Whipp (1995:196), have developed an interest in
transplanting the techniques and rhetoric of quality assurance and total quality management
into the NHS as part of the government’s political reform process. As part of the NHS’s
policy, patients’ needs had to be prioritised through quality initiatives such as universal
medical audit. In the Middle East, an example of these organisations is the North West
Armed Forces Hospitals of Saudi Arabia, which has became the first health care facility in
the country to implement quality assurance in order to improve its health care services

(Hoskins et al., 1994).

However, Wilkinson et al. (1998) argued that when TQM is viewed as a
management philosophy rather than a collection of specific techniques, it seems to offer
something in sectors other than manufacturing. In fact, the concepts of service quality and
continuous improvement have found support across the political spectrum. The success or
failure of TQM in the public sector, according to Wilkinson et al, may have more to do
with organisation-specific factors, particularly the extent to which initiatives are
implemented in a strategic manner with continuing management commitment, than with
sectoral factors. Some other writers on TQM, such as Swiss (1992), argued that if TQM is
introduced without overselling and with sensitivity to government’s unique circumstances,

it can make a useful contribution to contemporary public management.

In addition, a research carried out by Wisniewski and Donnelly (1996) on the
potential for SERVQUAL (which was originally introduced by Parasurman, Zeithaml and
Berry for measuring the service quality) for measuring service quality in the public sector
suggested that the instrument appears to offer considerable potential to the managers, and

other decision makers, of a public sector organisation in the search for rigorous measures of
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service quality. The instrument offers the potential for assessing not only customer views of
current service delivery but also expectations- as measured across the five dimensions of
quality (tangibles, reliability, responsiveness, assurance, and empathy) that are suggested
by the instrument. The study also suggested that other quality management tools and
techniques can be brought into the public sector. For example, the application of process
mapping may provide detailed insights into where improvements could be beneficial or

where some fundamental system redesign may be appropriate.

From Osborne and Gaebler’s (1993: 22) perspective, “the fact that government
cannot be run just like a business does not mean it cannot become more entrepreneurial, of
course, any institution public or private, can be bureaucratic...... there is a vast continuum
between bureaucratic behaviour and entrepreneurial behaviour, and government can surely

shift its position on that spectrum”.

3.3 IMPLEMENTATION OF TQM IN THE PUBLIC SECTOR

During the last three decades, TQM has emerged as one of the leading management
philosophies for improving organisational efficiency and, particularly in the private sector,
maintaining competitive advantage. The last three decades have witnessed a great number
of TQM implementation cases in both the public and private sectors. The driving forces
behind its implementation differed from one sector to another and from one organisation to
another, according to their intention and circumstances in implementing it. However, a
survey of the literature reveals that most of the organisations that implemented TQM were
faced with some common driving forces, either external forces (i.e. customers’ demands for
improved services) or internal forces (i.e. improving organisational efficiency). According
to Donnelly (1994), the emergence of service quality as a key issue in local government in
the UK was against a general background of external and internal pressures for change.
Some of these pressures, according to Donnelly, were the intentions of central government
policy in promoting its Citizen’s Charter, Performance Review, Competing for Quality, and
to give citizens better value for money from local councils. A survey on TQM

implementation in the UK’s financial services carried out by Wilkinson et al (1995)
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reported that the factors listed below were the major motivating factors for TQM

implementation:

Customer demand for quality.

Competitive pressure to reduce cost.
Competitive pressure to improve product design.
Competitive pressure to improve service quality.
Pressure from parent company.

New senior management.

Enthusiasm of senior managers /chief executive.

Employee relations issues.

¥ 0 N kW

Consultant advice.

The results of the survey revealed that the factors of Competitive pressure to
improve service quality, Enthusiasm of senior managers/chief executive, Customer demand
for quality, and Competitive pressure to reduce cost were the most important driving forces

for TQM implementation.

Another survey conducted by Kanji and Tambi (1999), on TQM implementation in
the UK higher education institutions, revealed that the factors listed below were some
common factors that led the universities investigated to implement TQM:

Image building.

Increase market share.

Encourage teamwork.

Upgrade student performance.

Create value-driven employees.

To meet future plans.

Improve effectiveness (includes processes).

Better utilisation of resources.

A A o o

Keep abreast in the field.
10. To manage change.

11. Prevention.
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12. Compete for funds.

13. Obtain feedback on actions to guide future decisions.
14. To satisfy accreditation requirements.

15. Core business of Higher Education Institutions.

16. Quality and equality of students’ experience.

A study by Jagadeesh (1999) on the implementation of TQM in India revealed that
such issues as pressure due to decreased profits, inability to penetrate into new markets,
intensifying competition, and quality conscious customers demanding better and improved
products and services from companies were the major reasons for adopting TQM in Indian

companies.

It is generally agreed in the literature that TQM made its appearance in the private
sector, particularly in the manufacturing sector, and only recently has made its appearance
in the public sector. That is, as Anschutz (1995) stated, “because, unlike the private sector,
public sector agencies are sheltered from the threat of competition”. Moon and Swaffin-
Smith (1998) added, “Total quality management (TQM) in the public sector has had a tried
and troubled existence. The language of customers and profitability has not readily been
accepted in public service with a history of centralized authority and bureaucratic
procedures. This cultural legacy is one of a distinct lack of empowerment, with individual
ownership an alien concept to most public sector employees: this backdrop is one to which
the concept of customer service and TQM, the new imperatives, will seem particularly alien
and this could make the process of getting TQM established very difficult". In contrast,
Choppin (1994) stated that “TQM has much to offer the public services, but only if the
work of the organisation, as a whole, is considered, and the concepts and ideas behind
TQM are taken apart, understood, adapted and used to fulfil an overall purpose”. Ennis and
Harrington (1999), in describing the implementation of TQM in the Irish healthcare sector,
stated that “While the language of TQM has its roots in the manufacturing industry, it is
based on many techniques which could easily be transformed to the healthcare setting. In
fact the medical field has some advantages over the manufacturing sector and these include
a familiarity with statistical methods, a mentality to continuously improve care and the

ability to work in teams as routine practices”. According to Bowman and Hellein (1998),
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many public sector organisations showed little interest in the quality revolution affecting
business. This has begun to change due to the interest of senior leaders and serious financial
problems. By the nineties, a majority of state governments had adopted TQM in at least

some of their functions.

These arguments suggest that despite the complex nature of the public sector and
the origin of TQM as a manufacturing concept, TQM, or at least some of its concepts,
“could be implemented in the public sector, particularly if the processes of the public
organisations are adapted in such a way that they would be compatible with the

requirements demanded by TQM.

The Ilast three decades have witnessed an enormous humber of TQM
implementation cases in the public sector as a result of changes in that sector. In this regard,
Walsh (1995) stated that “the public service is argued to be undergoing a management
revolution intended to ensure that services are provided ‘efficiently and effectively’ and are
responsive to the needs and demands of users. The Citizen’s Charter constitutes an agenda
for the ‘long march’ through government services, introducing market processes in order to
break down traditional approaches to management and organisation. Public services, from
housing to education, and from police to refuse collection, are being subjected to
fundamental reorganisation on market principles. The aim is to introduce the sort of total
quality management approaches that have been developed in the private sector. The
language of the new public management is one of standards, quality, empowerment and
customers, in contrast to the traditional language of professional bureaucracy that had

developed in the post-war years”.

Sinha (1999) offered three main reasons that motivated the implementation of TQM

in public sector organisation:

1. The sheer public pressure on government organisations everywhere arising out of an
outcry against spiralling tax increases high inflation, dissatisfaction with poor service
quality, and the fiscal mismanagement and performance dilemmas that faced these

organisations.
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2. A set of reasons which were essentially driven by winds of change at play all round the
new economic environment: mainly for understanding the bigger picture-for example,
the emergence of the worldwide network of interdependent national and international
economies changing into an increasingly global economic system, a shift in emphasis
from a shareholder to a stockholder market mindset, the growth of media power,
including the Internet, social responsibility issues and the like. Underlying such agendas
were general concerns for the democratic process and issues of accountability — no

doubt driven by the anxiety of politicians to win the ‘next’ election.

3. The pressure to adopt a business-oriented culture and implement organisational reforms
that Acan generate efficiency, effectiveness and economy all at the same time. Such
changes led public sector authorities to cut costs, eliminate programmes, re-examine
cost-effectiveness, start compulsoty competitive tendering, create independent special
operation agencies, generate performance measurement criteria for individual

departments, start using new technologies, and so on.

Stupak (1993) listed five major institutional forces driving government managers to

adopt the principles of TQM. These forces include the following:

eDemand for Improved Productivity: Until recently, the cost of providing services has not
been an overwhelming consideration in the public sector, due largely to the lack of
competition and limited service alternatives. Today, privatisation, contracting out, block
grants, and revenue sharing, along with increased citizen concern, are creating
alternatives to centrally managed services provided by the public sector. In addition,
there is increasing recognition that the potential for long-term improvement to
productivity, reduced cost, and better quality can be achieved only with a different

management approach.

eDemand for Increased Customer Involvement: Special interest groups, as well as
taxpayers generally, are now demanding expanded and courteous services-and
prescribing both the form and characteristics of the service. They also are evaluating the
quality of the services provided, and frequently demanding and defining measures of
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effectiveness which over time are becoming widely used and expected. Frustrated with
inadequate services, citizens are today more active and focal; they expect to be involved
in defining the type of service provided and are willing to participate in determining

alternative process.

eDemand for Increased Employee Empowerment: Public servants have for a long time
been characterised as being inept and unmotivated bureaucrats and, thus, not qualified
to make important decisions. In the 1990s, this attitude has been changed, and
empowerment, value-added measures, and quick service have become the norms of the

public organisations.

eDemand for Increased Performance Measurement: There clearly is an increasing
economic reality that public decisions must be made on measurable, value-added, fact-
based criteria. The economic realities of the 1990s are forcing managers to deliver more
relevant services that have added values and are based on sound financial plans and

statistics.

eDemand for Long-term Strategic Planning: Strategic planning is becoming the practical
foundation for a long-term commitment to TQM by public leaders. Traditionally, the
focus in the public sector (especially in the worlds of political appointees and high-level
careerists who traditionally have had the power) has been on incremental, nonrisk
endeavours. With frequent elections, dysfunctional, developed career managers, and
annual budgets, there were thought to be few incentives either to develop explicit
priorities or to make long-term commitment. The international economy, the changing
world situation and the “less with less” paradigm, may force the public sector toward at

least a mid-term focus.

Morris and Haigh (1997) stated that there are some other factors, which could be
regarded as additional forces, that led public organisations to consider TQM as a useful
management improvement discipline. These factors include changes that have primarily
taken place in the organisations of the public sector as a response to the pressures for
change arising in their external environment. The sources of this extra-organisational
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change may be charted in terms of two sources of change; those from the direct action
environment i.e. those actors and factors which are always present and pressing upon a
public sector organisation (figure 3.1), and those which are located in its indirect action
environment but which have the propensity to move, at any moment in time, to become
direct action factors (figure 3.2). These changes has obliged public organisations to adapt
their management systems and process to more closely accord with those found and

evidenced within their private sector counterparts.

Figure (3.1) Direct action environment

Competitors

Shareholders A/Slll?llers
Financial «—p| THE ORGANISATION
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Labour Government
Organisations Agencies

Source: Morris and Haigh (1997) p4
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Figure (3.2) Indirect action environment.
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Edvardsson et al (1994) believed that there are other future trends, which seem to be
important for improving quality in both private and public organisations. The first is the
increasing importance of integrating new high-technology products with service to make a
useable ‘package’. We have moved from an industrial society to a service and knowledge
based one. Manufacturing companies are becoming service companies. Robotics, for
example, is no longer concerned only with industrial robots, but provides systems for
developing productivity and rationalising production, i.e. the robots have become parts of a
service concept. In addition, with advanced production process, manufacturing companies
are now facing new and different problems of quality control. They are finding that
experience from manufacturing has to be complemented with knowledge of quality control

in service production.
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Second, there has been a movement of strategic resources from capital to information,
knowledge and creativity, and to “human capital”. Company growth now comes as much
from employee development as from expansion with more employees, and this applies as

much to front-line service-providing staff as to other professional staff.

Third, most markets are complex and rapidly changing with new and more complex
customers’ demands for products and services. Internationalisation is increasing and
international competition is intensifying in many markets. To ensure quality, companies
must be better at understanding their environment and building-up the competence and

ability to change before or at the same time as the outside world changes.

Fourth, the demand for quality in the outer environment will place greater demands on
how companies conduct their business, which sources of energy they use, and how they

design their products.

Fifth, the boundary between the company and its environment, as well as that between
different lines of business, is becoming less and less distinct. Companies are co-operating

more and more with other companies and with strategic customers.

Sixth, manufacturing companies are adding services such as advice, service,
maintenance, training and financing, to their goods. This move towards customer-adapted

services will probably continue.

The driving forces provided above indicate that TQM is becoming an important factor
for improvement in the public sector. This has been as a result of changes in the public
sector environment and, probably, increased successful TQM implementation cases in the
private sector. However, the driving forces to TQM implementation differ from one
organisation to another, depending on each organisation’s unique circumstances and

requirements.
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3.4 SAUDI ARABIAN PUBLIC SECTOR

This section provides a background to the Saudi Arabian public sector. The section
discusses the organisations responsible for administrative development, and obstacles to
administrative development. The section also provides a background to the Ministry of
Interior, which has been selected as a case study for TQM implementation, in order to

identify its further implementation in the Saudi public sector.

3.4.1 Administrative Development Agencies

We have previously referred to the efforts exerted by the government in the course
of developing the governmental agencies with the aim of improving administrative
performance and raising the standard of services offered by these agencies. To ensure the
continuity of this development, and in pursuit of the recommendations of the foreign
experts, the government has founded a considerable number of administrative development
agencies. In this section, the efforts exerted in founding these agencies, and the main tasks
performed by them in achieving administrative development in the Kingdom are reviewed.

These agencies are:

- High Committee of Administrative Reformation

- Civil Service Board

- General Bureau of Civil Services

- Training and Missions Committee of Civil Service Personnel
- Manpower Council

- Institute of Public Administration.

- Central Administration of Organisation and Administration.

3.4.1.1 High Committee of Administrative Reform

Among the outcomes of the study conducted by the American Ford Co., was the
founding of the High Committee of Administrative Reform. It had been basically meant for
controlling and monitoring the administrative performance, prompting the reorganisation of

the governmental departments, and developing administrative performance. The committee
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was formed upon decision of the Royal Cabinet No. 520 dated 1963. Article 1 of this

decision stipulated that “ a high committee is to be formed of the Cabinet Members under
the chairmanship of the HRH the Prime Minister”. Article 4 of the same decision was
concerned with organising the general specialities of the committee, stipulating that “The
Committee shall be concerned with taking all necessary procedures that can lead to the
reformation of the administrative agencies. Its decision shall be binding as far as it
concerns”. The Cabinet’s Decision defined the authorities and tasks of the committee as

follows (Secretariat General of the High Committee of Administrative Reform, 1994):

- Laying out and approving the strategy of the governmental administration organisation,
in addition to making decisions and giving instructions necessary to the execution of
this strategy;

- Studying and approving the reports and recommendations presented by the Preparatory
Committee; ‘

- Studying new project systems or proposed modifications to the current systems in
preparation for submitting them to the competent authorities in charge of issuing them;

- Asking the opinion of the Royal Cabinet members with regard to any decisions that
should necessarily be studied by the Cabinet;

- Notifying ministries and governmental bodies of any new applicable instructions
through the Committee’s Vice-President;

- Inviting all officials in all ministries or governmental agencies to give their opinions on
the issues discussed by the Committee;

- Making all decisions that contribute directly or indirectly to the achievement of the
reformation in the governmental administrative departments, or those decisions

concerned with facilitating the tasks of reformation.

The High Committee members are the Minister of Finance & National Economy, as
Vice-President, and the Minister of Planning and President of the General Bureau of Civil
Service as members, in addition to another two ministers. A preparatory committee was

formed for the purpose of helping the High Committee in handling its duties.
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The Preparatory Administrative Committee

The Cabinet’s Decision No. 520 dated 1963, stipulated in Article 6 that a committee
was to be formed of a number of senior officials in high official administrative positions,
and that this committee would be charged with studying the reports and subjects submitted
by experts, and giving their notes in this regard in preparation for presenting them to the
High Committee of Administrative Reformation. Furthermore, the committee was to
contact the Ministries and other governmental bodies when collecting the required data and
information, and to invite the senior officials of these bodies to participate in giving their
opinions regarding the suggested issues (Secretariat General of the High Committee of

Administrative Reform, 1994).

The Preparatory Committee is formed of Director General of Institute of Public
Administration (IPA) as President, Vice-president of General Bureau of Civil Service as a
Member and Director General of the Central Administration of Organisation and

Administration as a Member.

The daily tasks of both committees are handled by the Secretariat General of the
High Committee of Administrative Reform which is located at the Institute of Public
Administration. The Secretariat General is concerned with receiving issues from the
governmental agencies and studying them before submitting them to the Preparatory
Committee. Moreover in preparing these studies, the Secretariat General is normally

assisted by the teaching staff of the IPA (Jad, 1989).

Thus, the High Committee of Administrative Reform has been offered a number of
assisting factors to help it achieve its tasks successfully; The President of this committee is
HRH the Prime Minister himself. Besides, it has been granted the necessary authority to
develop the governmental administration and supervise the administrative reform
programmes in the Kingdom. Also, the foundation of the Secretariat General in the IPA has
been of great assistance in making use of the material and human potentials of the Institute

by having the IPA experts study and evaluate the administrative development issues. This
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assists the High Committee of Administrative Reform to take an active role in achieving the

planned administrative development in the Kingdom.

3.4.1.2 Civil Service Board

The inception of the Civil Service Board goes back to one of the recommendations
of the High Committee of Administrative Reformation. The Committee had recommended
the foundation of a civil service board in order to cope with the drastic changes taking place
in the administrative system. The Board was founded as per the Royal Decree No. (48/M)
dated 1977, which stipulated that “a Civil Service Board is to be founded to handle — in
joint collaboration with the competent bodies — planning, organising and supervising the
civil service affairs in all ministries, governmental agencies, and public institutions with the
aim of developing the civil service and increasing its productive capability”.

At present, the Civil Service Board is formed of:

HRH Prime Minister President
HRH Deputy Prime Minister , Vice-president
President of the General Bureau of Civil Service Member

Another 4 ministers appointed through a Royal Decree for 3 years Members

The duties of the Civil Service Board are as follows (Al-Farsy, 1997:95):
1. to suggest civil service laws
2. to issue regulations and statutes related to the Civil Service and to decide on issues
relating to civil servants, referred to it by ministries and government departments
3. to co-operate and co-ordinate with responsible bodies in the following areas:
e to draw up general policies for public service and to decide the relevant executive
plans and programmes |
e to develop manpower in government units and to raise their efficiency and
productivity by training
¢ to develop the present administrative structure and systems in government and to

improve work procedures
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e to exercise strict administrative supervision on all the activities of government units,
including public corporations, to ensure they operate within the context and spirit of
the rules and regulations

e job classification

e to study the rates of salaries and wages and to suggest any alterations; also to issue
regulations concerning payment and extension of allowances and remuneration to

civil servants.
The Preparatory Committee of the Civil Service Board

The Civil Service Board has a preparatory committee, which is concerned with
studying whatever issues or studies are referred to it, and providing recommendations in
this regard. The committee is formed of the Secretary General of the Civil Service Board,
Director General of IPA, Vice President of the General Bureau of Civil Service and the
Director of the Central Administration of Organisation and Administration. The Committee
may seek the assistance of professional experts to handle certain type of studies when
necessary. It can also collect the required information or data from any ministry or

governmental body (The Civil Service Law, 1977).
The Secretariat General of Civil Service Board

In addition to the preparatory committee, the Board has a Secretariat General
assigned with all administrative and technical tasks with regard to the whole works of the
Board, such as organising work, arranging for meetings, receiving and submitting (to the
Board) all subjects and mails sent by the ministries, and preparing the minutes for the

session and decisions made by the Board (The Civil Service Law, 1977).
Thus, the Civil Service Board is considered the body that is in charge of planning

and co-ordinating with the other administrative development departments working for the

development of the civil service and solving its problems.
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3.4.1.3 General Bureau of Civil Service

Over the period since its establishment, the General Bureau of Civil Service has
undergone many development stages. Before 1943 a governmental department, called the
“Registration Department” had been established to take charge of civil service affairs. In
1943 this department developed to what used to be called the “Employees & Pension
Bureau”. This department underwent many other developments till, in 1977, a new
employment law was issued, and the Bureau was reorganised under the name, “General
Bureau of Civil Service” defined as “a separate agency in charge of supervising the civil
services in ministries, governmental agencies and public institutions, and works in

connection with the Civil Service Board” (Jad, 1989).

Article 10 of the Civil Service Board System issued as per Royal Decree No. (48/M)

dated 1977 defined the tasks of the Bureau as follows (The Civil Service Law, 1977):

1- Monitoring the execution of the civil service laws, regulations and decisions;

2- Conducting studies and researches relating to the civil service mainly in the field of: job
classification, salaries, allowances, rewards and compensations;

3- Suggesting the laws and bylaws that relate to the civil service affairs, and submitting
the same to the Civil Service Board;

4- Laying down rules and procedures that are relevant to the selection of the best
applicants applying for any vacant posts;

5- Job classifying and suggesting salaries, allowances, compensations, and rewards, and
studying job vacancies to make sure of their consistency with the classification rules;

6- Laying down rules and procedures for maintaining the record of the employees so as to
have an integrated set of information about each employee;

7- Directing and co-operating with other departments of Personnel Affairs to adopt the
best method in applying the laws and decisions of the personnel affairs and in adjusting
appointment, transferring and promotions records, along with any other matters relevant
to civil service.;

8- Studying employees’ complaints referred to it via other competent departments and

giving its opinion in this regard.
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The Difference between the General Bureau of Civil Service and the Civil Service Board:

As mentioned above, the Civil Service Board is an organising body headed by His
Majesty the King (who is also The Prime Minister). Its tasks are to plan, organise and
supervise the civil affairs in the ministries, the governmental departments and the public
agencies. The General Bureau is accounted for as the executive hand of the Board. It is a

consulting supervising and executive body (Al-Shigawy, 1995).

The consulting role played by the Bureau is mainly concerned with conducting
studies and researches relevant to the civil service, and suggesting laws and regulations that
are to be submitted to the Civil Service Board. The monitoring and supervising role of the
Bureau is to make sure that the governmental agencies abide by the rules and regulations of
the civil service. For example, it is supposed to monitor the appointment, transfer, and

promotion procedures and other civil service procedures set by the governmental bodies.

As for the executive role of the Bureau, it includes obligating the governmental
agencies to abide by the personnel affairs rules and regulations, laying down terms and
conditions for candidates for job vacancies, maintaining records of all employees and

finally studying carefully any complaints submitted by the employees.

On reviewing the main tasks of the Bureau, it is that all these tasks falls within the
circle of civil service affairs. Jad (1989) mentions that none of these tasks and duties can be
considered as means meant for the administrative development, systems development or
manpower planning, all of which are undertaken by other bodies like the High Committee
of Administrative Reform, the Institute of Public Administration and the Manpower
Council. Thus, the entire job of administrative development is distributed among a number
of bodies. Al-Tawail (1989) also believes that the Bureau should reduce its centralisation
by authorising some governmental agencies to carry out some of its roles which would

facilitate handling their tasks.
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3.4.1.4 Training and Missions Committee of Civil Service Personnel

As per the decision of the High Committee of Administrative Reform No. (183)
dated 1988, a training and missions committee of civil service personnel formed, headed by
the President of General Bureau of Civil Service. This committee is concerned with laying
out general policies for employee training, co-ordinating between training centres,
following up the activities of the training centres and modifying their programmes,
reviewing the annual training plans of different governmental bodies and studying requests
for missions and training scholarships offered by the government. The secretarial works of
this committee are handled by the Training Administration in the General Bureau of Civil
Service. It undertakes the preparatory works of the committee and follows up the strict

application of the decisions and recommendations of the committee (Jad, 1989).
With reference to the tasks handled by this Committee and in consideration of the
achievements made by it, it is noticed that during the period of 1996 - 1997 the Committee

undertook the following tasks and duties (Civil Service Bureau, 1997):

Approving 95 training plans and (29) study mission plans.

- Approving 66 training programmes in different fields to be held in internal training
centres.

- Issuing 71 training scholarships received by the General Administration of Training and
Missions from outside the Kingdom.

- Approving the decisions to send 420 employees on training missions outside the
Kingdom during the fiscal year 1996. Table (3.2) details the number of employees sent

on training missions abroad, along with their fields of study, in the fiscal year 1996.
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Table (3.3): Civil Service Employees
training abroad by main field of study: 1996

Field of Study Number

Maintenance and Technical Training 100
Finance and Management 76
Computer 78
Law 22
Medicine 45
Agriculture 54
Engineering 11

Languages 24
Education 1

Physical and Natural Science 9

Total 420

Source: Civil Service Bureau (1997) p.20

3.4.1.5 Manpower Council

The Kingdom has been suffering from the problem of the manpower shortage,
mainly in the professional and technical fields. This created the problem of depending on
foreign manpower. Many provisional ministerial committees were formed to study the
manpower problem. Their attempts were crowned with Royal Decree No. (31/M) dated
1980 which stipulated that a Manpower Council was to be founded, and approved its
system (Al-Tawail, 1989).

The Manpower Council is headed by the Minister of Interior, and is connected
directly with HRH the Prime Minister.  The Manpower Council has a Preparatory
Committee that handles the studies conducted by the Secretariat before submitting them to
the Council. The Committee is formed of the Minister of Labour and Social Affairs,
Minister of Education, Minister of Planning, President of the General Bureau of Civil

Service, and the Secretary General of the Council (Al-Shiggawi, 1995:162-163).
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The Secretariat General of the Council undertakes technical secretarial work such as
preparation of the minutes of meeting and conduct of the technical studies requested by the

Council.

The tasks of the Manpower Council involve:

1- Studying the current manpower needs in all categories of Saudi and non-Saudi
employees as per the requirements of the development programmes and plans, and
laying out the strategies that should be adopted by all governmental bodies;

2- Co-ordinating between the different governmental agencies for the purpose of
developing the national manpower potential;

3- Laying down policies for distributing the Saudi and non-Saudi manpower to achieve the
optimum benefit of their potential abilities, in addition to taking all necessary
procedures that would lead to the greatest possible reduction of recruited non-Saudi
manpower;

4- Laying out strategies for distributing the Saudi manpower and developing their skills;

5- Laying down policies on the course of policies for increasing the Saudi participation in
the gross number of manpower of all ages;

6- Laying out policies for providing workers with material and moral incentives to

improve their work performance.

Thus, the tasks of the Council focus on studying the phenomenon of the non-Saudi
employees working in the governmental agencies, the optimum use of their skills and
potentials the effects of these employees on the Saudi society, and the basics and

fundamentals of developing Saudi manpower (Jad, 1989).

It should be noted that all the work handled by the Council concentrates on laying
out policies, and conducting studies and researches. However, to judge the effectiveness of
this Council it would be necessary to evaluate its ability to put these policies into active
plans, programmes, and directions that are accepted and applied strictly by all the

governmental bodies.
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3.4.1.6 Institute of Public Administration (IPA)

The inception of the Institute of Public Administration came as a result of a series of
studies conducted by staff of the Technical Assistance Department of the United Nations
which stipulated in one of its recommendations that “It is important to establish an institute

of public administration to upgrade the skills of the governmental employees”.

The Institute of Public Administration (IPA) was established by Royal Decree (93)
dated 1960. According to Article 2 of its Charter, the institute aims at upgrading the
efficiency of civil service personnel and preparing them in a practical and scientific manner
to shoulder their responsibilities and carry out their duties in a manner that would ensure
improvement in the standard of management and thereby support the development of the

national economy.

IPA also contributes towards the development of management organisations in the
public sector as well as providing specialised advice about management problems and
management-related research. The Institute also contributes towards strengthening cultural

links in the field of management.

The Institute of Public Administration is a public body supervised by a board of
chair that consists of the President of the General Bureau of Civil Service (as President),
Director General of IPA (as a member of chair and Vice-President), and representatives of
the Ministry of Finance and National Economy, the Ministry of Education, the Ministry of
Higher Education, the General Bureau of Civil Service, the General Presidency of Female
Education, and the General Organisation of Technical Education and Vocational Training
as members (Al-Siniady, 1997).

Following are the major achievements realised by IPA during the training year 1997

(Achievements of the Development Plans, 1998:47-48):
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Training: IPA organises various training programmes, which include senior management
training programmes (workshops and seminars). The number of participants in such
workshops and seminars, according to the Ministry of Planning (1998), was 810 and 1,308
respectively. It also organises programmes (pre-service training) for university and
secondary level graduates, in addition to marketing, banking, hotel and insurance
management programmes which are organised to prepare graduates to join the civil service
or the private sector. Some of these programmes extend over two years, while others last
for one year or one training term. The number of trainees enrolled in the preparatory

programmes reached 4,727, of whom 1,534 graduated.

IPA’s programmes also include in-service training, which provides training to
government erhployees. The number of new entrants in these programmes reached 14,080
trainees and out of these, 11,581 trainees were successful. Also, a special training
programmes are offered to some government agencies upon request. The numbers of new

entrants in these programmes reached 1,091 trainees, of whom 879 were successful.

The number of trainees successfully completing various IPA training programmes
increased more than 15 times from 997 trainees in 1969 to 17286 trainees in 1997. Thus,
the total number of IPA successful trainees reached 165,033 during the period from 1969 to
1997. The number of successful trainees from various in-service training programmes
reached 117,152; the number of successful trainees in senior management programmes
reached 13,414; trainees in pre-service programmes reached 26,824; and the number of

successful trainees in other special training courses reached 7,307. (See Table 3.3).
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Table (3.4): Graduates in different programs of the Institute of Public Administration

Year | O inne. | warming | waining | language | mansgoment| T
1969/70 | 528 -- 43 316 110 997
1974/75 899 165 214 166 94 1,538
1979/80 | 2,306 188 295 533 286 3,608
1984/85 3,932 610 679 1941 607 7,769
1985/86 3,964 751 427 1064 503 6,709
1986/87 5,478 1,226 195 965 482 8,346
1987/88 6,936 731 352 1530 838 10,387
1988/89 8,729 765 369 1363 459 11,685
1989/90 9,178 365 450 903 1753 12,649
1990/91 8,769 1,512 407 166 1064 11,918
1991/92* | 10,500 992 505 -- 494 12,491
1992/93 11,737 1,411 542 -- 1524 15,214
1993/94 | 10,466 2,715 628 -- 1543 15,352
1994/95 10,765 2,604 531 -- 1333 15,233
1995/96 | 11,264 3,225 756 -- 1513 16,758
1996/97 11,384 2,308 791 -- 1514 15,997
1997/98 11,581 2,688 899 -- 2118 17,286

* From1991/1992 Pre-job training include — English Language Program.
Source: Achievements of the Development Plans 1998, p326

Consulting Services: IPA provides consultancy services for the development of’ work at
the government and private agencies. Furthermore, the GCC States and some Arab and
Islamic organisations also make use of these services. The number of consultancies in
various fields completed by IPA during 1997 reached 59 (Achievements of the
Development Plans, 1998), which included the following:
- Revision and improvement of regulations;
- Office organisation and management;
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- Computers;

- Microfiches;

- Work procedures;
- Financial affairs.

In total, 1,273 consultancies were completed by IPA during the period from 1961 to 1997.

Research: IPA’s general Administration for Research undertakes the responsibility of
supervising the preparation of research work pertaining to the Institute’s activities. It also
renders assistance to researchers from IPA and other agencies. It is noteworthy that 10
scientific studies were evaluated and reviewed in 1997. Thus, the total number of scientific
research works completed by the Institute reached 252 during the period from 1965 to 1997
(Achievements of the Development Plans, 1998).

3.4.1.7 Central Administration of Organisation and Administration

To integrate the basics of the administrative organisation of the government through
founding governmental bodies, the Central Administration of Organisation and
Administration was founded in 1964. It works in connection with the Budget General
Administration in the Ministry of Finance and National Economy. The Central
Administration of Organisation and Administration undertakes a number of tasks in the
administrative development field, involving studying and analysing work techniques,
facilitating procedures, providing consultation to the organising agencies, assisting the
governmental bodies in establishing administrative and organisational units in these bodies,
and joining the Budget General Administration in studying requests for creation of new

posts (The Decision of the Minister of Finance & National Economy No. 1629/18, 1967).

Jad (1989) indicates that this administration used to undertake many of the tasks
detailed above when it was first established, but at present, its role has become limited to its
co-operation with the Budget General Administration in studying and analysing requests
for new posts. The other tasks of this administration are now undertaken by other

departments, agencies, and committees (of administrative development).
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3.4.2 Ministry of Interior of Saudi Arabia

In the previous sections the discussion was focused on the administrative
development and reforms in the Saudi public sector. This research intends to test the
feasibility of implementing TQM in the Saudi public sector for improving the quality of
public services through improving the performance of public sector. Due to the large
number of public organisations and ministries operating in the Saudi public sector, and
since the Ministry of Interior shares the same features and characteristics as those of the
other public organisations’, the Ministry has been selected as a case study for the

implementation of TQM within Saudi public sector.

The Ministry of Interior could be regarded as one of the oldest ministries in Saudi
Arabia; it was established in 1932 (Al-Sinidy 1997). As being part of the public sector, the
Ministry is responsible for providing public services. Its main responsibility is to provide
such public services as internal secuﬁty and supervising and regulating local governments

(Emirates). The Minister of Interior is also (Al-Awagi, 1999:361):

e Head of the Supreme Board of Information, which is responsible for planning the
country’s information policies;

e Head of the Supreme Committee of Pilgrimage, which is formed of several members
from different government bodies responsible for pilgrimage affairs;

e Chairman of the Board of Naif Arabic Academy for Security Sciences;

e Chairman of the Manpower Council, which is responsible for employment and training
of Saudi workforce in the private sector;

¢ Head of the Supreme Council for Islamic Affairs;

e Head of the Supreme Corporation for Industrial Security.

In terms of the organisational chart, the Ministry is headed by a minister and a vice-
minister appointed by the King by a royal decree. The organisation chart presented in
Figure 3.3 explains in more details the Ministry’s organisational structure and the number

of directorate generals and departments.
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Chapter Three  TOM and the Public Sector

3.4.3 Obstacles to Administrative Development

The Kingdom has witnessed rapid stages of development, and achieved high levels of
progress and development within a relatively short period. The new status of the Kingdom
caused the Saudi Government to assume greater responsibility for its citizens, through
providing all required services, and towards the whole world by fulfilling all its

international obligations.

In spite of all the efforts exerted by the Saudi Government in the field of developing the
governmental agencies, (i.e. simplifying the routine administrative procedures,
implementing modern administrative methods, and adopting modern technological devices
such as computers and other modern office equipment), the government sector still suffers
from certain problems that are acting as stumbling blocks in the way of achieving
administrative development objectives. Discussing administrative development obstacles,
Al-Shiggawi (1994) states that the governmental sector (as a whole) suffers from low
performance of its employees as well as low quality of services offered to the public. This
is manifested in lateness and delay which citizens may experience when submitting their
documents to a governmental agency. In addition to the lateness of work performance, the
low quality of service is also observed, manifested in the ill treatment those citizens may
receive from some employees whose conduct is poor. He also indicates that there are
many obstacles hindering the proper development of the governmental administrative

departments. Among these obstacles are:

- Clear imbalance between supply and demand. While some governmental agencies
suffer from a lack of Saudi employees, some other agencies are overmanned with
graduates. For example, there is a noticeable shortage in the number of Saudi
employees in categories like doctors, technicians, and computer specialists. Meanwhile
there are numerous graduates in human specialities like history, geography, etc.

- The weakness that is explicitly shown in administrative structure of many of the
governmental agencies. The organisational charts and the administrative routine

procedures still need a comprehensive re-organisation.
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Persistence in retaining the old administrative methods and avoiding modern

approaches in the various administrative fields.

In addition, A’lim (1995) believes that the obstacles to administrative development can

be attributed to:

. The tendency toward centralisation and avoidance of delegating decision-making

authority;

Weakness of the planning and administrative supervision programmes;

3. Lack of support offered to the administrative reform programmes;

10.

11.

Lack of information, and slow movement of available information among different
levels of organisation;

Weakness of the financial and budgeting systems - being unable to comprehend the new
developments;

Low level of services and the negative relationship between employees and the public;
Ineffectiveness of the bonus and rewards systems;

Weakness of manpower planning, and lack of connection between training and
education policy;

Overstaffing in certain categories of jobs, and shortage in others;

Having no scientific criteria for evaluating the performance and productivity of
employees;

Lack of trained personnel, and under-development of research and training centres.

A study of the Saudi Civil Service carried out by Al-Saflan (1986) concluded that one

of the major problems that the public sector is facing nowadays is overstaffing, which

means that the number of employees allocated to certain kinds of jobs is more than the

work warrants. Despite the small size of the population and the availability of resources, the

governmental agencies in the Kingdom suffer such an overstaffing problem.

The overstaffing problem has resulted from economic changes that the Kingdom has

come through. The great efforts exerted by the Kingdom to fulfil the requirements of
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citizens had strongly affected the social and economic life of people. These fast changes
have been accompanied by a growing demand for manpower to handle major governmental

programmes and projects.

During the first stages of development, there were two sources of manpower:
- Employed national manpower, who were untrained and unqualified to fulfil the work
requirements;

- Recruited overseas manpower who were qualified but entail high costs.

The main reasons that forced the Kingdom to employ a high ratio of manpower (which

led to the appearance of the overstaffing problem) were as follows:

1) The government used to believe that the low productivity of some governmental
agencies was due to an insufficient number of employees, and that such agencies were truly
in need of more personnel. In addition, many administrative leads used to exaggerate in
requesting the creation of new posts. The number of governmental personnel jumped
rapidly from 166,415 in 1974-1975 to 364,248 in 1982-1983, an increase of 118.88% in
comparison to 1974-1975. In 1988-1989 the number of personnel reached 519,209, i.e. a
gross percentage increase of 212.00% in comparison with number recorded in 1974-1975.
Thus the annual percentage increase recorded was 7.5%. The percentage of annual increase
in 1981-1982 was 24%, which is very high with regard to the average annual incfease,
which is 7.5% (Al-Shiggawi, 1994).

This increase was not limited to the number of Saudi employees but included non-
Saudi personnel as well. In 1974-1975 the number of non-Saudi employees in the
governmental agencies was 34,748. This number grew to 106,124 in 1982-1983, an
increase of 205.4% over the period 1974-1975. This increase continued, till it reached
150,116 in 1988-1989 which means that the percentage of non-Saudi employee had jumped
by 323% within a 16 year period since 1974-1975 (Al-Shiggawi, 1994); (see Table 3.4).
Furthermore, Table (3.5) indicates that the number of Civil Service employees (both Saudis
and non-Saudis) increased to 656,656 in the fiscal year 1996-1997 (The Civil Service
Bureau, 1997:12).
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Table (3.5): Development of Civil Service employees’ number, during 16 years.

Chapter Three

TOM and the Public Sector

Percentage Percentage
£N £¢ | Percenta ge of the
Y Saudi Office |Non-Saudi ot Non- of the [increasing in
ear Total | Saudi to the .
Employees| attendants | Employees Total annual | comparison
E increasing with
mployees 1974775
1974/75| 81917 | 49750 | 34748 |166415 20.8 - --
1975/76] 87673 | 54668 | 42400 |184741 22.9 11.1 1.11
1976/77) 88070 | 52737 | 47055 187862 25.0 1.69 12.89
1977/78] 97084 | 50978 | 50976 |{199038 25.0 5.95 19.60
1978/79{ 105548 | 49241 | 57252 (212041 27.0 6.53 27.42
1979/80] 114625 | 50431 | 64182 |229238 28.0 8.11 37.75
1980/81| 12977 | 53726 | 69397 |[252898 274 10.32 51.97
1981/82| 138729 | 56875 | 72867 |268471 27.1 6.16 61.33
1982/83| 182899 | 65079 | 86243 (334221 25.8 24.49 100.84
1983/84| 191936 | 66188 | 106124 |364248 29.1 8.98 118.88
1984/85| 205857 | 68602 | 121331 395790 30.7 8.66 137.83
1985/86f 227927 | 71811 | 129281 (429019 30.0 8.40 157.80
1986/87| 242936 | 73693 | 140494 |457123 30.7 6.55 174.69
1987/88] 261560 | 74896 | 144523 |480979 30.0 5.22 189.02
1988/89| 280508 | 75799 147552 |503859| 29.3 4.76 202.77
1989/90( 293101 | 75992 | 150116 [519209 29.0 3.05 212.00

Source: Shiggawi 1994 p95
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Table 3.6: Civil Service Employees by Nationality and Salary Level: 1996/1997

Saudi Non. Saudi
Total

Salary Level Male |Female | Total | Male | Female | Total

Gov. Positions 150533 | 11785 | 162318 § 7739 1337 | 9076 | 171394

Educational Staff | 126232 | 150213 | 276445 | 21258 | 12761 |34019| 310464

Health Positions 16332 | 8355 | 24687 | 18250 | 28792 | 47042 71729

University Staff 7026 | 2737 | 7963 | 3691 1067 | 4758 | 14521

Judges 883 -- 883 -- -- -- 883
Investigation and

646 -- 646 -- -- -- 646
Prosecution staff
Total | 301652 | 173090 | 474742 | 50938 | 43957 |94895] 569637

Office attendants 77373 | 8563 | 85936 | 889 194 | 1083 | 87019

Grand Total 379025 | 181653 | 560678 { 51827 | 44151 | 95978} 656656

Source: Civil Service Bureau (1997) p.12

2) The government undertook to employ all graduates in the early stages of the
developmental programmes which had been laid out at the beginning of the five-year plan
in 1970. Due to the eventual increase in the number of graduates, overstaffing occurred in
certain specialities, mainly the theoretical and sociological ones, creating an administrative

and financial burden on the government.

Graduates at higher education level

The number of students (male and female) passing the higher education
examination, both from local universities and from abroad rose from 808 in 1969/1970 to

5,124 in 1979/1980, to 12,812 in 1984/1985, and to 31,178 in 1996/1997, an average
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annual rate of increase of 13.6 percent over the twenty-seven year-period. The number of
male graduates rose from 795 in 1969/1970 to 15,471 in 1996/1997 while the number of
female graduates rose from 13 to 15,707 over the same period (Ministry of Planning, 1998:
162); (see Table 3.6).

Al-Shiggawi (1994) argues that the main reasons behind the overstaffing problems are:

- Absence of co-ordination between the educational institutions and the governmental
agencies. This led to a great excess in the number of graduates of certain theoretical
specialities and, in contrast, noticeable shortage in the graduates of other important

specialities.

- Lack of definite and accurate criteria for assessing the governmental agencies needs for
employees. This brought about an exaggeration shown by some agencies in asking for
the creation of new posts — which will eventually be occupied by non-productive

employees.

- Failure to abide by the rules for placing the right employee in the right position. Many
graduates have been employed in positions that are not commensurate with their
specialisms. They cannot fulfil the requirements of work performance; hence a need for

more employees will rise.
- The development of the administrative organisations separated from the general
objectives, tasks and specialities of the governmental agencies. This has led to the

unnecessary branching of agencies and departments into many sections and subsections.

Thus, many governmental agencies are now suffering from an overstaffing problem.

This in turn, leads to another problem, which is the low productivity of employees.
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Table (3.7): Graduates and Average Annual Growth Rates at Higher Education
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(Males & Females)
Graduates at Higher Education Average Annual Growth Rates
(Males & Females) (Males & Females)
Graduates | Graduates Graduates | Graduates
Year from local from Total from local from Total
universities abroad universities | abroad

1969/70 808 -- 808 -- -- -
1974775 1,909 202 2,111 18,8 -- 21,2
1979/80 4,621 503 5,124 19,3 20,0 19,4
1984/85 11,145 1,667 12,812 19,3 27,1 20,1
1985/86 12,510 1,928 14,429 12,2 15,7 12,6

1986/87 14,095 1,500 15,595 12,8 -222 8,1
1987/88 14,074 1,158 15,232 -0,1 -22,8 -23
1988/89 15,013 1,200 16,213 6,7 3,6 6,4
1989/90 15,389 950 16,339 2,5 -20,8 0,8
1990/91 17,721 760 18,481 15,2 -20,0 13,1
1991/92 17,376 800 18,176 -1,9 53 - 1,7
1992/93 19,798 800 20,598 13,9 0,0 13,3
1993/94 21,729 800 22,529 9,8 0,0 9,4
1994/95 21,889 650 22,539 0,7 -18,8 0,0
1995/96 24,250 850 25,100 10,8 30,8 11,4
1996/97 30,263 915 31,178 24,8 7,6 24,2
Total 242,590 14,683 257264 From 1969 to 1996 = 13,6

Source: Ministry of Planning 1998, pp314-315

In addition to the above problems, a survey of a number of Saudi senior managers,
representing different areas of the Saudi public sector, which was sponsored by the Institute
of Public Administration of Saudi Arabia in 1992, concluded that the Saudi public sector is
facing several administrative problems, including the following (Al-Shawaf and Al-

Homaidan, 1993):

1. A lack of effective administrative follow up and evaluation;
2. A lack of co-ordination between some of the public organisations, and between the

departments of the organisations;
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Nepotism;

Low morale;

Lack of loyalty and tampering;

Unavailability or insufficiency of funds for training programmes;
Complicated and long procedures in conducting the work;
Insufficient performance evaluation procedures and systems;

Lack of appropriate job descriptions.

It should be noted that the above problems were regarded as the most important

problems; the participants identified some other problems, but they agreed that the above

problems were the most significant problems facing the Saudi public sector in general.

However, the participants noted that there were some critical causes of these problems.

They identified the following causes as the key sources of the problems:

® NS wN

Lack of administrative experience amongst some senior managers and fear of taking the
responsibility for decision-making;

Centralisation of authority and decision-making;

Lack of participation of employees in the decision-making process;

Lack of updated administrative and financial regulations;

Lack of clear and written work procedures and job descriptions;

Lack of motivation;

Lack of appropriate incentive schemes and promotion systems;

Inconsistency in implementing the work procedures and regulations.

3.5 CONCLUSION

Based on the nature of the public sector and its unique characteristics discussed

above, a number of writers argued that it is difficult to implement TQM in this sector. In

contrast, a number of writers argued that despite the unique characteristics of the public

sector, there are a number of driving forces that have led many public organisations to

implement TQM as a mean for improving the quality of their services and management
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process. Whilst others argue that convergence between the organisations of the public and

private sector has facilitated the introduction of TQM into the former.

In relation to the Saudi Arabian public sector, the survey of the literature reveals
that there have been many improvement efforts undertaken by the Saudi Government and
many organisations and governmental bodies have been created to improve the efficiency
and management of the Saudi public sector and its organisations. Despite these efforts,
evidence suggests that there are still many administrative problems and issues that need to
be tackled in order to improve the management processes and the quality of services of the

public organisations.

As part of the public sector, the Ministry of Interior faces the same administrative
issues as the other Saudi public organisations. In order to deal with these issues, TQM
implementation seems to be a vehicle for improving and tackling these issues, as TQM has
been regarded as a paradigm to change an organisation’s traditional working systems,
methods and culture to one which emphasises continuous improvement and doing things

right the first time and every time.
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Chapter Four
RESEARCH METHODOLOGY

4.1 INTRODUCTION

The overall aim of this chapter is to discuss the research design and the
methodology employed. The chapter discusses the instruments employed for data
gathering, the research hypotheses, the stages of the research, the sample size, and the data

analysis procedures.

4.2 RESEARCH DESIGN

Sekaran (2000) defined research as “an organised, systemic, databased, critical,
objective, scientific, inquiry or investigation into a specific problem, undertaken with the
purpose of finding answers or solutions to it”. Babbie (1998) stated that social research is
made up of many parts, which cannot easily be laid out in a neat chronological order; he
added that social research is organised around two activities: measurement and
interpretation. Social researchers measure aspects of social reality and then draw

conclusions about the meaning of what they have measured.

The definitions of research provided above indicate that the research process
involves a range of processes depending on the nature of the research, the objectives of the
research, the problem under investigation, etc. In conducting social or business research, a
range of research designs are available from which a researcher may select. The choice of
the research design depends on the social issue or the subject matter under investigation,
the data required for the completion of the research’s objectives, the research questions, etc.
In this regard, Mann (1985) stated that social science research encompasses such a wide

range of enquiry that it is impossible to generalise about it.
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Chapter Four Research Methodology

Despite the research design’s dependence on several factors, it is generally agreed

in the literature (see for example Sekaran, 2000; Babbie, 1998; and Reaves 1992) that the
research designs fall under three main headings: Exploration, Description and Hypotheses

Testing.

According to Sekaran (2000), an exploratory design of research is undertaken when
not much is known about the situation at hand, or when no information is available on how
similar problems or research issues have been solved in the past; thus, it is undertaken to
comprehend better the nature of the problem. A descriptive design of research, according to
Sekaran, is undertaken in order to ascertain and be able to describe the characteristics of the
variables of interest in a situation. A hypotheses testing design usually explains the nature
of certain relationships, or establishes the differences among groups or the independence of

two or more factors in a situation.

The design of this research was exploratory, since the overall aim of the research
was to test the possibility of implementing TQM in the Saudi public sector, and to what
extent the environment of this sector was conducive to implementation issues which no
previous research has investigated in the Saudi context. Babbie (1998) stated that the
exploratory approach to research is typical when a researcher examines a new interest or
when the subject of study itself is relatively new, which was the case in conducting this

research.

The research design was based on a deductive approach of inquiry. Sekaran (2000) listed
seven steps in deductive approaches of studies including:

e Observation.

*  Preliminary information gathering.

*  Theory formulation.

*  Hypothesising.

e Further scientific data collection.

* Data analysis.

¢« Deduction.



Chapter Four Research Methodology

Since the research was based on the deductive approach, it has followed the steps above
in the study. Accordingly, based on the researcher’s knowledge about the Saudi public
sector in general, and the Ministry of Interior in particular, gained through work experience,
the researcher has observed several problematic issues that it was thought needed to be

addressed.

Once issues relevant to the Saudi public sector and Ministry were identified and
determined, further investigation was conducted to identify a theory that could best fit or
provide the solution for the issues. This necessitated preliminary information gathering,
which was carried out through a review of relevant literature. The results of the literature
survey suggested that the approaches such as TQM implementation would provide a
solution to the research problem. As a result, further investigations were carried out to
identify the possibility of implementing TQM within the Ministry of Interior as an initial
step towards implementing it in the Saudi public sector, taking into account the Saudi
Arabian social values and the managerial principles of the Saudi public sector. Based on the
above information, the researcher formulated a number of hypotheses to be tested

throughout the research’s process.

The results of preliminary data gathering were promising, from the researcher’s
point of view, but in order to test the hypotheses of the research and to identify the actual
need for TQM implementation and to what extent the environment of the Saudi public
sector and the Ministry of Interior were conducive to implementing the principles of TQM,
the researcher felt that there was a need for a further investigation and, as a result, for
further scientific data collection. Accordingly, a survey was conducted through the
distribution of questionnaires and conducting interviews with a number of personnel of the

Ministry, representing most of the functional areas and managerial levels of the Ministry.

The primary data gathered were then analysed in order to identify the extent of the
need for TQM implementation and compatibility with the Ministry’s environment. Based
on the results of this data analysis, the researcher derived the findings and conclusion of the

research.
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4.3 RESEARCH METHODOLOGY

As the research design depends mainly on factors such as the purpose of the
research, the research questions, etc; the choice of the research methodology also depends
on the same factors. According to Yin (1994) the choice of research methodology depends
mainly on three conditions: /

e the type of research question,
e the control an investigator has over actual behavioural events,

e and the focus on contemporary as opposed to historical phenomena.

However, Gill and Johnson (1997) listed the methodologies such as Quasi-
Experiments, Action Research, Survey Research, and Ethnographic Research as the most
common research methods. Some other writers (Yin, 1994 and Sekaran, 2000) added the

case study as an additional means of inquiry.

Experimental research, or a True Experiment as it is termed by Gill and Johnson
(1997), is best suited, according to Reaves (1992), to understand and explain events. It is
the only type of research that can consistently reveal what causes what. Causation is a key
concept in experimentation. To demonstrate that one thing causes another, it is necessary to
show that (a) changing the first thing produces a change in the second thing, and (b) there is
no other possible cause for the change in the second thing, ruling out all rival explanation.
A Quasi-Experimental research design, according Kidder and Judd (1986), provides a way
to study some naturally occurring social treatment. It is a compromise between a true
experiment that has high internal validity and the poor pre-experiments that have almost no
internal validity at all. Quasi-experiments enable the ruling out of some threats to validity

because they include more data points than the pre-experiment.

Sekaran (2000) stated that before conducting experimental studies, it is essential to
consider whether they are necessary at all and, if so, at what level of sophistication. This is
because experimental designs call for special efforts and varying degrees of interference

with the natural flow of activities. In addition, there are some critical weaknesses associated
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with the experimental designs of research; Babbie (1998) stated that the greatest weakness
of experimental researches lies in their artificiality. Social processes that occur in a
laboratory setting might not necessarily occur in more natural social settings. As a result, it
has been argued in the literature that experimental research is not highly recommended for
business and management researches; Gill and Johnson (1997) for instance, stated that it
appears that the true classical experiment in management research is relatively unusual.
Perhaps this is largely because the relevant behaviour, which is the focus of interest is not
observed in its natural everyday setting. Due to the above shortcomings of experimental
methods, and since they were not necessary to achieve the objectives of the research, this

research has not adopted an experimental approach.

The Action and Ethnographic research methods are similar to Quasi-experiments or
field research. They test and observe the phenomenon in its real-life context. According to
Gill and Johnson (1997), action research will often entail the use of control groups so as to
allow elucidation of cause and effect through the control of extraneous variables. The
research’s intervention, whether it be in a consulting context or not, is an intrinsic part of
research design. The key feature of the ethnographic method, according to Gill and
Johnson, is that it is based on what are termed naturalistic modes of inquiry, such as
observation, within a predominantly inductive framework. Marshall and Rossman (1995)
stated that discomfort, uncomfortable ethical dilemmas and even danger, the difficulty of
managing a relatively unobtrusive role, and the difficulty of identifying the “big picture”
while finely observing huge amounts of fast-moving and complex behaviour are just a few
of the challenges that may face the researcher in an observation type of research. Ghauri et
al. (1995) added that the main disadvantage of the observation method is that most
observations are made by individuals who systematically observe and record a
phenomenon, and it is difficult to translate the events or happenings into scientifically
useful information. This is particularly important when the purpose is to generalise from the
observation. Here, questions about validity and reliability become very important and need

to be answered satisfactorily.

However, due to the disadvantages of the action and ethnographic methods and the

requirements demanded by these methods, and due to the large population of the Ministry
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of Interior, and the Saudirpublic sector in general, such methods of research were not

adequate and too time-consuming to be used for the purpose of this research.

The case study method, as defined by Babbie (1998), is an idiographic examination
of a single individual, group or society. Its chief purpose is description, although attempts
at explanation are also acceptable. Yin (1994), however, suggested four types of case
studies: single case design, holistic; single case design, embedded; multiple case design,
holistic; and multiple case design, embedded. Single case studies, according to Yin, are
appropriate when a particular case is critical and there is a need to use it to test an already
established theory. The multiple case design is appropriate for studies not involving critical

or revelatory cases.

According to Gummesson (1991), case study research is becoming increasingly
accepted as a scientific tool in business research; but some other writers (see for example
Bryman, 1995 and Yin,1994) warned that reliance on a single case would pose a problem

of how far it is possible to generalise the results of research.

Due to the disadvantages of case studies, and unavailability of comparable cases,
that match the situation of the Ministry of Interior in particular, within the Saudi
organisations, the research did not apply the case study approach as a method of
investigation. In addition, the case study was not compatible with the design of this
research since it follows a deductive approach of study. In this regard, Ghauri at al. (1995)
stated that if a researcher is doing a study with a deductive approach and is looking for

generalisation, then the case study is not a recommended method.

Therefore, this research has employed a survey mode of study. The survey, as
argued in the social and management research literatures (see for example Saunders et al,
1997), is a common way in conducting business or management research, because it allows
the collection of a large amount of data from a sizeable population in a highly economical

way.

The justification for selecting the survey method of study is that it was the most
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appropriate mode of inquiry for the organisation under investigation since the sector under
study is too large and the other modes of inquiry were time consuming. In this regard,
Babbie (1998) stated that survey research is probably the best method available to the social
scientist interested in collecting original data for describing a population too large to
observe directly. Further justification of the choice of methodology can be inferred from the

advantages of the survey research discussed in the section of data gathering methods.

4.4 RESEARCH’S HYPOTHESES

Based on the researcher’s work experience in the Saudi public sector, the researcher
formulated the following hypotheses:
e The general environment of the Saudi public sector is compatible for implementing
the principles of TQM.
e There is a belief amongst employees and management that there is a need for
improvement in the Saudi public sector.
e There are a number of driving forces in the Saudi public sector that would encourage

the improvement of the work performance and services of the public sector.

4.5 DATA GATHERING METHODS

For the purpose of data gathering, the research has used the survey and secondary
data methods. The survey method was adopted for the purpose of primary data gathering.
In discussing the advantages of survey, Marshall and Rossman (1995) stated that these
include their accuracy in measurement, which is enhanced by quantification, replicability,
and control over observed effects. Survey results can be generalised to a larger population
within known limits of error. In addition, surveys are amenable to rapid statistical analysis

and are comparatively easy to administer and manage.

According to Brewer and Hunter (1989), the survey strategy of statistically

- sampling populations permits survey researchers to say with a known degree of confidence

103



Chapter Four Research Methodology
how well a particular sample of subjects represents the population from which it was
drawn. A theory built on the basis of tested survey data, therefore, has a better known range
of applicability as to subjects (or other units of sampling) than one based upon non-survey
data. Gill and Johnson (1997) added that surveys usually entail the careful random selection
of samples that enable results to be generalised to wider populations with a high degree of
confidence; in addition, survey-based research is usually regarded as easily replicable and

hence reliable.

The secondary analysis method is mainly based on the analysis of existing archival
data. Archival data, according to Marshall and Rossman (1995), are the routinely gathered
records of a society, community, or organisation, and may further supplement other
qualitative methods. The key advantages of secondary data, according to Kidder and Judd
(1986), are the potential for (1) spanning long periods of time (including the ability to look
back in time, which is not possible with other research methods); (2) covering a large
population of people or other units of observation; and (3) quantifying reactions to events
that the researchers cannot intentionally impose for practical or ethical reasons. Ghauri et
al. (1995) noted that there are some serious drawbacks in working with secondary data. One
of these drawbacks is that since the data have been collected for another study with
different objectives, they may not completely fit the research problem. Another problem is
that it is the responsibility of the researcher to see that the data are accurate; inaccuracies
cannot be blamed on the secondary data source. It is the researcher’s responsibility to check

whether findings presented by another researcher are based on primary or secondary data.

However, this research has collected secondary data for the literature review, to gain
more in depth understanding of the concepts of TQM and to look for an appropriate model
for implementation. The method was also utilised to gain the necessary data related to the

background of the Saudi Arabian public sector and the organisation under study.

The methods employed were based on qualitative and quantitative methods of data
gathering. In discussing the qualitative and quantitative data collection methods, Hussey
and Hussey (1997) stated that some researchers prefer a quantitative approach which is

objective in nature and concentrates on measuring phenomena. Therefore, a quantitative
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approach involves collecting and analysing numerical data and applying statistical tests.
Others prefer a qualitative approach, which is more subjective in nature and involves
examining and reflecting on perceptions in order to gain an understanding of social and
human activities. This research has employed a mixture of both qualitative and quantitative

methods of data gathering.

It is generally agreed in the literature that each of the methods has it own
advantages and disadvantages. Neuman (1994) stated that quantitative analysis is highly
developed and builds on applied mathematics. By contrast, qualitative data analysis is less
standardised. He added that qualitative research is often inductive. Researchers rarely know
the specifics of data analysis when they begin a project. In addition, qualitative analysis
does not draw on a large, well-established body of formal knowledge from mathematics
and statistics. The data are in the form of words, which are relatively imprecise, diffuse,

and context-based, and can have more than one meaning.

Qualitative research, according to Bryman (1995), is often depicted as useful as a
means of throwing up hunches and hypotheses which can be tested more rigorously by
quantitative research. In addition, in quantitative research the researcher’s contact with the
people being studied is minimal or even non-existent. By contrast, qualitative research
entails much more sustained contact, especially when participant observation is the central
method. In terms of the relationship between theory and research, Bryman (1995) argued
that qualitative research is marked by a concern with the discovery of theory rather than the
verification of theory. By contrast, quantitative research is often depicted as routine practice
whereby theories and their integral concepts are simply opertionalised with a view to
verifying their validity. Thus, the contrast between quantitative and qualitative research, in
terms of verification of theory against preferring theory to emerge from the data, is not as

clear-cut as is sometimes implied.

In terms of social reality, Frankfort-Nachmias and Nachmias (1992) stated that
qualitative researchers attempt to understand behaviour and institutions by getting to know
the persons involved and their values, rituals, symbols, beliefs, and emotions. Applying

such a perspective, according to Frankfort-Nachmias and Nachmias(1992), the researcher
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would be immersing himself in the life of the people under investigation rather than
collecting data with a structured interview schedule. By contrast, according to Bryman
(1995), in the quantitative research there is a tendency for researchers to view social reality
as external to actors and as a constraint on them, which can be attributed to the preference

for treating the social order as though it were the same as the objects of the natural scientist.

To avoid the weaknesses of qualitative and quantitative methods, and to enhance
their strengths, the research has employed what is termed as methodological triangulation,
or a multi-method mode of data gathering. Neuman (1994) described triangulation as using
different types of measures, or data collection techniques, in order to examine the same
variable. It is a special use of multiple indicators. The basic idea is that measurement
improves when diverse indicators are used. As the diversity of indicators gets greater, the
confidence in measurement grows, because obtaining identical measurements from highly
diverse methods implies greater validity than if a single or similar methods had been used.
Smith (1981) stated that triangulation among methods usually involves replication for
purposes of reliability and theory conformation. Bryman (1995) added that researchers are
likely to exhibit grater confidence in their findings when these are derived from more than
one method of investigation. In addition, Hussey and Hussey (1997) argued that
triangulation has vital strengths, encourages productive research, enhances qualitative

methods and allows the complementary use of quantitative methods.

4.5.1 Data Gathering Instruments

For the purpose of data collection, the research has employed two data gathering
instruments, a self-administered questionnaire and interviews. The justification for
selecting the self-administered type of questionnaire is that these types of questionnaires
have several advantages. The main advantage of a self-administered questionnaire,
according to Neuman (1994), is that it is the cheapest way of collecting data, and it can be
conducted by a single researcher. Another advantage of the self-administered questionnaire
is that the respondents can complete the questionnaire when it is convenient and can check
personal records if necessary. These advantages were critical for the purposc of this

research since the other types (e.g. mail and observational questionnaires) were costly and
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time consuming and would result in difficulties in data analysis.

The questionnaire was designed mainly in a fixed-alternative format, with a space at
the end of the questionnaire providing the respondents with an opportunity to make their
comments and suggestions regarding the issues raised by the questionnaire There are
several advantages of fixed-alternative questionnaires. Selltiz et al (1976) stated that fixed-
alternative questions have the advantages of being simple to administer and quick and
relatively inexpensive to analyse. The analysis of responses to open-ended questions is
often difficult and expensive. In addition, fixed-alternative question may help to ensure that
the answers are given in a frame of reference that is relevant to the purpose of the inquiry

and in a form that is useable in the analysis.

Fixed-alternative questions (see Frankfort-Nachmias and Nachmias, 1996) are easy
to ask and quick to answer, they require no writing by either respondent or interviewer, and
their analysis is straightforward. Fixed-ended questions are suitable when the researcher’s
objective is to lead the respondent to express agreement or disagreement with an explicit
point of view. Fixed-alternative questions require less motivation to communicate on the
less part of the respondent, and the response itself is usually less revealing (and hence less
threatening) than in the case of the open-ended questions. Frankfort-Nachmias and
Nachmias (1996) noted that the major drawback of fixed-alternative questions is that they
may introduce bias, either by forcing the respondents to choose from given alternatives or
by offering the respondent alternatives that might not have otherwise come to mind. To
overcome these disadvantages, the questionnaire included at the end an open-ended space
allowing respondents to comment on any aspect to choose in relation to the issues included

in the questionnaire.

The questionnaire was divided into five sets of items, which mainly aimed to test
the possibility of introducing TQM into the Saudi public sector and to what extent there
was a need for TQM implementation. The first set of items included those dependent
variables aiming to identify the degree of the need for implementing the model’s principles
within the Ministry of Interior. The items reflected the concept of each principle and its

aims and objectives. The respondents were asked to rate to what extent each principle was
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important in order to improve the quality of services on the basis of 5-point Interval,

Itemised Rating Scale ranging from “Very Important” to “Not Important at All”.

The second set of items included those dependent variables that aimed to identify
the degree to which TQM principles were being practised within the Saudi public sector. It
also intended to identify whether or not the environment was compatible with
implementing the principles of the proposed model. The respondents were asked to rate the
extent to which similar principles were practised within their departments, based on their
knowledge and experience. For this part of the questionnaire, a 5-point Interval, Likert

Scale ranging from “Strongly Agree” to “Strongly Disagree”, was used.

The third set of items included a third set of dependent variables, which aimed to
identify the barriers which the respondents thought would make the implementation of
TQM (through the model) difficult, or which may result in the possibility of preventing the
implementation of TQM.

The fourth set of items included the dependent variables aiming to identify which
factors the respondents thought would facilitate the implementation of TQM in the Saudi

public sector. For the third and fourth set of questions, a Nominal Scale was used.

The fifth set of questions included the research’s independent variables that aimed
to gather general information regarding the respondents; they included questions relating to
the respondents’ level of education and whether or not they were educated abroad, and their
occupations and posts. Respondents were did not asked their gender, since there were no
female personnel working in the organisation under investigation. The intention in
gathering the selected data was to find out the effect of these factors on the respondents’
answers and to identify the degree of acceptance of the model’s principles amongst each

category of respondents. For this part of the questionnaire a nominal scale was used.

The questionnaires were first written in English and then translated by the
researcher into Arabic. The accuracy of translation was checked through the pilot study.

The reason for that was to collect more accurate and reliable data, since almost all of the
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respondents were non-English speakers. To give the respondents more flexibility to express
their opinions and make them familiar with subject and principles, the questionnaire was

translated into Arabic.

In addition to the written questionnaire, the researcher has utilised an interview
mode of inquiry. Despite the advantages of questionnaires, they also have disadvantages
and weaknesses. In this regard, Frankfort-Nachmias and Nachmias (1996) noted that

questionnaires have the following disadvantages:

Questionnaires require simple, easily understood questions and instructions.

Questionnaires do not offer researchers the opportunity to probe for additional

information or to clarify answers.

Researchers cannot control who fills out the questionnaire.

e Response rates are low.

To these drawbacks, Selltiz et al (1976) added that the major drawback of the usual
questionnaire is that it is appropriate only for subjects with a considerable amount of
education. Consequently, questionnaires are not an appropriate method for large segments

of the population.

The use of interviews as a complementary mode of enquiry was a way of
compensating for these disadvantages. In discussing the advantages of interviews, Marshall
and Rossman (1995) stated that interviews are a useful way to obtain large amounts of data
quickly. Immediate follow-up and clarification are possible in the interview mode of
inquiry. In addition, interviews allow the researcher to understand the meanings people

hold for their evefyday activities.

The interviews were semi-structured, as some questions posed were structured and
some other were open-ended to provide the respondents with the opportunity to add their
comments on some issues they though that were not covered by some questions. The main
advantages of this type of interviews, as Stone and Harris (1984) stated, are that the topic of
interests to the researcher are likely to be covered, and respondents are able to respond in

their natural language. In addition, the interviewer can form questions on topics and ask
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them in an order which seems to areas naturally from the context. The interviews were
conducted with the personnel of the Ministry of Interior representing various organisational
areas. The overall aim of the interviews was to gain more in-depth information about the
feasibility of introducing TQM within the Ministry, and about the existing work problems
that may inhibit the introduction of TQM, and how these problems could be tackled.

Interviews were used for testing the extent to which there was validity in the
responses provided in the questionnaire. The interviews were also used to explain the
purpose of the study, the issues relating to the Saudi public sector, and the concepts and

methods of TQM to those selected in the sample.

4.5.2 Pilot Study

To test the validity and reliability of the questions posed, the questions were pre-
tested. Two pilot studies were carried out before conducting the empirical study. The first
study was conducted in the United Kingdom. For this study the questionnaire was
distributed to 15 Saudi officials studying in the UK to gain their comments on the clarity of
the statements and concepts presented in the questionnaire. To further test the validity and
reliability of the issues posed in the questionnaire, the questionnaire was distributed to 20
officials ranging from directors to employees with different qualifications and work

experience in the Ministry of Interior. The second study was carried out in Saudi Arabia.

It should be noted that the pilot studies also tested the validity of the questions
designed for the purpose of conducting the interviews, which mainly focused and tested the
extent to which there was a need in the Saudi public sector for the implementation of TQM
and the barriers related to this issue in addition to testing the extent to which the
environment of Saudi public sector was compatible with TQM implementation. In addition,

the pilot study was testing the accuracy of the translation of the questionnaire.

The results of testing the validity of the questions were several modifications in the

questionnaire. Some of these modifications were related to the translation of the words used
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in the questionnaire; some others were related to the demographic variables of the sample
(general information). In relation to the translation, the outcomes of the pilot study resulted
in changing some English words and describing some definitions in more details in Arabic
so that they could be more understandable by the sample; for instance, the word “customer”
was translated as the beneficiary of the services. Therefore, the issues of external and
internal customers have been clarified by translating them in understandable Arabic word.
In addition, before conducting the pilot studies, the researcher intended to place the
demographic variables at the beginning of the questionnaire; the respondents to the pilot
studies suggested placing this section of the questionnaire at the end of the questionnaire,
since placing it at the beginning might discourage the respondents from answering the
questionnaire. The respondents also suggested modifying some words such as “in our
departments” to “your department” since the former word may lead to misunderstanding or
confusion; the respondents may understand the word “in our department” as in the

researcher’s or somebody else’s department.

The reliability of the questions included in the questionnaire was tested using
Cronbach’s Alpha. The Cronbach’s Alpha test essentially calculates the average of all
possible split-half reliability coefficients; the rule of thumb is that the result should be 0.8
or above (Bryman and Cramer, 1997:64). The results for testing the reliability of the
questions of this research indicated that the questions were reliable. The reliability
coefficient for the 72 questions related to the significance of the principles was .8282. An
alpha of .9223 was obtained for the 17 questions relating to the practice of the principles.
The test yielded an alpha measure of .8770 for the 39 questions relating to facilitating and

inhibiting factors.

4.5.3 Sampling and Data Gathering

The population of the study was the personnel of the Ministry of Interior, but since
the population was too large, because it encompasses all departments of the Ministry, the
sample was selected from the Head Office of the Ministry. The Ministry of Interior was
selected because it is one of the ministries that provides direct and indirect public services.

Another reason, which was important in the selection of the Ministry of Interior, was the
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willingness of the top management in this Ministry to offer assistance to the researcher in
conducting the empirical phase of the research; in addition, the Ministry was the

collaborating organisation in the research.

Before distributing the questionnaire, the researcher had obtained a letter from the
authorities in the Ministry of Interior authorising distribution of the questionnaire. Along
with the questionnaire, two covering letters were distributed to the respondents. The first
letter indicated the purpose of the research and assured the confidentially of the
information. The second letter was a recall letter to remind the respondents who had not

responded to the questionnaire and asked them to respond.

The questionnaire was distributed mainly in the Head Office (Diwan) of the
Ministry of Interior. The questionnaire was distributed to employees ranging from senior
managers to first-line employees in the general directorates and departments of the

Ministry’s Head Office.

These departments were selected because most of the policies of the Ministry are
decided by these departments, and because some of these departments are mainly

responsible for administrative improvements in the Ministry.

The number of employees in the Head Office of the Ministry, according to the
statistics gathered from the Personnel and Budget Departments, is 4856. It was difficult to
obtain accurate statistics about the number of employees in each department, since some
personnel are registered under one department, but actually work in another as a result of
work requirements. The researcher, therefore, distributed the questionnaires to the
departments according to their size based on the estimated numbers and the researcher’s

own knowledge about these departments.

Based on that estimation, 640 questionnaires were distributed to the sample at
different stages, starting on 6 February 1999. The questionnaires were handed personally by
the researcher to the directors of the departments, who were requested to help to distribute

the questionnaires to their employees. The reason behind handing over the questionnaire
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personally was to explain the objectives of the research and the purpose of the
questionnaire, and to make sure that the directors were clear about the contents of the
questionnaires, so that they could help in explaining the contents of the questionnaires to
their employees. The researcher was in contact with those directors for co-ordination in

case of any difficulties that might be faced by the respondents in answering the questions.

The last questionnaires were collected with the help of some colleagues in the
departments of the Ministry. The last questionnaires were collected on 11 April 1999 after
several visits and recalls. The major reason behind the delays in collecting the
questionnaires was the holiday of the “Eid”, which took place between 18 March and 2
April 1999. Due to this holiday, many departments and officials of the Ministry were
participating in the preparations for the Pilgrimage Season. Also, the delay was caused by
some departments losing some of the questionnaires, so that additional copies of the

questionnaires had to be distributed to these departments.

The number of questionnaires distributed and returned, the questionnaires analysed,

and the response rate are presented in Table (4.1).

Table (4.1) The Number of Questionnaires Distributed and the Response Rate

Percentage of

The sample & | Percentage of uestionnaires
Population questionrl:aires the sampgle to Return Excluded Analysed :nalysed to the
. . | questionnaires | questionnaires | questionnaires . .
distributed | the population questionnaires
distributed
4856 640 13% 578 32 546 85%
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As shown in the table, the total population of the Head Office of the Ministry of
Interior is 4856 personnel. A total of 640 personnel, representing various functional levels
of the Head Office, were selected as the sample of the study; an equivalent number of
questionnaires were distributed to this sample. The selected sample represents 13% of the

total population.

The number of returned questionnaires was 578, from which 32 were excluded
because they were useless, or statistically unusable. As a result, the total number of
questionnaires analysed is 546. Based on these figures, it could be said that the actual
response rate was very high, accounting for 90.3%, but the questionnaires analysed or
statistically usable accounted for 85%. Babbie (1998) stated that a response rate of 50 % is
adequate for analysis and reporting. A response rate of 60 % is good, and a response rate of
70 % is very good. Based on these percentages the response rate of this research could be

regarded as excellent.

4.5.4 Data Analysis

The main computer package used while analysing quantitative data is SPSS. All the
other data collected using interviews were manually analysed and interpreted after proper
~ categorisation. The data analysis process took the following broad steps after data

collection:

Getting data ready for analysis

At this stage the researcher edited the data, especially data collected from the
interviews, so that all of it was systematically categorised. Any inconsistencies in the
responses that were noted were logically rectified at this stage. All this editing were done
manually. An example of where editing was needed is for example, when a respondent
omitted to respond to the question whether or not he was educated abroad, because he has
never educated abroad. In such cases, instead of assuming the respondents’ answers, the
researcher had coded the answers as missing data. Also, respondents’ comments and points
of view, gained through interviews, were edited and coded so that they would fit the

purpose of the research.
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To deal with blank responses, two procedures were followed. If for some reasons
there were many items blank (up to 25% of blank responses), the questionnaires were
excluded from data analysis; in the case of less than 25% of items being omitted, the
responses were treated as missing values instead of losing the whole questionnaire. The

number of questionnaires excluded due to unanswered items was 32.

The demographic variables related to the level of education appeared in the
questionnaire were coded from 1 to 6, since there were six items. The variables indicating
whether or not the respondents were educated abroad were coded from 1 to 2 because there
were only two items. The responses indicating that the respondents were educated abroad
were coded according to the countries of education. The researcher noted that the responses
fell under three categories: those who were educated in the USA; those who were educated
in the UK, and those who were educated in the Arab countries. The responses indicating
that the respondents were educated in the USA were coded 1; those indicating that the
respondents were educated in the UK were coded 2; and those indicating that the

respondents were educated in Arab countries were coded 3.

The type of occupation was also coded from 1 to 2. The occupation level item was
coded from 1 to5. The responses of employees were coded 1; the responses of supervisory
management were coded 2; the responses of middle management were coded 3; and the

responses of top management were coded 4.

The variables seeking to identify to what extent the principles were important and
practised were coded from 1 to 5. The responses of “Very important” and “Strongly agree”
were given number 1, and those of “Not important at all” and “Strongly disagree” were
given number 5. For the questions related to facilitating and inhibiting factors, the marked

items by “Yes” were given the code 1, and “No” were coded 2.

The respondents’ comments that were gained by means of interviews and from
space provided at the end of the questionnaire, are presented along with the data collected

through the questionnaire. It should be noted that the respondents’ names, level of
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occupation, and the other related factors are not presented along with the comments, as the

respondents preferred and strongly requested not to be mentioned in the research.

Feel for the Data

To get a good idea of how the respondents have reacted to the items in the
questionnaire and how good the items and measures were, several statistical tests and

measures were used.

For the purpose of knowing to what extent the principles were important and
practised; and to identify the facilitating and inhibiting factors, the frequency, percentage,
mean, and standard deviation were used. For the purpose of testing the hypotheses related
to whether the independent variables (demographic variables) had an affect on the
respondents’ answers, Chi-square as a non-parametric test was used. The tests applied are

discussed in more detail in the data analysis chapter, which follows.
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Chapter Five
FRAMEWORK FOR THE IMPLEMENTATION
OF TOTAL QUALITY MANAGEMENT

5.1 INTRODUCTION

This chapter will, first, discuss the need for a framework in implementing TQM, by
drawing attention to disagreement amongst quality ‘gurus’ on a specific implementation
framework (this issue was raised in chapter two). Second, it will propose a conceptual
framework for TQM implementation and discusses the principles of this model. Then, it
will propose a further implementation model or framework that would provide the means

through which TQM could be implemented in a systematic way.

5.2 LACK OF A FRAMEWORK

It is generally agreed in the literature that the quality gurus, such as Deming, Juran,
Crosby, etc. have made a significant contribution to the development of the quality
management discipline. Despite their great contribution in quality management
development, the quality gurus have never agreed on, or provided a specific framework or a
guiding procedure, how to implement their concepts and methods to improve quality or
management processes. In discussing the work of the gurus in terms of implementation,
Brocka and Brocka (1992) stated that the gurus offered a package that must be dealt with
whole, not in pieces, and did not provide a framework for implementation. In addition to
the lack of a framework, each guru has a different perspective and approach to quality
management that depends on their business and professional background. For example,
Deming (1986), due to his manufactuﬁng background, placed more emphasis on the
application of statistical process control (SPC) methods. Deming tried to show
manufacturers how to measure the variations in a production process in order to pinpoint
the causes of poor quality and how gradually to reduce those variations. In contrast, Crosby
(1984) gave little or no attention to these methods, and tried to motivate managers but did

not provide much help to the engineers and the people in the labs. In addition, while Juran
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(1988) provided a system of management intended to put a plant or corporation on the path
to improving quality year by year and or project by project, Feigenbaum (1991) did not try
so much to create managerial awareness of quality as to help a plant or company design its
own system. Feigenbaum’s total quality control aimed at managing so that the same
statistical and engineering methods applied to production can be used through a company,
in marketing and distribution, for instance, as well as on the shop floor. In addition, while
Juran and Deming referred most quality problems to the top management, Crosby’s
approach is seen by some as implying that workers are to blame for poor quality. A
comparison between the gurus’ approaches and methods for improvement is provided in
Table (5.1).

This disagreement amongst the quality gurus on a particular approach to quality
management and improvement and the lack of an agreed implementation framework results
in confusion for many organisation on how to implement TQM, which methods to adopt,
and whose approach to implement. Many organisations do not make attempts to implement
TQM due to uncertainty of outcomes, fear of failure, lack of appropriate understanding of
how and from where to start the implementation process. There is, therefore, a need for an
appropriate implementation framework. For the purpose of this research, the section below
presents and discusses the principles of the proposed framework for TQM implementation

in the Saudi public sector.
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Table (5.1) A comparison between the quality gurus’ approaches

Crosby Deming Juran
Definition of quality Conformance to A predictable degree of | Fitness for use
requirements uniformity and depend-
ability at low cost and
suited to the market
Degree of senior- Responsible for quality | Responsible for 94% of | Less than 20% of
management quality problems quality problems are to
responsibility workers
Performance Zero defects Quality has many scales. | Avoid campaigns to do
standard/motivation Use statistics to measure | perfect work

performance inall areas.
Critical of zero defects

General approach Prevention, not Reduce variability by General management
inspection continuous approach to quality-
improvement. especially ‘human’
Cease mass inspection elements
Structure Fourteen steps to quality | Fourteen points for Ten steps to quality
improvement management improvement
Statistical process Rejects statistically Statistical methods of Recommends SPC but

control (SPC) acceptable levels of quality control must be | warns that it can lead to
quality used tool-driven approach
Improvement basis A ‘process’, not a Continuous to reduce Project-by-project team
programme. variation. Eliminate approach.
Improvement goals goals without methods Set goals
Teamwork Quality improvement Employee participation | Team and quality circle
teams. Quality councils | in decision-making. approach
Break down barriers
between departments
Costs of quality Cost of non- No optimum-continuous | Quality is not free-there

conformance. Quality is
free

improvement

is an optimum

Purchasing and goods
received

State requirement.
Supplier is extension of
business. Most faults
due to purchasers
themselves

Inspection too late-
allows defects to enter
system through AQLs.
Statistical evidence and
control charts required

Problems are complex.
Carry out formal
surveys

Vendor rating

Yes and buyers.
Quality audits useless

No-critical of most
systems

Yes, but help supplier
improve

Single sources of supply

Yes

No-can neglect to
sharpen competitive
edge.

Source: Oakland (1997) pp.355-356
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5.3 PROPOSED TQM IMPLEMENTATION FRAMEWORK AND ITS
PRINCIPLES

Due to the lack of a framework for implementation, many organisations perceive
TQM implementation as a difficult task (see for example Howe et al (1993). Jacob (1993)
reported that up to two-thirds of managers think TQM has failed; Zeller and Gillis
(1995:23) noted that “TQM programs lose momentum because of disagreements over
goals, middle management’s failure to embrace employee empowerment, top
management’s failure to understand TQM fundamentals, incorrect implementation

procedures, sceptical employees, management’s lack of commitment, and more”.

Accordingly, when implementing TQM it is recommended to implement it in a
systematic way and through appropriate procedures. This could be achieved through
applying an appropriate model that fits the organisation’s requirements and circumstances.
In this regard, Evans and Lindsay (1996: 89) stated that “although each of these
philosophies can be highly effective, a firm must first understand the nature and differences
of the philosophies and then develop a quality management approach that is tailored to its
individual organisation. Any approach should include goals and objectives, allocation of
responsibilities, a measurement system and description of tools to be employed, an outline

of the management style that will be used, and a strategy for implementation”.

For the purpose of this research, the author feels that, while there is no single
implementation model that can be appropriate in all circumstances, the one offered by
Morris and Haigh (1996 b) is particularly relevant to the Saudi Arabian public sector. The
justification of proposing Morris and Haigh’s model is that the model offers a practical link
between TQM theory and the requirements that seems to be demanded for transforming the
traditional working practices of the Saudi public sector into practice that are more customer
and business focused and oriented. The model also encompasses a set of some important
TQM attributes (Vision, Mission, Strategy, Key Issues, and Values) that are needed for
changing the management culture of the Saudi public sector. In addition, the model clearly

defines the responsibilities and roles of both the top management and first-line operatives in
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the TQM implementation process, which is a critical factor in implementing TQM

successfully. These principles are illustrated in figure (5.1), and discussed below.

Figure (5.1) The Proposed TQM implementation Framework
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As shown in the figure above, the proposed implementation framework comprises a set

of macro and micro elements. The macro elements (see Kaniji et. al, 1993) are:
1. Vision: This refers to the future desired state, the situation which is being sought, to

which the organisation and its personnel are committed. It provides a central focus against

which the managerial process of planning, leading, organising and controlling can be co-
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ordinated. Its acceptance serves to give purpose to day-to-day actions and activities at all
organisational levels and to all organisational functions.

Accordingly, the organisation’s vision provides a description of what the organisation
will evolve into in the future, which provides continuous guidance to employees as to how
they should manage their respective responsibilities (Tenner and DeToro, 1992). In
addition, Zairi (1999 b) stated that vision statements have to spur breakthrough thinking
and extraordinary performance so that organisations can be propelled to better and superior
competitive performance. The vision requires management’s commitment to provide those
guidelines; and that the improvement process is a continuous process. To provide direction,
Showalter and Mulholland (1992) suggested that top management must first develop a
shared vision of how to organise and manage. Then it must foster consensus for the new

vision; supply competence to enact it, and provide cohesion to move it along.

2. Mission: This represents a series of statements of discrete objectives, allied to vision, the
attainment of all of which will ensure the attainment of the future desired state which is
itself the vision.

According to the above definition, the mission is the ultimate and primary purpose of an
organisation. An organisation’s mission is what society expects from the organisation in
exchange for its continuing survival (Gibson et al, 1994). Zairi (1999 b) stated that a
mission statement is an indication of organisational purpose, a business intent. The mission,
according to Zairi, has to be clearly defined in terms of fulfilling the needs of a customer
rather than the type of products and services produced. Accordingly, an organisation’s
mission statement indicates the purpose of its existence, how it serves the society, and how

the society could benefit from its services.

3. Strategy: The strategy comprises the sequencing and added specificity of the mission
statements to provide a set of objectives, which the organisation has pledged itself to attain.

Thus, an organisation’s strategy could be defined as its future plan; it illustrates what
the organisation is intending to be. The organisation’s strategy would comprise (Kinnel and
MacDougall, 1997:213):

e A departmental strategy showing long-term aims and objectives.
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Corporate plans detailing key areas of corporate policy to back up the strategy and
outlining the main objectives over the next 5 years.

Facility and service marketing plans to develop services in relation to the corporate
objectives.

Annual action plans, already in existence, needing to be adapted to include annual
reports and targets for the following year taken from the service plan and corporate
objectives.

Work programmes consisting of monthly statements of tasks required implementing the

annual action plans.

4. Values: These serve as a source of unity and cohesion between the members of the

organisation and also serve to ensure congruence between organisational actions and

external customer demands and expectations. Without such congruence no organisation can

expect to attain efficiency, effectiveness and economy, let alone ensure its long-term

survival. Morris and Haigh (1996 b) stated that the values serve as the cement that binds the

components of the philosophy (TQM) together and which further provides it with

coherence and sustains its advocacy, adoption and implementation. The values are the

organisation’s ethical beliefs that indicate how the organisation intends to serve and

respond to its customers.

The values, according to Morris and Haigh (1996 c: 224-225), include the following:

Access involves approachability and ease of contact.

Communication means keeping the customers informed in language which they can
understand and listening to them.

Competence means possession by the organisation’s personnel of the required skills and
knowledge to perform the service.

Courtesy includes politeness, respect, consideration and friendliness of the
organisation’s personnel.

Reliability involves consistency of performance and dependability.

Responsiveness involves the willingness, readiness and timeliness of employees to

provide service.
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Security is freedom from danger, risk and doubt.
Tangibles include the physical evidence of the quality of service provision.
Understanding/knowing the customer involves making the effort to understand the

customer’s needs and expectations.

5. Key issues: These are issues which must be addressed in pursuit of the quality which is

demanded by customers to meet their needs and expectations. A key issue can be

characterised as one which is:

Important to the customer

Creating substantial cost arising from poor quality
Happening frequently

Having substantial impact upon the organisation

Creating substantial delay in the delivery of service

Achieving the above macro elements, according Morris and Haigh (1996 b), is the

responsibility of top management. In addition, the macro elements need to be

interconnected with the micro elements of the model, in order to achieve the holism

demanded by the word “Total”, which requires that all parts and functional areas of the

organisation must work together to achieve continuous improvement. The micro elements,

which are the responsibility of first line operatives with middle management playing a

crucial linkage role, are the following:

1.

Internal and external customers: According to this element, the organisation should
focus not only on the external customer, but also on the internal customer (the
employee) as well. The assumption is that before satisfying the external customer, the
organisation needs to satisfy the internal customer first, as when the employees of the
organisation are satisfied with their work conditions and regarded as the organisation’s
customers, they would be more loyal to the organisation, and as a result, would provide

better services and care about the organisation’s reputation.

Customer satisfaction: Customer satisfaction (both internal and external customers) is
to meet and exceed the needs and requirements of the customer. Meeting the needs of
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the customer, in the case of the external customer, means that the product or service
must deliver its specified and desired features. In the case of the internal customer,
needs could be met through motivation, participation, appropriate reward system, and

continuous training.

Teamwork: In TQM, the process of improvement is achieved through involving
everyone in the improvement process. Such participation could be achieved through
teamwork. Morris and Haigh (1996 a) emphasised the role of teams in all TQM
initiatives, and the central thrust which they are seen to impart to each and every quality
improvement project. The teamwork principle is a critical principle for the achievement
of continuous improvement and for involving the organisation’s personnel in quality
improvement processes. In this regard, Dale et al. (1997) argued that without teamwork,
difficulty would be found in gaining the commitment and participation of people

throughout the organisation.

Quality through people: According to this principle, quality is achieved through
people. It is the people of the organisation who make quality happen; thus, it is
necessary to provide the people involved in the improvement process with appropriate
information about how to do the job. It is also necessary to make people feel that they
are important and that their contributions in the improvement processes are valuable, in
addition to providing them with the environment for creativity and the necessary tools
and techniques that enable them to improve. Kanji (1996) suggested that to improve
performance, people need to know what to do, and how to do it, have the right tools to
do it, be able to measure performance and receive feedback on current levels of

achievement.

Quality on all agendas: Quality issues should be part of the organisation’s culture and
on the management’s daily agendas. It is necessary to regard quality as a critical part of

the organisation’s working structure.

All work is process: Quality improvement should be regarded as a process that

comprises a set of inputs and outputs. Gitlow et al (1995) defined the process as a
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transformation of inputs (manpower/services, equipment, materials/goods, methods,
and environment) into outputs (manpower/services, equipment, materials/goods,
methods and environment). The transformation involves the addition or creation of
value in one of three aspects: time, place, or form. The quality improvement process

needs to be fed with appropriate inputs if it is to produce appropriate outputs.

Management commitment: Management commitment is the key requirement for a
successful TQM implementation. Management needs to take the leading role in TQM
introduction. Dale et al (1997: 114) stated that “the decision to introduce TQM can only
be taken by the CEO in conjunction with the senior management team. Developing and
employing organisation vision, mission, philosophy, values, strategies, objectives and
plans, and communicating the reasons behind them along with the underlying logic is
the province of senior management. This is why senior managers have to become
personally involved in the introduction and development of TQM and demonstrate
visible commitment and confidence in it by leading this way of thinking and managing
the business. They have to encourage a total corporate commitment to continually
improve every aspect of the business. This not only requires their personal commitment
but also a significant investment of time”. The commitment should be visible so that the

employees know that the management is serious about TQM and improvement.

Prevention: Prevention implies that the causes of the problems must be prevented at
source, since this would result in cost saving due to less spending on rework and
correcting scrap. The principle alsd requires that the management of the organisation
should emphasise the concept of “do it right the first time, and every time” and should

require and encourage the employees to produce high quality services from the outset.

Continuous improvement cycle: The process of improvement is a continuous process
that should not be ended by achieving some short-term successes. The process should
be regarded an ongoing process that needs time and continuous efforts for
improvement. Brocka and Brocka (1992) stated that process improvement involves
everyone in the organisation and becomes a part of everyone’s job, rather than the

responsibility of a few members of the organisation.
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10. Measurement: The process of improvement needs to be continually measured and
evaluated so that the achievements can be identified. Measuring the process is
necessary for identifying whether or not the process has achieved its desired goals and
to identify which areas need further improvement. Brocka and Brocka (1992: 34)
suggested that “through the inspection and analysis of the process, everyone shares a
common learning experience and the accumulated knowledge and understanding of the

process become the basis for improving it”.

In addition to these macro and micro elements, the model comprises the following

TQM guiding principles:

1. Customer is king: This principle is based on the TQM’s assumption that quality is
determined and judged by the end user of the product or service. This determination of
quality, according to Morris and Haigh (1993), resides not with the Supplier of a
product or service, but with the user of that product or service, which means that the
product or service, if it is to be regarded as a quality product, must meet the customer’s
requirements and needs. This principle is related to Crosby’s (1996: 17) definition of

quality as “conformance to requirements”’.

2. Everyone participates: According to this principle, quality is the responsibility of
everyone. Thus, everyone from employees to top management, as well as customers
and suppliers, must participate in the quality improvement process. This relates to
Ishikawa’s (1985) strong emphasis on the importance of people and participation in

problem solving process.

3. Aligned corporate systems: According to this principle, quality can be achieved if it is
designed in a systemic way, and conducted through corporate structures. This relates to
Ishikawa’s (1985) concept of a ‘“cross functional” style of management and

Feigenbaum’s “horizontal scope of total quality control”.
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Continuous improvement: The quality improvement process is a continuous process
that should never end if it is to achieve its desired goals and outcomes. The principle
relates to Deming’s (1986) emphasis on constant and forever improvement (Plan-Do-

Check-Act cycle).

Quality measurement: According to this principle, the quality improvement process
needs to be measured and evaluated so that the achievements can be identified and the
causes of quality problems can be prevented. Without measurement, the improvement
could not be achieved since measurement indicates whether or not the improvement
meeting its planned goals. This relates to Crosby’s (1980) statement on quality
measurement, which suggests that quality measures for each area of activity must be

established where they do not exist and reviewed where they do.
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5.4 A FURTHER IMPLEMENTATION FRAMEWORK

As stated earlier, the overall aim of interconnecting the macro and micro elements is to
provide the holism demanded by the word “total”, and to achieve continuous improvement.
To ensure continuous improvement, Morris and Haigh (1996 b) provided a further

implementation model (figure 5.2) that emphasises continuous improvement.

Figure (5.2) A more specific model for TQM implementation
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Source: Morris and Haigh (1996 b) pp. 81
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The continuous improvement model offered adopts Deming’s Plan-Do-Check-Act
Cycle. Each of the stages of the model has several activities. At the planning stage, the first
activity is to create TQM awareness and its basic principles throughout the organisation
amongst top management and employees. The main objectives of quality awareness are to
get support from top management and to create a quality culture in the organisation. These
objectives could be best achieved through convincing the top management of the
organisation of the importance of TQM. The top management includes senior managers, the
organisation’s chairman and vice-chairman, general and area managers, the executive
directors and assistant directors, or whatever posts make up the organisation’s top

management.

One way to convince the top management is to evaluate the organisation’s situation
and performance in the marketplace, benchmark it with its competitors, and consider what
would be the situation in the future if the process, services, or products are not improved, or
if TQM is not implemented. In other words, it is necessary to show the importance of TQM
as a philosophy and as a management discipline that could result (if implemented in an
appropriate way) in customers’ satisfaction, process improvement, and gaining competitive

advantages in today’s competitive environment.

It should be noted that inadequate awareness of TQM might result in negative
impact that may lead to seeing TQM as a temporary improvement initiative. Thus, it is
important when promoting TQM to show seriousness about TQM and to make it part of the

organisation’s culture.

Once the management has been convinced, it is necessary to develop cases
(problem areas that need to be improved) for actions or improvement; meaning that it is
necessary to start with cases for improvement and improving them. The cases could be
selected according to their importance in terms of their seriousness and impacts on the
organisation’s overall performance. This could be best achieved by selecting the biggest
problems, in terms of their seriousness, time, and costs required for tackling them; and then
going to the smaller problems. Developing cases, starting tackling them, and showing

achievements in the improvement would convince the management that TQM would help
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to improve and solve the problems if it is implemented appropriately. Also, it would help to
identify problem areas carefully and according to facts rather than opinions and inadequate

data.

At the ‘do’ stage, the first activity is to decide on training programmes that are
needed for quality improvement. It is also necessary to train all people involved in the
improvement process in how to use the necessary tools and techniques of TQM, how to
identify and solve problems, and how to work in teams. In this regard, Oakland and
Waterworth (1995) suggested four areas to be covered by any TQM training programme.
Firstly, awareness programmes are needed, simply to inform people of what TQM is, how
it can be introduced and what it can do. Secondly, cultural change needs to develop
appropriate attitudes and values relating to quality. Thirdly, people need to be equipped
with the tools and techniques of quality improvement so that quality improvement teams
can be established and function effectively. A fourth area is the provision of training in job
roles, equipment use and so on, so that employees may identify improvement opportunities.
These training activities would reinforce the message that the organisation’s management is

serious about implementing TQM and regard it as an important improvement discipline.

The second activity of the ‘do’ stage is to set up an improvement team whose tasks
should be to identify the improvement areas, the organisation’s key customers and what are
their needs and requirements, and how those needs could be met. The team members need
to be selected carefully from various functional areas of the organisation. In addition, the
selected team members must be trained to gain at least the following capabilities (Morris
and Haigh, 1996 a: 324):

e analyse symptoms;

e establish causes;

e generate remedies;

e test the chosen remedy under operating conditions;
e monitor the chosen remedy;

e report on the quality gains made and held.
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It is also necessary to appoint a facilitator whose tasks should be to guide the team
members on carrying out their tasks, to act as a co-ordinator between team members and
organisation’s top management, and to be a catalyst or change agent. Morris et al (1994)

suggested the following as some duties of the facilitator:

e Aid in the training of the quality improvement team (QIT) members, by ensuring that
every team member will possess all analytical tools necessary for the team to discover
and analyse the presence of a problem of poor quality, and to solve, implement and

monitor the solution to that problem.

e Recount, both as an aid to training and as a means for maintaining QIT motivation, the
lessons which have been learned from the experiences of other such teams, both within

and outside the organisation.

e Chart the essential interactions between the QIT and the corporate quality council/
committee, between the team and other such teams, and ease the way for cross-team
exchanges. Ease resourcing, resource allocation and accountability for resource

management within QIT.

The next activity at this stage is to identify departmental users and their
requirements. The employees should know who are their customers; customers means both
external and internal. In addition, they should identify the process of their organisation’s
suppliers; and what is the process of conducting the work. The last activity in the ‘do’ stage
is to identify the critical process for improvement. It is necessary to determine which

process as are critical and need to be improved.

At the ‘check’ stage, the first activity is to identify the factors that inhibit quality
work, or that make quality improvement difficult. This means that the inhibitors to
improving the process need to identified and eliminated so that they will not recur in other

improvement processes. The inhibitors could be the following:
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1. PFear of change. The fear of change could be the most important obstacle to
improvement. It could be difficult to change employees’ attitudes and the work methods
by which they have been used to perform their tasks, particularly if the employees are

not qualified or not trained in new working methods and techniques.

2. Lack of confidence in TQM. The organisation’s management and employees could lack
confidence that TQM could solve and improve the organisation’s problems. This could

be due to other organisations’ failure with TQM programmes.

3. Top management is not committed to quality improvement. Lack of top management’s
commitment may result in employees seeing TQM and its improvement initiative as a
temporary initiative that will fizzle out with time, and that the top management is not

serious about it.

4. Lack of support to team members. The improvement team members may lack
appropriate support from the top management in carrying out their tasks. This would
result in employees lacking the necessary supporting tools and equipment for
improvement, and lacking confidence that their efforts for improvement would be

recognised and rewarded.

5. High costs of improvements. The costs for some areas that need to be improved could
be very high and require potential resources; this would limit top management’s support

for improving those areas, which makes these areas unimproved.

6. Team members do not know where to start. The areas for improvement sometimes
might be unclear for team members or inappropriately identified; or sometimes the team
members do not know which problem to start with, due to the complexity of the

problems or the areas that need to be improved.

Once the obstacles have been identified for a particular process, it is necessary to
redesign that particular process and eliminate impediments to ensure that it is improved as

planned, because it is useless to improve the next process if the first process has not been
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improved appropriately. The redesigning of process and identifying inhibitions would allow

avoiding mistakes and rework in future improvement projects or cases.

The next activity in the ‘check’ stage is to set standards for meeting the required
quality levels. It is necessary to set standards against quality improvement. This would
allow knowing whether or not the quality improvement initiatives are achieving their
planned goals and conducted according to the specifications required for improvements.
This could be best achieved by comparing the achievements against the standards. The
standards could be achieving specific levels of improvements with specific period of time,
or specific product specifications, if the organisation is involved in producing goods instead

of services.

At the action stage, the first activity is to measure and monitor the improvement
process against the above standards. This would allow knowing the progress of
improvement and getting feedback on the process. It would also give the employees a sense
of accomplishment, knowledge of how well they are doing, and a feeling that the
management cares about what they do and how they do it. The measurement needs to be
established close to each activity so that employees involved in the improvement activities
receive direct and immediate feedback. It is also necessary to measure as soon as the
improvement activity is completed to enable prompt identification of problem areas or

weaknesses of each activity and eliminate rework.

The final activity in the action stage of the cycle is to deliver to the customer. Once
the awareness of TQM has been established, the management has been convinced, and
TQM has became part of the organisation’s culture; the necessary training programmes and
people are ready to provide quality services; and the problem areas have been identified and
standards of improvement have been set, it should be time to produce high quality services

and deliver these services to the customers.

The cycle of improvement must be regarded as a continuous improvement model
that does not end where some short-tem improvements have been achieved. It must be

carried out on a continuous basis so that problems can be tackled and improvement is
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achieved. The cycle should be gone through again and again, from the first stage to the final

stage, to review progress; and improvement must be continuous.

5.5 CONCLUSION

As stated earlier, the quality ‘gurus’ did not provide a framework for TQM
implementation. As a result, it was necessary to select a generic model -and an
implementation framework to assist the decision-makers in the Saudi public sector in
implementing TQM. Both the model and framework encompassed a set of critical
principles and necessary actions that are needed for implementing TQM. The principles
should provide the decision-makers with a guideline in implementing TQM, and the steps

of the framework should assist the decision-makers to achieve continuous improvement.
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Chapter Six

DATA ANALYSIS AND DISCUSSION I
(Results of Rating the Proposed Implementation Model’s Features)

The overall aim of this chapter is to present and discuss the data gathered through
the empirical study. The data presented in the chapter were gathered by means of a
questionnaire distributed to the sample. The first set of questions intended to identify the
relevance of the proposed model’s elements, concepts, and principles were regarded as
important. The second set of the questions tested to what extent each of the model’s
elements, concepts, and principles was practised within the Ministry of Interior. The last set
of questions gathered general information about the sample. In presenting the results, the
~ first section of the chapter provides general information about the respondents. The second
section deals with the data indicating how the respondents rated the significance of the
elements, concepts, and principles. The third section analyses the relationship between
respondents’ personal data and their rating of the elements, concepts, and principles. The
fourth section discusses the extent to which the elements, concepts, and principles are
currently practised. The last section examines the extent to which the respondents’
demographic variables affected the way they responded to the questions about

implementation of the elements, concepts, and principles.

6.1 CHARACTERISTICS OF THE STUDY GROUP

The study included a total of 546 male personnel employed by the Ministry of
Interior’s headquarters at Riyadh, Saudi Arabia. Their characteristics with respect to their
level of education and occupational cadres and levels within the Ministry, were as

presented in Table 6.1.
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Table 6.1. Characteristics of the Respondents.

Characteristics (N = 546) Number Percent
Level of education
Intermediate School 36 6.5%
High School 180 33.0%
University 281 51.5%
Masters Degree/Doctorate 49 9.0%
Educated abroad?
No 428 79.3%
Yes 112 20.7%
If educated abroad, where?
USA 79 70.3%
UK 17 15.3%
Arab Countries 16 14.4%
Occupational cadre
Administrative 509 93.2%
Technician 37 6.8%
Occupational group
Employee 377 69.0%
Supervisory management 133 5 4' 4%
Middle management 25 4 .6‘77
Top management ' 11 2'0%(;

As shown in Table 6.1, a small percentage (6.5%) of the respondents had only
Intermediate school education, 33.0% had reached High School, while 60.5% had attained
at least University education. The percentage of the respondents who had had part of their
education abroad is quite small (20.7%). Out of the 112 personnel educated or trained
abroad, 70.3% were educated or trained in the United States of America, 15.3% received
their education or training in the United Kingdom, and the rest (14.4%) of the respondents

were trained in various Arab countries.
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Following the Ministry’s occupational categorisation of its personnel, the majority
(509 out of 546) of the respondents, or 93.2%, were in the administrative cadre, and the rest
(37 out of 546) or 6.8% were referred to as “technicians”. The respondents were further
sub-divided into those belonging to the “Employee” group, “Supervisory management”
group, “Middle management” group, and “Top management” group. The percentage of the
respondents representing the employee group was 69.0%. The supervisory management
group represented 24.4% of the respondents. The middle management group represented

4.6%. The top management group represented 2.0% of the respondents.

As stated earlier, the effect of these independent variables (the Demographic

variables) will be discussed in later sections of this chapter.

6.2. RESULTS INDICATING HOW THE RESPONDENTS RATED
THE IMPORTANCE OF THE ELEMENTS, CONCEPTS, AND
PRINCIPLES OF THE MODEL

As stated earlier, the second set of the questions tested to what extent the proposed
model’s elements, concepts, and principles were viewed as important. The intention in
testing the perceived importance of the elements, concepts and principles was to identify to
what extent there is a need for improvement, and consequently for implementing TQM, in
the Ministry of Interior, in particular, and in the Saudi public sector in general. The sample
was asked to rate to what extent each of the model’s elements, concepts, and principles
were important. In rating the elements, concepts and principles, a five-point interval scale

was used ranging from 1 (very important) to 5 (not important at all).

6.2.1. Results of Rating the Contextual (Marco) elements

The first contextual element which is importance was tested is the element of
“Vision”. Table 6.2.1 shows the results of rating the element of “Vision”. To test to what

extent the respondents regarded the principle as important, the respondents were presented
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satisfaction”.
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Table 6.2.1: Vision
Value Label Value (Z;) Employees = Managers
Very Important 1 56.6% 62.6% 43.2%
(309) (236) (73)
Important 2 39.5% 34.7% 50.3%
(216) (131) (85)
Uncertain 3 3.5% 2.1% 6.5%
(19) @ 1)
Not Important 4 4% 5% 0%
) 2 ©)
Not Important at all 5 0% 0% 0%
© © ©
Total 100% 100.0% 100.0%
(546) 377 (169)
Mean Value = 1.476 Std Dev. = .584

The results show that 56.6% of the respondents rated the element as very important
and 39.5% rated it as important. Only 3.5% of the respondents were uncertain, and 0.4% of
them rated it as not important. The mean of 1.476 and the percentages of rating the element

indicate that the element was rated as important.

The results show that 62.6% of employees and 43.2% of managefs rated the element
as very important. In addition to that, 34.7% of employees and 50.3% of managers rated the
element as important. Only 2.1% of employees and 6.5% of managers were uncertain in
rating the importance of the element. Only 0.5% of employees rated the element as not
important, and none of the managers did so. None of the respondents from either group

rated the element as not important at all.

The results indicate that the respondents were generally of the opinion that there
must be a clear vision based on customer satisfaction in the Ministry. This may imply that

respondents are presently not convinced that the Ministry has a clear vision to guide its

future.
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Table 6.2.2 shows the results of rating the element of “Mission”. Respondents were
invited to show their opinions on the statement; “In your organisation, there must be a clear

and written mission statement based on your organisation’s vision” to identify the

importance of the element.

Table 6.2.2: Mission
Value Label Value (Z‘,)) Employees  Managers
Very Important 1 47.3% 50.4% 40.2%
(258) (190) (68)
Important 2 46.7% 42.7% 55.6%
(255) (161) 94)
Uncertain 3 4.6% 53% 3.0%
(25) (20) )
Not Important 4 9% 1.3% 0%
&) &) (V)
Not Important at all 5 5% 3% 1.2%
(©)) 9) 2
Total 100% 100.0% 100.0%
(546) 377) (169)
Mean Value = 1.608 Std Dev. = .672

The results indicate that the majority of respondents regarded the element as
important, as 47% scored it as very important and 46% scored it as important. Only 4.6%
were uncertain about the importance of the element. Just 0.9% of the respondents scored

the element as not important, and 0.5% scored it as not important at all. The mean of 1.608

shows that the element was rated as important to a great extent.

The results show that 50.4% of employees and 40.2% of managers rated the element
as very important. while 42.7% of employees and 55.6% of managers rated the element as
important, indicating that almost all of employees and managers attached considerable
importance to the element. The results show that 5.3% of employees and 3.0% of managers
were uncertain in rating the importance of the element. Only 1.3% of employees rated the

element as not important, and 0.3% of them rated it as not important at all, while 1.2% of

managers rated the element as not important at all.
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The results reveal a large measure of agreement that there must be a clear mission
statement in the Ministry. Commenting on this issue, a respondent stated, “It seems to me
that major problems and deficiencies of our services are due to the lack of a clear Mission
that would provide us with a guideline for providing and improving services. As a result,

the implementation of this element would provide a solution and contribute to fill the gap”.

Table 6.2.3 shows the results for rating the element of “Strategy”. The respondents
were asked to rate to what extent the element was important through the statement, “In your

organisation, there must be a clear and long-term strategy based on your vision and mission

statements”.
Table 6.2.3: Strategy
Value Label Value (Z‘;) Employees = Managers
Very Important 1 54.6% 56.5% 50.3%
(298) (213) (85)
Important 2 42.9% 40.8% 47.3%
(234) (154) (80)
Uncertain 3 2.0% 2.4% 1.2%
(11) €)) 2
Not Important 4 5% 3% 1.2%
3 €Y )
Not Important at all 5 0% 0% 0%
Q) ©) ()
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value = 1.491 Std Dev. = .597

The results show that 54.6% of the respondents rated the element as very important
and 42.9% thought that it was important. A small percentage (2.0%) of the respondents
thought that the element was not important, and a smaller percentage (.5%) thought that it

was not important at all. The mean of 1.491 indicates that the element was rated as

important by the majority of respondents.

The results of rating the importance of the element show that 56.5% of employees

rated the element as very important and 40.8% of them rated it as important while 50.3% of
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managers rated the element as very important and 47.3% of them rated it as important. A

small number of each group 2.4% of employees and 1.2 of managers, were uncertain about
the importance of the element, while of 0.3% of employees and 1.2% of managers rated the
element as not important. None of the respondents from either group rated it as not

important at all.

The results indicate that both groups of respondents were of the opinion that there
must be a clear and long-term strategy in the Ministry of Interior. This would suggest that
the respondents may have recognised a current lack of such an element in the Ministry.
This is confirmed by a respondent’s comment that “Our strategies are based on the
government’s overall strategies and objectives of the five —year plans that indicate what is
to be achieved during the five years in all sectors of the civil service, but we lack such a

strategy as is demanded by your proposed TQM model”.

Table 6.2.4 shows the results of rating the element of “Values”. The importance of
the element was tested by offering the respondents with the statement that “Your

organisation’s values and basic beliefs must be based upon customer satisfaction”.

Table 6.2.4: Values
Value Label Value (Z‘;) Employees  Managers
Very Important 1 64.7% 72.7% 46.7%
(353) (274 79
Important 2 33.1% 25.5% 50.3%
(18D (96) (85)
Uncertain 3 1.1% 1.3% .6%
©) (©) 1)
Not Important 4 9% 3% 2.4%
&) 1) “)
Not Important at all 5 2% 3% 0%
1) 1) ©0)
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value = 1.388 Std Dev. = .581
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The results show that 64.7% of the respondents rated the element as very important
and 33.2% rated it as important. Only 1.1% of the respondents were uncertain about the
importance of the element, and 0.9% rated it as not important, while another 0.2% rated it
as not important at all. The mean of 1.388 indicates that the element is regarded as

important by almost all of the respondents.

Analysis of group responses shows that 72.7% of employees and 46.7% of
managers rated the element as very important. In addition, 25.5% of employees and 50.3%
of managers rated the element as important. These results indicate that both groups of
respondents accepted to a high degree the importance of the element. Only 1.3% of
employees and 0.6% of managers were uncertain in rating the importance of the element.
The results show that 0.3% of employees rated the element as not important, and an equal
percentage of them (0.3%) rated it as not important at all. Only 2.4% of managers rated the

element as not important.

The results indicate that the respondents were to a great extent of the opinion that
the Ministry’s values and basic beliefs must be based upon customer satisfaction. This
would suggest that management and employees of the Ministry are aware of customer
satisfaction and would wish this to be regarded a basic value of the Ministry and, probably,

part of its culture.

Table 6.2.5 shows the results indicating the importance of the “Key Issues” element.
The importance of the element was tested though offering the respondents the statement
that “In your organisation, there must be an effective system that can handle and deal with

all issues raised by your customers and related to quality improvement”.

The results show that the majority of the respondents attached importance to the
element, as 38.6% rated the element as very important and 53.3% rated it as important.
Only 4.8% of the respondents were uncertain about the importance of the element. In
addition, small percentages of the respondents rated the element as not important (2.0%)
and as not important at all (1.3%). Accordingly, the general rating of this element is

positive and towards important. This is confirmed by the mean of 1.740.
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Table 6.2.5: Key Issues

Value Label Value (Z(;) Employees = Managers
Very Important 1 38.6% 42.4% 30.2%
(211) (160) (51)
Important 2 53.3% 50.1% 60.4%
(291) (189) (102)
Uncertain 3 4.8% 3.2% 8.3%
(26) (12) (14)
Not Important 4 2.0% 2.7% 6%
(11) 10) (€))
Not Important at all 5 1.3% 1.6% .6%
) 6 €))
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value = 1.740 Std Dev. =.751

The results show that 42.4% of employees and 30.2% of managers rated the element
as very important; and 50.1% of employees and 60.4% of managers rated the element as
important, while 3.2% of employees and 8.3% of managers were uncertain about the
importance of the element. The results show that 2.7% of employees and 0.6% of managers

rated the element as not important; and 1.6% of employees and 0.6% of managers rated it

as not important at all.

Thus it can be said that both groups recognised the importance of the Key Issues

raised by the customers, and saw a need for an effective system in the Ministry that can

handle and deal with these issues.

6.2.2. Results of Rating the Importance of Operational (Micro) Concepts

The first concept investigated is the “Internal and External Customers” concept. The
statement, “In your organisation, the employees must regard their colleagues as their

internal customers; and must satisfy both their internal and external customers” was
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presented to the sample to identify the extent to which the sample thought the concept was

important. The results of rating the statement are presented in Table 6.2.6.

Table 6.2.6: Internal and External customers
%

Value Label Value N) Employees Managers
Very Important 1 56.5% 51.7% 66.9%
(308) (195) (113)
Important 2 37.0% 41.6% 26.6%
(202) (157) (45)
Uncertain 3 2.9% 1.9% 5.3%
(16) ) ®)
Not Important 4 3.1% 4.0% 1.2%
a7 5) 2
Not Important at all 5 5% .8% .0%
3) 3) )
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value = 1.544 Std Dev. =.749

The results presented in Table 6.2.6 show that majority of respondents attached
importance to this concept, as 56.5% of them rated it as very important, and 37.0% of them
rated it as important. Only a small percentage (3.1%) of respondents thought that the
concept was not important, while 0.5% of them rated it as not important at all. The rest of

the respondents (2.9%) were uncertain. The mean of 1.544 and standard deviation of .749

indicate that almost all respondents rated the concept as being important.

The results show that both groups rated the concept as an important concept to a
great extent, as a large percentage (66.9%) of managers rated it as very important and a
further 26.6% of them rated it as important. Only 5.3% of managers were uncertain about
the concept’s importance and 1.2% of them rated it as not important. The results show that
51.7% of employees rated the concept as very important and 41.6% of them rated it as
important. 1.9% of employees were uncertain, which is smaller than the percentage of
managers who were uncertain. The results indicate that 4.0% of employees rated the
concept as not important; and 0.8% of them rated it as not important at all. The results

indicate that the managers placed a greater importance on the concept than the employees
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did, as a higher percentage of them, than of employees, rated it very important. This would
suggest that there was a greater awareness amongst them about the importance of regarding
the employees as customers and satisfying them, which is a surprising finding, as the
employees were expected to rate the concept as very important to a greater extent than the
managers, since the main focus of the concept was the employee‘s. This could be due to

their misunderstanding of the statement.

Table 6.2.7 shows the results indicating the importance of the “Customer
Satisfaction” concept, which was tested through the statement, “The personnel of your

organisation should realise the importance of customer satisfaction and must work towards

meeting and exceeding customers’ requirements and expectations”.

Table 6.2.7: Customer Satisfaction

Value Label Value : (j{;.’) Employees = Managers
Very Important 1 53.7 % 54.6% 51.5%
(293) (206) (87)
Important 2 40.8 % - 39.5% 43.8%
(223) (149) (74)
Uncertain 3 33% 2.9% 4.1%
(18) (11) ()
Not Important 4 2.0 % 2.7% 6%
(11) (10) 1)
Not Important at all 5 2% 3% 0%
9] €Y )
Total 100.0 % 100% 100%
(546) (377) (169)
Mean Value = 1.540 Std Dev. = .680

The results show that 53.7% of respondents rated the concept of Customer
Satisfaction as very important, 40.8 % of them rated it as important, 3.3 % were uncertain,

2.0 % rated it as not important, and 0.2% rated it as not important at all.

In terms of respondents’ occupational level, the results show that 54.6% of
employees rated the concept as very important, 39.5% of them rated it as important, 2.9%

were uncertain, 2.7% of them rated it as not important, 0.3% rated it as not important at
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all. The results show that 51.5% of managers rated the concept as very important, 43.8% of
them rated it as important, 4.1% of them were uncertain, and .6% of them rated it as not
important. The results show none of the respondents at the managers’ level rated the
concept as not important at all. The results show that there was a great recognition of the
importance of the Customer Satisfaction concept amongst the respondents from both
groups. This would suggest that the personnel of the Ministry recognised the importance of
the concept to be implemented in the Ministry in order to improve its services and

management processes.

The results presented in Table 6.2.8 show the extent to which the respondents rated
the importance of the “Teamwork” concept, which was presented to the sample through
the statement, “In your organisation, senior managers and employees must give teamwork a

critical importance”.

Table 6.2.8: Teamwork
Value Label Value (Z; ) Employees = Managers
Very Important 1 63.9% 53.8% 86.4%
(349) (203) (146)
Important 2 14.5% 16.4% 10.1%
(79) (62) an
Uncertain 3 20.1% 28.4% 1.8%
(110) (107) (3)
Not Important 4 1.5% 1.3% 1.8%
(8) 3) 3)
Not Important at all 5 .0% .0% .0%
© ) )
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value =1.592 Std Dev. = .857

The results presented in Table 6.2.8 show that 63.9% of the respondents rated the
concept as very important, and 14.5% rated it as important. The results show that more than
75% of the respondents regarded the concept as important. Only 20.1% of the respondents

were uncertain and 1.5% rated the concept as not important. The mean of 1.592 shows that
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the responses were included towards rating the concept as very important. The standard

deviation of .857 shows a very small variance between the responses.

The results of rating the importance of the Teamwork concept show that the
managers rated the concept as a very important one, to a greater extent than did the
employees, as 86.4% of them rated it as very important, while 53.8% of employees rated it
as very important. This would imply that there was a higher recognisation amongst
managers about the importance of teamwork. The results show that 16.4% of employees
rated the concept as important and 10.1% of managers rated it as important. The results
show that a larger percentage of employees than managers were uncertain about the
importance of the concept; 28.4% of them were uncertain, compared with only 1.8% of
managers. The results indicate that 1.3% of employees rated the concept as not important,
and 1.8% of managers rated it also as not important. None of the respondents from either

group rated it as not important at all.

The results indicate that both groups recognised the importance of Teamwork in
improving quality and tackling problems, but the managers seem to be more aware of the
concept than the employees. This would reflect their greater awareness of tackling quality
and improvement issues through the teamwork.; it could be that the managers felt that the
employees are unaware of the concept and wished for the concept to be recognised and
promoted among the employees. However, the results suggest that the personnel of the
Ministry placed a great importance on the concept of Teamwork, which would imply their

willingness to conduct the tasks of improvement through teamwork.

In relation to the Teamwork concept, one respondent stated, “As a civil service
employee for a long period of time, I have never been encouraged to think of working in
teams. I believe that many, if not all, employees in the civil service sector haven’t got the
opportunity to work in teams. We believe in teamwork as a critical working method to be
adopted in the Saudi public sector. With teamwork, in my opinion, many issues that we are
facing and intending to improve would be manifested and tackled. The concept is highly

recommended to be implemented”.
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The results provided in Table 6.2.9 show how the respondents rated the concept of
“Quality Through People”, a concept which was presented to the sample as: “In your
organisation, senior managers must recognise that the quality can be achieved through

people rather than through the organisation’s systems or procedures”.

Table 6.2.9: Quality Through People

Value Label Value (j/;‘; ) Employees = Managers
Very Important 1 66.7% 64.7% 71.0%
(364) (244) (120)
Important 2 26.8% 29.2% 21.9%
(147) (110) 37
Uncertain 3 4.8% 4.0% 6.5%
(26) (15) an
Not Important 4 1.5% 1.9% 6%
8 () €3]
Not Important at all 5 2% 3% 0%
€)) €9) ©)
Total 100% 100.0% 100.0%
(546) 377) (169)
Mean Value = 1.416 Std Dev. = .670

The results of rating the concept of Quality Through People show that overall
66.7% of the respondents scored the concept as very important, and another 26.9% of them
scored it as important. The percentage of those who were uncertain was 4.8%, and those
who regarded it as not important represented 1.5%. The results show that only 0.2% of
respondents rated the concept as not important at all. The standard deviation of .670 shows

that there was very little variance between the responses. The mean of 1.416 shows that

most of the respondents rated the concept as important.

The results of rating the concept show that a large percentage (64.7%) of
employees, and a larger percentage (71.0%) of managers rated the concept as very
important. Also, a relatively percentage (29.2%) of employees and 21.9% of managers
rated the concept as important, indicating that both groups were broadly in agreement on
the importance of the concept. Only 4.0% of employees and 6.5% of managers were

uncertain about the importance of the concept. Only 1.9% of employees rated it as not
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important, and 0.3% of them rated it as not important at all. Only 0.6% of managers rated

the concept as not important, and none of them rated it as not important at all.

The results imply that the employees and managers of the Ministry are aware of the
importance of people in improving and achieving quality, and that quality can be achieved
only through people. This would suggest that people and their contributions and

achievements in the improvement process are being recognised.

The results indicate that both groups of the respondents believed that the
organisation’s systems must be incorporated and work as a part of one system in order to
achieve quality and improved processes. The results obviously indicate that the personnel

of the Ministry recognised the need for the concept’s implementation in the Ministry.
Table 6.2.10 shows the results of rating the importance of the “Quality on All

Agendas” concept. To test the importance of the concept, the sample was offered the

statement that “Quality issues must be on all agendas of your senior managers”.

Table 6.2.10: Quality on All Agendas

Value Label Value (Z‘;) Employees Managers
Very Important 1 30.4% 29.2% 33.5%
(166) (110) (56)
Important 2 54.2% 54.4% 54.5%
(296) (205) (C2))
Uncertain 3 4.8% 5.0% 4.2%
(26) (19 @)
Not Important 4 10.0% 11.1% 7.8%
(55) (42) 3)
Not Important at all 5 2% 3% 0%
@ €9) ©)
Total 100% 100.0% 100.0%
(546) 377) 167

No Response = .4 (2) Mean Value = 1.950  Std Dev = .879

The results show that 30.4% of the respondents rated the concept as very important

and 54.2% of them rated it as important, while 4.8% of the respondents were uncertain. In
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addition, 10.0% of the respondents rated it as not important, and another 0.2% rated of
them it as not important at all. A percentage of 0.4 was a missing value. The mean of 1.950
and standard deviation of .879 show that the concept was rated as important to a great

extent.

The results show that the two groups of the respondents equally rated the concept as
important, as 54.4% of employees rated it as important, as 54.5% of managers. A small
percentage (29.2%) of employees rated the concept as very important and 33.5% of
managers rated it as very important, indicating that the majority of the respondents rated the
concept as important only. Nevertheless, the results show that they all Agreed in general on
the importance of the concept, as only a small percentage rated it as not important. The
results show that 5.0% of employees and 4.2% of managers were uncertain about the
importance of the concept. Only 11.1% of employees and 7.8% of managers rated the
concept as not important. The results show that only 0.3% of employees rated it as not

important at all; and none of the managers rated it as so.

The results indicate that both employees and managers Agreed to a great extent that
quality issues must be on all management’s agendas. This would imply their willingness to
regard quality as an important factor in conducting the work and improvement processes,

and possibly as part of the Ministry’s culture.

Table 6.2.11 shows the results indicating the importance of the “All Work is
Process” concept, which was presented to the sample as “Your senior managers and
employees must realise that the quality improvement process is a process rather than a

project”.
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Table 6.2.11: All Work is Process

Value Label Value (Z‘;) Employees = Managers
P R R R R R U R RRRRRRRRRRRRRRBRRERRRRERESSSSEEEEBBZE——.
Very Important 1 56.6% 50.8% 69.8%
(309) (191) (118)
Important 2 26.7% 30.9% 17.8%
(146) (116) (30)
Uncertain 3 4.9% 5.3% 4.1%
27 (20) @)
Not Important 4 11.2% 12.5% 8.3%
(61) (47) (14)
Not Important at all 5 4% 5% 0%
2) (2) )
Total 100% 100.0% 100.0%
(546) (376) (169)

No Response = .2% (1) Mean Value = 1.717 Std Dev = 1.010

The results indicate that the 56.6% of the respondents regarded the concept as very
important, while another 26.7% regarded it as important. Only 4.9% of the respondents
were uncertain about the concept’s importance. The results show that 11.2% of the
respondents rated the concept as not important, and .7% rated it as not important at all.
There was a missing value of 0.2%. The mean and standard deviation indicate that the

concept was rated as important by almost all respondents.

Analysis of responses by group shows that about half of employees (50.8%) rated
the concept as very important, and the other half of them were either uncertain (5.3%) or
rated it as not important (12.5%) and not important at all (0.5%). The majority of managers
rated the concept as important, as 69.8% of them rated it as very important and 17.8% rated
it as important. Whereas 4.1% of managers were uncertain about the importance of the
concept, 8.3% of them rated it as not important, and none of them rated it as not important
at all.

The results indicate that both the employees and managers of the Ministry were of
the opinion that the work and improvement processes in the Ministry must be regarded as
processes in order to produce appropriate quality services, which suggests that they would

regard and carry out the improvement processes accordingly if the concept is implemented.
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Table 6.2.12 shows the results indicating the importance of the “Management
Commitment” concept, which was tested through the statement, “Your senior managers
must realise that quality improvement requires senior managers’ commitment and

participation”.

The results show that 81.0% of the respondents rated the concept as very important
and 15.3% of rated it as important. Only 3.5% of the respondents were uncertain, and 0.2%
rated it as not important. The response percentage and the mean of 1.229 indicate that the
concept was generally rated as important. The standard deviation also shows a very small

variance of .508.

Table 6.2.12: Management Commitment

Value Label Value (7\/0) Employees = Managers
Very Important 1 81.0% 80.4% 82.2%
(442) (303) (139)
Important 2 15.3% 15.6% 14.8%
(84) (59) (25)
Uncertain 3 3.5% 3.7% 3.0%
19 (14) )
Not Important 4 2% 3% 0%
@ €3] (V)
Not Important at all 5 0% 0% 0%
© ©) ©)
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value = 1.229 Std Dev = .508

The results of rating the concept show similar patterns of response between
employees and managers in their ratings of the importance of the concept. It can be seen
that 80.4% of employees and 82.2% of managers rated the concept as very important, while
15.6% of employees and 14.8% of managers rated it as important. In addition, 3.7% of
employees and 3.0% of managers were uncertain about the importance of the concept.
Only 0.3% of employees rated the concept as not important, and none of the respondents

from either group rated the concept as not important at all.
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The results show that both the employees and managers equally recognised the
importance of the concept and Agreed that the management must show visible commitment
and participation in quality improvement processes. The high rating given by managers to
the concept implies that the management realised the importance of showing visible
commitment and participation in quality improvement processes, which would suggest their
willingness to show commitment to any quality improvement processes introduced. On the
other hand, a respondent cast doubt on whether this could be achieved in practice, stating:
“The concept of Management Commitment is very important to be implemented to get the
management involved in the improvement process and make them feel and recognise the
achievements of the employees, but it seems to me it would be very difficult to get the

management involved due to our social values and management style”.

Table 6.2.13 shows the result indicating the importance of the “Prevention” concept,
which was investigated by providing the sample with the statement that “Your senior
managers and employees must realise that preventing the causes of the problems will cost

less than rework and correcting errors”.

Table 6.2.13: Prevention

Value Label Value (Z?) Employees Managers
R I )/
Very Important 1 79.1% 79.6% 78.1%
(432) (300) (132)
Important 2 15.7% 15.4% 16.6%
(86) (58) (28)
Uncertain 3 4.6% 4.8% 4.1%
(25) (18) @)
Not Important 4 2% 3% 0%
1) ) )
Not Important at all 5 4% 0% 1.2%
2) ) 2)
Total 100% 100.0% 100.0%
(546) (377) (169)
Mean Value = 1.269 Std Dev. = .586
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The results show that 79.1% of the respondents rated this concept as very important
and another 15.7% of them rated it as important. Only 4.6% of the respondents were
uncertain, and 0.2% rated it as not important. In addition, 0.4% of the respondents rated it
as not important at all. The mean of 1.269 shows that the concept was rated as important

by the majority of the respondents.

The results of rating the concept of Prevention also show an equal distribution of
the percentages of employees and managers in rating the concept. The results show that
79.6% of employees and 78.1% of managers rated the concept as very important; and
15.4% of employees and 16.6% of managers rated the concept as important. Also similar
were the levels of uncertainty: 4.8% of employees and 4.1% of managers were uncertain
about the importance of the concept. Only one employee and none of the managers rated
the concept as not important, while just 1.2% of managers rated the concept as not
important at all, but none of the respondents from the employees’ level rated it as not

important at all.

The results indicate that there was broad agreement among the respondents from
both levels about the importance of the concept, indicating that they believe in preventing
the causes of errors and problems at the source, which would cost less than rework and
correcting errors or problems. This would suggest that the personnel of the Ministry might

be conducting the work according to this belief.

Table 6.2.14 shows the results indicating the importance of the “Continuous
Improvement Cycle” concept, which was tested through the statement, “In your
organisation, the managers and employees must realise that the process of improvement is a
continuous process that never ends, and should conduct the task of improvement

accordingly”.
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Table 6.2.14: Continuous Improvement Cycle

Value Label Value (jf;) Employees = Managers
Very Important 1 61.4% 60.7% 62.7%
(335) (229) (106)
Important 2 29.5% 28.9% 30.8%
(161) (109 (52)
Uncertain 3 1.3% 1.6% .6%
@) ©) €))
Not Important 4 7.7% 8.5% 5.9%
(42) (32) (10)
Not Important at all 5 2% 3% 0%
€Y) Y] 0)
Total 100% 100% 100%
(546) (377) (169)
Mean Value = 1.560 Std Dev. = .870

The results show that 61.4% of respondents rated the concept of Continuous
Improvement Cycle as very important, 29.5% of them rated it as important, 1.3% were
uncertain, 7.7% rated it as not important, and 0.2% rated it as not important at all.

In terms of respondents’ occupational level, the results show that 60.7% of
employees rated the concept as very important, 28.9% of them rated it as important, 1.6%
were uncertain, 8.5% of them rated it as not important, 0.3% rated it as not important at
all. The results show that 62.7% of managers rated the concept as very important, 30.8% of
them rated it as important, 0.6% of them were uncertain, and 5.9% of them rated it as not
important. The results show none of the respondents at the managers’ level rated the
concept as not important at all. The results show that there was a great recognition of the
importance of the concept amongst the respondents from both groups. This would suggest
that the personnel of the Ministry recognised the importance of the concept to be

implemented in the Ministry in order to improve its services and management processes.

Table 6.2.15 shows the results indicating the importance of the “Measurement”
concept, which was tested through the statement, “In your organisation, both the managers
and employees, must realise that the progress of quality improvement must be measured

and evaluated in order to achieve improved services and management processes”.
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Table 6.2.15: Measurement

Value Label Value (Z;)) Employees  Managers
Very Important 1 66.3% 66.2% 68.0%
(362) (247) (115)
Important 2 22.0% 21.2% 24.3%
(120) (79 41D
Uncertain 3 10.8% 12.3% 7.7%
(59) (46) (13)
Not Important 4 2% 3% 0%
€] €] ©
Not Important at all 5 0% 0% 0%
© © ©
Total 100% 100% 100%
(546) (373) (169)

No Response =.7 %(4)  Mean Value = 1.44 Std Dev. = .690

The results of rating the importance of the Measurement concept show that 66.3%
of respondents rated the concept as very important, 22% of them rated the concept as
important. The results show that 10.8% of respondents were uncertain, 02% of

respondents rated it as not important, and none of them rated it as not important at all.

The results show that 66.2% of employees rated the concept as very important,
21.2% of them rated it as important, 12.3% of them were uncertain, and 0.3% of them rated
it as not important. At the management level, 68.0% of managers rated the concept as very
important, 24.3% of them rated the concept as important, and 7.7% of them were
uncertain. None of respondents at the management level rated the concept as not important.
The resuits show that none of respondents from both groups rated the concept as not

important at all.

The results show that the concept was rated as important to a high extent, which
indicates that both the employees and managers of the Ministry recognised the importance

of the Measurement concept and realised the need for its implementation in the Ministry.
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6.2.3. Results of Rating the Principles

The first principle that was tested is the principle of “Customer is King”. The
sample was asked to rate to what extent the principle of “Customer is King” was important
by responding to the statement that “Your organisation must regard the customer as a king
(the quality of its services must be judged by the customers)”. The results of rating this

statement are illustrated in Table 6.2.16.

Table 6.2.16: Customer is King

Value Label Value (Z‘;) Employees = Managers
Very Important 1 57.7% 69.7% 31.7%
(315) (262) (53)
Important 2 33.5% 21.3% 61.7%
(183) (80) (103)
Uncertain 3 4.9% 5.6% 3.0%
(26) 21) 3)
Not Important 4 1.6% 1.1% 3.0%
9 @ 3)
Not Important at all 5 1.8% 2.4% 6%
(10) (©)) (€9)
Total 100% 100.0% 100.0%
(546) (376) (167)

No Response = .5 (3) Mean Value = 1.556 Std Dev. = .815

The results presented in Table 6.2.16 show that 57.7% of the respondents rated the
principle as very important. Another 33.5% scored it as important. A further 4.9% of the
respondents were uncertain about the principle’s importance. The rest of the respondents
rated the principle as not important (1.6%) and not important at all (1.8%). A percentage of
.5 was a missing value. The mean rating of the principle (1.556) and the standard deviation

(.815) show that the majority of the respondents rated the principle as important.

The results show that the employees rated the principle as more important than the
managers, as 69.7% of the former rated it as very important, while only 31.7% of the

managers does so. The majority of managers (61.7%) rated the principle as important. 5.6%
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of employees and 3.0% of managers were uncertain about the importance of the principle
or preferred not to rate it as important or not important. A low percentage (1.1%) of
employees and (3.0%) of managers rated the principle as not important; but a higher
percentage (2.4%) of employees rated it as not important at all, and a lesser percentage
(.6%) of managers rated it as not important at all. The greater percentage of employees
than managers rating the principle as very important may indicate that the employees
recognised the lack of the principle’s implementation, as a result of their involvement in
matters and issues related to the customers, and their awareness that the implementation of
the principle would contribute to understanding customers’ needs and dealing with them

more effectively.

However, the overall results of rating the principle imply that there was awareness
amongst the employees and management of the Ministry of Interior about the importance of
customers, and that there must be an emphasis in the Ministry on regarding the customer as

a king and that the customer must judge the quality of services.

The second principle whose importance was explored was the principle of
“Everyone Participates”. The statement that “In your organisation employees and senior
managers, as well as customers and suppliers must participate in the quality improvement
process, if this process is to achieve its goals” was presented to the sample to identify to
what extent the respondents rated the importance of the principle. The results of rating the

statement are presented in Table 6.2.17.
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Table 6.2.17: Everyone Participates

Value Label Value ({,/Vo) Employees  Managers
Very Important 1 68.9% 68.6% 69.8%
(376) (258) (118)
Important 2 24.5% 26.3% 20.7%
(134) (99) (35)
Uncertain 3 4.8% 4.0% 6.5%
(26) (15) (11)
Not Important 4 9% 5% 1.8%
5) 2) €)
Not Important at all 5 1% 5% 1.2%
G 2) 2)
Total 100% 100.0% 100.0%
(546) (376) (169)

No Response = .2% (1)  Mean Value = 1.398 Std Dev. = .692

The results presented in Table 6.2.17 indicate that the principle was rated as very
important, as 68.9% of the respondents rated it as very important and 24.5% as important.
Therefore, it could be concluded that the principle was to a great extent seen as an
important principle by the majority of respondents. A small percentage of the respondents
were uncertain (4.8%), a smaller percentage (0.9%) rated it as not important, and even
fewer percentage (0.7%) rated it as not important at all. The missing value was 0.2%. The
mean score of 1.398 indicates that the majority of respondents scored the principle as

important in general, while the variance of .692 indicates the way responses were spread.

The results show that both groups, to a great extent, rated the principle as an
important one, as a large percentage (66.9%) of managers rated it as very important and a
further 26.6% of them rated it as important. Only 5.3% of managers were uncertain about

its importance, and 1.2% of them rated it as not important.

The results show that an almost equal percentage of employees and managers rated
the principle as very important: 68.6% of employees and 69.8% of managers. 26.3% of
employees rated the principle as important, compared with 20.7% of managers. A larger
percentage of managers, than of employees, was uncertain, as 6.5% of them were uncertain

and only 4.0% of employees were uncertain. The results indicate that 0.5% of employees

162



Chapter Six Data Analysis and Discussion I

rated the principle as not important, and the same percentage of them rated it as not
important at all. The results show that 1.8% of managers rated it as not important and 1.2%

of them rated it as not important at all.

The results indicate, as stated earlier, that both the employees and managers
recognised the importance of the principle to an equal extent, which suggests that both
groups of the respondents believed firmly in the principle of involving everyone as an
important factor in the improvement processes. This would suggest that there is awareness
amongst the personnel of the Ministry of Interior about the importance of everyone
participating, from the employees and management, to suppliers and customers. one
respondent stated, “The principle of everyone participates seems to me to be the most
important principle to be implemented in the Ministry of Interior and the Saudi public
sector, since its implementation would provide the machinery to involve everyone in the
improvement processes. Without this, factors such as decision-making, achievements in the
improvement processes, etc. would remain dominated by the management. This would
result in dissatisfaction of employees and their lack of concern for the improvement
processes, and quality management itself, if the decision is taken to implement it in the

Ministry”.

The importance of the “Aligned Corporate Systems” principle was tested through
offering the sample the statement that “Your organisation’s systems must be corporate and
supportive if you have to improve and achieve quality”. The results of rating the

importance of the principle are presented in Table 6.2.18.
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Table 6.2.18: Aligned Corporate Systems

Value Label Value (Z;) Employees Managers
Very Important 1 68.1% 83.3% 58.2%
(372) (280) (92)
Important 2 20.0% 13.7% 39.9%
(109) (46) (63)
Uncertain 3 2.0% 2.4% 1.9%
€3] ® 3
Not Important 4 2% 3% 0%
1) 1) ©)
Not Important at all 5 2% 3% 0%
9] 1) ©)
Total 100% 100.0% 100.0%
(546) (336) (158)

No Response = 9.5% (52) Mean Value = 1.279 Std Dev. = .532

The results show that 68.1% of the respondents rated the principle as very
important, and another 20.0% of them rated it as important. The percentage of those who
were uncertain was 2.0%. The percentage of those who rated it as not important was 0.2%,
and the percentage of those who rated it as not important at all was also 0.2%. The missirig
value was 9.5%. The mean of 1.279, with the percentages of those who rated the principle

as important, confirms that the principle is regarded as important to a great extent.

The analysis of responses by occupational group shows that the employees rated the
principle as very important to a great extent (83.3%) than the managers (58.2%). The
largest percentage of the respondents who rated the principle as important were managers,
as 39.9% of them rated it as important; only 13.7% of employees rated it as important. The
results show that 2.4% of employees were uncertain, and 1.9% of managers were also
uncertain. The results show that 0.3% of employees rated the principle as not important; an
equal percentage of them (0.3%) rated it as not important at all. None of the managers rated

the principle as either not important or not important at all.

Table 6.2.19 shows the results of rating the principle of “Continuous Improvement”.

To test the extent to which the respondents regarded the principle as important, the

164



Chapter Six__Data Analysis and Discussion I

statement, “The quality improvement process of your organisation must be carried out and

regarded as a continuous process that never ends” was presented to the respondents.

Table 6.2.19: Continuous Improvement

Value Label Value (Z(;) Employees = Managers
Very Important 1 78.5% 76.9% 82.7%
(429) (290) (139)
Important 2 10.8% 11.1% 10.1%
(59) (42) 17)
Uncertain 3 1.1% 1.1% 1.2%
(©) @ (2)
Not Important 4 9.2% 10.6% 6.0%
(50) (40) (10)
Not Important at all 5 2% 3% 0%
€] €Y (V)
Total 100% 100.0% 100.0%
(546) (377) (168)
No Response = .2% (1) Mean Value = 1.413 Std Dev = .916

The results show that 78.5% of the respondents rated the principle as very important
and 10.8% of them rated it as important. Only 1.1% of the respondents were uncertain
about that the importance of the principle. While 9.2% of respondents rated the principle as
not important, 0.2% of them rated it as not important at all. The missing value was 0.2%.

The mean of 1.413 indicates that the principle was seen as important to a great extent, with

a small variance of .916.

The results show that the employees and managers Agreed to a great extent on the
importance of the principle, as 76.9% of employees and 82.7% of managers rated it as very
important; and another 11.1% of employees and 10.1% of managers rated it as important.
A very small percentage (1.1%) of employees and (1.2%) of managers were uncertain
about the principle’s importance. In addition, 10.6% of employees and 6.0% of managers

rated the principle as not important; and 0.3% of employees rated it as not important at all.
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The results indicate that there was a general agreement, to a great extent, amongst
employees and managers, that improvement processes need to be undertaken on a

continuous basis.

Table 6.2.20 shows the results of rating of the “Quality Measurement” principle.
The respondents were asked to rate to what extent the principle was significant by
responding to the statement that “The quality improvement process of your organisation

must be evaluated, reviewed, and measured if it is to achieve its planned goals”.

Table 6.2.20: Quality Measurement

Value Label Value (Z‘; ) Employees =~ Managers
Very Important 1 70.9% 71.0% 73.2%
(387) (264) (123)
Important 2 16.1% 15.3% 18.5%
(88) (57 (31
Uncertain 3 11.5% 13.2% 8.3%
(63) (49) (14)
Not Important 4 2% 3% 0%
€3] 1) ©
Not Important at all 5 2% 3% 0%
€9) €)) ©)
Total 100% 100.0% 100.0%
(546) (372) (168)
No Response = 1.1% (6) Mean Value = 1.409 Std Dev = .714

The table shows that 70.9% of the respondents rated this principle as very important
and 16.1% rated it as important. Only 11.5% were uncertain whether or not the principle
was important. The results show that 0.2% of respondents rated the principle as not
important and another 0.2% of them rated it as not important at all. The missing value was
1.1%. The mean of 1.409 and standard deviation of .714 indicate that almost all

respondents rated the principle as important.

The results show that similarly a high percentages of the respondents from both
groups rated the principle as very important (71.0% of employees and 73.2% of managers)
and important (15.3% of employees and 18.5% of managers) but a relatively high
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proportion (13.2% of employees and 8.3% of managers) were uncertain about the
importance of the principle; the percentages of uncertain responses are high compared to
the percentages for the other principles. Two respondents, each representing 0.3%, from the
employees’ level rated the principle as not important or not important at all. None of the
respondents from the managers’ level rated the principle as not important or not important

at all.

The results show that the majority of the respondents from both groups were of the
opinion that quality and its improvement processes need to be measured and evaluated in
order to identify progress and achievements, and to achieve the organisation’s goals. The
results suggest that the personnel of the Ministry are aware of the importance of

measurement, which implies their awareness of knowing the progress of quality.

The results presented and discussed above indicate that all of the elements,
concepts, and principles presented to the sample were generally rated as important. This
would suggest that the respondents, at both the managerial and employees’ levels, were of
the opinion that there is a need in the Ministry of Interior for the elements, concepts and
principles’ implementation in order to improve the quality of its services and the
management process. This may also suggest that there is a lack for such elements, concepts,

and principles’ implementation and practice in the Ministry.

The following section examines whether or not the respondents’ other demographic
characteristics (Education Level, Place of Education, and Type of Occupation) affected

their rating of the importance of the elements, concepts, and principles.
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6.3 RESULTS INDICATING THE EFFECT OF THE DEMOGRAPHIC
VARIABLES ON RATING THE IMPORTANCE OF THE
MODEL’S FEATURES

This section presents the data indicating the extent to which the respondents’
demographic characteristics affected the way they rated the importance of the elements,

concepts and principles. The hypothesis tested throughout this section is:

“The respondents’ level of education, place of education, and occupation level will be

significantly related to the way the respondents perceived the importance of the concepts.”

The effects of the demographic variables were tested by means of Chi-square test
performed with SPSS. The test is used to illustrate whether or not there was a possible
significant relationship between the respondents’ demographic variables (independent
variables) and the way the respondents rated the features of the model (dependent

variables) with a probability level of p< .05 taken as criterion of significance.

The results presented in Table 6.3.1 show the extent of association between the

respondents’ Education and the way they rated the importance of the elements, concepts

and principles.
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Table 6.3.1 Chi-square and Means Showing the Effect of the Education Variable on

Rating the Importance of the Model’s Features.

Chi-sguare | The Mean |
Features Chi- AS)fmp. Intermediate High School University IL)'IO a:tt::af;

Square  Sig. (N=36)  (N=180) ~ (N=281) " \_4)
1 [Vision 85.434 .00 1.17 1.23 1.62 1.76
2 Mission 12.095 .00 1.47 1.53 1.64 1.80
3 [Strategy 19.145 .00 1.22 1.42 1.54 1.67
4 [Values 103.174 .00 1.11 1.12 1.51 1.86
5 [Key Issues 27.132 .00 2.25 1.52 1.80 1.86
6 |Internal External Customers 21.319 .00 2.00 1.51 1.57 1.20
7 Customer Satisfaction 3.335 .34 1.83 1.53 1.53 1.43
8 [Team Work 178.114 .00 1.53 2.28 1.25 1.08
9 |Quality Through People 17.081 .00 1.89 1.43 1.40 1.12
10 |Quality on all Agendas 3.030 38 1.86 1.78 2.10 1.78
11 |All Work is Process 37.115 .00 2.11 1.56 1.89 1.04
12 Management Commitment 12.643 .00 1.42 1.17 1.26 1.10
13 |Prevention 89.170 .00 2.00 1.10 1.31 1.14
14 (Continuous Improvement Cycle | 28.138 .00 1.61 1.28 1.77 1.33
15 Measurement 33.700 .00 1.38 1.24 1.63 1.16
16 |Customer is King 85.735 .00 2.08 1.22 1.65 1.84
17 [Everyone Participates 20.994 .00 1.33 1.54 1.35 1.20
18 [Aligned Corporate Systems 81.500 .00 1.36 1.05 1.37 1.65
19 |Continuous Improvement 58392 .00 1.44 1.07 1.69 1.06
20 |Quality Measurement 64.530 .00 1.30 1.13 1.65 1.10

Note: Significant Chi-square values are at p<.05
Value (Very Important = 1, Important = 2, Uncertain = 3, Not Important = 4, Not Important at all = 5)

The results indicate that the variable of Education significantly affected the way the
respondents rated the elements, concepts and principles, as it showed a significant
association with the rating of all elements, concepts and principles, except the concepts of
Customer Satisfaction and Quality on All Agendas. The mean scores indicate that
respondents with High School, Master and Doctorate levels of education rated the elements,

concepts and principles as more important than those with Intermediate or University levels
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of education. The high rating of the elements, concepts and principles as important by the
respondents with the High School level of education could be due to the fact that
respondents with this level of education are more involved in the work processes, as the
majority of them conduct the operative tasks and functions of the organisation; as a result,
they may have noticed the lack of implementation of the elements, concepts and principles
within their departments and units, and recognised the need for them to be introduced. The
high rating of the elements, concepts and principles as important by the respondents with
Master and Doctorate levels of education is possibly due to their level of education, which
enabled them to recognise the status quo of the organisation and importance of the

elements, concepts and principles.

Overall, the results indicate that when respondents are grouped by level of
education, there are statistically significant differences between the means of the four
groups of respondents in rating the importance of the elements, concepts and principles.

This would support the hypothesis presented above.
The results presented in Table 6.3.2 show the extent to which the respondents’ Place

of Education affected the way the respondents rated the importance of the elements,

concepts and principles.
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Table 6.3.2 Chi-square and Means Showing the Effect of the Place of Education
Variable on Rating the Importance of the Model’s Features.

Chi-sguare | The Mean '

Features Chi- Asymp.| Saudi USA UK CO’:; ‘:ﬁe .

Square  Sig. | (N=428)  (N=79)  N=1) O
1 |Vision 11.991 .00 1.43 1.58 1.82 1.75
2 Mission 2473 48 1.61 1.57 1.88 1.50
3 [Strategy 12.258 .00 1.51 1.39 1.82 1.13
4 |Values 13.652 .00 1.34 1.57 1.76 1.25
5 [Key Issues 5900 .11 1.70 1.78 2.12 1.94
6 |Internal External Customers 16.372 .00 1.58 1.37 1.24 1.81
7 |Customer Satisfaction 439 .22 1.56 1.47 141 1.56
8 [Team Work 40.892 .00 1.71 1.13 1.18 1.13
9 |Quality Through People 3904 .27 1.43 1.27 1.53 1.44
10 |Quality on all Agendas 12.207 .00 2.01 1.65 2.00 1.63
11 |All Work is Process 29.363 .00 1.82 1.24 1.35 1.56
12 Management Commitment 4208 .24 1.22 1.22 1.24 1.44
13 [Prevention 2916 .40 1.26 1.29 1.18 1.31
14 (Continuous Improvement Cycle | 7.963 .04 1.62 1.30 1.35 1.44
15 Measurement 15921 .00 1.50 1.27 1.00 1.38
16 |Customer is King 29.791 .00 1.50 1.71 2.06 1.69
17 [Everyone Participates 11938 .00 1.38 1.42 1.29 1.87
18 [Aligned Corporate Systems 33.257 .00 1.22 1.38 2.00 1.31
19 |Continuous Improvement 16.048 .00 1.49 1.08 1.24 1.13
20 |Quality Measurement 9.632 .02 1.45 1.22 1.24 1.38

Note: Significant Chi-square values are at p<.05
Value (Very Important = 1, Important = 2, Uncertain = 3, Not Important = 4, Not Important at all = 5)

The results indicate that there were statistically significant differences between the
mean responses of respondents educated in different places, in rating the importance of 14

out of the 20 elements, concepts and principles.
Looking at the mean scores, it can be seen that respondents who had studied abroad

rated the elements, concepts and principles as important to a greater extent than the other

groups, which suggests that they were more aware of the elements, concepts and principles
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than the other groups. This is possibly due to the lack of appropriate emphasis on quality
management subject in the Saudi educational institutes.

The results indicate that the variable of place of education significantly affected the
way the respondents rated the importance of the elements, concepts and principles. This
would be consistent and support the hypothesis presented above.

The results shown in Table 6.3.3 indicate the extent to which the variable of
Occupation affected the way the respondents rated the importance of the elements, concepts

and principles.

Table 6.3.3 Chi-square and Means Showing the Effect of the Occupation Variable on
Rating the Importance of the Model’s Features.

Chi-square | The Mean P
Features Chi- Asymp. Sig. Administrative ~ Technician

Square (N=509) (N=37)
1 [Vision 792 37 1.47 1.58
2 [Mission 972 32 1.59 1.85
3 [Strategy 1.987 15 1.49 1.48
4 (Values 2.024 A5 1.37 1.70
5 [Key Issues .044 .83 1.74 1.73
6 |Internal External Customers 147 .70 1.54 1.58
7 |Customer Satisfaction 054 81 1.54 1.58
8 [Team Work 1.631 .20 1.61 1.36
9 |Quality Through People 15.392 .00 1.38 1.91
10 |Quality on all Agendas 3911 .04 1.96 1.73
11 |All Work is Process .006 93 1.72 1.64
12 [Management Commitment .845 35 1.23 1.21
13 [Prevention 34.736 .00 1.23 1.94
14 |Continuous Improvement Cycle 025 87 1.56 1.52
15 [Measurement .005 94 1.45 1.42
16 [Customer is King 4.730 .03 1.54 1.79
17 [Everyone Participates 307 58 1.40 1.36
18 |Aligned Corporate Systems 4.250 .03 1.29 1.18
19 |Continuous Improvement 1.059 .30 141 1.42
20 |Quality Measurement .001 97 1.40 1.48

Note: Significant Chi-square values are at p<.05
Value (Very Important = 1, Important = 2, Uncertain = 3, Not Important = 4, Not Important at all = 5)
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The results indicate that the respondents’ type of Occupation did not have a great
effect on their responses in réting the importance of the elements, concepts and principles,
as it showed an effect on the rating of 5, out of 20, elements, concepts and principles, The
five concepts and principles are: Customer is King, Aligned Co{porate Systems, Quality
Through People, Quality on All Agendas, and Prevention. The means of rating these
concepts and principles indicate that the adminisgratiVe/réspondents rated these concepts
and principles as important to a greater extent/’tﬁan did the technicians. That is, possibly
because of their familiarity with the concepts and pxinciples, as the concepts mainly dealt

with the administrative aspects and factors of the Minist

However, in general, the results indicate that the Occupation variable did not affect
the way the respondents rated the elements, concepts and principles. This would be

inconsistent with the hypothesis raised earlier.
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6.4 RESULTS INDICATING THE EXTENT TO WHICH THE
MODEL’S ELEMENTS, CONCEPTS AND PRINCIPLES ARE
BEING PRACTISED

In this part of the questionnaire, the respondents were presented with several
statements related to each of the model’s Features, to identify to what extent they were
already in practice within the Ministry of Interior. The purpose of this was to assess the

compatibility between the concepts and the environment of the Ministry of Interior.

Altogether, there were 72 statements, arranged under 20 headings (see the
questionnaire). For the purpose of presentation and analysis, the responses were reclassified
such that the responses of “strongly Agree” were merged with “Agree”, and “strongly
disagree” answers were merged with “disagree”; thus, yielding only three groups of
responses, namely, “Agree,” uncertain,” and “disagree.” In addition, the responses of the
managers from different levels were merged together yielding only two groups of
respondents, namely, “employees” and “managers”. It should be noted that for these two
groups, only the percentages of “Agree” responses are provided in the Tables; the responses
of “uncertain” and “disagree” are omitted since the main concern is to identify to what
extent each group of the respondents Agreed that the practice in questions was prevalent in

the Ministry.

6.4.1 Results of Rating the Elements

The element of Vision refers to the organisation’s future desired state, the situation
in which it intends to be. The vision serves to guide day-to-day actions and activities at all
organisational levels and in all functions. To identify whether or not there was a vision in
the Ministry of Interior, the respondents were offered four statements relating to this

element. The results of rating the statements are provided in Table 6.4.1.
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Table 6.4.1. Vision
_ % of “Agree”
% of Respondents (n = 546) Among:
Stat ts i 1
emen Ag;ee Uncertain Disagree Employees Managers
o % % | @=37T) (n=169)
(N) N) (N) _

1. In your organisation, there is aclear 29.5% 34.6% 359% | 25.7%  37.9%
and written vision statement that helps  (161) (188) (196) ) (64)
you to understand the purpose of your
organisation’s existence.
2. Your organisation’s vision statement 34.8% 36.1% 29.1% | 24.7%  57.4%
is based on what your customers want (190) (192) (159) 93) )
you to be.
3. You all, employees and senior 34.6% 344% 31.0% | 23.1%  60.4%
managers, conduct your daily work (189) (182) (169) 7)) (102)
activities according to your
organisation’s vision.
4. All of your organisation’s systems 322% 38.8% 29.0% | 20.2% 59.2%
and functions work to achieve the (176) (208) (158) (76) (100)
corporate vision.

“Vision” Mean % 328% 36.0% 312% | 234%  53.7%

As shown in Table 6.4.1, the responses of rating the statements related to the

element of Vision are almost equally distributed. In response to the first statement, 29.5%

of the respondents Agreed that there was a clear vision statement in the Ministry. A slightly

higher percentage (34.6%) of respondents was uncertain about whether or not there was a

vision statement and an almost equal percentage (35.9%) of the respondents disagreed that

there was a vision statement in the Ministry. Since the responses to the statement are evenly

distributed and do not indicate clearly whether or not there is a vision statement, the

percentage of agreement among the managers should be taken as an indicator of the

existence of a vision statement, since such a statement would have been written and

designed by them. The results show that only 25.7% of employees Agreed with the

statement, indicating that the majority of them either disagreed or were uncertain about the
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vision. The managers seem to be more in agreement with the statement than employees, as
37.9% of them Agreed with it; but the largest percentage of the managers were either
uncertain or disagreed with the statement. Since the majority of managers were either
uncertain or disagreed, it could not be said with certainty that there is a vision statement in

the Ministry.

The responses to the second statement show that 34.8% of the respondents Agreed
with the statement; 36.1% of the respondents were uncertain about the statement; and
29.1% of the respondents disagreed with the statement. Employees were less inclined than
managers to Agree with the statement; it seems that the managers may have felt that the
organisation’s vision should be based on what its customers want it to be, although they
knew there was no formal expression of such a vision. Since most respondents thought

there was no vision statement, they did not Agree with the second statement.

The responses to the third statement show a similar distribution to those for the
second statement. The results show that 34.6% of the respondents Agreed with the
statement; 34.4% of the respondents were uncertain about it; and 31.0% of the respondents
disagreed with the statement. Whereas only 23.1% of employees Agreed with the
statement, 60.4% of managers Agreed with it. The results indicate an equal distribution of
the responses between Agree, uncertain and disagree. Since the results of the first two
statements indicated that there was no vision statement in the Ministry, it could not be
assumed that the daily work conducted and the activities of the Ministry are based on its

vision statement’s objectives.

In response to the last statement, 32.2% of the respondents Agreed with the
statement; 38.8% of them were uncertain; and 29.0% disagreed with it. The results show
that the majority of the respondents who Agreed with the statement were managers, as
59.2% of them Agreed with it compared with only 20.2% of employees. The responses are
evenly distributed among Agree, uncertain and disagree. Thus, it could not be said that the
organisation’s systems and functions work to achieve the corporate vision since there is a

lack of vision itself,
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The results of rating the statements related to the element of Vision clearly indicate
that there is a lack of a clear vision statement in the Ministry. Since there is no clear vision
available, the work conducted may lack direction, and fail to meet or achieve stated goals
and objectives. The work seems to be conducted and performed on a day-to-day basis,

instead of according long-term planned goals.

The results of rating the element as an important element also indicate that there is a
lack of a clear vision statement within the Ministry, and that there is a need for such a

statement; and as a result, there is a need for implementing the element.

The mean percentages show that 32.8% of the respondents Agreed with the
statements; 36.0% of them were uncertain; and 31.2% disagreed with the statements. The
results show that 23.4% of employees Agreed with the statements and 53.7% of managers
Agreed with them. It should be noted that the high percentages of managers agreeing with
some statements does not necessarily imply that there is a vision statement in the Ministry,
since they disagreed to a large extent with the first statement, which concerned the

existence of such a statement.

The element of Mission refers to a set of objective statements allied to vision to
achieve the organisation’s future desired objectives. The practice of this element was
investigated by presenting the respondents with three statements. The results of rating the

statements are shown in Table 6.4.2.
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Table 6.4.2. Mission.

% of “Agree”

% of Respondents (n = 546) Among:

Question Agree Uncertain Disagree
% % %
N) (N) N)

Employees Managers
m=377) (n=169)

1. In your organisation, there isaclear 38.3% 33.5% 28.2% | 24.4% 69.2%
and written mission statement that (209) (181) (154) 92) (117)
directs you to achieve your
organisation’s future and desired
objectives.

2. The overall aim of your mission 480% 17.6% 34.4% | 408%  63.9%
statement is to satisfy your customers. (262) (94) (188) (154) (108)

3. Your senior managers are serious 39.6% 189% 41.5% | 27.1%  67.5%
and involved personally to ensure that  (216) (102) 227) (102) (114)
your mission’s objectives are met.

“Mission” Mean % 41.8% 233% 34.7% | 30.8% 66.9%

The responses to the first statement show that 38.3% of the respondents Agreed that
there is a clear mission statement in the Ministry; 33.5% of the respondents were uncertain
about this fact; and 28.2% of the respondents disagreed with the statement. The majority of
the respondents who Agreed with the statement were managers, as 69.2% of them Agreed
with it, whereas only 24.4% of employees did so. The percentage of managers agreeing
with the statement implies that the managers felt that there was a mission statement; but the
employees seem to be in disagreement with this fact or uncertain about it, since a low
percentage of them Agreed with the statement. However, the overall results of the statement
indicate that the majority of the respondents either disagreed with the statement or were
uncertain about it; only 38.3% of the respondents Agreed with the statement, which could
not be compared with the percentages of those who disagreed and were uncertain, which
indicate that there is no a mission statement in the Ministry. Based on these results, it could
not be said that there is a mission statement in the Ministry. A respondent stated that “The
overall aim objective of the Ministry is to provide particular and specific public services to

the citizens in the country. Some of these services are sensitive in such a way that it is
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difficult to make them known. Thus, it is difficult to state what are the objectives of the
Ministry; as a result, it is difficult to know or clarify its service mission, even if there was a

mission statement”.

The responses to the second statement show that 48.0% of the respondents Agreed
that the overall aim of the mission statement is to satisfy the customers. 17.6% of the
respondents were uncertain about this, and 34.4% of the respondents disagreed. The results
show that 40.8% of employees Agreed with the statement and 63.9% of managers Agreed
with it. The results, particularly the percentage of managers agreeing with the statement,
seem to suggest that the overall aim of their mission is to satisfy their customers.
Comparing the results of this statement with the results of the first statement reveals on
inconsistency between the results, as in the first statement a small percentage of the
respondents Agreed with the statement, indicating that there was a lack of a mission
statement, but in this statement the majority of them Agreed that the aim of their mission
statement, is to satisfy their customers. Since there is no mission statement, or at least this
mission could be unclear for may personnel, it cannot be said that the aim of the Ministry is

to satisfy the customers.

The responses to the third statement indicate that 39.6% of the respondents Agreed
that the senior managers are serious and personally involved to ensure fulfilment of the
objectives of the mission, 18.9% of the respondents were uncertain; and 41.5% disagreed
with the statement. The majority of the respondents who Agreed with the statement were
managers, as 67.5% of them Agreed with it, whereas only 27.1% of employees did so.
Based on the responses to the first statement and the percentages of the respondents who
disagreed with this statement, it could be concluded that there is no clear mission statement
in the Ministry; thus, the management could not be committed to ensure that the mission’s

objectives are met.

The mean of the percentages indicate that 41.8% of the respondents Agreed with the
statements related to the concept of Mission; 23.3% were uncertain; and 34.7% disagreed
with the statements. Looking at occupational group, 30.8% of employees and 66.9% of

managers Agreed with the statements.
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The element of Strategy refers to the organisation’s plans for the future, which are
related and tied with the organisation’s vision and mission. The results indicating to what
extent this element is being practised within the Ministry of Interior are presented in Table
6.4.3.

Table 6.4.3. Strategy.
(13 b
% of Respondents (n = 546) % meﬁg rc.ze
Statements in Di
Agree Uncertain Disagree Employees Managers
oo % % | =377 (0=169)
N) (N) (N) ~

1. In your organisation, there isaclear ~ 30.4% 28.0% 41.6% | 260%  40.2%
and written strategy. (166) (153) (227) (98) (68)

2. The overall aim of your strategy isto ~ 22.5% 37.7% 39.8% | 183%  32.0%
satisfy your customers and produce high- (123)  (203) (217) (69) 54
quality services with less cost.

3. Your strategy guides you to understand 23.4% 38.3% 38.3% | 19.6% 32.0%
what is required from you in the work (128) (2006) (209) (74) 54
place.

“Strategy’” Mean % 254% 34.7% 399% | 21.3% 34.7%

The responses to the first statement show that only 30.4% of the respondents were
of the opinion that there was a clear and written strategy in the Ministry; 28.0% of the
.respondents were uncertain, and 41.6% of the respondents disagreed. The employees and
managers showed only a low level of agreement with the statement, as only 26.0% of
employees Agreed with the statement and 40.2% of managers Agreed with it, indicating
that the majority of them either disagreed or were uncertain. The results clearly indicate
that the Ministry is lacking a clear strategy. In this regard, a respondent stated, “If we
regard the Government’s overall strategic five-year plans, which encompass the Ministry’s
plans, as strategies, then we can say that we have a strategy; but if we relate this strategy to

the one described in the survey, to our best knowledge, there seems to be no such strategy”.
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The responses to the second statement show that only 22.5% of respondents Agreed
with the statement, that the aim of the Ministry’s strategy was to produce high quality
services, while 37.7% of the respondents were uncertain; and 39.8% of the respondents
disagreed that the overall aim of the Ministry’s strategy is to satisfy its customers. The
results of rating this statement suggest that the overall aim of the Ministry’s strategy is not

to satisfy the customers and produce high quality services.

Due to the lack of a strategy, 38.3% of respondents disagreed and another 38.3% of
them were uncertain about the third statement, which stated that the strategy guides them to

understand the work. Only 23.4% of the respondents Agreed with the statement.

For the last two statements, 18.3% of employees and 32.0% of managers Agreed
with the second statement; and 19.6% of employees and 32.0% of mangers Agreed with the
last statement, meaning that both groups of respondents Agreed to a very low extent with

the statements.

The results indicate that the Ministry does not have a clear long-term strategy,
which has as its overall aim to satisfy customers and which guides employees to understand
what is required from them in the workplace. This could be a result of the lack of clear
vision and mission statements, since the three concepts are related together and serve each
other. The lack of strategy could be also due to the lack of long-term planning and
appropriate forecasting of the future, and emphasis on short-term objectives. However, the
element was rated as to an important element (see Table 6.2.3), which indicates that there is

a need for its implementation.

The means of the percentages show that the statements related to the element of
Strategy are negatively rated to a large extent, as only 25.4% of the respondents Agreed
with the statements; 34.7% of the respondents were uncertain; and 39.9% of them
disagreed with the statements. Only 21.3% of employees and 34.7% of managers Agreed

with the statements.

The term values or the element of Values refers to the set of basic beliefs that serves

as a source of cohesion and unity between an organisation’s employees and management.
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The values also serve as indicators whether or not the organisation’s actions and activities

are meeting customers’ requirements. Responses on questions relating to values were as

presented in Table 6.4.4.
Table 6.4.4. Values.
_ % of “Agree”
% of Respondents (n = 546) Among:
Question Agree Uncertain Disagree Employees Managers
% % % | @=377) (n=169)
(N) (N) (N)
1. Your organisation is keen to be 469% 269% 262% | 37.9%  66.9%

known as accessible to its customers. (256) (147 (143) (143) (113)

2. Your organisation values the safety of 48.2% 47.8% 4.0% 379%  71.0%
its customers. (263) (257) (22) (143) (120)

3. Your organisation trains its staff tobe 47.6% 16.1% 363% | 350% 75.7%
courteous to its customers. (260) (83) (198) (132) (128)

4. Your organisation communicates 61.0% 14.7% 243% | 549%  74.6%
with its customers in language that they (333) (78) (133) (207) (126)
understand.

5. Your organisation provides its 388% 152% 46.0% | 255%  68.6%
employees with appropriate training to ~ (212) an (251) (96) (116)
perform their tasks.

6. Your organisation provides its 51.5% 253% 232% | 4279%  71.0%
customers with reliable services. (281) (135) (127) (161) (120)
7. The employees in your organisation 46.3% 103% 43.4% | 39.0% 62.7%
are responsive to the customer’s (253) (52) (237) (147) (106)
requirements.

8. The quality of your organisation’s 322% 473% 205% | 30.0% 37.3%
services is tangible. (176) (249 (112) (113) (63)

9. The employees in your organisation 53.8% 36.8%  9.4% 56.0%  49.1%
understand and know the needs and (294) (200) ¢ (211) (83)
expectations of their customers.

“Values’’ Mean % 474% 26.7% 25.9% 39.9% 64.1%
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The responses to the first statement show that 46.9% of the respondents Agreed that
the Ministry is keen to be known as accessible to its customers. 26.9% of the respondents
were uncertain about this; and an equal percentage of the respondents (26.2%) disagreed
with the statement. The highest level of agreement was among managers, as 66.9% of them
Agreed with the statement, compared with 37.9% of employees. The results suggest that the
management of the Ministry is keen for the Ministry to be known as accessible to its
customers. Since this the case, it could be said that the first value, which Ministry believes

in, is the value of ease of access.

The responses to the second statement show that, while a small percentage (4.0%)
of the respondents disagreed that the Ministry values the safety of its customers. 47.8% of
the respondents were uﬁcertain about this point and 48.2% of the respondents Agreed that
the Ministry values the safety of its customers. The results suggest that the Ministry is
concerned about the safety of its customers and takes this matter as a value and part of its
culture. This conclusion could be supported by the large percentage (71.0%) of the
managers agreeing with the statement; although a smaller percentage (37.9%) of employees
Agreed with it. Accordingly, it could be said that the Ministry and its management believe

in customer safety and regard this matter as a basic value of its culture.

The responses to the third statement show that 47.6% of the respondents Agreed
with the statement and believed that the Ministry trains its staff to be courteous to its
customers. Only 16.1% of the respondents were uncertain. 36.3% of them disagreed with
the statement. The majority of the respondents who disagreed with the statement were
employees, as only 35.0% of them Agreed with the statement. In contrast, 75.7% of
managers Agreed with the statement. The general results of rating the statement show that a
large percentage of the respondents Agreed that the Ministry trains its staff to be courteous,
but the staff, or employees, disagreed with this fact to a large extent, as a small percentage
of them Agreed with the statement. As a result, it could be said that the Ministry may train
some of its staff, particularly those who are at the management levels, but not necessarily
all of them. This would explain the large percentage of managers who Agreed with the
statement. However, it could not be said that the Ministry believes in training its staff to be

courteous to customers to a large extent and regards this as a very important value.
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The responses to the fourth statement show that 61.0% of the respondents Agreed
that the Ministry communicates with its customers in a language that they understand. Only
14.7% of the respondents were uncertain about this and 24.3% of the respondents
disagreed with the statement. The results indicate that both employees and managers
Agreed with the statement to a large extent, as 54.9% of employees and 74.6% of managers
Agreed with it. The agreement of both groups of the respondents is high enough to
conclude that the Ministry believes in communicating with the customers in a language that

the customers understand, and it takes this concept as a value and part of its culture.

In responses to the fifth statement, only 38.8% of the respondents Agreed that the
Ministry provides its employees with appropriate training to perform their tasks. Whereas
15.2% of the respondents were uncertain about this, the rest of the respondents (46.0%)
disagreed with the statement. The majority of the respondents who disagreed with the
statement seem to be employees, as only 25.5% of them Agreed with the statement,
whereas 68.6% of managers Agreed with the statement, indicating that the managers felt
that they are providing their employees with such training; but this could not be taken as an
indicator that the Ministry is training its staff appropriately, since this may express the point
view of managers only. The low percentage of employees agreeing with the statement
indicates that they are not trained well, since they know better than the managers whether
they were trained or not. As a result, it could not be said that the Ministry believes in

training its staff, to enable them to perform their tasks better, as a value.

The results relating to the sixth statement show that 51.5% of responses Agreed that
the Ministry provides its customers with reliable services, 25.3% were uncertain, and
23.2% of them disagreed. The results show that the managers Agreed with the statement
more than employees, as 71.0% of the managers Agreed with the statement and 42.7% of
employees Agreed with it. These findings suggest that the Ministry believes in providing its
customers with reliable services; thus, it could be said that the Ministry believes in

providing reliable services as a value.
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Responses to the seventh statement show that 46.3% of the respondents believed
that the employees of the Ministry are responsive to the customers’ requirements; but a
similar percentage (43.4%) disagreed with the statement; and 10.3% of them were
uncertain. The majority of the respondents who disagreed with the statement seem to be
employees, as only 39.0% of them Agreed with the statement. The managers were more
inclined to Agree with the statement, as 62.7% of them Agreed with the statement. Since
the general responses are equally distributed between Agree and disagree, it is hard to say
whether or not the employees are responsive to the customers’ requirements. As a result, it
would be useful to take the responses of the employees themselves as an indicator to
understand whether or not they are responsive. As the results indicate, the employees gave
only low agreement, indicating that they felt that they are not responsive; thus, it could be
said that the employees of the Ministry are not responsive to its customers’ requirements

and demands.

The responses to the eighth statement show that only 32.2% of the respondents
Agreed that service quality in the Ministry is tangible; and 20.5% of them disagreed with
the statement. Almost half of the respondents were uncertain. The results show that among
both employees and managers, agreement with the statement was low, as only 30.0% of
employees and 37.3% of managers Agreed with it. The results seem to suggest that the
respondents were uncertain about whether or not service quality is tangible; as a result, it
could not be said whether or not that the Ministry believes in making quality tangible as a

value.

Regarding the last statement, 53.8% of the respondents Agreed that the employees
know and understand their customers needs and expectations. 36.8% of the respondents
were uncertain. Only 9.4% of the respondents disagreed with the statement. The largest
percentage of the respondents who Agreed with the statement were employees, as 56.0% of
them Agreed with the statement, while 49.1% of managers did so. Since the reason behind
the statement was to know whether or not the employees know their customers needs, and
since the employees Agreed with the statement to large extent, it could be said that the

employees understand and know their customers’ needs and expectations.
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The results indicate that the Ministry may have a set of values, since some of these
values are being practised within the Ministry and it believes in them. However, the high
rating of the concept as an important concept (see Table 6.2.4) indicate that there might be
a need for a better utilisation of the existing values and promoting them further within the

organisation.

The element of Key Issues refers to any issue that results in customer dissatisfaction
due to poor quality, such as delay in service delivery or long waiting time. It also refers to
any issues raised by the customer that may lead to customer satisfaction. Three statements
were presented to the sample to assess to what extent these issues were given attention by

the organisation. The responses to the statements were as presented in Table 6.4.5.

Table 6.4.5. Key Issues.

% of “Agree”

% of Respondents (n = 546) Amons:

Statements Agree Uncertain Disagree
% % %
(N) (N) (N)

Employees Managers
0=377) (n=169)

1. In your organisation, you respect 473% 154% 373% | 36.1% 72.2%
your customers’ suggestions and deal (258) (84) (204) (136) (122)
with them seriously.

2. In your organisation, you deal with  43.8% 6.2% 50.0% | 32.1% 69.8%
poor quality issues raised by your (239) (31 (273) (121) (118)
customers seriously and take actions.

3. In your organisation, you believe 249% 16.5% 58.6% | 18.6% 39.1%
that the quality issues raised by your (136) (88) (320) (70) (66)
customers are your guidelines in your
quality improvement initiative.

“Key Issues” Mean % 387% 12.7% 48.6% | 28.9% 60.4%

There were mixed feelings about whether or not the organisation dealt with
customers’ quality dissatisfaction issues with much concern. For the first statement, 47.3%
of the respondents Agreed that they deal with customers’ suggestions seriously and respect

them. Only 15.4% of the respondents were uncertain; and 37.3% disagreed with the
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statement. The results show that the managers Agreed with the statement to a greater extent
than employees, 72.2% and 36.1% respectively. The results suggest that the managers deal
with customers’ suggestions seriously and take them into account more than employees,
indicating that there is awareness at the management level in the Ministry about the

importance of the issues raised by the customers.

In response to the second statement, 43.8% of the respondents Agreed that they deal
seriously and effectively with issues of poor quality raised by the customers. Only 6.2% of
the respondents were uncertain. 50.0% of the respondents, however, were of the opinion
that they do not take action to remedy the causes of customer dissatisfaction. As with the
first statement, the majority of the respondents who Agreed with the statement were
managers, as 69.8% of them Agreed with he statement, compared to 32.1% of employees.
The results imply that there was a feeling at the management level that the employees
should deal with the issues raised by the customers and take actions to tackle them or
investigate their causes, but the employees seem not to be doing so, judging by the
percentage of them who Agreed with the statement. As a result, it could be said that the

employees are not dealing seriously with the issues raised by the customers.

The responses to the third statement show that only 24.9% of the respondents
Agreed that they take the issues raised by the customers as guidelines for improvement and
to know whether or not that their customers are satisfied with their services. 16.5% of the
respondents were uncertain. Quite a large percentage (58.6%) of respondents reported that
they do not regard the issues raised by the customers as guidelines to improve the quality of
services. The results show that comparatively few employees and managers Agreed with
the statement, as only 18.6% of employees and 39.1% of managers Agreed with it,
indicating that the issues raised by the customers are not being taken as guidelines to

improve the quality of services in the Ministry.

The ratings of the statements indicate that the personnel of the Ministry, particularly
the managers, respect the issues raised by the customers and take them seriously, but do not
regard them as guidelines for improving the services of the Ministry, and they do not take

serious action to tackle these issues or try to investigate the causes of these issues. The
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results suggest that although the issues resulting in customer dissatisfaction are taken
seriously, they are not dealt with seriously. This could be due the lack of appropriate

systems to deal with quality problems raised by customers.

The results of rating the statements of the concept are consistent with the results of
rating the statements related to the Customer is King and Customer Satisfaction concepts,

as the findings suggest that the concepts are not being practised.

The mean percentages for the three statements show that 38.7% of the respondents
Agreed with statements; 12.7% of the respondents were uncertain; and 48.6% of the
respondents disagreed with the statements, indicating that the statements in general were
rated negatively. The results also show that 28.9% of employees Agreed with the
statements, and 60.4% of managers Agreed with them, indicating that the managers were

more in agreement with the statements than employees.

6.4.2 Results of Rating the Practice of Operational (Micro) Concepts

The concept of Internal and External Customers means that the customer includes
both the external and internal customers. Internal customers are the organisation’s
employees or departments. The respondents were asked to rate four questions pertaining to
their relationships with each other, and the status of the inter-departmental functional

relationships in the Ministry. The results are presented in Table 6.4.6.

The results provided in Table 6.4.6 show that a large percentage (55.7%) of
respondents felt that the employees working in their departments did not treat their
colleagues as their customers. Only 30.0% of the respondents Agreed with the first
statement. The rest of the respondents (14.3%) were uncertain whether or not the

employees in the Ministry’s departments were treating each others as customers.
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Table 6.4. 6. Internal and External Customers

% of “Agree”

% of Respondents (n = 546) Among:

Statements Agree  Uncertain Disagree
%o % Yo

™ ™) ()

Employees Managers
(n=377) (n=169)

1. In your department, the 30.0% 143% 55.7% | 25.7% 39.6%
employees treat their colleagues as ~ (164) (78) (304) ©7) o7
their customers.

2. In dealing with other 34.4% 6.2% 59.4% | 25.7% 53.8%
departments, you feel that you are (188) (32) (324) o7 91)
treated as a customer of these

departments.

3. In your department, there is a 343% 152% 50.5% | 27.6% 49.1%
basic belief that in order to satisfy (187) an (276) (104) (83)
the external customers, the
employees need to be satisfied first.

4. Your department has good and 39.0% 152% 458% | 25.7% 68.6
supportive relations with the other (213) (83) (250) ©7) (116)
departments because it treats the

other departments as its customers.

“Internal and External Customers” 34.4% 12.7% 52.8% 26.2% 57 8%
Mean %

The results presented above imply that the employees of the Ministry are unaware
about the concept of internal customers and do not treat each others as customers. This
impression is also confirmed by the low percentages of the employees and managers
agreeing with the statement, as only 25.7% of the employees Agreed with the statement and

39.6% of the managers Agreed with it. The rest of them either disagreed or were uncertain.

The results for the second statement show that 59.4% of the respondents felt that
they were not considered and treated as customers when dealing with the other
departments. Only 34.4% of the respondents reported that they were so treated. The rest of
the respondents (6.2%) were uncertain on this point. The results show that only 25.7% of
the employees Agreed with the statement, whereas and 53.8% of the managers Agreed with

it. The high percentage of the managers agreeing with the statement would suggest that the
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managers may have felt that they were treated as customers when dealing with other
managers, and probably with the employees of the other department, due to their positions;
but the employees seem not to be treated as customers when dealing with other
departments. In other words, the internal customer concept may be implemented at the

managerial levels in the Ministry, but there may be less practice of it at the lower levels.

In response to the third statement, 50.5% of the respondents reported that in their
departments there was no belief in satisfying internal customers in order to satisfy external
customers. 34.3% of respondents reported that this concept was applied within their
departments, but 15.2% of the respondents were uncertain about this. Thus, overall, the
feeling was that the concept of satisfying internal customers within the departments of the
Ministry as a prerequisite for external customer satisfaction was not implemented. This is
confirmed by the low percentage (27.6%) of employees agreeing with the statement. The
managers Agreed with the statement to a greater extent (49.1%) than the employees, but
this does not necessarily mean that there was a commitment to internal customer
satisfaction within the departments of the Ministry. The high percentage of managers
agreeing with the statement may mean that the managers felt that there was a belief of such
a concept in their departments; it could be that managers felt that they treated each others as
customers and thus supposed that the concept is being practised at the lower levels of the

Ministry.

The last statement concerned perceptions of good inter-departmental relationships
due to the practice of the internal customer satisfaction concept. The results show that a
large percentage (45.8%) of the respondents disagreed that there was a good relationship
between their departments and other departments due to the concept of internal customer
satisfaction. 15.2% of the respondents were uncertain; and only 39.0% of the respondents
Agreed with the statement. The majority of the respondents who Agreed with the statement
were managers, as 68.6% of them Agreed with the statement. The employees Agreed with
the statement to a lesser extent than the managers, as only 25.7% of them Agreed with the

statement.
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The responses to the last statement indicate that respondents did not generally feel

that good relationships perceived between the departments of the Ministry because of the
concept of internal customer satisfaction though there could be good relationships because
of some other factors. Accordingly, it could be said that the concept of internal customer
satisfaction has not been recognised as an important factor in creating good relationships
between the departments of the Ministry or enhancing the existing relationships between

the departments.

The results in Table 6.4.6 show that the mean responses to the statements related to
the concept of Internal and External Customers incline towards disagree, indicating that the
respondents were in disagreement, to a large éxtent, with the statements related to this
concept as only 34.4% of the respondents Agreed with the statements. The majority of the
respondents (52.8%) disagreed with the statements, while 12.7% of the respondents were

uncertain about them.

Comparing the results of rating the importance of the concept (Table 6.2.6) with the
rating of its practice, indicates that the concept is perceived as not being practised, despite
being regarded as very important. This would lead to a conclusion that there is a need for

efforts to implement the concept.

The concept of “customer satisfaction” means meeting and exceeding customers’
requirements and expectations. The conceptualisation of customer satisfaction as perceived
by the respondents included in this study was evaluated by asking them to rate three
statements relating to the Customer Satisfaction concept. The responses are presented in

Table 6.4.7.

The responses to the first statement show an equal distribution between agreement
and disagreement. The results show that 43.8% of the respondents Agreed with the
statement, and 43.2% of them disagreed with it. A small percentage (13.0%) of the
respondents were uncertain about the statement. The results indicate that there were
conflicting opinions amongst the respondents about the extent to which customers make

complaints about the work conducted, or the services provided to them, by the Ministry’s
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employees. Only 40.3% of the employees Agreed with the statement, compared with 51.5%
of the managers. Those percentages, like the overall response, do not allow it to be said
with certainty that customers rarely make complaints about the services. Since the
responses to the first question do not provide a clear picture about whether or not there
were complaints from the customers, the responses to the second and third statements,
which concern customers’ reactions to specific aspects of the Ministry’s services, may help

to gauge the level of customer satisfaction.

Table 6.4.7. Customer Satisfaction.

% of “Agree”

% of Respondents (n = 546) Among:

Statements Agree Uncertain Disagree

Employees Managers

% % % o _
o ™ N @=377)  (n=169)
1. Your external customers rarely  43.8%  13.0% 43.2% 40.3% 51.5%
make complaints about your work.  (239) (71) (236) (152) (87)
2. Your external customers are 333% 17.4% 49.3% 30.2% 40.2%
satisfied about the time spent on (182) (93) (269) (114) (68)
dealing with the services required
by them.

3. Your external customers rarely 319% 20.5% 47.6% 26.8% 43.2%
find errors in your work and (174) (106) (260) (101) (73)
services provided to them.

“Customer Satisfaction” Mean % 36.3% 17.0% 46.7 % 32.4% 45.0%

The responses to the second statement show that there was a feeling among 49.3%
of the respondents that the external customers were not satisfied with the time the
employees of the Ministry spend on dealing with their affairs. In contrast, 33.3% of the
respondents were of the opinion that the customers are satisfied, and only 17.4% of the
respondents were uncertain about the issue raised in the statement. The results show that
30.2% of the employees Agreed with the statement, and 40.2% of the managers Agreed

with it. This would indicate that the majority of the respondents from both groups
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disagreed with the statement, since the percentage of the respondent who were uncertain is

very low as compared to the percentage of those who disagreed with the statement.

The overall responses to the second question imply that the customers were not
satisfied with the time spent by the Ministry’s employees on dealing with their issues. As a
result, it could be said that the employees seem not to be giving customers’ requirements
enough attention and providing the customers with services on time, or devoting enough

time to dealing with these requirements.

The responses to the third statement show that 47.6% of the respondents disagreed
with the proposition that external customers rarely found errors in the services rendered to
them by the employees of the Ministry. Only 31.9% of the respondents Agreed that the
customers rarely find errors in the work and services, while 20.5% of the respondents were
uncertain about the statement. Both the employees and managers showed a low level of
agreement with the statement, but employees were less in agreement than managers. The
results seem to suggest that the respondents recognised that their customers are not satisfied

with the services they are providing because of the errors associated with these services.

The responses to the second and third statements indicate that the respondents were
of the opinion that the customers are not satisfied with the services provided to them. This
would suggest that they may make complaints about these services, but the 43.8% of
respondents who Agreéd with the first statement may be unaware of these complaints or not

take them seriously.

The mean of responses to the three statements inclines toward disagree, as overall,
the percentage of the respondents who disagreed was 46.7%, the percentage of them who
were uncertain was 17.0%, and the percentage of those who disagreed was 36.3%. The
results indicate that the respondents in general were in disagreement with the statements
related to the concept of Customer Satisfaction, which means that the concept is not being
well practised within the Ministry; as a result, it could be said that there is a lack of the

Customer Satisfaction concept within the Ministry. The results suggest that there might be
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a lack of guiding procedures that could lead the employees in the Ministry to satisfy their

customers.
The concept of Teamwork emphasises on forming quality improvement teams. The
respondents were asked to rate to what extent the team spirit was promoted within the

Ministry. The results of rating the Teamwork concept are presented in Table 6.4.8.

Table 6.4.8. Teamwork

% of “Agree”

% of Respondents (n = 546) Among:

Statements Agree Uncertain Disagree
% % %
(N) (N) (N)

Employees Managers
m=377) (n=169)

1. In your department, the employees, 47.1% 20.1% 32.8% | 37.1% 69.2%
as well as management, recognise the (257) (101) (179) (140) (117)
importance of teamwork.

2. In your department, the teamwork 350% 10.8% 542% | 32.6%  40.2%
method is recognised as a critical (191) (53) (296) (123) (68)
working method.

3. In your department, the employees 17.6% 9.0% 73.4% | 11.9% 30.2%
are trained to work in teams to be 96) 45) (401) 45) (51)
creative and able to solve problems.

“Teamwork’” Mean % 332% 133% 535%| 27.2% 46.5%

The results indicate that 47.1% of the respondents Agreed that they recognise the
importance of teamwork, 20.1% of the respondents were uncertain, and 32.8% of the
respondents disagreed that the personnel of the Ministry recognise the importance of
teamwork. The results indicate that the managers were more confident than employees that
the importance of teamwork is recognised as 69.2% of the managers Agreed with the
statement, and only 37.1% of the employees Agreed with it; the largest percentages of
employees either disagreed or were uncertain about the statement. As a result, it could be
said that the management recognises the importance of teamwork. This would imply that
the concept of teamwork could be implemented and promoted at the lower levels of the

Ministry since its management believes in it.
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The responses to the second Statement show that 54.2% of the respondents
disagreed that team spirit is recognised as a critical dimension of working in their
departments. Only 35.0% of the respondents Agreed that a team method prevails in their
departments. The rest of the respondents (10.8%) were uncertain about the statement.
Relatively low percentages of both employees and managers Agreed with the statement,
32.6% and 40.2% respectively, indicate that both groups in general were either uncertain or
disagreed with the statement. The results indicate that the team spirit is not adequately
recognised as a critical working method to improve work processes or to solve quality and
other related problems in the Ministry. This would imply that the problems are tackled
individually instead of through teams, and would also suggest that neither the customers
nor the suppliers participate in the problem solving processes; probably the employees also
are not involved. This would be consistent with the results in relation to the Everyone
Participates concept, which indicated that the employees are not involved participated in

the improvement processes.

The responses of the third statement show that a large percentage (73.4%) of
respondents reported that they were not trained to work in teams. Only 17.6% of the
respondents reported that they were trained in this way; and 9.0% of them were uncertain.
The percentage of employees agreeing with the statement is very low, as only 11.9% of |
them Agreed with the statement; although the managers Agreed with the statement to a
greater extent than employees, their agreement, too, was quite low, as only 30.2% of them
Agreed with the statement. The results indicate that there is a critical lack of training given
to the employees to enable them to work in teams. This would limit their contributions in
the problem solving processes. Taking these responses in conjunction with those to the
previous statement, the results seem to imply that because little recognition is given to the

value of teamwork, the employees are not trained to work in teams.

The percentages of the respondents agreeing with the statements provided above
indicate that the methods related to the concept of Teamwork are not much practised within
the Ministry. The results also indicate that the respondents realise the importance of

teamwork, as also indicated by the high rating of the concept as an important one (Table
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6.2.8), but in practice, teamwork is not being given enough attention and not recognised as
to be an effective working or problem solving method. In consequence, there is perceived

lack of appropriate training methods that could enable and motivate them to work and solve

the problems in teams.

The overall results show that a low percentage of the respondents Agreed with the
three statements, as only 33.2% of them Agreed with them, and 13.3% were uncertain; the
majority of the respondents disagreed with the statements. The results also show low
agreement among both the employees and managers, but more particularly among the

former.
The concept of Quality Through People states that quality can be achieved through

people, meaning that it is people who make quality. The evidence as to the extent to which

this concept is thought to be applied in the Ministry of Interior is presented in Table 6.4.9.

Table 6.4.9. Quality Through People.

[13 1
% of Respondents (n = 546) % Zt;nﬁf e
_% of Respondents (n=546) | ™y iong:

———— ————————_—_______}
Statements Agree Uncertain Disagree Employees Managers

% % % P n
(N) (N) (N) (n=377) (n=169)

1. In your department, there is a basic 473% 20.7% 320% | 353% 74.0%
belief that the quality can be achieved (258) (111 (175 (133) (125)
through people.

2. In your department, the management 49.3% 289% 21.8% | 472%  53.8%
recognises the importance of their (269) (150) (119) (178) 91)
employees in improving the services.

3. In your department, the employees 262% 33% 70.5% | 21.8%  34.9%
are recognised and awarded according (141) (18) (380) (82) (59)
to their contribution in the quality
improvement process.

“Quality Through People” Mean % 41.0% 17.6% 41.4% | 34.8% 54.2%
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The results in relation to the first Statement show that 47.3% of the respondents
thought it was recognised that quality can be achieved through people, but 20.7% of the
respondents were uncertain, and 32.0% of them disagreed with the statement. The majority
of the respondents who Agreed with the statement were managers, as 74.0% of them
Agreed with the statement. The employees Agreed with the statement to a much lesser
degree than the managers, as only 35.3% of them Agreed with it. The results suggest that
the managers may believe in the importance of people (the employees) in making and
achieving quality, but the employees seem to have a feeling that the management does not
recognise the importance of people, or the importance of their subordinates, in making
quality; accordingly, the employees were less inclined to Agree with the statement than the

managers.

The responses to the second statement show that about half the respondents (49.3%)
Agreed that departmental managers recognise the importance of their employees in
improving the services. 28.9% of the respondents were uncertain, and 21.8% of them
disagreed with the statement. Managers were more inclined than employees to Agree with
the statement. This would confirm the results in relation to the first statement, which
indicated that the employees felt that the management does not readily recognise the
importance of the employees in achieving quality and improving the services of the

Ministry.

The results show that 70.5% of the respondents disagreed with the statement that
employees are recognised and awarded according to their contribution in the quality
improvement process, while 26.2% of the respondents Agreed with the statement, and only
3.3% were uncertain. The results show that 21.8% of the employees Agreed with the
statement and 34.9% of the managers Agreed with it. The results indicate that the majority
of the respondents, from both the employees’ and managers’ levels, disagreed with the
statement, which implies that the employees are not recognised and rewarded according to

their contributions to quality and service improvements.

The results indicate that there is an awareness among the respondents, particularly

at management level, about the importance of people to the quality improvement process,
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but the employees seem to be dissatisfied with the level of recognition, and with reward
systems. As a result, it could be said that there is some awareness in the Ministry of the
importance of people in quality improvement, but it needs to be translated into appropriate
award and recognition systems. This could be justified by the high rating of the concept as

to be an important concept (Table 6.2.9).

Comparing the percentage agreement and means for the statements overall, 41.0%
of the respondents Agreed with the statements related to this concept; 17.6% of the
respondents were uncertain; and 41.4% of them disagreed with the statements. Managers
were more inclined to Agree with the statements, as 54.2% of them Agreed with the

statements compared with 34.8% of employees.

The concept of Quality on All Agendas means that quality issues need to be on all
agendas of the organisation’s management and regarded as part of the organisation’s
culture. To what extent this concept is being practised within the Ministry of Interior was
investigated by asking the respondents to rate three statements related to this concept. The

percentage distribution of responses to the statements is presented in Table 6.4.10.

Table 6.4.10. Quality on all Agendas

13 99
% of Respondents (n = 546) % fmﬁl«‘:”' e.?e
—_— | Among:

Statements Agree Uncertain Disagree
% % %
(N) (N) (N,

Employees Managers
n=377) (n=169)

1. Quality is on all management 363% 17.0% 46.7% | 28.6% 53.3%
agendas. (198) 91) (255) (108) (90)
2. In your organisation, the quality is 49.6% 14.8% 35.6% | 47.7% 53.8%
regarded as part of your organisation’s 271) (79) (194) (180) 91)
culture.

3. In your organisation, the management 33.0% 352% 31.8% | 21.2% 59.2%

involves the quality factor in all of its (180) (190) (174) (80) (100)
decisions.

“Quality on all Agendas” Mean % 39.6% 223% 38.0% | 32.5% 55.4%
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The responses to the first statement show that 36.3% of the respondents Agreed
with the statement, 17.0% were uncertain, and the largest percentage (46.7%) disagreed
with the statement. The highest level of agreement with the statement was among
managers, as 53.3% of them Agreed with the statement, compared with only 28.6% of
employees. The fact that even among manégers, who might be expected to rate their own
performance effectively, about half were uncertain or disagreed with the statement
indicates that quality is not highly valued on management’s agendas. As a result, it could be

said that the quality is not taken sufficiently seriously by the management.

The responses to the second statement, which intended to test if quality is regarded
as part of the Ministry’s culture, show that 49.6% of the respondents Agreed that they
regard quality as part of the organisation’s culture, 14.8% were uncertain, and 35.6% of the
respondents disagreed that the quality is regarded as part of the organisation’s culture.
While 47.7% of the employees Agreed with the statement, 53.8% of the managers Agreed
with it. These results indicate that the quality is regarded as part of the organisation’s
culture to some extent, but not to a great extent. The managers seem to be more convinced
than employees that the quality is part of the organisation culture, as they Agreed with the
statement to a greater extent than the employees. In relation to this statement, a respondent
stated that, “Since little effort has been made to implement TQM in Saudi Arabia, I believe
that many of our employees, and even many citizens, lack appropriate understanding of
quality management. Since this the case, in my opinion, one should not expect quality to be
part of our organisations’ cultures. We need promotion of this concept to make it a part of

management systems”.

The responses to the third statement show that only 33.3% of the respondents
Agreed that the management invokes quality in all of its decisions. 35.2% of the
respondents were uncertain about this point and 31.8% of the respondents disagreed with
the statement. Managers were more inclined to Agree with the statement were than
employees (59.2% and 21.2% respectively). Since the managers are expected to know
better than the employees whether they invoke quality in their decisions, and since they

Agreed to a great extent with the statement, it could be said that the management may
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indeed be using quality tools and techniques in their decision making. This view would,
however, be inconsistent with the comment related to the second statement made by a
respondent.

The results provided above show that quality is not on all management’s agendas,
and although quality is to some extent regarded as part of the Ministry’s culture, it does not

permeate management decisions.

The mean of the percentages of the statements show that 39.6% of the respondents
Agreed with the statements of the questions related to the concept of quality on all agendas;
22.3% of the respondents were uncertain; and 38.0% disagreed with the statements. The
results also show that 32.5% of the employees Agreed with the statements and 55.4% of the
managers Agreed with the statements, indicating that the managers Agreed with the

statements more than the employees did.

The concept of All Work is Process means that the quality improvement process
needs to be regarded as a process rather than a short-term project. The extent to which there
was awareness of this idea in the Ministry of Interior was investigated by asking the
respondents to rate two statements relating to this concept. The percentage distribution of

the responses are presented in Table 6.4.11.

Table 6.4.11. All work is process

% of “Agree”

% of Respondents (n = 546) Among:

Statements Agree Uncertain Disagree
% % %
(N) (N) (N)

Employees Managers
m=377) (n=169)

1. In your organisation, the process of 24.5% 332% 423% | 17.8%  39.6%
improvement is regarded as a process  (134) (179) (231) ©7) 67)
that needs appropriate inputs in order
to produce appropriate outputs.

2. The employees in your department  29.7% 41.9% 284% | 24.7%  40.8%
regard the task of improvement as a (162) (225) (155) 93) (69)
process rather than a project.

“All work is process” Mean % 271% 375% 353% | 21.3% 40.2%
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The responses to the first statement show that 42.3% of the respondents disagreed

that the process of improvement in the Ministry is regarded as a process that needs
appropriate inputs in order to produce appropriate outputs. 33.2% of the respondents were
uncertain about this. The results show that only 24.5% of the respondents Agreed with the
statement. Both groups of respondents were generally either uncertain or disagreed with
the statement, as only 17.8% of the employees Agreed with the statement and 39.6% of the
managers Agreed with it. The results indicate that there is a lack of appropriate
understanding of the processes in the departments of the Ministry. The personnel of the
Ministry seem to be unaware that it requires appropriate inputs in order to produce

appropriate outputs.

The second statement aimed to test whether the respondents regarded the task of
improvement as a process rather than a project. The results of rating this statement show
that a high proportion of the respondents (41.9%) were uncertain about whether or not the
employees regarded the improvement task as a process. 29.7% of the respondents Agreed
with the statement, and a similar proportion, 28.4%, of disagreed with it. Managers showed
less uncertainty than employees, since only 24.7% of the employees Agreed with the
statement and 40.8% of the managers Agreed with it. The high level of uncertainty and
conflicting responses to thus statement suggest a widespread lack of understanding of the
improvement tasks. Respondents seem generally not to regard them as processes, otherwise

they would have Agreed with the statement to a great extent.

The mean percentages show that only 27.1% of the respondents Agreed with the
statements related to the concept of All Work is Process; 37.5% were uncertain; and 35.3%
disagreed with the statements. Only 21.3% of the employees Agreed with the statements
and 40.2% of the managers Agreed with the statements indicating that the managers were in

agreement with the statements more than the employees.

Comparing the results presented in Table 6.4.11 above and the results of rating the
importance of the concept in Table 6.2.11, it can be suggested that there is a lack of practice
of the concepts relating to the concept of All Work is Process, and that there is a great need

for the implementation of such concepts within the Ministry.
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The concept of Management Commitment implies that the management,
particularly top management, must show complete commitment and involvement in the
quality improvement process. The practice of the concept’s concepts within the Ministry of
Interior was investigated through three statements. The results of rating the statements are

presented in Table 6.4.12.

Table 6.4.12. Management Commitment

% of “Agree”

% of Respondents (n = 546) Among:

Statements Agree Uncertain Disagree
% % %
(N) ) N)

Employees Managers
m=377) (n=169)

1. The senior managers in your 251% 234% 51.5% | 18.8%  39.1%
organisation are serious about (137)  (128)  (281) (71) (66)
improving the quality of services.

2. The senior managers in your 205% 229% 56.6% | 164%  29.6%
organisation require all employeesto  (112) (124) (309) 62) (50)

improve constantly the quality of their
work and the services they are
providing.

3. Your senior managers listen to 278% 174% 54.8% | 24.1% 36.1%
employees and take their suggestions ~ (152) (94) (299) 91) (61)
seriously.

“Ma“age“;;“‘ Commitment” 245% 212% 543%| 198%  34.9%
ean %

The responses to the first statement relating to the concept of Management
Commitment show that only 25.1% of the respondents Agreed with the statement that the
senior managers of their departments are serious about improving the quality of services.
23.4% of the respondents were uncertain. 51.5% of the respondents believed that the senior
managers in the Ministry were not seriously concerned about improving the quality of
services. The results indicate that neither employees nor managers were convinced of the
organisation’s commitment to quality improvement, as only 18.8% of the employees and
39.1% of the managers Agreed with it. The percentage of managers agreeing with the

statement implies that a small percentage of the managers felt, or considered, themselves to
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be serious about improving the quality of services and committed to the efforts of
improvement, but the majority of them seem not to have the same feeling. Since the
percentage of agreement was low even among managers, it could be said that the

management in general is not making serious efforts to improve the quality.

The results of the second statement show that only 20.5% of the respondents Agreed
that the senior managers require their employees to improve constantly the quality of their
work, while 22.9% of the respondents were uncertain, and the majority (56.6%) of the
respondents disagreed. Comparing occupational groups, it can be seen that the employees
Agreed to a very low extent with the statement, as only 16.4% of them Agreed with it; the
managers, although slightly more convinced of the truth of the statement, still Agreed with
it only to a small extent. The results seem to suggest that the management is not showing a
serious concern about the quality of services and work, and does not encourage the
employees to provide quality services and produce quality work. This would imply that
since the management is not concerned about the quality, or does not make its concern
explicit, employees will not bother to make efforts to improve their work and the quality of

services they are providing.

The last statement aimed to identify to what extent the management was committed
to quality, and improvement processes in general, by means of listening to the employees’
suggestions and taking them seriously. The results show that only 27.8% of the respondents
Agreed that the management listens to the employees’ suggestions, 17.4% of the
respondents were uncertain; and 54.8% of respondents reported that the employees’
suggestions were not taken seriously. The results reveal a low level of agreement with the
statement from both groups of respondents, as only 24.1% of the employees and 36.1% of

the managers Agreed with it.

The mean percentages for the three items related to the concept of Management
Commitment indicate that only 24.5% of the respondents Agreed with the statements;
21.2% of the respondents were uncertain about them; and a large percentage (54.3%) of the
respondents disagreed with them. The results also indicate that both the employees and

managers Agreed with the statements to a low extent, as only 19.8% of the employees and
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349% of the managers Agreed with the statements. The results indicate that the

management is not sufficiently committed to quality, and does not explicitly manifest that it

is serious about improving quality.

The results presented in section 6.2 indicated that the concept was highly rated
positively. However, there is a discrepancy between theory and practice. It seems that the
management is not showing seriousness and visible commitment towards quality issues in
the Ministry and might be comfortable with the status quo, although there might be serious
quality problems in the organisation. The high rating of the concept as important would
suggest that there is a great need for implementing the concept and that the management

should show serious commitment to quality.

The concept of Prevention states that quality improvement requires prevention of
errors from source, since this would cost less than rework. In relation to this concept, the
respondents were offered five statements in order to identify to what extent the concepts of
this concept are being practised within the Ministry of Interior; the results of rating the

statements are presented in Table 6.4.13.
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Table 6.4.13. Prevention.

% of Respondents (n = 546)

% of “Agree”
Among:

Statements Agree Uncertain Disagree Employees Managers
% % % | @=377) (m=169)
(N) (N) (N,

1. Your senior managers encourage and  374% 17.6% 45.0% | 342%  44.4%
support the employees to produce high-  (204) (94) (246) (129) (75)
quality services, the first time and every
time.
2. The tools and techniques are available 48.2% 14.1% 37.7% | 50.7%  42.6%
in your department for producing high- (263) (74) (206) (191) (72)
quality services and preventing the errors
at source.
3. The employees are rewarded and 189% 73% 73.8% | 18.6% 19.5%
recognised when performing the work (103) (35) (403) (70) (33)
effectively and producing quality
services from the outset.
4. The work procedures and regulations 31.1% 20.1% 48.8% | 27.9% 38.5%
allow you to produce error-free services. (170)  (107)  (266) (105) (65)
5. The employees in your department
consistently receive training to be 207% 174% 619% | 18.0% 26.6%
qualified to produce high-quality (113) 91) (338) (68) (45)
services.

“Prevention” Mean % 313% 153 % 534% | 29.9% 34.3%

As shown in Table 6.4.13, the results regarding the first statement, which aimed to

identify whether or not the management was encouraging and supporting the employees to

produce quality services, the first time and every time, show that 37.4% of the respondents

Agreed with the statement. 17.6% of the respondents were uncertain. 45.0% of the

respondents were of the opinion that they were not encouraged and supported by their

managers to produce high-quality services. The results indicate that the senior managers of

the departments do not encourage their employees to produce high quality services the first

time and every time, which means that the management is unaware of, or unconcerned

about, the cost of poor quality and the costs of rework and corrections. This finding is
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confirmed by both the employees and management, as only 34.2% of employees and 44.4%
of managers Agreed with the statement. Since there is no encouragement from the
management to produce quality services from the outset in order to reduce the costs of
corrections, the employees may be providing low quality services, or services with errors
and problems, which in turn, are costing the Ministry time and money to correct. The
results of rating this statement are consistent with the results regarding the statement related
to the Management Commitment concept, which indicated that the senior managers do not
require their employees to improve constantly the quality of their work and the services
they provide. However, in this regard, a respondent stated, “Because our organisation is a
public entity, and because of the attitude that the government pays the costs of rework and
failure to achieve the standards, I don’t think that many personnel in the public sector in
general are aware of producing quality services right first time, as this study may expect.
This an area that needs time and effort if it is to be improved and change the mentality of

the public sector employees in our country”.

The responses to the second statement show that 48.2% of the respondents Agreed
that the tools and equipment are available for producing quality services and preventing
errors at source. 14.1% of the respondents were uncertain about whether or not the tools
and equipment were available, and 37.7% of the respondents disagreed that the tools were
available to them to produce quality services and prevent errors at source. The results
indicate that the tools are available in the departments of the Ministry to produce quality
services and prevent the causes of errors. This is confirmed by 50.7% of employees, who
are actually supposed to use these tools. It is also confirmed by 42.6% of managers who
thought that the tools were available in the departments. In this regard a respondent stated,
“Here we believe in one thing, that is, do your daily work and don’t think that someone will
notice or measure whether or not you have performed your work well. I don’t think that
many of the respondents to this survey are concerned to eliminate rework as part of the

work requirements. Some of them could be doing so, but based on their personal values”.

The responses to the third statement show that a large percentage (73.8%) of
respondents reported that employees were not rewarded for performing the work effectively

and producing high quality services. Only 18.9% of the respondents Agreed with the
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statement; and 7.3% of the respondents were uncertain. The results also show that both
employees and managers disagreed to a large extent with the statement, as only 18.6% of
employees and 19.5% of managers Agreed with it. Based on these results, it could be said
that the employees are not rewarded and recognised as a result of their contribution to
quality and work improvement, and for producing error-free services from the outset. This
would indicate that the Ministry is lacking an appropriate reward system that would
encourage the employees to be quality producers and perform the work effectively; this
would also indicate that the management may be unaware of quality and the costs
associated with producing low quality services. The management seems to be comfortable
with the services provided, regardless of their quality. The results of rating this statement
are consistent with the results of rating the statement related to the concept of Quality
Through People, which indicated that the employees are not being recognised and awarded

according to their contribution in quality improvement processes.

The responses to the fourth statement show that 48.8% of the respondents believed
that the work procedures and regulations would not allow them to produce error-free
services. Only 31.1% of the respondents Agreed that the work procedures allow them to
produce error-free services, and 20.1% of the respondents were uncertain about this matter.
The employees and management were both of the opinion that the work procedures do not
allow the personnel working the departments of the Ministry to produce error-free services,
as only 27.9% of employees and 38.5% of managers Agreed with the statement.
Accordingly, it could be said that the work procedures in the Ministry seem to be designed
in a way that they does not support and allow its personnel to produce quality services from
the outset. The work procedures and regulations may be too complicated for employees to

understand how to produce services that do not require correction and rework.

The responses to the last statement show that 61.9% of the respondents reported that
in their departments there were no training programmes for employees to improve their
qualifications so that they could render high-quality services. Only 20.7% of the
respondents Agreed that training is available on how to produce quality services. The rest
of the respondents (17.4%) were uncertain about this matter. The respondents from both

the employee and management levels disagreed to a great extent with the statement, as only
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18.0% of employees Agreed with it and 26.6% of managers Agreed with it. As a result, it

could be said that the employees are lacking appropriate training on quality, and this fact
seems not to be being given attention by the management; the large percentage of managers
disagreeing with the statement indicates that even if the management know about the
problem, it has not found a solution for it. This in turn casts doubt on its concern for
producing quality services. The results of rating this statement are consistent with the
statements related to the Values element, which indicated that the employees are not being
provided with appropriate training to improve the performance of work and quality of

services.

Based on the results presented above, it could be said that although the tools and
equipment for producing high-quality services from the outset are available in the Ministry,
the employees cannot produce such services because they lack some critical factors. The
first problem that the employees may face in conducting the work effectively is the lack of
encouragement from top management. As the results indicate, the top managers of the
Ministry seem not to be encouraging and rewarding the employees to produce high—qualify
services and perform the work effectively. The second problem that the employees may
face is the problem of inadequate work procedures and regulations. The work procedures
and regulations may be too complicated or too vague, so that they may not allow the
employees to produce quality services or understand what is required of them. The other
problem is the problem of training. It seems that the employees do not receive appropriates
regular training, to be qualified to produce quality services. The employees seem to be
lacking appropriate qualifications and methods that could enable them to produce quality

services and conduct the work effectively.

Comparing the results presented above with the results of rating the importance of
the concept, it may be suggested that the concept of prevention is not being practised within

the Ministry, and that there is a need for implementing it.

The means of the percentages show that only 31.3% of the respondents only Agreed
with the statements of the concepts; 15.3% of them were uncertain; and 53.4% disagreed

with the statements. The results indicate that the percentages of both employees and
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managers agreeing with the statements were low, since only 29.9% employees Agreed with
the statements and 34.3% of managers Agreed with them. The results of rating the
statements related to the concept show that the concept of prevention is not being practised

in the Ministry.

The concept of Continuous Improvement Cycle was presented to respondents as
“Continuous Improvement Cycle means that the process of improvement is a continuous
process that never ends”. The results of rating the statements relating to the concept’s

practice are presented in Table 6.4.14.

Table 6.4.14: Continuous Improvement Cycle

% of “Agree”

% of Respondents (n = 546) Among:

Statements Agree Uncertain Disagree
% % %

(N) ) (N)

Employees Managers
n=377) (n=169)

1. The employees in your department  23.3% 22.7% 54.0% | 21.8%  26.6%
attend training sessions to improve (127)  (123) (295) (82) (45)
constantly.

2. Your senior managers recognise the 32.2%  93% 58.5% | 294%  38.5%
importance of their employees’ (176) (49) (319) (111) (65)
participation in the improvement
process.

“Continuous Improvement Cycle”
Mean % 277% 160% 563%| 256% 32.6%

The responses to the first statement show that only 23.3% of the respondents
Agreed that they attended training sessions to improve constantly. 22.7% of the respondents
were uncertain. 54.0% of the respondents reported that they were not given training
sessions to improve constantly. Both groups of respondents showed very low levels of
agreement with the statement, as only 21.8% of employees and 26.6% of the managers
Agreed with it. The results indicate that the employees are not given enough training, and

so are unable to improve effectively and constantly.
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The responses to the second statement show that only 32.2% of the respondents
Agreed that the senior managers in the Ministry recognise the importance of the employees’
participation in the improvement processes. A small percentage (9.3%) of the respondents
were uncertain about this point; and the majority (58.5%) of them disagreed with it. Both
groups of the respondents disagreed to a large extent with the statement, as only 29.2% of
the employees and 38.5% of the managers Agreed with it. The results indicate that the
employees’ contributions and participation in the improvement processes are not being
recognised by the management; this is confirmed by both the employees as well as
management, as large percentages of them disagreed with the statement. The ratings of this
statement are consistent with those related to the Quality Through People concept, which
suggests lack of recognition of the importance of their employees’ participation in

improving the services.

The mean responses to the statements relating to the Continuous Improvement
Cycle concepts show that 27.7% of respondents Agreed with the statements, 16.0 % of
them were uncertain, and 56.3 % disagreed with the statements. The results show that
25.6% of employees Agreed with the statements and 32.6 % of managers Agreed with

them.

The concept of measurement was presented to respondents as “Measurement means
that the progress of quality improvement must be measured and evaluated in order to
identify the achievements gained in quality improvement process”. The results of rating the

statements relating to the concept’s practice are presented in Table 6.4.15.
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Table 6.4.15: Measurement

€ 99
% of Respondents (n = 546) % Zf ‘Agr fe
mong:
Statements Agree Uncertain Disagree
% % % Employees Managers

(N) (N) (N) (=377)  (n=169)

1. In your department, you question your 12.6% 12.6% 74.8% | 11.4% 15.4%
customers and the departments dealing (69) (66) (408) 43) (26)
with you about the quality of services
you are providing to them.

2. In your department, you review and 80% 26.7% 64.5% | 8.5% 9.5%
measure the progress of work and (48) (140) (352) (32) (16)
quality of services through a systemic
" procedure based on scientific data.

‘“Measurement’” Mean % 103% 196% 697% | 99 % 12.4 %

The responses to the first statement show that the percentages of the respondents
who Agreed and were uncertain with the statement of the question were equal and very
small; 12.6% in each case. Around three-quarters of the respondents (74.8%) reported that
the customers and departments dealing with them were never asked about the quality of
their services. The results also show that both the employees and managers disagreed with
the statement to a large extent, as only 11.4% of employees Agreed with the statement and
15.4% of the managers Agreed with it. This pattern of responses indicates that neither
employees nor management make efforts to evaluate the services they or their departments
are providing to other departments and customers. They do not try to get feedback from
their customers to ensure that they are providing required and quality services. They seem
to be providing the services according to their own perceptions of the services, without
knowing whether or not their customers are satisfied with them. In this regard, a respondent
stated, “I believe that we all are concerned about the progress of our work, but we need
some systemic methods and training to evaluate and identify our work problems. Our
managers, particularly direct supervisors, need to be more serious about the achievements

in the workplace”.
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The second statement concerned the existence of systemic procedures based on
scientific data to measure the progress of work and quality of services. The responses to
this statement show that only 8.0% of the respondents Agreed with the statement, and
26.7% of them were uncertain, while 64.5% of the respondents reported that there were no
systematic procedures for monitoring the progress of work and the quality of services
rendered. Employees and managers were in disagreement with the statement or uncertain
about it to a large extent, as only 8.5% of employees Agreed with it and 9.5% of managers
Agreed with it. The results indicate that the departments of the Ministry are lacking
systemic data and procedure of measurements to review the work progress and evaluate the
quality of services. The lack of such procedures could be due to the lack of interest amongst
both the management and employees in measuring the quality of services, as the results of

the previous statements indicated.

The results of rating the statements relating to the Measurement concept show that
the majority of respondents were in disagreement with the statements, as 69.7 % disagreed
with the statements, 19.6 % were uncertain, and only 10.3 % Agreed with the statements.
The results show that both groups of respondents disagreed with the statements to a high
extent, as only 9.9 % of employees Agreed with the statements and 12.4 % of managers

Agreed with them.

6.4.3 Results of Rating the Practice of the Principles

To test the practice of the “Customer is King” principle, the respondents were asked
to indicate to what extent they Agreed with three statements related to principle. The

percentage distribution of responses to the statements is presented in Table 6.4.16.

212



Chapter Six _Data Analysis and Discussion I

Table 6.4.16: Customer is King.

% of “Agree”

% of Respondents (n = 546) Amone:

Statements Agree Uncertain Disagree
% % %
N) (N) N)

Employees Managers
m=377) (n=169)

1. In your department, your goals 709%  18.3% 10.8% 71.4% 69.8%
and objectives are to satisfy your (387) (100) 59) (269) (118)
customers.

2. Your senior managers are 363% 16.1% 47.6% 31.6% 46.7%
concerned about satisfying your (198) (88) (261) (119) (79)
customers.

3. The senior managers and 473%  25.8% 26.9% 44.8% 52.7%
employees in your department are (258) (138) (147) (169) (89)
aware that the quality of your
services are judged by the
customers.

“Customer is King” Mean % 51.5%  20.1% 28.4% 49.3% 56.4%

The results show that a large percentage (70.9%) of the respondents Agreed that the
main objective of their departments was to satisfy their customers. 18.3% of the
respondents were, however, uncertain on this point, while 10.8% disagreed with the
statement. The results show that both the employees and managers Agreed to a large extent
that the objectives of the departments of the Ministry were to satisfy the customers. The
percentage of the employees who Agreed with the statement of the question was 71.4%,
representing 269 out of 377 employees. The percentage of managers who Agreed with the
statement was 69.8%, representing 118 out of the total of 169 managers. The results,
particularly the high percentage of the employees agreeing with the statement, imply that
the objective of the people who actually deal with the customers was to satisfy their
customers. This would imply that they were aware of the importance of the customers, and
thus, may regard the customer as a king. In this regard, a respondent stated that “We all in
fact try to satisfy our customers, but regarding the customer as a king seems to be a very

difficult concept to be practised in our public sector. That is because public provision of
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services limits customers’ options. As a result, customers accept the services even if the

services are not of a high quality”.

However, respondents had conflicting opinions as to whether or not the senior
managers are concerned about customer satisfaction. Whereas a little more than a third of
respondents Agreed with the statement (36.3%), a relatively high percentage (16.1%) were
uncertain and almost half (47.6%) disagreed with the statement that the senior managers
were concerned about satisfying the Ministry’s customers. The breakdown of the responses
by occupational group showed that employees were less convinced than managers of top
management commitment to customer satisfaction; though even among managers fewer
than half Agreed that the managers are concerned about satisfying the customers. The
results clearly indicate that the factor of customer satisfaction is not being given adequate
attention by the management of the Ministry, which suggests that there is a lack of an
appropriate attitude among the personnel of the Ministry towards the customers, and that
the principle of customer satisfaction is not being taken as an important factor in providing
services. This view is supported by the results of rating the statement related to the Mission
element, which indicated that the respondents disagreed that the overall aim of the

Ministry’s Mission was to satisfy their customers.

The responses to the third statement show that while 26.9% of the respondents
shared the opinion that the employees and management are unaware about the fact that the
quality of the Ministry’s services are judged by the customers and 25.8% of the respondents
were uncertain of the fact. However, the remaining 47.3% of the respondents were
confident that the customers were judging the quality of their services. Both groups of the
respondents Agreed with the statement to a reasonable extent (44.8% and 52.7%); but the
managers seem to be aware more than the employees about the fact that the quality of the

services should be judged by the customers.
Overall, the percentage of Agree responses for the three questions is 51.5%, which

is obviously higher than the percentages of uncertain (20.1%) and disagree (28.4%)

responses. The means for percentage agreement of employees and managers show that both
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groups of respondents Agreed with the statements to a great extent. The proportion of the

employees who Agreed with the statements was 49.3% and that of managers was 56.4%.

Looking at the percentages of the statements related to the principle overall it is
obvious that most of the respondents Agreed with the statements related to this principle.
As a result, it could be said that in general the customer is regarded as a king within the
Ministry of Interior, but there is doubt about top managers’ attention to customer

satisfaction.

The agreement by the majority of the respondents that the principle is being
practised indicates that the respondents are familiar with this principle and regard the
customer as a king. But, their rating of its importance (Table 6.2.16) suggests that the
respondents may felt that this principle needs to be enhanced more within their
departments, or within the Ministry in general, which in turn suggests that there is a need

for the principle’s implementation.

In order to achieve the objectives of the principle, the decision-makers in the
Ministry need to concentrate on disseminating the principle among the employees and
departments of the Ministry. They also need to find ways of making this principle
operational, to enable employees practically to satisfy their customers instead of just
regarding them as kings. The employees’ attitudes towards their colleagues and other
departments need to be changed in such a way that they could understand the concept of
external and internal customers and be able to deal with other employees and departments

as their customers.

The achievement of quality and improved services rendered by an organisation
requires the concerted efforts of top management and lower cadre employees, as well as the
co-operation of external customers and suppliers. The extent to which there was
collaboration among the above individual groups was investigated by asking respondents to
answer three questions related to the functional relationships among the four groups. The

distributions of the responses to the three questions are presented in Table 6.4.17.
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Table 6.4.17: Everyone Participates

% of Respondents (n = 546)

% of “Agree”
Among:

Statements Agree Uncertain Disagree Employees Managers

% % % | @=371) (@=169)
(N) (N) N)

1. The employees in your department 54.8%  23.8% 214% | 53.1%  58.6%

realise that the success and failure is (299) (130) (117) (200) (99)

the responsibility of all, not of

individuals.

2. The employees in your department, 53.1% 152% 31.7% | 40.6%  81.1%

as well as your customers and (290) (83) (173) (153) (137)

suppliers, are participated in the

improvement processes.

3. In your department, senior 21.8% 55% 727% | 154%  36.1%

managers listen to employees, (119) (30) (397) (58) (61)

customers and suppliers, and seriously

take their suggestions and

recommendations for work and

service improvement.

“Everyone Participates” Mean % 432% 148% 419% | 36.4% 58.6%

To test to what extent the personnel of the Ministry participate in the improvement

of work and share the responsibility for work, success and failure, the respondents were

asked to rate to what extent they realised that success and failure were the responsibilities

of all personnel. The results related to this statement show that 54.8% of the respondents

Agreed that they share the responsibility for success and failure. 23.8% of the respondents

were uncertain about this matter, and 21.4% of the respondents disagreed with the

statement. The results indicate that there is a belief amongst the respondents that they share

the responsibility for success and failure. The percentage of the employees and managers

agreeing with the statement indicate that both levels are almost equally persuaded of the

application of this concept, as 53.1% of the employees Agreed with the statement and

58.8% of the managers Agreed with it.
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The second statement concerned the existence of participation of employees,
customers and suppliers in the improvement processes. The results show that 53.1% of the
respondents Agreed with the statement; 15.2% of the respondents were uncertain; and
31.7% of the respondents disagreed with the statement. It can be seen that managers
Agreed with the statement to a greater extent than employees, as 81.1% of them Agreed
with the statement, compared with only 40.6% of the employees. These results imply that
the managers felt that the employees, customers and suppliers participated in the
improvement process; but the employees seem to have a feeling that they are not
significantly involved in the improvement process. Based on these results, it could be said
that there may be participation of both customers and suppliers in the improvement process;

but there seems to be a lack of appropriate participation in the processes by the emplojrees.

The third statement tested to what extent the management of the Ministry
encourages employees, customers and suppliers to participate in the improvement process
through listening to them and taking seriously their comments and suggestions. The results
show that a large majority (72.7%) of the respondents disagreed with the statement; only
21.8% of the respondents Agreed with the statement; and a very small percentage (5.5%) of
them were uncertain. The results indicate that there is a lack of encouragement from the
management, and that the management is not listening to the employees, customers and
suppliers in order to improve the work and services; the suggestions and recommendations
related to the work improvement raised by the employees, customers, and suppliers seem to
be not taken seriously by the management. The management seems to be working
individually on these processes and it seems to be confident that it is doing well, since it
does not care about other groups’ suggestions. The employees, as well as management,
disagreed to a great extent with the statement, as only 15.4% of the employees Agreed with
it and 36.1% of the managers Agreed with it. The results of this statement are
consistent with those related to the Management Commitment concept, which indicated that

the senior managers do not listen to employees’ suggestions and take them seriously.

The results suggest that the respondents Agreed that they share the responsibility for
success and failure; but the employees seem to be dissatisfied with their levels of

participation in the improvement process; their views also seem to be unheeded by
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management. As a result, it could be said that, as the results suggest, there is a need for an
effective relationship between the management and employees, as well as the customers
and suppliers, in order to involve everyone in the improvement process. This need is

confirmed by the high rating of the principle’s importance (Table 6.2.17).

However, the mean results for the principle as a whole indicate that 43.2% of the
respondents Agreed with the statements; 14.8% of them were uncertain; and 41.9% of them
disagreed with the statements. The mean percentages by occupational group indicate that
36.4% of the employees Agreed with the statements, compared with 58.6% of the
managers, indicating that the managers were more in agreement with the statements than

were the employees.

In relation to the implementation of the Everyone Participates principle, a
respondent stated that “Involving everyone in the decision-making and improvement
processes is an important factor to work in teams and provide them with a sense of
belonging, but it seems to be a difficult concept to be implemented here, because many of

us still strive for power”.

Quality achievement would require the establishment of an integrated functional
system whereby all units within the organisation work together for the ultimate goal of
achieving high-quality output. Respondents were provided with a set of eight statements
relating to inter-departmental relationships, work distribution, and availability of tools and
equipment within their departments. The percentage distribution of the responses to the

statements is presented in Table 6.4.18.
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Table 6.4.18. Aligned Corporate Systems.

_ % of “Agree”
% of Respondents (n = 546) Amoneg:
Statements Agree Uncertain Disagree
% % % Employees Managers

(N) (N) (N) (=377) (n=169)

1. The communication system of your 35.5% 15.6% 48.9% | 23.1% 63.3%
department is working effectively. (194) (84) (267) 87 (107)

2. There is a high level of co- 300% 21.6% 48.4% | 18.6%  55.6%
operation between your department and (164)  (117) (264) (70) (95)
other departments of the organisation.

3. The organisation structure in your  32.2% 21.6% 46.2% | 27.6% 42.6%
organisation makes the communication (176) (116) (152) (104) (72)
process work effectively.

4. The responsibilities and tasks are 262% 163% 57.5% | 239% 31.4%
assigned equally to the employees. (143) (88) (314) (90) (53)

5. The work you are performing is 242% 17.8% 58.0% | 21.0% 31.4%
organised in such a way as to be (132) (96) @317 (79) (53)
performed effectively and easily.

6. Work is received by your 498% 145% 357% | 40.1% 71.6%
department from other departmentsina (272) (78) (195) (151) (121)
form that meets the requirements and
regulations of work.

7. The necessary tools and equipment 353% 44% 603% | 265%  55.0%
for performing the work are made (193) (22) (329) (100) (93)
available on time when they are
required.

8. The tools and equipment in your 63.9% 55% 30.6% | 58.6%  15.7%
organisation are high quality and (349) (26) (167) (221) (128)
working effectively.

“Aligned %‘;’P"‘a‘esy“ﬂ“s” 424% 167% 551% | 299%  53.3%
ean %

Ratings of the first statement show that communications systems in the Ministry’s
departments were felt to be not working effectively by 48.9% of respondents. 15.6% of the

respondents were uncertain or unaware whether or not the communications systems of their
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departments were working effectively, and only 35.5% of the respondents Agreed that the
communications systems are working effectively in their departments. The results show
that 63.3% of the maﬁagers Agreed that the communications systems of the departments are
working effectively; but only 23.1% of employees were of the same opinion. The
percentage of managers agreeing with the statement may reflect the existence of an
effective communication between the managers, or at the upper levels of the organisation;
but there is a feeling in the organisation that an appropriate communication system is
lacking at the lower levels, which implies the ability of the personnel at the lower levels to
communicate effectively. To this extent, it could be said that the communications systems

of the Ministry are not aligned or incorporated well with the other systems.

The responses to the second statement show that 48.4% of the respondents did not
think that there was a high level of inter-departmental co-operation within the Ministry,
though 30.0% Agreed that there was a high level of co-operation between the departments
and the rest of the respondents (21.6%) were uncertain. As with the previous statement,
employees Agreed with the statement to a for lesser extent (18.6%) than the managers
(55.6%). This may mean that there could be a high level of co-operation between the
managers, or a least the managers may have felt that there was such co-operation between
their departments and employees; but there may be a lack of co-operation at the employees’
levels. If there is a lack of co-operation at the lower levels of the Ministry, it could not be
said that there is a high level of co-operation in the departments of the Ministry in general.
Thus, the lack of co-operation could be added as another shortcoming in the Ministry’s
systems in addition to the ineffective communication system. The responses to the
statement are consistent with those to the statement related to the Internal and External
Customers concept, which indicated that there is a lack of good, supportive relations

between the departments of the Ministry.

The responses to the third statement show that there was a common feeling among
46.2% of the respondents that the organisational structures of the Ministry were not
conducive to the establishment of effective communication processes. Only 32.2% Agreed
that the organisational structures were conducive, and the rest of the respondents (21.6%)

were uncertain. Neither group of respondents showed high agreement with the statement,
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though fewer employees (27.6%) than managers (42.6%) Agreed with it. The overall results
indicate that the organisational structures are not designed to enable the communications
systems to work effectively. This would justify the low percentage of the respondents
agreeing with the first statement related to this concept. The responses to the statement
suggest that there is a critical lack of an effective communication system in the Ministry
and that organisation structures are not conducive such a system. Thus, it could be said that
the third problem in the Ministry’s systems is the lack of an organisational structure capable

of delivering effective communication virtually and literally.

The responses to the fourth statement show that only 26.2% of the respondents
Agreed that the work and tasks are equally assigned between the employees in the
departments of the Ministry, whereas 57.5% of the respondents felt that responsibilities and
tasks were not assigned equally and 16.3% of the respondents were uncertain. Employees
and managers seem to be in agreement that tasks are not assigned equally, as only 23.9% of
the employees and 31.4% of the managers Agreed with the statement. As a result, it could
be said that the tasks and responsibilities are not assigned equally between the employees.
This interpretation is supported by the low percentage of managers, who should be
responsible for assigning the work, who Agreed with the statement. The lack of an effective
organisational structure could be regarded as an additional shortcoming in the Ministry’s

systems.

The responses to the fifth statement show that only 24.2% of the respondents
Agreed that their work was designed to be conducted effectively, whereas 17.8% of the
respondents were uncertain, and 58.0% shared the opinion that their work was not properly
organised for efficient execution. Only 21.0% of the employees Agreed with the statement
and 31.4% of the managers Agreed with it, indicating that the majority of them disagreed
with the statement, as the percentage who were uncertain is very low. The results indicate
that the work systems and designs are not organised in a systemic way so that the
employees are able to perform their tasks effectively and easily. As a result, the

organisation of work could be regarded as another shortcoming in the Ministry’s systems.
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As regards the sixth statement, 49.8% of the respondents Agreed that the work
received by their departments meets requirements, whereas 14.5% of the respondents were
uncertain and 35.7% of them disagreed. It should be noted that agreement with the
statement was greatest among managers, as 71.6% of them Agreed with the statement
compared with 40.1% of employees. The differences in percentage between these tow
groups may indicate classification among employees with the form in which they receive
work. Accordingly, it could not be said with confidence that the departments of the
Ministry are performing the work according to the work requirements and regulations. This
view is supported by the low percentage of employees agreeing with the statement, since it

is employees who actually receive and perform the work.

Responses to the seventh statement show that only 35.3% of the respondents Agreed
with it. A very small percentage (4.4%) of the respondents were uncertain about the
statement and the majority (60.3%) disagreed. The proportion of managers who Agreed
with the statement was more than twice that of employees (55.0% and 26.5% respectively)
which, in turn, indicates that the people who actually perform the work and use the tools
and equipment were inclined to disagree with the statement. As a result, it could be said
that the tools and equipment required for the work are not made available on time, which
would impede the ability of employees to do their work effectively. The results of this
statement are consistent with ratings of the statement related to the Prevention concept
which indicated that the necessary tools and equipment for conducting the work were not

available when required.

The responses to the last statement show that almost two thirds (63.9%) of the
respondents believed that the Ministry of Interior has high-quality tools and equipment that
were working effectively. A small percentage (5.5%) of the respondents were uncertain
about the quality of the tools and equipment, and 30.6% of the respondents disagreed with
the statement. Both employees and management were predominantly in agreement with the
statement, as over half (58.6%) of the employees and three-quarters (75.7%) of the
managers Agreed with it. Comparing the responses to the seventh and eighth statements, it
may be suggested that the tools and equipment of the Ministry are of high quality, but not
always available when needed.
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In relation to the last two statements, a respondent stated, “In my opinion, the
equipment and tools such as office stationary, furniture, computers, transportation, etc. of
the Ministry of Interior, are undoubtedly of a high quality and seem expensive, but the
problem is that this equipment, due to the bureaucratic procedures of the work and
ineffective co-ordination with the suppliers and other departments, is rarely made available
on time. This causes, most of the time, frustration, failure to conduct the work effectively,
and failure to deliver services on time. The people responsible for this should know this fact
if we are serious about improving”. Another respondent stated, “The problem of
unavailability of the work requirements is one of the most important problems that needs to
be looked into in the Ministry of Interior. This problem is caused for the most part by the

departments responsible for these matters”.

The results indicate that the respondents highly Agreed with only one statement
relating to the principle of Aligned Corporate Systems. This was the last statement,
meaning that the tools and equipment were of a high quality and working effectively in the

departments of the Ministry.

The percentage means show that 42.4% of the respondents Agreed with the
statements related to the principle; 16.7% of the respondents were uncertain about the
statements; and 55.1% of the respondents disagreed with the statements. The comparing
occupational of groups, it is noticed that 29.9% of employees Agreed with the statements of

the questions, and 53.3% of the managers Agreed with them.

The response patterns suggest problems with the organisation’s systems in the areas
of communication, co-operation, task distribution, work organisation, and unavailability of
tools on time. The results indicate that there is a lack of co-operation between the
departments, which could be due to the lack of an effective communication system in the
Ministry. This in turn is caused by an organisation structure that does not facilitate effective
communications. The results also indicate that the responsibilities and tasks are not equally
assigned and distributed between the employees and departments, and that the work is not

organised in manner conducive to effective performance. In addition, the results indicate
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that although the tools and equipment are of a high quality, they are not always available at

the time they are required.

From the results presented above, it could be said that the Ministry is lacking
appropriate organisation structures and systems, and that the current systems are incapable
of providing high quality services to customers. Accordingly, the decision-makers need to
focus on the areas identified as weak, in order to find ways of performing the work

effectively and producing quality services.

As the concept of All Work is Process emphasises the concept that quality
improvement needs to be regarded as a process, the Continuous Improvement principle
emphasises the same ideas as the concept of All Work is Process. It means that the quality
improvement process is an on-going process and needs to be carried out on a continuous
basis. To test to what extent the principle is being practised within the Ministry of Interior,
the respondents were offered several statements relating to this principle. The results of

their rating of the statements are presented in Table 6.4.19.

Table 6.4.19. Continuous Improvement.

3 99
% of Respondents (n = 546) %o fmﬁgf :ee

—— /——____—______}
Statements Agree Uncertain Disagree

% % %o
(N) (N) (N

Employees Managers
m=377) (n=169)

1. The employees in your department 58.4% 28.4% 13.2% | 60.7% 53.3%
are aware that continuous improvement (319)  (149) (72) (229) (90)
is an important factor for success.

2. Your department takes critical steps 31.5% 16.3% 52.2% | 25.7%  44.4%
for improving work methods. (172) (86) (285) 97 (75)

3. The employees and senior managers
in your department share and discuss  30.8% 6.6% 62.6% | 27.6% 37.9%
quality and performance improvement (168) (G4) (342) (104) 64)

issues together without restrictions.

(13 ° 9
C"““““‘l’\‘fe;nmp,;fvem"“‘ 402% 171% 427% | 38.0%  45.2%
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The responses to the first statement show that 58.4% of the respondents Agreed that
the employees are aware that continuous improvement is an important factor for success;
28.4% of the respondents were uncertain about this; and a small percentage (13.2%) of
respondents disagreed. The results suggest that the employees are aware of the importance
of continuous improvement. This view is supported by the high percentage (60.7%) of
employees agreeing with the statement. The managers also seem to be aware of this fact to
some extent, as 53.3% of them Agreed with the statement. As a result, it could be said that
the continuous improvement principle is regarded as an important factor for success in the
departments of the Ministry. The results are, however, inconsistent with the comment made
by a respondent stating, “I believe many of the Ministry’s employees are uncertain about
what the term continuous improvement stands for. We carry out the improvement process

when it is required to do so. The decision to improve is left to the management”.

The responses to the second statement indicate that only 31.5% of the respondents
Agreed that their departments take steps for improving work methods. 16.3% of the
respondents were uncertain. The majority of the respondents (52.2%) disagreed that their
departments are making critical efforts to improve work methods. The highest level of
disagreement was found amongst employees, since only 25.7% of them Agreed with the
statement. In contrast, 44.4% of managers Agreed with the statement. The different
percentages of agreement between employees and managers indicate that there was a:
feeling amongst the managers that the departments of the Ministry are taking steps to
improve work methods, but that employees are yet unconvinced or unaware of the steps
being taken. It may be that employees cannot see how these efforts are changing work
methods in practice. In other words, the management may recognise that the existing work
methods are ineffective, but has not made practical efforts to change these methods, that are
visible to employees. Accordingly, it could not be said that the departments are taking steps
to improve work methods since these efforts do not make practical improvements and

changes in the work methods.

The responses to the third statement show that only 30.8% of the respondents
Agreed with the statement that the employees and management share and discuss quality

issues without restrictions. 6.6% of the respondents were uncertain about this. The majority
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(62.6%) of the respondents disagreed with the statement. The results show that the

employees as well as managers disagreed to a large extent with the statement, as only
27.6% of employees Agreed with the statement and 37.9% of the managers Agreed with it.
These findings indicate that there are some barriers and restrictions between the
management and employees in discussing quality issues. In this regard a respondent stated
that “In many departments of the Ministry, it is very hard to find employees discussing
quality issues and other related issues with their managers”. This could be due to the lack of
an effective communication system in the Ministry; as the responses earlier recorded and
which relate to the principle of Aligned Corporate Systems indicated. It could also be due
to the lack of appropriate participation from employees in the improvement process, as the

previously discussed results of the Everyone Participates principle indicated.

Comparing the results presented in Table 6.4.19 with the rating on the importance
of the principle in Table 6.2.19, indicates that some respondents disagreed with the
statements relating to the practice of the concept, but nevertheless regarded the concept as
important, which suggests that there is a need in the Ministry for implementing the

principle.

The results of rating the practice of the concepts of All Work is Process and
Continuous Improvement indicate that the improvement processes in the Ministry are not
being conducted appropriately and are not regarded as long-term processes; rather, the
processes seem to be taken on a quick-fix basis and fizzle out after achieving some short-
term successes. This would support the results in response to the Aligned Corporate
Systems principle, which indicated that the Ministry lacks appropriate organisational
structures and systems, and that the current systems are incapable to produce and provide

high quality services to customers.

The mean percentages of the statements related to the principle of Continuous
Improvement show that 40.2%of the respondents Agreed with the statements; 17.1% of
them were uncertain; and 42.7 %of them disagreed with the statements. The mean of the
percentages also indicate that both groups of the respondents Agreed to a low extent with

the statements, as 38.0%of the employees and 45.2% of the managers Agreed with them.
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The Quality Measurement principle is based on the idea that while steps may be
taken to bring about improvements in quality, there is a need for post-operative evaluation
of the success of the improvement initiatives undertaken. Respondents were provided with
five statements relating to quality assessment or measurement; the results and the

percentage distribution of their responses are presented in Table 6.4.20.

Table 6.4.20. Quality Measurement

% of “Agree”

% of Respondents (n = 546) Amons:

Statements in Di
Agree Uncertain Disagree Employees Managers

% % % P: n
(N) (N, w | @37 0=169)
1. The senior managers of your 23.1% 93% 67.6% | 20.2% 29.6%

department review constantly the quality  (126) (51 (369) (76) (50)
of the work performed.

2. The senior managers of your 258% 92% 650% | 21.8% 34.9%
department review and evaluate (141) (46) (355) (82) (59)
constantly the process of work to ensure
that the department achieving its planned
goals and objectives.

3. In your department, you distribute 7.0% 48% 882% | 5.8% 9.5%
written questionnaires to employees to (38) (20) (482) 22) (16)
know their opinions and get feedback "
regarding the performance of work.

“Quality Measurement” Mean % 186% 78% 73.6%| 159% 24.7%

The results presented in Table 6.4.20 show that the issue of quality assessment is
not given high priority by the management in the Ministry. It was reported by 67.6% of the
respondents that in their departments, senior managers do not check the quality of work
performed. Only 23.1% of the respondents thought that the management reviews the quality
of work, and 9.3% of the respondents were uncertain whether or not such review takes
place. The results show that a substantial majority of respondents in each group disagreed
with the statement, as only 20.2% of employees and 29.6% of managers Agreed with it.

The results indicate that the management is not concerned about the quality of the work
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conducted by the employees, since it does not review quality constantly. The management

seems to be comfortable with the work performed, whether or not it is of a high quality.

The second statement concerned whether the management was reviewing the work
of the departments to ensure that the planned goals and objectives of the departments were
met. The results show that only 25.8% of the respondents Agreed that this was done,
whereas 9.2% of the respondents were uncertain and the majority (65.0%) of the
respondents reported that the senior managers in their departments do not review the
process of work to ensure that planned goals are met. The results show that the employees
and managers disagreed with the statement to a large extent, as only 21.8% of employees
and 34.9% of the managers Agreed with it. These findings indicate that there is a lack of
work assessment in the departments of the Ministry. This could be due‘ to the
management’s carelessness or complacency about the work; it could also be due to the lack
of appropriate measurement or assessment procedures, methods, tools and techniques to

review and evaluate the outputs of the work conducted.

The responses to the third statement, which tested if the management and
employees question the employees to get their feedback on the work performance, show
that only 7.0% of the respondents Agreed with the statement. A very small percentage
(4.8%) were uncertain. Thus, the great majority (88.2%) of the respondents felt that
employees were never questioned to get their feedback and opinions on the work
performance. In both groups of respondents, agreement with the statement was very lows,
as only 5.8% of the employees Agreed with it and 9.5% of the managers Agreed with it.
The results obviously indicate that the departments of the Ministry do not question the
employees to get their feedback on the work performance in order to measure the
performance and quality of work. The work seems to be designed and distributed to
employees without evaluating it from time to time in order to know whether or not the

employees are performing it well or are satisfied with its procedures.

It is obvious from the results presented above that all the statements related to the
principle of Quality Measurement were rated negatively, and that the Ministry is lacking

appropriate measurement and evaluating systems to produce and improve the quality of

228



Chapter Six _Data Analysis and Discussion 1

services. The results also indicate that the decision-makers in the Ministry do not show
concern about how the work is performed, since there are no systemic procedures in place
to evaluate the progress of work. There tends to be carelessness amongst employees as well

as management about measuring the quality of services and the work performed.

However, the results of rating the importance of the principle (see Table 6.2.20)
indicate that there is a need for implementing the concept of Quality Measurement in the
Ministry. This high rating would indicate that the respondents might recognise the
importance of measurement, but they might not have a clear procedure or systemic way to

conduct the task of measurement.

The mean of percentages of rating the statements related to the principle of Quality
Measurement show that only 18.6% of the respondents Agreed with the statements; 7.8 %
were uncertain; and 73.6 % of the respondents disagreed with the statements. The results
indicate that only 159 % of employees and 24.7 % of managers Agreed with the:

statements.

The data presented and discussed above showed the extent to which the elements,
concepts, and principles are perceived as being practised within the Ministry of Interior, -
from the point of view of employees and managers working in the Ministry who responded -

to the questionnaire.

The next section provides data indicating to what extent the respondents’ other
demographic variables (Level of Education, Place of Education, and Type of Occupation)
affected the way they rated the statements relating to the practice of the elements, concepts,

and principles.
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6.5 EFFECT OF DEMOGRAPHIC VARIABLES ON RATING THE
STATEMENTS RELATED TO THE PRACTICE OF THE
ELEMENTS, CONCEPTS, AND PRINCIPLES

This section presents and discusses the results showing to what extent the
respondents’ demographic variables affected the way they rated the statements related to
the practice of the elements, concepts, and principles. The effect of the respondents’
demographic variables is shown taking p< .05 level as the significance criterion, using Chi-
square test. It should be noted that the means of statements were merged to yield only one

mean for each elements, concepts, and principles using the “compute” command of SPSS.

It should also be noted that the following hypothesis will be tested throughout this

section:

“Respondents’ educational level, place of education, and type of occupation will be
significantly related to the way the respondents perceived the practice of the elements,

concepts, and principles.”

The results provided in Table (6.5.1) show the extent to which the variable of level
of education affected the way the respondents rated the statements relating to the practice of

the elements, concepts, and principles.
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Table 6.5.1: Chi-square and Means Showing the Effect of the Education Variable on
Rating the Statements Related to the Practice of the elements, concepts, and

principles.
Chi-sguare [ The Mean l
Features Chi-  Asymp. |Intermediate High School University g‘oacst‘g;a‘f;
Square  Sig. (N=36) (N=180) (N=281) (N=49)

1 [Vision 48.599 .00 2.5694  3.2597 29253 24541
2 [Mission 44.066 .00 24722  3.1861 2.8173  2.1565
3 |Strategy 13.664 .00 2.6389 33907 3.1234  2.9796
4 [Values 26.797 .00 2.6251 2.8182  2.6091 2.2843
5 [Key Issues 51472 .00 22130  3.4037 3.0391 2.5068
6 {Internal External Customers 53.673 .00 2.8958  3.4625 3.0848 2.9031
7 (Customer Satisfaction 2.595 45 29907 3.1407 3.0314 2.9048
8 [Team Work 27.826 .00 2.7238 3.5611 3.2202 3.3129
9 |Quality Through People 45.601 .00 2.5741 3.2700 2.9241 2.9388
10 |Quality on all Agendas 9.057 .02 2.6389  2.8883 2.9739 3.0000
11 |All Work is Process 8.736 .03 3.1667 29106 3.0250 3.2041
12 Management Commitment 39.743 .00 3.6296  3.4852  3.1518 3.7211
13 [Prevention 12998 .00 3.5056  3.3330 3.2218 3.5592
14 (Continuous Improvement Cycle |23.343 .00 | 3.1917 3.3744 3.0282 3.5041
15 Measurement 30.033 .00 3.7444 4.1326 3.8100 4.0020
16 |Customer is King 20.762 .00 | 22685 27407  2.5202 3.0612
17 [Everyone Participates 100.258 .00 2.0463 3.5926 27556 2.7483
18 |Aligned Corporate Systems 27.200 .00 3.0903 3.4050 3.1816 2.7423
19 (Continuous Improvement 25.785 .00 3.1833 33456 3.0019 3.3592
20 |Quality Measurement 41960 .00 3.7000  4.2073 3.8296 3.9551

Note: Significant Chi-square values are at p<.05
Value (Strongly Agree = 1, Agree =2, Uncertain = 3, Disagree = 4, Strongly Disagree = 5)

The results indicate that the respondents’ level of education significantly affected
the way they rated the statements of the elements, concepts, and principles, as there were
statistically significant differences between the mean responses of the four groups of
respondents in rating all the elements, concepts, and principles, except the concept of

Customer Satisfaction.
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The results indicate that in general, the respondents with an Intermediate level of
education tended to Agree with the statements on implementation of the elements, concepts,
and principles to a greater extent than the other groups, which indicates that this group of
respondents were more inclined than the other groups to think that the elements, concepts,

and principles are being practised within the departments of the Ministry of Interior.

Due to their level of education, most respondents with intermediate level of
education are operative personnel in the Ministry. As a result, they are more involved in the
daily conduct of work. This would explain their high extent of agreement with the
statements, as they may recognise, better than the other groups, whether or not the

elements, concepts, and principles are being practised within the Ministry’s departments.

However, the results clearly indicate that the respondents’ level of education
affected the way the respondents rated the elements, concepts, and principles. This would

be consistent with the hypothesis provided earlier.

The results provided in Table (6.5.2) show to what extent the variable of Place of
Education affected the way the respondents rated the statements of the elements, concepts,

and principles.
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Table 6.5.2: Chi-square and Means Showing the Effect of the Place of Education
Variable on Rating the Statements Related to the Practice of the Elements, Concepts,
and Principles.

Chi-square | The Mean '
Features i- . Arab
Sgllll;re Asé);g.lp' MmNty Qi) e
1 [Vision 6.725 .08 3.0002 2.8734 2.6176 3.2500
2 [Mission 14485 .00 29521 24979 25490 2.7292
3 (Strategy 12.117 .00 | 3.2500 2.8650 3.1961 2.7500
4 [Values 15.035 .00 27165 24105 2.5033 2.4800
5 [Key Issues 22,767 .00 3.1850 2.5865  2.8039 2.6875
6 [Internal External Customers 30.160 .00 3.2724 27753 33824 2.8750
7 |Customer Satisfaction 28.742 + .00 3.1628 25717  3.0784 2.7292
8 [Team Work 25.004 .00 3.3975 29620  3.7451  2.5625
9 |Quality Through People 6.109 .10 3.0578 2.8270 3.1765 2.7708
10 |Quality on all Agendas 17.588 .00 29625 2.6962  3.8039 2.5625
11 |All Work is Process 11.751 .00 3.0493  2.8354  3.5588 2.6875
12 Management Commitment 8.700 .03 33419 33418  3.8235 3.1875
13 [Prevention 23414 .00 33546  3.0987 3.8353 27125
14 |Continuous Improvement Cycle | 1.571 .66 3.2005 3.1823  3.5529 3.0708
15 Measurement 1.667 .64 3.9526  3.8530 3.9765 3.8062
16 |Customer is King 24978 .00 2.6826 23586  3.2549 2.0208
17 [Everyone Participates 23.378 .00 3.0896  2.5823  3.1961 2.3750
18 |Aligned Corporate Systems 22.212 .00 3.3048 2.8576  3.0294 2.9688
19 |Continuous Improvement 2.478 47 3.1804 3.0430 3.5765 2.9958
20 |Quality Measurement 3.345 34 3.9873  3.8188 4.1412 3.7750

Note: Significant Chi-square values are at p<.05
Value (Strongly Agree = 1, Agree =2, Uncertain = 3, Disagree = 4, Strongly Disagree = 5)

The results indicate that the respondents’ Place of Education significantly affected
the way they rated the statements on implementation of the elements, concepts, and
principles, yielding statistically significant differences between the mean responses of the

four groups of respondents in rating almost all elements, concepts, and principles.
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The results indicate that the respondents who have been educated abroad were of
the opinion to a greater degree, than those who have been educated in Saudi Arabia, that the
elements, concepts, and principles are being practised in the departments of the Ministry.
This is possibly due to their better understanding of the elements, concepts, and principles,
which could be gained through their education abroad, as the educational institutions of
these countries might be emphasising the subjects related to quality more than the Saudi

institutions.

The results of rating the elements, concepts, and principles indicate that the variable
of Place of Education significantly affected the way the respondents rated the statements of
the elements, concepts, and principles, supporting the hypothesis formulated and presented

earlier in this section.

The results provided in Table (6.5.3) show to what extent the respondents’ type of
Occupation affected the way the respondents rated the statements of the elements, concepts,

and principles.
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Table 6.5.3: Chi-square and Means Showing the Effect of the Occupation Variable on
Rating the Statements Related to the Practice of the Elements, Concepts, and

Principles.
Chi-square | The Mean |
Features Chi-Square Asymp. Sig. Adg\}zlssgg)t ive T‘zg:,l;%an
1 |Vision .013 91 2.9709 2.9545
2 [Mission 2.338 A2 2.8743 2.5859
3 [Strategy 5.946 01 3.1956 2.7172
4 [Values 9.458 .00 2.6731 2.2900
5 [Key Issues 18.403 .00 3.1101 2.2323
6 [Internal External Customers 3.691 .05 3.2066 2.7753
7 |Customer Satisfaction 4.004 .04 3.0721 2.7626
8 [Team Work 14.268 .00 3.3542 2.6162
9 |Quality Through People 13.302 .00 3.0495 2.4949
10 |Quality on all Agendas 18.244 .00 29714 2.2222
11 |All Work is Process 6.531 01 3.0421 2.5606
12 [Management Commitment 6.107 01 3.3723 2.9091
13 [Prevention 1.166 28 3.3258 3.0242
14 (Continuous Improvement Cycle 5.903 .01 3.2194 2.8303
15 Measurement 12.861 .00 3.9643 3.3848
16 |Customer is King 5.527 01 2.6488 2.2525
17 [Everyone Participates 17.753 .00 3.0312 2.2525
18 |Aligned Corporate Systems 4.953 02 3.2313 2.8712
19 [Continuous Improvement 8.810 .00 3.1890 2.6970
20 |Quality Measurement 11.363 .00 3.9911 3.4242

Note: Significant Chi-square values are at p<.05

Value (Strongly Agree = 1, Agree =2, Uncertain = 3, Disagree = 4, Strongly Disagree = 5)

The results indicate that the respondents’ type of occupation showed a significant
effect on the way they rated the statements of the elements, concepts, and principles. There
significant differences between the administrative and technicians in mean ratings for the

Statements.
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The results indicate that the technicians Agreed with the statements of the elements,
concepts, and principles to a greater extent than did the administrators. This could be due to
the lack of appropriate understanding of the elements, concepts, and principles amongst the
technicians, as the concepts mainly dealt with the administrative aspects of the Ministry.
The administrators’ more critical response could be due to their greater understanding of
the administrative issues of the Ministry; thus, they may recognise that such elements,

concepts, and principles are not being practised within their departments.

However, the results indicate that the respondents’ type of occupation significantly
affected the way they rated the statements of the elements, concepts, and principles. This

would be consistent with the hypothesis provided above.

6.6 CONCLUSION

The results gathered from the empirical study presented and discussed in the chapter
reveal that the elements, concepts, and principles of the proposed implementation model
were rated to a great extent as important. The results reveal that both the employees and
managers of the Ministry of Interior perceived the elements, concepts, and principles as
important. This suggests that the personnel working in the Ministry considered \the
proposed elements, concepts, and principles as important to a great extent to be
implemented in the Ministry in order to improve its management processes and the quality

of services.

In relation to the practice of the elements, concepts, and principles, the respondents
were presented with several statements related to each of the model’s elements, concepts,
and principles to examine the extent to which they were already in practice within the
Ministry of Interior. Such examination was intended to assess the compatibility between the
elements, concepts, and principles and the environment of the Ministry. The results reveal
that most of the concepts presented to the respondents relating to the elements, concepts,

and principles are not being practised within the departments of the Ministry.
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In terms of how each occupational group rated the statements relating to the practice

of the elements, concepts, and principles, the results show that there was significant

difference between the employees and managers in rating those statements. The means of

rating the elements, concepts, and principles are summarised and presented in Table 6.6.

Table 6.6: Means of Rating the Elements, Concepts, and Principles

Mean of % (n=546)

% of ““Agree”

Features Among:
Agree | Uncertain | Disagree Ezr:l[:);o;%es Ng‘:?gg S
1 Vision 32.8% | 36.0% 31.2% 23.4% 53.7%
2 Mission 41.8% | 23.3% 34.7% 30.8% 66.9%
3 Strategy 254% | 34.7% 39.9% 21.3% 34.7%
4 Values 474% | 26.7% 25.9% 39.9% 64.1%
5 Key Issues 387% | 12.7% 48.6% 28.9% 60.4%
6 Internal and External Customers 344% | 12.7% 52.8% 26.2% 52.8%
7 Customer Satisfaction 36.3% | 17.0% | 46.7 % 32.4% 45.0%
8 Teamwork 332% | 133% | 53.5% 27.2% 46.5%
9 Quality Through People 410% | 176 % | 414 % 34.8% 54.2%
10 Quality on all Agendas 39.6% | 223% | 38.0% 32.5% 55.4%
11 All work is process 271% | 375% | 353 % 21.3% 40.2%
12 Management Commitment 245% | 212% | 543 % 19.8% 34.9%
13 Prevention 313% | 153 % | 534 % 29.9% 34.3%
14 Continuous Improvement Cycle 277% | 16.0% | 56.3 % 25.6 % 32,6 %
15 Measurement 103% | 19.6% | 69.7 % 9.9 % 12.4 %
16 Customer is King 51.5% | 20.1% 28.4% 49.3% 56.4%
17 Everyone Participates 432% | 148% | 419% 36.4% 58.6%
18 Aligned Corporate Systems 424% | 16.7% | 55.1% 29.9% 53.3%
19 Continuous Improvement 352% | 16.7% | 48.1 % 33.0% 40.1%
20 Quality Measurement 153% | 125% | 72.1% 13.5% 19.8%
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The means of rating the elements, concepts, and principles presented in Table 6.6
reveal that employees generally showed a lower level of agreement than managers with the
statements relating to the practice of the elements, concepts, and principles. This could be
due to the fact that since they are more involved in the daily conduct of the work and they
may noticed that the elements, concepts, and principles are not being practised in their
departments. The means of managers’ rating, which indicate their agreement with the
elements, concepts, and principles, could be because either the managers are more critical
than employees because they are more aware how things should be done and may assume
that such elements, concepts, and principles are being practised, or because they may intend

to show that the work is being conducted perfectly and does not have shortcomings.

In relation to the other demographic variables of the respondents, the data analysis
reveal that, in terms of the importance of the elements, concepts, and principles, the
variables of Level and Place of Education significantly affected the way the respondents
rated the importance of the elements, concepts, and principles, whilst the variable of type of
Occupation (Administrative and Technicians) did not show a significant effect on the way

the respondents rated the elements, concepts, and principles.

In relation to the practice of the elements, concepts, and principles, the data reveal
that the respondents’ demographic variables (Level, Place of Education and type of
Occupation) significantly affected the way the respondents rated the statements related to

the practice of the elements, concepts, and principles.
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Chapter Seven
PITFALLS OF TQM IMPLEMENTATION

7.1 INTRODUCTION

This chapter discusses the pitfalls associated with TQM implementation with a
particular reference to the public sector. Accordingly, the chapter, first, discusses some
common pitfalls or barriers that may lead in ineffective implementation of TQM; and,

second, it discusses the possible barriers to start a TQM programme.

7.2. PITFALLS OF IMPLEMENTING TQM IN THE PUBLIC
SECTOR

Despite successful TQM implementation cases in many organisations, there are
some common pitfalls or barriers faced in implementing TQM. A survey of TQM
literature suggests that there are a number of barriers that might be encountered in
implementing TQM. Fung (1998) listed seven major difficulties in achieving TQM, as
the follows:

Lack of leadership.

Lack of champions in the company.

Limits of TQM application.

Team spirit and performance of a company could be much better.

Unable to cope with the fast changing and demanding business environment.

Lack of a strategy on skills and human resources development.

NS AL

Lack of development of future leaders, entrepreneurs and multidisciplinary global

managers.

The empirical study carried out by Wilkinson et al (1995), mentioned earlier,
revealed that the difficulties listed below were identified to be some of the most
important problems faced by the organisations investigated:

1. Organisational culture resistant to change.

2. Economic pressures.

3. Measuring quality.
4

. Clashes with other initiatives.
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Emphasis on short-term goals.
Barriers between departments.

Lack of top management commitment.

el

Middle management resistance to change.

A study by Zabada et al (1998) on the obstacles to the application of TQM in
health care organisations reported that the cultural obstacles were amongst the hardest to
remove, in addition to the lack of appropriate attitudes towards the external customers,
lack of management commitment, bureaucratic style of management, and leadership

styles that based on command and control.

In discussing the barriers to TQM implementation in the public sector in
particular, it is argued in the literature that there are some other factors that could
prevent the application of TQM. Some of these factors are related to the nature of the
public sector itself, and others are related to the people dealing with the public sector-

the receivers of the public services or customers.

In defining the difficulties that are associated with the implementation of TQM
in the public sector, Swiss (1992) listed four main difficulties that need to be

eliminated, in order to implement TQM successfully. These difficulties are as follows:

The problem of defining the government customer: Unlike the private sector,
where the customers can be identified easily, in the public sector defining the customers
is complex and not so easy as it is in the private sector. This is due to the fact that
because public organisations or government agencies must serve a wide variety of
customers who have widely divergent and contradictory demands and because the
general public remains a “hidden customer”, public managers often face difficulty in
defining their customers or determining who are their real customers. In such cases, the
main principle of TQM (customer satisfaction) cannot be adopted easily, or remains as a
threat that could face public managers in implementing TQM as an approach for

improving the services of public sector.
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Services vs. Products: TQM, in essence designed to be a manufacturing-based
discipline, focuses mainly on products rather than services, yet most government
agencies produce service, which makes the application of TQM more problematical.

Focusing on Inputs and Process: The goverhment agencies have difficulty
developing performance indicators because they focus on results indicators concerned
with final output to external customers, rather than on how processes are performing in
making those products and services.

The Problem of Government Culture: TQM emphasises top management’s
commitment, but in government the turnover of top management is rapid, which makes

governmental culture weaker than that of business.

In addition to these difficulties, Morgan and Murgatroyt (1994) added that the
pay of managers in the public sector has traditionally not been related to performance.
Public managers have choices for personal satisfaction in their work that are denied to
commercial managers who must respond constantly to the external environment for
survival; in the public sector, survival is guaranteed, so that action choices can be much
more internally; thus, they receive a significant part of their reward intrinsically, that is,

from the satisfaction which flows from having achieved particular service ethic aims.

Vitanzakis (1995) suggested the difficulties provided below as common
obstacles faced by the people responsible for the implementation of TQM in the public

administration:

1. The current management systems (planning and control, organisation, etc.) must be
re-assessed and operationally integrated with the newly introduced quality system.

2. The option of various executives and the political authorities in favour of strict
adherence to the letter of regulations, instead of the results produced by each body.

3. The political control exercised by governments on public administration which
judge activities on the merits of their pre-election promises to the electorate instead
of the targets and programmes which should be implemented by public
administration.

4. The delays in accepting and using the challenges and facilities of the future (i.e. usé

of modern technology, telematics, etc).
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5. The changes often observed at top management level because such managers are
usually political appointees with limited time in a given post.

6. The clash of views and general and/or private interests between persons and/or
groups acting inside or outside public administration bodies.

7. The trend in favour of “Japanization” or imitation of other countries which are
considered successful, thus copying foreign models without adapting them to the
needs of the public administration in question.

8. The lack of coordination between the different bodies, resulting in the overlap of
authorities and ineffectiveness.

9. Inadequate knowledge about how to implement an operational quality system. The
implementation procedure is often mistaken for the procedure set out by project
management.

10. The misguided selection of members and leaders of the groups formed for the
planning and implementation of the quality system.

11. Failure to understand the meaning of quality, leading to indifference on the part of
the players.

12. Public criticism of the way public administration is managed and the large number

of civil servants, thus creating a lack trust.

7.3 POSSIBLE BARRIERS TO START A TQM PROGRAMME

Although there are some fundamental differences between the public and private
sectors, public or private organisations may be faced with some common barriers in
their efforts to implement TQM. These common barriers are illustrated in figure (7.1). It
should be noted that major causes of these barriers could be referred to a lack of an
appropriate senior management, lack of qualified work force, inadequate management
systems, and insufficient work methods. The barriers and their related causes are

evaluated below.
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Figure (7.1) barriers to start a TQM programme.

Management Senior
System Management

Not fully Committed to \ No Long-term vision

Too Short-term TQM
No Constancy of Purpose

Too reactive Too Many

Changes “ We Have No Major Problem *
(No Survival Issues)

Unwilling to Risk

“TQM Failed Elsewhere

Product-Driven  (Not Comfortable w/ Reactive
Market- Driven) Mgmt. \" Our Customers Are Happy”
Doesn’t Offer a
Specific Direction (i.e. Comfortable with
Inflexible to Change \ a Mission or a Vision) Failure to Learn the\ Status Quo
Cost of Poor Quality
Inability to Start a
Cynical of Mgmt’s TQM PI‘OgI' a ©
Programmes
Don’t Provide a Good Environment gm Enough Top-Down
ivi ommunication
for Creativity Low Morale

Doesn’t Understand
No Bottom-Up Processes

communication .
Low Communication to TQM

Doesn’t Offer Suggestions

. Encourage Tampering Distrust of Management
Punitive .
Apathetic
‘Won’t Offer Opinion on How to

Implement or Improve TQM

Insufficient Training

Work Work
Methods Force

Source: Munshi, 1992. P 1162.

7.3.1. Senior Management:

Figure (7.1) illustrates that there are several barriers caused by the senior
management. Each of these barriers is discussed in more detail in the following

paragraphs.

e Not fully committed to TQM: The management does not commit itself to TQM
because it may not regard TQM as an important and useful technique for providing

the organisation with opportunities to improve. The reason behind that could be that
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the management may not know the concept of TQM, or it may not recognise what
TQM may offer to the organisation. Accordingly, TQM implementation becomes,
from the management’s perspective, an unnecessary initiative. Dotchin and Oakland
(1992:142) stated that “The task of implementing TQM can be daunting and the
chief executive and directors faced with it may become confused and irritated by the

proliferation of the theories and packages.”

Research carried out by Taylor (1996) found that many organisations investigated
showed an inaccurate or incomplete understanding of the concept of TQM.
According to Taylor, there was confusion between TQM as a cost-reduction
mechanism and TQM as a customer-focused drive for continuous improvement in

products and services.

However, senior management’s commitment is at the heart of TQM implementation.
Without appropriate commitment from the top, the organisation would be unable to
make serious efforts for TQM implementation. In this regard, Tribus (1997) argued
that unless the person at the top of the enterprise opts for quality and assumes the
leading role in the transformation process, nothing could be done. Juran and Gryna
(1993:155) added “To achieve quality excellence, upper management must lead the

quality effort.”

We Have No Major Problem: The second barrier associated with senior
management that may result in difficulty in implementing TQM is that the
management of the organisation does not recognise the problems it is facing. The
problems may seem to be not serious from the management’s perspective.
Consequently, the management sees no reason for improvement. Accordingly, it

does not consider TQM implementation as a necessary initiative.

Comfortable With Reactive Management: The third barrier is that the
management does not recognise any need for change and may feel itself comfortable
with the reactive management style. Accordingly, the implementation of TQM may
result in conflict with this style of management, since TQM requires a
transformational style of management and leadership. In such a situation, the
management gives little attention to TQM and does not make any efforts to

implement it.
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e Failure to Learn the Cost of Poor Quality: Another difficulty associated with
TQM implementation is the failure of the management to understand and recognise
the costs of poor quality. The overall aim of TQM implementation is to reduce such
costs through producing high quality services and products, but since management

does not recognise the costs of poor quality, it finds no reason to implement TQM.

e No Long-term Vision: Another difficulty associated with senior management in
implementing TQM is that the management does not have a long-term vision. The
business plans of the management are short-term plans seeking immediate profits
with no regard to competition and improvement of the quality of services. The lack
of long-term vision and improvement plans will result in lack of intention to

implement TQM.

¢ No Constancy of Purpose: The main cause of this barrier is that the management
does not have constant purposes in business. The management does not define the
purpose of the business clearly due to the lack of long-term vision. The management
may not make clear future plans; in such a situation, the organisation operates with
no goals or objectives that guide it to change according to changes occurring in the
market. Since the management does not have clear purposes and objectives, it finds

no reason to implement TQM.

o Unwilling to Take Risk: The lack of confidence in TQM programmes may result in
management seeing TQM implementation as a risk. The lack of confidence in TQM
might be the result of misunderstanding of TQM principles, uncertain outcomes of
TQM programmes, high costs of TQM implementation with limited benefits, and
fear of failure. This lack of confidence would not encourage the management to

adopt TQM.

e TQM Failed Elsewhere: Due to TQM failures in other organisations, the
management may feel that its implementation within their organisation would fail.
Here, the management does not take into account the reasons behind TQM failure; it
just recognises the failure of TQM and the costs associated with this failure. With
such an attitude, the management does not make effort to implement TQM,

believing that the organisation is better off without TQM.
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e Our Customers Are Happy: Due to lack of an effective customer satisfaction
measurement, with no appropriate understanding of the needs of the customers, the
manages thinks that the customers of the organisation are happy with the quality of
its services. Consequently, the management does not recognise that there is a need
for improvement. As a result, the management finds no driving forces to implement

TQM. Its implementation becomes useless from the management’s perspective.

e Comfortable with the Status Quo: since the management does not have long-term
visions and plans, and sees no competitive threats and major problems facing the
organisation, the statuesque may seem to be satisfactory. This satisfactory image

would not encourage the management to take any step toward implementing TQM.

7.3.2. Management System:

The barriers related to management system are the results of inappropriate

management systems and plans. These barriers are the following:

¢ Too Short-term: Inability to start a TQM programme could be a result of lack of
long-term plans. The organisation’s systems and plans might be designed in such a
way that they would not allow the organisation’s people to think about the future,
how the organisation could seek competitive advantage, how it could meet its
customers current and future needs and requirements, and to respond to the changes
in the market. The lack of long-term plans and objectives would result in the
organisation’s people feeling comfortable with the status quo and making no effort
to change or improve. These attitudes would result in no effort being made to

implement TQM.

e Too Many Changes: Too many changes within the organisation results in the
problem of not finding enough time to concentrate on a particular change. With too
many changes and the pressure placed on the people involved in those changes,
additional changes, such as TQM implementation, would not be acceptable. It
would also result in people devoting insufficient time to TQM, if it were
implemented. The result in such a situation would be little consideration is given to

TQM and its implementation.
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e Doesn’t Offer a Specific Direction: Inability to start a TQM programme occurs
when the organisation’s system does not offer a specific direction (i.e. a mission or
vision) to the organisation’s people. Without specific direction, people would work
in different directions and find no guidelines to follow in conducting their tasks. It
would also result, as Dale et al (1997:152) stated “ in a lack of harmony among
functions, people and improvement activities, and of clear focus, priorities and
planning; it also results in a failure to develop an environment in which everyone is
an active participant. People do not have a common understanding and values
regarding quality; this results in people having different expectations and working
to different standards and requirements.” In relation to TQM implementation,

people would not find a clue for implementing TQM.

e Too Reactive: When the management system is too reactive, the attitude of
accepting errors and problems in the services or products will occur. In such a
situation, people would not make any effort to improve and reduce the cost of poor
quality. Instead of preventing the causes of the problems at source, people would
spend time on tackling problems. As a result, they would not find time to think
about TQM or about how to improve. In addition, TQM implementation would
become unnecessary since the main purpose of its implementation is to reduce the

costs of poor quality through preventing the causes of these costs.

¢ Product-Driven not Market-Driven: As a result of such a policy, the plans and
objectives of the business will be focused on the products or services rather than on
the customers or on what is demanded in the market. In this regard, Harrington and
Harrington (1995:90) argued that “Clear market focus provides an organisation and
its people with an opportunity to accomplish things through understanding the
customer’s needs better than competitors. This understanding then provides the
foundation for the development of superior products and services”. However,
when the organisation’s policies or mission statements are focused on product or
service features, there would be no need to understand what is going on in the
market or what the customers demand. In such a situation, there would be no need
to improve or change the status quo; thus, there would be no need to implement

TQM.

248



¢ Inflexible to Change: The organisation’s management system might be designed in
such a way that it does not accept any change, either because of fear of change, or
because the change seems to be not required, from the organisation’s people’s
perspectives. Inflexibility to change or not accepting the change and regarding it as
unnecessary, will make TQM implementation within the organisation too difficult
and a useless effort since the system and organisation’s people are not prepared and
unwilling to change. In relation to change, Atkinson (1997:100) argued that “It is
perhaps the biggest reason why TQ initiatives don’t provide the results for which
we hoped, because we don’t understand and master the process of change

necessary to create a Total Quality company”.

7.3.3. Work Methods:

As in the previous causes of the barriers, there are several barriers related to work

methods that would result in inability to start a TQM. These barriers are the following:

¢ Not Enough Top-Down Communication: The work methods of the organisation
might be designed in such a way that they would not allow an effective top-down
communication. With lack of an effective communication system, the management
could not deliver its policies and objectives to the work force. In such a situation,
even if the management intends to implement a TQM programme or identifies
whether or not there is a need for change and improvement, its message could not
be passed effectively to the work force. Effective communication is essential in
TQM implementation, since it helps to identify the improvement areas, whether or
not there is a need for improvement, and how the improvement processes can be

carried out.

e No Bottom-Up Communication: important as top-down communication is,
bottom-up communication is important as well. Without an effective bottom-up
communication system, the work force could not pass messages effectively. The
problems faced by the work force could not reach the management, and the
management could not identify the areas that need improvement at the lower levels
of the organisation. Since messages for improvement would not easily reach the

management, the management would not recognise that there is a need for
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improvement. In turn, the management would not regard TQM implementation as a

necessary effort.

In relation to the importance of an effective communication system, Stewart

(1979) stated that communication is inseparably linked with co-operation and it is a

two-way process in that the mangers do not merely give advice and instructions, but

they also receive information on which to base their decisions. Good upward

communication is as important as downward communication. Both can cause

difficulties, for what the manager says to his subordinates may be misunderstood or

misinterpreted, and what he is told may be inadequate or untrue.

Encourage Tampering: When the work methods are designed to encourage
tampering, employees would not perform their tasks seriously. In this regard, Dale
et al (1997) stated that staff are not encouraged to identify factors that prevent them
from turning in an error-free performance. In such a situation, employees would lack
a sense of improvement; instead, employees perform the work carelessly, with no
regard to quality of products and services. Since the organisation’s people and
management do not care about the quality of work and its outcomes, they do not

think to implement TQM.

Insufficient Training: Training methods and sessions might be insufficient to
prepare the organisation’s people to think about how to tackle the problems,
improve the work and processes they are involved in, and to be creative. The lack of
sufficient training would result in unavailability of skilled work force to carry out
the concepts, tools and techniques of TQM. Oakland and Porter (1997) stated that
training is the single most important factor in actually improving quality. For
training to be effective, as Oakland and Porter suggested, it must be planned in a
systemic and objective manner. Quality training must be continuous to meet not
only changes in technology but also changes in the environment in which the
organisation operates, its structure, and perhaps most important of all, the people

who work there.

Don’t Provide a Good Environment for Creativity: The organisation’s work
methods might be designed in such a way that they do not enable the organisation’s

people, particularly employees, to be creative. The general environment of the
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organisation does not provide a climate for creativity. As a result, employees are
discouraged to make suggestions regarding the processes they are involved in, and
they are not motivated to participate in the decision-making processes. In such a
situation, employees would not have a sense of ownership towards quality
improvement processes. Consequently, the implementation of TQM would make no

difference to them.

Induce Fear or Anxiety: When the work methods and systems discourage
employees from making suggestions and participating, they would make no effort
towards improvement. This may arise because of fear of management or fear of
making mistakes. This would result in difficulty in identifying problems and
tackling them, since the people involved in the processes could not manifest the
problems to the management and could not make suggestions to improve them.
Here, the implementation of TQM would not make any sense, since its key
improvement methods would be carried out by employees not the management of

the organisation.

Punitive: The punitive style of management and work methods result in employees
making no effort or taking no action to improve. They only receive orders and do
what they are told to do because of fear of punishment. This would result in
employees making no contribution to improvement, and seeing the improvement

effort as management’s responsibility, not theirs.

7.3.4. Work force:

In addition to the barriers related to senior management, management system, and

work methods, the implementation of TQM could be faced with some barriers related to

the work force. These barriers include the following:

Low Morale: Due to the lack of an environment for creativity, fear or anxiety, and
punitive style of work methods and management, employees show low morale to
TQM. In addition, low morale amongst the work force could be a result of lack of
motivation. When the work force has low morale, it would not make effective
efforts to improve the work, since there is no encouragement or reward for

improvement. In relation to TQM implementation, when the work force shows low
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morale towards TQM, it would not take its concepts and improvement tools and
techniques seriously. In such a situation, the organisation would not benefit from
TQM. Here, the management would regard the implementation of TQM as an

unnecessary initiative. Thus, it would not implement it.

Low Commitment to TQM: As a result of low morale, the work force would show
low commitment to TQM. In implementing TQM, the work force’s commitment is
essential since the key improvement activities of TQM will be carried out by the
work force, but if the work force shows low commitment to TQM, TQM would not
achieve its goals. The reason behind the work force’s low commitment to TQM
could be management’s low commitment to it. In this regard, Oakland and Porter
(1997:332) stated that “ the degree of management’s enthusiasm and drive will
determine the ease with which the whole work force is motivated”. When the
management shows low commitment to TQM, it should not expect employees to
show appropriate commitment to TQM. That is, because employees see no
encouragement from the top. With low commitment from both sides of the
organisation, no effort could be made to implement TQM. Brocka and Brocka
(1992:139) stated that “The finest tools and equipment are useless without good
people. Participation or involvement is crucial for fostering a sense of ownership in
a job or task. With ownership, pride of workmanship nearly always follows.
Involvement and participation lead to the commitment keystone of Quality
Management and continuous improvement. Without employee commitment, all of

the tools and techniques will not bear fruit, and a stifling status quo will reign”.

Distrust of Management: When work force distrusts the management, there would
be a lack of confidence in management’s policies related to improvement.
According to Harrington and Harrington (1995), lack of trust between management
and employees is the biggest single cause of improvement process failures. They
added that in about 65 per cent of the organisations they worked with, lack of
employee trust in management and lack of management trust in the employees was
one of the top priority problems that needed to be addressed first. The lack of trust
would have negative impacts in TQM implementation. Such impacts include
employees seeing the management not serious about TQM and showing a careless
attitude towards improvement efforts. The result would be ineffective

implementation of TQM.
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Won’t Offer Opinion on How to Implement or Improve TQM: Because of low
commitment and distrust of management, employees would not offer any opinion
regarding TQM implementation, or whether or not it is necessary. If TQM were
implemented, due to the lack of relevant opinions from employees, the management
would not get appropriate feedback regarding the progress of TQM; the
management would be unclear or uncertain about the outcomes of TQM; it would be

unsure whether or not TQM is paying off.

Cynical of Management’s Programmes: Since the management shows low
commitment and seriousness to TQM, and since there is distrust between the
management and employees, the improvement programmes, such as TQM,
proposed by the management might be viewed cynically by employees. This cynical
attitude could result in employees regarding TQM as an initiative that would not last
long and would fizzle out in time. As a result, employees would pay little attention

to it.

Apatheticc Due to the cynical attitude towards management programmes,
employees may not take the implementation of TQM seriously. They may perform
their tasks but ineffectively and carelessly. The results will be inappropriate
outcomes and insufficient improvement. The overall aim of TQM implementation

will not be achieved; TQM requires seriousness and critical efforts if it is to work.

Doesn’t Understand Processes: The lack of sufficient training would result in lack
of understanding of the processes. The processes become vague to the employees,
so that they could not understand the progresses of the processes and how they
could be improved. In addition, employees may also lack an understanding of the
necessary techniques for improvement. The results would be that either employees
would not make any effort to improve, or they may make some efforts but
inappropriately or ineffectively. In both cases, the problems remain unsolved and
the processes unimproved. Here, TQM becomes necessary, but its implementation
would not make any change since the work force is unqualified to perform its task

appropriately. The result would be a negative attitude towards TQM.

Doesn’t Offer Suggestions: Due to the lack of understanding of the processes,

employees would be unable to offer any suggestion regarding the processes and how
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they could be improved. This would result in management getting inappropriate
feedback or no feedback at all, about the processes and improvement areas. The
management may assume that the processes are performing well; as a result, it may

not make efforts to implement TQM.

It is noteworthy to mention here that Djerdjour and Patel (2000) listed thirteen
obstacles that could be regarded as major difficulties in implementing TQM in
developing countries in particular:

Lack of employee involvement and participation in quality improvement efforts.
Lack of management commitment and motivation.

Perception of quality as an optional extra and not as necessity for development.
Traditional belief that quality costs money.

Lack of cooperation between suppliers, dealers, management and trade unions.
Unorganized and indifferent customers.

Lack of political support.

Lack of established quality standards and inadequate testing facilities.

W 2 S A WD

Obsolete technologies.

10. Low level of education.

11. Negligible capital investment in technologies, R&D and employees’ education.
12. Disrespect for people.

13. Undesirable social tensions such as violence and terrorism.

7.4 CONCLUSION

This chapter has discussed the pitfalls of implementing TQM with a particular
reference to the public sector. The discussion revealed that there are some common
barriers associated with TQM implementation that could be encountered by the
organisations, regardless of their sectoral differences. These barriers could be avoided if
TQM is implemented in an appropriate way; this could be best achieved through
selecting an appropriate model that could provide the organisation with a framework

and guidelines that are necessary for implementing TQM in a systematic way.
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Chapter Eight
DATA ANALYSIS AND DISCUSSION 1I

(Results of Rating the Barriers and Driving Forces)

In addition to testing the compatibility of the Ministry of Interior’s environment
for implementing TQM, and testing the significance of the proposed model’s principles,
the questionnaire included, in the fourth section, questions intended to identify the
possible inhibiting factors, or barriers, that could result in ineffective implementation of
TQM in the Ministry of Interior. This chapter presents the data gained in relation to
those possible barriers. It also presents respondents’ ratings of factors offered to them,

which might facilitate the implementation of TQM in the Ministry.

8.1 RESULTS OF RATING THE INHIBITING FACTORS
(BARRIERS)

The respondents were provided with a number of factors the researcher felt may
be potential barriers to effective implementation of TQM. The factors were selected
from the literature (see chapter 7). The respondents were asked to select from the factors
presented, those which they felt could inhibit TQM. They were given the option of
selecting more than one barrier. For the purpose of analysing the data, the responses
were divided into two categories “Yes” and “No”. The selected barriers were classified
under the “Yes” category; and non-selected barriers classified under the “No” category.
The barriers were divided into four groups. The first group included barriers related to
senior management; the second group included barriers related to the management
system; the third group included barriers related to work methods; and the last group

included barriers related to the work force.

8.1.1 Senior Management:

Table 8.1.1 presented in frequencies and percentages, the ratings of barriers

related to senior management.
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Table 8.1.1. The Frequencies and Percentages of Rating the Barriers Related to

Senior Management

Managers | Employees
(N=546)
Barriers % (N=169) | (N=377)
(senior management) (N % K
N ™)
No Yes Yes Yes
1 No long-term vision. 41.6% 58.4% 46.2% 63.9%
(227)  (319) (78) (241)
2 No constancy of purpose. 674% 32.6% 52.7% 23.6%
(368) (178 89) (89)
3 Unwilling to take risk. 48.4% 51.6% 34.3% 59.4%
(264) (282 (58) (224)
4 Quality management efforts failed 93.4% 6.6% 7.7% 6.1%
clsewhere. (510) (36) (13) (23)
5 Our customers are happy. 912% 8.8% 8.9% 8.8%
(498) (48) (15) (33)
6 Comfortable with the status quo. 864% 13.6% 12.4% 14.1%
472) (74) (21) (53)
7 Comfortable with reactive 26.0% 74.0% 66.9% 77.2%
management. (142)  (404) (113) (291)
8 Not fully committed to quality 64.3% 35.7% 52.1% 28.4%
management. (351) (195 (88) (107)
O There are no major problems or | 76.4% 23.6% 38.5% 17.0%
survival issues. @417) (129 (65) (64)
10 Failure to learn the cost of poor 19.0% 81.0% 76.9% 82.8%
quality. (104) (442 (130) (312)

As shown in Table 8.1.1, the highest percentage of “Yes” responses was given
to the barrier of “Failure to learn the cost of poor quality”. The percentage of
respondents who rated this factor as a possible barrier was 81.0%, and the percentage of
those who rated it as not a possible barrier was 19.0%. The majority of the respondents
who regarded the factor as a possible inhibiting factor were employees, as 82.8% of
them regarded it as a possible barrier. The managers rated it to a lesser degree than the
employees did, as 76.9% of them regarded it as a possible factor. The results indicate
that both groups of respondents regarded the factor as a possible barrier to a great
extent. Thus, it can be concluded that the barrier could be regarded as the most likely
barrier that could result in ineffective implementation of TQM in the Ministry of
Interior. The results of rating the barrier suggest that management is lacking appropriate |

understanding of the costs of the poor quality. The results of rating this barrier are
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consistent with the results in respect of the Quality on All Agendas, Management
Commitment, and Strategy principles (see chapter 6). The results relating to the first
principle indicated that quality is not on all management’s agendas and that it is not
regarded as part of the Ministry’s culture. The results relating to the second principle
indicated that the senior managers of the Ministry are not serious about improving
quality and do not require the employees to improve the quality of services. The results
relating to the third principle indicated that the Ministry’s overall strategy is not to
satisfy the customers and produce quality services with less cost. Due to the lack of
these concepts in the Ministry, the respondents may have felt that the management is
unaware of quality and that this would result into ineffective implementation of TQM in

the Ministry of Interior.

The second highest number of “Yes” responses was given to the barrier,
“Comfortable with reactive management”. The results show that this factor was rated by
74.0% respondents as to be a possible barrier, and by 26.0% as not likely to be so.
Therefore, this barrier could be regarded as the second possible barrier. The results
indicate that both the managers and employees to a great extent regarded this factor as a
possible barrier, as 66.9% of the managers and 77.2% of employees rated it so. The
results suggest that the management of the Ministry seems to be comfortable with a
reactive style of management, which would inhibit the implementation of TQM in the
Ministry of Interior. This is possibly is due to the management’s lack of understanding
of the costs of poor quality, and the lack of competition in the sector in which the
Ministry is operating, which would not encourage the management to take proactive
actions to improve the quality of its services. The rating of this factor is inconsistent
with the rating of the Continuous Improvement principle, which indicated that the
Ministry is aware of the concept that continuous improvement is a critical factor for

SUCCess.

The barrier of “No long-term vision” was given the third highest rating. It was
rated as a possible barrier by 58.4% of respondents as compared to 41.6% of
respondents who did not see it as an impediment to TQM. The majority of the
respondents who regarded it as a possible barrier were employees, as 63.9% of them
regarded it as a barrier, compared to 46.2% of managers. Despite this lower rating, it

can be said that managers recognised the lack of long-term vision. The results relating
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to this factor are consistent with those for rating the statements related to the practice of
the Vision principle, which indicated that there is a lack of a vision statement in the

Ministry.

The fourth highest rating was given to the factor, “Unwilling to take risk”. This
was rated by 51.6% respondents as a possible barrier, while 48.4% did not see it as
such. Accordingly, this barrier could be regarded as the fourth possible barrier that
would be encountered in implementing TQM in the Ministry. The results indicate that
59.4% of employees regarded the factor as a possible barrier. The managers regarded it
to a lesser degree than the employees did, as only 34.3% of them regarded it as a
possible barrier. The results indicate that only employees were of the opinion that the
management of the Ministry is unwilling to take the risk of implementing TQM. This
unwillingness could be due to the fear of change or the costs associated with its
implementation and uncertainty of its benefits. The ratings of this factor are consistent
with opinions on the importance of the principles, as the respondents rated the
principles to a very high extent, which implies that they recognised the need for their
implementation in the Ministry, and probably the respondents’ willingness to implement

the principles.

Based on the results presented above, four significant barriers may be identified,
related to senior management, that might restrict the implementation of TQM in the
Ministry: “Failure to learn the cost of poor quality”, “Comfortable with reactive

management”, “No long-term vision”, and “Unwilling to take risk”.

The results show that the other factors were rated as much less likely to be
barriers. “No constancy of purpose” was rated by 67.4% as not likely to be a barrier,
and by only 32.6% as a possible barrier. Both groups of the respondents regarded the
factor as a barrier to a low extent, as 52.7% of managers and 23.6% of employees
regarded it as a possible barrier, indicating that the majority of them did not regard it as
a possible barrier. These results are inconsistent with the ratings for “No long-term
vision”, as the lack of a long-term vision implies also a lack of constancy of purpose,

which would result in ineffective implementation of TQM.
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The factor, “Quality management efforts failed elsewhere” was rated as not
being a possible barrier by 93.4% of respondents and by 6.6% as a possible barrier. The
results indicate that nether employees nor managers regarded this factor as a barrier to
any great extent, as only 7.7% of the managers and 6.1% of the employees regarded it
as a barrier. The results relating to this barrier imply that the respondents are either
unaware of the quality implementation issues in other organisations, or they believe
that each organisation has its unique circumstances, and as a result, faces specific

barriers.

The factor, “Our customers are happy”, was not rated as a barrier by 91.2% and
by 8.8% as a barrier. In rating this factor, only 8.9% of the managers and 8.8% of the
employees regarded it as a possible barrier. This would be inconsistent with the
reactions to the Customer is King and Customer Satisfaction principles. The statements
relating to these principles were negatively rated, which indicates that there is a lack of
customer satisfaction, but the respondents did not regard the factor of Our customers are

happy as a barrier to the implementation of TQM.

The factor, “Comfortable with the status quo”, was rated by 86.4% as not to be a

barrier and by 13.6% as a possible barrier. The results indicate both groups of the

respondents regarded the factor as a possible barrier to a very low extent as only 12.4 % .

of the managers and 14.1% of employees regarded as a possible barrier. The results of |

i

rating this factor are inconsistent with the results of Unwilling to take risk, as the .

respondents regarded this factor as a barrier, while they did not regard the factor,

“Comfortable with the status quo”, as a barrier.

The factor, “Not fully committed to quality management”, was rated by 64.3%
as not likely to be a barrier and by 35.7% as a potential barrier. Looking at the ratings
by occupational group, only 52.1% of managers and 28.4% of employees regarded it as
a barrier, but the other half of the managers and the majority of employees did not
regard it as a barrier. The results indicate that the respondents did not regard this factor
as a barrier, which suggests that the management is committed to quality. This would be
inconsistent with the results of rating the statements of the Management Commitment
principle, which indicated that the management is not committed to quality

management.
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The results show that 23.6% of respondents rated the factor, “There are no major
problems or survival issues”, as a possible barrier, while 76.4% of respondents did not
regard it as a barrier. Only 38.5% of the managers and 17.0% of employees rated the

factor as a possible barrier; the rest of them did not regard it as a barrier.

According to the results presented above, the last six barriers are not considered
as likely barriers, since they were not rated as barriers to a great extent. As a result, it
can be concluded that out of the ten barriers related to senior management, only the first
four barriers could be regarded as barriers that may inhibit an effective implementation

of TQM in the Ministry of Interior.

8.1.2 Management System:

Table 8.1.2 shows the frequencies and percentages of responses relating to factor
of the management system that could impede TQM implementation. The results shown
in Table 8.1.2 indicate that only three out of six factors presented in the Table could be
regarded as possible barriers that could limit the implementation of TQM in the
Ministry of Interior. These factors are: Inflexible to change, Too reactive, and Product-

driven not market-driven.

Table 8.1.2 Frequencies and Percentages for Barriers Related to Management

System.
Managers | Employees
(N=546)
Factors % (N=169) | (N=377)
(management system) N % %

N N

No Yes Yes Yes
1 Too short-term. 61.7% 38.3% 29.6% 42.2%
: (337) (209) (50) (159)
2 Too many changes. 87.7% 12.3% 10.1% 13.3%

(479) (67) (17) (50)
3 Too reactive. 31.5% 68.5% 69.8% 67.9%
(172) (374) (118) (256)
4 Product-driven not market-driven. 40.3% 59.7% 53.3% 62.6%
(220)  (326) (90) (236)
5 Inflexible to change. 30.8% 69.2% 70.4% 68.7%
(168) (378) (119) (259)
6 Doesn’t offer a specific direction (i.e. | 53.7% 46.3% 39.1% 49.6%
mission or vision). (293)  (253) (66) (187)
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The ratings of the first barrier “Inflexible to change” show that 69.2% of
respondents rated it as a possible barrier; the rest of respondents (30.8%) did not rate it
as a barrier. The results show that 70.4% of managers and 68.7% of employees were of
the opinion that this barrier would be encountered in implementing TQM in the
Ministry of Interior. The results indicate that both the managers and employees agreed
to a high extent that the management systems of the Ministry are inflexible to change,
and that this could result in ineffective implementation of TQM in the Ministry. The
responses seem to suggest that the Ministry’s management systems are inflexible to be
changed in such a way that the TQM methods, tools and system could be implemented
and practised within the Ministry. This would be inconsistent with the results of rating
the importance of the principles, which suggest that there a strong need for TQM
implementation in the Ministry, and that its personnel seem to be willing to implement

these principles.

The second factor “Too reactive” was rated by 68.5% of respondents as a
possible barrier and by 31.5% as not likely to be so. The results indicate that both
groups of respondents agreed to a great extent that this factor would be a barrier, as
69.8% of managers and 67.9% of employees regarded it as a possible barrier, and
agreed that the management systems of the Ministry are too reactive. The management
systems would be too reactive because of their inflexibility to change; they could be so
because of the nature of the sector (public sector) in which the Ministry is operating, |
where competition and keeping pace with changes in the marketplace are rarely of

concern, unlike in many other organisations.

The third factor “Product-driven, not market-driven” was rated by 59.7% of
respondents as a possible barrier and by 40.3% as not likely to be so. The results show
that 53.3% of the managers and 62.6% of employees regarded this factor as a possible
barrier, and agreed that the management systems of the Ministry are product-driven, not
market-driven. The results suggest that the Ministry’s systems are not market oriented.
This could be for the same reasons as those suggested for the second factor. The rating
of this factor and its identification barrier would support the responses to some
statements related to the principles of Customer is King and Customer Satisfaction,

which indicated that these principles are not being practised.
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The results show that the other factors barriers were not regarded to a great
extent as likely barriers. The results show that the factor, “Too short-term”, was rated by
38.3% of respondents as a barrier, whereas it was rated by 61.7% of respondents as not
a barrier. The results show that both groups of respondents rated the barrier to a low
extent, as only 29.6% of the managers and 42.2 of employees regarded it as a possible
barrier. These findings are inconsistent with those related to the principle of Strategy,

which indicated that there a lack of a long-term strategy in the Ministry.

The results show that the factor, “Too many changes” was rated by only 12.3%
of respondents as a possible barrier, compared to 87.7% of respondents who rated it as
not likely to be a barrier. The results show that only 10.1% of managers and 13.3% of
employees regarded it as a possible barrier. These findings would suggest that there are
not too many changes in the Ministry, which suggest and support the results of the

Inflexible to change factor, which indicated that the systems are inflexible to change.

The barrier, “Doesn’t offer a specific direction (i.e. mission or vision)”, was
rated by 46.3% of respondents as a possible barrier, and by 53.7% of them as not likely
to be so. The rating of both groups of the respondents indicate that neither group
regarded the factor to a great extent as a possible barrier, as 39.1% of managers and
49.6% of employees regarded as to be a possible barrier. The results of rating this
barrier are inconsistent with the results of rating the statements related to the Mission .
and Vision principles, which indicated that the principles are not being practised and

that there is a lack of the mission and vision statements in the Ministry.
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8.1.3 Work Methods:

Table 8.1.3 illustrates the frequencies and percentages for rating the barriers

related to work methods.

Table 8.1.3 Frequencies and Percentages of Rating the Barriers Related to Work

Methods
Managers | Employees
(N=546) _ o
Factors % (N—%} 69) (N—qf ™
(work methods) N) N N)
No Yes Yes Yes
1 Not enough top-down communication. | 32.4% 67.6% 71.6% 65.8%
(177) (369 (121) (248)
2 No bottom-up communication. 222% 77.8% 68.6% 82.0%
(121) (425 (116) (309)
3 Encourage tampering. 40.1% 59.9% 42.6% 67.6%
(2199 (327 (72) (255)
4 Insufficient training. 474% 52.6% 43.8% 56.5%
(259) (287 74 (213)
5 Don’t provide a good environment for | 26.2% 73.8% 67.5% 76.7%
creativity. (143)  (403) (114 (289)
6 Induce fear or anxiety. 76.1% 23.9% 23.7% 23.9%
(415)  (130) (40) (90)
7 Punitive. ‘ 723% 27.7% 39.6% 22.3%
(395) (asD 67 (84

The results illustrated in Table 8.1.3 show that five out of the seven factors
presented in the Table were regarded as possible barriers. The most likely barrier, in
respondents’ opinions, is “No bottom-up communication”, which was regarded by
77.8% of respondents as a possible barrier, comparéd to 22.2% of respondents who
viewed it otherwise. The results show that the majority of the respondents who regarded
this as a possible barrier were employees, as 82.0% of them regarded it as such,
compared with 68.6% of the managers. The percentage of employees implies that there
was a feeling amongst employees that there was a lack of effective communication
between them and the management. Opinions on this factor are consistent with those on
the statement related to the Everyone Participates principle, which indicated that the

management does not listen to employees. The results are also consistent with the
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responses to the statement related to the principle of Aligned Corporate Systems, which

indicated that the communications systems of the Ministry are not working effectively.

The second most likely barrier is the factor, “Don’t provide a good environment
for creativity”, which was rated as a possible barrier by 73.8% of respondents, and by
26.2% of respondents as not being a barrier. The results show that 67.5% of the
managers and 76.7% of the employees regarded the factor as a possible barrier. The
results suggest that the employees were of the opinion to a greater extent than the
managers that the work methods discourage them to be creative. The results are
consistent with the results of rating some statements related to the Teamwork and
Quality Through People principles, as a statement related to the first principle indicated
that the employees are not trained to work in teams to be creative and able to solve
problems. A statement related the second principle indicated that employees are not
recognised and awarded according to their contribution in quality improvement

processes.

The third most likely barrier is the factor, “Not enough top-down
communication”. This was rated by 67.6% of respondents as a possible barrier; in
contrast, it was rated by 32.4% of respondents as not likely to be a barrier. The results
indicate that both the managers and employees identified this barrier to a great extent, as
71.6% of the managers and 65.8% of employees regarded it as a possible barrier. The .
high percentage of managers rating the factor as a possible barrier implies that there is a
lack of effective communication between the management and employees. This would
support the results related to the Management Commitment and Aligned Corporate
Systems principles, which indicated that the management does not listen to the
employees and does not take their suggestions seriously, and that there is a lack of an

effective communication system in the Ministry.

The fourth most likely barrier is the barrier of “Encourage tampering”, which
was scored by 59.9% respondents as likely to be a barrier, whereas 40.1% did not think
this was the case. The results show that the majority of the respondents who regarded
the factor as a possible barrier were employees, as 67.6% of them regarded it as a
possible barrier; 42.6% of the managers regarded it as a possible barrier. The high

percentage of employees who selected this factor implies that there was a feeling, to a
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great extent, amongst employees that the work methods encourage tampering. This

would support the results of the “Don’t provide a good environment for creativity”.

The last likely barrier related to work methods is the barrier of “Insufficient
training”. This factor was rated as a possible barrier by 52.6% of respondents, but by
47.4% of respondents as not a barrier. In rating this factor, 43.8% of the managers and
56.5% of the employees viewed it as to be a possible barrier, indicating that the
employees were of the opinion to a great extent than the managers that the training
methods are insufficient. The results of rating this barrier support and are consistent
with the results of rating the Prevention and Values principles, which indicated that the
employees do not receive continuous training to be qualified to produce quality services

and to be courteous to the customers.

The factor, “Induce fear or anxiety” was rated as a possible barrier by only
23.9% of respondents. The majority of respondents (76.1%) did not regard it as a
possible barrier. The results show that both groups of the respondents rated this barrier
to a low extent, as 23.7% of managers and 27.9% of employees regarded it as a possible

barrier.

The factor, “Punitive” was rated by 27.7% of respondents as a possible barrier,
compared to 72.3% of respondents rating it as not a possible barrier. The ratings of both
groups of the respondents indicate that neither group rated this as a barrier to a high

extent, as 39.6% of managers and 22.3% of employees saw it as a possible barrier.
The ratings of the last two factors indicate that the respondents did not view

these as barriers to a great extent; thus, these factors are not considered as likely to

inhibit the implementation of TQM in the Ministry.
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8.1.4 Work Force:

Table 8.1.4 shows the frequencies and the percentages for barriers related to the

work force.

Table 8.1.4 Frequencies and Percentages of Rating the Barriers Related to Work

Force
Managers | Employees
(N=546)
Factors % (N=169) | (N=377)
(work force) N) % %
(N) N
No Yes Yes Yes
1 Low morale. 355% 64.5% 50.9% 70.6%
(194) (352 (86) (266)
2 Low commitment to quality 584% 41.6% 58.6% 34.0%
management. (319) (227) (99) (128)
3 Distrust of management. 63.0% 37.0% 26.0% 41.9%
(344)  (202) (44) (158)
4 Won'’t offer opinion on how to 67.0% 33.0% 55.0% 23.1%
implement quality management or (366) (180) (93) 87
improve quality.

5 Cynical of management’s 69.2% 30.8% 21.9% 34.7%
rogrammes. (378)  (168) (37) (131)
6 Doesn’t understand processes. 65.0% 35.0% 58.0% 24.7%

(355) @91 (98) (93)
7 Doesn’t offer suggestions. 67.4% 32.6% 31.4% 33.2%
(368) (178 (53) (125)
|8 Apathetic. 46.9% 53.1% 55.6% 52.0%
(256)  (290) (94) (196)

Table 8.1.4 shows that the respondents rated only two factors as likely, to any

great extent, to be possible barriers to the implementation of TQM. These factors are:

“Low morale” and “Apathetic”. The rest of the factors related to the workforce were not

generally viewed as possible barriers.

The results show that the first factor, “Low morale”, was rated by 64.5% of

respondents as a possible barrier, and by 35.5% of respondents as not a possible barrier.

In terms of occupational groups, 50.9% of the managers and 70.6% of the employees

regarded this barrier as a possible barrier. This indicate that the employees were of the

opinion to a greater extent than the managers that the low moral of the workforce could
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impede implementation of TQM. This could be due to issues related to the management
systems and work methods (discusséd earlier), such as their being too reactive and
inflexible to change, the lack of effective top-down and bottom-up communications,
insufficient training, lack of good environment for creativity, etc. The respondents,
employees in particular, may have felt that these issues would impede the
implementation of TQM in the Ministry. The low morale could be also due to the lack

of appropriate understanding of TQM concepts and its implementation outcomes.

The factor, “Apathetic”, was rated by 53.1% of respondents as a possible barrier;
it was rated by 46.9% of respondents as not a possible barrier. The results show that
both groups of the respondents agreed to a reasonable extent that this barrier would
result in ineffective implementation of TQM, as 55.6% of managers and 52.0% of
employees regarded it as a possible barrier. The results suggest that the respondents
may have felt that the workforce has an apathetic attitude towards TQM and that this
would inhibit the implementation of TQM in the Ministry. This apathetic attitude could
be due to the fact that the respondents may felt that the management is not showing

seriousness and has apathetic attitudes towards TQM.

The results show the other six factors were not seen by the majority of
respondents as potential barriers. “Low commitment to quality management”, was rated |
by 58.4% of respondents as not likely to be a barrier, while 41.6% of respondents rated |
it as a barrier. The results show that 58.6% of managers and 34.0% of employees rated
it as a possible barrier. These findings suggest that the workforce might be showing
commitment to TQM. The results imply that the workforce could be more committed to
quality management than the management as the results of rating the Management
Commitment principles indicated that the management is not showing commitment to

quality management.

The factor of “Distrust of management” was rated as not to be a possible barrier
by 63.0% of respondents; it was rated by 37.0% of respondents as a possible barrier.
The ratings of both groups of the respondents indicate that neither group regarded the
factor to a great extent as a barrier, as only 26.0% of managers and 41.9% of employees
regarded it as a possible barrier. The results suggest that there is a positive feeling

amongst the workforce towards the management. This would suggest that the workforce
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would show a positive attitude towards TQM if a decision is taken by the management

to implement it.

The factor, “Won’t offer opinion on how to implement quality management or
improve quality”, was thought by 67% of respondents as not likely to be a barrier, and
by only 33.0% as a possible barrier. The results indicate that both groups of respondents
rated the barrier to a low extent, as 55.0 % of the managers and 23.1% of employees
rated it as a barrier. The results suggest that the respondents may have felt that the
workforce would accept the principles of TQM if implemented and would participate

and offer their opinions in the improvement processes.

The factor, “Cynical of management’s programmes”, was rated by 69.2% of
respondents as not a possible barrier, and by 30.8% of them as a possible barrier. The
ratings of the factor indicate that both the managers and employees were not very
concerned about it as only 21.9% of managers and 34.7% of employees regarded it as a
possible barrier. The results seem to suggest that the workforce respect management’s
programmes, which implies that they would show commitment to TQM if the

management decided to implement it.

The factor, “Doesn’t understand processes”, was regarded by 65% of
respondents as not a possible barrier, and by 35.0% of them as a possible barrier. The
responses of the managers and employees in rating the barrier indicate that the majority
of them did not regard it as a barrier, as 58.0% of the managers and only 24.7% of the
employees rated it as a barrier, which suggests that there is a greater laék of
understanding of the processes amongst employees than managers. The results suggest
that the workforce understands the processes, but this would be inconsistent with the
results of rating the statements of the All Work is Process principle, which indicated
that the principle is not being practised in the Ministry and that the personnel of the
Ministry are unaware of the fact that the improvement process requires appropriate

inputs in order to produce appropriate outputs.

The factors, “Doesn’t offer suggestions”, was rated by 32.6% of respondents as
to be a barrier, and by 67.4% of respondents as not to be so. The results indicate that

both groups of the respondents rated the risk from this factor as low, as only 31.4 % of
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managers and 33.2% of employees regarded it as a barrier. The results suggest that the
workforce is aware of TQM and could be providing its opinion and suggestions on the
improvement process, and probably would provide its suggestions on TQM

programmes if a decision is taken to implement these programmes.

In addition to these barriers, some respondents suggested some other factors that
they felt might be encountered in implementing TQM. These impeding factors include

the following:

1. Fear of change;

2. The diversity of the public sector’s customers and their needs and requirements;

3. Constant changes at the top management levels;

4. Work stress that would not allow the management to think how to improve and
adopt new management systems;

5. Lack of encouragement and motivation to improve;

A number of respondents believed that the fear of change would discourage the

management to implement TQM, since its implementation would require employees’ |

pafticipation and empowerment in the decision-making processes and the delegation of .

power sometimes, which would result in management losing its status.

In relation to the second barrier, a respondent stated that as the Ministry is a
public organisation, it is difficult to identify its actual customers and satisfy their needs
and expectations, in addition to the difficulty of excluding some of them from

benefiting from the Ministry’s services.

Some other respondents stated that the constant changes in the management at
the top levels would result in difficulty in concentrating on the improvement process,
which would result in too many changes as each management adopts different work

methods and management styles.
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Some respondents were of the opinion that the management’s involvement in the
daily work issues resulted in work stress, which resulted in the management’s inability
to think about how to improve. For this reason, the management would prefer to adopt
quick-fix solutions to problems, instead of seeking long-term problem solving methods

and management systems such as TQM.

Some respondents were of the opinion that there is a lack of encouragement and
motivation or driving forces to implement TQM in the Ministry. As a result of the
Ministry’s being a public organisation, it does not face such issues as competition to
improve its services or management processes; therefor, the management would not
bother or be encouraged to change and implement new management philosophies, i.e.

TQM.

In addition to investigating the possible barriers that may inhibit the
implementation of TQM in the Ministry, the researcher presented respondents with a set
of factors that were felt likely to contribute to effective implementation of TQM. Their

responses to these factors are presented and discussed in the next section.

4
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8.2 RESULTS OF RATING THE FACILITATING FACTORS
(DRIVING FORCES)

The researcher has formulated a set of factors that are felt to act as driving forces
that could lead to an effective implementation of TQM in the Ministry of Interior. The
respondents were asked to rate to what extent they felt each of the factors was a possible

facilitating factor. The results of rating the factors are presented in Table 8.2.

Table 8.2: Frequencies and Percentages of Rating the Facilitating Factors

_ Managers | Employees
(N ‘(7546) (N=169) | (N 377)
0
Factors N) % %
N (N)
No Yes Yes Yes
1 A great emphasis in the government on 29.9% 70.1%| 74.6% 68.2%
improving the quality of public services. (163) (383)| (126) (257)
2 A great emphasis in the government on 29.9% 70.1%| 79.3% 66.0%
improving the performance of public (163) (383)} (134) (249)
organisations.
3 A great need for reducing the operational 74.5% 25.5%| 52.1% 13.5%
costs and increasing the productivity of public|{ (407) (139) (88) (51)
organisations.
4 Increased and rapid change in demands from| 29.9% 70.1%| 68.6% 70.8%
the public (customers) for quality and better | (163) (383)| (116) (267)
ublic services.

5 The need for implementing new 16.8% 83.2%| 80.5% 84.4%
management philosophies in the public sector | (92) (454)| (136) (318)
in order to improve their efficiency and
effectiveness.
6 An assumption that TQM implementation | 40.1% 59.9%| 60.4% 59.7%
would contribute to reduce the costs and 219) (327 (@102 (225)
improve the quality of processes and services.
7 The government’s policies of privatisation. | 70.9% 29.1%| 20.7% 32.9%

(387) (159) (35) (124)
8 Meeting the requirements demanded by 65.0% 35.0%| 56.8% 25.2%
changes (i. e. economic, social, etc.) occurring| (355) (191) (96) 95)
in the world markets at both national and
international levels.

The results presented in Table 8.2 show that the respondents were of the opinion
that only five out of eight factors could be regarded as likely to facilitate the
implementation of TQM in the Ministry of Interior. The first factor, which the
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respondents felt to be the most important facilitating factor, is the factor of “The need
for implementing new management philosophies in the public sector in order to
improve their efficiency and effectiveness”. The results show that 83.2% of respondents
rated this factor as a possible facilitating factor; only 16.8% of respondents were of the
opinion that it would not be regarded as a facilitating factor. The results show that both
groups of respondents considered this factor as to be a facilitating factor to a great
extent, as 80.5% of managers and 84.4% of employees considered this factor as likely to
enhance the implementation of TQM. The results suggest that there is a need for
implementing new management concepts in the Ministry in order to improve its
management process. This would suggest that this need would motivate the
implementation of TQM. The results of rating and considering this factor as a driving
force would be consistent with the results in relation to the importance of TQM
principles, which indicated that the respondents saw a need for improvement and to

implement the principles in the Ministry.

The factors, “A great emphasis in the government on improving the quality of
public services”, “A great emphasis in the government on improving the performance of |
public organisations”, and “The increased and rapid changing demands from the public
(customers) for quality and better public services” were equally rated by 70.1% of
respondents as facilitating factors, compared to 29.9% of respondents who did not see
them as such. The results for the first factor indicate that 74.6% of the managers and
68.2% of the employees regarded this factor as a facilitating factor. The second factor .
was regarded by 79.3% of managers and 66.0% of employees as a facilitating factor,
while 68.6% of managers and 70.8% of employees regarded the third factor as a
facilitating factor. The results suggest that there is a critical demand from both the
government and the citizens (customers) for service improvement in the public sector.
This would confirm the argument suggesting that there is a need for service
improvement and TQM implementation in the Saudi public sector in general, and the

Ministry of Interior in particular.

The fifth factor, the assumption that TQM implementation would contribute to
reduce the costs and improve the quality of processes and services, was rated by 59.9%
of respondents as a facilitating factor, and by 40.1% of respondents as not a facilitating

factor. The results show that 60.4% of managers and 59.7% of employees regarded this
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factor as a facilitating factor. These finding suggest that the respondents are aware of
and recognise the importance TQM as a tool for improving the processes and services
of the Mihistry. This would enhance the possibility of implementing TQM in the
Ministry and result in the Ministry personnel’s positive attitudes towards TQM and its

methods, tools and techniques.

The factor of “A great need for reducing the operational costs and increasing the
productivity of public organisations” was rated by only 25.5% of respondents as a
facilitating factor. It was rated by the majority of respondents (74.5%) as not a possible
factor. The percentage of managers implies that this occupational group recognised the
importance of the factor than did the employees, which suggests their awareness of
increasing the productivity and reducing the operational costs of public organisation.
Overall, the results show that both groups of respondents rated the factor to a low
extent, as 52.1% of managers and only 13.5% of employees regarded as a possible
factor. The results suggest that the respondents did not consider such issues as reducing
the operational costs and improving the productivity of public organisation as driving

forces to implement TQM in the Saudi public sector.

The factor, “The government’s policies of privatisation” was rated by 29.1% of
respondents as a facilitating factor; in contrast, it was rated by 70.9% of them as not a_
facilitating factor. The results indicate that only 20.7% of managers and 32.9% of |
employees considered this factor as a possible facilitating factor. This suggests that the
respondents did not consider the privatisation policies as the driving forces towards

TQM implementation.

The factor, “Meeting the requirements demanded by changes (i.e. economic,
social, etc.) occurring in the world markets at both national and international levels”
was rated as a facilitating factor by 35.0% of respondents and by 65.0% of respondents
as not to be so. The results show that 56.8% of managers and only 25.2% of employees
regarded this factor as a facilitating factor. The results indicate that the changes in the

market environment were not considered as driving forces to implement TQM.
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The last three factors could be regarded as facilitating factors, but not to a great
extent, as the percentages of respondents rating them as facilitating factors are lower

than the percentages of those rating them as not facilitating factors.

It should be noted that most of the selected forces are internal forces rather than
external ones. This would suggest that the implementation of TQM is motivated by the
organisation’s internal factors or forces, rather than by forces in its external
environment. This would imply that there is an internal need in the Ministry to

implement TQM.

In addition to the above facilitating factors, the respondents offered a number of
factors that they felt to contribute and motivate the implementation of TQM in the

Ministry of Interior. These factors could be summarised in the following points:

1. Incompatibility of the current management systems with the changes occurring in
the Saudi public sector;

2. The new generation of managers who believe in new management systems;

3. The implementation of TQM in some private companies and organisations, and the

benefits gained through TQM implementation in the these organisations.

Some respondents were of the opinion that the current management systems of
the public sector are unable to keep pace with the changes occurring in the Saudi public
sector, and that this would motivate the implementation of TQM in the Saudi public
sector. Some other respondents believed that due to their levels of education, many
Saudi managers, particularly those who have been educated abroad, are not satisfied
with the old management systems, and seek new management systems. This would,
according to these respondents, facilitate or encourage the implementation of TQM. In
relation to the third factor, some respondents were of the opinion that the positive
results of TQM gained in some companies would encourage the implementation of

TQM in the Ministry of Interior.
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8.3 THE EFFECT OF THE DEMOGRAPHIC VARIABLES ON
RATING THE BARRIERS AND FACILITATING FACTORS

This section presents and discusses the results indicating to what extent the
respondents’ demographic variables affected the way the respondents rated the barriers
and facilitating factors. The effects of the variables are shown at p< 0.05 level, using

Chi-square test.

It should be noted that the following hypothesis will be tested in this section:
“The respondents’ level and place of education, and type of occupation will be
significantly related to the way the respondents perceived and rated the barriers and

facilitating factors.”

8.3.1 Results Indicating the Effect of the Demographic Variables on
Rating the Barriers

The results presented in Table 8.3.1.1 show to what extent the respondents’ level

of education had a significant effect on their rating of the barriers.

The results show that the respondents’ level of education significantly affected
the way they rated the barriers, as there is a significant difference in the mean responses
of the four groups of respondents in rating the barriers. The results indicate that the
respondents with Masters and Doctorate levels of education were more likely to
consider the factors presented as possible barriers to the implementation of TQM. This
would suggest that these respondents were more aware of the barriers, which could be
due to their positions, as most of them are at the top levels of the organisation, which

enabled them to know the organisation’s weaknesses and management problems.

276



Table 8.3.1.1: Results Indicating the Effect of the Education Variable on Rating
the Barriers

) Chi-square The Mean
Barriers Factors S ;::;e ASS);EIP' termedine slgtlli}; 1 831:‘;;' f’)' lr\)a:cst::ai
. (N=36) (N=180) (N=49)
No long-term vision 16407 .00 1.25 143 139 1.65
No constancy of purpose 90.182 .00 1.31 1.86 1.68 1.24
Unwilling to take risk 99.572 .00 1.58 1.19 1.60 1.80
Quality efforts failed elsewhere 24.046 .00 1.75 1.97 193 194
Our customers are happy 36.333 .00 1.64 1.93 193 196
Comfortable with the status quo 3770 .28 1.92 1.88 1.84 192
Comfortable with reactive management 5611 .13 1.36 1.22 1.28 1.18
Not fully committed to quality management | 55.055 .00 1.86 1.61 .71 1.20
’il;lsllf;;es are no major problems or survival 57311 .00 1.61 1.88 177 1.39
Failure to learn the cost of poor quality 7.026 .07 1.33 1.17 1.20 1L.12
Too short-term 30918 .00 1.50 1.47 1.70 1.78
Too many changes 16.920 .00 1.69 1.92 1.86 1.94
Too reactive 18.222 .00 1.53 1.38 1.27 1.16
Product-driven not market driven 8.190 .04 1.31 147 1.36  1.49
Inflexible to change 31.106 .00 1.33 1.46 1.24 1.14
Doesn't offer a specific direction 19.509 .00 1.53 1.41 1.60 1.63
INot enough top-down communication 12.481 .00 1.44 1.39 1.29 1.18
No bottom-up communication 32.591 .00 1.17 1.09 1.32 118 :
Encourage tampering 49.022 .00 1.36 1.24 144 178
Insufficient training 40.512 .00 1.08 141 1.52  1.73
IDon't provide environment for creativity 21.688 .00 1.47 1.18 131 114
Induce fear of anxiety ‘ 27.440 .00 1.60 1.86 1.69 1.92
Punitive 87.742 .00 1.42 1.92 1.70 1.35
Low moral 24.631 .00 1.14 1.32 1.36 1.63
[.ow commitment to quality management 43.966 .00 1.69 1.61 1.63 1.14
Distrust of management 17.509 .00 1.58 1.53 1.67 1.82
'Won' offer opinion on implementing TQM |107.419 .00 1.36 1.90 1.64 1.20
Cynical of management’s programmes 31.836 .00 1.67 1.81 1.59 1.86
[Doesn't understand process 81.576 .00 1.75 1.83 1.60 1.16
[Doesn't offer suggestions 74.965 .00 1.58 1.88 1.52 1.88
/Apathetic 53450 .00 1.44 1.31 1.62 1.24

Note: Significant Chi-square values are at p< 0.05, Value (Yes = 1, No =2)
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The results indicate that the respondents’ level of education was an important
factor in determining their opinion about the barriers, and affected the way the

respondents rated the barriers.

The results presented in Table 8.3.1.2 show the extent to which the respondents’

Place of Education affected the way they rated the barriers.

The results show that the variable, Place of Education, significantly affected the
way the respondents rated the barriers, as the respondents who were educated abroad
rated the barriers to a greater extent than the respondents who were educated in Saudi
Arabia. This is possibly due to their familiarity with the concepts of the barriers, as most
of them would have known the new management concepts, such as TQM and be aware

of the barriers associated with its implementation.
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Table 8.3.1.2: Results Indicating the Effect of the Place of Education Variable on
Rating the Barriers

. Chi-square The Mean
Barriers Factors Chi- Asymp.| Samdi USA UK A%
Square  Sig. | (N=428) (N=79) (N=17) “ ¢
Eo long-term vision 22715 .00 1.37 1.61 1.65 1.62
No constancy of purpose 27765 .00 1.72 1.56 1.18 1.69
[Unwilling to take risk 14.002 .00 1.47 1.52 1.82 1.19
Quality efforts failed elsewhere 1.242 74 1.94 1.92 1.94 1.87
Our customers are happy 2.389 49 1.92 1.92 1.94 1.81
Comfortable with the status quo 9.323 .02 1.88 1.85 1.82 1.63
Comfortable with reactive management 17.137 .00 1.23 1.42 1.06 1.38
Not fully committed to quality management | 18.752 .00 1.67 1.54 1.24 1.81
;I;lslsz are no major problems or survival 22179 00 1.80 1.67 135 175
Failure to learn the cost of poor quality 9.495 .02 1.17 1.28 1.12 1.38
Too short-term 5.825 J2 1.60 1.65  1.88 1.62
Too many changes 971 .80 1.88 1.90 1.88 1.81
Too reactive 3.193 .36 1.33 125 129 1.19
Product-driven not market driven 1.850 .60 1.42 1.38 1.29 1.31
Inflexible to change 3.366 33 1.32 1.29 1.12 1.31
Doesn' offer a specific direction 1.805 .61 1.54 1.51 1.65 1.44
Not enough top-down communication 4.802 18 1.34 1.29 1.12 1.25
No bottom-up communication 6.618 .08 1.20 1.30 1.24 1.38
[Encourage tampering 49.330 .00 133 1.67 1.88 1.50
Insufficient training ‘ .649- .88 1.47 1.51 1.53 1.44
Don't provide environment for creativity 6.915 07 1.26 1.30 1.06 1.44
Induce fear of anxiety 3.146 37 1.77 1.75 1.88 1.62
Punitive 26979 .00 175 163 124 1.87
Low moral 3.464 32 1.35 1.39 1.47 1.19
[Low commitment to quality management 21.669 .00 1.63 1.44 1.18 1.62
Distrust of management 2.003 57 1.62 1.67 1.76 1.62
'Won' offer opinion on implementing TQM | 25.592 .00 1.71 1.53 1.24 1.81
Cynical of management’s programmes 5.690 12 1.68 172 1.94 1.69
[Doesn’t understand process 54775 .00 1.72 1.42 1.06 1.62
Doesn offer suggestions 9.974 .01 1.65 1.76 1.94 1.75
Apathetic 2.293 S1 1.48 1.46 1.29 1.44

Note: Significant Chi-square values are at p<.05, Value (Yes = 1, No = 2)
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The results presented in Table 8.3.1.3 show the extent to which the respondent’

type of Occupation affected the way the respondents rated the barriers.

Table 8.3.1.3: Results Indicating the Effect of the Occupation Variable on Rating
the Barriers

Barriers Factors Chi-square The Mean
Administrative Technician
Chi-Square Asymp. Sig.
(N=509) (N=37)
No long-term vision 1.834 17 1.42 1.30
[No constancy of purpose .084 a7 1.67 1.70
[Unwilling to take risk 1.194 27 1.48 1.58
Quality efforts failed elsewhere 723 .39 1.93 1.97
Our customers are happy .326 .56 1.91 1.94
Comfortable with the status quo 1.755 18 1.87 179
Comfortable with reactive management .057 .81 1.26 1.24
Not fully committed to quality management 1.449 22 1.65 .55
There are no major problems or survival issues 576 44 1.76 1.82
Failure to learn the cost of poor quality 2.880 .09 L18 1.30
Too short-term 7.398 .00 1.63 1.39
Too many changes 4.667 .03 1.88 1.76
Too reactive .023 .87 1.32 1.30
Product-driven not market driven .706 .40 1.41 1.33
Inflexible to change 1.224 26 130 1.39
Doesn offer a specific direction 7.694 .00 1.55 1.30
Not enough top-down communication 1.602 .20 1.32 1.42
No bottom-up communication 1.347 24 122 130
Encourage tampering - .078 78 1.40 1.42
Insufficient training 12.033 .00 1.49 1.18
Don't provide environment for creativity 1.877 17 1.26 1.36
Induce fear of anxiety 11.712 .00 1.78 1.52
Punitive 1.329 24 1.73 1.64
Low moral 6.357 .01 1.37 1.15
Low commitment to quality management 3.695 .05 1.59 1.42
Distrust of management 16.084 .00 1.65 1.30
Won' offer opinion on implementing TQM 3.820 .05 1.68 1.52
Cynical of management’s programmes .004 95 L.69 L70
Doesn’t understand process 4.214 04 1.66 1.48
Doesn't offer suggestions .084 i 1.67 1.70
IApathetic .036 .85 1.47 1.48

Note: Significant Chi-square values are at p<.05, Value (Yes = 1, No = 2)
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The results show that the respondents’ type of occupation did not have a
significant effect on rating the barriers, as both the administrative and technicians
perceived the barriers and rated them to almost an equal extent. This would suggest that
the respondents’ type of occupation was not an important factor in rating and

determining the barriers.

The results indicated that the variables of Level of Education and Place of
Education significantly affected the way the respondents rated the barriers. This would
be consistent with and support the hypothesis that the respondents’ demographic
variables would affect the way the respondents rated the barriers. The results showed
that the variable of Occupation did not have a significant effect on ratings of the

barriers, which is inconsistent with the hypothesis presented above.

8.3.2 Results Indicating the Effect of the Demographic Variables on
Rating the Facilitating Factors

s
i

The results presented in this section show to what extent the respondents’

demographic variables affected the way they rated the facilitating factors.

The results presented in Table 8.3.2.1 show to what extent the respondents’

Level of Education affected the way they rated the facilitating factors.
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Table 8.3.2.1: Results Indicating the Effect of the Education Variable on Rating
the Facilitating Factors

Chi-square The Mean

Facilitating Factors Master &

Chi-  Asymp. |intermediate g5 University posot 2
Square  Sig. | ™N=30 (n_jgg) N=28D) g9

1. A great emphasis in the government on

improving the quality of public services. %61 .11 119 133 131 1.18
2 A great emphasis in the government on
improving the performance of public 26.092 .00 147 141 123 1.14
organisations.

3 A great need for reducing the operational
costs and increasing the productivity of 97.432 .00 1.56 191 1.75 1.24
ublic organisations. ,
4 An increased and rapid changing demands
from the public (customers) for quality and | 7.279 .06 128 136 129 1.16
better public services.

5 The need for implementing new
management philosophies in the public sector

in order to improve their efficiencies and 9.813 02 133 114 118 1.10
effectiveness.

6 An assumption that TQM implementation
yvould contrlbute.to reduce the costs and 75117 .00 1.61 119 155 1.18
improve the quality of processes and
services.

7 The government’s policies of privatisation. | 14.740 .00 1.89 168 1.67 1.88

8 Meeting the requirements demanded by the

changes (i. e. economic, social, etc.) occurred
in the world markets at both national and 81.147 .00 1.50 186 1.62 1 '2(:)

international levels.

Note: Significant Chi-square values are at p<.05, Value (Yes = 1, No = 2)

The results indicate that the variable of Education significantly affected the way
the respondents rated the facilitating factors, as the means of rating the factors show that -
the respondents with Masters and Doctorate levels of education were of the opinion to a
greater extent than the other groups that the selected factors would motivate the
implementation of TQM in the Ministry. This would suggest this group’s greater
awareness of the factors, which is possibly due to their better understanding of the

concepts of the factors, which could be due to their level of education.

The results presented in Table 8.3.2.2 show the extent to which the respondents’

Place of Education affected the way they rated the proposed facilitating factors.
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Table 8.3.2.2: Results Indicating the Effect of the Place of Education Variable on
Rating the Facilitating Factors

Facilitatine Fact Chi-square The Mean
acilitating Factors Chi- Asymp. | Saudi USh UK Atab

Square  Sig. | (N=428) (N=79) (N=17) C{;}‘;‘;’;ﬂ

1. A great emphasis in the government on
improving the quality of public services. 6.144 10 132 122 1.18 1.19

2 A great emphasis in the government on

improving the performance of public 7.705 .05 1.32 1.20 1.12 1.38
organisations.

3 A great need for reducing the operational

costs and increasing the productivity of 31.552 .00 1.80 158 1.35 1.81

ublic organisations.

4 An increased and rapid changing demands
from the public (customers) for quality and 1.782 .61 1.30 1.32 1.18 1.38
better public services.

5 The need for implementing new
management philosophies in the public sector]

in order to improve their efficiencies and 8.032 38 117 111 1.24 1 '25
effectiveness.

6 An assumption that TQM implementation :
would contribute to reduce the costs and : '
improve the quality of processes and 6.371 .09 142 135 1.18 1.56
services.

7 The government’s policies of privatisation. | 22.970 .00 166 190 194 175

8 Meeting the requirements demanded by the

changes (i. e. economic, social, etc.) occurred é
in the world markets at both national and 25.304 .00 1.70 1.48 1.29 1 '5;6
international levels.

Note: Significant Chi-square values are at p<.05, Value (Yes = 1, No = 2)

The results presented above indicate that the variable, Place of Education, was
an unimportant factor in rating the facilitating factors, as it did not show a significant
effect on rating most of the factors. The results show that there is no statistically
significant difference between the mean responses of the respondents according to their

Level of Education, as all groups rated the factors similarly.

The results presented in Table 8.3.2.3 show to what extent the variable of

Occupation affected the way the respondents rated the facilitating factors.
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Table 8.3.2.3: Results Indicating the Effect of the Occupation Variable on Rating
the Facilitating Factors

Chi-square The Mean
Chi-  Asymp. |Administrative Technician

Sguare Sig. (N=501) (N=37)

1. A great emphasis in the government on

improving the quality of public services. 3.619 05 1.31 1.15
2 A great emphasis in the government on
improving the performance of public 112 .73 1.30 1.27
organisations.

3 A great need for reducing the operational costs
and increasing the productivity of public .061 .80 1.75 1.73
organisations.

4 An increased and rapid changing demands from
the public (customers) for quality and better 527 46 1.30 1.24
ublic services.

5 The need for implementing new management
philosophies in the public sector in order to 1.506 22 1.17 1.09
improve their efficiencies and effectiveness.
6 An assumption that TQM implementation
would contribute to reduce the costs and improve| 6.131 .01 1.39 1.61
the quality of processes and services.

Facilitating Factors

7 The government’s policies of privatisation. 3.315 .06 1.70 1.85

8 Meeting the requirements demanded by the
changes (i. e. economic, social, etc.) occurred in

the world markets at both national and 4.214 .04 1.66 148
international levels.

Note: Significant Chi-square values are at p<.05, Value (Yes = 1, No = 2)

The results show that the respondents’ type of Occupation did not have a
significant effect on their rating of the factors, which suggests that the respondents’ type
of Occupation was not a major factor in selecting and rating the factors. The results

indicate that both groups of respondents almost equally rated the factors.

The results indicated that the variable, level of Education significantly affected
the way the respondents rated the facilitating factors. This would be consistent with and
support the hypothesis that the respondents’ level of education would significantly
affect the way the respondents perceived the factor. The results indicated that the other
two variables (Place of Education and Occupation) did not show a significant effect on

rating the factors. This would be inconsistent with the hypothesis presented above.
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8.4 CONCLUSION

The results presented and discussed above indicated that there are a number of
barriers that could be encountered in implementing TQM. These barriers differ from
one area to another, and thus, each area needs to be looked at differently. But, the results
indicated that most of the selected barriers are barriers related to senior management
and work methods. As a result, the senior management level and work methods are the
areas that need to be looked at more than the other areas, in order to implement TQM
effectively in the Ministry of Interior in particular, and the Saudi public sector in

general.

The results also indicated that there are a number of driving forces that would
lead to and motivate the implementation of TQM in the Ministry of Interior. Most of
these forces are internal forces that are related to the Ministry’s internal environment
and issues. These forces need to be enhanced to support the effective implementation of

TQM.

In addition, the results indicated that some aspects of the respondents’
demographic background affected the way they rated the barriers and driving forces;
thus, the organisation personnel’s level of education, place of education, and type of
occupation need to be taken into consideration in eliminating the barriers and enhancing
the facilitating factors, as these demographic variables would affect the way the

personnel deal with these barriers and factors.
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Chapter Nine
CONCLUSION

9.1. FINDINGS

The overall aim of the research was to test the possibility of implementing TQM
into the Saudi public sector (the ministries of the civil service). Due to the large number of
ministries operating in the Saudi public sector, which would make the investigation of the
possibility of implementing TQM in the whole sector a difficult and time consuming task,

the research focused on the Ministry of Interior as a case study for implementing TQM.

To achieve the objectives of the research, several stages were undertaken, starting
from a survey of TQM literature. The survey of the literature suggests that the concepts of
TQM have been widely adopted, in both the private and public sectors, as well as in the
manufacturing and service sectors, as a philosophy and management discipline to improve
organisational processes and services, despite some difficulties associated with its
implementation. It was also revealed that the quality experts or “gurus” provided a set of
concepts, methods, and techniques for improvement, mainly focusing on several factors
which include: customer satisfaction, employee involvement, management commitment,
and continuous improvement. These factors have been regarded in the TQM literature as
the core principles of TQM. Nevertheless, the literature review revealed that although the
quality experts made a great contribution to the development of TQM, they have not
provided a specific framework for implementing the concepts of TQM in an organisation,
which led many organisations to confusion and lack of understanding how to implement

TQM.

An overview of the Saudi public sector was presented, which revealed that there
have been a number of initiatives undertaken by the Saudi government to improve the
efficiency and effectiveness of the Saudi public organisations, but TQM, in its broad terms,

has never been taken as part of these initiatives, although some quality management
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concepts (i.e. quality assurance, quality inspection) have been implemented in a very

limited number of Saudi public organisations.

Due to the unavailability of a specific framework for TQM implementation
provided by the quality experts, there was a need to seek an appropriate framework that
would encompass the basic principles of TQM and provide a systemic way to implement
these principles. The model developed by Morris and Hiagh (1996) was selected as the
proposed conceptual framework or model for TQM implementation in the Saudi public
sector. The proposed conceptual model encompassed a set of twenty elements and

principles.

For the purpose of testing the possibility of implementing TQM in the Saudi public
sector, with particular reference to the Ministry of Interior, an empirical study was carried
out. The proposed implementation model’s elements and principles were tested empirically
in order to identify whether or not there was a need for improvement and implementing
TQM in the Ministry of Interior, in addition to testing the compatibility between the

proposed framework and the Ministry’s environment.

The findings of the empirical study revealed that there is a great need in the
Ministry of Interior for improvement and implementing the proposed framework, as almost
all respondents from both groups (managers and employees) rated the elements and
principles of the framework as important to a great extent. This would suggest that the
respondents recognised that there is a need for improvement in the Ministry of Interior, and
that they were aware of the importance of the elements and principles to improve the
quality of services and management processes of the Ministry. The findings related to the
importance of the principles are consistent and support the hypothesis that stated that there
is a belief amongst the employees and management of the Ministry of Interior that there is a

need for improvement in the Saudi public sector.

In terms of the practice of the elements and principles and the compatibility
between them and the environment of the Ministry of Interior, the findings of the empirical

study revealed that most of the proposed model’s elements and principles are not being
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practised in the Ministry. In relation to the macro or contextual elements of the model, the

data analysis revealed the following findings:

L.

Vision: the data analysis revealed that both the employees and managers rated this
element as an important element to a high extent. In terms of its practice, the results
showed that the Ministry of Interior lacks a clear vision statement that helps its
personnel to understand its purpose of existence and directs their daily work activities.
The results revealed that the work is being conducted and preformed on the day-to-day

basis instead of on long-term planned goals and objectives.

Mission: the data analysis also revealed that this element was rated as important to a
high extent by both groups of respondents. The results showed that there is a lack of a
clear mission statement in the Ministry to direct the personnel to achieve its future
objectives and to satisfy the customers. The results of this element also indicated that
the senior managers of the Ministry are not serious and involved personally to ensure

that the objectives of the Ministry are being met.

Strategy: the data analysis revealed that the respondents, from both the employees and
managers’ level, rated this element as an important element to be implemented in the
Ministry. In relation to the practice of this element, the data analysis revealed that there
is a lack of a clear strategy in the Ministry of Interior that guides its personnel to
produce high quality services with less cost and to satisfy the customers; in addition, the

employees are unclear about what is required from them in the work place.

Values: in terms of Values, the results showed that both groups of respondents
recognised the importance of the Values element. The results indicated that the Ministry
believes it is accessible to the customers, promoting customers’ safety, communicating
with the customers in a language they understand, and providing the customers with
reliable services, as basic values. The results of the empirical study revealed that the
Ministry does not believe in training its staff, to enable them to perform their tasks
better, as a value, and its employees are not responsive to the customers’ requirements

and demands, and its services seems to be intangible.
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5. Key Issues: the results of rating this element indicated that both the employees and
managers rated this element as an important element to be implemented in the Ministry.
The results relating to the element’s practice indicated that the managers deal with
customers’ suggestions seriously and take them into account more than employees,
indicating that there is awareness at the management level in the Ministry about the
importance of the issues raised by the customers. The results also showed that the
employees are not dealing seriously with the issues raised by the customers. In addition,
the personnel of the Ministry, particularly the managers, respect the issues raised by the
customers and take them seriously, but do not regard them as guidelines for improving
the services of the Ministry, and they do not take serious action to tackle these issues or
try to investigate the causes of these issues. The results suggest that although the issues
resulting in customer dissatisfaction are taken seriously, they are not dealt with

seriously.

The findings relating to the above elements lead to a conclusion that the Ministry does,
not have clear long-term plans and objectives and lacks the guiding concepts and methods
that would enable it to achieve its future desired goals successfully.

In relation to the micro or operational elements of the model, the results of the empirical
study revealed the following findings: i
1. Internal and External Customers: the results relating to this concept showed that the

respondents rated this concept as an important concept to be implemented in the

Ministry. The results relating to the concept’s practice indicated that employees

working in the departments of the Ministry do not treat their colleagues as their

customers and they are unaware about the concept of internal customers. The concept of
internal customer may be implemented at the managerial levels in the Ministry, but
there may be less practice of it at the lower levels of the Ministry and it is not being
recognised as an important factor in creating good relationships between the
departments of the Ministry or enhancing the existing relationships between the

departments.

2. Customer Satisfaction: the data analysis revealed that this concept was rated as an

important concept by both groups of respondents. The data analysis also revealed that
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there is a lack of the customer satisfaction concept in the Ministry of Interior as the
results revealed that its employees are not giving customers’ requirements enough
attention and providing the customers with services on time, or devoting enough time to
dealing with these requirements. The results showed that there is a lack of guiding

procedures that could lead the employees in the Ministry to satisfy their customers.

Teamwork: the results of rating the importance of this concept revealed that the
concept was rated as an important concept to be implemented in the Ministry. In terms
of its practice, the results showed that this concept is not being practised in the Ministry
as the team spirit is not being recognised as a critical working method to improve work
processes or to solve quality and other related problems in the Ministry. Also, there is a

lack of training given to the employees to enable them to work in teams.

Quality Through People: the results relating to this concept showed that both groups
of respondents recognised the importance of this element as almost all of them rated it
as an important concept. The results relating to its practice showed that there is an
awareness at management level in the Ministry, about the importance of people to the
quality improvement process, but the employees seem to be dissatisfied with the level
of recognition, and with reward systems. In relation to this element, it could be said that
there is some awareness in the Ministry of the importance of people in quality
improvement, but it needs to be implemented and translated into appropriate award and

recognition systems.

Quality on All Agendas: the results showed that the respondents rated this concept as
an important concept to a high extent. The results also showed that the management of
the Ministry does not give enough attention to quality and its not being included on the
management’s agendas and regarded as part of the Ministry’s culture. The results

showed that there is a lack of element’s implementation and practice in the Ministry.

All Work is Process: the results of rating the importance of this concept indicated that
both groups of respondents recognised the importance of this concept. The results
relating to its practice showed that there is a lack of practice of the concepts relating to

the element as the results revealed that there is a lack of appropriate understanding of
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the processes in the departments of the Ministry. The results showed that personnel of
the Ministry are unaware that the work requires appropriate inputs in order to produce

appropriate outputs.

Management Commitment: the results relating to this element revealed that the
concept was rated as an important concept to a high extent. The results show that the
management of the Ministry is not serious about improving the quality of services and
does not require the employees to improve constantly the quality of their work and the
services they are providing; in addition, it does not listen to employees and take their
suggestions seriously, which indicates that the element is not being practised in the

Ministry.

Prevention: in relation to this concept, the results showed that both groups of
respondents rated the concept as an important concept to a high extent. The results
relating to its practice revealed that the management is unaware of the cost of poor;
quality and rework and it does not encourage employees to produce quality services,
from the outset. This indicates that there is a lack of element’s implementation and

practice in the departments of the Ministry.

Continuous Improvement Cycle: the results relating to this concept indicated that the,
respondents recognised the importance of the concept and rated it as an important
concept to a high extent. The results relating to its practice showed that the employees
are not given enough training, and so are unable to improve effectively and constantly.
The results also indicated that the employees’ contributions and participation in the
improvement processes are not being recognised by the management; as a result, it
could be said that there is a lack of this element’s practice in the Ministry’s

departments.

Measurement: the results showed that this concept was rated as an important concept
to a high extent. The results relating to its practice indicated that the customers and
departments dealing with the Ministry’s departments were never asked about the quality
of their services and the personnel working the Ministry do not try to get feedback from

their customers to ensure that they are providing required and quality services and to
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know whether or not their customers are satisfied with the Ministry’s services. This

finding indicate the lack of element’s practice in the Ministry.

The results relating to the above operational elements or concepts of the proposed
model indicate that the elements are not being practised, which would suggest that the
Ministry lacks effective operational elements and concepts that enable its personnel,
particularly the operative personnel, to provide quality services.

The results relating to TQM principles, as presented in the model, showed the following

findings:

1. Customer is King: the results relating to this principle revealed that the principle was
rated as an important principle to a high extent by both groups of respondents. The
results relating to its practice revealed that there is a lack of an appropriate attitude
among the personnel of the Ministry towards the customers, and that the concept of
customer satisfaction is not being taken as an important factor in providing services.
The results revealed that the customer is regarded as a king within the Ministry of

Interior, but there is doubt about top managers’ attention to customer satisfaction.

2. Everyone Participates: the results relating to this principle revealed that both the
employees and managers rated the principle as an important principle. The results
relating to its practice revealed that the employees realise that the success and failure is
the responsibility of all, not of individuals and that the employees as well as the
customers and suppliers of the Ministry are being participated in the improvement
processes. Nevertheless, the senior managers in the Ministry’s departments do not listen
to their subordinates, customers and suppliers, and seriously take their suggestions and

recommendations for work and service improvement.

3. Aligned Corporate Systems: the results showed that the principle was rated as an
important principle to a high extent by both groups of respondents. The results relating
to the principle’s practice showed that the Ministry’s systems are not being aligned
appropriately to provide a corporate environment so that they work effectively. The
results showed that there is a lack of an effective communication system and co-

operation within the Ministry’s departments. In addition, the tasks and responsibilities
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are not being assigned between the employees and the work systems are not organised
in a systematic way so that the employees could perform their tasks effectively and
easily. The results also indicated that the tools and equipment of the Ministry are of a

high quality, but they are unavailable on time when required.

4. Continuous Improvement: the results of rating the importance of the principles
revealed that the principle was rated as an important principle to a high extent. The
results showed that the employees in are aware that continuous improvement is an
important factor for success, but they are not being given enough training to improve
constantly and the senior managers of the departments do not recognise the importance
of their employees’ participation in the improvement process. In addition, there are no

steps being taken in the departments of the Ministry for improving work methods.

5. Quality Measurement: in relation to this principle, the results revealed that the
respondents recognised the importance of the principle. The results relating to its
practice revealed that the management is not concerned about the quality of the work
conducted by the employees and it does not review quality constantly and there is a lack
of appropriate measurement or assessment procedures, methods, tools and techniques to

review and evaluate the outputs of the work conducted.

The results of relating to the above principles lead to a conclusion that the Ministry
is lacking the implementation and practice of TQM core principles, which would suggest
that TQM and its relating concepts or principles are not being of the Ministry’s

management’s concern and part of the organisation culture in providing the services.

It should be noted, in terms of the practice of the elements and principles, that the
employees were of the opinion, to a greater extent than the managers were, that the
elements and principles are not being practised in the Ministry. This would lead to a
conclusion that the personnel of the Ministry who are actually involved with the daily life
of the work were aware that the elements and principles are not being practised, which
suggests that they were aware of the concepts of the elements and principles and recognised
the lack of such elements and principles’ implementation. The managers were of the

opinion, to greater extent, that the elements and principles are being practised, which
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suggests that the managers either assumed that such elements and principles are being
practised, or they intended to show that the work is being conducted perfectly and that it

does not have shortcomings.

In relation to the other demographic variables of the respondents, the data analysis
revealed that, in terms of the importance of the elements and principles, the variables of
Level and Place of Education significantly affected the way the respondents rated the
importance of the elements and principles, whilst the variable of type of Occupation
(Administrative and Technicians) did not show a significant effect on the way the
respondents rated the principles. In relation to the practice of the elements and principles,
the data revealed that the respondents’ demographic variables (Level, Place of Education
and type of Occupation) significantly affected the way the respondents rated the statements

related to the practice of the elements and principles.

Overall, the findings of the research suggest that the environment of the Ministry of
Interior, with its current management systems and procedures, is inconsistent with the
requirements demanded by TQM, and that it would need some modifications in order to
implement TQM successfully. This does not support the hypothesis stating that the general
environment of the Saudi public sector is compatible with implementing the principles and

concepts of TQM.

In addition to the inconsistency between the Ministry’s environment and the
requirements demanded by TQM, the empirical study revealed that there are a number of
critical barriers that would be encountered in TQM implementation in the Ministry. In
relation to the barriers relating to Senior Management, the results showed that there are four
significant barriers that may restrict the implementation of TQM in the Ministry. These

barriers are:

1. Failure to learn the cost of poor quality: the findings of the research revealed that the
management of the Ministry does not recognise the cost of poor quality. The results
showed that both groups of respondents regarded this barrier as a possible barrier and
felt that the management of the Ministry is lacking appropriate understanding of the

costs of poor quality.
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2. Comfortable with reactive management: the results showed that the respondents felt
that the management of the Ministry is comfortable with a reactive style of

management, which would inhibit the effective implementation of TQM.

3. No long-term vision: the respondents felt that the management of the Ministry does not
have a long-term vision that encourages it to implement TQM,; as a result, they regarded

this barrier as a possible inhibiting factor.

4. Unwilling to take risk: in relation to this barrier, the employees felt to higher extent
than the managers that the management of the Ministry does not seem to be willing to
take the risk to implement TQM and this would inhibit the effective implementation of

TQM.

In addition to the above barriers, three significant barriers were identified relating to
Management System that may inhibit the implementation of TQM in the Ministry. These

barriers found to be:

1. Inflexible to change: in rating this barrier both groups of the respondents felt that the
management systems of the Ministry are inflexible to change, and this would result in

difficulties and ineffectiveness of TQM implementation.

2. Too reactive: the respondents also felt that the management systems are too reactive
and does not keep pace with the changes in the Ministry’s environment. The

respondents felt that this would result in ineffective implementation of TQM.

3. Product-driven not market-driven: this barrier was rated as the last most likely
barrier related to Management System. The respondents felt that this barrier would

result in ineffective implementation of TQM in the Ministry.

In relation to Work Methods, the results revealed that there are five barriers that may

result in ineffective implementation of TQM. These barriers are:
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1. No bottom-up communication: the results showed that this barrier is the most likely
barrier relating to Work Methods that may limit the effective implementation of TQM

in the Ministry.

2. Don’t provide a good environment for creativity: the results showed that this barrier
was selected as the second most likely barrier that may inhibit the effective

implementation of TQM.

3. Not enough Top-down communication: the respondents were of the opinion that the
Ministry’s current work methods lack effective top-down communication system. This
factor was selected as the third most likely barrier to TQM implementation in the

Ministry.

4. Encourage tampering: the employees were of the opinion to a higher extent than the
managers that the work methods of the Ministry encourage tampering, and regarded this

factor as the fourth most likely barrier to TQM implementation.

5. Insufficient training: in rating this barrier, the employees were of the opinion to a
higher extent than the managers that the Work Methods of the Ministry do not offeri
sufficient training and that this may result in ineffective implementation of TQM in thé

Ministry.

In relation to the Ministry’s Workforce, the results revealed that there are two barriers

relating to the Workforce. These barriers are:

1. Low morale: the results revealed that the respondents, particularly employees, were of
the opinion that the low moral of the workforce would be the most likely barrier, related

to the Workforce, to TQM implementation.

2. Apathetic: the results indicated that this barrier was selected as the second most likely
barrier to TQM implementation. The respondents were of the opinion that the
workforce has an apathetic attitude towards TQM and that this would inhibit the

implementation of TQM in the Ministry.
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Despite the above barriers, the results of the empirical study revealed that there are
a number of driving forces that would motivate the implementation of TQM in the

Ministry. The following are some of these forces:

1. The need for implementing new management philosophies in the public sector in ordgr
to improve their efficiency and effectiveness.

2. A great emphasis in the government on improving the quality of public services.

3. A great emphasis in the government on improving the performance of public
organisations.

4. Increased and rapidly changing demands from the public (customers) for quality and
better public services.

5. An assumption that TQM kimplementation would contribute to reduce the costs and

improve the quality of processes and services.

In relation to the respondents demographic variables and their effect on rating the :
barriers and driving forces, the results indicated that some aspects of the respondents’
demographic background affected the way they rated the barriers and driving forces The
results indicated that the variables of Level of Education and Place of Education
significantly affected the way the respondents rated the barriers. The results shovwed that the
variable of Occupation did not have a significant effect on ratings of the barriers. The
results indicated that the variable of level of Education significantly affected the way the
respondents rated the facilitating factors. The results indicated that the other two variables

(Place of Education and Occupation) did not show a significant effect on rating the factors.

9.2. RECOMMENDATIONS

In order to implement TQM successfully in the Saudi public sector, the researcher
provides a set of recommendations, related to various areas, which would help to improve
the environment of the Saudi public sector so that it could be compatible with the

requirements demanded by TQM.
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For the areas relating to the contextual elements of the model, the researcher’s

recommendations are:

There should be a clear and written vision statement for the Ministry of Interior that
manifests its future desired state. The vision statement should be made clear for all
personnel, and should provide the management and employees of the Ministry with the
means that help them to plan and execute the organisational future plans and daily

activities.

There should be clear mission statement for the Ministry based on the above vision
statement. The mission statement should indicate the purpose of the Ministry’s
existence, how it should serve its customers and the society in general, and what are its

ultimate goals and objectives.

There should be long-term strategic plan for the Ministry. The strategic plan should
define the Ministry’s future plans, monthly and day-to-day work programmes and
plans, annual targets to be achieved, and clear policies related to the services and

improvement processes.

There should be a set of basic beliefs and values for the Ministry that serve to ensure
congruence between organisational actions and external customer demands and
expectations. These values should include such beliefs as ease of contact and access to
information related to the services, communication with the customers in a language
they can understand, courtesy, reliability and tangibility of services, responsiveness, and

understanding customers needs and expectations.

The personnel and systems of the Ministry should be prepared to deal effectively with
the issues raised by the customers and take these issues seriously. The management
should consider and regard these issues guidelines and measures to understand

customers’ levels of satisfaction and dissatisfaction with the Ministry’s services.

For the areas relating to the operational elements, the following recommendations are

provided:
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The management in the Ministry, particularly at the top levels, should emphasis the
importance of the internal and external customers concept; the management also should
find a way to learn the internal customers’ needs and requirements, and how it could
meet these needs and requirements. This concept should be promoted at the lower levels
of the organisation; the employees need to be made aware about the importance of the
internal customer and should be convinced that the external customer’s satisfaction
depends on the internal customer’s satisfaction. The employees need to be made aware
that this objective could be achieved only by creating good relationships between the
departments and the personnel working in these departments and treating each others as

customers who should be satisfied in order to satisfy the external customers.

There should be machinery in the Ministry that anticipates customers’ needs and
requirements in order to understand their future demands and expectations. The
management of the Ministry should create awareness amongst personnel at all levels
about the importance of the customer. Customers’ needs and requirements should be
given greater attention; the employees and management should devote greater time the
customers’ requirements. There should be clear guiding procedures in the Ministry that

could guide the employees how to satisfy their customers.

The management of the Ministry should recognise the importance of teamwork concept
and regard it as a critical working method. It should promote quality circles as a means
of promoting the teamwork spirit in the departments of the public sector, together with
the provision of training sessions to the personnel at all levels to enable them to work in
teams and be familiar with the concepts of quality circles. The management of the
departments needs to be encouraged and trained to work as teams to achieve their

departments and organisations’ objectives.

The concept of Quality Through People should be enhanced at the management levels
of the Ministry. The employees who perform quality work and provide quality services
should be provided with incentives that encourage them to be aware of quality

management concepts. The people involved in the improvement processes need to be
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encouraged and rewarded according to the achievements gained in the improvement

processes.

The management should be convinced about the importance of quality factors. It should
be required to include the quality factors on all their agendas. Quality should be

regarded as part of the Ministry’s culture and included in all aspects of the work.

The management of the Ministry should create awareness amongst the personnel of the
Ministry that the work requires appropriate inputs in order to produce appropriate

outputs and that all work is process.

The management of the Ministry, particularly the top and middle managers, need to be
made aware of the importance of TQM, convinced to show commitment and visible
involvement in quality improvement processes, and trained on quality improvement

concepts, tools, and techniques. It should require employees to improve constantly the

quality of their work and the services they are providing. It should encourage the

personnel to make suggestions and recommendations related to quality improvement

and taking these suggestions seriously.

The management of the Ministry should be aware of the costs of poor quality and:
rework. It should encourage employees to produce high quality services from the outset
and eliminate the causes of errors and rework. The necessary tools and equipment
should be provided to employees to produce quality services and eliminate the causes of

€1rors.

The personnel of the Ministry, particularly the operatives, should be trained on quality
management tools and techniques to enable them to carry out the improvement tasks
effectively. Employees’ contributions and participation in the improvement processes

need to be recognised and rewarded by the management.

The management of the Ministry should set up a systematic procedure to evaluate the
progress of quality; it should also set up a systematic procedure to measure customers’,

both internal and external, level of satisfaction with the Ministry’s services.
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For areas relating to TQM principles the following recommendations are offered:

1. There should be an emphasis in the Ministry that the overall aim of the services is to
satisfy the customers through high quality services, and that the customers must judge
the quality of services. The management of the Ministry should find a way to identify
the Ministry’s customers. There should be a systemic procedure that answers such
questions as: Who are the customers? What are their actual requirements? How can
these requirements be met? How can the customers be satisfied? How can the changes

in the customers’ requirements be managed?

2. The management of the Ministry should realise that the quality improvement requires
that every ones participation; thus, it should involve every one, including employees,
customers and suppliers, in quality improvement processes; it should listen to their
suggestions and recommendations relating to quality improvement and take them

seriously.

3. The management of the Ministry should realise that quality improvement cannot be
achieved without effective organisational systems. There should a corporate
environment in the Ministry. The communications systems should work effectively; co-
operation between employees and management and between departments of the
Ministry should be enhanced; the tasks and responsibilities should be assigned equally
between the departments and employees so that everyone and every department
understands what is required from them; the work in general need to be organised; and
appropriate tools, techniques and necessary equipment and information need to be

available on time and all the time to the personnel responsible for improvement.

4. The employees of the Ministry should be trained and qualified to improve constantly
the quality of their work and service. The senior managers of the departments should
recognise the importance of their employees’ participation in the improvement
processes and reward their participation. The work methods should be reviewed and

improved constantly.
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5. There should a systematic way of measurement and evaluation against the improvement

processes to assess and evaluate the progress of improvement.

In addition to the above recommendations, the management or the decision-maker
in the Ministry should realise that the effective implementation of TQM in the Ministry
requires the elimination of the possible inhibiting barriers that have been identified by the
respondents as possible barriers. The causes of the barriers need to be identified and
tackled. The driving forces or facilitating factors for effective TQM implementation need to

be enhanced.

The management of the Ministry should also realise the importance of its personnel
backgrounds, such as level of education, place of education, type of occupation, and level
of occupation, as these variables may affect the way the personnel deal with the issues
relating to TQM implementation and perceive the elements and principles of the proposed

implementation framework and barriers differently.

9.3. SUGGESTIONS FOR FURTHER RESEARCH

This study has been able to examine the possibility of implementing TQM in the
Saudi public sector, but the data gained through the empirical study relating to this issue
have been limited to the Ministry of Interior. As a result, the sample of the research may
not be representative of the whole Saudi public sector. Accordingly, further research on the
possibility of implementing TQM in the Saudi public sector would be useful. This would
provide more insight into the Saudi public sector’s problems, and the compatibility between

the Saudi public sector and the requirements demanded by TQM implementation.

Further studies could be carried out on similar organisations to the Ministry of
Interior, that are involved in the provision of services to citizens or customers, as this may
provide an understanding about the extent to which there is a need in the Saudi public

sector for service improvement and TQM implementation.
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Dear Sir,

This questionnaire is part of an academic research leading to the degree of Ph.D. in
Total Quality Management (TQM) at Sheffield Business School of Sheffield Hallam
University, UK.

The questionnaire intends to investigate the possibility of implementing total
quality management approach into the public sector of Saudi Arabia.

I should be grateful if you kindly respond to the enclosed questions as frankly and
thoughtfully as possible. This is not a test and there are no right or wrong answers; so,
please fill in the questionnaire as completely as possible. The answers required will only
take you a very short time to complete, but will have a significant value in terms of the
completion and execution of the research as well as the achievement of its objectives.

The information you provide will be strictly confidential and will be solely used for
the purpose of the research.

Please return the completed questionnaire to the director’s office of your
department, or send it to the address provided below.

Thank you for your highly appreciated help and co-operation.

Yours truly,

Ibrahim Al-Omair

P.O. Box 25129,
Riyadh 11466
Saudi Arabia



Very

important
important|

Not

at all

1 In your organisation, there must be a clear vision
- based on customer satisfaction.

[ ]

- In your organisation, there must be a clear and written

~mission statement based on your organisation’s

~ vision.

=

C

- In your organisation, there must be a clear and long-
- term strategy based on your vision and mission
. statements.

[i

Your organisation’s values and basic beliefs must be
‘based upon customer satisfaction.

=

- In your organisation, there must an effective system
that can handle and deal with all issues raised by your
customers and related to quality improvement.

-
e

[~

In your organisation, the employees must regard their
~colleagues as their internal customers; and must
satisfy both their internal and external customers.

]

The personnel of your organisation should realise the
importance of customer satisfaction and must work

. towards meeting and exceeding customers’

[

_requirements and expectations

-8 In your organisation, senior managers and employees

~ must give teamwork a critical importance.

KH

B

[

“In your organisation, senior managers must recognise
that the quality can be achieved through people rather
than through the organisation’s systems or

procedures.

B

The quality issues must be on all agendas of your
'senior managers.

=

[ |

[~

~ Your senior managers and employees must realise
that the quality improvement process is a process
rather than a project.

H

[+

 Your senior managers must realise that quality
-improvement requires senior managers’ commitment
and participation.




SR BEASE Not
Very = . Not 1mportant
-limportant} Important | Uncertain important atall

13 Your senior managers and employees must realise
that preventing the causes of the problems will cost
less than rework and correcting errors.

4]

14 In your organisation, the managers and employees
must realise that the process of improvement is a
. continuous process that never ends, and should
~ conduct the task of improvement accordingly

15 In your organisation, both the managers and
‘employees, must realise that the progress of quality
improvement must be measured and evaluated in

order to achieve improved services and management
processes

16 Your organisation must regard the customer as a king
~(the quality of its services must be judged by the
customers).

17 In your organisation employees and senior managers,
as well as customers and suppliers must participate in
the quality improvement process, if this process is to
achieve its goals.

18 Your organisation’s systems must be corporate and
ssupportive if you have to improve and achieve
quality.

19 The quality improvement process of your organisation
must be carried out and regarded as a continuous
process that never ends.

Elle

20 The quality improvement process of your organisation
- must be evaluated, reviewed, and measured if it is to
achieve its planned goals.

=




The follo ng statements -1ntend to test whether or not the f ollowmg p
~ are pra 1sed W1th1n your orgamsatlon Please state to what extent do y
: ' ce with these statements"
(Please tick [/ ] only one response to each questlon

1

'Vision refers to the organisation’s future desired state, the
situation in which the organisation intends to be, and serves
to give purpose to day-to-day actions and act1V1t1es at all
organisational levels and functions. :

4 Strohgly

Agree

Agree i

Uncertain

Disagree

Strongly
disagree.

1.1

In your organisation, there is a clear and written vision
statement that helps you to understand your organisation’s .

- purpose of existence.

< H

[

[

1.2

Your organisation’s vision statement is based on what your
customers want you to be.

H

e

4]

A

13

You all, employees and senior managers, conduct your daily
work activities according to your organisation’s vision.

[

&

.

14

All of your organisation’s systems and functions work to
achieve the corporate vision.

BN

(!
=]
[

- Mission refers to a set of objective statements allied to vision

to achieve the organisation’s future desired objectives.

Strongly | .

Agree.:

e Unee:féin )

Disagree.

Stroiigly
disagree

21

In your organisation, there is a clear and written mission
statement that directs you to achieve your organisation’s -
future and desired objectives. -

L]

2.2

‘The overall aim of your mission statement is to satisfy your
customers.

B

2.3

“Your senior managers are serious and involved personally to

~ ensure that your mission’s objectives are met.

Strategy is the organisation’s future plan that it intending to
attain, which is related and tied with the orgamsatlon S VlSlOIl
and mission. » ,

Strongly
Agree

Disagree

Strongly
disagree

3.1

In your organisation, there is a clear and written strategy.

3.2

The overall aim of your strategy is to satisfy your customers
-and produce high quality services with less cost.

33

Your strategy guides you to understand what is required from

~ you in the work place.




4 Values refer to a set of basic beliefs; they serve as a source
- of unity and cohesion between organisation employees and
management. They also serve as indicators whether or not .
organisation’s actions and activities are meeting customers’
requirements. = - Lo i :

Strongly Agre‘é Uncertain Disagree
Agree | = :

4.1 Your organisation is serious to be known as accessible to its
customers.

4.2 Your organisation values the safety of its customers.

4.3 ‘Your organisation trains its staff to be courteous to its
customers.

i

4.4 Your organisation communicates with its customers in
language that they understand.

[»]

4.5 Your organisation provides its employees with appropriate
- training to perform their tasks.

=]

4.6 Your organisation provides its customers with reliable
services.

[

4.7 The employees in your organisation are responsive to the
‘customer’s requirements.

[+

4.9 The employees in your organisation understand and know the
needs and expectations of their customers.

2]
4.8 The quality of your organisation’s services is tangible.

=
[+

5 Key issues refer to any factor that result in customer
dissatisfaction due to poor quality such as delay in service |strongly
delivery or long waiting time. They also refer to any issue | Agree
raised by the customer that may lead to customer satisfaction. :

Stfongly

Agree | Uncertain. D?sagreg disagree

5.1 In your organisation, you respect your customers’
- suggestions and deal with them seriously.

5.2 ‘In your organisation, you deal with poor quality issues raised
by your customers seriously and take actions.

5.3 In your organisation, you believe that the quality issues
raised by your customers are your guidelines in your quality
improvement initiative.

6 The customer includes both the external customer of the
organisation, or the end user of the product or service -
- provided by the organisation (the beneficial of the public
~ provisions in the public sector); and the internal customer,
or the employees or departments of the organisation.

Strongly
disagree

Strongly

Agree Agree Uncertain Disagree

6.1 In your department, the employees treat their colleagues as
their customers.

6.2 In dealing with other departments, you feel that you are
treated as a customer of these departments.

6.3 In your department, there is a basic belief that in order to
satisfy the external customers, the employees need to be
- satisfied first.

64 Your department has good and supportive relations with the
- other departments because it treats the other departments as
its customers.




7 Customer satisfaction means meeting and exceedlng
customers requirements and expectations. ‘

] Uncertain

Disagree

' |Strongly

disagree

7.1 Your external customers rarely make complaints about your
~work.

7.2 Your external customers are satisfied about the time spent on
" ‘dealing with the services required by them.

7.3 Your external customers rarely find errors in your work and
services provided to them.

.8 . All of those mentioned above must work asa team in order
_toachieve quality. ‘

Uncertain

St't‘on'g:ly::;

d_isagxfee ;

8.1 In your department, the employees as we11 as management
recognise the importance of teamwork.

8.2 In your department, the teamwork spirit is recognised as a

critical working method. L |
8.3 In your department, the employees are trained to work in g ;
: . i { i
“teams to be creative and able to solve problems. L7 e —
9 Also, it should be noted that the quality can be achieved ~  |[stron b i Strongly.
quality ! Sgg:gy Agree | Uncertain Dtsegree dis;;f:i

: through people meaning that the people who make quality.

9.1 In your department, there is a basic belief that the quality can
- be achieved through people.

9.2 ‘In your department, the management recognises the
- importance of their employees in improving the services.

9.3 In your department, the employees are recognised and
awarded according to their contribution in quality
improvement process.

1’0 Quality needs to be on all agendas of top management and  Strongly Ag}ée | Uncertain Disag‘?ree
regarded as part of the organisation’s culture and structure. Agree BEEE
10.1 Quality is on all Management agendas. ‘
10.2 In your organisation the quality is regarded as part of your ; ,
B | , i 1
‘organisation’s culture. L | =

10.3 In your organisation, the management involves the quality
factors in all of their decisions.

: Also, the improvement initiative: needs to beregarded asa - (Strongly Agree | Uncertain |Disagree (Sitrongly
__process rather than a project. : Agree o isagree
11.1 In your organisation the process of improvement is regarded
as a process that needs appropriate inputs in order to produce | | 1| |f2]| 3]

‘appropriate outputs.

11.2 The employees in your department regard the task of
- improvement as a process rather than a project.

[T
‘?’Wr‘




12 This process requires top management’s complete
~ commitment and involvement in the improvement process.

: Strongly

Agree

‘| Uncertain

Disagree

Strongly
disagree

12.1 The senior managers in your organisation are serious about
improving high quality services.

12.2 The senior managers in your organisation require all
employees to improve constantly the quality of their work
- - and the services they are providing.

12.3 Your senior managers listen to employees and take their
suggestions seriously.

13 The quality improvement also requires prevention of errors

from the sources from the first time since these costsless Sg‘g’:'fely Agree |Uncertain |Disagree f,‘l;;’;‘fe‘i
than rework and doing things again or correcting errors. ' ,
13.1 Your senior managers encourage and support the employees <
! . . . . 3 3
to produce high quality services from the first time and every E;,g ;ﬂ!

time.

13.2 The tools and techniques are available in your department for
producing high quality services and preventing the errors
from the sources.

13.3 The employees are rewarded and recognised when
performing the work effectively and producing quality
_services from the outset.

13.4 The work procedures and regulations allow you to produce
_error-free services.

13.5 The employees in your department consistently receive
~training to be qualified to produce high quality services.

14 Continuous Improvement Cycle means that the process of

~ improvement is a contmuous process that never ends

Strongly
‘Agree .

.| Uncertain

Disagree

: Strongly

disagree

14.1 The employees in your department attend trammg session to
‘improve constantly.

o

[

14.2 Your senior managers recognise the importance of their
~employees’ participation in the improvement process.

]

15 Measurement means that the progress of quality
improvement must be measured and evaluated in order to
: :1dent1fy the achlevements gamed in quahty 1mpr0vement ‘
process

Stmngly
Agree

Agree

Uncertain

Disagree

 |Strongly
 |disagree

15 1 In your department you questlon your customers and the
- _departments dealing with you about the quality of services
_you are providing to them.

15.2 In your department, you review and measure the progress of
-work and quality of services through a systemic procedure
- based on scientific data.




16 The customer is king. Meaning that the overall aim of the
. organisation’s existence must be customer satisfaction.

Uncertain

Disagree

16.1 In your department, your goals and objectives are to satisfy
- your customers.

16.2 Your senior managers are concerned about satisfying your
~customers.

16.3 The senior managers and employees in your department are
aware that the quality of your services are judged by the
customers.

17  Everyone participate means that everyone inthe
* organisation, from senior managers to employees, the
- external customers, and the suppliers, must participate in the
improvement process for achieving service quality.

Strongly

Agree

Agree

Uncértain

Disagree

Strongly

_ |disagree

17.1 The employees in your department realise that the success
~and failure is the responsibility of all, not of individuals.

17.2 The employees in your department, as well as your
customers and suppliers, are participated in the improvement
processes.

17.3 In your department, senior managers listen to employees,
ccustomers and suppliers, and seriously take their suggestions
~-and recommendations for work and service improvement.

18 Aligned corporate systems means that quality can be -

- achieved if it is designed in a systemic way and conducted
through corporate structures. All parts and systems of the V
organisation must work together and support each for
achieving quality.

Strohgly :

Agree

| Uncertain

Disagree

: Sfrdngly
|disagree

18.1 The communication system of your department is working
effectively.

18.2 There is a high level of co-operation between your
department and other departments of the organisation.

18.3 The organisation structure in your organisation makes the
communication process works effectively.

18.4 The responsibilities and tasks are assigned equally to the
employees.

18.5 The work you are conducting is organised in such a way to
be performed effectively and easily.

18.6 The work received by your department from other
‘departments in form of meeting the requirements and
- regulations of work.

18.7 The necessary tools and equipment for conducting the work
~are made available on time when they are required.

188 The tools and equipment in your organisation are high
~.quality and working effectively.




19 Continuous lmprovement means that quality 1mpr0vement
process is an on-going process and needs to be carrled out on”
a continuous basis. ‘

| Uncertain

Disagree

Strengiy :
: disgngee »

19.1 1The employees in your department are aware that

continuous improvement is an important factor for success.
19.2 Your department takes critical steps for improving work §
‘methods. o
19.3 The employees and senior managers in your department
- share and discuss the quality and performance improvement »_g
issues together without restrictions.
20 Quality measurement means achieving quality requires that Sl : Stootiat
the process of quality improvement needs to evaluated and Sg;’l‘_‘fe ¥ Agree | Uncertain_|Disagree dis;’gfei :

measured constantly.

20.1 The senior managers of your department review constantly
~ the quality of the work performed.

[~

20.2 The senior managers of your department review and evaluate
constantly the process of work to ensure that the department
achieving its planned goals and objectives.

L]

20.3 In your department, you distribute written questionnaires to
employees to know their opinions and get feedback regarding
the performance of work.

EE

SRR

- Any other comments you may would be appreciated.




implementation

ou think the following factors would inhibi

FACTORS
I Factors related to senior management ~Yes | No

1  No long-term vision. =]

2 No constancy of purpose. =1
3 - Unwilling to take risk. = |

‘4 Quality management efforts failed elsewhere. 3 I -

5 Our customers are happy. 4 I -

6  Comfortable with the status quo. i —

7 Comfortable with reactive management. [—

8. Not fully committed to quality management. = | =
9 There are No major problems or survival issues.

10 Failure to learn the cost of poor quality.

o L Factors'r,elated to management s‘yjste'm'{;'j | Yes | No
-1 Too short-term.
2 Too many changes.

3 Too reactive.
4 Product-driven not market-driven.

5 ' Inflexible to change. [ — 3 E—

6 Doesn’t offer a specific direction (i.e. mission or (] ]

vision).
I11. Facto‘rs related to work methods
-1 Not enough top-down communication.

. No bottom-up communication.

- Encourage tampering.

- Insufficient training.

~ Don’t provide a good environment for creativity.

- Induce fear of anxiety.

afelolglelo

- Punitive.




" IV. Factors related to work force ol Yes No

1 Low morale. -
2 Low commitment to quality management.
3 Distrust of management.
4 Won'’t offer opil}ion on how to implement quality
management or improve quality. S
5  Cynical of management’s programmes
6 Doesn’t understand processes. | _—
7 Doesn’t offer suggestions. (—
8  Apathetic. —1

Others (please specify)

Do you think the following factors would facilitate the
implementation of TQM in the Ministry?

| Factors [ ves | No
1 Agreat empha51s in the government on lmprovmg the quallty of v
- 1 . public services. e —
: A great emphasis in the government on improving the
[ ] |
2 . performance of public organisations.
3 A great need for reducing the operational costs and increasing the
productivity of public organisations. (-
4 An increased and rapid changing demands from the public —
(customers) for quality and better public services. o T
The need for implementing new management philosophies in the
o > S fhciencies and 1 |

5 public sector in order to improve their efficiencies and
- effectiveness.

An assumption that TQM implementation would contribute to

- 6 reduce the costs and improve the quality of processes and i—1
services.
7 The government’s policies of privatisation.
~ Meeting the requirements demanded by the changes (i. e.
8 . economiic, social, etc) occurred in the world markets at both (E—

national and international levels.

Others (please specify)



e Any other comments you may have would be appreciated.

Thank you very much for your help and co-operation, we are extremely grateful.
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Background to Saudi Arabia

Introduction

This appendix aims to provide a background the Saudi Arabia and its public sector. The
first section provides a background to Saudi Arabia in terms of its location and
population, government system, and economy. The section provides a background to

the administrative developments in the Saudi public sector.

Location and Population

The Kingdom of Saudi Arabia is situated in South-West Asia, occupying almost
80% of the Arabian Peninsula, covering an area of about 2,250,000 square kilometres
(868,500 square miles) which is nearly six times the area of British Isles. Saudi Arabia
is bordered to the north by Jordan, Iraq and Kuwait; to the east by the Arabian Gulf,
Bahrain, Qatar and United Arab Emirates; to the south by the Sultanate of Oman and
Yemen Arab Republic; and to the west by the Red Sea.

Geographically, Saudi Arabia is divided into four major geographical regions:
the Central Region, the Western Region, the Southern Region, and the Eastern Region.

The population of Saudi Arabia (the Saudis) is relatively homogeneous as the
people share the same religion (Islam), the same language (Arabic), and the same
cultural heritage. The total population of Saudi Arabia, according td the 1992
population and housing census, is 16,948,388. The number of Saudis is 12,310,053
(representing 72.6% of total population), while that of non-Saudis, is 4,638,335
(representing 27.4% of total population). The number of Saudi males is 6,215,793,
representing 50.5% of the Saudi population, and the number of Saudi females is
6,094,260, representing 49.5% of the Saudi population (Ministry of Planning, 1996).
Table (A.1) illustrates the population aspects of Saudi Arabia. ‘

It should be noted from Table (A.1) that the number of Saudis aged under 25
represent (68.5%) of the total population. This segment of the population requires
education and, in the long-term, employment. Due to the limited employment
opportunities in the Saudi private sector, most of this segment of the population will be
employed in the public sector, meaning that the Saudi public sector is still, and will
continue to be, the major sector of employment, and the main provider of services in the
country. The importance of the public sector, as the main sector of the economy, can be

noted in the second basic strategic principle of the current five-year plan (the Sixth



Five-Year Plan, 1995-2000), which asserted a commitment to “Concentrate on
improving the economic and productive standards of the services, utilities and products
which the government provides for citizens -- both directly (such as education and
security systems) and indirectly (such as electricity, transportation and basic

commodities).

Government System
On the 15™ January 1902 King Abbdulaziz succeeded in regaining his heritage

by capturing the capital Riyadh. Thus restoring the rule of Al-Saud to a region where
the family had ruled two kingdoms, that stretched over vast areas of the Arabian
Peninsula and beyond. The Founder spent the next thirty-one years in a single-minded
quest to bring together a divided, chaotic and troublesome land. After he completed the
unification of a divided country and proclaimed a Kingdom ruled by the tenets of Islam
in 23 September 1932 King Abdulaziz spent the last two decades of his life laying the
foundation of a modern, peaceful state at ease with itself. He passed away on 9
November 1953 and the Founder’s mantle was passed on to his sons, King Saud then
King Faisal then King Khalid, who passed away in 1982. Their times saw the Kingdom
undergo an all encompassing far reaching transformation fuelled by oil revenues wisely
used. A Kingdom with a strong and dynamic economy, taking its rightful place in the
community of nations. Upon the death of King Khalid, the people and the ruling family
pledged allegiance to Crown Prince Fahd as King of Saudi Arabia and Prince Abdullah
as Crown Prince. That was on Sunday 13 June 1982. King Fahd has been at the helm
of the Kingdom’s achievements. His Promulgation of four new laws has qualitatively
transformed the system of government in the Kingdom. These are:

e The Basic Law of Government.

e The Shura Council Statute.

e Regional Administration Statute.

e The Statute of the Council of Ministers.

The Basic Law of Government details the Mechanics of ruling the Kingdom and
method of succession. It sets out the relationship between the ruler and the ruled and
the system governing the judicial, executive and administrative branches of

government. It sets out the rights of the state and its responsibilities and the rights of



the citizen. Other statutes have been promulgated to modernise old systems in keeping

with the tremendous developments taking place in the Kingdom in all fields.

The Basic Law states in Article 1 that “The Kingdom of Saudi Arabia is an Arab
and Islamic sovereign state; its religion is Islam and its constitution is the Holy Quf’an
and the Prophet’s Sunnah. Its language is Arabic and its capital is Riyadh”. Thus, the
government in Saudi Arabia derives power from the Holy Qur’an and the Sunnah of the
Prophet: by which all systems and laws are judged. Justice, consultation and equality
according to the tenets of Islam are the basis of governance. These, with others, are the
provisions of the Basic Law of Government, decreed together with the Shura Council

and Regional Administration Statues on 1 March 1993.

The Shura Council

Shura, meaning consultation, which was enjoined by Islam, is one of the basic
props on which the Kingdom of Saudi Arabia was built. In Islam, the principle of Shura
means that consensus is reached through joint consultation. Shura is not a political
doctrine, but a principle of Muslim society. The Shura Council of Saudi Arabia is
formed from a President, Vice President, Secretary General and sixty members, chosen
for their high qualification, experience and ability. Eight specialised committees have
been formed, dealing with Islamic affairs; foreign affairs; financial and economic
affairs; social and health affairs; services and facilities; regulations and administration
affairs; security affairs; and educational, cultural and information affairs. These
committees are supported by a comprehensive administrative structure with specialised
management staffed with competent and experienced nationals. One the chairman,
deputy and members of each committee had been named, the Council proceeded to
study matters within its remit. These, as set out in Article Fifteen of the basic law of the
Shura Council, are to:
e Discuss and express an opinion on the general plan of economic and social

development. |
e Study international laws, charters, treaties and agreements, and concessions and make
appropriate suggestions regarding them.

e Interpret laws.
e Discuss annual reports submitted by ministers and other government bodies, and make

appropriate suggestions regarding them.



The Council of Ministers

The Council of Ministers (see Figure A.1) plans the internal, external, financial,
economic, educational and defence policies and all the public affairs of the state, and
oversees their implementation. It also examines the decisions of the Shura Council. It
has executive power and is the point of reference for financial and administrative affairs
in all ministries and other government bodies. The tenure of office of ministers and
those of high rank, appointed by royal order, is limited to four years. The structure of
the Council of Ministers includes the office of the chairman of the Council, the general
secretariat of the Council, and the panel of experts. The King is the Prime Minister. He
directs the overall policy of the state and ensures the proper direction, co—ordlinati.on and
co-operation between the various departments of state. The King is the guarantor of
continuity and unity in the working of the Council of Ministers, the overall supervisor
of the Counci], ministries and all other governmental bodies and overseer of laws and

regulations.



Figure A.1: The Saudi Council of Ministers

President:
King’s Diwan HM the King
First Deputy
President
HRH Crown
Prince Council Cabinet
HRH Second
Deputy Pres.
I
Ig/ilclga;;y Bureau of the Secretariat
Presidency of the General of the
Council of Council of
[— Ministers Ministers
Royal Ports
E)_(p'elrts A f Commission Authorities
Division gency lor F ;
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The Council of the Ministers consists of: the Prime Minister (the King), the
Deputy Prime Minister, the Second Deputy Prime Minister, Minister of Agriculture and
Water, Minister of Commerce, Minister of Communications, Minister of Education,
Minister of Finance and National Economy, Minister of Foreign Affairs, Minister of
Health, Minister of Higher Education, Minister of Industry and Electricity, Minister of
Information, Minister of Interior, Minister for Islamic Affairs, Minister of Justice,
Minister of Labour and Social Affairs, Minister of Municipal and Rural Affairs,
Minister of Petroleum and Mineral Resources, Minister of Pilgrimage, Minister of
Planning, Minister of Public Works and Housing, Post, Minister of Telegraph and
Telephone(PTT), and six ministers of State without portfolio (Al-Farsy, 1997).

Regional Administration Statute

For administrative purposes, Saudi Arabia is divided into thirteen regions:
Riyadh Region; Makkah Region; Madina Region; Qassim Region; Eastern Region;
Assir Region; Tabuk Region; Ha’il Region; Northern Frontier Region; Jazan Region;
Najran Region; Al-Baha Region; and Al-Jawf Region. For every region there is an
Emir with the rank of minister, who administers the region within the framework of
state policy, and as defined in the Statute. The Emir and his deputy are appointed by
royal decree, and subject to the jurisdiction of the Minister of Interior, who recommends
their appointment or removal. In each emirate there is a regional council, which is
presided over by the Emir of the region with his deputy as Vice President. Membership
of the council includes the Emir’s assistant, the heads of governmental bodies of the
region, appointed by the Prime Minister on the recommendation of the Minister of
Interior and citizens of the region whose number shall not be less than ten. The citizens,
who shall be men of knowledge, experience and specialisation, are appointed by the
Prime Minister on the recommendation of the region’s Emir, and the approval of the
Minister of Interior. Membership is for four years, and is subject to renewal.

The introduction of the new laws has opened the door to constant renewal, by
limiting the tenure of office, in the executive and administratiye structures of
government, to four years. The system of government and administration in the
Kingdom has undergone a qualitative change, as exemplified by the formation of the
new Council of Ministers announced by King Fahd in August 1995. It is also
exemplified by the new blood appointed to many of the Kingdom’s institutions such as

the universities and public commissions, clear evidence of the King’s insistence on



ensuring that participation is on the widest base and of the highest standard (Ministry of

Information, 1996).

Economy

The Kingdom of Saudi Arabia is a developing country whose economy is
mainly based on oil revenues, with limited other natural resources, and as a result it is
affected by prices in the world oil market. For example, during the oil boom in the
1970s, the country witnessed a rapid growth in the national economy. Following the
peak years of oil revenues in the 1980s and 1990s, it became necessary to re-consider
the economic policies and to undertake considerable downward adjustment to the
government’s level of expenditure. According to the Ministry of Planning (see
Achievements of the Development Plans, 1998) the buoyant conditions in the world oil
market during the first (1970 — 1974) and second (1975 — 1979) plans resulted in raising
total Government revenues, from both oil and other sources. The average annual growth
rate of revenues during the first and second plans reached 77.6% and 16.1%
respectively.

During the third plan period (1980 — 1984), the world oil market witnessed
significant changes which adversely affected both the price and quantity of oil produced
by the Kingdom, thus resulting in significant decline in total government revenues. The
average annual growth rate of government revenues during this period declined to —
4.1%, and continued to decline during the fourth plan period (1985 — 1989). However,
revenues started improving during the fifth (1990 — 1994) and sixth plan periods (1995
—1999).

Because of the Government’s commitment to improve housing, education,
health, transportation and communication facilities and develop the agriculture and
industrial sectors, the level of Government expenditures increased continuously to
accelerate the pace of development in the Kingdom. The average annual growth rates of
government expenditures during the first, second and third plans reached 39.4%, 42.5%
and 2.8% respectively.

During the fourth plan period, the level of Government expenditure experienced
a steady decline. This trend occurred not only due to the decline in Government
revenues but more importantly because of the completion of major infrastructure
projects, thus diminishing the need for maintaining high levels of development

expenditures. Saudi Arabia has become well equipped with modern infrastructure such



as transport and communications, education, health, housing, agricultural and industrial
facilities.
The rise and decline of the oil prices and their effects on the government’s

revenues and expenditures can be noted in Table (A.2).

For a better understanding of the Saudi government’s economic and
development policies and strategies, it would be useful to discuss its long-term strategic
development plans. In the following sections the discussion will be foé:used on the Sixth
Five-Year plan that runs from 1995-2000. Since the main target of this research is the
Saudi public, the discussion will be focused on the plan’s objectives relating to the
development of the public sector, as the other objectives of the plan focus on other
development issues.

The second basic strategic principle of the sixth plan is to “Concentrate on
improving the economic and productive standards of the services, utilities and products
which the government provides for citizens -- both directly (such as education and
security systems) and indirectly (such as electricity, transportation and basic
commodities”. Economic Improvement under this principle, the plan notes, may be
improved by means of:

1. Reducing production costs of public services and utilities.

2. Ensuring that services are appropriate and not excessive: for example, by confining
specifications for construction or operation of projects to what is actually required.

3. Utilising advanced technology in all public service sectors through mechanisation
and the use of advanced methods.

4. Concentrating on those technologies that are relevant for the needs of the national
economy such as automation, use of saline water in agriculture, and other methods.

5. Assessing the economic feasibility of projects of all types by considering not only
construction costs, but also operational and maintenance, as well as management costs.
6. Encouraging and providing incentives for the public to invest in feasible and
worthwhile industries dependent on local raw materials, and relying on production
methods which require minimum labour and minimum quantities of critical natural
resources such as water.

7. Emphasising diversification of the productive base of agriculture, by encouraging
investment in large-scale feasible agricultural projects, which depend on renewable

water resources and the use of modern irrigation methods which entail the use of



minimal quantities of water; and encouraging investors to establish companies while
continuing to encourage individual investment therein.
8. Supporting the trend to invest in projects applying new technologies which will bring
the Kingdom economic advantages or which are badly needed, such as solar energy
projects, modern irrigation methods and the use of greenhouses.
9. Supporting centres and programmes for applied research.
10. Projects must include provisions for necessary maintenance and operational
programs and annual cost. During project design, consideration must be given to
minimising maintenance requirements.
11. Incorporating in maintenance schedules preventive maintenance programmes based
on the life-span of the unit or its rate of operétion. | | |
12. Standardising the technical specifications of projects to facilitate the reduction of
maintenance operations and their costs. ‘
13. Developing training programmes for machine operation, thereby reducing
operational errors.
14. Including general principles of maintenance as part of the educational curricula for
the post-elementary stages, to enable individuals to carry out simple maintenance tasks
and understand general safety principles.
15. Encouraging the private sector to invest in maintenance projects.
16. Continuing the development of appropriate administrative and financial
organisations to serve the new needs of the community.
The fourth basic strategic principle emphasises rationalising the system of direct

and indirect subsidies provided by the State on many goods and services through:
1. Studying the system of subsidies granted by the government for goods and services
and suggesting the means of rationalising the consumption thereof without jeopardising
the status of low-income strata of society.
2. Ensuring that all government departments which administer public services make
economic efficiency fundamental to their operations by adopting two basic principles:
first, the cost of producing such services to the Saudi community should be reduced;
second, the prices of such services should not be less than their production costs, except
in rare cases and with the provision that they should be periodically reviewed.

The eighth basic strategic principle focuses specifically on the development of Saudi
society. It emphasises the provision of social welfare and healthcare, and the need to

encourage society’s participation in implementing the programmes of the Development



Plan, as well as in reaping the benefits of development. It is therefore, according to the
principle, necessary to:

1. Inculcate in Saudi citizens an awareness of the objectives and requirements of
development and of how best to handle tools.

This calls for:

» Strengthening information activities and developing the ways and means thereof.

» The dissemination of culture by encouraging literary authorship, translation, the spread
of public libraries, the establishment of museums and the preservation of historical and
archaeological sites.

2. Provide enhanced care for children in all fields and at all levels, e.g. by:

* Giving attention to mothers, and their enlightenment, including the elimination of
illiteracy among them.

* Developing care programmes for juvenile delinquents.

* Stressing the importance of "mother and child" health care; and pursuing the complete
coverage of child immunisation against infectious diseases.

* Providing space in public libraries for children.

3. Increase attention for the handicapped and introduce national programmes for their
rehabilitation and welfare.

4. Introduce compulsory military service.

5. Introduce some basic military principles into the secondary school curriculum.

6. Combeat, and ultimately eliminate, illiteracy in accordance with a scheduled plan.

7. Give more attention to local community programmes based on the effective
participation of citizens in the planning and implementation of local projects.

8. Give attention to primary health care, preventive medicine and health education;
increase the effectiveness of preventive and curative institutions in protecting the
citizens; and widen the ‘scope of health programmes.

9. Improve the capabilities of individuals by increasing their income, thereby promoting
greater social balance.

10. Pay greater attention to social care programmes in all fields and induce private
sector participation by encouraging the establishment of yet more private benevolent
societies. |

11. Encourage the contribution of citizens to urban improvement, landscaping, and the

establishment of parks.



12. Pay greater attention to youth welfare programmes, to developing capabilities of
young people, and to enabling them to gain mental and physical skills in the fields of
culture, science and sports.

13. Give due care to matters of industrial safety and occupational health in both public
and private sectors.

The eleventh basic strategic principle emphasises the adoption of a fiscal policy
which allows a level of expenditure commensurate with government revenues during
the entire Sixth Development Plan period; through the following:

1. Studying the optimum ways and means to increase government revenues and reduce
the expenditure thereof - with the provision that such ways and means will not cause
undesirable social and economic effects. Due emphasis shall be laid on:

* Raising performance standards in government agencies in a manner conducive to the
reduction of government spending without affecting the scope and quality of services
offered to citizens.

» Setting up rules and regulations for financing sundry development programmes and
projects by the private sector acting under state supervision.

* Developing privatisation programmes concerning certain government projects which
could be carried out by the private sector; and specifying various activities in the
fields of utilities and services, as well as other projects that could be implemented by
the private sector.

« Studying the rules and regulations pertaining to non-oil revenues with the object of
considering further development of such rules and regulations.

2. Abiding by the development plan objectives and strategic principles when giving
approval to the implementation of programmes and projects.
3. Approving the implementation of projects - taking into consideration their costs of
operation, maintenance, replacement and management throughout the life span of each
project.
4. Continuing to adopt policies aimed at keeping inflation rates at the lowest possible
level.

It is obvious from the above principles that although the government has given
great attention to the private sector, the public sector is still playing the leading role in
the country, and the government is anxious to raise the performance standards of public

agencies without affecting the standard and quality of public services.
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The Administrative Development: An Overview

Prior to 1952 there had been no strong reasons that could push the Saudi
Government to get involved in handling a central administrative system. There had been
little expenditure, few resources and limited services offered to the citizens in a very

simple form. At that time, two forms of system were available (Jad 1989:11):

- A simple administrative system in Al-Hejaz, which was basically meant for serving
the pilgrims, who represented the main source of income to the Kingdom.

- A primitive system controlling the rest of the Kingdom (Najd, Ihsa, Aseer), mainly
meant for collecting Zakat (alms), settling disputes and keeping peace and security

among the people.

Following World War II, and due to the rapid progress in oil production, the
revenues of the Kingdom increased rapidly, causing a great development in the services
offered to the citizens. While the budget of the Kingdom allocated for the fiscal year of
1945 was SR 172.925.312, the budget was expanded to SR 1,355,000,000 for the fiscal
year of 1954. This drastic change, along with the foundation of new governmental
agencies (assuming new roles and tasks) resulted in the emergence of the problem of
governmental officials’ failure in performing the duties with which they were charged.
The failure of fhe officials was a result of the lack of qualified manpower that could run

these new agencies and achieve planned objectives (Al-Tawail, 1995).

The absence of proper auditing of the national revenues and expenditure, and lack of
an accurate system for preparing the national budgets, led to the occurrence of dramatic
financial problems in 1956, while the currency coverage at the SAMA (Saudi Arabian
Monetary Fund) fell to only SR 10,200,000 in the second quarter of 1957. At this time,
the Government was indebted to SAMA for an amount of SR 700,000,000, a problem
that resulted in loss of trust in the Saudi Riyal. The value of the Saudi Riyal in the
international markets dropped from SR 3.75 per American Dollar to SR 6.25 per Dollar.
(Walpole, 1966)

This financial crisis drove the government to realise the great need to reconsider its

organisational status and the importance of adopting new administrative and systematic



methods. The government has, since then, launched many attempts to achieving

administrative reform, through the following bodies:

International Monetary Fund Mission

At the request of the Saudi Government, the International Monetary Fund sent a
mission of 6 economic experts in 1957 to help solve the financial crisis of the Kingdom.
After studying the situation, the group presented a report including a number of
recommendations that would overcome the financial deficit and apply the proper audit
on expenditures. The Kingdom strictly adopted these recommendations, especially the
ones related to the annual budget and the techniques of auditing the national revenues
and expenditures. A new law was issued for SAMA on the recommendation of the
International Monetary Fund, and two experts of the Fund were selected to be appointed
as Consultants of the King in monetary policy affairs, and, at the same time, undertake

supervision over SAMA (Al-Tawail, 1995).

This step led to the adoption of the budget technique as a means of systemising,
for the first time, the financial affairs in the Kingdom. This resulted in the allocation of

the increasing national oil revenues for economic and social development purposes.

Along with these developments, there had been a need for qualified manpower
capable of performing the administrative tasks and duties of the goverhmental agencies.
At this time, there were no higher educational institutions (i.e. colleges and universities)
and only 1000 graduates (Jad, 1989). This circumstance brought to the surface the issue
of developing the administrative system at the governmental agencies, and the Saudi
government requested the International Bank for Reconstruction and Development for

assistance.

Mission of International Bank for Reconstruction and Development

The report submitted by the International Monetary Fund Mission recommended
that (see report no. As-82a of the International Monetary Fund Mission - 1960): “An
economic plan should be laid out for the sake of diversifying the income sources instead
of relying merely on oil revenues”. In pursuit of this recommendation, the government

in 1960 submitted a request for the International Bank for Reconstruction and



Development for assistance in this field. The Bank sent a mission of three experts to the
Kingdom. After a six-month study, the experts presented their report in November
1960, including a number of recommendations. Among them were (Al-Tawail, 1995:

18):

1- Founding a central planning organisation that works in connection with the
Presidency of the Royal Cabinet. Its tasks include laying out economic
developmental plans and supervising the process of executing these plans.

2- Considering the great need of reorganising and developing the governmental
institutions.

3- Considering the necessity of providing qﬁalified manpower that can work in the

governmental agencies.

In the light of these recommendations, the Supreme Council of Planning was
founded in 4 January 1961. Furthermore, the mission recommended seeking the
assistance of the United Nations to study the administrative situation in the

governmental departments in order to develop it.

UN Experts

In pursuit of the recommendations of the International Bank for Reconstruction and
Development Mission, the Kingdom requested the Technical Co-operation Committee
of the United Nations to send an expert to study the administrative situation in the
Kingdom and submit recommendations in this regard. The United Nations responded to

the Saudi request and sent its representative in 1961.

The UN expert submitted his report including a number of recommendations for
developing the public administration. The recommendations included the following (Al-

Tawail, 1995):

1- the importance of reorganising all the governmental agencies and departments with
the aim of:
a) consolidating all similar agencies in one organisation;

b) providing more authority for lower administrative levels in the job hierarchy;



¢) Amending the financial auditing system, the financial representatives

systems in the Ministry of Finance and the civil service system.
2- Founding the Institute of Public Administration to train government employees.

3- Launching a study mission in order to get specialised categories in the

administrative fields.

4- Simplifying the governmental procedures, especially in the field of purchasing and

inventory.

In virtue of these recommendations, the Institute of Public Administration was

founded in April 1961; this will be discussed later on in the coming sections.

Experts of FORD Corporation

In 1963, in an attempt to take a practical step in adopting the recommendations
and suggestions presented by the above missions and to provide solutions for the
problems facing the governmental agencies, the Royal Cabinet requested the Ministry
of Finance and National Economy to contract with the American Ford Corp. for
assistance in developing the administrative organisations in the Kingdom. The Ford
experts were to conduct a study on the administrative status in the Kingdom before

handling their main jobs.

The group conducted the study during the months of July and August 1963 and
provided its report in September 1963. The Saudi Government approved the
suggestions of the group and signed a contract with Ford Corp., for handling the
administrative reforms in October 1963 (Al-Siniady, 1997). Early in 1964, five groups
from the Ford mission started the reform project (Al-Tawail, 1995). Each group was
charged with a specific part of the whole task, as follows (Jumper, 1970):

1- Personnel Affairs Group:

Its job was to study the organisational framework of the civil service and
develop its system. Between 1964 and 1965 the group prepared 4 reports as follows:

the first report discussed the reorganisation of the General Bureau of Employees; the



4-

second report suggested amending the General System of Employees; the third
report proposed a system for classifying jobs; and the fourth report recommended a -

new system for salaries and reward payment.

The Organisation and Administration Group:

This group was tasked with reorganising the governmental agencies as well as
simplifying the work procedures in these agencies. Between 1964 and 1968 this
group carried out a comprehensive study for reorganising most of the Ministries and
governmental departments. It suggested founding administration and organisation

sections in each ministry or governmental agency.

The Financial Affairs Group:

This was in charge of studying the budget, accounts, purchases, warehouses
systems, and other financial procedures. The group carried out 4 studies between
1964 and 1966. The first study included a project for improving the budget system
and method of budget preparation and execution. The second study discussed the
amendment of the accounting system. The third study suggested a new system for
the Auditing Bureau and its duties. The fourth and last study recommended the

foundation of a Central Administration for governmental purchases.

The Manpower and Training Group:

The tasks of this group focused on assisting the Institute of Public Administration in

designing its training programmes, a task which was performed between 1964 and

1965.

5-

The Public Works Group:

This group suggested founding a central authority of public works.

The results that these groups reached were the bases on which the Kingdom started

building its administrative organisations, and completing the foundation of the

institutions that were to undertake reform and development of these organisations. Since

1970s, the Saudi Government has been building up its organisational and administrative

structure. Al-Taweel (1995) stated that the 1970s are considered the threshold of an era

of actual development after establishing the central administration and the governmental



institutions that were able to plan and execute the development projects. He added that

the main factors that helped administrative development achieve success are:

Accomplishment of the administrative development institutions.

Issue of many laws and regulations aimed at improving performance and activating
administration rules.

Providing manpower qualified to take jobs in the governmental agencies, through
the great educational expansion in all fields and stages, increasing post-graduates
missions and expanding training programmes.

The issue of the first five-year-plan in the history of the kingdom in 1970, which has
been followed with another five plaris till the present time. |

The improvement of work performance in the governmental agencies and the
implementation of the administrative machinery.

Establishing many new ministries, governmental agencies and public institutions.
Issue of new laws by the Royal Cabinet, the Shura Council and the Regional
Councils (Local Government).

The availability of substantial revenues due to the increase in oil production and
continuous rise in its prices — mainly in the first years of this period — which helped

very much to establish the infrastructure of the governmental departments.

Administrative reform has continued, and many institutions have been founded to

undertake administrative development in the Kingdom. This will be discussed in detail

in the following section.



