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ABSTRACT

This thesis presents the outcome of an. nvestlgatlon into the incorporation of Total
Quality Management (TQM) methods with a firm’s corporate strategy as a means of
achieving a sustainable competitive advantage. The research study was carried out in an
effort to bring to the fore the importance and relevance of TQM within the context of
strategy formulatlon and implementation within the service industry in Trinidad and

Tobago.

This research adopted an (megrated approach to the research methodologyﬁ Questions
and objectives V%;e/;{plored throuéh’ihe administration of 180 guestlohnaues of which
150 were completed and 97 semi structured interviews. A comprehensive literature
review was conducted on the major concepts bemg explored (TQM, management
philosophies prmc1p1es and practlces strategy, sustainahility and competitive
advantage). "Additionally, the Demlng Prize, Malcolm Baldrige National Quality Award
and the EFQM Excellence Model were examined in some detail and later formed the
basis of the author’s TQM Six Senses Model (The Six Senses Model). The Six Senses
Model was then validated via two focus groups and comparison with four existing

models.

Data collected from the interviews with employees at the six organizations which
participated in the study (revealed) that although TQM methods had not been
implemented in the respective firms, employees were optimistic that the Six Senses
Model could be successfully adopted and implemented. Furthermore, the findings from
the companies provided new insights on employees’ attitudes towards the adoption and
implementation of quality based initiatives.

The Six Senses Model is based on integration among the following constructs:

i.  Top management’s core functions
ii. Stakeholders ’
iii.  TQM Success Factors
iv.  The Process of Integration
v.  Implementation and
vi.  TQM Strategic Outcomes

An organization that contemplates embarking on the TQM journey with the expectation
of achlevmg a sustamable competltlve advantage can use The Six Senses Model as a
nnplelhentatlon of the Six Senses Model within the service 1ndpstry, perhaps there can
be scope for a National Quality Award and subsequently a regional award.
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CHAPTER 1 — INTRODUCTION

1.1  INTRODUCTION

In today’s highly competitive, dynamic and globalised economy, the demands placed on
the service industry are increasingly exceptional. As a result, service providers are being
forced to acknowledge that they must now make a conscious and concentrated effort to

meet customer requirements in order to survive and be successful.

Industry dynamics have been further compounded by the fact that firms are now subject
to customers who have become better informed and more interested in issues directly
related to their requirements, are demanding better quality, are empowered and have
unlimited information mainly through the internet. Increasing competition and other
factors are forcing many service providers to look at ways to retain and add to their
clientele whilst at the same time balancing the tasks of improving quality, reducing time
and costs, increasing productivity and improving customer service in an effort to

achieve a competitive advantage within the marketplace.

Firms that continue to be complacent and remain oblivious to changes in the
marketplace will not survive in the long run. To become an efficient, effective and
viable service provider, a firm now needs to maintain a good balance of proactive and
reactive techniques. To be successful in the long run, it is the author’s view that these

techniques must be an integral part of the firm’s corporate strategy.

One promising management strategy which focuses on the customer, continuous
improvement of the structure, the process and its outcome is, Total Quality Management
(TQM). Since the 1980s TQM has developed as a key management philosophy
(Redman, 1995). Over the years, it has changed and matured through the influence of
several differing factors, such as the business process movement and human resources

and empowerment (Davenport, Jarvenpaa and Beers, 1996).

Although it has been more than three decades since TQM was considered the current

“management fad”, TQM’s applicability to real world problems is as relevant today as it
1



was then, for the simple reason that quality in any permutation will always be in demand
because the provision of quality begets an increased demand for quality, especially since
today’s consumers are better informed with respect to standards, specifications and

deliverables.

Although TQM has ‘made the rounds’ in many organisations throughout the globe since
its emergence, it has not been fully implemented in any organisation in Trinidad and
Tobago (T & T). Several organisations within the manufacturing sector have
successfully achieved ISO (International Organisation for Standardisation) certification.
However, even though the ISO 9000 and 9002 certifications entail some measure of
quality, they provide no holistic process that incorporates all aspects of the business.
Additionally, the standards ignore the people aspect of the organisation and in most

cases locally, are used mainly as a marketing tool.

Presently, the government of Trinidad and Tobago (T&T) is trying to diversify the
economy to reduce dependence on the energy sector and achieve self-sustaining growth.
The Trinidad and Tobago Coalition of Service Industries has expressed the view that if
tﬁe diversification of the economy is to be achieved, it is the services sector which will
drive the process. Consequently, the role of the service industry remains critical to the
overall growth and development of the national economy. These circumstances compel
service-based firms to adopt new measures and strategies which will enable them to deal
with the challenges and pressures of operating within a more competitive environment.
Accordingly, the overall aim of this research study is to investigate whether or not firms
in the service industry in T&T which incorporate TQM methods within their corporate
strategy can achieve sustainable competitive advantage. To assist with achieving this
goal, the author has developed a prescriptive and holistic model, The TQM Six Senses
Model (The Six Senses Model). The Model is based on the constructs of top
management’s core functions, stakeholder involvement, the process of integration,
implementation and TQM success factors and TQM strategic outcomes. The Six Senses

Model is presented and discussed in detail in Chapter 6.



This study is groundbreaking in the sense that although attempts have been made by
some major firms throughout T&T to introduce and implement quality initiatives only a
few have attempted to implement TQM methods. Of these, there has been no reported
case of successful implementation. The author believes that the lack of success to date is
due largely to the fact that these firms did not incorporate TQM as part of their strategic
planning or strategy generation process. He further believes that firms seeking to
achieve competitive advantage must look beyond a “piecemeal” strategy to find true

Success.

As customers demonstrate and demand value from the exchange relationship, firms are
faced with the fact that strategies which addresses price, product features, technology
and perhaps some aspects of quality are simply not enough to gain a sustainable
competiti‘ve advantage, therefore a holistic approach is needed. This study proposes that
it is therefore essential to integrate TQM methods with the firm’s corporate or core
strategy and this “integration” is critical to a firm achieving sustainable competitive

advantage in the marketplace.

Most of the major service-based companies in T&T have a business or strategic plan.
Hence, one can conclude that these firms practice some degree of strategy formulation,
articulation and implementation. Accordingly, the author believes that this appears to be
an ideal starting point for the introduction of TQM philosophies, principles and
practices as part of the total strategic offering. In this regard, the key questions proposed
in this research are: how do we go about adopting TQM methods and more importantly,
how do we integrate them within the firm’s guiding philosophy, strategy, organisational
culture and business practices with a view towards achieving sustainable competitive
advantage? The author submits that the findings from this research study and the Six

Senses Model will provide the answers to these questions.

This first chapter of the thesis presents the research context, the research problem, aim,
goals and objectives, the research process, the structure of the thesis and concluding

remarks.



1.2 THE RESEARCH CONTEXT

This section briefly illustrates the importance of understanding the role and position of
TQM within the context of strategy formulation and implementation in the achievement
of sustainable competitive advantage. All of these concepts will be explored further in

Chapter 4.

Quality has become a competitive advantage of significant importance, especially for
organisations driven by efficiency. The question of how these organisations can sustain
such a competitive position over an extended period is at the very core of every strategy
development process (Day, 1994). One answer to this question lies with the firm’s
ability to offer products of superior quality. This has led to the notion that quality
represents a source of competitive advantage (Porter, 1985). Spitzer (1993) emphasizes

this view when he describes TQM as the only source of competitive advantage.

As firms attempt to explore alternative means of sustainable competitive advantage,
quality practices have been discussed conceptually as a potential alternative to
traditional skills and resources (Bharadwaj et al., 1993; Shank and Govindarajan, 1994).'
Fuentes (1994) explained that TQM represents an excellent strategy for achieving a
competitive advantage in the long run, as it is equipped with specific tools and
techniques. Additionally, he emphasised that TQM focuses on the constant achievement

of improvements and creates a corporate culture that values a delighted customer.

Various academics and practitioners have extensively researched TQM and quality over
the past three decades. However, many authors and to a certain extent the academic
world, have failed to educate their audiences about the relationship between TQM and
quality. In other words, can quality by itself be sustainable over an extended period?
Although quality has become a cornerstone of the international business language, it
should not be just another piece of corporate jargon used conveniently. It is the author’s
view that instead of embracing some vague notion of quality, firms should be committed
to the practices of TQM. If this is done, they will be able to sustain their position and

retain their clientele through improvements in their quality practices.



A review of the literature on quality has shown that TQM has become a competitive
advantage of great importance in supporting efficiency. Dean and Bowen (1994)
provide a good overview of the concept of TQM. According to them it is a management
philosophy which focuses on improving the quality of a company’s products and
services. In this regard, they suggest that company-wide operations should be oriented
towards this goal. This has led to the perception that implementing TQM and thereby
improving the quality of a firm’s products and services may be considered a source of

competitive advantage.

Garvin (1985) explains that the impact of high-quality products on competitive
advantage is twofold. Firstly, providing products of comparable quality increases the
value of those products from a customer’s perspective. Secondly, this enhanced
perception of value allows the company to charge a higher premium for its products and
services. In the author’s view, this is not quite the case, as, in actual practice, TQM is
more often focused on improving efficiency. Consequently, the goal is often to reduce
costs (by eliminating waste and streamlining the entire operation), while maintaining
quality as the constant in the equation. Similarly, Porter (1980) explains that there are
two main strategies firms may employ in an attempt to achieve competitive advantage.
The first is by providing products or services that buyers perceive as being better than
those of the competition. Essentially, if the prices of the firm’s and its rival’s products
are comparable, then the firm’s products are preferred by buyers on the grounds of
perceived superior quality. The second strategy is that the firm’s products or services are
of comparable quality to those of its competitors, while enabling the firm to sell at lower

prices.

In a somewhat similar view of TQM strategy and competitive advantage, Belohlav
(1993a, 1993b) explains how quality practices influence competitive position, which in
turn presents an array of strategic options to the firm. This is in sync with the author’s
view that quality is the key to building and sustaining competitive advantage and
therefore it should be a vital part of a firm’s competitive strategy, regardless of the
products or services being offered. Specifically, and for the purpose of this research, the

author hypothesises that by implementing TQM practices in direct support of the chosen
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strategy, a firm may be in a better position to improve its overall processes in an effort

to satisfy both internal and external customers.

The author’s underlying assumption is that the successful implementation of TQM
practices would certainly assist in shaping strategy thereby ensuring that customer’s
needs are met — further allowing the firm to achieve a competitive position in the
marketplace. Therefore, the greater the attention paid to quality as a cornerstone of
strategy formulation and implementation, the higher the likelihood of building and

sustaining competitive advantage.

Implementing TQM is not as simple as throwing a ball and is definitely not a “quick
fix” solution. Firms willing to implement TQM practices must be patient and be
prepared to get everyone involved. It is also not enough to just introduce TQM;
management must also be a part of the new paradigm shift and drive towards building a
quality organisation. The literature review and the Six Senses Model will both show that
top management involvement is critical to the successful implementation of TQM

within the organisation.

The success of TQM is dependent on those closest to the operational aspects of the
organisation. As discussed by Piercy (1998), the implementation process plays a more
significant role in the overall execution of any given strategy. According to Ellram and
Pearson (1993), “a strategy which emphasises quality and which is understood by
organisation members can provide effective guidance on a daily basis”. The question of
what is involved in the implementation of a TQM-related strategy as a means of
achieving a competitive advantage in T&T remains one of the major objectives of this

research.

The key to formulating and implementing a successful plan depends on the level of
commitment from top management, as their acceptance, involvement and commitment
remain critical to the delivery of quality objectives (Stahl, 1995). Equally important are
core organisational features such as strategy, structure and culture, all of which have to

be examined individually and re-engineered accordingly, since the failure to introduce
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these carefully could impact negatively on the organisation (Singh, Tucker and House,
1986). Laza and Wheaton (1990) attempt to further illustrate the relationship between
the individual organisation and its enhancement. They noted that a common error in
implementing quality programmes is the failure to recognise that every company and
every environment is different. They recommended that specific quality practices be

matched to the organisational context, or more specifically to the firm’s overall strategy.

Numerous arguments put forward by various academics, practitioners and students, have
concluded that implementation is often the most difficult part of the strategy process. In
line with this proposed research, the author proposes that in order to attain and sustain a
competitive advantage, strategies established at the corporate level must be consistent
with strategies developed and coordinated throughout the entire organization and once
this is done in a consistent and coherent manner relative to the needs of the customer,
the firm stands to achieve better results as implementation becomes an automatic

process (or as processes become institutionalised).

The implementation of any given strategy, be it low-cost, high-quality, superior
resources or product differentiation (Porter, 1980), is comprised of a series of sub-
activities which are primarily administrative and must be coordinated accordingly. Once
purpose is determined, the resources of a company can be mobilised to accomplish it.
An organisational structure appropriate for the efficient operation of the required tasks
must be made effective by information systems and relationships permitting

coordination of subdivided activities (Andrews, 1980).

The author hypothesises that the implementation of a TQM based strategy_at the
corporate level will assist firms within the service sector in achieving sustainable
c&hﬁé?iﬁve advantage. While it remains a known fact that a common error in
implementing quality is the failure to recognise that every organisation and every
environment is different (Laza and Wheaton, 1990), this research will inevitably attempt
to_reflect ﬁt}}qdintir_r‘elgt“iclrlas@_ig ‘among TQM, strategy formulation and implementation.
For this reason, in this study the author will incorporate the use of the reference models

along with the findings of this research as a basis for the development and
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implementation of the Six Senses Model relative to the service industry, as increasingly

these continue to be adopted by numerous businesses.

It has been suggested that TQM is fundamental in achieving sustainable advantage
(Bharaduraj et al., 1993; Shank and Govindarajan, 1994). Indeed, earlier research by
Feeny and Ives (1990) and later by Spitzer (1993) and Jensen & Markland (1996)
reinforces how quality management practices can assist a company in establishing
generic lead time, leveraging competitive asymmetries and creating pre-emption
potential and system conformance checks. The aforesaid are crucial to sustainable
competitive advantage. However, before this becomes reality, a clear understanding of
what constitutes quality and how it must be articulated to the employees in a manner
that will aid in the implementation phase, remains critical in the overall process
(Asubonteng et al., 1996). The author proposes to explore this and other related issues in

Chapter 4.

Today, consumers worldwide are demanding quality because it has become a business
norm. Businesses which fail to provide quality assurances to their diversified customer

base may soon find themselves in an uncompetitive position.

All in all, the worldwide perception of TQM has changed in recent years, as evidenced
by the numerous articles and published work on the said subject matter. In the author’s
view, TQM has become paramount in many a company, as increasingly they have
recognised that TQM leads to a better reputation with both suppliers and customers,

increased revenues and a source of sustainable competitive advantage.
1.3 RESEARCH PROBLEM

The research problem emerged from the continued struggle by public and private sector
organizations to meet the requirements ; of current industry standards and more
importantly, stay abreast with the@:@@\,wimin the global Iparketplgge. These
circumstances call for a shift in cor;;enti(;hal management thinkjng and practices. In
recent yeérs, TQM principles and practiges have rattracted many developing nations. It

has also received a great deal of attention by both academics and practitioners. Still,
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there has been relatively little study on TQM and its integration with strategy, @F@SQ as
it relates to empirical study, in developing countries throughout the Caribbean region.
Implementation efforts to date have not been able to bridge the gap between developed
and developing countries especially along the lines of the firms’ culture, value system,
management style and overall vision and strategy. The research data was thus developed
and analyzed within the context of firms operating in region considered as a developing
and hence, developing a unique model for the successful implementation of TQM and
its integration with strategy remains critical to this research. The conclusions and
implications of this study are related to the potential of the Six Senses Model as an
effective tool for integrating TQM methods with strategy to achieve sustainable

competitive advantage.
14  RESEARCH AIM

The primary aim of this research study is to investigate whether or not firms within the
service industry in T&T can achieve suétainable competitive advantage by integrating
TQM methods (principles) with their corporate strategy. The author proposes to
establish that this aim can only be achieved if firms driffereptiaig: themselves by
introducing)and imp'iementing TQM as an ovefall organisational strategy ‘or at least
incorporating it into thé firm’s strategy through a mere study of the principles and

practices of this phenomenon.
1.5 RESEARCH QUESTIONS

This overall aim of this study is achieved by answering the following questions:

1. What are the TQM methods considered critical to service based firms in
Trinidad and Tobago?
2. What are stakeholders views on the implementation of quality related practices
in their organization?
3. What are the factors necessary for the successful implementation of a TQM
 based strategy?
4. What model of TQM inclusive of methods, strategy, stakeholder and integration

could be adopted by the six firms being investigated in the research study?
9



1.6 RESEARCH GOALS AND OBJECTIVES

The general purpose of this study is to determine the most appropriate TQM methods to
be adopted and subsequently incorporated and ‘integratéd with the firm’s strategy. This
overall aim is bought to fulfillment by separate objectives:

1. To assess and evaluate the current performance of firms within the service industry
in Trinidad and Tobago.

2. To identify the factors necessary for the successful implementation of TQM-based
strategies. This will be done by examining the extant literature in TQM
implementation, as well as strategy formulation and implementation.

To identify performance gap between actual, current and best practices.

4. To formulate a TQM-based strategy model applicable for the service industry in
Trinidad and Tobago. TQM philosophy and strategy will be synthesized to devise
this proposed model, which will provide stakeholders within the service industry
with a means to achieve efficiency and effectiveness within their operations, all of
which will lead ultimately to a sustainable competitive advantage.

5. To thereby develop the academic research body of TQM current principles and

practices.

To answer the research questions, the research methodology framework was established.

It is discussed in the following section.
1.7 RESEARCH METHODOLOGY

A long-standing debate on choosing a research philosophy (or paradigm) between
positivism and phenomenology is ongoing. The diffeArences between these two
paradigms are shown in Table 1. However, according to Easterby-Smith et al (1991) a
balance of philosophical position can be achieved in the reality of research. Having
regard to the research problem and objective, this study supports neither extreme
paradigm but rather seeks to create a balance between the two. Accordingly, this study
adopts the systematic approach for empirical research provided by Flynn et al (1990).

This approach consists of six stages which are:

10



Establish theoretical foundation;

Design research which is appropriate to both problem and theoretical foundation;
Select data collection method;

Implement research empirically;

Analyse data; and

AN e

Prepare research report for publication.

Since the research problem in this study comprised a number of research questions
which are in various areas of quality management, the research strategy employed has
used multiple methods, each of which is considered to be either a quantitative method

within the positivist paradigm or a qualitative method in the phenomenological

paradigm.
Table 1
Key characteristics of positivist and phenomenological paradigms
Positivist paradigm Phenomenological paradigm

Basic beliefs:

1. The world is external and objective. The world is socially constructed and
2. Observer is independent. subjective.

3. Science is value-free. Observer is part of what observed

4. Distinction between science and Science is driven by human interests.
personal experience. Researcher accepts influences from
Research concentrates on description and | science & personal experience, use their
explanation. personality as an instrument.

Research concentrates on understanding
and interpretation.

Researcher should:

Focus on fact. Focus on meanings.

Look for causality and fundamental laws. Try to understand what is happening
Reduce phenomena to simplest elements. Look at the totality of each situation.
Formulate hypotheses and then test them. Develop ideas through induction from

data.

Preferred methods include:

Operationalising concepts so that they can | Using multiple methods to establish

be measured. different views of phenomena.

Taking large samples. Small samples investigated in depth or
Using statistical techniques for quantitative | over time.

processing of data. Data are primarily non-quantitative.

Source: Easterby-Smith et al, 1991 and Gummesson, 1991

11



Flynn et al (1990) were of the view that empirical research can be based on either "a
theory-verification" or "a theory-building" approach. In a theory verification approach,
hypotheses are generated in advance of the research, and then tested with the data
collected. Alternatively, a theory-building study has no hypothesis in advance.
Nevertheless, a previous theory or constructs which has been proposed from previous
studies and from the literature can provide foundations for the research to build on. For
the purposes of this study, theoretical foundation lies on a theory-building approach
because the aim of the research is not to test hypotheses but to explain phenomena and
the intention has been to add to existing theory or knowledge with new findings based
on the empirical data collected. This does not mean that hypotheses were not tested in
this study. After identifying the TQM Success Factors from rigorous data collection and
analysis, hypotheses were developed and tested. It must be noted that these emerged out

of the findings and were not pre-determined.

The scope of the research encompasses aspects of management principles and practices,
strategy, TQM, competitive advantage and the use of the reference models including the

specification, design, implementation and validation of the Six Senses Model.

Data and information for this study was gathered through a literature review,
questionnaires, interviews and in-depth and general observations of the selected
companies. It is expected that the results may unavoidably be coloured by subjective
interpretations. However, in drawing conclusions, the author will create an
understanding of the topic based on his own comprehension of the environments

studied.
1.8 THE RESEARCH PROCESS
1.8.1 Introduction

This research adopts a positivist paradigm in administering the scientific research
process. This paradigm rests on the evolution of sound theoretical frameworks,

supervened by rigorous statistical testing of the developed theoretical constructs.

12



The research process will begin with a thorough review of the diverse TQM and strategy
literature, before embarking on the development of a conceptualisation of the relevant

constructs, along with a hypothetical conceptual model of the relevant pillars.

A two-stage empirical methodology will be developed, consisting of the administration
of questionnaires and semi-structured interviews to carefully selected participants.

Conclusions will be drawn from the data collected and the Six Senses Model developed.
1.8.2 The Research Strategy

A review of the literature will show that for the purpose of any study, the scope of TQM

e e e

is very broad. However, the author has decided to focus on various models which have

their origins in TQM. These will be explained in detail in Chapters 4 and 6.

Within recent times an increasing number of organisations across Europe, the Americas
and Asia have adopted the reference models or similar types of models. Whilst there is
no single universally accepted model for TQM impiementation, it is believed that the
models to be‘ discussed in Chapters 4 and 6 do provide an internationally agreed
framework. Hence, the development of a TQM-based model using these models as a
springboard will be explored as a means of successful implementation within the private

health care, construction, tourism, public utilities and banking sectors in T&T.

-~

This research will be conducted by way of a literature review, questionnaires and
e DR R i e =

interviews. Tl e investigation will use many of the theoretical techniques i@ggaiedﬁby

the European Foundation for Quality Management and other authorities in the field in

an attempt to develop an original TQM-based model and its implementation within the

confines of the industries being examined in this primary research.
1.9 RESEARCH INTEREST AND SIGNIFICANCE
1.9.1 Introduction

The concept and practice of TQM transformed inexpensive and unreliable products
labelled “made in Japan” into goods that are now internationally known for their high

quality, reliability and innovative features. The TQM paradigm shift forced
13
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industrialised countries around the world to study and adopt the Japanese way in order

to be competitive in the global marketplace.

In organisations where TQM has been well executed, both the organisation and
customers have benefited. For example, the quality of products and services has
increased sharply, design cycle times have been reduced and “the voice of the customer”

is now a key consideration in decision-making.

Given the evolving nature of TQM, organisations are yet to master this art. A review of
the literature will suggest that we should not really expect to ever reach its pinnacle
since the whole emphasis is on continuous improvement. Whatever its current version,
many are inclined to agree with Joel Barker, who in his famous book ‘Paradigms’ calls

TQM the most important paradigm shift of the twentieth century.

The diffusion of TQM ideas since 1980 has unleashed a flood of interest, research,
practice and results. Ideas from different disciplines have been extorted, evaluated and
combined to advance the original theories. In addition, some old ideas from the ancient
Greeks, Henry Ford and John Dewey have been revived. Variations and extensions of
the concept include Continuous Quality Improvement (CQI), re-engineering, systems
thinking and Hoshin planning. The movement that began with TQM has grown and

changed dramatically, more so within the last decade.

For the purposes of this research the author has decided to incorporate the findings of
this research along with key aspects of the EFQM model as a means of introducing and
subsequently implementing TQM within the healthcare, construction, tourism,
telecommunications, utilities and banking sectors in T&T. He expects that other service

industries will soon follow on this journey of continuous improvement.
1.9.2 The Research Interest and Significance of the Study

TQM has received a tremendous amount of research attention over the past three
decades. Today, interest in the subject has by no means diminished; however, although
there is a multiplicity of available opinions and theories available on the topic. A review
of the literature has revealed that there is a definite lack of research within the service

14
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sector in T&T and possibly the English-speaking Caribbean. This de\/‘

research often lends to the inability of researchers to validate or refute their findings.

The overarching goal and significance of this research study is to demonstrate that the
inherent principles of TQM can improve efficiency, effectiveness and competitiveness
in firms within the service industry in T&T, if it is adopted and implemented via the Six
Senses Model. The author will not pretend to advocate that the ﬁndingé from this
research study will by any means be definite and final. Nonetheless, he is convinced that
the aims and objectives of the study will be realised and provide far-reaching
implications and positive contributions for the implementation of TQM, especially

throughout T&T and possibly the English-speaking Caribbean.

The author’s personal interest in this research comes from years of practical experience
and involvement in the fields of TQM, strategy formulation and implementation and

general work experience in the service sector.
1.10 STRUCTURE OF THESIS & SEQUENCE OF PRESENTATION

The order of presentation of this research reflects the basic aims and objectives of the
study; it is organised into eight chapters, each having a distinctive aim and building
logically upon the preceding chapter to construct a sound representation of the research

process.

Chapter One (1) has presented the context and purpose of the study. It has also provided
a description of the research problem and its significance to the concepts of TQM,
strategy and implementation and sustainable competitive advantage relative to the

service industry in T&T.

Chapter Two (2) provides a basic outline of the major environmental factors prevailing
in the country, bearing in mind that many believe that the organisation is in fact a true
reflection of society. The major components of the environment discussed are: the
Trinidad and Tobago environment, geographical and historical background, social and

cultural aspects, the political system and a general review of the economy. Additionally,
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this chapter looks at the six service sectors in T&T that participated in the study. This
chapter thus seeks to provide an understanding of the environment within which

stakeholders are involved.

Chapter Three (3) provides a rationale for the research methodology undertaken,
inclusive of the research approach, sampling and research design. Both primary and
secondary data collection methods are examined. As mentioned previously, this research
highlights the quahtatlve nature of the concept of TQM and the problems associated
with 1mplementat10n (However ‘both. qua_l;t_ap_v_e and quant_ltétl\;e methods are used m’
t@ggigatherlng and anale1s processes This chapter also details the development of
the questionnaire which was administered and the collection of data via interviews and

questionnaires.

Chapter Four (4) is a literature review of the concepts of TQM, corporate strategy and

sustainable competitive advantage. rThlS is chapter provides the conceptual groundwork for.

the key concepts applicable to the proposed model.

Chapter Five (5) presents an analysis of the data collected, which is analysed using
’/SIL‘SV__‘S_;version 12.0. This chapter considers questionnaire design and the r_e_li_al)i_li’gy Qf this
instrument. Results of the 150 returned questionnaires are placed under rigorous
analysis in order to attain both descriptive and inferential statistics. Questions and their
responses are coded appropriately and tests of analysis conducted. Selected responses

from the semi — structured interviews are also reported.

Chapter Six (6) introduces the Six Senses Model, the theoretical model which has been
developed based on the data collected and analysed, literature review and the author’s

own ideas. An explanation is also provided about the workings of the new model.

Chapter Seven (7) outlines the approach taken by the author to validate the Six Senses
Model. Firstly, the model is compared against the reference models identified in Section
6.3, the three frameworks identified in Table 7.1 and four other notable models. Further

validation is done via two multidisciplinary focus groups; the first comprising members
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from the construction industry and the second comprising members from all of the other
firms surveyed. This is an extensive and comprehensive validation process which leads

to some changes in the Six Senses Model.

Chapter Eight (8) provides a summary of the major developments and findings of this
research study, conclusions drawn from these findings, managerial implicaii:ons of these
findings and the study’s limitations. In addition, this chapter presents a detailed
discussion of direction for future research within the context of TQM implementation

and sustainable competitive advantage.
1.11 CONCLUDING REMARKS

In today’s world of the empowered and informed customer, it might seem obvious that
quality should be designed around the customer. Surprisingly, this is not always the
case. Within the realms of the corporate boardroom, customers’ needs and expectations

are often defined by those furthest removed from the customers.

To a customer, quality is a lot more than a slogan or tagline. In the words of D. Daryl
Wyckoff (2001), “It requires company-wide investment in defining and articulating
what quality service means, and providing the resources to produce that quality. All
parts of the organisation must be committed to measuring quality, because improvement

is possible only when quality is measured”.

Hence, it is logical to conclude that the only way firms can continue to focus on
delivering unparalleled service to the customer is through the adoption of TQM-based
principles and practices. Accordingly, it is the author’s view that this can only be
achieved through the integration of TQM methods with corporate strategy. The top layer
of the organisation must therefore embrace the TQM philosophy, and one way of
making this possible is by including it as an item on the corporate agenda. For TQM to
be accepted it must be seen as being strategic in nature and that its adoption and
integration with the firm’s corporate strategy should help to provide the missing link

necessary in achieving sustainable eminence.
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CHAPTER 2 - THE TRINIDAD AND TOBAGO
ENVIRONMENT

2.1 INTRODUCTION

Since the twin island’s independence from Britain in 1962, T & T has undergone rapid
changes in various aspects of its economic, political and social development. The
growth of the economy from one based purely on primary commodities to one founded

on both commodities, industry and service is certainly a reflection of progress.

In the early part of its growth, T & T was almost singularly dependent on the
production of agricultural commodities such as sugar cane, cocoa and coffee. However,
through economic diversification and foreign direct investments following
independence from Britain, dependence on primary commodities was reduced. Today,
the Government’s mission to further lessen the country’s reliance on certain primary
products, industry and services emphasises the importance of the role placed on TQM,
strategy formulation, articulation and implementation within the context of T & T’s

overall economic development.

Economic and social development inevitably affects firms within the country. This
chapter will thus examine the impact of the country’s salient economic and social
aspects with respect to the integration of TQM methods, with corporate strategy as a
means of achieving sustainable competitive advantage within the service industry.
Additionally, this chapter will provide a detailed background on the country’s service
sector, inclusive of the firms and various sub-sectors being studied. These factors are
considered relevant in order to appreciate the environment in which managers in T & T
operate, specifically with regards to how it affects their perception and strategic

decision-making.

The first of the three sections of this chapter will present the T & T environment, which

includes location, demographic background, population composition and social, cultural
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and political aspects. The second will present the economic environment. The final

section will focus on the service industry and the various sub-sectors being studied.
2.2 THE TRINIDAD AND TOBAGO ENVIRONMENT

A study of strategy formulation and sustainable competitive advantage within the T & T
service industry must inevitably take into consideration the major environmental factors

prevailing in the country. According to the contingency theory of organisations, firms |
must conform to the demands of the environment if they are to be effective. It is
therefore necessary to discuss any changes in the T & T environment, which are thought
to affect the objectives, strategies and structures of organisations. Regardless of the
source of these changes, the organisation and its management system still remain the
focus and reactive indicator of environmental changes. It may even be argued by many
academics and practitioners that the organisation is in fact a true reflection of society.
Based on this concept of the organisation, it may be possible to assess the effects of the
environment on firms. Such effects have been perceived by T & T’s top and middle
management executives, who have responded by adopting appropriate objectives,

strategies, structures and TQM programmes for their respective organisations.

Organisational scholars have given much emphasis to the impacts of social, cultural and
environmental variables on principles and practices of management. Neghandi &
Reinemann (1973), Hofstede (1981) and Mansfield (1986) have all argued that different
cultural traits and value systems are reflected in the management values and strategies
of organisations. In accordance with this line of thinking, the following sections will

discuss the major components of the T & T environment in the following order:

1. Geographical
Historical Development

Social-Cultural

bl

Political
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2.2.1 Geographical

The two islands of Trinidad and Tobago are located between the Atlantic Ocean and the
Caribbean Sea, northeast of Venezuela. The southern tip of Trinidad lies only 11
kilometres (7 miles) from the Venezuelan mainland, while Tobago lies approximately
30 kilometres (19 miles) northeast of Trinidad. The total area of the twin island state is
5,128 square kilometres (1,980 square miles), of which Trinidad accounts for 4,828
square kilometres (1,864 square miles) and Tobago 300 square kilometres (116 square
miles). T & T has 362 kilometres (225 miles) of coastline. Its capital and main urban
centre, Port of Spain, is on the northwest coast of Trinidad, while Tobago’s capital,

Scarborough, lies on the island’s southwest coast.

2.2.1.1 Climate

T & T has a tropical marine climate. The average temperature is 29° C (83°F). There is a
wet season, when atmospheric conditions are unstable and the Inter Tropical
Convergence Zone (ITCZ) may influence the weather (Wilson, 1990). Then there is the
dry season, with stable conditions and much less rainfall. The wet or rainy season begins
in June and ends in December. The country experiences the dry season from January to
May. The islands are outside the path of hurricanes and other tropical storms; however,

there are many minor disturbances, which can produce rain at any time of the year.
2.2.2 Demographic Background

The population factor impacts on all aspects of human life — social, economic, legal and
political (Beardshaw & Ross, 1992). The population issue is the all-important backdrop
against which all human activities are played. For organizations, it provides the essential
resource of labour as well as the market for its goods and services. It is therefore

important to look at the impact of size and composition of the service industry.
2.2.2.1 Population Composition

According to the key indicators published by the Central Statistical Office, the 2010
mid-year statistics for T & T’s estimated the population to be 1,317,714 (persons). In

the year 2001, this figure stood at 1,266,797 (persons). Over the previous four-year
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period (1997-2001), the population increased marginally by about 0.25% from
1,263,616 in 1997 to the aforesaid figure (Central Statistical Office, 2000).

Of the total population figure, the age group that is by far the largest is the under-15
group, which accounts for just about 25% of the total population. App.roximately 57%
of the total population falls within the age group 15-49 (six categories), whilst the
remaining 18% of the population falls within the group 50 to over 65.

The gender distribution of the population has remained unchanged, with males and
females representing 50.1 and 49.9% of the population, respectively (Central Statistical
Office, 2002).

During the period 1999-2002, the population change per year was stagnant at 0.5% per
year. This is reflected in the births per 1000, which averaged 14 for the time period
1999-2002. Deaths per 1,000 were approximately seven over the same time period.

Consequently, the crude natural growth rate averaged 6.55.

According to figures sourced from the Central Statistical Office, it was expected that by
the end of 2010 the population of Trinidad and Tobago would be approximately
1,463,870, of which 746,200 would be male and the remaining 717,670 female. By the '
year 2015, it is expected that the total population will be 1,530,610, of which 780,200
will be male and the remaining 750,410 female. This represents a percentage change of

just about 4.5% over a five-year period.

An examination of the pattern of population distribution shows an imbalance of
urbanisation within the country. The northwestern part of Trinidad is quite densely
populated compared to other parts of the country, which is reflected in the population
density per square mile/kilometre. For example, Port of Spain’s population density per
square mile/kilometre of 11,503 and 4,601 respectively is undoubtedly the highest

within the country.
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2.2.3 Historical Background

When Columbus rediscovered Trinidad in 1498, the Caribs and Arawaks already
inhabited the island. The colonisation of Trinidad by Spain was anything but rapid or
effective, as the island was an insignificant part of the vast Spanish empire. Few people
in Spain were aware of its location, the island lacked precious metals and it had no

productive peasantry to be taken over and exploited by settlers.

In 1783, acting upon the advice of French planter, Roume de Saint Laurent, the King of
Spain issued a decree, with the sole purpose of attracting immigrants to the island. The
king proclaimed that free grants of land would be offered to citizens of any country
friendly to Spain (provided they were Roman Catholic). French settlers flocked to
Trinidad, and as an additional incentive Spain offered extra land grants to sugar
plantation owners based on the number of African slaves they owned (Claypole &

Robottom, 1999).

Thus, by the 1790s, Trinidad had become an international frontier colony, full of
foreigners preying on the island’s new prosperity and anxious to make quick fortunes.
Persuaded by the island’s newfound prosperity, British merchants started a flourishing
trade business with the island. In addition, its geographical position made it the ideal
base for British commercial penetration of the Spanish-American colonies (Carter,

Digby & Murray, 1981).

In October of 1796, the French government succeeded in forcing Spain to declare war
on Britain, which exposed Trinidad to Britain’s naval might. The British expedition that
sailed to the Caribbean late in 1796 had as its first objective the capture of Trinidad. On
February 17" 1797, after some months of weak resistance, Chacon surrendered and the
British took control of the island. Thus, for the next 165 years until independence,

Trinidad remained a British colony.

At about this time back in Britain, Clarkson, outside of Parliament, and Wilberforce,
inside, had brought to the attention of the British Parliament and the people the non-

profitability of slavery, as well as its injustice, inhumanity and impolicy (Williams,
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1982). The British Parliament then committed itself, in principle, to the gradual
abolition of slavery. For this reason, August 1% 1834 faced the colony of Trinidad with
the greatest social crisis until June 19™ 1937 (Hall, 1984). It was a reaffirmation of the
fundamental thesis of West Indian society: no slavery, no sugar (Claypole & Robottom,
1981).

The question now was where would this new source of labour to come from. A solution
was found in India. The British Government agreed in 1844 to an immediate programme

of immigration to Trinidad from India.

Hence, the whole population pattern in the West Indies particularly that of Trinidad,
underwent a drastic change relative to the socio and cultural aspects of the island.
Between 1838 and 1917, no fewer than 145,000 Indians were introduced onto the island
(Claypole & Robottom, 1981).

And so the last thirty years of the nineteenth century witnessed fundamental changes to
the social and economic situation of Indians in Trinidad. By the early years of the
twentieth century, most Indians were off the estates, living in villages and scattered
settlements as small cultivators. The centre of gravity of the Indian population had
shifted from indentured labour in sugar to peasant proprietorship, and a settled Indian

community emerged that was recognised as such by the rest of society.

In the sixty years leading up to the end of the First World War, three decisive changes
took place in Trinidad. In 1857, oil was discovered on the island, which soon became
the leading oil producer in the British Empire. This newfound source of export soon led

to the neglect of other sectors of the economy.

The second decisive change that took place in Trinidad was the abolition of the
indentured system of Indian labour, based very largely on the opposition of the
nationalist movement in India. The third change was the emergence of the working class
movement, assisted quite accidentally by the overseas service of the British West Indian

Regiment during the war years.
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Reforms began after World War II, with the introduction of adult suffrage in 1945. The
British sponsored the West Indies Federation as a potential post-colonial model, in the
belief that most of the Caribbean islands would be unable to survive politically or
economically on their own. The Caribbean peoples thought otherwise and the
Federation collapsed in the early 1960s. By this time Trinidad had already been granted
internal self-government and achieved full independence in 1962. In 1976, the twin

islands went on to achieve republican status.

Today, T & T remains the most developed country in the English-speaking Caribbean,
with a thriving economy (notwithstanding depressed conditions because of the global
economic downturn), highly skilled human capital and a wealth of natural and cultural

resources.

The next section presents the socio-cultural aspects of the islands.
2.2.4 Socio-Cultural Aspects (Africans, East Indians and Other Races)

It has been suggested by many practitioners and academics that the country’s socio —
cultural dimension has important implications on management efficiency, initiative and
effectiveness. Thus, one may be inclined to conclude that management techniques,
principles and strategies have to be structured in the light of prevailing socio-cultural

dimensions.

Negandhi & Reinemann (1973) and Mansfield (1986) considered socio-cultural
differences an alternative explanation for results regarding contingency studies. In the
case of T & T, this aspect is of tremendous importance given its multiracial and
multicultural background. This section will present the socio-cultural backgrounds of
the two major ethnic groups on the islands, whilst mention will also be made of a third

group comprising a cross-section of, possibly, all the other races in the world.
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2.2.4.1 The Afro -Trinidadians

The Afro - Trinidadian population constitutes an important element of Trinidad and
Tobago, and as such has contributed greatly to the development and culture of the

country.

The shouters and the shango, the latter the God of Thunder of the Yoruba people, came
to Trinidad directly from Africa, bringing with them burial traditions, especially in
respect of wakes, with which the Bongo is traditionally associated. The prevalence of

obeah, magic and divination also has an African inspiration.

Most important of all, the Calypso, for which Trinidad has become famous, comments
on current happenings, phrases social criticism and conveys innuendo in the African

tradition. As Herskovits (1941a and 1941b) writes:

“Even though some of the music is cast in the mould of European folk tunes and the
words are in English, nothing of African purport or intent has been erased. For despite
its non-African form, this musical complex can be regarded as nothing less than
retention of the purest type”.

Some of the men and women of African descent who have contributed greatly to the
development and culture of Trinidad and Tobago include: Dr. Eric Williams (first Prime
Minister of Trinidad and Tobago) Brian Lara (cricketer), Dwight York (footballer) and
AN.R. Robinson (former Prime Minister and President of the Republic of Trinidad and
Tobago, who was singularly responsible for the establishment of the International
Court) and Haseley Crawford, Olympic Gold Medalist (1976).

2.2.4.2 The Indo-Trinidadians

Between 1844 and 1917, 134,000 indentured labourers were brought to Trinidad from
India (Honeychurch, 1985). According to Vohra (2003), today over 24 million Indians
live outside their home country; arguably, this is the largest ongoing migration in the

world.
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By the time the last Indian had finished his indenture, only a quarter of all those brought
to Trinidad and Guyana had taken a passage back home; the others chose to remain in
Trinidad. Thus, in respect of Trinidad, the sheer numbers of Indians that were brought to
the island means that their contribution to the development and culture of Trinidad, and

to a certain extent Tobago, remains significant.

Trinidad’s Indian population is made up of Hindus and Muslims, although some have
converted to Christianity, notably through the Presbyterian missions. However, the
majority of Indo-Trinidadians are Hindus. A few had been converted to Christianity in

India, but few changed their faith whilst in the West Indies.

The Indians have kept their languages alive through various Hindi dialects and the Urdu
spoken by Muslims. Other signs of success in preserving their traditional society are
mosques and temples. They brought with them a rich and distinctive culture, which is
expressed in festivals such as Eid—ul-Fitr, Hosay, Divali, Phagwa and Rameela, to name

but a few, and their dance, music and dress.

The East Indian community has influenced many of the island’s most popular dishes.
These include curry and rice or the nation’s very own fast food “roti” and “doubles”,
which are a staple breakfast or dinner, as the case may be. The Indians in Trinidad
developed chutney music, which is now internationally known. Some Indians who have
made a significant contribution to the development of Trinidad and Tobago include V.S.
Naipaul (Nobel Prize laureate), Dr. Rudranath Capildeo (scientist), Basdeo Panday
(former Prime Minister and Trade Unionist) and Bhadase Sagan—Maharaj (founder of

the Sanathan Dharma Maha Sabha primary and secondary schools).
2.2.4.3 Other Races

The two major ethnic groups in T & T are the Afro-Trinidadians and the Indo-
Trinidadians, who together make up roughly 80% of the population. The other 20% of

the population is comprised of people of mixed and other ethnic origin.
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The mixed population accounts for approximately 18% of the total population. Since the
arrival of the Spaniards in 1498, the ethnic origins of the people of this country have
never been the same. Interracial relationships between the Amerindians and the

Spaniards resulted in what was then referred to as the “mestizos”.

When the French arrived in 1777, they brought with them their slaves (of African
descent). The resulting liaisons between white plantation owners and female slaves led

to a new class of people, known as the “coloureds” or mulatto.

When the Chinese and Syrians were brought to Trinidad as a replacement for slave
labour, it didn’t take the plantation owners very long to realise that they were not a
viable source of labour because they were not used to the manual labour and the hot
tropical climate. Although many returned to their homelands, those that chose to stay in

Trinidad have made valuable contributions to the business landscape.

In conclusion, given the islands’ history and more than a century of social and cultural
interaction, an observer in Trinidad could sum up the society by saying, “A Trinidadian
feels no inconsistency in being a British citizen, a Negro in appearance, a Spaniard in
name, a Roman Catholic at church, an obeah practitioner in private, a Hindu at lunch, a
Chinese at dinner, a Portuguese at work, a Syrian from the middle-east and a coloured at

the polls”.

The next section looks at the political system in T & T.
2.2.5 Political System

T & T is a unitary state, with a parliamentary democracy modeled after that of the
United Kingdom (U.XK). From 1962 until 1976, T & T, although completely
independent, acknowledged the British monarch as the figurehead chief of state. In
1976, the country adopted a republican constitution, replacing Queen Elizabeth with a

president elected by parliament.
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The general direction and control of the government rests with the cabinet, led by a
prime minister and answerable to the bicameral parliament. The 41 members of the
House of Representatives are elected to serve terms of at least five years. Elections may
be called earlier by the president at the request of the prime minister or after a vote of no
confidence in the House of Representatives. The Senate's 31 members are appointed by
the president: 16 on the advice of the prime minister, six on the advice of the leader of
the opposition, and nine independents selected by the president from among outstanding
members of the community. Elected councils administer Trinidad’s seven counties and
four largest cities. Tobago was given a measure of self-government in 1980 and is ruled
by the Tobago House of Assembly. In 1996, its parliament passed legislation which

gave Tobago greater self-government.

The country’s highest court is the Court of Appeal, whose Chief Justice is appointed by
the president on the advice of the prime minister. Appeals from the Court of Appeal are
determined at the Privy Council, in London, which is the final court of determination.
Recently the Caribbean Court of Justice was established; its headquarters is situated in
Port of Spain, Trinidad, and will eventually replace the Privy Council in London as the

last court of appeal.

The next section looks at the economy of T & T.

2.3 THE TRINIDAD AND TOBAGO ECONOMY
2.3.1 Introduction |

T & T has the most diversified and industrialised economy in the English-speaking
Caribbean. The country boasts large reserves of petroleum and natural gas, and well-
developed heavy industries such as iron and steel, methanol and nitrogenous fertilisers
and petroleum products. air, sea and land transportation links are excellent, and

telecommunication links with the Americas and Europe are completely modern.

History will show that after the OPEC (Organisation of Petroleum Exporting Countries)
oil shocks of the 1970s, and the resultant increased revenues between 1974 and 1982,
the nation’s economy experienced an average annual growth of more than six per cent
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(6%). The government’s revenues skyrocketed, providing funding for development
projects, which in turn led to a dramatic decrease in unemployment. These were the

boom years of T & T, during which much of the country's infrastructure was developed.

The financial sector also grew and diversified, seeing the numbers of finance
companies, merchant banks and trust and financial companies double from 11 in 1974 to
22 by 1978. However, by 1980 the country’s appetite for foreign consumables and
travel sent, despite fixed exchange rate and tight controls, the economy into recession
from 1983 to 1984. Foreign debts and fiscal deficits rose, oil production fell and the

currency was devalued.

In the mid 1980s, the International Monetary Fund (IMF) was brought in to appease
foreign creditors, and for the next ten years, the agency dictated the country’s economic
planning, monetary and fiscal policy. The currency was again devalued and many non-

banking financial institutions collapsed.

However, T & T as a nation emerged from this uncertain period free from major debt,
with the opportunity to move forward. After this period of radical economic adjustment
under IMF and World Bank supervision, the government economic policy was well in
line with prevailing market principles such as trade liberalisation, an open market-driven
economy, rationalisation of the public sector, promotion of private enterprise and

foreign investment and development of exports and tourism.

By 1997, foreign exchange controls were removed and the currency regained its
stability. The late 1990s was also a period of strong economic growth for T & T. This
prosperity was made possible by the solid economic fundamentals established in the late

1980s and was aided by high oil prices and large investments in the energy sector.

During the next 13 years, T & T’s economy thrived. Several hundred million US dollars
were pumped into the local oil and petrochemical industries. Ammonia, methanol and
steel processing plants were set up and international companies like Enron, Amoco, BP,
Exxon, Union Carbide, Bechtel and Farmland MisChem were all part of this foreign

direct investment drive.
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These mirror the traditional investment patterns of the early 1960s. The oil industry was
capital-intensive and generated thousands of construction jobs in its early phases. After
the construction phase, some permanent jobs were created and the earnings enjoyed by

the government were mainly from taxation.
2.3.2 Present Economic Climate

Despite its strength, the T & T economy was not immune to the effects of the global
economic meltdown. The global economic downturn in 2008-2009 led to a 2.7%

contraction of the economy in 2009, while 2010 was another year of slow activity.

On November 8" 2010, an International Monetary Fund (IMF) mission, headed by
Judith Gold, Deputy Division Chief in the IMF’s Western Hemisphere Department,

issued the following statement at the end of its discussions in Port of Spain:

“After 15 years of positive growth, Trinidad and Tobago was hit hard in 2009 by the
global financial crisis, the fall in energy prices and the collapse of a large financial
conglomerate. The country entered this period of crisis from a position of strength, with
large fiscal surpluses and low debt, which provided important buffers to help deal with
both the external and domestic shocks. The fiscal balance has turned negative, despite a
real decline in expenditure in 2009. Inflation has surged despite weak economic activity,
reflecting weather-related increases in food prices, and unemployment has increased

sharply, to 6.7 percent in the first quarter of 2010”.

The mission’s representatives were also of the view that growth is expected to pick up
only in 2011, with near-term risks tilted to the downside reflecting fragile confidence,
weak regional outlook and global uncertainty. Even with the expected firming of energy
prices, economic prospects over the medium term are weaker compared to the strong

growth period preceding the economic crisis.

In his presentation of the 2010/11 budget, the country’s Minister of Finance, Winston
Dookeran, adopted an expansionary stance, along with some additional expenditure and
tax incentives, to catalyse increased private sector activity and higher domestic and
external investments to support a recovery. He also outlined the government’s plans for
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diversification and structural reform, which would focus on investing in physical and
human capital to support the development of a knowledge-based economy. It would also
work towards improving the business climate through a one-stop shop for investors and
strengthening the public enterprise sector by inviting private sector participation and

accelerating privatisation.

However, given the measures proposed by the present administratibn, the country is still
faced with some fundamental problems, which are due to the inability so far to translate
economic strengths into a better quality of life for large sections of the population.
Notwithstanding steady economic growth over the past 13 years, unemployment
remains unacceptably high; the quality of health and housing for large sections of the
population is grossly inadequate, as is the education system. Consolidating macro-
economic and structural reforms is critical to achieving sustained growth and stability,
which will continue to be a necessary, though not sufficient, condition for dealing with

these social problems.
2.3.3 Key Economic Indicators

The T & T economy is well known for being an excellent investment site for
multinational businesses. The country has one of the highest growth rates and per capita
incomes in Latin America, exemplified by the fact that the economy grew by more than
8% between 2000 and 2007. However, due to the global economic downturn in 2008-
2009, it contracted by 2.7% in 2009. The nation’s growth has been fuelled by
investments in the Liquefied Natural Gas (LNG) sector, and is heavily dependent on oil
and natural gas production. T & T is a renowned financial centre in the region and a

leading economy in the Caribbean.

Appendix E provides a synopsis of major economic indicators for Trinidad and Tobago
for the period 2004-2009.

Given this study’s focus on the service industry in T & T, the following chart illustrates

a breakdown of GDP by sectors. (All data are in percentages).
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T & T has a developing service sector. For the period 2001-2009, the services sector on
average accounted for 53% of GDP, or TT$43 billion (US$6.8 billion) in monetary
terms. In 2009, the sector employed more than 58% of the labour force, some 366,100

persons. To date, the sector continues to be a net contributor to the balance of payments.

Unfortunately, despite the fact that the economy can be classified as a service economy,
many people misunderstand the concept of the services sector. This fact was revealed
during the data collection phase of the study and will be further explained in Chapter 5.
Customer service is a part of the service sector, and tourism and hospitality constitute a
significant part. However, the services sector is much more than tourism and hospitality,
as anything that can be produced and has a value but which we cannot hold, in essence,
is a service. So, from design (architecture and engineering), financial services, teaching
and journalism to the building and maintenance of plants and machinery, the
construction of roads and the extermination of unwanted pests, the services sector is
large and diverse. Nevertheless, many firms have not grasped some of the basic tenets of

operating within this industry.

It should also be noted that although the country has the largest service sector in
Caricom (the Caribbean Community), the focus of development policies has always
been on the manufacturing sector. Thus, service sub-sectors which have developed in T
& T have largely developed on their own and with little proactive, enabling policy. The
energy services sector and the yachting industry are two such examples. Therefore, the
orientation of the policymakers must change from bias toward products to a line of
thinking which acknowledges the importance of the services sector and the infinite

possibilities for balance between viable manufacturing industries and services.

While the Ministry of Trade has been much more cognisant and supportive of the sector
in recent years, the overall orientation of policymakers still appears to be focused in the
main on goods. Of course, for the sector to develop, the home market must be a place of
growth. At present, the individual Caricom markets are often more welcoming (in
reality, though not on paper) to Foreign Service providers than to locals. In several
jurisdictions, either the lack of capacity or lack of will to enforce laws which, for

example, may require foreign architects or engineers to register with local company
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boards, put T & T’s professionals at a disadvantage. That is not to say that some aspects
of the services sector are not in fact woefully underdeveloped and under-skilled, but that

is no reason to dismiss them.

There are ways of nurturing industries in their infancy; for instance, encouraging
partnerships where local deficiencies exist could facilitate knowledge and know-how
transfer if properly done. Additionally, many government contracts are designed, either
intentionally or by accident, in a manner that makes locals less competitive than their
foreign counterparts. Similarly, simple measures that have deep impact on industries,
such as better customs facilitation in the yachting sector, are not addressed. So
nationally, laws have to be revised, updated and enforced. The policy orientation has to
be shifted away from commodities and manufacturing to take into account the services
sector, which is the real driver of the economy in most Caricom countries, especially T

&T.

T & T has the most developed and diversified economy in the region, which implies that
firms operating within the primary, secondary and tertiary industries would be “mature”
in their development (systems, procedures, practices etc.), with the understanding that,
depending on the sub-sector, firms may be at varying levels of development. Given the
fact that this study is pioneering in T & T and by extension the region, it is important to

look at the various firms studied as well as the sub-sectors in which they operate.
2.4.2 The Health Care Industry

T & T’s health care system consists of public and private hospitals, well-qualified
specialists, private medical practitioners and myriad public clinics scattered across the
islands. Medical services are provided free of charge at government-funded institutions

and clinics, but a fee is charged at all other institutions.

The country boasts a wide range of institutions which provide health care services to the
populace, including 101 primary health care centres, 2 general hospitals, 2 county
hospitals, several specialised care hospitals and clinics, 33 private hospitals, over 400
private general practitioner surgeries and a number of private specialists and

laboratories.
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The country’s health care system is plagued by a multitude of problems ranging from
lack of resources, employee dissatisfaction and high staff turnover (which has forced the
government to recruit doctors from outside of T & T) to industrial action by staff, high
prices within the private sector and the failure of past and present governments to

successfully address these issues in a timely and efficient manner.

In view of all the inherent problems over the years, customers who can afford it have
shifted away from seeking attention at public health care institutions and instead sought
attention and care at various private institutions which have entered the market within
the recent past. However, with a total population of approximately 1.3 million people
(Central Statistical Office, 2002), many people still depend on the government to

provide them with health care services.

Nonetheless, in a positive development, the government revealed in their most recent
budget presentation that a national health policy is presently being formulated to
articulate the scope and coverage of the public health service and to examine both the
public and private sectors for the delivery of integrated health services to the general
public. In addition, health quality legislation is to be enacted with the purpose of
prescribing proper standards of health care for the private and public health sectors.
Certainly, the author is convinced that by using a TQM-based strategy, the government,
the general public and the Ministry of Health can be assured of some degree of

enhanced efficiency.

In spite of the government’s investment in the provision of health care, serious
deficiencies are still evident today. The ratio of population to health centres is twice as
large as desired and there is also a lack of trained medical personnel; for example, in
1984 T&T had 1,213 doctors, or a ratio of 10.6 per 10,000 inhabitants, but according to
PAHO (2001) there were 7.5 physicians to every 10,000 inhabitants in 2001. Meeting
this demand requires a long-term commitment of funds, resources and specialised

training.
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Health statistics for T & T show an ageing population with the increasing prevalence of
obesity, hypertension, diabetes and other lifestyle diseases, which has, to a great degree,
resulted in pronounced consciousness in health and an increased demand for health care
services (PAHO, 1994). This effective demand has triggered a rise in the number of

firms entering the private health care sector.

Since 1998, the number of private health care providers in T & T has increased
significantly. During the 1980s and ‘90s, private sector health services concentrated
primarily on ambulatory services, with some publicly employed physicians maintaining
separate private practices. However, over the years, this figure has grown to

accommodate increased consumer-driven demand.

Medical Associates Hospital is a private health institution located in the first capital city
of Trinidad, St. Joseph. Established in 1979, Medical Associates started as a small,
twelve-bedded institution in a renowned great house, standing on St. Joseph Hill. Today
the organisation continues to grow and a second hospital will soon be opened in
Chaguanas. This expansion has seen growth in physical infrastructure, providing
additional bed spaces, dedicated areas for outpatients’ clinics, laboratories, cardiac

laboratory, X-Ray, ultrasound and CT imaging.

Over the years, Medical Associates has become a provider of the most comprehensive
array of high quality medical services. Special achievements include the first successful

renal transplant and in vitro-fertilisation (IVF).

Like other private health care institutions operating in the country, Medical Associates
is owned and operated by doctors, who are in most cases senior personnel at
government hospitals. However, since health care institutions and personnel, by and
large, have very few skills and expertise when it comes to business, one can easily
believe that these doctors must be doing something right. This does not mean that the
institution is not without its problems. With increasing competition in the private sector
and the government’s plans to develop T&T as a niche market for medical tourism,

Medical Associates will have to address its two major problems of costs and quality.
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In the foreseeable future, the demand for health care services will increase due to factors
such as an ageing population and a changing epidemiological profile evidenced by the
high prevalence of costly, chronic, non-communicable and lifestyle diseases. However,
demand will be backed by a desire for quality products and services. The health care
industry, like other service industries, has become increasingly receptive to the notion
that service quality and customer satisfaction management are critically important

factors in the success of organisations within the field.
2.43 The Construction Industry

In T & T, the construction industry is viewed as perhaps the major economic indicator,
surpassing all other sectors of the economy, with the exception of energy-based

industries.

The construction sector is the third largest services contributor, adding some $US 964
million (TT 6,073.2 million) to GDP in 2004 and 2005 and accounting for 16.2% of
employed persons. Given its significant contribution towards development, the major
issues of concern for the sector include the need to fill regulatory gaps, especially as the
country strives to develop a first-class construction industry, issues of licensing,

ensuring quality service and prompt payment for contracted work.

The local construction industry is large, complex and diverse and covers a wide range of
business interests and activities, united by their common usage and development of
land. It comprises clients (including house-builders and commercial property developers
who determine what should be built and where), designers (who decide on the detail of
what should be built), materials and components suppliers (who extract and/or

manufacture materials and components) and contractors (who carry out the building).

Although the construction industry has been dynamic and buoyant for the past decade,
construction professionals and contractors alike have remained inflexible and indifferent
to the real needs of their clients, and in this way they differ from their counterparts
elsewhere. Even today, client satisfaction leaves much to be desired. Additionally, the

functional approach adopted by project team members often results in a lack of proper

37



coordination, time wastage and cost overruns. In an industry where both the government
and the private sector continue to invest abundant resources, everyone becomes affected
by material and labour shortages, sub-standard products, escalating costs, reduced

quality and questionable value for money.

The construction industry is viewed generally as one with poor quality emphasis
compared to other sectors like manufacturing and other service providers. Many
criticisms have been directed at the industry for substandard works, and it is not only the
final product that is subject to criticism, but also the processes, the people and the

materials.

In many other countries TQM is increasingly being adopted by construction companies

as an initiative to solve quality problems and to meet the needs of the customer.

However, construction firms have been continually struggling with project
implementation. Cultural change is being recognised as an important aspect of total
quality development. However, the issue surrounding quality culture has not been
comprehensively studied, and as such their achievements can seem devalued in light of
the recent corruption charges involving both government and private contractors and

consultants.

As aresult, it is necessary to examine this sector and to further determine to what extent
TQM practices would be applicable to the construction sector in Trinidad and Tobago.
Specifically, the issue of TQM within the construction sector presents an opportunity for

the author to address the research questions.

Associated Services (Caribbean) Limited (ASL) is a construction-based project
management company. ASL offers a multitude of professional construction consultancy
services from design conception to project completion. The company has been in
existence for eight years and has grown and developed as a reputable organisation
within the industry. The company’s success to date lies in its core philosophy of service

to the customer. It follows an integrated approach to project implementation, which was
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developed by the author. The construction industry’s trilogy of time, cost and quality
remains the cornerstone of the company’s continued growth. Despite its achievements to
date, the company remains exposed to threats in the external environment and is often
challenged by time and resource constraints, no control over prices and the

unavailability of qualified and experienced professionals.
2.44 The Tourism & Hospitality Industry

Tourism is a dynamic and competitive industry that requires the ability to constantly
adapt to customers’ changing needs and desires, as the customer’s satisfaction, safety

and enjoyment are of paramount importance.

The government of T & T has recognised that the development of the country’s tourism
industry can play a key role in making the transition from a third world country to first
world status. Compared to other Caribbean islands, and other sectors locally, tourism
does not contribute significantly to the GDP of the economy. However, within recent
years it has been attracting foreign investors to set up and establish their operations in
the country. This may be attributed to the fact that T & T is seen as the business capital

of the world and seems to be developing a niche market for the business class.

In 2008, the 428-room Hyatt Regency Hotel and Conference Centre opened its doors.
Refurbishment works continued at the 430-room Trinidad Hilton Hotel and Conference
Centre. In 2009, the 165-room Carlton Savannah Hotel opened for business. The Star
Hotel at Piarco, with 120 rooms, is nearing completion, and refurbishment works are
also underway at the 200-room Vanguard Hotel in Tobago, whilst the Cara Suites Hotel
and Conference Centre at Claxton Bay has commenced an expansion which will add
approximately 50 rooms to its existing plant. These new hotels and expansions have
seen the inventory of first-class rooms grow by almost 800 rooms. Aside from
conference and business tourism, other parts of the tourism sector also thrive in T & T.
Cruise and yachting/leisure boat tourism, adventure holidays and ecotourism make
significant contributions to the overall economy, as of course does Carnival. According
to figures from the Port Authority, between 1995 and 2000 cruise passenger arrivals
more than doubled from 54,000 to 104,000, with the figure levelling off at 75,000 by

2007. Stopover tourist arrival numbers are as impressive, rising from 260,000 in 1995 to
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460,000 in 2006 (Central Statistical Office figures). On average, stopover visitors from
the USA represent just fewer than 40% of total stopover tourists. This is followed by
visitors from the United Kingdom and Canada, with 13% and 10%, respectively.
Barbados follows with 8%. Other main markets for Trinidad and Tobago tourism

include Guyana, Grenada, Venezuela and Germany.

Despite the fact that the government remains optimistic that the country’s tourism sector
is at an exciting and promising stage of development, some fundamental problems
continue to haunt real development. T & T faces a serious challenge in the delivery of
customer service based on analyses of recent exit surveys and visitor feedback. These
studies indicate that whilst visitors enjoy tremendously the beauty, biodiversity, cuisine
and culture of T & T, service at all levels of the industry generally needs to be
improved. During an interview with a senior member of staff at the Trinidad Hilton, the
interviewee offered the view that this may be due to the fact that attitudes to service are

tied to our colonial past and islanders still see service as servitude.

Located just outside of the country’s capital, the Trinidad Hilton and Conference Centre
boasts 418 rooms, including 27 suites. According to the hotel’s General Manager, Ali
Khan, all rooms feature contemporary décor with natural wood furniture, superior
amenities and a modern bathroom outfitted with a glass-enclosed bath with rainfall and
hand-held shower. Hotel features include among other things a 24-hour business centre,

executive lounge, fitness centre, dining and conference and meetings facilities.

Today, providing a level of service to guests is an issue which continues to challenge all
stakeholders within the industry, including the management at Trinidad Hilton. This is
compounded by the fact that hotel staff is not the only ones with whom guests interact.
Tour operators, bus drivers, entertainers and tour guides are just some of the key people
involved in the total guest experience. Additionally, the hotel faces a continued
challenge with a fairly high turnover rate, due largely to the fact that many people do
not view working in this industry as real or meaningful employment. If T & T wishes to
be a destination of choice, either for business or pleasure, the level of service provided

to guests must be on par with international standards. The author believes that the
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findings from this study can make a real difference in the way businesses within this

industry operate.
2.4.5 The Telecommunications Sub-Sector

In the attainment of its Vision 2020 Development Plan, the government of T & T
identified one of its goals as the transformation of the country into an interconnected,
technologically advanced society with modern information and communication systems
driving innovation, growth and social progress. The use of information and
communications technology (ICT) can be a powerful catalyst for the development of a
sustainable learning society, the building of competitive businesses, improvement of

governance and the efficiency of government.

The state enterprise charged with the development of the nation’s telecommunications
sector is the Telecommunications Services of Trinidad and Tobago (TSTT), jointly
owned by the government and Cable & Wireless. TSTT is the largest telephone and
internet service provider in T & T and has recently launched into digital television and

business and residential security solutions.

TSTT no longer controls a monopoly in the fixed-line services, as FLOW, another
company, has introduced a fixed-line service of their own. Additionally, TSTT’s cellular
monopoly was broken after 26 years in 2005, when licenses were granted to Digicel and

Lagtel.

Today, the company's operations are divided into the following divisions — technical
operations, marketing, human resources and finance. TSTT’s employee headcount is
approximately 2,300 employees (including contractors). The company has
approximately 160,000 customers in four major operating districts. The T & T market

for telecommunications services is arguably one of the most lucrative in the Caribbean.

TSTT continues to operate as a monopoly, even though the market has opened up. This
has inherent problems, though, as the market has now become characterized by

aggressive marketing, which customers complain is not an indication of the levels of
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service provided. More than anything, telecommunications facilitates “the voice of the
customer” through the internet. Customers are no longer willing to accept poor service
and long waiting times for the installation of new telephone lines or fixing of any other
related problems, especially since they now have options. If TSTT wishes to survive and
be successful, it needs to change its approach to dealing with customers. The author is

of the belief that this approach starts and ends with quality.
2.4.6 The Public Utilities Sector

A public utility is an organisation that maintains the infrastructure for a public service.
The word “utilities” can also refer to a set of services provided by these organisations
and consumed by the public such as electricity, water, sewage and even telephone
services. For the purposes of this research, the segment of the public utilities sector

being studied is the Water and Sewerage Authority of Trinidad and Tobago (WASA).

It is widely accepted that a well-run utility will provide an efficient service to all
customers, at prices which are affordable but will allow the utility to recover efficient
costs and finance new investment. There are five broad characteristics of such a utility:
efficient operations and maintenance, financial sustainability, efficient and effective

capital investment, responsiveness to customers and accountability to owners.

Perhaps one of the problems public utility companies face in T & T is the fact that most
are monopolies. Being government-owned and operated, most of these companies are
overstaffed with under-qualified people. Additionally, workers are unionised, which
never seems to work in the best interest of the company, as any kind of change is
greeted with a high level of resistance. Apart from operational challenges, management

remains clueless on how to commence and institutionalise change.

WASA is a vertically-integrated, government-owned and -operated statutory authority.
It operates under the Water and Sewerage Act, Chapter 54:40 of 1965, with
amendments. The Authority is solely responsible for the provision of water and
wastewater services in T & T and is therefore a monopoly provider. It is headed by a

board comprising eight Commissioners responsible for matters of general policy.
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WASA’s management team, which currently consists of a Chief Executive Officer and
six General Managers, is responsible for the day to day running of the Authority. The
company currently employs approximately 2,600 people. As at December 2002, WASA
had 317,095 accounts for water customers and 42,818 accounts for wastewater
connections. Additionally, only 9,298 of these accounts are metered. In 2001, the

Authority had 309,414 customer accounts for water.

WASA seeks to provide a pipe-borne supply to 100% of the population, but up to 2009
had only been able to provide 67% to citizens. The country’s labour force continues to
drain its resources. Additional problems include inefficient operations, which result in

continuing losses, poor customer service and aged pipelines which constantly hamper

supply.
2.47 The Banking Sector

Banks play a very important role in the economic life of the nation. The health of the
economy is closely related to the soundness of its banking system. Although banks
create no new wealth apart from their borrowing, lending and related activities facilitate

the process of production, distribution, exchange and consumption of wealth.

The T & T financial system is large and complex. By total assets relative to GDP
(170%), the financial sector is large relative to countries at comparable income levels.
The last decade has seen remarkable growth and structural change in the financial
system. Growth of the banking sector has been outpaced by non-banks, particularly the
contractual savings sector, which now accounts for a majority of asset segments of the
financial system exhibit oligopolistic concentration: the two largest commercial banks
account for up to 60% of all assets, while the two largest insurers account for 85% of all
new business written and 87% of the income of the life insurance business. The banking
sector includes all institutions licensed under the Financial Institutions Act (FIA),
namely commercial banks, merchant banks, finance companies and trust companies. At
present there are six commercial banks, several foreign banks and roughly 130 credit

unions.
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Republic Bank Limited is a leading bank in T & T and one of the largest banks in the
Eastern Caribbean. The bank’s mission is to provide financial services that are efficient,
personalised, competitively priced and to the benefit of customers, shareholders and
staff through the implementation of sound policies. The company has employee strength
of about 4,500 and an extensive branch network covering the entire Eastern Caribbean
region. It has six specialised functional divisions which cater to their individual,

commercial and institutional clients.

Given the country’s economic prosperity, the banking industry in T & T is very
lucrative and, as such, highly competitive. The banks all boast of providing “quality
service” to their customers. However, customers continue to complain about the
plethora of service charges, high interest rates, long waiting lines and bad customer
service. There is a general feeling among customers and even employees that, at the end
of the day, banks are more interested in the bottom line as opposed to the needs of

customers.

2.5 SUMMARY

The aim of this chapter has been to lay the groundwork for understanding the T & T
business environment. As such, it has presented the geographical, demographic and
economic environment of the country. Additionally, this chapter presented an overview

of the six service sectors and organizations which participated in the study.

A tropical twin island republic, T & T is both multicultural and multiracial, which can
be attributed to its historical background and early development. From its unique
development, the country’s economy has grown in leaps and bounds (during the oil
boom years and later during the period 1995 to present). As stated before, there was a
recessionary period during the late 1980s; however, the economy recovered from this

because of prudent economic controls.

Additionally, because of this very history, there exist crucial imbalances between the
two major ethnic groups inhabiting the country. Furthermore, a careful examination of
the business sector will reveal that there also exist imbalances in those who own wealth
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in the country. Statistics will reveal that wealth is owned by a few. Nonetheless, this has

not affected the surge in entrepreneurship over the years.

T&T is by far the most industrialised nation in the Caribbean, with a growing economy,
falling unemployment and sound macroeconomic fundamentals. Governments tend to
be stable and businesses oriented, as well as having established sound legal and
administrative frameworks and a strong infrastructure. Investors are also drawn to the
highly literate and skilled English-speaking population, an abundance of natural

resources and low operating costs.

Although today the T & T economy is depressed, it has not been devastated by the
global financial meltdown. With prudent financial and economic stewardship, the
government is optimistic that there will be resurgence in growth in the next fiscal year.
Accordingly, firms within the service industry may find themselves operating in a
vibrant marketplace. How they compete to survive and be successful will be dependent
upon the strategies they employ. This research study is, thus, well timed in terms of
proposing a realistic implementation model which can lead to the achievement of

sustainable advantage.
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CHAPTER 3 - RESEARCH METHODOLOGY

3.1 INTRODUCTION

Chapter 1 established that the aim of this study is to investigate if firms within the
service industry in T & T can achieve sustainable competitive advantage by
incorporating TQM methods within their corporate strategy. Five research objectives
were identified. In keeping with the research aim, questions and objectives, this chapter
will now explain the research design, strategy and methods used for data collection and

analysis. This chapter includes a discussion on the following relevant areas:

a. Research design and strategy

b. Research approach

C. Research methods

d. Sampling design

€. Data collection and preparation

f. Data analysis and interpretation and

g Reliability and validity

The chapter concludes with a brief summary, to set the scene for Chapter 4, “The

Literature Review”. The next section examines the study’s research design and strategy.
3.2 RESEARCH DESIGN AND STRATEGY

According to Cooper and Schindler (2003), the research process is driven by the
research questions, which form the basis of the research and what it is seeking to find.
Researchers must therefore employ appropriate methodologies in their quest to obtain
remedies to the research problems at hand. How do they do this? The answer to this
question lies in the research design. Cooper and Schindler (2003) are of the view that
research design is the blueprint for fulfilling objectives and answering questions. Maybe
this type of design (via planning) was what Aristotle was referring to hundreds of years

ago when he stated that “well begun is half done”.
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In many instances, the selection of the research design is complicated by the availability
of a large variety of methods, techniques, procedures and protocols. Additionally, extant
literature will show that many researchers have fallen victim to a strategy whereby they
pursue a particular design regardless of the nature of their research question. The author
shares the view of Blaikie (1993), who stated that a clear and concise purpose is an
essential element in any research project. The author further believes that the genesis of
any research study lies with the research question(s) and purpose. Accordingly, inherent

in this research study are the following:

a. TQM is something that can be measured (see Chapters 4 and 5).

b. TQM involves a lot of other variables, which are not easily quantifiable.

Although many studies have been done on the implementation of TQM, very little
research has been done on the subject as it pertains to T & T. Additionally, and equally
important, only a few authors and researchers have sought to examine the link between
TQM and sustainable competitive advantage. Given the nature of the phenomenon being
studied, the design of this research study will be formulated in such a way to reflect both

the quantitative and qualitative natures of TQM.
3.3 RESEARCH APPROACH

The ultimate goals of research are to formulate questions and find answers to those
questions (Dane, 1990). Depending on what the researcher is trying to accomplish, the
purpose of any research could be organised into three groups: namely exploratory,
descriptive and explanatory (see Table 3.1). Although studies may have multiple

purposes, one purpose is usually predominant.

In order to test the hypotheses for this study, both exploratory and descriptive
approaches were chosen. The purpose of the exploratory approach is to generate new
knowledge and understanding of the benefits derived from integrating TQM methods
with corporate strategy (if any at all). On the other hand, it is anticipated that the
findings from a descriptive approach will provide a detailed and accurate picture of the

role and place of corporate strategy and TQM methods within the service industry,
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which can then be used as the basis for any action plan that may ultimately have a

positive impact on firms within the industry.

Table 3.1
Different Kinds of Research Proposals
Exploratory Descriptive Explanatory
Become familiar with the basic facts, | Provide a detailed, highly accurate | Test a theory’s predictions or
settings and concerns. picture. principle.
Create a general mental picture of | Locate new data and contradict past | Elaborate and enrich the theory’s
conditions. data. explanation.
Formulate and focus questions for | Create a set of categories or classify | Extend a theory to new issues or
future research. types. topics.
Generate new ideas, Clarify a sequence of steps or stages. | Support or refute an explanation
conjectures and hypotheses. Document a causal process or | orprediction
Determine  the  feasibility  of | mechanism. Link issues or topics with a
conducting research. Report on the background or context | general principle.
Develop techniques for measuring | of a situation. Determine which of several
and locating future data. explanations is best.

Source: (Neuman, 2003)

The approach taken by a researcher towards a research study can have a significant
impact on the overall outcome. Research approaches are often closely related to each
other and the formulated purpose of a study. Given that this study is pioneering in T &
T, the author believes that the approach is suitably aligned to the purpose of the study.

The next section gives a brief overview of the research methods to be used in this study.

3.4 RESEARCH METHODS

Research method refers to the specific procedures used to gather and analyse research
data for the purposes of the study. “Method” is used in a general sense to mean “a
specified way to proceed”. According to Mays and Pope (1996), research methods refer
to specific research techniques used to gather data about the social world. Generally,
they are categorised into two broad categories — qualitative and quantitative — both of
which include interviews, questionnaires, ethnography, case studies and the grounded

theory approach, among others.
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The choice of which research method to use is normally dictated by a research strategy,
which outlines decisions about the research design and beliefs about how the social
world can be studied and how the validity of the social knowledge established by such
research might be assessed (Mays and Pope, 1996). In the case of Cooper and Schlinder
(2003), the design strategy takes into consideration the study’s type, purpose, time
frame, scope and environment. Muijs (2004) was of the view that the right research
design is just as important as using the right data analysis. Further to this, the author
believes that the methodology selected for any research study must be in sync with the

goals of the research and must be able to provide answers for the questions being asked.

In this instance, the overall goal in selecting the data collection methods was to get the
most useful information for the purposes of the study. It is widely accepted that any
given study can make use of more than one method (Cohen et al, 2000; Yin, 1984). In
fact, it is often the case that researchers use a combination of methods, for example the
questionnaire, to collect quickly a lot of information from a large group of people, and
then interviews for more in-depth information gathering. This study utilised both
methods, since the author believed that each would bring a distinctive contribution in
terms of the research questions. It was also based on the prevailing socio — cultural

dimensions of T & T.

The use of more than one method or instrument of data collection in a study, or more
than one source of data used to study the same subject, is referred to as “triangulation”.
According to Cohen and Manion (1994), this is a “multi method” approach to
conducting research. In other words, if the outcomes of two or more different methods
generate consistent results, then the researcher can be more confident with regards to the

validity of his findings.

Triangulation is well suited for this study because of the nature of the phenomenon
under investigation. This study sought the views of diverse groups from different sub-
sectors inclusive of top management and internal and external stakeholders. It was
therefore important to collect data which could be compared and contrasted as necessary

in the development of the Six Senses Model.
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According to Jick (1979), triangulation can also capture a more complete, holistic and
contextual portrayal of the unit(s) under study. In other words, beyond the analysis of
overlapping variance, the use of multiple measures may also reveal some unique
variance which otherwise may have been neglected by the use of a single method. The
design of this study was intended to extract as much information as possible from the
participants. It is believed that data collected from both methods provided a more

holistic picture of the prevailing attitudes existing in the country at this time.
3.4.1 Qualitative Research Methods

One methodological option when conducting management research is the use of
qualitative methods. Qualitative research, with its emphasis on understanding complex,
interrelated or changing phenomena, is particularly relevant to the challenges of
conducting management research. Qualitative methods combined with their quantitative
counterparts can provide particularly strong inquiries, whether used alone or in

combination.

Often, qualitative research is defined by reference to quantitative research. Whatever its
definition, it must be noted that qualitative research involves the application of logical,
planned and thorough methods of collecting data and careful, thoughtful and rigorous
analysis. Although it is not an easy option, its application continues to grow in

popularity, especially in the social sciences (Denzin & Lincoln, 2000a and 2000b).

Qualitative research methods are valuable in providing insightful descriptions of
multifaceted phenomena, tracking unique or unexpected events and enlightening the
experience and interpretation of events by participants with widely differing objectives
and roles. It also gives voice to those whose views are rarely heard, conducting initial
explorations to develop theories and generating and testing hypotheses while moving

towards explanations.

According to Miles and Huberman (1994), qualitative research is usually exploratory,

in-depth can be used to collect critical data, usually in the following sequence:
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1. Observe events/ ask questions with open-ended answers

2. Record/log what is said/done

bt

Interpret (personal reactions, write emergent speculations or hypotheses, monitor
methods)

Return to observe or ask more questions of people

Recurring cycles of 2-4 — iteration

Start formal theorising (which emerges out of speculations and hypotheses)

NS Vv

Draw conclusions

The main types of qualitative data collection techniques include interviews, case studies,
interview surveys, ethnography and observation, self-completion questionnaires, media

items (newspaper, magazine and audio), documents, archives and records.

An evaluation of the research literature will show that qualitative research methods are
not without criticism. Some of the more common shortcomings associated with this
method include lack of validity, as a result of the challenges faced while coping with
large amounts of data, defining the scope of the study, collecting the data in a coherent
manner, analysing data in a replicable way and condensing the complexity into

something that is logical, understandable and acceptable to others (Harrison, 2002).

Qualitative methods have been systematically, comprehensively and positively
employed in this study to generate answers and enlightenment on some of the very
complex issues which plague the service industry of Trinidad and Tobago. Additioanlly,

it proved to be very useful in the development of the Six Senses Model.
3.4.2 Quantitative Research Methods

Quantitative research is concerned mainly with numbers and data which are easily
quantified. The most popular quantitative technique is the survey, often based on a large

number of cases, where a broad overview of a population is required.

This research methodology is appropriate where quantifiable measures of variables as

identified in the research proposal, are possible, where hypotheses can be formulated
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and tested and where inferences can be drawn from samples to populations. Conversely,
qualitative methods are appropriate when the phenomena under study are “complex,

social in nature and do not lend themselves to quantification” (Liebscher, 1998).

There have always been contentions between researchers who sit on the qualitative and
quantitative sides of the research fence. Usually, the stringent scientific methods
employed by quantitative analysis have been considered the best way to conduct any
meaningful research: “The positivist notion that qualitative data is inherently
untrustworthy and therefore to be avoided is untenable. Arguments are advanced to
support the view that social research is based on ‘qualitative knowing’ and that
quantification extends, refines, and cross-checks qualitative knowledge” (Howe, 1985).
In other words, current thought holds that the two paradigms are not mutually exclusive
and could very well support each other in most social science inquiry. Thus, in the
words of Howe (1985), “To disparage qualitative data as subjective is to accuse it of
having high fallibility; to laud the objectivity of quantitative data is to construe it as
having low fallibility”.

In quantitative research, the data collected usually takes the form of measurements or
counts which can be used for statistical analysis. Quantitative methods can be used for
comparison purposes, whilst analysis is generally conducted through statistics.
Examples include experiments, correlation studies using surveys, standardised
observational protocols and simulations. This process usually follows standard
procedures, methods and forms of analysis and reporting of the results of the research

conducted. This process maximises objectivity.

This research method usually follows the following sequence:

Observe/present questionnaire/ask questions with fixed answers
Tabulate

Summarise data

Analyse data

A e o

Draw conclusions
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However, unless the steps are kept in alignment with one another, it may be difficult to

bring the final phases of the study to a successful completion.

Many people are of the opinion that quantitative research methods are as simple as
collecting and analysing data. However, according to Gay & Airasian (1999),
quantitative research goes beyond just analysing numbers, as a quantitative researcher

must systematically:

1. State both the hypothesis studied and the research procedures that will be
implemented prior to conducting the study

2. Maintain control over contextual factors that might interfere with the data collected

3. Use large enough samples of participants to provide statistically meaningful data

4. Employ data analyses that rely on statistical procedures

Both qualitative and quantitative methods were employed in this study, as the
combination approach was instrumental in providing a more comprehensive account of

the subject matter being studied.
3.4.3 Data Collection Methods Used

The questions and objectives of this research study were explored through the
administration of a detailed questionnaire and semi-structured interview to the
participants. Additionally, a comprehensive literature review was conducted on the
major concepts being studied (TQM, corporate strategy, management and sustainable
competitive advantage) and focus groups were later used to validate the Six Senses
Model for management principles and practices. The Model evolved as a result of the
research methods employed as well as the extensive literature review conducted. The

methods used will now be reviewed in detail.
34.31 Questionnaires

Arguably, the most common research method is that of the questionnaire, as it is an
inexpensive way to gather data from a potentially large number of respondents. Often,

they are the only practicable way to reach a number of respondents large enough to
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allow statistical analysis of the results. A well designed questionnaire, used effectively
can gather information on both the overall performance of the test system and
information on specific components of the system. If the questionnaire includes
demographic questions, they can be used to correlate performance and satisfaction with

the test system among different groups of users.

A self-administered questionnaire was one of the primary data collection tools in this
study. Although the most commonly used form of self-administered questionnaire is the
mail or postal questionnaire, in this instance the questionnaire was personally delivered
by the author or, in some cases, forwarded to the respondents via email. Generally, this
questionnaire was completed by respondents independently; however, in an effort to
ensure completion of the questionnaire, some respondents completed same in the
presence of the author during their interviews. It is believed that this approach led to an

extremely high response rate being achieved.

Generally, a questionnaire should be viewed as a multi-stage process beginning with a
definition of the aspects to be examined and ending with interpretation of the results.
Every step needs to be designed carefully because the final results are only as good as
the weakest link in the questionnaire process. Although questionnaires may be cheap to
administer compared to other data collection methods, they are every bit as expensive in

terms of design time and interpretation.

A well-used model that clearly depicts the stages of development of a questionnaire, as
articulated by Churchill (1991), is presented in Figure 3.2. Although this format is by no
means definitive it provides a worthy checklist of the stages in the design and

development processes, as well as the issues that needed to be understood.

When using questionnaires, it must always be remembered that you only get answers to
the question that you ask (Johnson & Harris, 2002). Although this may sound obvious, it
is often forgotten, and the omission of vital questions could have negative implications
to the results of the study. Equally important is the fact that the researcher must ask the
right questions to participants of the study, which can only be done by having a clear
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idea of the research topic/questions and upon completion of a thorough literature review

of the subject matter.

Table 3.2 Stages of development of a questionnaire

Step 1: Specify What Information Will Be Sought

y
Step 2: Determine Types of Questionnaire and Methods of Administration

v
Step 3: Content of Individual Items

|

Step 4: Determine Form of Response to Each Question

y
Step 5: Determine Wording of Each Question

'

Step 6: Determine Sequence of Questions

\ 4
Step 7: Determine Layout and Physical Characteristics of the Questionnaire

y
Step 8: Re-examine Steps 1-7 and Revise if necessary

y
Step 9: Pre-test Questionnaire and Revise if necessary

Source: Churchill (1991)

Invariably, five types of question styles are used in questionnaires, namely open-ended
questions, close-ended questions, ordered questions, unordered questions and partially
close-ended questions. The questionnaires used in this research study were a
combination of open- and close-ended questions. Most responses were rated on a scale

of one to five.
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Generally, a low response rate is a problem which plagues many mail survey researchers
(Roth & BeVier, 1998) and often leads to potential concerns with external validity. The
researcher was very aware of this, which is one of the reasons why personal contact was
made with most of the respondents. One of the other primary reasons for the researcher
being involved in the administration of the questionnaires was the nature of the
questions being asked. It was envisaged that the researcher would clarify
misconceptions and also become sensitised to what was important to the respondents
(Partington, 2000). Furthermore, it is believed that this allowed for the research to be

more convincing about the methodological process employed.

Prior to administration, the questionnaire was pre-tested. This is recommended to make
certain the questionnaire is appropriate for the purposes of the study. At this stage the
researcher is able to check structure and use of language, and information required from
targeted respondents can be collected through this research instrument (Reynolds and
Diamantopoulos, 1998). Furthermore, the questionnaire pre-test should assess two main
issues, namely the respondents’ understanding of the questionnaire itself and their

perception of each individual question.

According to Dillman (1978), the modus operandi of pre-testing is to identify

construction defects, including:

= The measurement of what is intended to measure

= Its interpretation by all respondents in a similar manner

= The appropriateness of the scale items and anchors

* The determination that the questionnaire creates a positive impression that motivates
people to answer all questions

= Are the questions answered correctly when compared to actual potential respondents
rather than academics?

= s any aspect of the questionnaire biased, ambiguous or misleading?

Pre-testing of the questionnaires led to an amount of variations based on the responses

received.
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The questionnaires were designed specifically to measure all possible aspects of quality-
related practices and customer and employee satisfaction, and were largely administered
by the researcher, so in essence the research method used here was that of the interview

survey.
3.4.3.2 Questionnaire design

The main instrument of analysis was the questionnaire, which was designed utilising
information collected from a review of various TQM models and frameworks, and most
specifically the EFQM model. Questions were close or open-ended, with close-ended
questions based on a 5-point Likert scale. The scaled questions investigated current and
expected perceptions of employees on the organisation’s level of performance, with the

following ratings:

1= excellent, 2 = good, 3 = average, 4 = between average and poor and 5 = poor.

A total of thirteen variables were identified for the survey:

Employee/Department profile
Environment — the service industry
Strategic goals and objectives
Customer satisfaction services
Quality-related practices
Communication

Human resource support system

Computerisation/technology

0 0 N kW=

Organisational resources

,_.
e

Suppliers

o
—

Competition

—t
N

Organisational culture

,_
hed

Overall employee satisfaction
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The questionnaire was divided into sections, each collecting information on the

specified variables. The sections examined were as follows:

1. Employee/department profile — This section sought demographic data on the
employee (job description, highest educational qualification, number of years
employed, department and duties and if the respondent was a citizen of T & T).

2. The service industry — This section sought information about the external
environment, its challenges and the ways firms react to them and the major
services provided by his/her department. It also assessed employees’ opinions on
the expectations of their customers, the extent such expectations are met and
how they are measured to monitor customers satisfaction. It also evaluated the
quality of service the firm offers and asked employees to rate the performance of
certain constructs instrumental to the quality of service present in the firms.

3. Organisational structure — This section focused on the organisational structure,
employee views as to whether company structure should be built around quality
practices and if quality-related business strategy can help operational and
business performance. It also identified the current and expected performance of
elements of the company’s strategic goals and objectives that facilitate quality
implementation.

4, Customer satisfaction services — This section looked at employee perceptions on
the firm’s customer satisfaction procedures, if the company had staff dedicated
to customer satisfaction, the frequency of tracking customer satisfaction and
their views on customer satisfaction existing within the firm, along with
complaints they receive.

5. Quality-related practices — This section explored employee perceptions on the
current and expected performance level of variables pertaining to quality-related
practices within the firm, and employee thoughts on implementing quality
practices in improving departmental performance and their willingness to be
trained in quality practices.

6. Communication — This section covered the type of communication prevalent in
the organisation; the information from this section can be used in assessing the

ease of implementing TQM practices.
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10.

11.

12.

13.

Human resources support system — This section collected data about the
company’s human resource support system (the availability of staff, the level of
teamwork prevalent, performance reviews, staff training, staff turnover, staff
involvement, employee satisfaction and the competency of staff). It also
measured whether the company had conducted an assessment to identify the
most pressing human resource problem.

Computerisation/Technology — This section reviewed the level of
computerisation present in the firm, the frequency of sofiware upgrades, if the
company had a functioning IT department and employee access to the internet.
Additionally, it rated employee satisfaction and their view of the importance in
using computing services in the discharge of their duties, as well as the use of
the internet to visit competitor websites.

Organisational resources — This section gave a description of the firm in terms of
the number of employees, managers, supervisors and technical and support staff.
This section also evaluated employee views on the company’s organisational
structure, visibility and consistency. This section further allowed employees to
rate the firm’s equipment/resources.

Suppliers — This section covered the organisation’s major suppliers and allowed
employees to give opinions on their suppliers and the problems they have
encountered with them.

Competition — This section collected information on the company’s local and
international competitors, employee views on the competitiveness of their
industry, their knowledge of their service market, as well as company
benchmarking and the company’s success against their immediate competitors. It
also rated employee understanding about the benefits of adopting quality-related
practices in their company.

Organisational culture — This section focused on the current and expected
behaviours of employees within the firm that are instrumental in catalysing a
quality-related service culture.

Overall employee satisfaction — This section sought employees’ overall views on

their company.
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A carefully designed questionnaire was administered to produce evidence relating to the
research objectives. The questionnaire was one of the primary tools used in the
collection of data (the other was the interview). Samples of both a blank and completed

questionnaire are included in Appendices A and B, respectively.

Of the one hundred eighty questionnaires given out, a total of one hundred and fifty
questionnaires were completed. Given the hypothesis being tested, there was the need to

administer questionnaires to:

i Members of the top management team
ii. Key members of staff involved in the decision-making process (from all relevant

departments within the various organisations).

In most instances, once the Managing Director, Chief Executive Officer or Human
Resources Manager provided a list of suitable candidates (subject to the study’s
criteria), contact was made with the candidates identified via telephone -or email. In
some instances, candidates asked that the questionnaire be emailed so that they could
either complete or attempt to complete same prior to the interview. In other instances,
candidates were given the questionnaires during the interview, and the completed
questionnaire was then collected at a later date. In yet another instance, questionnaires
were actually completed during the interview itself. Each questionnaire was
accompanied by a covering letter, which provided some background on the research
study as well as instructions such as deadline for submission etc. A copy of the covering

letter is attached in Appendix A.

With the use of the SPSS program, it is believed that this gave the researcher the

required support to complete the necessary data entry and to analyse the results.

Although the questionnaire seemed to be quite lengthy, it was designed to take no more
than forty-five minutes to complete. The responses from the questionnaires were
excellent, bearing in mind that generally one of the major disadvantages of

questionnaires is the low response rate. This high response rate can be attributed to the
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fact that the researcher administered the questionnaire himself (in most cases) or had

contact with the respondents via the interview.
3.4.3.3 Interviews

In many social sciences disciplines, interviewing is a well-established research

technique. The three main types of interviews are:

1. Structured interviews: This includes the administering of structured
questionnaires, where interviewers are trained to ask questions, which usually
have a fixed choice of responses. For example, the interviewer might ask the
respondent, “Is your health good, fair or poor?” Qualitative interviews are often
described as being unstructured, but it must be noted that the word
“unstructured” is deceptive, since no interview lacks structure in the end since
without it there would be no guarantee that the data gathered would be
applicable to the research study.

2. Semi-structured interviews: In these types of interviews, structure is looser. The
questions asked are generally open-ended, which define the topic of the research.
During the course of the interview the interviewer or interviewee may diverge to
develop an idea or response in more detail.

3. Depth interviews: Like semi-structured interviews, there is less focus on
structure. The interviewer focuses on one or two issues, but in great detail.
Questions are usually asked based on responses from the interviewees and there

is a great deal of probing and clarification.

A qualitative interview has the advantage of being interactive and sensitive to the
language and concepts used by the interviewee. In addition, they are considered to be
flexible, in that they uncover new ideas that were not anticipated at the onset of the

study.

The two main types of interviews conducted are personal interviews and telephone
interviews. Personal interviews allow the interviewer to work directly with the
respondent, whereas telephone interviews enable a researcher to gather information
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rapidly. Most of the major public opinion polls that are reported were based on
telephone interviews. Like personal interviews, they allow for some personal contact
between the interviewer and the respondent and allow the interviewer to ask follow-up
questions. However, they also have some major disadvantages, as many people do not
have publicly-listed telephone numbers, some do not actually have telephones, one
cannot read body language and often people do not like the intrusion of a call to their

homes.

Some other common drawbacks of interviews, according to Morse and Field (1996),
include the temptation to counsel interviewees, stage fright, awkward questions and
Jjumping from one question to another. Probably, the most common disadvantage of this
" method for research purposes is that the researcher will interview fewer people than he
would have done with a questionnaire. Another major disadvantage is that open-ended
questions could steer the interview away from its original purpose, resulting in wastage
of resources and inappropriate data. Interviews are also time-consuming to conduct,
generally require a great deal of resources, which may or may not be available to the
researcher and does not offer the researcher the benefit of viewing body language which

may be critical to the topic being studied.

According to Patton (1987), good questions in qualitative interviews should be open-
ended, neutral, sensitive and clear to the interviewee. He identified six types of
questions that can be asked — those based on behaviour or experience, opinion or value,
feeling, knowledge and sensory experience and those which ask about demographic or

background details.

Despite its many inadequacies, interviews have the advantage of being more in-depth
than questionnaires since the interviewer has the opportunity to probe responses.
Generally, interviewers are trained to deal with most contingencies and the

confidentiality of the interviewee is at all times respected and protected.

Basically, qualitative interviewing is a flexible and powerful research tool, which can

positively impact on the research study by adding new insight and depth.
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Questionnaires are closely aligned with interviews as a research method. Some
interviews function simply as spoken questionnaires, while open-ended questionnaires
are similar in aim and design to qualitative interviews. The author made use of both
methods in this study. Semi-structured interviews were conducted with members of the

top management teams and senior supervisory level at the various firms studied.

As mentioned above, interviews have the advantage of being more in-depth than
questionnaires and the interviewer has the opportunity to probe responses. Whilst the
information provided in the questionnaires was insightful, additional information
accumulated during the course of the interviews allowed the researcher to clearly
understand the culture, leadership, strategic planning agenda and attitude to quality of
each of the firms studied. Furthermore, a clear and historical picture of the general

service industry was gathered.

Some of the questions asked during the semi-structured interviews were as follows:

1. How would you describe the climate at your organisation within which your

service(s) is/are delivered?

2. What is your definition of quality from your industry’s perspective?

3. Do your vision and/or strategy focus on TQM principles and practices?

4. Is TQM treated as a separate issue or is it part of the firm’s overall strategy?
5. Are you convinced that TQM can assist your organisation in:

v Improving efficiency (explain)?

v Reducing costs (explain)?

v Increasing customer (internal and external) satisfaction (explain)?

6. How regular do you have meetings with the following?

v Employees

<

Managers

v Directors
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7. Is training provided for employees? Please elaborate.

8. What will it take to improve the overall quality and services of your facility?

9. Apart from salary, what other benefits do you have in place for members of staff
(e.g. a pension/health plan)?

10.  What sort of employee recognition programme do you have in place? How long
has this programme been implemented?

11.  Is planning done formally or informally in your organisation? Who are the

people involved in the process and what are some of the issues discussed?
3.4.3.4 Focus Groups

Focus groups are frequently used to explore specific issues. The group brings together
individuals chosen to meet a specific profile; they may be homogenous along some
dimensions and heterogeneous along others. A structured yet informal setting is then
used to investigate a limited number of questions. Unlike individual interviews, focus
groups provide a new dimension of interaction, which is often combined with more
quantitative approaches such as surveys that can be directed at different points in the

group discussion and even used as grist for additional information.

Focus groups are generally long-term exposure to a setting or group of people (usually
about 5-10 people who have something in common). During the interview a facilitator
initiates and guides discussions, which are usually between one-and-a-half and two
hours in duration. One of the advantages of this research method is that it generates
ideas and elicits topics unlikely to arise with an individual interview. Additionally, one

can quickly identify a range of issues that are relevant to a research topic.

As with any research method, there are disadvantages to this technique. The first is that
it generates large amounts of data that is sometimes not necessary for the purpose of the
research. Also, it requires a good facilitator to obtain quality data and keep participants

on the topic.

The focus group sessions were used to gather feedback on the Six Senses Model

developed by the researcher (see Chapter 6). Although it was not a “data collection”
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method in the sense that it was used after the Six Senses Model was developed, it is of
importance, since it allowed for feedback from candidates which would facilitate
modifications to said model prior to its implementation in any organisation. Copies of
the letter of introduction and Feedback form can seen in Appendices C and D

respectively.
3.4.4 Secondary Research

As mentioned in Chapter 1, no similar type of research has been conducted in T&T.
However, there is a lot of existing literature on the different components of the research
topic, for example TQM, corporate strategy and sustainable competitive advantage. In
an effort to gather a clear understanding of current information on these components, a
literature review was conducted by using the following sources of secondary data:

websites of firms based in T&T, journals, magazines and textbooks.
3.45 Websites

The hypotheses imply that firms within the service industry in T&T can or cannot
achieve sustainable competitive advantage by integrating TQM methods into their
corporate strategy. Additionally, given the fact that most service-based firms in Trinidad
and Tobago use quality-related strategies as part of their marketing campaign, it was
further believed that if TQM in any form had been implemented within the organisation,
this information would be reported and therefore be available via their website. Thus,

the websites of the following firms were examined:

Republic Bank Limited

Hilton Trinidad and Conference Centre

Medical Associates Limited

Associated Services Limited

TSTT (Telecommunications Services of Trinidad and Tobago)

WASA (Water and Sewage Authority of Trinidad and Tobago)

I O

Additionally, in an attempt to benchmark the practices of firms in T&T, the information

was compared with that of other firms on a global basis. Therefore, a number of other
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websites were examined in an effort to gather information on the research topic. Most of

these were facilitated via the SHU Gateway (Google Scholar, Emerald Fulltext, etc.).
3.4.6 Journals and Magazines

Current information was collected from a number of academic journals and magazines,

most of which were accessed electronically via the University’s Library Gateway.
3.5 SAMPLING DESIGN

One of the two main steps emanating out of the research design and strategy is the
identification of the population and the selection of a sample if a census is not required.
Webster (1985) defines a sample as “a finite part of a statistical population whose
properties are studied to gain information about the whole. The main purpose of

sampling is to infer conclusions about the population.

Generally speaking there are six main reasons why samples are used to extract
information about a population as opposed to a census, namely economy, timeliness, the
large size of many populations, inaccessibility of some of the population,

destructiveness of the observation and accuracy.

Before deciding how large a sample should be, one must define the study population.

The population for this study consisted of three main groups:

1. Members of the top management team: directors, general managers, department
managers and other key decision-makers.

2. Internal stakeholders: key members of staff.

3. External stakeholders: key persons with whom members of the organisation

conducted business.

The question of how large a sample should be is not an easy one. Sample size
can be determined by various constraints, for example the availability of funds
may establish the sample size. This constraint can then influence the sample size

as well as the sample design and data collection procedures.
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In selecting a sample for the study, the research questions were once again
reviewed, since generally sample size depends on the purpose of the research
study, the nature of the analysis to be done, the desired accuracy, the
comparisons to be made, the number of variables that have to be examined
concurrently and the diversity of the sample. Field and Morse (1989) believed
that sampling strategies should be determined by the purpose of the research
study.

Deciding on a sample size for qualitative research can be more complex than
quantitative research because there are no definite rules to be followed; it will
depend on what the researcher wants to know, the purpose of the investigation,
what will be useful, what will be reliable and what can be done with available
time and resources. According to Mays and Pope (1995), statistical
representativeness is not normally required in qualitative research, since, as

stated previously, there are generally no set rules to follow.

This study focused on institutions within the service industry in Trinidad and
Tobago. The choice of firms chosen was discussed in detail in Chapter 2. For the
primary reasons of time and cost, studying all of the firms within the various
sub-sectors would have been an exhaustive exercise. Therefore, the author
sampled in detail six firms, which he believes are comprehensively

representative of the population of the various service industries in the country.

Letters seeking authorisation to conduct research were sent to top management
officials (chairmen, board of directors and chief executive officers) of all six
institutions. A sample of the said letter is attached in Appendix A and the
questionnaire in Appendix B. These were reinforced by telephone calls and
subsequent meetings. A positive response was forthcoming and once permission
was granted, the researcher administered questionnaires and conducted
interviews with selected members of staff, totalling 150. As mentioned in the
abstract, 180 questionnaires were given out and of these 150 were completed.

Semi-structured interviews were conducted with 97 persons.
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3.6 DATA COLLECTION AND PREPARATION

Generally, the data-gathering phase of the research process begins with pilot testing,
which is generally undertaken to detect weaknesses in design and instrumentation. In
some instances this is omitted if the researcher has the need to condense the time frame

of the study.

There are a number of variations on pilot testing. For the purposes of this research
study, pre-testing was used as the method of pilot testing. Questionnaires were
administered to respondents with an interest in the various sub-sectors being studied.
During this pre-testing phase modifications were made to the questionnaires based on
feedback from the participants. Modifications included improvements on the wording of
the questionnaire, the elimination of unnecessary questions and some which were

suggested as necessary and sequencing.
3.7 DATA ANALYSIS AND INTERPRETATION

Seldom is raw data ever useful to anyone. People need information, but this must be
generated from the data collected. This can only be done through the data analysis
process, which involves the reduction of accumulated to manageable size, looking for
patterns, the application of statistical techniques and the development of summaries. In
instances where scaled responses are used in questionnaires, the researcher is often
required to derive various functions and relationships among variables. The researcher
must also interpret findings in light of the research question and decide if the results are

consistent with the hypotheses/theories being tested.

The preceding section of this chapter has shown the difference between quantitative and
qualitative data. Accordingly, given the differences in the research methods, the data
collected will be analysed differently. Firstly, let us look at the analysis of quantitative
data. When analysing quantitative data, the two foremost factors to bear in mind are:

1.0 The fact that there is little standardisation as it relates to data collected from
previous research. To a great extent, each analysis would have been different, given the

uniqueness of each study.
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ii.
iii.

iv.

2.0 There are multiple interpretations and an equal amount of multiple ways of arriving
at these interpretations. Simply put, there are no absolutes. The method by which data
are analysed in this type of research depends largely on the research question, the
method of data collection and, finally, what is deemed appropriate to achieve the aims

and objectives of the research.

In qualitative data analysis the mass of words generated by interviews or observational
data needs to be described and summarised. The question may require researchers to
seek relationships between various themes that have been identified, or to relate
behaviour or ideas to the biographical characteristics of respondents such as age or
gender. Implications for policy or practice may be derived from the data, or
interpretation sought regarding puzzling findings from previous studies. Ultimately,

theory can be developed and tested using advanced analytical techniques.

There are no ‘quick fix’ techniques in qualitative analysis. Just as software packages
such as the Statistical Package for the Social Sciences (SPSS) will not indicate which of
the myriad statistical tests available can be used to analyse numerical data, so there are
probably as many different ways of analysing qualitative data as there are qualitative

researchers carrying it out.

Many would argue that this is the way it should be — qualitative research is an
interpretative and subjective exercise and the researcher is intimately involved in the
process, not aloof (Pope and Mays, 1996). However, there are some theoretical
approaches to choose from. Furthermore, there are a number of common processes, no
matter which approach is taken. Regardless of the formal analysis procedure used, initial
analysis is similar. Initial analysis, which occurs throughout the research study, can be

divided into the following phases:

Code various units
Development of categories, subcategories and super ordinate categories
State examples of categories

Linkages
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Formal analysis often begins near the end of the qualitative study. Although, there are
many ways of describing the methods of formal analysis, Tesch (1990) summarises

these into four categories:

1. Language-oriented
ii. Describing regularities
iii. Meanings of actions or text

iv. Reflective methods

Given these aforementioned methods of data analysis (the list of which is by no means
final), one might easily reminisce about the seeming lack of information provided by
simple statistics. However, it must be remembered that in the final analysis, the choice
of which data collection method (qualitative or quantitative) to use is dependent on the
purposes and objectives of the research study. In most circumstances, the answer to the

question lies in a blend of both methods.

The inadequate reporting of the process of data analysis has been identified as one of the
major shortcomings of the qualitative research process. This is further compounded by
the inductive nature of this method, in which prior conceptualisation is unsuitable
because concepts and categories are developed during the process of the research. For

this reason, the processes of data collection and analysis are inextricably linked.

The results of the data collected in any research study are subject to several stringent
criteria that either make the research study a success or otherwise. In qualitative
research this is further compounded by the very nature of the research, as a result of the
allowances for “creativity” in the research study. For the purposes of this research study,
the Statistical Package for the Social Sciences (SPSS version 12.0) was utilised to
analyse the data collected from the questionnaires. The qualitative data collected from

the data will be used in the development of the proposed model.
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3.8  RELIABILITY AND VALIDITY

Qualitative researchers argue for different standards for judging the quality of research.
For example, Lincoln and Guba (1985) have proposed four criteria for judging the
soundness of qualitative research, and explicitly presented these as an alternative to
more traditional quantitatively-oriented criteria. They felt that their four criteria
positively reflected the underlying assumptions involved in much qualitative research.
Their proposed criteria and the “corresponding” quantitative criteria are listed in the

following Table (3.3).

Table 3.3
Criteria for Judging Quantitative and Qualitative Research

Traditional Criteria for Judging Alternative Criteria for Judging
Quantitative Research Qualitative Research
Internal validity Credibility
External validity Transferability
Reliability Dependability
Objectivity Confirmability

Source: Lincoln and Guba (1985)

Each of these is examined in greater detail in the following sections.
3.8.1 Credibility

This criterion involves establishing that the results of qualitative research are realistic or
believable from the perspective of the participant in the research. From this perspective,
the purpose of qualitative research is to describe or understand the phenomena of
interest from the participant’s view, since participants are the only ones who can

legitimately judge the credibility of the results.
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3.8.2 Transferability

Transferability refers to the degree to which the results of qualitative research can be
generalized or transferred to other contexts or settings. From a qualitative perspective,
transferability is primarily the responsibility of the one doing the generalising. The
researcher can enhance transferability by doing a thorough job of describing the
research context and assumptions central to the research. The person who wishes to
“transfer” the results to a different context is then responsible for making the judgment

about how sensible the transfer is.
3.8.3 Dependability

The traditional quantitative view of reliability is based on the assumption of replicability
or repeatability. Essentially, it is concerned with whether or not the same results would
be obtained. In order to estimate reliability, quantitative researchers construct various

hypothetical notions.

The idea of dependability, on the other hand, emphasises the need for the researcher to
account for the ever-changing context within which research occurs. The research is
responsible for describing the changes that occurred in the setting and how these

affected the way the researcher approached the study.
3.8.4 Confirmability

Qualitative research assumes that each researcher brings a unique perspective to the
study. Confirmability refers to the degree to which the results could be confirmed or
backed up by others. There are a number of strategies for enhancing confirmability
(documentation, “devil’s advocate”, negative instances, among others). After the study,
one can conduct a data audit that examines the data collection and analysis procedures

and makes judgments about the probability of bias or distortion.

There has been considerable debate among methodologists about the value and
legitimacy of this alternative set of standards for judging qualitative research. On the

one hand, many quantitative researchers see the alternative criteria as just a re-labelling
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of the very successful quantitative criteria, in order to accrue greater legitimacy for
qualitative research. They suggest that a correct reading of the quantitative criteria
would demonstrate that they are not limited to quantitative research alone and can be
applied equally well to qualitative data. They further posit that the alternative criteria
represent a different philosophical perspective that is subjectivist rather than realist in
nature. They claim that research inherently assumes that some reality is being observed
with greater or less accuracy or validity. If you do not make this assumption, they
would contend, you simply are not engaged in research (although that does not mean

that what you are doing is not valuable or useful).

Perhaps there is some legitimacy to this argument. Certainly, a broad reading of the
traditional quantitative criteria might make them appropriate to the qualitative realm as
well, but historically the traditional quantitative criteria have been described almost
exclusively in terms of quantitative research. No one has yet done a thorough job of
translating how the same criteria might apply in qualitative research contexts. For
instance, discussions on external validity have been dominated by the idea of statistical
sampling as the basis for generalising, and considerations of reliability have traditionally

been inextricably linked to the notion of true score theory.

Nonetheless, qualitative researchers do have a point about the irrelevance of traditional
quantitative criteria. How could we judge the external validity of a qualitative study that
does not use formalised sampling methods? Moreover, how can we judge the reliability
of qualitative data when there is no mechanism for estimating the true score? No one
has adequately explained how the operational procedures used to assess validity and
reliability in quantitative research can be translated into legitimate corresponding

operations for qualitative research.

While alternative criteria may not ultimately be necessary, they certainly can be
confusing, since these alternatives do serve to remind us that qualitative research cannot
easily be considered only an extension of the quantitative paradigm into the realm of

non-numeric data.
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3.9 CONCLUDING REMARKS

This chapter provided a rationale for the research methodology used in this research
study. Accordingly, primary and secondary research evidence was collected to meet the
research objectives. Primary data collection was undertaken via the use of a
questionnaire and semi-structured interviews with selected candidates. Secondary data
was collected via a comprehensive literature review (Chapter 4), which made use of

journals, textbooks and various websites.

The combination of primary and secondary research methods used provided appropriate
data for the analysis to be carried out. Chapter Five reports on the findings and provides

an in-depth analysis of the said findings.
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CHAPTER 4 - LITERATURE REVIEW

41 INTRODUCTION

The 1980s witnessed an expansion of the Total Quality Management (TQM) concept.
As mentioned in Chapter 1, TQM has emerged and developed as a key management
philosophy, (Redman, 1995) and over the past three decades has changed and matured
through the influence of several differing factors, inclusive of the business process
movement and human resources and empowerment (Davenport, Jarvenpaa & Beers,
1996). The concept has also encountered its share of challenges, mostly in its
implementation. Regardless of the shortcomings and advantages put forward by
advocates and detractors alike, there is consensus that TQM remains applicable today

for many reasons.

It is therefore important to review TQM in a detailed manner, from both a conceptual
and practical perspective. In order to understand TQM fully, especially as it relates to
the proposed study, this chapter will examine the concept from its genesis of quality, i.e.
from inspection to quality control, quality assurance and then TQM. This will be
followed by a brief discussion on the philosophies and methods of the three quality
gurus: Deming, Crosby and Juran. Next, consideration will be given to the
implementation of TQM. In view of the research aim, the relationship among quality,
strategy, competitive advantage and TQM are then presented. One of the primary
objectives of the strategic management literature is to explain why some firms
outperform others (Rumelt, Schendel, and Teece, 1994). Accordingly, this chapter
concludes by examining how implementing a TQM-based strategy can lead to

sustainable advantage.
42 THE CONCEPT OF QUALITY
4.2.1 Introduction

Improving quality is arguably one of the most important task facing firms. In T&T

improving quality involves not only making products and services more attractive to end
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users but also keeping all related costs down, improving delivery schedules and being

more customer conscious and attentive.
4.2.2 Defining Quality

Over the years, quality has remained a dominant theme in the management literature.
Despite its popularity and widespread use, there is no single definition of quality; in
fact, it can be said that it has contradictory meanings, because it implies different
meanings to different people in different contexts. As a consequence, Pfeffer & Coote
(1991) expressed the view that, “quality has a slippery meaning”. In order to acquire a
better understanding of the concept of “quality”, various definitions will now be

examined.

Aristotle (350, BCE) wrote, “It is the mark of an educated man to look for precision in
each class of things just so far as the nature of the subject admits”. Fast forward to the
1950s, where quality can be traced to the pioneering work of Abbott (1955), who
explained that differences in quality amount to differences in the quantity of some
desired ingredient or attribute. Fiegenbaum (1956) later spoke about the adverse impact
of independent departmental actions on product quality. It should be noted that around
this same time, quality circles made its entry into the business world; bearing in mind
that quality circles were invented in the United States of America (USA) as a practical

example of a creative autonomous group (Handy, 1988).

Whilst organisations understand the need for improving their quality, it would seem that
the basic definition still eludes many. Although numerous definitions have been
published, most can be summarised through the following classifications along with

some sample definition in each category:

1. Product based: Differences in quality amounts to differences in quality of some
desired ingredient or attribute (Abbott, 1955).
2. Manufacturing based: Conformance to specification — quality is defined by the

relative absence of defects (Levitt, 1972).
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3. Customer based: Meeting the customers’ requirements — in this case, quality is
measured by the degree of customer satisfaction with a particular service or
product’s characteristics and features (Oakland, 1993).

4. Strategy based: It is not only a strategic weapon for competing in the current
marketplace, but also means pleasing consumers, not just protecting them from

annoyances (Garvin, 1987).

Traditionally, the word “quality” has been used when referring to luxury or added
features and services that supposedly cost more. However, what is actually involved is
providing the customer with what is required (Oakland, 1993), namely a product or
service that is fit for use (Juran, 1988) and being able to execute the entire transaction in
such a way that each individual process is done right the first time, every time (Crosby,
1979). Still, this definition is restrictive in the sense that a more comprehensive
definition would focus not only on the products, services, strategies, systems and
processes, but also on the people who are responsible for ensuring that excellence is

achieved at every possible level of the organisation (Bounds et al., 1994).
4.2.3 Other Notable Definitions of Quality

The literature identifies various definitions of quality, all of which are related to a body
of knowledge about product, service and customer satisfaction. Additionally, the
literature also reveals that the ideas of Deming, Crosby and Juran continue to dominate
the quality movement. In the author’s view, Deming (1982) provides the most
comprehensive and perhaps the simplest definition of quality, “doing the right thing
right, right away”. However, Crosby (1984) went one step further to include the
customer in his definition and was of the view that regardless of their precise
definitions, both quality and satisfaction are determined ultimately by the customer’s
perception of a total product’s value relative to its performance. Juran (1988) defines
quality as “fitness for use”, which encompasses both freedom from defects and the
multiple elements required to meet the total needs of the customer. Similarly, Crosby’s
“conformance to requirements” and Juran’s “fitness for use” make it clear that it is the

customer’s concept and interpretation of quality that matters most — not the company’s.
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Kondo (1999) reinforces the above by noting that improving quality in creative ways
reduce costs and raise productivity. For example, quality in the health care industry can
mean delivering the right medication in accordance with prescribed specification and
quantity, at the right time and by the right people. In the case of the construction of a
proposed highway, it could mean that the facility should be able to adequately serve the
existing and planned future traffic of the highway in a manner that is conducive to
safety, durability and economy of maintenance, and it will be designed and constructed
with the view that it will perform satisfactorily in service. Hence, definitions such as
those discussed earlier are partly responsible for advancements made to quality
improvement practices, not only in Japan, Europe and America, but also developing

countries like T & T and certain parts of Asia, Africa and the Americas.

The author is of the view that quality ought to be considered a management approach
which focuses on increasing customer satisfaction, enhancing productivity, reducing
costs and improving the offering of firms’ products and services. Furthermore
improvements in quality, productivity and customer satisfaction enable firms to increase
their market share and to charge better prices for their products, which, in turn, results in
higher profitability (Garvin, 1984). Therefore, the emphasis and beliefs placed on the
effects of quality and productivity by Garvin (1984), and the views of the author,
somehow point in a similar direction, except that very little has been mentioned about
the apparent integrated approach to gaining competitive advantage by building on every

facet of an organisation’s activities and processes.

In general, the aforementioned authors and their works continue to be used for the
teaching and understanding of quality and quality-related principles and practices. To
truly understand and appreciate what exactly constitutes quality, we may have to start
with Webster’s and/or the Oxford Dictionary definition: “[quality is] the degree of
excellence”. In the author’s view, quality remains critical and paramount to every aspect
of the business. More importantly, the author acknowledges that it affects everything
around us, and all that we do, from an individual and organisational perspective. Yet for

many academics and business practitioners, quality is difficult to define, and generally it
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means different things to different people. Its definition also depends on whether a

person is a provider of a service or a recipient.

It is important to note that quality can be said to exist when products or services meets
customers’ requirements and expectations (pre-defined specifications) at acceptable
prices. Thus, quality should form part of the overall strategy of every Caribbean based
firm striving to achieve a sustainable competitive advantage during these times of
economic turmoil. According to Hendricks and Singhal (2001) all major firms pursue
quality in an effort to improve long term financial performance. In fact, there is little
question that when implemented properly, quality-related practices can have a dramatic
impact on the performance and culture of an organisation (Deming, 1986; Juran, 1989;
Hackman & Wageman, 1995). Accordingly, this study emphasizes the integration
between TQM initiatives (methods) and organizations visions via their stakeholders as a

means of achieving a sustainable competitive advantage in service based industry.
43 THE EVOLUTION OF TQM

A review of the management literature has revealed that TQM has evolved over a
number of years to arrive at its present state. Four steps have been identified in the
development process: quality inspection, quality control, quality assurance and TQM.

Each of these will now be examined in detail.
4.3.1. Quality Inspection

Quality inspection was with us as far back as 210 B.C., when the Emperor Qin Shi
Huang Di enforced standards for weights and measures throughout the Chinese Empire.
Indeed, quality inspection (the examination of goods before they are purchased) has

been ongoing for as long as mankind has traded (Hooley, 1993).

In the management literature, the roots of quality can be traced back to the Industrial
Revolution, when it is believed to have emerged prominently. The standardisation of
manufacturing and work processes took off with the introduction of the gauge in 1823,

which allowed inspectors to examine parts. The bicycle industry was the first to use the
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inspection process, followed by the automobile industry in the 1900s (Mouradian,

2002). This was the genesis of the process improvement concept.

Frederick Taylor is credited as being one of the pioneers of new approaches to improve
unskilled workers in industrialised organisations. His writings, which developed the
notion of work as a process, are outlined in his book “The Principles of Scientific
Management (1911)”. Taylor’s framework for an organisation included a clear
delineation of authority, responsibility, separation of planning from operations,
incentive schemes for workers, management by exception and task specialisation
(www.accel-team.com), and he used work timings carried out at Bethlehem Steel. He
also designed a different type of shovel and reduced his required workforce from 500 to

140. Taylor believed that every act of every workman could be reduced to a science.

According to Seymour (1992), the process of inspection which existed in the industry in
the 1930s was used to guarantee the uniformity of production. Prior to this, Aguayo
(1990) had indicated that proper inspection could detect defects and prevent them from
reaching the customer. However, he pointed out that inspection was a limited tool which
was overused and sometimes misused. Thus, it could not guarantee quality or
improvement and was not really part of the process. This restricted nature of inspection
as a management method made it an inappropriate means of managing complex

organisations, and it was this limitation that paved the way for quality control.
4.3.2. Quality Control

In 1924, Dr. Walter Shewhart devised a framework for the first application of the
statistical method to the problem of quality control. In response to the Inspection
Manager’s request for some type of inspection report that “might be modified from time
to time, in order to give a glance at the greatest amount of accurate information”, he
attached a sample chart “designed to indicate whether or not the observed variations in
the % of defective apparatus of a given type are significant; that is, to indicate whether
or not the product is satisfactory”

(www.resourcesystemsconsulting.com/blog/archives/1108).
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Dr. Shewhart’s example was the world’s first schematic control chart, and in one brief
letter, he outlined the essential principles and considerations of quality control. His later
studies gave birth to the modern scientific study of statistical process control. In 1931,
his book ‘Economic Control of Quality of Manufactured Product’ contained his findings
on statistical sampling techniques, and was instrumental in progressing Taylor’s
scientific management. It is now considered a landmark contribution to the effort to

improve the quality of manufactured products.

Dr. Shewhart’s techniques were developed to bring industrial processes in line with
what he called statistical control. Statistical Control referred to a series of techniques for
removing variability from industrial processes in an effort to enable them to be more
predictable and controllable. The particular outcomes envisaged were delays and the

elimination of waste (Sallis, 1993).

Inspection forms the basis for detecting quality control problems through an
examination, measurement and comparison against specific standards (Kanji and Asher,
1993). Quality control inspection takes place at numerous stages in a production run,
and is performed mainly by staff employed specifically for this purpose. Thus, the focus
of quality control is to ensure quality of conformance to design specifications in

manufactured goods and services (Evans and Lindsay, 1996).

Gummersson (1991) provides us with a comprehensive definition of quality control:
“The control of quality during an operation process and at the post process stage through
containment and inspection with the aim of preventing the release of defective goods”.

Juran (1989) suggested that the process was managerial, which allowed one to:

1. Evaluate actual quality performance
2. Compare actual performance to quality goals
3. Take action on the differences

Although quality control is more advanced than inspection, in that the quality
controllers use statistical techniques to achieve quality goods and services, it has its
limitations.
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4.3.3. Quality Assurance

On the heels of quality control came quality assurance (QA). In the evolution towards
TQM, QA can be considered the third step. According to Seymour (1992), QA was
applied to manufacturing between the 1950s and 1980s. In order to prevent quality
failure, QA concentrated on the entire production process, inclusive of the contribution

of all functional groups.

In his explanation, Hooley (1993) offered that QA is the achievement of specified cases
of poor quality through problem solving and preventions. The distinction between QA
and QC is that whilst quality assurance is prevention-based, quality control is

inspection-based.

According to Sallis (1993), QA aims to prevent the occurrence of faults, since quality is
designed into the process to ensure that products are produced to predetermined
specifications. He further explains that the quality of the good or service is assured by
the system in place. This system is known as the quality assurance system and has
exacting standards for how production should take place. In this regard, QA is therefore
a managerial process applied to the manufacturing process with a view towards

achieving quality and preventing faults.

QA is not without its limitations, though. Although it is specific on how things should
be done, the scope for improvement or enhancement is limited. This does not, however,
mean that the focus on quality diminishes in any way. In fact, there was a shift away
from the narrow realms of quality control to a more developed understanding of the
process of change and improvement. While much has been written on the “new”
philosophy of QA or for that matter Total Quality Control in general, management was
still reluctant to change and as such there was little top management involvement. By
the end of the seventies, things on the quality front were beginning to change and
companies throughout Europe and America were at least being educated about the
developments taking place in Japan. Industry after industry worldwide had become
dominated by Japanese manufacturers. In their quest to differentiate themselves from

the rest of the world, the Japanese started the trend for better quality focusing on the
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teachings and philosophies of Deming, Juran and Crosby. Other quality pioneers such as
Ishikawa, Taguchi, Shingo (Japan) and Oakland also assisted the Japanese. It is beyond
the scope of this study to examine the contributions of all these men, however the next

section focuses on the main pioneers, Deming, Juran and Crosby.
44. THE ADVENT OF TOTAL QUALITY MANAGEMENT
4.4.1 Introduction

Since the 1980s, both scholars and practitioners have developed a new method of
measuring quality as a result of globalisation This new concept, Total Quality
Management (commonly referred to as TQM) in effect replaced quality assurance and
involves the application of quality management principles throughout the entire

organization.

Dory and Schier (2002) explain that TQM was one of the several approaches that
appeared during the early 1990s in an attempt to address all of the problems associated
with serious quality deficiencies. TQM is an organised and integrated system for
improving performance. It simply means continually improving performance at every
level of every process, with the sole purpose of meeting and subsequently satisfying
customers’ expectations and requirements. Burati and Oswald (1993) pointed out that “it

should be viewed as a journey, not a destination”.

During the course of this literature review it will become quite clear that TQM is based
on the theories and methods of Deming (1986), Juran (1988), Crosby (1979, 1984),
Feigenbarn (1991), Garvin (1983) and other notable writers in the quality management
field.

4.42 Definition of TQM

Many firms boast of having introduced TQM into their organisations. Unfortunately,

very few have truly embraced the basic concept, much less explored this phenomenon

that is so often associated with improving quality and reducing costs. Still, many authors

agree that TQM has become well established as a system for improving both the
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performance of firms and the satisfaction of customers (Lagrosen and Lagrosen, 2003).
Whilst there are many discussions and debates on the subject of TQM, the core of this
literature attempts to address factors believed to be associated with successful
implementation of TQM practices. However, before understanding the process, one

must define the concept.

What is TQM? Like quality and, as we will see later on in this chapter, strategy, TQM is
difficult to define. Indeed, a review of the literature will show that often no definition of
TQM is offered (even though authors and researchers expound on the “history” of TQM
from the quality gurus of Deming, Crosby and Juran). The Japanese adoption and
extension of quality control to present day models such as the European Quality Award,

Malcolm Baldrige National Quality Award (MBNQA) and the Deming Prize.

There are a number of reasons for this confusion and ambiguity in defining TQM.
Firstly, the author submits that TQM remains an evolving concept, thus its definition
changes as new ideas and methods are introduced and developed. This view is supported
by Dale et al. (2000), who argue that TQM is still in the early stages of theory
development and future theoretical development incorporating “appropriate
management theories” needs to be realised before TQM can reach a “refined” stage of
development. Secondly, according to AlSabahi (1999), different firms may require
different forms of TQM. Thirdly, firms are in differing stages of TQM development.
Fourthly, TQM has been called many other names such as total quality (TQ), total
quality control (TQC) and quality improvement (QI), to name a few (Seymour, 1992).

Many have offered their definition of TQM. Oakland (1993) defined it as meeting the
customer’s requirements. @vretveit (2000) agreed with the earlier definition made by
Oakland, but further believed that TQM involves exceeding customer expectations. It
should always be a case where the desired expectation exceeds rather than meets, in

order to achieve the highest levels of customer satisfaction.

In the broadest sense, TQM attempts to establish a set of guidelines or practices that

ensure ongoing adjustment and improvement take place consistent with the operating
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principles of the organisation (Perrott, 2002). In an article entitled “TQM Paradigm in
the Banking Industry”, Rana (2004) examined the meaning of each word within the
TQM acronym as follows:

“Total: Everyone linked with the operations is involved in continuous improvement
(including customers and suppliers, if feasible).

Quality: Customers’ expressed and implied requirements are met fully.

Management: Executives are fully committed”.

Unlike QA, the concept of “TQM?” focuses on improving the quality of a company’s
products and services and stresses that all company operations should be oriented
towards a goal; more importantly, it should be part of the overall management agenda

(Dean and Bowan, 1994).

Oakland (2000) provides one of the more comprehensive descriptions of the concept.
He describes it as an approach to improve competitiveness, efficiency and flexibility for

the entire organisation and states that:

“For an organisation to be truly effective, each part of it must work properly together
towards the same goals, recognising that each person and each activity affects and in
turn is affected by each other... the methods and techniques used in TOM can be
applied throughout any organisation”.

For the purposes of this research, the meaning of TQM would be viewed from the

following definition as developed by the author:

“TOM is an ongoing organization wide process, requiring total commitment from top
management and involving everyone in the organization to continuously improve the
quality of products and services with the view to satisfying the customer’s needs”.

Through its various definitions, one can surmise that TQM is a well structured approach
geared towards meeting and exceeding customer requirements, by creating organisation-

wide participation and commitment in the planning and implementation of a continuous
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improvement process, with an emphasis on people and their participation and openness

to the process of continuous transformation.

However, defining TQM is only one facet of what the method entails. In order to fully
understand the concept, it is equally important to understand the principles, tools and
techniques which have been developed by pioneering gurus such as Deming, Juran and

Crosby. The following section looks at the contribution of these men in further detail.
4.4.2.1 Pioneers of Total Quality Management

Whilst there are many quality “gurus” who have contributed significantly to our
knowledge and understanding of quality, this research will focus on three: Deming,
Crosby and Juran. These three men are considered the pioneers and gurus of TQM
because of their contribution to knowledge and the development of TQM principles and
methods. These three men devoted their lives to helping organisations improve the
quality of their products and services. In order to understand the theory behind TQM, it
is necessary to understand the background of these founders as well as their

philosophies and methods.
4.4.2.2 W. Edward Deming

Dr. W. Edward Deming is widely regarded as the visionary father of the quality
movement, and is arguably the most famous of the three gurus. Deming was an
American who was initially ignored in his own country though he was instrumental in
assisting the Japanese in rebuilding their economy after World War II. Deming held a
doctorate in physics from Yale and worked for the US government in the department of
Agriculture and the Bureau of Census (Gitlow and Gitlow, 1987). He was a keen
statistician and in the 1950s was invited by the Union of Japanese Scientists and
Engineers to conduct a course on quality control. Inspired by Deming, the Japanese
embraced the notion of quality. In recognition of his contribution to their country, the
Japanese Union of Scientists and Engineers established the Deming Prize, to be

discussed further in Chapter 6.
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4.4.2.3 Deming’s Philosophy

Prior to World War 11, Japanese goods had a very poor, inferior image. Consequently,
the Japanese decided that they needed to improve on quality. In an effort to improve
quality, the Japanese Union of Scientists and Engineers (JUSE) invited Deming, who
was subsequently instrumental in transforming Japanese industrial output from low

quality to extremely high quality.

Deming’s philosophy emanated from his background as a statistician and his association
with statistical process control and other problem-solving methods used to improve
processes and reduce the inevitable variation which occurs from “common causes” and
“special causes” in production. Based on his interaction with Dr. Walter Shewhart,
Deming advocated for management to focus on the causes of variability in the

manufacturing process (Beckford, 2002). This is reflected in his words, as follows:

It is good management to reduce the variation of any quality characteristics... Reduction in
variation means greater uniformity and dependability of product, greater output per hour,
greater output per unit of raw material, and better competitive position.
Cases of variation and of high cost, with loss of competitive position, may be usefully subsumed
under two categories:

»  Faults of the system (common or environmental cases) 85 percent:

o These faults stay in the system until reduced by management. They include poor
product design, non-conforming incoming materials, and poor working
conditions.

»  Special cases 15 percent.
»  Special cases relate to the lack of knowledge or skill or poor performance.

e These are the responsibilities of employees. However, it is management’s
responsibility to provide adequate training and to continuously strive to improve

the existing systems.

Source: Deming (1982)

Focusing on the term “quality”, Deming placed much emphasis on the customer and
defined quality as “satisfying the customer, not merely to meet his expectations but to
exceed them”. Deming insisted that a company should strive to provide the customer

with more than they anticipated. Similarly, in the words of Scholtes and Hacquebord
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(1987), “If your customers are not delighted, you have not begun to achieve quality”.
Deming’s philosophy thus commences and concludes with the customer and can be
summarised by what he refers to as the chain reaction for quality improvement
(Deming, 1986). He believed that by improving quality, cost would decrease and
productivity improve, which in turn would result in improved market share (http://tql-

navy.org).
4.4.2.4 Deming’s Methods

Deming’s methods include the use of statistical tools and a fundamental change in
corporate culture. Both of these are fundamental to the successful implementation of his
philosophy. His method is outlined in his 14 points for senior management, which are
geared towards helping people understand and implement the necessary transformation

to a quality organisation. The 14 points put forward by Deming are listed in Figure 4.1.

Figure 4.1 Deming’s 14 points for Management

No. Point

1 Create and publish to all employees a statement of the aims and
purposes of the company or other organisation. The management
must demonstrate constantly their commitment to this statement.

2 Learn the new philosophy, top management and everybody.

3 Understand the purpose of inspection, for improvement of processes
and reduction of cost.

4 End the practice of awarding business on the basis of price tag alone.
5 Improve constantly and forever the system of production and service.
6 Institute training.

7 Teach and institute leadership.

8 Drive out fear. Create trust. Create a climate for innovation.

9 Optimise toward the aims and purposes of the company the efforts of
teams, groups, staff areas.

10 Eliminate exhortation for the work force.
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This cycle was previously known as PLAN, DO, CHECK and ACT, but Deming
changed the third item to STUDY because with only a ‘check’ one might miss

something. The Deming cycle is illustrated in Figure 4.2 above.

Deming also placed considerable emphasis on promoting “zero defects day”, where
management and employees reaffirm their commitment to quality excellence. All in all,
Deming’s training programme focuses on helping managers develop an organisational

culture that focuses on delivering quality throughout the entire organisation.
4.4.2.5 Dr. J. M. Juran

Dr. Joseph M. Juran began his career in 1924 with Western Electric’s Hawthorne
Works. His first job was troubleshooting in the Complaints Department. Additionally,
he held degrees in both electrical engineering and law. In 2004, he became an honorary
doctor at Luled University of Technology in Sweden. His career spanned nearly 80
years. The first edition of his book, “Quality Control Handbook”, in 1951 led to his pre-
eminence in the field of quality. It also served to attract the attention of the Japanese
Union of Scientists and Engineers (JUSE), which invited him to Japan in 1952. Juran’s
impact on the quality movement in Japan was second only to that of Deming and he
made ten trips to the country during his lifetime. He popularised the Pareto principle,

which he summarised as the “vital few and trivial many”.
4.4.2.5.1 Juran’s Philesophy

Juran considered quality management as three basic processes: quality planning, quality
control and quality improvement. His philosophy can be summarised in what he called
the “quality triology” (Juran, 1989; Juran & Gryna, 1993). In his view, the underlying
concept of the quality triology is that:

1. Such chronic problems are traceable to an inadequate quality planning process;
2. The sporadic problem is detected and acted upon by the process of quality control
and

3. The chronic problem requires a different process, namely quality improvement.
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Juran held that the starting point lay with quality planning, i.e. creating a process that
would be able to meet established objectives, and do so under operating conditions. By
and large, people working in the plaI;ning phase are responsible for determining who
their customers are and identifying their needs and expectations. On the other hand,
quality control is concerned with maintaining consistency and not allowing defects or

inefficiency to increase, bearing in mind that quality is efficiency.

Juran was also of the view that the control process addresses sporadic spikes in
variation; if necessary, the people working in this process create teams to determine the
causes of an unanticipated or abnormal variation in the process. In other words, this
process involves evaluating actual performance, comparing this performance to goals or

standards and then taking action on the difference.

Finally, those involved in the quality improvement process are concerned with lowering
the knock-on costs of poor quality in the existing process, but more importantly they are
also responsible for raising quality performance to unprecedented levels. In this respect,
Juran’s approach addresses continuous improvement. It is also worth mentioning that
each process in the trilogy can be applied to any type of business in any part of the
world. His methods also include identifying customers, establishing measurements and

diagnosing causes.
4.4.2.5.2 Juran’s Method

The quality improvement methodology, as identified by Juran in his quality trilogy,

requires project-by-project implementation involving four simple steps:

1. Establish the infrastructure needed to secure annual quality improvement.

2. Identify the specific needs for improvement — the improvement projects.

3. For each project established, a project team with clear responsibility for bringing
the project to a successful conclusion.

4. Provide the resources, motivation and training needed by the teams to diagnose
the causes, develop remedies and establish controls to keep quality at the
improved levels (Juran and Gryna, 1988).
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Other concepts developed in an effort to support his philosophy are discussed in the

following section.
4.42.5.3 Juran’s Other Concepts

Juran stresses that organisations produce and distribute their products through a series of
specialised activities carried out by specialised departments. These activities are
depicted by the spiral of progress in quality. In effect, the spiral shows the actions or
activities deemed necessary prior to a product or service being introduced into the

marketplace (Juran and Gryna, 1988).

The other two concepts developed by Juran are (i) breakthrough activities (Juran and

Gryna, 1970) and (ii) the vital few and the trivial many.

Like Deming, Juran acknowledges that most quality-related problems are the result of
poor management, not employees. It is also the author’s view that Juran’s approach is
essentially the same as Deming’s, because quality is essentially a management
responsibility that needs to be performed systematically and coherently and ought to be
communicated to all the relevant stakeholders in order to achieve “continuous quality

improvement”.
4.4.2.6 Philip Crosby

According to Time magazine (1984), Philip Crosby is the leading evangelist of quality.
A graduate of Western Reserve University, he served in both World War 2 and the
Korean War. He then worked for Crosley, Martin-Marietta and ITT, where he was
corporate vice president for 14 years. He was perhaps best known for popularising the
“zero defects” concept. As a result of the interest shown in his book “Quality is Free”
(1979), he left ITT to set up Philip Crosby Associates Incorporated and started to teach
organisations the quality principles and practices outlined in his book. In 1985, his
company was floated for $30 million. In 1991, he retired from Philip Crosby Associates
to launch Career IV Inc, a consultancy advising on the development of senior

executives.
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4.4.2.6.1 Crosby’s Philosophy

Crosby defines quality as conformance to requirements. Generally, it is presumed
without question that management can plan and achieve “conformance to requirements”
(Crosby, 1979) and that organisational outcomes will match management’s desired
intentions and objectives (Knights and McCabe, 2002). In other words, the requirements
of a product and/or service, need to be defined and specified in absolute terms so that
they are properly understood. The foundation and guiding philosophy of Crosby’s
approach is prevention. His general rule is that higher quality reduces costs and

increases profits.

Crosby’s approach to quality is demonstrated through his actions and suggestions on
how to tackle quality improvement issues. He identifies four absolutes of quality
management and it is also fair to say that he considers them to be the core concepts of

the quality improvement process.

Crosby’s four absolutes are:

1. Quality is by all means conformance to requirements, not goodness.

2. The system for achieving quality is prevention, not appraisal. In Crosby’s eyes
training, discipline, example and leadership can all greatly produce preventives.

3. The performance standard is zero defects. The attitude of “that is close enough” is
not tolerated in his approach to quality.

4. The measurement of quality is the price of non-conformance. Non-conformance is a

management tool for diagnosing an organisation’s effectiveness and efficiency.

In essence, Crosby (1980) consolidates his definition of quality along these lines:

“Requirements must be clearly stated so that they cannot be misunderstood.
Measurement is then taken to finally determine conformance to those requirements. The
non-conformance detected is the absence of quality. Quality problems become non-

conformance problems and quality “becomes definable”.
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Crosby also popularised the concept of “zero defects”, which, contrary to what is
generally believed, is not just another piece of management or motivational jargon, but
an attitude, philosophy and commitment to prevention. In essence, it involves getting it
right the first time. In other words, what Crosby claims is that an organisation should
not be happy even if 95% of its customers are fully satisfied with the products or
services received. That would be the same as saying that they were prepared to accept
the fact that 5% of their customers were not satisfied. The costs of 5% of unsatisfied
customers, including the effects of them sharing their experiences with others, could be
considerable. Hence, organisations shouldn’t be satisfied until they have achieved zero
defects. By this, Crosby is not implying that a given organisation could necessarily

achieve zero defects, but he is saying that it should never be complacent.

Additionally, Crosby’s approach also provides for the establishment of a zero defects
day, which requires a person from management to re-affirm commitment to quality and
allows employees to make the same commitment. While the definition of the quality
performance standard (zero defects) has been explored from Crosby’s perspective, it is
also worth mentioning his general approach to the subject matter via his 14 steps to

quality improvement.
4.4.2.6.2 Crosby’s Method

Crosby (1979, 1984) firmly believes in the following 14 steps to improving and

sustaining quality throughout the organisation:

1. Management Commitment — to discuss the need for quality improvement with
management. More precisely, it is important to understand management’s
perspective on quality.

2. Quality Improvement — to set up a high-level, cross-functional team to run the
quality improvement plan. In attendance should be people who can speak for and on
behalf of their department, in order to commit to that operational plan.

3. Quality Measurement — to provide a report of current and potential non-

conformance problems in a coherent and objective manner. In essence, quality
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measurements for each area of activity must be established where they don’t exist
and received where they do.

Cost of Quality — to define the ingredients of the cost of quality and explain its
implementation as a potential management tool, bearing in mind that the cost of
quality is not an absolute performance measurement. It is an indication of where
corrective action will be profitable for a company. The higher the cost, the more
corrective action that needs to be employed. In essence, it involves reducing the cost
of quality in an effort to increase profitability without actually increasing sales,
buying new equipment or hiring additional staff.

Quality Awareness — fhe need to emphasise the meaning and understanding of
quality. This is done by training supervisors to orient employees and by providing
visible evidence of the concern for quality improvement through communication
material such as booklets, films, seminars and posters — to mention just a few.

. Corrective Action — to provide a systematic method for resolving problems
identified. As people are encouraged to speak freely about their problems,
opportunities for correction present themselves automatically. Some of these
problems are not simply the defects found as a result of an inspection, audit or self-
evaluation, but also less obvious problems — as seen by the normal working staff
themselves — that require attention.

. Establish an Ad — a committee for the zero defects programme. A means of reducing
defects usually involves a team comprising three to four employees that are selected
to investigate the zero defects concept and ways to implement the programme. The
main objective is to communicate to all employees the literal meaning of the term
zero defects and the thought that everyone should do things right the first time, all
the time. This ought to be transmitted to every member of the team.

Supervisor Training/Education — Define the type and extent of supervisor training. A
formal orientation with all levels of management should be conducted prior to the
implementation of any quality-related programme. All managers must understand
each step well enough to explain it to their people. The proof of understanding is the
ability to explain it.

. Zero Defects Day — Where management and employees reaffirm their commitment

to quality. Management should explain the programme to their people and do
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10.

11.

12.

13.

14.

something different in the workplace so that everyone will recognise that it is a “new
attitude” day, bearing in mind that the ultimate goal is to provide defect-free
products and services to the customer.

Goal Setting — Goals and commitment are set by employees for themselves and their
groups. During meetings with employees each supervisor requests that they establish
the goals they would like to strive for. Usually, there should be 30-, 60- and 90-day
goals. All should be specific and capable of being measured.

Communication — Develop a method for employees to communicate with
management regarding errors. Usually, individuals are asked to describe any
problem that keeps them from performing error-free work on a simple one-page
form. The functional groub will in turn develop an answer or simply find a solution
to the problem. It is important that problems be acknowledged within twenty-four
hours.

Recognition — Award programmes are established to recognise those who achieve
their goals or perform outstanding acts. The prizes or awards should not be financial.
Recognition is what is important.

Quality Councils — The quality professionals and team chairperson should be
brought together for planned communication on a regular basis. This is necessary to
determine actions required to upgrade and improve the solid quality programme
being implemented.

Do it over Again — The need to emphasise that quality improvement never ends and
is a constant effort. Therefore, it is necessary to set up a new team of representatives

and commence the process once more.

Crosby (1984) further explains that, “mistakes are caused by two factors: lack of

knowledge and lack of attention”. In the case of the first he believes that education and

training will assist in eliminating this issue. However, he is of the firm view that

personal commitment to excellence (zero defects) and attention to detail will cure the

second cause of common mistakes.

Although each of the quality pioneers has their own distinctive style and approach, a

number of similarities and differences are discussed below.
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4.4.2.7 Similarities

Crosby, Deming and Juran agree that:

1. It is management’s responsibility to establish an organisational culture in which
commitment to quality is and should always be the main focus.

2. Continuous improvement, especially along the lines of education and training at
all levels of the organisation.

3.  Effective communication, cooperation and teamwork remain critical in the
process of quality improvement.

4.  Top management is responsible for quality — not the employees.

The pursuit of customer-focused quality is a long-term process that will not
produce results overnight.

6.  They do not view improvement in terms of the final product. The emphasis is on
the prevention of product defects, not inspection after the event, and on the
reduction of the costs of quality to improve competitiveness.

7. All support the practice of involving suppliers in the quality effort. It is
impossible to achieve quality when products or services provided by suppliers are

inferior.
4.4.2.8 Differences

The main differences are along the lines of measurement, goal setting, supplier

relationships and leadership activities.

1. Use of measurement: Both Juran and Crosby view the cost of quality as a
focus of measurement. Similarly, both use reduction in cost as an indicator of the
effectiveness and efficiency (profitability) of the process used to meet customer
requirements. On the other hand, Deming does not use the cost of quality as a

focus of measurement. He considers that unknown costs, such as the impact of the loss
of a customer, are far more important than the visible ones outlined by Crosby and

Juran. To Deming, measuring and meeting customer requirements and expectations
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about a product or service are paramount to implementing quality improvement

practices.

2. Goal Setting: Crosby strongly believes that the ultimate goal should be
defect-free products and services. In his view, a quality product or service results when
the process has consistently produced something that falls within the defined limits.
Deming, on the other hand, considers that being within specifications is but only the
first step to continuous process improvement. He advocates reducing process variation
on a continuing basis to improve and enhance quality. Deming also opposes the use of
numerical goals and quotas as a means of managing the overall work itself. He believes
that such a method can have a negative effect on both the quality of product and

individual and team morale.

In the case of Juran, well formulated and articulated objectives for employees are
necessary. Additionally, management should also provide a proper plan for said
objective in an effort to achieving same. In essence, every aspect of the business
including its human resources ought to be working with a plan, which should ultimately

include objectives, strategies and means of implementation.

3. Supplier Relationship: Deming is in favour of working with a supplier
wherever possible as a means of reducing the variability of incoming materials. He also
believes that this practice should be built on a long-term relationship of trust and
understanding between supplier and recipient company. The end result is the
establishment of a long-term relationship and improvement on the part of those
supplying incoming materials and services, which will in turn lead to better products

and services.

Juran and Crosby identify and understand the principal advantages of utilising a single
supplier, but they take a more conservative view and simply suggest reducing the
number of suppliers, due to possible strikes, accidents or other unforeseen problems
beset by suppliers. Different suppliers are also recommended in cases where the product

is considered critical.
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4. Leadership Commitment: While they all acknowledge and agree that top
management’s involvement, commitment and direction are essential in the introduction
and implementation of quality-related practices, each has a different view on the subject

matter.

5. Crosby emphasises on “Zero Defects Day” as a means of getting
management to reaffirm its commitment to quality and, by extension, all of the
employees. Similarly, Juran also has an annual quality programme which involves the
top management team. Such occasion is used by management to reinforce their
commitment and to communicate to all employees their support and involvement to
quality improvement. Deming, on the other hand, does not see management
involvement and commitment through any specific programme. While he recognises
management’s commitment to quality improvement, he sees it as a part of their overall
role and function. More importantly, it is the responsibility of top management to show
commitment through leadership. In essence, leaders must be able to direct their
employees by example, as opposed to paying the usual lip service. A true leader places

particular emphasis on managing quality; it is just another part of the management mix.

From the general comparison on the quality management approaches developed and
proposed by the quality gurus, some shortcomings and limitations are apparent.
Different researchers hold different views of what quality management ought to address.
Even though the essence of their debate hinges upon the weaknesses of a conceptual
framework and methodology, there is no doubt Deming, Juran and Crosby’s original
works on quality management require a strong element of creativity, which is at the

heart of theory formulation.

Since theory cannot be established or improved until we have a theorising process, and
we cannot improve the theorising process until we have a well-documented
methodology (Weick, 1989, 1995; Partington, 2000), it might be safe to conclude that

certain linkages are evident from the works of these three pioneering figures, such as
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management involvement in quality improvement, increasing productivity, reducing

costs and meeting customer needs on an ongoing basis.
4.43 TQM Principles

Since the 1980°s TQM has arguably, become the most commonly used management
acronym. Oakland (1993) calls TQM a new way of managing to improve a business to
meet customer’s requirements. Many research studies recognizes TQM as incorporating
in particular the contributions of Deming, Juran and Crosby. One can therefore say that
TQM has evolved into a philosophy incorporating principles as identified by the three
“gurus” Deming, Juran and Crosby. This TQM philosophy recognises:

Focus on the customer

The importance of training and development

The involvement and commitment of everyone to quality improvement
Continuous improvement as a philosophy

The use of teams and teamwork

The use of appropriate tools and techniques

NS R WD =

Goal setting measurement, feedback and rewards for all processes within the
organisation
8. A change in the culture of the organisation

9. The inclusion of quality principles into products and service design

Based on the foundation laid by Deming, Crosby and Juran, it is perhaps convenient at
this time to introduce TQM and its effectiveness in assisting firms to achieve a
sustainable competitive advantage since this is in fact the major subject of interest in
this research study. To do this, it is necessary to examine briefly, the relationship

between quality and TQM.
4.44 Relationship between Quality and TQM

The difficulty in separating quality from TQM, especially in the service industry, could
be a daunting task. While quality is regarded as the responsibility of everyone, TQM is a

long-term perpetual improvement process requiring the input of both human and
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financial resources. In essence, it is a continuous effort with no deadlines or target date
(Mehra et al., 2001). Perhaps this is the reason why quality and reliability became so
synonymous with Japanese manufacturers, especially the electronics industry, where
there is general consensus regarding the adoption of quality-related practices as a major

strategy in differentiating themselves with the West.

In the author’s opinion, quality in the real sense was adopted and implemented by the
Japanese through these renowned experts as their core strategy. While America and
Europe were paying attention to new technology, new product development, pricing,
distribution and promotional strategies, industrial Japan already begun to focus its
attention on quality. From the 1950s through to the 1980s, the Japanese proved that the
implementation of quality practices was the key to success. It is also worth mentioning
that even today the Japanese continue to use quality as perhaps their major source of

sustainable competitive advantage.

One can argue that without quality there can be no marketing, as quality plays an
important role in the satisfaction of customer needs. As Cole (1999) noted, “quality has |
been well documented as being amongst the most significant competitive advantage for
Japanese automobile producers”. Deming (1986) made it quite clear when he said “pay
attention to quality first. Quality goes up and costs go down”. This would result in
having less waste, less rework, less scrap, further allowing the firm to enter the market
with better and better quality and lower and lower cost. Thus, paying attention to quality

becomes the primary competitive strategy.

Just ask yourself... what has been the most important characteristic of all Japanese
companies since the 1960s? One would have to agree that it’s all about “managing total
quality”. Zeithaml et al. (1990) further reinforce this point when they argue that a
company which is dedicated to total quality produces marketing at all levels through the
commitment to satisfy customers both internally and externally, and more importantly
this comes from the dynamics of the marketplace. But how are companies going to
achieve high levels of quality practices? From an overview of the subject matter it has

become quite clear that TQM promises to both improve quality and reduce costs.
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Furthermore, it is meant to be a holistic approach that seeks to integrate all
organisational functions to focus on meeting customer needs and organisational
objectives satisfactorily (Kumar et al., 2009). In general, TQM is viewed as the process-
oriented philosophy of enhancing customer satisfaction through the production of goods
and services (Mehra et al., 2001), whereas quality management practices of the past

focused on corrective measures, regarded as “after the fact”.

In her article “From Quality Assurance to Total Quality Management”, Frattali (1991)
identified four actions for firms wishing to make the move from TQM theory to

practice, namely:

1. Read in order to have a thorough understanding of the concept. The following
writings were recommended: Berwick (1989, 1990), Deming (1986), Crosby
(1979, 1984) and Walton (1986).

2. Create a vision. Block (1988) stated that a vision is both strategic and lofty,
further explaining that “lofty” captures your imagination and engages your spirit
and “strategic” focuses on customer needs and expectations.

3. Adopt a new philosophy which will demonstrate that poor quality is costly,
make us strive towards continuous improvement and encourage the participation
of all.

4. Familiarise yourself with quality management tools, since, TQM involves the
use of a number of statistical techniques used to study and control work

Processes.

4.4.5 TQM Practices

A firm has a number of options in the implementation of TQM in ways that can best
cater to its needs and requirements. However, in order to enjoy the benefits of successful
TQM implementation, the firm must first identify what it wishes to achieve through

TQM implementation, as well as the requirements for implementation.
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Firms also have the option of benchmarking their progress with other key models.
According to Zhang et al. (2000), quality award models such as the European Quality
Award (1994) in Europe, the Deming Prize (1996) in Japan and the Malcolm Baldrige
National Quality Award (2005) in the USA, all provide a useful benchmark framework
against which firms can evaluate their quality management methods, the deployment of
these methods and the end business results. This chapter thus introduces three of the key
TQM models that will be used to benchmark the proposed model developed in Chapter
6.

4.4.6 Objectives of TQM

For organisations to succeed in their quest to adopt TQM they need to know where they
are now, as well as where they would like to be. These answers can only be provided by
the top management team, the involvement of which is therefore a critical factor in the
implementation process. According to Juran (1993), it is the responsibility of senior
management to develop appropriate visions, missions, objectives, strategies and
philosophies that support quality-related practices or continuous improvement. In turn, it
is the responsibility of everyone to develop a sense of commitment to the new TQM

direction (Beer, 2003).

Burr (1993), Evans & Lindsay (1996) and Lindsay & Patrick (1997) suggest that the
objectives of TQM are to:

. Satisfy the needs of the customer
Prevent poor quality rather than correcting problems after the fact

Develop an attitude of continuous improvement

SRR SR

Understand value-measuring performance to identify opportunities and maintain
improvement

Eliminate chronic sources of ineffectiveness

b

6. Gain competitive advantage by continuously improving every facet of a firm’s

activities
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There seems to be a general agreement that TQM is considered more than just as set of
tools and techniques for dealing with quality problems; it is now seen as a guiding
philosophy for an entire organisation (Hooley, 1993); so much so that it is considered to
have the greatest impact upon operational performance and then business performance
(Robson et al., 2002). Therefore, in the author’s view, the objectives of TQM can be
applied to any type of business or organisation, and as such are intended to improve the
quality of products and services, reduce costs, create more satisfied customers and
employees, promote stakeholder involvement and enhance productivity, reduce lead

time, reduce cost and subsequently achieve competitive advantage.

If a well-articulated TQM-related strategy is to emerge, then meaningful and measurable
objectives have to be established. Bearing in mind that these objectives are normally
revised annually in accordance with changes within both the internal and external

environment.
4.4.7 Requirements for TQM

A review of the literature has identified the following requirements for the effective

adoption of TQM:

Top management involvement

Adoption of a quality enhanced philosophy

Emphasis on TQM-oriented training

Focus on the customer, continuous improvement of processes

Management by fact

High levels of participation and teamwork

Transferring of ownership to those responsible for the implementation of TQM
Staying close to suppliers

The proper use of TQM methods

A S AN O R o B O

(Dean and Bowen, 1994; Hackman and Wageman, 1995; Powell, 1995; Pitts, 1994;
Reeves and Bednar, 1993; Gopalakrishna et al., 1992; Brah et al, 2000).
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Crosby, Deming and Juran addressed most, if not all, of the above requirements for
TQM. Similarly, the aforementioned framework which addresses some of the basic

requirements for TQM concurs with earlier works by Kanji and Asher (1993), namely:

TQM is strategically linked to business goals;
Customer understanding and satisfaction are achieved throughout the organization;

Management’s overall involvement and commitment are required and

Cal o S

An environment of inclusion must be present for both customer and supplier

The above was adopted by McAdam and O’Neill (1999). Similarly, Chorn (1991)
suggests that TQM techniques, like other implementation procedures, are contingent on
strategy. The requirements for TQM seem pretty straightforward, but if they are not
documented and expressed via a basic framework, then it may be difficult to implement
and subsequently measure. Measurement of some sort (score out of 10) is suggested by

Deming and other experts.

Black and Porter (1996) also conducted a study to determine critical TQM success
factors (requirements) using, as a sample, members of the European Foundation for
Quality Management. The survey questions were developed from the Baldrige Award

Criteria and a thorough literature review. The TQM critical success factors were:

People and customer management

Supplier partnership

Communication of improvement information
Customer satisfaction orientation

External interface management

Strategic quality management

Teamwork structures for improvement

Operational quality planning

A S I AT L T O

Quality improvement measurement system

[
o

. Corporate quality culture
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Interestingly, Black and Porter (1996) concluded that the TQM field had become much

more complex since the Saraph et al. study in 1998.

4.5 TQM IMPLEMENTATION
4.5.1 Introduction

TQM has developed as a discipline to encompass approaches to managing an
organization’s processes, people and procedures (Sullivan -Taylor and Wilson, 1996).
TQM principles and practices have been adopted by many leading organizations and is
now accepted as part of the organization’s agenda. However, implementing TQM is still
very much a major organizational change that requires a transformation in the
organization’s culture, processes, vision, strategic priorities, beliefs and modifications
and adjustments to the TQM tools, among others (Motwani, 2001, Yasin et. al. 2004).
The purpose of this section is to demonstrate that once a firm has set its objectives it can

begin the process of TQM implementation.

The importance of TQM implementation for a company’s performance and success
within the global marketplace is widely recognised in the business literature and practice
(Weintraub, 1993; Kekile & Kekile, 1995; Black & Porter, 1996; Al-Khalifa &
Aspinwall, 2000). It is also a well-accepted fact that central to the long-term success of
TQM within an organization, is the implementation process (Roger et al., 1994; Shin et
al., 1998). If firms expect to reap the benefits of TQM implementation, they must be
cognisant of what the process entails, as well as the failures and barriers which

commonly affect success of the implementation.

After merging the recommendations of a number of writers in the areas of quality,
healthcare quality, changing an organisation’s culture and personal experience, Jackson
(2001) developed the following five main actions necessary for the successful

implementation of TQM:

1. Set up a steering committee
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Develop a vision for TQM
Agree on a strategy for implementation

Implement the strategy

“wos »N

Assess and review progress

Jackson (2001) further explained that the above actions could be broken down into other

specific actions, which can be seen in Appendix F.
4.5.2 Benefits of Implementation

TQM has been implemented in a number of firms throughout the world. In so doing,
these firms have benefited from the process. Accordingly, this section lists some of the

benefits of implementing TQM.

The results of several studies have shown that the adoption of TQM practices can allow
firms to compete globally (Easton, 1993; Handfield, 1993; Hendricks & Singhal, 1993,
1997; Womack et al., 1990).

Based on his study of 39 firms that had implemented TQM practices, Powell (1995)
concluded that TQM-adopting firms outperformed non-TQM-adopting firms. From a
healthcare perspective, Yasin et al. (1998) reinforce the point that TQM implementation

has the potential to significantly improve the performance of the healthcare industry.

Gerber (1992) presented strong arguments favouring TQM practices, when he stated,
“when a hospital is able to obtain both lower costs and better quality through its TQM
efforts, it will place itself in a better competitive position” (Gerber, 1992). This view
was later supported by Anderson (1994), who revealed that many firms had arrived at
the conclusion that effective TQM implementation could improve their competitive

abilities and provide advantages in the marketplace.

Lewis (1998) confirmed the importance of TQM in improving overall quality and

customer satisfaction. For many, TQM focuses on continuous improvement of work
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processes in an effort to enhance the firm’s ability to deliver high-quality products or

services in a cost-effective manner (Spector & Beer, 1994).

While improvements in business performance are at the heart of successful TQM
implementation, researchers frequently use financial performance as a means of
measuring overall performance. Research conducted by Douglas & Judge (2001) is
considered the first large-scale study to confirm the expected positive relationship
between the degree of implementation of TQM practices and overall organisational

performance, but some organisations are yet to be convinced of its perceived benefits.

The conceptualisation of TQM implementation and competitive advantage is wide and
varied. It is often characterised as the degree of enhancing organisational performance
(Shortell et al., 1995; Westphal et al., 1997) attained by improving the quality of
products and services, reducing costs while at the same time increasing efficiency
(Appleby, 1995), creating more satisfied customers and employees (Lovelock, 1988),
effective implementation of TQM-based strategy (Bergman, 1994), continuous
improvement (Deming, 1986) and long-term partnerships with suppliers and customers

(Christopher, 1998).
4.5.3 Reasons why TQM Fails

Burrows (1992) reported a 95% failure rate for initiated TQM implementation
programmes. In most instances the failure was down to reasons such as lack of vision
and commitment from senior management, limited integration between systems,
processes and resources in the organisation, and last but by no means least, ill-conceived

implementation plans (Allpebaum & Wohl, 2000).

Hendricks & Singhal (2000) suggest that TQM’s failure in some organisations results
from their misconception of what it entails. The authors explain that many firms adopt
TQM with inflated expectations and a quick fix mentality — that it is believed to have
the answers to all their problems and will reverse poor performance. When swift

gratification is not forthcoming, it is deemed a failure.
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Thus far, the literature has been abundant in identifying the link between top
management’s involvement and successful implementation. However, it has not always
been the case where top-level managers have acted as they should. Giles (1991) explains
that “top management who develop their strategy in isolation leave certain staff
members (especially line managers) without proper ‘ownership’ of strategy and no

understanding of the rationale behind it”.

Sinclair and Zairi (1995) pointed out that inappropriate or poorly designed performance
management systems could cause considerable problems for effective TQM
implementation. In a similar vein, it was indicated that there is a major challenge in

fitting TQM into daily work and management practices (Wang & Ahmed, 2001).

According to Yang (2005), TQM is an integrated management philosophy and a set of
practices that emphasise, among other things, continuous improvement, meeting
customers’ requirements, reducing rework, long-range thinking, increased employee
involvement, problem solving, constant measurement of results and closer relationships
with suppliers. Fundamentally, the adoption of TQM requires organisations to
implement change throughout their entire operation (Oakland & Sohal, 1996). However,
the required changes are not always made and, as such, the full benefits cannot be

realised.
4.5.4 Barriers to TQM Implementation

According to Garvin (1991), “Quality advocates cdntend that TQM will only be
successful if the entire organisation becomes involved”. More importantly, TQM
principles need to be integrated and articulated at the strategy formulation level and
fully supported by human resources. Above all, this new initiative will inevitably result
in changes in behavior patterns further resulting in additional training in order to

achieve the required skills and understanding (Sullivan — Taylor and Wilson, 1996).

Similarly, Beer (2003) suggested that TQM will only be successful if the organisation
starts with a “quality of direction”. He further argued that quality depends on an

effective senior team — one that has developed real agreement about the commitment of
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In essence, these barriers represent the inevitable problems senior teams face in
developing agreement about their strategic intent, designing the organisation to achieve
requisite coordination, and then learning the truth about how organisation behaviour and
leadership may be preventing effective implementation. Figure 4.4 above illustrates how
the six barriers contribute to poor quality of direction, irnplementatidn, management

intent and organisational action (Beer, 2003).

Despite TQM’s perceived benefits, an examination of published material suggests that
not enough care and attention is being devoted to barriers and problems associated with
its implementation (Ghobadian & Gallear, 2001). In fact, more and more organisations
are adopting TQM practices with the inflated expectations and quick-fix mentalities
mentioned previously (Hendricks & Singhal, 1997). Above all, TQM was meant to have
answers to all the problems, including improvement for overall business performance.
According to Yasin et al. (2004), successful implementation of TQM has impacted
positively on three major extemélly measured variables in market share, return on

investment (cost) and competitive position.

Furthermore, a number of researchers and authors have concluded that despite the
attention TQM has received, it still suffers from a proliferation of uncoordinated
activities that reveal little evidence of its apparent effectiveness (Glover, 1993; Mann
and Stewart, 2000; Ovretveit, 1998). It should be noted that whilst TQM is regarded as
one of the most effective ways to improve quality and enhance productivity (Oakland,
1993; Becker et al., 1994), there still exists no single model that has been unanimously
established and recognised. However, in an attempt to address some of the barriers and
problems that seem to “haunt” management during the implementation phase, the next
section will review the Quality Award Models or what the author calls the “three

reference models”.
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4.6 REVIEW OF QUALITY AWARD MODELS
4.6.1 Introduction

Draghici and Petcu (2010) are of the view that quality is not only a strategic weapon for
competing in the current marketplace, but it also means pleasing consumers, not just
protecting them from annoyances. Therefore, a company’s specific advantage is to
identify and then compete on one or more of the dimensions of quality (Kumar, 2009).
Achieving a sustainable competitive advantage remains the ultimate aim of companies
bent on surviving and growing their business. This review suggest that this can be
achieved by implementing TQM principles and practices within the firm, provided that
some sort of assessment measures are readily available, user friendly and is not
considered too sophisticated. Presently, most of the assessment models are easily
accessible but suffers from a number of shortfalls. However, it is important that
organizations do not rush into trying to apply any and every assessment model. It is
therefore important for organizations to carefully examine what is readily available and

applicable to their specific requirements (Garvin, 1987, Chase and Aquilano, 1989).

At an international level, there are several Quality Awards such as the Deming Prize in
Japan, the European Quality Award in Europe and the Malcolm Baldrige National
Quality Award in the United States of America. In fact, a UNECE (2004) report says
that there are at least 90 quality and business excellence awards in at least 75 countries.
More importantly, the origin of self assessment of TQM principles and practices can be
directly traced to the initiation of quality programs and business excellence models such
as the aforementioned quality awards. These awards provide a useful audit framework
against which organizations can evaluate their quality management methods, the

deployment of these methods and the end results.
4.6.1.1. Deming Prize

According to the website of the Union of Japanese Scientists and Engineers, the Deming
Prize is one of the highest awards on TQM in the world. It was established in 1951 in

commemoration of the late Dr. W.E. Deming, who contributed greatly to Japan’s
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proliferation of statistical quality control after World War II. As mentioned previously,
his teachings helped Japan build the foundations on which the level of its product
quality has been recognised as the highest in the world. The prize has three award

categories:

1. The Deming Prize for Individuals
2. The Deming Application Prize
3. The Quality Control Award for Factories

The checklist for the Deming Prize covers diverse areas such as the organisation’s
policy and objectives, organisational structure and the use of education and information

(Sallis, 1993), all of which will be further explored in Chapter 6.
4.6.1.2 The Malcolm Baldrige National Quality Award

The Malcolm Baldrige National Quality Award (MBNQA) defines “excellence” in
terms of the overall quality of an organisation. The MBNQA defines core values and
concepts — a “framework” or model establishing the relationships between the “driver,
system, goal and measures of progress” — and an implicit hierarchy of priorities and
values (points assigned to each category of the award, totaling 1000). The MBNQA'’s
scoring criteria and marks have widely been adopted for both the education and the

healthcare sectors.

The MBNQA recognizes seven criteria for assessing businesses. These seven guidelines
are used extensively by organisations trying to understand and implement “quality” as a
key internal driving force and according to Costin (1999), it is used in an attempt to
achieve a substantial competitive advantage. The focus of the MBNQA is on enhanced

competitiveness through strategic planning, which is further illustrated in Chapter 6.
4.6.1.3 The EFQM Model

The EFQM Model is based on the philosophy that customer satisfaction, employee

satisfaction and impact on society, are achieved through leadership and driving policy,
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strategy and other key business activities. The model recognises that there are many
ways to achieve sustainable excellence. It offers a non-prescriptive standard against
which an organisation can assess itself, thus lending easy adaptation to an organisation’s
unique characteristics and circumstances (Bajaria, 2001; Thiagarajan & Zairi, 1997).
The EFQM model establishes nine criteria, which include five enablers and four sets of

results.

The Deming Application Prize, the MBNAQ and the EFQM Excellence Model are
discussed in more detail in Chapter 6 since they allowed the researcher to highlight
specific areas of effectiveness — further lending knowledge in the development of the

TQM Six Senses Model.
4.7 TQM CHALLENGES IN 2011 AND BEYOND

As with the preceding concepts, techniques and philosophies, TQM has inevitably been
the recipient of much negative publicity. “Is TQM Dead?” was the question posed by
USA Today (1995) when it announced the 1995 MBNQA. As another example, an
article on management fads in Business Week proclaimed, “TQM is as dead as a pet

rock” (Byrne, 1997).

According to Peter Scholtes (1996), it is not that TQM is a failure; it is just that the
USA'’s application (and arguably the rest of the world’s) for the quality movement has
never really been tried. If we are to be completely honest, the 1990s the business world
was somewhat obsessed by management fads and every new management technique,
philosophy and new theory was tried and discarded as management fancied, often
without any clear understanding of the technique/concept/philosophy. TQM was no
different. The author is of the view that TQM is one of the most misunderstood concepts
of all time and therein lays organisations’ lack of total success to reap its benefits to

date.

Today, whilst TQM continues to be criticised, some have interpreted the popularity of

quality awards at the state and national levels as evidence that TQM is well and alive
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(Hendricks & Singhal, 2001a and 2001b; Karia & Asaari, 2006). However, much of
the current literature on TQM focuses on realities of implementation rather than the
actual adoption and strategic implications associated with its principles and practices.
The next section addresses the concepts of strategy and sustainable competitive

advantage as they relate to this study.
4.8 THE TQM STRATEGY INTERFACE
4.8.1 Introduction

Today, practitioners and academics alike can only speculate as to what will be the
luminary management concept, technique or philosophy of this decade. How will the
future be different from the past? Or will the past be any different from the future? It is
often said that history repeats itself. Thus, to make the best use of the wisdom and
experience gleaned from years, decades and perhaps even centuries of research and
practice, it may be that the only way to go forward is to first go backwards to the basis
of strategy. Even so, strategy alone will not sustain a firm’s competitive advantage in or
beyond 2011. To survive and have any sustained competitive advantage over their
competitors, it is the author’s view that firms must integrate TQM with strategy. Since
TQM is also commonly referred to as a process oriented philosophy which can enhance
customer satisfaction through the production of higher quality goods and services, the
firm’s primary objective is to simply enhance customer satisfaction. On way of
achieving this objective is through the proper deployment of the company’s strategy.
TQM and its integration with strategy therefore becomes a necessity. Consequently, an
approach is needed to achieve this integration. Ultimately, it is envisages that this would
result in the firm being able to achieve a sustainable competitive advantage. In this case
the approach being adopted is the framework or model defining how integration will be
achieved with specific objectives being achieved. The planning aspect basically implies
the development of a plan in which the TQM principles, philosophies, methods etc. are
integrated with the vision, mission, objectives and strategy of the firm (Mehra, Hoffman
and Sirias, 2001).
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The literature review has shown that TQM has been implemented in various industries
with differing levels of success. However, the author believes that despite the many
criticisms from detractors, the lack of success to date has nothing to do with the
philosophy itself. If TQM has not realised its full potential it is only because it has not
been properly understood and implemented. Surprisingly, the same applies to strategy.
Like TQM, many managers have tried it without any real understanding of its

philosophy. As a result they have failed to realise its full benefits.

If the quality movement and by extension TQM, is to remain alive, grow and prosper in
the 21% century, where do we go from here? In a past interview, Crosby said that quality
professionals need to learn how to help management succeed rather than burden
themselves with increasing rules, procedures and regulations. The 21¥ century is about
reality and not certification (Crosby, 1996); the reality is that organisations exist to be
successful. In the author’s view, being successful hinges on the firm’s ability to develop
a TQM-based strategy that is driven by those at the corporate level. To fully understand
this reasoning, it is necessary to understand the concepts of corporate strategy and

sustainable competitive advantage.
4.8.2 The Importance of Strategy

Of all the decisions that business executives must make, none is more challenging or has
received more attention than choosing from among alternative business strategies, as

failure to select a purposeful strategy can be highly detrimental to business.

To survive and be successful, businesses must choose the best strategy, one that is
capable of enhancing performance while at the same time systematically and
consistently improving efficiency and reducing costs. Buzzell et al. (1975) and Buzzell
& Gale (1987) explained that high quality is a key ingredient in the strategy
performance relationship. Their findings came from an analysis of the 1,000 businesses
in the PIMS (Profit Impact of Market Strategies) database. For all these businesses,

higher product quality was associated with a larger return on investment.
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As seen from the previous sections, evidence of quality as an important ingredient of
commercial success can be traced back to the 1950s with certain Japanese businesses. It
should also be noted that the Japanese have been extremely successful in achieving a
major percentage of world market share, due to the heavy emphasis placed on quality
and meeting the requirement of the market (Garvin, 1983: Kotler et al., 1985; Doyle et
al., 1986). Even today, as we speak in terms of the new millennium and a dynamic
business environment, the Japanese continue to use quality in a variety of ways. From
the many articles written and the research conducted, it would appear that regardless of
whether world economic conditions are favourable or not, the Japanese have managed

to survive.
4.8.3 Definition of Strategy

As with TQM, there are various definitions of strategy, and indeed it could be said that
strategy means many things to many persons. According to the literature, strategy was
originally a term applied to warfare; it was defined as the art of planning and directing
larger military movements and the operations of men (Quinn, 1980). Similar concepts
have emerged in the past via the analysis of military diplomatic strategies (Tuchman,

1962; Foch, 1970).

Numerous papers written about the phenomenon of strategy, such as Ansoff (1965) and
Andrews’ (1971) initial writings, however are still highly influential in such literature.
It is believed that Ansoff (1965) presented researchers and practitioners with one of the
earliest, but still most practical and intellectually stimulating, strategy concepts as he

distinguished “corporate strategy” from “business strategy”.

Andrews (1971) stated that strategy included the ends, goals and objectives to which an
organisation aspires, and the means by which it will be achieved. Hofer and Schendel
(1978) took the concept a bit further, including “functional” levels of the organisation as
belonging to the hierarchies of strategy. In line with previous authors, Mintzberg (1978)
and Johnson & Scholes (1984) explained that strategy is the organisation’s “conception”
of how to deal with the environment, as well as the organisation and its resource
capabilities.
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Mintzberg (1988) later referred to strategy as a plan, a pattern, a position and a
perspective. This highlighted strategy as being deliberate and rational, possessing traits
that were succinct and powerful (Hammermesh, 1986) and could be used as a tool for
reorienting an organisation’s thrust (Ansoff & McDonnell, 1990). However, in spite of
conceptual and semantic differences, we can draw substantial areas of commonalities
and disagreements pertaining to the subject matter, stemming from past definitions put
forward by distinguished authors and researchers. Unfortunately, the result is often
confusion rather than insight. Confusion is also caused by the numerous definitions of
strategy. This multiplicity is unfortunate, as quite often different sets of strategic
considerations affect an issue. This came about because practicing managers and
academics began to realise that objectives alone are not sufficient to secure long-term
profitability and ensure the future growth necessary for a company to create and sustain

an advantage over its competitors (Porter, 1990; Piercy, 1991; Giles, 1991).

Giles (1991) explains that for strategy to be effective, it must be visible, consistent and
have a direct bearing on the customer interface. The two characteristics that make
strategy the prime success factor of all businesses are its long-term nature and its ability
to create positioning images through capabilities in the customer’s mind (Porter, 1996).
It was therefore believed that a business required a well-defined scope and growth
direction in order for it to achieve a sustainable position in a competitive society. Such
rules were broadly defined as strategy or the concept of the firm’s future direction
(Ansoff, 1965; Ansoff & McDonnell, 1990). Others such as Roberts (1993) referred to
this as a firm’s “driving force”, while Prahalad & Hamel (1990) used the famous term

“core competencies”.

Courtney et al. (1997) explained that at the heart of the traditional approach to strategy
lies the assumption that by applying a set of powerful analytical tools, executives can
predict the future of any business accurately enough to allow them to choose a clear

strategic direction for their organisation.
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4.8.4 Strategic Management

Corporate strategy is a product of the strategic management process. Therefore, it is
useful at this juncture to understand the thinking of strategic management prior to

defining corporate strategy.

Steiss (1985) defines strategic management as “the process whereby goals and
objectives are identified, policies are formulated and strategies are selected in order to
achieve the overall purpose or mission of an organisation”. He went on to describe the

process in systemic terms and identified three component processes:

1. Strategic planning to determine organisational objectives and strategies
2. Resource management to configure and allocate resources among units within
an organisation, in order to implement the plans

3. Control evaluation to ensure the implementation of the strategies

Before proceeding further, it is necessary to understand the difference between strategic
management and strategic planning. Whilst strategic management is a process carried
out at the top of the organisation and provides guidance, direction and boundaries for all
aspects of operational management, strategic planning places more emphasis on strategy
than operations, and can therefore be thought of as the process that constitutes the

backbone of strategic management (Vinzant and Vinzant, 1996).

There are various perspectives on strategic management. However, according to
Vinzant and Vinzant (1996), there are several common elements in most models. These

include:

1. An understanding that although strategic management is characterised by
strategic planning, it is not limited to it.

2. A link between planning and budgeting.

3. An assessment of organisational capacities in areas not limited to managerial
capability, power structure, culture, leadership and organisational structure to

facilitate successful implementation.
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This view was articulated by one of the founding fathers of strategic management,
Ansoff (1979), who proffered that an organisation’s capacity for successfully utilising

strategic management approaches is dependent on its managerial capability, logistical

capability, power structure and leadership.

Table 4.1

Comparison of Strategic Management and TQM

Strategic Management

TQM

v Open systems
v Organisations can change

v' Open systems
v’ Organisations can change

Impact  on

organisational culture
v" Emphasises creativity

View of } ¥ Relies on strategic | v Sometimes utilises
Organisation | planning strategic planning
v" Customer focus and
emphasis on quality are
drivers of change efforts
v Future oriented v" Emphasis on present
. ) v
Time v" Long- term perspective Current customer
. . : demands
Orientation . . .
v Attempts to link strategic | v/ Long-term horizon for
and operational processes implementation
v" Requires changes in|v Requires changes in

organisational culture
v Emphasises creativity

implementation

Organisation
. . v i
Culture v" Promotes choice making Emphasis on teamwork,
capacity of organisation attention to quality  and
customer satisfaction
v Long-term commitment | v' Long-term commitment
required required
Requirements /. Ser}llor executlYE? team | Emphasis on participation
of Leadership | Primanly responsible for of all levels of employees

v" Substantial
required

training

Emphasis on
Management
Control

v Strong control feature
using  internal  control
systems and management
control systems.

v Goals must be measurable

v" Characterised by the use
of statistical process control
etc.

Source: Vinzant and Vinzant (1996)

Both TQM and strategic management share a number of similarities and differences.
Both concepts are comprehensive and involve every facet of the organisation, are often

poorly understood thus badly implemented and are evolving. On the other hand, one
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places emphasis on the future and the other on the present. One emphasises creativity,
the other is yet to decide how creativity can be used. Table 4.1 presents a comparison of

similarities and differences for ease of review.

The literature has revealed that there is a relationship between TQM and strategic
management. In a study on the strategic impact and implementation of TQM, Leonard
& McAdam (2002) concluded (among other things) an overall need for TQM to import
corporate strategy planning by clarifying terminology so that the existing confusion is
minimised. In their view, the use of TQM in its widest sense to assist in the
implementation of corporate strategy was encouraging, and they had hoped that it would
be useful in creating an upstream influence on corporate strategy influence. Their

expectations are in sync with the author’s own aim and objectives for this study.
4.8.5 Strategy Hierarchy

Ansoff was among the first to conceptualise different levels of organisational decision-
making. Ansoff made reference to three levels: strategic decisions - "the selection of
products mix and markets... an impedance match between the firm and the
environment", administrative decisions - "structuring a firm's resources to maximise
performance potential”, and operating decisions "maximise the efficiency of the firm's
resource conversion process, (1965 p5-6)”. It is now generally accepted that there is
more than one level of strategy within an organisation (Hofer and Schendel, 1978).

These will now be discussed in the following sections.
4.8.6 Corporate Strategy

At the corporate level the board of directors is responsible for formulating corporate
strategies. These strategies determine the business in which the firm will compete.
Consequently, scope and resource deployment among business units are the principal
components of corporate strategy. When necessary, corporate management may seek to
strengthen the firm’s portfolio via acquisition, merger, alliance or a completely new
venture altogether. In these instances, the various stakeholders of the firm will look for

synergistic benefits. In the long-term, the firm will be judged by the success of the board
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and its ability to match company objectives, resources, and capabilities in a manner that

is consistent with the characteristics of the general and task environment.

In most industries, firms develop individual strategies to deal with various business
aspects and components. All strategic fields are treated separately but belong to the
overall corporate strategy of the firm. For example, the finance, marketing, operations
and human resources departments would have an individual strategy which evolved
from the wider organisational corporate strategy. Conflict for scarce resources among

individual fields is not uncommon (Barwise et al., 1989).

Additionally, in the development of any given strategy, attention would have to be paid
to the organisational structure, corporate culture, top management’s vision, mission,
values and objectives, as these are all relevant to the successful development of a given

corporate strategy.
4.8.7 Business strategy

Since the pioneering development of corporate — level strategies by others including,
Rumelt (1974) nearly four decades ago, little progress has been made at the business
level. While corporate strategy is concerned with answering the question, “What
business are we in (or should be in!)?”, business-level strategies focus on how a firm
chooses to compete within a particular product market segment (Hofer & Schendel,
1978). Thus, business unit managers have to develop profitable and sustainable business
strategies. At this level, therefore, competitive advantage is the most important
component. Synergy too, becomes critical, as the integration among functional
departments can have significant bottom-line effects. Again, resource deployment is

important, but not as important as at the corporate level.
4.8.8 Functional strategy

This third level represents the managers of various functional departments such as
finance, sales, marketing, operations, etc. These managers are responsible for their own

intra-functional strategies, which support and assist in the implementation of the various
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business unit strategies. Thus, as in the case of business strategies, synergy and the

creation of distinct competencies become crucially important.

Although each of the strategy levels has been treated as discrete, it must be borne in
mind that in practice they are in fact interrelated, thereby forming a coherent and
consistent whole for any particular organisation if it is to be successful over the long
term. Hence, corporate strategy permeates to business strategy, and functional strategy
is responsible for developing and implementing the various action plans. At this level
regular feedback becomes necessary, especially where it requires the immediate
attention of top management, i.e. revisiting a decision taken during the initial stages of

strategy formulation.
4.8.9 Constructional strategy

One of the major challenges faced by construction firms today is caused by foreign
competitors who enter the local markets equipped with the latest construction
techniques and technology, all targeted to the client. Whilst this option may favour
Clients, this challenge among many others have forced Caribbean based firms to look
for suitable strategies to be implemented in an effort to survive and grow with the

changing and complex workplace.

Many construction firms have made profits and satisfied their clients by introducing
operational-type strategies such as TQM, re-engineering and benchmarking. However,
since operational effectiveness means performing similar activities better than your
rivals, the profits from these tools have been temporary because when everyone uses the
same tools, the playing field is levelled (Strassmann, 1988). It has been found that the
capabilities of firms are influenced by their organisational structures, which in turn can
determine the extent to which a company is competitive. Construction firms with
flexible organisational structures are better equipped than those with rigid structures, as
it is believed they can respond to changes in the environment better (Arditi & Gutierrez,

1991).
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While some of the past literature, in particular Courtney et al. (1997), makes a
significant contribution to the understanding of strategy, other views have also been
expressed by leading authorities. Andrews (1980) explains that strategy is the pattern of
decisions in a company that determines and reveals its objectives, purposes or goals,
produces the principal policies and plans for achieving those goals. It also defines the
range of business the company is to pursue, the kind of economic and human
organisation it is or intends to be and the nature of the economic and non-economic
contribution it intends to make to its stakeholders. Quinn (1981) stated further that there
is no single universally accepted definition. This lack of consensus among researchers
when attempting to clarify the subject has filtered down to practitioners and aspiring

academics as they try to extract something useful from published literature.

For the purposes of this research, the intention is not to promote any view of strategy
but rather to establish a linkage between strategy and some aspects of TQM, bearing in
mind that the immediate purposes of organisational strategy are to provide harmony,
commitment and linkage among specific objectives (Hofer & Schendel, 1978). As
explained earlier, the objectives in improving work processes are to enhance the
organisation’s ability to deliver high quality products and services in a cost-effective
manner (Spector & Beer, 1994). This in itself is the foundation of TQM. Andrews
(1980) also emphasised that certain aspects of a firm’s strategy remain consistent over
long periods of time, like a commitment to quality. Therefore, according to Garvin
(1997), quality is not only a strategic weapon for competing in the current marketplace,
but also it means pleasing consumers, not just protecting them from annoyances.
Therefore, to a firm’s specific competitive advantage is its ability to identify TQM
success factors and proceed to integrate same with the overall vision of the firm in

pursuit of sustainability.

4.8.10 Competitive Advantage and Sustainability

Complex business organisations and competitive environment uncertainty have focused
business researchers’ and practitioners’ attention on the use of strategy formulation and

implementation to integrate and optimise management processes and the notion of a
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firm’s distinctive capabilities in pursuit of achieving sustainable competitive advantage
(Pearce et al., 1987, Eustace, 2003). According to Kazlauskait and Bu¢iiinien (2008), in
their search for an answer, they have been looking into both external and internal

environments of the organization.

What makes a firm’s competitive advantage sustainable is of paramount importance in
this research. In this regard, it is important to note at this time that there is a distinction
between a competitive advantage and a sustained competitive advantage. Barney (1991)
articulates that in the first instance, the implementation of a strategy that is not followed
by current or potential competitors, while the latter means not only the possession of
such a strategy, but its non-duplicability as well. He further explains that in order to act
as a potential source of a sustained competitive advantage, a resource has to: be
valuable, rare, inimitable, and nonsubstitutable. It is further held that resources have to
be relevant (Grant, 1998) and dynamic (Johnson, Scholes, Whittington, 2005). These
additional features are emphasised taking into consideration such circumstances of the
modern business world as hyper-competition, rapidly changing environment and volatile
customer needs and expectations, which clearly necessitate dynamic core competencies,
i.e. organizational ability to adjust and develop competencies to meet the needs of the

fast altering environment.

Porter (1991) held the view that sustainability can only be achieved if and when a
particular strategy of a firm cannot be implemented, imitated or replaced successfully by
a potential competitor, in which case said strategy in effect provides the firm with a
source of sustainable competitive advantage. Similarly sustainability is achieved when
the advantage resist erosion by competitor behavior (Porter, 1985). On the other hand
competitive advantage can result either from offering superior value i.e. through the

adoption of TQM practices or “out executing” your competitors (Bharadwaj et al, 1993).

When compared to international firms operating in T&T, many local companies lack
competitiveness in both the domestic and international markets. Local firms therefore

need to find ways and means of improving their competitive position in the marketplace.

125



Perhaps TQM may very well prove to be a major strategic weapon in achieving

sustainable competitive advantage.

Many factors need to be considered by the firm in the development of a particular
strategy, in order to gain a competitive advantage. In the past, if a firm’s products and
services were of comparable quality to those of its competitors, lowering prices was
virtually the only weapon in a firm’s armoury (Ghemawat, 1986; Porter, 1985; Porter,
1987). In this scenario the firm’s low-cost position was the source of sustainable

competitive advantage.

Better quality is a source of achieving competitive advantage (Shapiro, 1983; Ahire et
al., 1996; Mehra et al., 2001). However, while there exist two basic classifications of
strategy — “low cost” or “high quality” — this paper explores the relationship and
integration of a quality-related strategy as a means of achieving a sustainable

competitive advantage.

The vulnerability of a firm’s imitation strategy depends on the nature of its advantage on
the grounds of superior quality. Total quality built into every aspect and process of a
business can prove to be a source of sustainable competitive advantage, as it becomes
extremely difficult to imitate and cannot be readily acquired by another firm (at least not
in the short term). Additionally, even though Kondo (2001) suggested that quality
strongly demanded by the customer can be the key to competitive advantage, additional
research is needed along the areas of achieving sustainable competitive advantage

through proper integration of TQM and strategy.

Quite often we are led to believe that many aspects and key resources of our business
provide us with an advantageous position, which is more or less sometimes sustainable
but frequently is not. For example, a firm that has a more flexible manufacturing process
than its rivals may be able to respond quicker to customer demands, thereby
outperforming those rivals. But this should not be taken to imply that their position is
sustainable. In order for the competitive advantage to be sustainable, it must not be

possible for rivals to compete on an equal footing in the short and medium term.
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According to Mariotti (1998), the only sustainable competitive advantage today is the
ability to change, adapt and evolve — and to do it better than the competition.
Unfortunately, most improvement initiatives undertaken by organisations, even with the

best of intentions, are certain to have little or no impact.

Arguably, sustainability is much more difficult to achieve if a firm is uncertain about its
strategic positioning (Porter, 1996). He argues further that, in general, sustainable

competitive advantage is derived from the following:

A unique competitive position
Clear tradeoffs and choices vis-a-vis competitors

Activities tailored to the company’s strategy

WD -

A high degree of fit across activities (it is the activity system, not the parts, that
ensure sustainability)

5. A high degree of operational effectiveness

He concluded that “when activities complement one another, rivals will get little
benefits unless they successfully match the entire system”. This is usually very difficult,
and more so where it concerns entirely new dimensions to doing business. TQM
requires a change in culture, strategy, structure, resources, capabilities, etc., which
requires attention and a certain level of devotion to understanding its philosophy and

practices.

Similarly, there are two main ways in which firms attempt to achieve competitive
advantage. The first is by providing products or services that buyers perceive as being
superior to those offered by the immediate competition. That is to say, if the prices of
the firm and its rival’s products are comparable, the firm’s products are preferred by the
consumers on the basis of superior perceived quality. In other words, the firm is able to
deliver benefits that exceed those of competing products. This is commonly referred to

as “differentiation advantage”.
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