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Abstract 

Keywords: TQM, Benchmarking, Customer satisfaction, TQM implementation 

framework, triangulation, critical quality factors , Sinikrot Company, continuous 

improvement. 

This research aims to explore the critical quality factors for TQM implementation in 

Sinikrot Company, in attempt to determine whether TQM could be implemented 

effectively in this company. This study is based on the empirical investigation of 

TQM in Palestine: a proposed generic framework of implementation developed by 

Baidoun (2000). 

The research methodology involves obtaining quantitative and qualitative 

methodologies to identify the key quality factors cited in the literature and considered 

by consultants and experts as essential to successful TQM implementation. The 

current research is descriptive, evaluative study, which examines the critical quality 

factors and its influence in TQM implementation in Sinikrot Company. The main 

purpose of this study is to investigate whether TQM quality factors can be 

implemented in Sinikrot Company and find the gap by comparing the comparative 

criticality index for Sinikrot Company and that for Palestinian industries which was 

found by Baidoun (2003). 

The data gathered is based on a sample of 30 managers and technicians in Sinikrot 

Company. The result of the study provides that there is a large gap among Sinikrot 

Company and Palestinian industries especially in quality factors that are assumed to 

be critical for TQM implementation. 
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Chapter one: Introduction 

1.1 Introduction 

As mentioned in Thj agarajan et al. (2003), Crosby (1989) states that quality, as a key 

attribute that customers use to evaluat products and services, has emerged as a vital 

point of management focus in many parts of the world. Many corporate enterprises 

have found that the key t comp titive success lies in emphasizing product and 

service quality a a strategic issue when doing business (Kano, 1993; Belohav, 1993; 

Pulat, l 994). 

The emergence of quality as a top priority in many corporate entities is primarily due 

to the globali zation of world trade and the competitive pressure brought about by the 

escalating demands of consumers, who want better products and services. Crosby 

(1989) also talks about the increased awareness of senior executives, who have begun 

recognizing that quality is a key strategic issue and an important focus for all levels of 

the organization. In particular, senior management has started to take charge of 

quality asp art oft heir primary responsibilities. This all-encompassing management 

philosophy, termed total quality management (TQM) has generated a tremendous 

amount of interest and has emerged in the forefront as a major management 

movement, influencing many sectors·of the economy in countries around the world. 

Implementing TQM involves defining and developing several key elements or factors. 

They include both the so-called "soft" aspects of management such as leadership, 

employee empowerment and culture (Wilkinson, 1992) and the "hard" aspects such as 

systems and improvement tools and techniques (Oakland, 1993). This study tries to 

investigate whether these a pect can be implemented in Sinikrot Company and find 

the gap. 
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1.2 Statement of the problem 

In today's complex and rapidly changing business environment there is a bewildering 

number of models and approaches advocated for achieving business excellence and 

continuous improvement. 

For example: the business excellence model, the Malcolm Baldrige National Quality 

Award, the Deming model , total quality management (TQM), business process re­

engineering (BPR), Tnvestors in People (UP) and ISO 9000. Even where 

organization are using elf-a s ssment techniques and employing other positive 

approaches to quality management, they are failing to sustain continuous 

improvement in the longer term 

Why is continuous improvement important? 

Approaches to quality have evolved significantly since the beginning of this century. 

Four major quality eras have been identified: 

Inspection; 

Statistical quality control; 

Quality assurance; 

Strategic quality management. 

Each quality era has built on the previous era. 

The strategic quality management .approach, however, is still inadequate to meet 

today's rapidly changing business environment, characterized by uncertainty and 

unpredictability. To meet these cha! lenges, a fifth quality era - competitive continuous 

improvement - has been identified (Kaye and Dayton, 1995). Here, the primary 

concern is with the organization being flexible, responsive and able to adapt quickly 
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to changes needed in strategy in the light of feedback from customers and from 

benchmarking against competitors. 

For an organization to achieve flex ibility, responsiveness and the ability to adapt 

quickly to changes within its environment, the implementation of a sound strategy for 

continuous improvement is essential. 

What are the key criteria fo r achieving and sustaining continuous improvement? 

From a urvey o f 18 organi zati ons, the foll owing ten criteria have been identified 

(Kaye, 2002): 

l) Senior management commitment and involvement 

When asked if senior management had developed at least one of a vision, mission or 

criti cal success factor, 94 percent of the organi zations answered in the affirmative. 

Most of the companies recognized the importance of senior management keeping in 

touch with staff and some saw this as something, which needed further development. 

One organization noted that "senior management walk around quite a lot and observe. 

Formal systems won't tell them how good quality is; they need to get out there". 

Senior management must be committed to making continuous improvement work. An 

organization is determined by its management, i.e. those at the top. 

2) Leadership 

Respondents were asked whether they thought that all managers demonstrated 

personal involvement in quality improvement. Only 39 percent answered 

affi rmati vely. ome of the negati ve responses were: 

There were problems with middle managers; 

Management did not take an active enough rol e in educating staff; 
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Some managers were struggling with, and not keen to enforce change; 

Managers were not committed to continuous improvement because of lack of 

commitment and direction from the board; 

Quality was seen by some managers as someone else's responsibility, typically the QC 

department or quality manager. 

3) takeholder focus 

The organ ization were fo und to be positiv and flexible in seeking and usmg 

information from cu tomers to determine both their long and shorter-term strategies. 

ome compani es ven pointed out the importance of focusing on the needs of all 

stakeholders, not just customers, but also employees, suppliers, shareholders, the 

community and others. 

4) Integration of continuous improvement activities 

The more successful organizations in tem1s of achieving integration of continuou., 

improvement activities appeared to be those, which had used the recognized 

frameworks (e.g. the business excellence model, Baldrige Award, etc.) to assess and 

improve their current quality status. 

5) Culture for continuous improvement 

Of the organizations, 72 percent tho~ght that the responsibility for quality was seen as 

belonging to everyone. 

The majority of respondents (80 percent) thought that the working culture within their 

organization did encourage continuous improvement and this had been influenced by: 

pen comm unications; 

preading the word and raising taff awareness and understanding; 
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Training people in quality concepts. 

However, when it came to making mistakes, it appears that blame an.d punishment are 

still the order of the day. The following are some of the comments made: 

"The punishment fits the crime." 

"Its 'shame and blame'." 

"We punish mistakes and don't learn from them. " 

6) ocusing on emp loyees 

This criterion concerns four specific ~reas: 

Employee involvement - by way of performance reviews and annual appraisals, ideas 

systems/suggestion schemes, project teams and focus groups and training. 

Employee empowerment - Few organizations thought that their staff was empowered 

(only 28 percent) . The nature of the business and operational constraints were largely 

seen as the reason for limited control by staff 

Teamwork and establishing improvement teams - All of the organizations used teams 

for special projects or for problem-solving purposes. 

Training and development - All of the organizations said that the training and 

development needs of staff were identified. When asked how this was achieved, eight 

of the organizations had implemented the Investors in People standard, four others 

reli ed on appraisal systems and another said that this was part of their quality 

management system. 

7) Focusing on critical processes 

Most (96 percent) of the organizations had identified and agreed their main processes 

and for many these were documented in the form of flow charts. The organizations 
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that appeared to be the more successful in this respect were those who had used the 

business excellence model for self-assessment purposes. 

8) Quality management system (QMS) 

Fifteen of the organizations had documented quality management systems for all or 

part of their operation and the majority (10) was registered to BS EN ISO 9000. A 

further two organi zations were currently developing a QMS. The remaining 

organi zation had d cum nted and flow-charted its procedures. 

9) Measurement and feedback systems 

All of the organizations confirm d that performance measurement mechanisms were 

establish d and areas for improvement identified. These were: 

Customer complaints; 

Audits ; 

Use of cross functional teams; 

Use of self-assessment models; 

Staff surveys; 

Staff appraisals; 

Identified by managers and staff; 

Quality improvement programs; 

Use of flowcharting of processes. 

10 The learning organization 

When asked wh ther there where mechanisms in place to capture the I earning and 

experiences of individuals and teams 61 percent of respondents answered "yes". 
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The best practices outlined by the organizations included: 

Management team share projects; 

Through the focus teams; 

Internal benchmarking informally across divisions and; 

Through business planning. 

Con6nuous improvement models revisited 

lt was concluded that far greater emphasi s should be placed on the role of senior 

management and other managers than is given within a recognized self-assessment 

model (e.g. the business exce llence model and the Baldrige Award criteria). 

Far from being an enabler (as repres.ented in the business excellence model), the role 

of management, particularly senior management, is seen as a fundamental driver, 

together with: 

Stakeholder focus; 

Measurement and feedback; and 

Leaming from results. 

It is these drivers that will ensure that continuous improvement is not only achieved, 

but also sustained over time. The drivers are the energy forces within such a 

continuous improvement model and if they are lacking, no matter how well the other 

criteria within the model have been addressed, there will be no longer-term 

improvements. 

The enabl ers within the model are t~e foundations that must be in place if continuous 

improvement is to be achi eved or commenced in the first place. The enablers include: 

The culture for continuous improvement and innovation; 
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Employee focus; 

Integration of continuous improvement; 

Focus on critical processes and standardization of best practices m a quality 

management system. 

Many organizations view results m financial terms only. Within this model, it is 

concluded that resu lts should also be viewed in terms of organizational, team and 

indivi dual performance. 

Total quality management philosophy becomes interested in many sectors of the 

economy in many countri s all over the world; it is the second in industrial revolution 

according to Kanji (1990). 

Quality becomes a very important topic for executive thinking; senior executives 

become more aware with quality issues and consider it as an important strategy for all 

levels of the organization (Crosby, 1989, Oakland, 2000). This requires defining and 

implementing several quality factors such as commitment and involvement of top 

management, employee empowerment, and culture. 

These factors are known as soft aspects of management according to some writers. 

Improvement tools and techniques and systems are called the hard aspects. 

The objective of this study is to investigate whether total quality management factors 

can be implemented in Sinikrot Company. 
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1.3 Importance of the study 

1.3.1 Lack of empirical research 

According to Dean and Bowen (1994), TQM as a ubiquitous organizational 

phenomenon has been given litt le research attention. Baker and Starbird (1992) states 

that the bulk of the TQM li terature is based on personal experiences and anecdotal 

evidence, with very little emphasis on empirical testing (Sitkin et al., 1994). Given 

this lack of empirical work, Black (1993) argu s that TQM risk losing creditability as 

a management philo ophy for improving organizational effectiveness. 

There arc three possible reasons for the lack of attention given to empirical 

investigation of T M experience. · irst, TQM is relatively recent phenomenon outside 

Japan . econd , its origin lies mainly outside the academic world (Spencer, 1994). The 

third reason is highlighted by Dean and Bowen (1994): 

They can draw TQ because of its interdisciplinary nature means that it often 

transcends the boundaries of existing theories. Thus, it is unlikely that the theories 

will be sufficiently broad based to support research on TQ. 

1.3.2 Lack of empirically sound TQ implementation models 

A number of writers including Dale (1999) and Kanji (1990) argue that implementing 

TQM should be a top priority of all corporate leaders. While the literature is full of 

"everything you need to know about TQM implementation", most of the information 

is based on personal experience and anecdotal evidence. It is also evident in the 

literature (Couclson-Thomas, 1992; Glover, 1993) that, while there is a general 

consensus regarding the importance of issues related to leadership and employee 

involvement for effective TQM implementation. There are many differences in 

opinion about the other relevant components and the appropriate emphasis among the 
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various components (Smith, 1994; Creech, 1994). There is also much disagreement 

concerning the details of implementation even in the areas in which there is a general 

consensus (Easton, 1993). Consequently, organization wanting to implement TQM 

are not only overwhelmed by the numerous precepts (Juran, 1993), principles 

(Deming, 1986), models (Oakland, 1993) and prescriptions (Crosby, 1979), but also 

are often left confused as to where to begin. This problem is described as "total 

quality paralysis" by authors such as mith (1986). 

1.3.3 Lack of empirical research in Palestine 

Hard (1992) outlin s how the growing impotiance of quality has spread to many 

enterpri ses outside the developed world, especially nations in the South East Asian 

region . lt is appropriate, therefore, that studi es in TQM implementation be conducted 

for the benefit of managers in Palestine, where the need is confounded by a lack of 

information relating to total quality management. In addition, giving the 

acknowledged limitations of the finding of some of earlier studies m their 

applicability across national boundaries (Dawson, 1994), the outcome of such 

systematic studies will create a new critical mass of T QM thinking under different 

culture environments. 

1.3.4 Sinikrot Company as a focus of research 

Sinikrot Food Company is one oft he ten I argest companies in the West Bank and 

Gaza Strip. It is located the city of Ramallah, the economic capital of the Palestinians 

which houses approximately 60% of the territories' industries. 

The company is located in an excellent location; occupying over 16000, square meters 

with all neces ary infrastructures services. This fully automated food processing 
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company was established back in 1982 with only wafer plant. Today, with over 230 

employees, twenty will experienced- engineers, and western educated administrative 

staff, the company offers over ninety different products and types of chocolates, 

nougats par biscui ts and other confectioneries. 

Sinikrot Food Company has about 55% market share of the total West Bank and Gaza 

Strip markets with recently started markets in the states of the former Soviet Union 

and astern urope. This exceptional growth has been accomplished by hard work, 

the perseverance and the emption to plac Sinikrot Food Company among the world 's 

prominent manufacturers of confectioneries and foods. Having attractive products 

does not allow us to relax on past perfo rmance. 

P lanning for the changing needs of tomorrow is essential, therefore the company is in 

the process of implementing the ISO 9000 worldwide known system in order to 

upgrade our quality control standards. We accept this challenge and believe that, in 

close collaboration between Sinikrot and assoc;_ates and customers we will be able to 

live up to the world of tomorrow. Utilizing our accumulated marketing experience and 

extensive sales network throughout the t erri tori es, we a re importing and promoting 

the sales of overseas brand products that meet the tastes and needs of Palestinians 

consumers in their daily lives. 

The management of Sinikrot Food Company represented by the Sinikrot family and 

its highly qualified staff believes in ·high quality, advanced technology and excellent 

customer relations. The Sinikrot Family is known in the community as a 1 eader in 

public relations, where they participate in the most community activities and local 

events help and assist schools, universiti es and various types of institutions and 

organi zations. 
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We at Sinik.rot Food Company believe that our purpose of business is to provide 

consumers with unique and high quality products and services. Our advanced 

technologies and extensive marketing and consumer research continue to be the basis 

of our success with not only confections, but also our expanding project lines. 

1.4 Purpose of the study 

The purpose of this study is to construct a TQM implementation framework that can 

be used as a guid in the selection and the formulation of effective TQM 

implementation approach in Sinikrot ompany. The aim therefore is to identify the 

so-called critical quality factors of TQM implementation and to understand how 

where they can be implemented. This is the approach adopted of this study and the 

central to the approach are the following core requirement: 

I- An understanding the current knowledge of TQM implementation is 

developed. 

2- An analysis is conducted to identify the quality factors for effective TQM 

implementation in Sinikrot Company and make an assessment and gap 

analysis for the company 

3- Identifying the foundation elements for effective TQM implementation and 

then suggest guidelines to be implemented in the company to achieve TQM. 

1.5 Research objective 

Specifically, there is a main objective of this study that is to investigate the probability 

of implementing quality factors that are critical to effective TQM implementation in 

Sinikrot ompany. The effort required an in- depth review of the available likrature 

so as to determine the critical quality factors that are most applicable for effective 
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TQM implementation, make an assessment for Sinikrot Company to find and 

determine the gap, and then suggest guidelines for effective TQM implementation. 

1.6 Research methodology 

This study is undertaken rn order to ascertain and be able to describe the 

characteristics of the variables of interest in a situation. Since the characteristics are 

known to exist and one wants to be able to describe them more clearly by offering a 

profile of those facto rs that affect applying TQM and because the investigation is 

interested in delin ating the variables that are associated with TQM, then a correlation 

study is conducted. 

The unit of analys is is the managers in Sinikrot Company so the data gathered from 

the questionnaire from each manger and treat each employee's response as an 

individual data source. The primary source of the data is that taken from the 

questionnaire. 

Thjs study combines a quantitative research method, and a triangulation approach is 

employed. 

1. 7 Organization of thesis 

Research will be presented as: 

Chapter one: Introduction, this will include an overview of the study, study purpose, 

importance, and objectives. 

Chapter two: Theoretical background, including a depth review of the available 

literature. 

Chapter three: Research design and methodology. 

hapter four: Finding and di scuss ion . 
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Chapter five: Recommendations, for the implementation and further research. 
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Chapter two: A Review of the literature 

2.1 Introduction 

Quality management as a theoretical concept, as will as a managerial practice, was 

developed in the industrial manufacturing sector in the early part of the last century. 

Later, an interest in service quality began to appear. This interest started in the private 

service sector and has since been followed by increasing activity in the public sector 

where several of the traditional quality practices were found to be useful (Dewhurst et 

al., 1999; Lagrosen, 1999; Robinson,' 2003). 

Manufacturing companies fac serious quality problems caused by economic 

globalization p roces es. The g lobal m arket triggers n ew opportunities and these, in 

turn, open up new markets. But new markets change, they are constantly converging 

and the demand for higher quality becomes their common operating characteristic. 

Emerging markets are increasingly competitive and quality driven (Ambroz and 

Breve, 2004). According to Baidoun (2003), quality factors that are needed to 

implement total quality management are categorized into soft and hard quality factors. 

Soft quality factors are considered as initial inputs and called the enablers for quality 

management by the European Foundation (1999). They include (Baidoun, 2003): 

1- Senior executive commitment and involvement. 

2- Comprehensive policy development and effective deployment of goals. 

3- Entire workforce commitment to quality goals of the organization. 

4- Supervisors, unit heads and divisional managers assume active new roles. 

5- Empowerment. 

6- ~ ffective communication. 

7- Teamwork. 
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8- System for recognition and appreciation of quality efforts. 

9- Training and education. 

According to Wilkinson (1992), these quality factors must be taken into account in the 

implementation plan , or TQM process will end up in failure if there is no attention to 

soft quality factors .H owever, theses oft quality fac tors must be supported by tools 

and systems, which are called hard quality fac tors to achieve the goals (Baidoun, 

2003). Hard quality factors include: 

1- Benchmarking. 

2- Managing by processes. 

3- Self- assessment. 

4- Cost of quality process. 

5- Documented quality management system 

6- Supplier management. 

7- Customer management. 

Soft and hard quality factors reflect TQM model proposed by Oakland (2000). The 

soft quality factors are rated highly in TQM implementation process. The hard quality 

factors are considered tactics rather than strategies (Black, 1993). 

2.2 Soft quality factors 

2.2.1 Leadership and top management commitment 

In Stefan & Yvonne (2003) study (Does the talk affect your decision to walk), Bank 

(2000) states that an active and visible commitment from all leaders is required and 

managers need to act as role models for quality. Leaders need to focus on the 

processes rather than the outcomes. This requires a profound insight into the 

production processes of the company (Deming, 1986) and is relevant for 
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manufacturing as well as for services, where the leader need to be service leaders with 

a focus on quality (Zeithmal et al., 1990). Promoting organizational commitment is 

achieved as a result of top management commitment (Everett 2002· Buch and Rivers 
' ' ' 

2002). Leiter and Maslach (2002) consider commitment of senior executive as a 

'more" important factor of TQM whereas, their doubts are the greatest enemy (Kano, 

1993). A number of awards have been instituted to recognize organizations and 

individuals for commitment to quality (khan, 2003). Two of the more famous are the 

Deming Pri ze and the Malcolm Baldrige National Award that have been presented to 

more than a 100 organizations since 1951 and 37 organizations since 1988 

respectively. 

Bergman and Klefsjo (2002) state the one of the basis of TQM implementation is the 

commitment of leadership focus on customers' base decision of facts. In Ehigie and 

Akpan (2004) study of leadership, Mullins (1996) describe leadership as a dynamic 

process, suggesting that it could be altered to suit a particular management 

philosophy. In Dayton (2003) study of the demise of TQM, Saraph et al. (1998) 

determined that the challenge is top management leadership. Bennis (1999) claimed 

that the challenge for leaders is in releasing the brainpower and creativity of their 

people, this is mentioned in Khoo and Tan (2003) study about managing for quality in 

the USA and Japan. Taylor and ·wright (2003) state that to be successful in 

implementing TQM, softer elements ofTQM include: 

D Leadership. 

D Senior management commitment. 

D Senior managers' understanding of the purpose and principles ofTQM. 

D People management activities that involve employees in the TQM process. 
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Bayazit (2003) finds that upper management commitment and involvement is the 

most important factor for a successful T QM implementation process. z airi ( 1994a) 

highlights the importance of leadership in guiding organizations for the sustainability 

of superior competitive performanc~. He points out how total quality management 

requires leadership, which will have the impact on behavior modification and 

changing people ' s attitudes. Other writers also emphasize the importance of a 

leadership (Hansson, 2001 ; Kanji and Moura, 2001; Tammala and Tang, 1996) and 

the requirements of a leader who can develop trust based on past behavior (Carroll, 

2000; Godfrey et al., 1997; Harris and Hartman, 1992) and ethical leadership 

(Gonzalez and Guillen, 2002) . According to Baidoun (2004) study, top management 

must accept the responsibility for commitmenttoqualitypolicybydevelopingand 

communicating the vision organizati<;m-wide. 

The importance of top management commitment is planted of cases from large and 

small c0mpanies, manufacturing and service sectors, government and non-for-profit 

organizations (Baidoun, 2003). For example see Whitford and Bird, 1996; Olian et al., 

1991, George, 1990; Easton, 1998; McAdam et al., 2002). 

In this study, 70% of Sinikrot Company respondents assume top management 

commitment as a critical, while the other 30% of respondents assume this factor as 

important. 

2.2.2 People management and empowerment 

Deming (1986) and Juran (1991) stress the importance of empowerment or giving 

employees the authority and autonomy to their job. Zink (1995) emphasizes that 

employee empowem1ent is an important area of assessment of major quality awards 

around the world. Black and Porter (1996) state that first factor for TQM success is 
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people and customer management, Dayton (2003) is also mentioned this. According 

to Taylor and Wright (2003) consider that people management activities that involve 

employees in the TQM process is one of the important elements in TQM 

implementation process. Bayazit (2003) states that employee empowerment is on 

among critical factors for implementing TQM. TQM is intended to empower every 

member of the organization, promote continuous, sustained and long term 

improvement in quality and productivity, and eliminate employees' fear of change 

(Rahman, 2001 ; Magd and urry, 2003). Anjard (1998) finds that empowerment, 

team based, and collaborative management are important determinants of success. 

One of the issues that impact on the effectiveness of quality implementation initiatives 

is empowerment of employees (Keating and H::.rrington, 2 003). Commitment at all 

levels of the organization (Lam, l 996a); including middle and senior management to 

quality initiatives, employee training and involvement, and the importance of 

commitment to quality throughout organizations 1s important for TQM 

implementation. The revised (April 1999) EFQM model of excellence, and indeed the 

April 2000 revision of the UK investors in people standard, both place increased 

emphasis on the consideration of culture and employee motivation in terms of 

delivering organizational outcomes (Bowden, 2000; Wuangneux, 2002). Kanji 

(1998a) proposes people management including "teamwork" and people make 

quality, as one of the four principles of TQM. 

Employee involvement and commitment to the goals ofTQM process is a condition to 

its successful implementation (Buch and Rivers, 2002; McAdam and Kelly, 2002; 

Baidoun, 2003). According to Melhem (2004), there is still a need for more 

systematic and efforts in investigating the role of empowerment among customer­

contact employee. There i s a particularly a need for further research to explore the 
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antecedents that impact and initiate an enduring and real empowerment in addition to 

investigating the consequence created by empowerment. 

Companies as General Electric, Toyota, and Ford emphasize the importance of 

employee empowerment as a critical factor for TQM implementation (Baidoun, 

2003). 11 out of 30 respondents of Sinikrot Company consider employee 

empowerment as critical in TQM implementation, while 13 out of 30 consider as 

important. 

2.2.3 Middle management involvement 

According to Thiagarajan and Zairi (1997), the act of maximizing employee 

involvem nt in the quality process requires middle managers within the organization 

to make major adjustments. They must give up some authority as power and control 

are pushed to lower level in the organization. In addition, managing according to the 

philosophy of TQM requires new attitudes and skills from middle managers 

(Wilkinson, 1994). According to Townsend (1992) and Manz (1993) the transition 

toward TQM can be uncertain and troubling process middle managers. Crosby (1989) 

says that unless there is a middle management buy-in they soon become barriers to 

rather than champions of the new system. On the road to total quality culture, the 

biggest obstacle to success is the middle management brick wall (Manz and S ims, 

1993). The middle management have a particular role top lay, since they must not 

only grasp the principle of TQM, they must go on to explain them to the people whom 

they are responsible, and ensure that there commitment is communicated (Oakland, 

2000; Baidoun, 2003). Khan (2003) states that systematic management of middle 

managers wi II reduce wastage. It also ensures that all the resources are appropriately 

utili zed and efficiency is gained by incr asing output while reducing input. Taylor and 
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Wright (2003) state that one of the elements of TQM successful implementation is 

people management activities that involve employees in the TQM process. 

According to Wacker (1993), middle management training and acceptance were made 

a priority to Norand Corporation. 14 out of 30 respondents at Sinikrot Company 

assume middle management, such as, supervisors, unit heads and divisional manager 

is a critical for TQM implementation, while 12 out of 30 assume that it is important. 

2.2.4 Training and education 

Jntroducing new systems such as TQM when people do not have the foundation skills 

to work in the new system is a participation of disaster (Dumas, 1989). Training and 

education based on total quality must be planned and provided if this is to be realized 

(Thiagarajan and Zairi, 1997). McAdam (2002) states that training and development 

are key components of all TQM initiatives. According to Garvin (1993), organizations 

failing to grasp the basic thought that TQM requires a commitment to learning is the 

reason why failed programs far out number successes and success rates remain 

distressingly low. One of the important key issues that impact on the effectiveness of 

quality-management initiatives is employee training and involvement (Lam, 1996a). 

Learning and creativity are also essential (Hyland and Beckett, 2002; Martensen and 

Dahlgaard, 1999; Roch, 2002; Pardo, 2001; Keating and Harrington, 2003). Baidoun 

(2004) mentions that the employees need to be aware of the TQM concepts, trained to 

improve interactive skills, problem identification and solving skills, and technical 

skills. 

Workers with adequate skill, knowledge and training are an important element in the 

quality-related efforts of a company: The extent to which education at various levels 

is accessible by the public of a country will affect the availability of such workers 
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(Mehra and Agrawal, 2003). They add that the company should consider this in 

deciding the extent of training, it should be prepared to provide to its workers. In 

Ehigie and Akpan (2004) study about practice of TQM state that the employees' 

readiness for change is quite essential for change to TQM to be practicable. Zhang et 

al. (2000) consider investment in education and training vitally important for TQM 

success (also Cebeci and Beskese, 2002; Baidoun, 2003). 

Successful companies such as Texas instrument, IBM, and Digital Equipment 

Company have recognized the value of large pool of highly skilled employees 

(Thomas and Philip, 1994) in Khoo and Tan (2003) study about managing for quality 

in the USA and Japan. 11 out of 30 respondents of Sinikrot Company consider 

employee training to improve interactive skills as critical, while 13 out of 30 assume it 

as important fac tor for TQM implementation. 

2.2.5 Rewards and recognition 

Daniel (1991) cited rewards and recognition as one of the enablers which maximizes 

employees' potential and involvement and, in doing so, become one of the main 

contributes to the company's journey to quality. Crosby (1989) considers recognition 

as one of the most important steps of the quality improvement process. Rewards do 

not have to be monetary (Hacksever, 1996). Different things motivate employees and 

organizations need to ascertain in each case what these a re ( Thiagaraj an and Z airi, 

1997). Quality awards such as MBNQA and Deming Prize represent their host 

counties' efforts in promoting quality excellence in the products and services, and 

provide in their frameworks the essential of TQM for achieving organizational 

development and Jong-term business success (Khoo and Tan, 2003). Two of the more 

famous are the Deming Prize and MBNQA, these two awards also supports the belief 
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that implementing TQM improves productivity (Khan, 2003). There should be 

consistency between reward and system quality (Akpan, 2002, 2004). Thor (1994) 

reasoned that meaningful reward and recognition is one of the perquisites for the 

practice of TQM, which will in tum influence customers' satisfaction. This suggests 

that reward could be essential for the implementation of TQM. Mckenna (1994) has 

demonstrated the importance of reward on individuals ' willingness to put in his best 

and pointed that some forms of reward may have to be forth coming before person 

changes his attitude toward his job. 

Several companies use this policy such as General Electric (Rao et al., 1996). 53% of 

respondents at Sinikrot ompany assume the recognition system as an important 

fac tor in the way of implementation. 

2.2.6 Teamwork 

According to Khoo and Tan (2003); TQM philosophy recognizes people as valuable 

assets. Successful TQM application depends largely on the involvement, participation, 

and team effort of employees. One of the most publicized aspects of the Japanese 

approach to quality has been the quality circles or Keisen teams (Oakland, 2000; Gho, 

2000). According to Koichi Tsukamoto, President, Wascoal Corporation, and Japan; 

"One step by 100 persons is better than 100 steps by one person" (Clemmer, 1990). 

Teamwork is a critical element if TQM is to succeed (Bank, 1992; Crosby, 1989; 

Manz, 1993; Kanji, 1993; Creech, 1994; Clemmer, 1993; Aune, 1991). Teamwork 

promotes a bottom-up thrust for quality improvement (Heath, 1989). In Bayazit 

(2003), it is found that teamwork is one of the most important factors for successful 

implementation process. The individualism/collectivism is the most relevant in the use 

of teams (Mehra and Agrawal , 2003). They add the use of teams is likely to be more 
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successful in cultures that are high on collectivism. The company must decide 

whether, or to what degree, it should use teams for purposes of quality management in 

a particular location. Teamwork is· one of the practices that will support quality 

philosophy (Irani et a 1. , 2 002). A njard ( 1998) states that teambuilding is the fourth 

stage in TQM implementation. Teamwork skills are needed to have employees work 

together (Baidoun, 2004) . 

Parker (2000) summarizes teams as follows: 

0 Problem-solving interdepartmental teams work well in tradition organizations 

in stable slow growth industries with predictable markets. 

0 Cross-functional teams can be effective in companies with fast changing 

markets, where the need to move speedi ly to meet customer requirement is 

paramount. 

O Self-direct teams could be used in lien of problem-solving or cross-functional 

teams as part of an extended employee improvement strategy. 

Companies as Xerox USA (Rao et · al. , 1996) forms levels of teams. According to 

Sinikrot Company respondents, about 34% of them assume teamwork as a critical for 

TQM implementation. 

2.2. 7 Effective communication 

Communication is operationalized as the extent of infom1ation sharing between 

customer-contact employees and their supervisors (e.g. upward and downward 

communication) in order to serve the customer and meet his/her expectation (Melhem, 

2004). In Brunetto and Wharton (2004), Mills (2000) says that a new employee 

interprets the organizational work culture (rule, values) via the various dimensions 

that make up the organizational constructs of a workplace, which in turn, the product 
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of quality of organizational management and communication in place. Hence, when 

organizational communication processes are effective, employees develop a 

successful culture for solving problem, making decisions, and generally interacting 

(Rothwell and Scedi, 1992). In turn, the type and quality of organizational 

communication and management practices affects employees' job p erfonnance in a 

number of ways ( Iampitt and Downs, 1993; Clampitt and Gerard, 1993; Johlke and 

Duhan, 2000). Melhem (2004) point out to past research that suggests that there are a 

numerous dimensions of organizational communication that can affect organizational 

effectiveness. mid ts et al.(2001) argue that communication refers to the process 

whereby individuals and/or groups transact in a variety of ways and within different 

areas with the aim of carrying out organizational communication processes affects the 

identity and organizational climate with an organization, and in turn, impacts on the 

performance of the organization. Employees need to be infonned about quality 

initiative and participate in the improvement activities and through top-down and 

bottom-up communication (Baidoun, 2004). 

Communication instruments such as a measure of satisfaction with "personal 

feedback". This refers to the quality of vertical communication by management, 

particularly between supervisors and employees about the perfonnance (Melhem, 

2004). The factors that enhance personal feedback include the extent to which 

management (particularly supervisors) are open to ideas and prepared to listen to 

employees' concerns. Robbins (2001) pasties that there is a relationship between the 

quality of communication processes between management and employees, and the 

resultant level of employee motivation and perfonnance. Therefore, managing the 

communication feedback processes is fundamental to achieve both perceived and real 

organizational communication effectiveness. 

25 



According to Melhem (2004), different authors have examined "communication 

climate" (which is defined as management's attitude toward communication and the 

quality of "horizontal and informal communication" which examines the effectiveness 

of the grapevine) (Downs and Hazen, 1977). The communication climate affects 

employees' outcomes because it determines the environment in which personnel and 

organizational communication processes occur and the extent, to which these 

processes achieve both organizational and personal goals (Fedrico, 1996). For 

xample, well-written forma l communication via policy documentation and meetings 

inform e mployees more a bout the n.ecessary information needed to undertake a job 

(Alder, 1999). However, it 1s the " informal, nonhierarchical means of 

comm • .mication" such as conservation with colleagues that fill in gaps between what 

employees want to know and what management has time, attention, or inclination to 

tell them" (Goris et al., 2000). In a~d i tion , the degree to which communication are 

formal or informal can affect the quality of vertical and horizontal interactions 

between different and similar hierarchical levels and the extent to which the 

interactions facilitate organizational problem solving and teamwork (Clutterbuck, 

2001). Factors enhancing this flow. of communication include the accuracy of the 

information and the depth and breadth of the organizational "grapevine". Mills (2000) 

states that the way managers communicate work changes to employees can affect how 

employees perceive and receive the information. 

Effective communication is important in the employee empowerment (Baidoun, 

2003). The use of teams is a successful means for cross-functional communication in 

organization, as the case of Thom Lighting UK (Whitford and Bird, 1996). For 

inikrot ompany, 14 out of 30 respondents point that effective communication is 

critical in applying TQM. 
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2.2.8 Quality policy and strategy 

As pointed in Leonard and McAdam (2004) study of TQM in strategy and operation, 

Harber et al., (1993) states that the strategic integration of TQM, its focus and impact, 

has moved TQM beyond being an important element that needed to be coordinated 

solely at operational level, across a_ll aspects and disciplines of an organization. A 

value clarification exercise should start with a review of the element of total quality 

management strategy, then progress to an analysis of what should be happening with 

the organization with that strategy to be successful (Anjard, 2003). The issue of 

implementing quality strategy is important as organizations attempt to benchmarking 

themselves against the best organization and excellence models (Keating and 

Hrrington, 2003). Management of quality should be a key ingredient for developing 

competitive strategies in any business (Mehra and Agrawal, 2003). According to 

Mehra and Agrawal (2003), the aut~ors identified 45 key elements being significant 

issues while implementing total quality. Written quality policy is one of them. 

Hansson and Klefsjo (2003), state that many authors such as Becker (1993) and Shin 

et al. , (1998) strongly believe that many of the failures of TQM are rated to bad 

implementation strategies and proces.ses. 

A strategy for TQM in an organization must be built on the management's continuous 

commitment for question concerning quality. The management must establish quality 

policy and support quality activities morally and by providing resources (Bergman 

and Klefsjo, 2002). According to. Baidoun (2003), the importance of strategic 

planning process based on total quality is emphasized strongly by quality gurus and 

writers (e.g. Deming, 1986; Zairi, 1994 and 1999a; Oakland, 1993; James, 1996; 
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Ahire et a 1., 1 996, D ayton, 2 00 I; S inc lair and Z airi, 2 001; Marteniz-Lorente et al., 

1998; Sureschander et al., 2001; Cerpin, 2002; Hitchock and Willard, 2002). 

Many companies, such as, Procter and Gamble (Bemowiski, 1992) have achieved 

success in developing, communicating and reviewing strategic plans at all levels in 

their organizations. 60% of Sinikrot Company employees consider that development 

and deployment of goals as an important factor in TQM implementation. 

2.3 Hard quality factors 

2.3.1 Supplier management 

Mehra and Agrawal (2003), state that there must be adequate quality control 

throughout the supply chain. In some situations, this may require extension of 

company's supply chain to include internal production of some raw material(s) and/or 

components, reliable transportation, and assuring timely communication along the 

value chain. There must be a certification process for all vendors. This may include 

certifying every vendor's quality control system(s) itself. One of the strong points 

about Japanese products is the high quality control maintained by its suppliers 

(Ishikawa, 1985). Montes, Jover and Fernandez (2003) state that the relationship with 

customers and suppliers is one of the blocks of real implementation of a quality 

system in a company. This is emphasized by many studies (e.g. Ahire et al., 1996a,b; 

Anderson et al., 1995; Flyn et al., 1995; Grandzol and Gershon, 1998; Rao et al., 

1999). According to Dayton (2003), supplier relationship is one of the factors for 

TQM critical success; this is mentioned in Black and Porter (1996). 

Zhang et al. (2000) state that supplier quality management is an important aspect of 

TQM since materials and purchased parts are often a major source of quality 

problems. Baidoun (2003) says that many authors advocate that companies must 
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establish supply chain partnerships to motivate suppliers to provide materials needed 

to meet customer expectation (e.g. Clifton, 2001; Jabnoun, 2000; Thakur, 2002; 

David, 2002). As mentioned in Lee (2004) study about small manufacturers in China, 

the lack of bargaining power against suppliers and lack of resources are major 

hindrances encountered by them when implementing TQM. 

Organizations worldwide should include suppliers to improve the quality of their 

products and services (Wong, 2000). At Shorts Brother-UK, they motivate suppliers 

to initiate total quality by providing training services and joint involvement teams. 13 

out of 30 of Sinikrot ompany respondents assume partnership with key supplier is 

critical for TQM implementation, while 15 out of 30 assume that it is important. 

2.3.2 Accredited quality management system 

Khan (2003) states that one of the TQM management cores is the use of systematic 

management. ISO 9000: 2000 is based on the following eight quality management 

principles that reflect best management practices (Cargill, 2001; Russel, 2000; Magd 

and Curry, 2003): 

O Customer focused organization. 

0 Leadership. 

O Involvement of people. 

0 Process approach. 

O System approach to management. 

0 Continuous improvement. 

O Factual approach to decision-making. 

[J Mutually beneficial supplier relationship. 
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The organization introducing quality mechanisms is usually seeking to gain employee 

commitment and co-operation rather than just compliance (Wilkinson, 1998). In the 

study of Dayton (2003) of 204 surveys, he finds that strategic quality management is 

considered to be one of the success factors. Dale (1999) states that TQM can be 

regard as the highest level of quality management. Quality management can be 

divided into strategic quality management- a systematic approach for setting and 

meeting goal throughout the company- and operational quality management- a 

structured approach for managing quality intermediate levels (Juran, 1989). 

Organization have been begun to implement specific measures to achieve a high rate 

of quality (Dreytus et al., 1999), in order to achi eve competitive advantage (Sosa and 

Vos, 2002; Savolainen, 2000). Oakland (2000) states that to foundation framework to 

the customer-supplier chain, processes and the "soft" outcomes of TQM must be 

added to the first hard management necessity - a quality system based on any good 

international standard. An element of quality management structure in place to 

manage the organization's quality journey is assumed to be critical by 34% of Sinikrot 

Company respondents. In addition, 60% of them consider that it is important. 

2.3.3 Organizing for quality 

According to Crosby (1989), the success of the quality improvement process depends 

on effective and systematic implementation. Oakland and Porter (1994) highlighted 

that one of the responsibilities of senior management at the outset of introducing 

TQM is the need to set up a defined quality organization structure in order to create a 

framework which will enable quabty improvement to develop and flourish (Bendell et 

al., 1993; Davies and Wilson 1990; Easton, 1993). In fact, they see strncture as a key 

element in ensuring the success ofTQM (Thfagarajan and Zairi, 1997). 
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Hansson and Klefsjo (2003) state that a strategy of TQM in an organization must be 

built on the management's continuous commitment for questions concerning quality. 

The management must establish quality policy and support quality activities morally 

and providing resources (Bergman and Klefsjo, 2002). 

Moren-Lozen and Peris (1998) developed an integrated model for strategic 

management, organizational design and quality management. They classified quality 

organization into the quality assurance (Characterized by internal and external 

customer satisfaction, continuous improvement and employee involvement) including 

low formalization and centralization organizational structure (Jabnoun, 2000). Nilsen­

Englyst (2003) state that the continuous process of strategy formulation proposed in 

the study consists of the overlapping and iterative phases of learning, reviewing, 

aligning, and redirecting. Consultants, steering committees, employees and managers 

play a variety of roles while they participate in different phases. The same holds for 

(project) management (as a function). Furthermore, the different phases drive each 

other, by for example creating a tension between emergent and intended strategy, and 

by abandoning ongoing projects, but redirecting them and motivating local units to 

compete for resources. 

In Sinikrot Company case, 14 out of 30 respondents consider that active role as 

facilitators of continuous improvement, coaches of new methods, mentors and leader 

of empowered employees as a critical factor to implement TQM and 12 out of 3 0 

respondents assume it important. 
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2.3.4 Managing by processes 

Both the European Foundation for Quality Management (EFQM) Excellence model 

for the European Quality Award and the Performance Excellence Framework for the 

Malcolm Baldrige National Quality Award (MBNQA) attribute a role of fundamental 

importance to "processes" for evaluating an organization's progress toward TQM. 

The EFQM model has an evaluation section entitled "processes" which deals with the 

management of all the company' s value-generating activities: the section examines 

how the processes are identified, analyzed and, if necessary, re-engineered to ensure 

continuous improvement in company performance (Biazzo and Bernardi, 2003). 

In the process management and measurement model by Sinclair and Zairi (1995), the 

basic steps used to set up process management as follows: 

O Identify the customers and the suppliers in process, customer demands, key 

activities, and points of measurement and feed back loops. 

O Define process performance measurements on the basis of customer 

requirements. 

O Define process performance targets. 

O Assign responsibilities for achieving performance targets. 

O Develop plans of action to achieve targets. 

o Develop measures, targets, plans, and allocate responsibility to all the sub-

processes. 

0 Operate processes. 

O Measure performances and compare them with targets. 

o Use information on performances to identify areas of improvement, to carry 

out continuous improvement activities, to update plans of action, to adjust 

performance targets, and to re-engineer processes. 

32 



Many quality organizations learned the importance of applying clearly defined 

customer-focus approaches to manage processes rather than the conventional 

functional approach of management (Baidoun, 2003). ICL and Shell Chemical-UK 

are of such companies (Sinclair, 1994). 64% of Sinikrot. Company respondents 

consider that it is important for the company's employees to understand that each 

individual and each process has internal customers and suppliers. 

2.3.5 Benchmarking 

Planning and analysis take together account for nearly 70% of the time typically 

consumed during the whole benchmarking process (John and Philip, 2004). These two 

phases are normally judged to be critical to success. During the planning phase 

managers need to select what needs to be measured based on client's expectation and 

suggestion senior management. Mahagers also need to form a benchmarking team 

within the constraints of time and resource available. 

Atkin and Brooks (2000) identify benchmarking steps: 

O Identify the subject of the exercise. 

O Decide what to measure. 

o Identify who to benchmark both within your sector and outside. 

O Collect information and data. 

O Analyze findings and determine gap. 

O Set goals for improvement. 

O Implement new order. 

O Monitor the process of improvement. 

Benchmarking according to Xerox, which developed benchmarking as a part of its 

quality process, provides the most practical definition: 
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"A continuous, systematic, process of evaluating companies recognized as industry 

leaders, to determine business and work processes that represent best practices, 

establish rational performance goals (Zairi, 1994). 

The primary obj ective of benchmarking is performance improvement. Identifying 

opportuni ties for performance improvement by comparing one organization's 

performance with that of another is a reflex of TQM (Bank, 1992). Zairi (1994) draws 

the link between TQM and benchmarking: 

TQM is the wheel of improvement. .. during an internal , value-adding activity for the 

end customer. Benchmarking is the external acti vity for identifying opportunities and 

ensuring that the wheel of improvement is turning in the right direction and is making 

the necessary effort towards the ends destination, i. e. achieving high standard of 

competitiveness. 

There are essentially fou r types of benchmarking (Zairi , 1994): 

1- Competitive benchmarking comparisons with primary competitors. 

2- Functional benchmarking comparisons with similar functions or processes 

within the same broad industry leaders as partners. 

3- Generic benchmarking comparisons with similar functions or processes 

regardless the type of industry. 

4- Internal benchmarking. 

Benchmarking is a qualifying criterion for organizations aimmg for the European 

Quality Award, and MBNQA. 

In this study, about 88% of Sini~ot Company respondents consider competitive 

benchmarking made against primary competitors as a critical and important factor of 

TQM implementation. 
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2.3.6 Self-assessment 

Internationally recognized "excellence models" for quality awards proved particularly 

interesting as "they provide ad efinition and description of T QM that give a better 

understanding of the concept" (Dale, 1999). The models that have the greatest 

conceptual value and most international importance in respect of their impact on self­

assessment practices (Ritche and Dale, 2000; Van der Weile and Brown, 1999; Van 

der Weile et al ., 1996; Biazzo and Bernardi , 2003), are the EFQM model , which is the 

foundation of QA and Performance.Excellence Framework for MBNQA. 

Self-assessment highlights strength and improvement opportunities, and drive 

continuous improvement (Oakland, 2000; Conti, 1999). The implementation of self­

assessment involves many employees in the organization,. Managers have to take the 

lead, and non-managers undertake · self-assessment or are assessed (Keating and 

Harrington, 2003). They add that staff members are also involved in the follow-up of 

the self-assessment results. 

The ability to assess an organization's progress against an accepted set of criteria 

would be most valuable (Oakland, 1993; Porter and Tanner, 1995). The MBNQA and 

EQA assessment models are available to organizations for self-assessment (Conti, 

1991). 

There are three commonly used methodologies for self-assessment, namely, 

discussion group methods, survey methods and award type using written reports (Finn 

and Porter, 1994). According to Mehra and Agrawal (2003), a global business 

attempting to achieve a desired quality should recognize the factors of applicable 

international standards, identify the competitive forces, and assess the need for quality 

recognition. 

35 



Organizations have the ability to judge progress against accepted set of criteria would 

be most valuable and informative. In this study, the use of self-assessment to track 

and improve performance gaps in the implementation and effective practice is 

considered to be important by 16 out of 30 respondents of Sinikrot Company, where 

10 out of 30 say that it is critical for TQM implementation. 

2.3.7 Cost of quality 

Cost of quality must be kept at an acceptable level. If the cost is too high, it may have 

significant implication with regard to competitive pricing (Mehra and Agrawal, 2003). 

Cost of quality includes costs of conformance and non-conformance. An important 

part of such cost relates to supervision and inspection. Level of these Rctivities and the 

use of the local and expatriate internal and/or external audit of quality-related 

processes and activities. Additionally, management must always look for wastage 

such as redundant equipment, non-value-adding activities, and unused capacity due to 

non-synchronized processes (Mehra and Agrawal, 2003). 

Use of technology, including the level of such use, can also raise cost management 

issues. Quality costing is one quafity tool that has been used to help justify the 

adoption of quality improvement efforts to top management (Israeli and Fisher, 1991; 

Plunkett and Dale, 1990). Dale and Plunkett (1991) consider quality costing as useful 

first step against TQM journey. 

The prevention-appraisal-failure (PAF) model, developed by Feingenbaum is the most 

widely applied scheme for categorizing quality costs (Plunkett and Dale, 1990; Porter 

and Rayner, 1992). It is also adopted the quality cost for the American Society for 

Quality ontrol (Black, 1993). 

Feigenbaum (1961) break down the quality costs into three categories: 
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1- Cost of prevention: the costs of any action taken to investigate prevent or 

reduce the risk of nonconformity ·or defects. 

2- Cost of appraisal: the costs of evaluating the achievement of quality 

requirements. 

3- Failure costs: the costs of non-conformity, both internal and external. 

Both Rank Xerox and LeaRonal (UK) added two additional elements of the model 

(Zairi, 1997): 

1- Cost of exceeding requirements: the costs incurred to provide information or 

services which are unnecessary or unimportant or of which no agreed 

requirement has been established: 

7- Cost of lost opportunities: the Jost profits resulting from purchases of 

competitor's products and services or from cancellation of products or 

services, which did not meet customer requirements. 

Companies such as Xerox, IBM, and other (Carr, 1995), employ cost of quality 

calculation as an integral part of their quality program. They are flexible with the use 

of quality cost definitions, comfortable with cost estimation and practical with 

representing information. Cost of quality process to track rework, waste, reject, and 

for continuous improvement is considered as critical by 40% of respondents m 

Sinikrot Company and nearly 37% assume that it is an important factor. 

2.3.8 Quality control techniques 

Juran (1974) states that the quality control techniques are important tools, not only for 

low-defect production but also quality improvement. Shewart defines quality control 

as the use of statistical procedures to provide guides to produce good parts and t 0 

disclose the cause of variation (Modaress and Anssari, 1989). Other quality gurus 
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2.3.9 Customer management 

The intensive global competition among manufactures to co-ordinate the industry 

value chain from supplier to customer and produce quick responses has made 

customer-supplier relationship management important in the new business era (Choy, 

Fan and Lo, 2003). Bose (2002) states that customer relationship management is an 

integration customer during any given interaction. In brief, customer relationship 

management is a process by which a company makes good use of customer 

information to enhance customer loyalty (Choy et al., 2003). 

The primary goals of customer relationship management are to: build long-term and 

profitable relationship within chosen customers, get closer to those customers at every 

point of contact, and maximize the company's share of the customers' wallet (Shaw, 

1999). Simply stated, customer relationship management is about finding, getting, and 

retaining customers. 

Customer relationship management focuses on leveraging and exploiting interactions 

with the customer to maximize customer satisfaction, ensure return business, and 

ultimately enhance customer profitability (Choy et a 1., 2003). While Seibel secured 

market leadership through being a technology pioneer in customer relationship 

management applications, latecomers like SAP and People Soft are benefiting more 

from already human resource packages, which can easily integrated into their 

customer relationship management (Kotrov, 2003). 

The use of customer surveys and feedback process to assess customer satisfaction is 

considered to be critical quality factor by 44% of Sinikrot Company respondents and 

also it is assumed to important by the other 44% for TQM implementation. 
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2.5 Total quality management failure 

The absence of senior management valuing and living the TQM process coupled with 

organizational inflexibility and inertia and the negative publicity beginning to be 

associated with TQM, (negative publicity due in a large part because many divergent 

ideas and consulting schemes were inappropriately clumped under the TQM banner) 

provided an environment that weakened and eroded the foundations of TQM (Dayton, 

2003). 

According to Gatchalian (1997), causes of failure are generally associated with: 

1- Resistance of top management to educate themselves regarding TQM. 

2- rratic ways of quality program implementation. 

3- Jolting but unconfined enthusiasm for TQM. 

4- Inadequate empowerment at all levels . 

5- Management of communication strategies not fully in place. 

6- Quality improvement teams not functioning effectively. 

2.6 Summary 

Most of the previous reviews tend to be presented in anecdotal manner. This 

comprehensive literature review, however, is more systematic in presenting the vast 

array of literature on TQM and its major components. 

This chapter presents the body of literature by linking all the major elements in 

coordinated and supportive approach. That is the effective manipulation of the "soft" 

factors must be supported by the "hard" factors . 

This systematic effort of covering theory, concepts and applications makes a 

contribution to understanding the importance of each quality factor and how each 
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factor is implemented, and what benefits have been derived from the implementation 

of each quality factor. 

Moreover, the chapter discusses further implementation issues related to cultural 

differences and why some TQM implementation attempts fail. 
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Chapter three: Research design and methodology 

3.1 Introduction 

A discussion o f various social science methodological issues is carried out through 

trus chapter. 

The purpose of research is to discover answers to questions through the application of 

scientific procedures . Such procedures have been developed in order to increase the 

likelihood that the info rmation gathered would be relevant to the question asked and 

be reliabl e and unbi ased. According ·to Selltiz et al. , (1962) there is no guarantee that 

any given research, undertaking actually will produce relevant, reliable and unbiased 

information. However, scientific research procedures are more likely to do so than 

any other method known to man. 

The main question of this research project is related to identifying the critical factors 

for successful implementation of TQM within Sinikrot Company. Therefore, this 

chapter starts with discussing the various research designs and methodological issues 

related to deciding on the appropriate principal research technique to find the answer 

asked by this study. 

3.2 Defining research 

Research can be seen as a systematic process of discovering, acquiring and using 

knowledge. Bennett (1983) defines research as: 

"A systematic, careful inquiry or examination to discover new information or 

relationships and to expand/verify existing knowledge for some specified purpose." 
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For him management research is accepted and acceptable activity. It is a systematic, 

careful inquiry into anything to do with management. He adds, since all enterprises 

are managed, the scope for such inquiry is very broad. 

Sekaran (2000) emphasizes this definition by defining research as: 

"A systematic and organized effort to investigate a specific problem that needs a 

solution. It is a series of steps designed and followed, with the goal of finding answers 

to the issues that are of concern." 

Having said that, research, thus, encompasses the process of inquiry, investigation, 

examination, and experimentation. These processes have to be carried out 

systematically, diligently, critically, and logically. The expected end results would be 

to discover new facts that will help to deal with problem situation (Sekaran, 2000; 

Bickman and Rog, 1998). 

For Sekaran (2000) most basic or fundamental research is conducted to generate more 

knowledge in particular areas of interest. The aim is to understand more about certain 

phenomena and problems that occur in several organizations and industries, and how 

they can be solved. Sekaran (2000) adds that the main purpose of conducting basic 

research is to generate more knowledge and understanding of the phenomena that 

occur and to build theories based on the study of the phenomena. This process of 

building on existing knowledge is the genesis for theory building in the management 

area. 

In addition to creating new knowledge and improving understanding, Bennett (1983) 

states that management research can be used to test application by gathering 

information about successful management approaches in different circumstances and 

looking for explanation of their success. He adds that management research can be 

used to help in decision making by generating confirmation, concepts, frameworks, 
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approaches, and facts that will help managers make more effective and better 

decisions. 

Having this understanding of research in mind. A research methodology, which 

combines this understanding with the objectives of this study, (which is basically 

about the application of management theory and concepts that deal with practical 

issues of organizational and managerial effectiveness), is needed to be selected 

carefully to achieve what Bennett (1983) demanded: 

1- Understanding what management research is about and 

what it can and can not do. 

2- Understanding and using sensible, appropriate methods 

and techniques. 

3- Giving the results of research-wide publicity and 

seeking to apply them whenever possible. 

This emphasis of research methods to be used is crucial aspect of conducting the 

research. Sekaran (1992, 1987) defines research methods as: 

"The ways in which research studies are designed and the procedures by which data 

are analyzed" 

For Nachmias et al., (1981, 1987), research methodology is: 

"A system of explicit rules and p ro.cedures fort he research process. Conformity to 

these rules and procedures are evaluated for claims for knowledge. Claims are 

rejected if they do not conform." 

The main purpose of this study is to investigate whether TQM can be implemented in 

Sinikrot Company based on the criti.cal factors for successful implementation (that is 

measurement of "what" needed). 
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Chang (1994) states that not only the measurement of "what" is needed, but also 

detailed explanation of "how" are important to understand best practices. This is why 

through analysis and due to care were given to the research project is properly 

conducted to collect ri ch informa~ion for analysis to provide valuable research 

outcomes that contribute to the body of current knowledge. 

3.3 Research methodology selection 

Through the various researches inv~lved in TQM implementation, it is evident that 

most approaches to research were of quantitative nature. Many authors who 

approached the problem used quantitative methodology (Saraph et al. , 1989; Ahire et 

al. , 1996; Porter and Parker, 1993; Black and Porter, 1996; Ramirez and Loney, 1993; 

Tamimi and Gershon, 1995; Badri e~ al. , 1995; Quazi and Padibjo, 1998; Yousef and 

Aspinwall, 1999; Tamimi , 1998; Zhang et al., 2000; Rao et al., 1999, Baidoun, 2000). 

Thiagaraj an (1 996) reports that most widely - spread approach used in reaching TQM 

implementation fi eld is largely exhibit a quantitative character. He states that even the 

interview approach by Mann (1992) ~as a predominant quantitative character. 

This study is basically concerned with investigating weather TQM can be 

implemented in Sinikrot Company, based on assessing the degree of perception and 

understanding of TQM of Sinikrot managers and the identification of the critical 

factors for successful implementatio~ of TQM framework. 

Although the selection of either a quantitative or qualitative approach as the 

appropriate method for a particular research project has been recognized as 

problematic (Downey and Ireland, 1979), the most appropriate concerned with data 

collection, data processing, and analysis must be carefully considered. 
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The choice of the appropriate methodology depends very much on the purpose, 

process of investigation and the desired outcomes. Downey and Ireland (1979) state: 

"Methodologies are neither appropriate nor inappropriate until they are applied to a 

specific research problem. This perspective treats methodologies as tools of inquiry; 

each inquiry requires careful selection of the proper tools." 

In this addition to this, the level of sci entific sophistication of the research project and 

the cumulative knowledge and understanding of the topic in question would govern 

the best choice of research methodology. In thi s regard Bennett (1983) points out four 

types of research and three of rigor when choosing among research methods. 

Types of research 

1- Description 

In thi s case the research is concerned with describing what exits. This is the most 

basic level of research. It is used to improve our knowledge of management process in 

different countries. 

However, Bennett (1983) states that describing "what is" may not necessarily improve 

our knowledge of management. 

2- Classification 

This type of research allows researchers to classify, or categorize, the things they are 

studying, on the basis of known, natural characteristics. 

3- Explanation 

While descriptive and classificatory work establishes a basis for building a theory, 

explanation research starts when the researcher seeks to understand what is happening 

and why to present this in theoretical developments, models, and propositions. 
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4- Prediction 

This type is concerned with "predicting" using established theories and formulae. 

Bennett (1983) states that in the field of management, truly predictive theories are 

rare. 

Whilst the testing of hypotheses may take on this predictive form, we are still trying 

to understand and explain what managers do. 

Another factor to consider when choosing among research methods, the researcher 

must consider the amount of rigour required. 

Rigour is used to refer to the extent to which the method employed strictly adheres to 

the fundamental requirements of research design (Bennett, 1985). 

3.3.l Quantitative research methods 

This methodology involves finding answers whenever there is a need to determine 

what, how many, where and when (Higson, 1987). Hence, this methodology focuses 

on structural issues rather than more complicated issues related to the process (Van 

Maanen, 1979, 1985). 

Large mail surveys using a standardized questionnaire is a major tool "instrument" 

used in quantitative methodology in the field of management research. This approach 

of data collection provides the following advantages (Brannon et al., 1979; Sekaran, 

2000) 

1- Providing data representations and generalisability by reaching a large number 

of respondents with practical and convenient mean. 

2- nsuring validity and reliability of the results by applying statistical 

techniques to data analysis. 
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It is because of this, (Brannon et al., 1979) characterized quantitative methodology as 

generalisable, hard and thin. 

Wong (1992) identified some disadvantages of this methodology: 

1- Focusing on social structure without addressing the social process 

itself 

2- Over simp lifying and abstracting the subject matters. 

3- Insularity from the real context of the problem under investigation. 

Sekaran (2000) adds that response rate is always low. 

3.3.2 Qualitative metbodology 

Although qualitative methods are used only to a limited degree, they provide powerful 

tools for research in management and business administration (Gummesson, 1991) 

According to Van M aanen ( 1985), qualitative researchers describe the unfolding of 

the social process. This removes the need for data interpretation by the researcher. 

According to Bryman (1992), the emphasis in qualitative research tends to be 

individual's interpretations of their environment and of their own and other's 

behavior. The data presentation tends to be sensitive to the nuances of what people 

say and to the context in which their actions take place. He continues to state that the 

emphasis tend to be on the understanding of what is going on in organizations in 

participant's own terms rather than those of the researcher. 

The qualitative techniques are termed "qualitative" for they are generally intended to 

determine "what things" exist than to determine how many things there are (Van 

Maanen, 1985; Smith and Manning, 1982) 

Qualitative techniques are not concerned with measurement; they are more responsive 

to needs of respondents and to the nature of the subject matter enabling the researcher 
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to understand the situation at the first hand (Walker, 1985; Bryman, 1992; Wong, 

1992). 

There are many occasions when qualitative methods are used. When there is 

insufficient or inadequate theory on which to ground. When a survey has already been 

conducted but has produced confusion results. When the subject of inquiry is 

inherently complex and understanding of this complexity is part of the research brief. 

When the subject is sensitive. Finally, when the objective is to study an institution 

with a focus on understanding the relationship within it (Walker, 1985; Wong, 1992; 

Van Maanen, 1979 & 1985; Sekaran; 2000). 

According to Walker (1985) qualitative methods yield large volumes of exceedingly 

rich data obtained from a limited nwnber of individuals and whereas the quantitative 

approach necessitates standardized data collection, qualitative researchers exploit the 

context of data gathering to enhance the value of the data (see also Aaker et al., 1998). 

Case study approach to qualitative research method has been used by many 

researchers (see Yin, 1984; Taylor and Bogdan, 1984; Patton, 1990; and Tesch, 1990). 

Gummesson (1991) states that the use of the case study for research purposes is 

becoming widespread in management research. In many counties, doctoral theses 

dealing with marketing, strategy, organization, and so forth are often based on case 

studies. 

Robenowitz (1980) in Gummesson (1991) states that: 

"Obviously, case studies, irrespective of how well they are planned, lack of scientific 

weight and general applicability of conventional research methods. However, in 

certain areas they present the only possible research strategy. Moreover, if a 

sufficiently large number of cases are examined, they can serve as a basis for fruitful 

theoretical developments." 
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A case study approach involving interviews to collect data using semi-structured and 

open-ended question is used to study situations from the respondent's perspective. 

(Burgess, 1982 and 1984). This enables the researcher to discover the world as 

perceived by the interviewee (respondent) (Wong, 1992), making the data 

comprehensive and realistic (Bryman, 1992). Aaker et al. (1998) support this by 

stating that a case study is a comprehensive description and analysis of a single 

situation . The data for a case study usually are obtained from a series of lengthy, 

unstructured interviews with a number of people involved in the situation. 

As quantitative methods have advantages and disadvantages, qualitative methods are 

of no exception. The criticism of case studies as scientific method can be summarized 

under the following (Gummesson, 1991). 

They lack stati stical validity as they are flexible, lack rigid experimental control and 

prone to subjectivity. 

Wong (1992) adds that these methods are unrepresentative and indefiniteness and do 

not readily permit comparison over a large number of cases. (Also see Sykes et al., 

1991; Kaplan et al., 1988; Nackmias and Nackmias, 1987; and Burgess, 1982; Aaker 

et al., 1998). 

It is obvious up to this stage of · discussion, that both the quantitative and the 

qualitative methods have advantages and disadvantages. Therefore, in undertaking a 

piece of research, inevitably the researcher must choose between these different 

approaches in making an area of interest researchable (Gill and Johnson, 1994). The 

nature and content of the problem, ·as well as the extent of the available resources, 

clearly influence this choice. It is also important to be aware that the different 

methods available have differing inherent strengths and weaknesses, which need to be 
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Atkinson et al. 91983) see triangulation's role ass trengthening qualitative research 

findings by combing participant observation, interviewing and documentary source. 

Smith (1975) advocates multiple methods to address the same problems, on the basis 

that in this way, different methodological strengths and weaknesses will be cancelled 

out to produce more convincing findings. In addition, Mason (1994) states that 

triangulation allows a holistic picture to develop. it is useful in capturing a more 

complete, holistic and contextual portrayal of the topic under study. 

Triangulation enriches our understanding by allowing new and deeper dimension to 

emerge. Ji ck ( 1979) adds that more than one method should be used in his validation 

process to ensure that the variance reflected that of the traits and not of the method. 

Thus, the converg nee or agreement between two methods enhances our belief that 

the results are valid and not a methodological artifact. Sekaran (2000) emphasis the 

need for multi-methods of data collection as almost all data collection methods have 

biases associated within them, therefore, collecting data through multi-methods and 

from multiple sources lends rigour to research. If the responses collected through 

interviews and questionnaire ares trbngly correlated with one another, then we will 

have more confidence about the goodness of the collected data. 

3.3.4 The selected methodology 

For all above discussed reasons, triangulation seems to be appropriate and suitable 

research methodology for this study. Moreover, this research methodology of 

triangulation has been used by other studies in general (Jick, 1979) and Total Quality 

Management in particular (Thiagarajan, 1996; Ali, 1997; Baidoun, 2000). 
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3.4 Survey design, the questionnai~e and the validity of instruments 

According to Johnson et al., (1982) survey is defined as: 

"The only way to learn many types of information". 

By questioning, one can know information about respondent behavior, expectation 

and events. The researcher developed the research instrument after a comprehensive 

search of literature is undertaken. 

The questionnaire developed by Thiagarajan (1996) is used to identify the critical 

quality factors as perceived by respondents. Baidoun (2003) also uses this 

questionnaire. 

The questionnaire consists of thirty-one questions attached by a cover letter interest 

respondent with the study results. It is in the English language and translated to 

Arabic when needed. 

The questionnaire developed by Thi'),garajan (1996) and used by Baidoun (2003). It is 

based on a measurement scale, to solicit respondents to explicitly identify a quality 

factor as critical or not, and which permits objective judgments to be made. In 

addition, the questionnaire focuses on the organization by asking respondents to 

indicate how they perceive each of tbe quality factors, as to the level of importance to 

success of TQM implementation in their organizations. 31 factors were derived to 

construct the questionnaire for this study. 

Respondents were asked to rate each of the quality factors (labeled as quality-related 

factors in the questionnaire) as . to its level of importance to a successful 

implementation of quality management processes in their organization, using the 

following criteria: 
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The study targeted the whole population and a response rate of 100% was set from the 

beginning. Therefore, thirty usable questionnaires are distributed to cover all parts of 

the company and the thirty are collected. 

3.5.1 Respondents 

The information source for the research with measuring perception of TQM 

understanding and awareness are senior managers and quality-related managers. 

The individuals are likely to be the general manager, managers of different 

departments oft he company, such as, administration manager, employees manager, 

marketing manager, accounting manager, purchasing manager, house ware manager, 

technical manager, production manager. .. ), and quality-related manager, as they are 

in a position to answer the questions as a currently as possible. 

3.6 Data analysis 

The main aim of the data analysis is to investigate the gap on the level of importance 

of the quality factors to the successful implementation of TQM in Sinikrot Company 

by finding a comparative criticality index, and compare it with the index of 

comparative criticality of Palestinian industry. 

The level of measurement used in the survey questionnaire in a 3-point ordinal scale 

with critical, important, and minor importance as categories. Although the categories 

are ordered, they are nonnumeric, i.e. there is no indication of distance between them. 

Integer scoring to assign numbers to the critical, important, minor importance 

categories (1, 2, 3 respectively) is used. 
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as critical, and 1 means that the quality factor is the least critical (Baidoun; 2003). In 

other words, the comparative criticality index is calculated as follow: 

CCI = (index of diversity I maximal value 

Maximal value = (k-1) I k where k is the number of categories. 
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• 

• 

Supervisors, unit heads and divisional managers assume active roles as 

facilitators of continuous improvement, coaches of new methods, 

mentors and leaders of empowered employees. 

Training for employees in problem identification and solving skills, 

quality improvement skills and other technical skills. 

• The entire organization understands that each individual and each 

process has internal customers and suppliers. 

• Application of total quality approach to the management of support 

services and business processes. 

• The use of customer surveys and feedback process, and tracking of other 

key measures to a sess customer satisfaction. 

• Systematic review and analysis of key process measures that have a 

direct and indirect impact on value-addition to customer satisfaction. 

4.2.4 Critical quality factors stratified in tier 3 

• Cost of quality process to track rework, waste, and rejects and for 

continuous improvement. 

• Reliance on reasonable suppliers who are evaluated and selected based 

on their capability and commitment to product and service quality, and 

value for money. 

Having identified the critical quality factors using the modal category, and developed 

the h ierarchical structure using the variation ratio, the stratification of these critical 

quality factors becomes essential. 

As mentioned ;n Baidow1 (2003) study, many researchers stratified the hierarchical 

structure of the critical quality factors in the process of building their TQM 
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(77 out of 78 respondents) was achieved, returning this factor as critical. In this study, 

21 out of 30 respondents returned this factor as critical. 

This is in tandem with all previous studies (Saraph et al. , 1989; Mann, 1992; Ramirez 

& Loney, 1993; Flyn et al., 1994; Black & Porter, 1996; Thiagarajan, 1996; Ali; 

1997; Ahire et al., 1996; Tamimi, 1998; Rao et al., 1999; Zhang et al., 2000; 

Thiagarajan et al., 2001), with the literature review and all major quality awards 

(EQA, MBNQA, and Deming' s prize). This is evident as there is unanimity in 

opinions amongst all quality gurus and every author of TQM on the importance of top 

management commitment, involvement and leadership (Zairi, 1999a). 

As mentioned in Baidoun (2003) a formal documented quality management system in 

p.lace i s c onsidered as the communication m eans oft he standards of organizational 

practice through documented procedures and records (Crosby, 1989). James ( 1996) 

considers an accredited quality management system as a major pillar supporting the 

development and operations of TQM in an organization. Moreover, several case 

studies (see Whitford & Bird, 1996; Quasi & Padibjo, 1997) and empirical work 

(Quasi & Padibjo, 1998) have pointed out the importance of a formal documented 

quality system in the journey towards TQM. Only 1 O out of 30 respondents in Sinikrot 

Company returned this factor as critical, which means that there is a gap. 

A clear and consistent communication of a mission statement and the objectives 

defining quality values, expectations and focus, is considered the major indication of 

top management commitment, giving priority to customer satisfaction based on a 

comprehensive identification of customers and customer needs and alignment of 

processes to sati sfy the needs (Smith, 1994; Zairi, 1999b; Oakland, 2000; 

Feigenbaum, 2002; Baidoun, 2004). In harmony with this, the development of a 

comprehensive policy and the effective deployment of the goals is the essence of 
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technical skills (Deming, 1986; Rao et al., 1999; Oakland, 1993, 2000; Cebeci & 

Beskese, 2002; Baidoun, 2003 & 2004). 

To support continuous process improvement and improve customer satisfaction, 

systematic review and analysis of key processes (Rao et al., 1996; Kurdupliski et al., 

1993), measures that have a direct Or indirect impact on value-addition to customer 

satisfaction (Oakland, 2000), the application of total quality approach to the 

management of support service and business processes and the use of customer 

surveys and feedback process, and tracking of other key measures to assess customer 

satisfaction (Zhang et al. , 2000; Ka1iji & Asher, 1993; McAdam & Kelly, 2002) are 

all required. 

However, for tier 3 critical quality factors, the emphasis is on the operational level of 

the organization, which is related to having a system for measuring key indicators that 

impact the way the organization operates to add value to customers. This is apparent 

from applying cost of quality process to track rework, waste and rejects and for 

continuous improvement and reliance on reasonably few dependable suppliers who 

are evaluated and selected based on their capability and commitment to product and 

service quality, and value for money. The identified 19 critical quality factors are in 

accord with many Quality Awards' principles (MBNQA and the EQA), as in the 

following: 

( 1) Top management commitment and involvement 

Top management commitment and responsibility for sustainable quality environment. 

Top management commitment and involvement are demonstrated by providing role 

models, developing a clear mission and defining quality values (strategic quality 

planning), developing comprehensive policy and goal setting and p Janning process, 
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promoting quality awareness, and creating the elements of a quality management 

structure. 

(2) Employee involvement and empowerment 

Directing active involvement of employees to the vision, values and quality goals of 

the organization to meet its expectation. Maximizing employee empowerment by 

training and ed ucation, and active rol·es of middle management. 

(3) Continuous process improvement 

Using quality tools (systematic approach to problem identification and solving) to 

create a cu lture of continuous process improvement emphasizing management by 

facts. 

( 4) Importance of external customer focus and understanding the i ntemal customer 

concept 

(5) Selecting reasonably few dependable suppliers based on evaluation of their 

capability and commitment to product and service quality. 

(6) Having systems for measuring key indicators that impact the way the organization 

adds value to customers (cost of quality and the use of customer surveys). 

Baidoun (2003) study reveals that 17 out of 19 critical quality factors share most of 

the values covered by the key principles espoused by the Malcolm Baldrige National 

Award (2000) and the European Quality Award (2000). 

4.4 Conclusion 

According to Thiagarajan & Zairi (1998), a useful analysis to perform is 

benchmarking using the comparative criticality index (CCI). The infonnation 

gathered from benchmarking analysis could be used as the basis to prioritize areas for 

improvement. For thjs purpose, the comparative criticality index (CCI) is used as the 
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0. 733 Supervisors, unit heads and divisional managers assume active roles as 

faci litators of continuous improvement, coaches of new methods and leaders of 

empowered employees. 

0.769 Training for employees in problem identification and solving skills, quality 

improvement ski ll s and other technical skills. 

0.816 The entire organization understands that each individual and each process has 

internal customers and suppliers. 

0.8 19 Systematic review and analysis of key process measures that have a direct or 

indirect impact on value-addition to customer satisfaction. 

0.821 Application of total quality approach to the management of support service and 

business process. 

0.835 Cost of quality process to track rework, waste, rejects and for continuous 

improvement. 

TIER ill CRJTICAL QUALITY FACTORS 

0.868 The use of customer surveys and feedback process, and tracking of other key 

measures to assess customer satisfaction. 

0.887 Reliance on reasonably few. dependable suppliers who are evaluated and 

selected based on their capability and commitment to product and service quality, and 

value for money. 

Comparing these values above and the values that found for Sinikrot Company (Table 

2), it is clear that the gap is very larg~ in all of quality factors stratified in tier 1, tier 3, 

and the first four quality factors in tier 2. While the other four quality factors in tier 2 

is almost the same. 

For example, the quality factor: senior executive assume active responsibility for 

evaluation and improvement of ma~agement system, and leading quality drive has a 
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CCI value of 0.038 for the Palestinian Industry, while it is 0.63 for Sinikrot Company 

(around 16 times of the Palestinian Industry). The quality factor: the entire 

organization understands that each value and each process has internal customers and 

suppliers, is implemented more than in Palestinian Industry (CCI value for Sinikrot 

Company is 0. 796 while it is 0.816 for the Palestinian Industry). The gap is illustrated 

fully in fi gure 2. There is a large gap in Ql , Q7, Q2, Q27, Q20, Q30, Q9, Ql5, Ql6, 

Ql 2, and Ql 6, while it is nearly the same in Q4, Q8, Ql9, Q21, Q25, Q3 l, and Q28). 
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and participate in the improvement activities and through top-down and bottom-up 

communication. Teamwork skills are needed to have employees work together, and a 

review of the reward and recognition schemes is another important factor to ensure 

and reinforce employee commitment and involvement. 

4.5.3 Manage by a customer- driver system and processes 

Managing by a quality management system will enable the objectives set out in the 

quality policy to be achieved. In this regard, the ISO 9000:2000 series set out methods 

by which a system can be implemented to ensure that the specified customer 

requirements are met. The quality management system should apply to, and interact 

with, processes in the organization. Therefore, managing by customer-driven systems 

and processes requires deploying the human and other resources along the processes 

to add values for customer satisfaction. 

Thi s approach of managing by customer-driven systems and processes is associated 

with the concept of the internal customer- supplier relationship. Throughout all 

organizations there are a series of internal suppliers and customers. These form the 

quality chain, which is considered as the core of company-wide improvement 

(Oakland, 2000). The internal customer- supplier relationships must be managed to 

add value to customer satisfaction, which makes measurement of capability vital. 

Many TQM writers have pointed out the importance of focusing on system processes 

and internal customer- supplier relationships and their management. They emphasized 

that TQM is centered on the effective management of processes and continuous 

customer satisfaction (Kanji , 1995; Zairi, 1994; Oakland, 2000; Braganza & Mayers, 

1997; Beskese & Cebeci , 2001 ; Kolka, 2002; Stahan, 2002). 
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An early stage in the implementation process is to seek certification of a formal 

documented quality system to determine the assembly of components, such as the 

organizational structure, responsibilities, processes and resources for implementing 

total quality management. This also requires a comprehensive identification of 

customers and customer n eeds and the alignment of processes to satisfy the needs. 

The effort involves promoting internal customer- supplier relationships in the quality 

chain, recognizing that each person and each activity affects, and in tum is affected 

by, others to deliver values for the customer. 

In this regard, it is very important to understand the core processes and gain process 

sponsorship to ensure that appropriate resources are made available to map investigate 

and improve the process. Moreover, it is in11 ... ortant to break down the core processes 

into subprocesses, activities and tasks. This requires understanding customer needs at 

each level. 

Quality has to be managed- it will not just happen (Oakland, 2000). This means that 

it must involve everyone in the process and be applied throughout the organization. 

Many people in the support functions of organizations never see, experience or touch 

the products or services that their organizations buy or provide, but they do handle or 

produce things such as purchase orders or invoices. If every fourth invoice carries at 

least one error, what image of quality is transmitted? (Oakland, 2000). This makes the 

application of total quality approach to the management of support services and 

business processes important. 

The setting up of performance measurement procedures to track the performance of 

the processes and for their continuous improvement is a vital component of this 

construct. Clearly, suppliers need to be evaluated and selected on their ability to 

supply the product or service in accordance with the organization's requirement. 
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4.5.4 Create a continuous improvement culture 

Continuous, or never-ending, improvement is a powerful concept related to the pursuit 

of never-ending improvement in meeting external and internal customer needs. This 

concept must be firmly tied to a continuous assessment of customer needs and 

depends on a flow of ideas on how to make improvements, reduce variation and 

generate greater customer satisfaction. It also requires a high level of commitment and 

a sense of personal responsibility in those operating the processes (Oakland, 2000). 

ontinuous improvement requires management by facts (Kanji, 1995, 1998), and 

commitment of all employees with an emphasis on teamwork to promote a bottom-up 

thrust for quality improvement (Oakland, 2000; Homan & Mehra, 1999; Dale et al., 

2001; McAdam & Kelly, 2002; Cebeci & Beskese, 2002). Tools and techniques such 

as cost of quality should be used to identify continuous improvement opportunities 

(Hiezer & Render, 2001). 

Figure 3 illustrates these components ofTQM implementation framework. 

83 



I 
Top M 

M a.nage ment p 
Commihnent L 

And Involvement E 
M 
E 

Question Tier 
Ql 1 
Q7 1 
Q2 1 

Q3 1 

Q4 1 

c 
--+ u s 

T 
0 

N 
Employee T 

A 
Commitment T 

And Involveme nt I 
0 
N 

Question Ti er 
Q9 1 
Q15 2 
Q6 2 
Ql?. 2 
Q1ili 2 

M 
E 

--+ R 

s 
A 

Customer- G 
Drive n S ysle m u And Processes I 

D 
E 
L 

Contimious I 
Improveme nt N 

Cul in re E s 

OuP. st.inn Ti.er 
Q7.7 1 
Q 30 1 
Q8 :l 
021 '.J 

(,,1 lY :.i 
Q J& 3 

Question Tier 
Q20 1 
Q25 2 
Q31 3 

T 
I s 
F 
A c 
T 
I 
0 
N 

Figure 2 . Components of the TQM Implemen1lition frame work 

(Source: Baidoun, 2000) 

84 



4.5.5 Implementation guidelines checklist 

The table below provides a checkhst of the critical quality factors associated with 

each quality construct. 

Construct 

Construct I . 

Demonstrate top 
management 

commitment and 
in vo lvement 

Construct 2. 

Ensure employee 
com mi tmen t and 
involvement 

Construct 3. 
Manage by 
customer-driven 

system and processes 

Construe! 4. 

Create continuous 

improvement culture 

ritical Quality Factor 

1 J enior executi ves assume active possibility for evaluation and 
improvement of management system, and leading quality drive . 

Elements the quality management structure in place to manage the 
organization 's quality journey. 

1 J Visibility of senior executives communication of mission statement and 
objecti ves defining quality values, expectations and focus. 

11 Clear and consistent communication of mission statement and objective 
defining quality values, expectations and focus. 

I J Comprehensives policy development and effective deployment of goals . 

lJ The entire workforce understands, and is committed to the vision, values 
and quality goals of the organization. 

11 Training for employees to improve interactive skills (such . as 
communication sk ill s, effective meetings kills, empowerment and lead mg 
skills .( 

l I Effective top-down and bottom-up communication. 

n Supervisors, unit head and divisional managers assume active roles as 
facilitators of continuous improvement, coaches of new methods and 
leaders of empowered employees . 

D Training for employees in problem identification and solving skills, 
quality improvement skills and other technical skills. 

D A formal documented quality management system in place. 

D Comprehensive identification of customers and customer needs . 

D The entire organization understands that each individual and each 
process has internal customers and suppliers . 

D Application of total quality approach to the management of support 
services and business processes. 

D Systematic review and analysis of key process measures that have a 
direct and indirect impact o'n value-addition to customer satisfaction. 

CJ Reliance on reasonable suppliers who are evaluated and selected based 
on their capability and commitment to product and service quality, and value 
for money. 

o Problem solving and continues improvement process based on facts and 
systematic analysis . 

[I The use of the customer surveys and feedback process, and tracking of 
other key measures to assess customer satisfaction. 

u Cost of quality process to track rework, waster rejects and for continuous 
improvement. 

2 

2 

2 

2 

2 

2 

2 

3 

2 

3 

(source: Baidoun, 2003) 
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4.6 Summary 

The previous guidelines for TQM implementation are based on the discussion and the 

findings of the investigations of the practices of Sinikrot Company TQM and 

knowledge of literature. The framework illustrates the relative criticality of the critical 

quality factors and their interrelationships, and the framework is constructed using 

inputs from the TQM Palestinian or~anizations studied by Baidoun (2003), in order to 

offer Sinikrot management relevant guidelines for decision making for TQM 

implementation . 

Most of the critical quality factors identified and used in the construction of the 

framework are used in other current frameworks of the implementation provided by 

researchers, experts and consultants, and the national quality awards such as MBNQA 

and EQA. 
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Chapter five: Summery, Conclusion, and Recommendation 

5.1 Conclusion 

The increasing acceptance of TQM as a management philosophy for improving 

organizational competitiveness and effectiveness left the development of empirical 

research behind. The problem is much more apparent in the developing countries 

where knowledge of TQM is in the early stages (Baidoun, 2003). This research 

attempts to find the gap between the body of the literature and approaches of effective 

TQM in Palestinian Industries and Sinikrot Company. 

Baidoun (2003) suggested in his empirical study of critical factors of TQM in the 

Palestinian organizations that addressing the 19 critical factors as part of the quality 

management process increase its chance of success in the Palestinian context. This 

research tried to check the degree of implementation of the 19 critical quality factors 

in Sinikrot Company, by comparing the comparative criticality index of Palestinian 

Industries that found by Baidoun (2003) and that of Sinikrot Company. 

Baidoun (2003) empirical research revealed that 17 out of 19 critical quality factors 

identified in his investigation share most of the values covered by the key principles 

espoused by the Malcolm Baldrige National Quality Award (2000) and the European 

Quality Award (2000) in the followi~g: 

• Top management commitment and involvement. Top management 

commitment and responsibility for sustainable quality environment. 

Top management commitment and involvement are demonstrated by 

providing role models, deve~oping clear mission and defining quality 

values (strategic quality planning), developing comprehensive policy 

and goal setting and planning process, promoting quality awareness, 
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and creating the elements of quality management structure. In Sinikrot 

Company, there is a large gap in implementing these critical quality 

factors, for Palestinian Industry, the comparative criticality index is 

0.038 where it is 0.63 (about 17 times larger). 

• Employee involvement ·and empowerment. Directing active 

invo lvement of e mployees tot he vision, values, and quality goals of 

the organization to meet its expectation. Maximizing employee 

empowerment by training and education, and active roles of middle 

management. In addition, in ·1 his study of S inikrot Company, a 1 arge 

gap is found in implementing these critical quality factors. 

• Continuous process improvement. Using quality tools (systematic 

approach to problem identification and solving) to create a culture of 

continuous process improvement emphasizing management by facts. 

The comparative criticality index for this critical quality factor is 0.906 

for the in Sinikrot Company, while it is 0.639 for the Palestinian 

Industries (about 1.4 times larger). 

• Importance of external customer focus and understanding the internal 

customer concept. In Sinikrot Company, the degree of implementation 

of this critical quality factor is nearly the same of that in the Palestinian 

Industries. 

• Selecting reasonably few dependable suppliers based on evaluation 

of their capability and commitment to product and service quality. The 

implementation of this c1itical quality factor in Sinikrot Company is 

almost the same of that in the Palestinian Industries. 
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appropriate to consider gathering information from various stakeholders such as 

customers, employees, competitors and suppliers (Baidoun, 2003). 

5.3 Recommendations to implement TQM in Sinikrot Company 

In order to implement TQM in Sinikrot Company, the Company must close the 

gaps that found in the various critical quality factors discussed earlier, especially 

the fo llowing items: 

1- Top management commitment and involvement. Taking the responsibility for 

sustainable quality environment, providing role models, developing clear mission and 

defining quality values (strategic quality planning), developing comprehensive policy 

and goal setting and planning process, promoting quality awareness, and creating the 

elements of quality management process. 

2- Employee involvement and empowerment, by training and education, and 

active roles of middle management, involving employees to the vision, values 

and quality goals of the organization to meet its expectation. 

3- Continuous process improvement by using quality tools to create a culture of 

continuous process improvement emphasizing management by facts. 

4- Concentrating on the importance of external customer focus and understanding 

the internal customer concept. 

5- Focusing on a few dependable suppliers according to their capability and 

commitment to product and service quality. 

6- Using key indicators that impact the way the organization adds value to 

customers such as cost of quality and the use of customer surveys. 
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involvement upon the introduction of TQM strategy may be 

investigated. 

• The current study is specific to Sinikrot Company. Hence, further 

study could be carried out with regard to specific types of 

manufacturing industry. 

• Further study needs to undertaken concemmg the impact of the 

organizational culture on TQM implementation. Moreover, empirical 

research should be conducted to evaluate driving and restraining forces 

based on customers ' point of view. 

Finally, any research in this area will be determining in nature, and should place 

the foundation for enabling manufacturers to remain competitive while satisfying 

the requirements of emerging environmental constraints. 
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Appendix A 

Survey questionnaire 

Please rate the following quality-related factors as to their level of importance to the 

successful implementation of the quality management process in your 

organization, by circling the appropriate column- "I '', "2", "3"- as the following: 

1-CRITICAL 

Factors that you feel are critical and absolutely essential. The process stands a good 

chance of ending in failure if these factors are not part of the quality 

management process. 

2-IMPORTANT 

Factors that you feel are important but not absolutely essential. The process will 

survive if these are not implemented, but the organization will experience some 

unnecessary delays to its quality management process until these factors are 

eventually addressed. 

3- MINOR IMPORTANCE 

Factors that you feel are of minor importance. These factors will not seriously affect 

the success or failure of the quality management process. 



1-critical 2-important 3-minor importance Responses 

Quality factor 

Q 1- Senior executives assume active responsibility for evaluation and improvement of 
management system, and leading quality drive. 

Q2- Visibility or senior executive commitment to quality and customer satisfactions. 

Q3-Clear, consistent communications of missions statement and objectives defining quality 
values, expectations and focus. 

Q4- Comprehensive policy development and effective deployment of goals. 

Q5-Top management push decision-making to the lowest practical level. 
Q6- Effective top-down and bottom-up communications. 
Q7- Elements of quality management structure in place to manage the organization's quality 

journey. 
Q8- The entire organization understands that each individual and each process has internal 

customers and suppliers. 
Q9- The entire workforce understands, and is conunitted to the vision, values, and quality goals of 

the organization. 
l 0- The use of employee surveys and tracking of other key measure to assess employee of, and 

involvement .in the quality initiatives. 
Q l l- Employee suggestion scheme in place, with target time scales for management response. 

Ql2- Supervisors, unit heads and divisional managers assume active roles as facilitators of continuos 
improvement, coaches of new methods, mentors and leaders of empowered employees. 

Q13- Employees ' union support of the organization's quality initiatives. 

Ql4- System for recognition and appreciation of quality efforts and success of individuals and teams. 

Ql5- Training for employees to improve interactive skills (such as communication skills, effective 
meeting skills, empowem1ent and leadership skills). 

Q 16- Training for employees in problem identification and solving skills, quality improvement skills 
and other technical skills. 

Q 17- Informal benchmarking and other forms of information acquisition and sharing with 
organizations in different sectors and industries to identify best practices for improvement. 

Ql8- Competitive benchmarking made against primary competitors. 
QJ9- Systematic review and analysis of key process measures that have a direct or indirect impact on 

value-addition to customer satisfaction. 
Q20- Problem-solving and continuous improvement processes based on facts and systematic 

analysis. 
Q21-Application of total quality approach to the management of support services & business 

processes. 
Q22- The use of self-assessment tools and other mechanisms to track and improve performance 

gaps in the implementation and effectiveness of systems processes and practices. 
Q23- A team approach (such as quality circles, cross-functional teams) in problem solving and 

continuous improvement. 
Q24- The use of SPC (Statistical process control) variability and improve processes. 

Q25- Cost of quality process to track rework, waste, reject, and for continuous improvement. 

Q26- A formal documented quality management system in place. 
Q27- Reliance on reasonably few dependable suppliers who are evaluated and selected based on 

their capability and commitment to product and service quality, and value for money. 
Q28- Comprehensive identification of customer and customer needs and alignment of process to 

satisfy the needs. 
Q29- The use of customer surveys and feedback process, and tracking of other key measures to 

assess customer satisfaction. 
Q30- Zero defects as the quality performance standard. 
Q3 l - Jong-term relationship and working partnership with key suppliers. 
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