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Abstract

This research is an in-depth study of the quality management systems of two
Malaysian “government-linked companies” (GLCs) classified as being in the
service industry. Both are mature holders of ISO 9000 certification and the
research focuses on how they have gone about maintaining and improving their
guality management system (QMS), the extent to which they have succeeded,
and what management and employees of the companies feel have been critical
success factors and problems to be overcome.

A case study approach is used for this study. The study has been comprehensive
in its data collection with 30 individual face-to-face interviews with top
management, middle management, lower management in charge of operations
and quality, and the management representative responsible for the
implementation of 1SO 9000 in the case companies being conducted, 300
guestionnaires being distributed to employees of both companies, and a thorough

review of ISO 9000 and other quality documents carried out.

The results of the study showed that the two companies maintain their ISO 9000
based on the requirements of the standard. However, to support the technical
requirements and in order to maintain the quality system more effectively and
strive for excellence, the study highlights the need for integrating the human

resource aspects of quality management into the quality system.

Critical success factors of ISO 9000 maintenance identified are top management
commitment, employee involvement, recognition and reward, teamwork,
continuous improvement, and quality culture. The main problems associated with
maintaining 1SO 9000 faced by the companies are lack of cooperation and
commitment from people, lack of knowledge and training, lack of communication,
and lack of awareness and understanding on ISO 9000. Measures outlined to
overcome the problems include closer interaction between people, training of
management and employees on ISO 9000 and related subjects, skill and

competency, and better communication.

The study has identified lessons to be drawn by similar companies facing similar
challenges and those striving for excellence. It has provided insights into the

improvements and changes brought by the continued maintenance of the ISO



9000 after certification. It has also added to the knowledge on aspects of
organisational development for service companies and casting new light on
various theories put forward in the quality management literature. Further, the
development of a framework for effective 1ISO 9000 maintenance in service
organisations will enable it to be tested and compared with other industry

frameworks in future studies.
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CHAPTER 1 — INTRODUCTION

1.1 Introduction

The ISO 9000 series of international standards was adopted from BS5750
without changes in 1988 with the formation of a technical committee with
participants from 20 countries. The purpose of the ISO 9000 standards is to
facilitate the multinational exchange of products and services by providing a clear
set of quality systems requirements (Chang and Lo, 2005). The standards
provide a baseline against which an organisation’s quality system can be judged.
The generic nature of the standards allows interested companies to determine
the specifics of how the standards apply to its organisation. Many companies
use ISO 9000 as a platform for their continual improvement efforts. The purpose
of the ISO 9000:2000 series is to assist organisations of all sectors and sizes to
implement and operate an effective quality management system (QMS). In 2008,
there were at least 982,832 ISO 9001:2000 and ISO 9001:2008 valid certificates
issued to 176 countries and economies worldwide (ISO Survey, 2009). Service

providers accounted for 40% of all ISO 9001 certificates.

For the past fifteen years, many studies have been conducted on the
implementation of ISO 9000 in small, medium, and large size companies both in
the manufacturing (Bhuiyan and Alam, 2005; Lipovatz et al., 1999; Beattie and
Sohal, 1999) and service sectors (Poksinska et al., 2006; Karim et al., 2005;
Efstratiadis et al, 2000; Sarkar, 1998; Mo et al., 1997; Carlsson and Carlsson,
1996; Motwani et al., 1996).

A comparative study has also been done on ISO 9000 standards on
manufacturing and service organisations in terms of levels of resources required,
motivations for implementation, difficulties faced, benefits gained and
management practices applied in the implementation of the ISO 9000 standard
(Singh et al., 2006) and within the same industries but different countries (Ahmed
et al., 2005). Aspects of implementation such as the critical success factors
(Shariff, 2004; Li and Gurnani, 1997) for and barriers (Quazi et al., 2002; Bin
Srinidhi, 1998; Samson, 1997) to the implementation and certification have also

been well researched.



Likewise, numerous studies have been done on the reasons for obtaining 1SO
9000 certification (Awan and Bhatti, 2003; Santos and Escanciano, 2002; Wiele
et al., 2001; Fuentes et al., 2000; Van der Wiele and Brown, 1997), the impact of
improvements generated (Calisir et al., 2005), and the
benefits of ISO 9000 on companies (Sharif, 2004; Burzacca and Lunghi, 2003;
Casadesus et al., 2001; Yahya and Goh, 2001; Casadesus and Gimenez, 2000).
Also studied were the business value of ISO certification and its impact on the
companies’ business performance (Costa and Lorente, 2007; Saizarbitoria et al.,
2006; Terziovski et al., 1997).

However, not much literature is found on the maintenance of ISO 9000
certification or the post-certification period. A few studies have been carried out
on the critical maintenance issues of the ISO 9000 system in Hong Kong
electronics manufacturing companies (Chin et al., 2000) and on construction
companies in Singapore (Low and Omar, 1997). A study has also been done
on an integrated framework for post ISO 9000 quality development (Najmi and
Kehoe, 2000). Apart from the above mentioned studies, no study has been
conducted specifically on the maintenance of ISO 9000 in service companies so
far.

Accordin to Berry (1980), services are acts, deeds, or performances. Services
are generally described in terms of four unique characteristics; intangibility,
inseparability, heterogeneity/variability, and perishability (Haksever et al., 2000).
With about 20% of ISO 9000-certified companies in Malaysia being classified as
services, there is a great need to investigate how ISO 9000 QMS is maintained

by these companies.

For this study, maintaining 1SO 9000 would mean not only keeping the
certification by complying with the requirements of the standard but also
embracing the principles and values that are embedded within. Therefore, the
meaning of maintenance in relation to ISO 9000 can be divided into two levels.
First, ‘maintenance’ refers to strictly following the requirements of the standard.
Second, on the deeper level, it relates to the embedding of principles that
underpin the ISO 9000 standard. This maintenance of ISO 9000 is said to be
effective when firms fully comply with the technical requirements of the standard

and improvements are carried out continually by applying the ISO 9000



principles. Effective maintenance of ISO 9000 is important to the firm to achieve

its objectives of certification to the standard and to strive for excellence.

In addition, although past research has suggested that top management
commitment is crucial for successful ISO 9000 implementation and maintenance
(Chin et al.,, 2000), and that a lack of top management involvement and
understanding of the ISO requirements, and lack of effective internal corrective
measures (McCullough and Laurie, 1995; Dzus and Sykes, 1993) are barriers to
successful maintenance, there has been no exhaustive effort to study the role
and the extent of top management commitment and its impact on the

maintenance of the ISO 9000 standards.

1.2 The Importance of ISO 9000 Maintenance

Low and Omar (1997) stressed that although the number of companies that are
certified to the 1SO 9000 standards is escalating, it does not necessarily indicate
that the significance and importance of an effective QMS is clearly understood.

Van de Water (2000) argued that the maintenance of the total quality
management system of an organisation is a necessary activity as it prevents
stagnation of the process of quality management and its translation into concrete
activities on all levels of the organisation. The QMS must be constantly dynamic
in order to improve the quality of both the company’s internal and external
services. For this to be so would require proper maintenance of the QMS which
includes constant monitoring, controlling, assessing and improving through both

the technical and non-technical/socio-cultural approaches (Stewart, 1995).

The QMS should be continually maintained mainly because it provides the
possibility of quick and flexible anticipation of the ever-changing requirements of
the environment. Furthermore, it is a necessary condition to keep the quality
initiative within an organisation alive (Van de Water, 2000). Other reasons for
maintaining the QMS are demand for quality and value for money, change and
innovation, to maintain benefits of ISO 9000, and to avoid withdrawal of ISO 9000
certification (Low and Omar, 1997). Continuous maintenance is essential to
satisfy the surveillance visits by registrars, and to monitor and improve the
system (Chin et al., 2000).



1.3 ISO 9000 and the Malaysian Scenario

Malaysia is a developing nation and its fast-developing economies make it crucial
for organisations to learn as much and as quickly as possible. According to Ab.
Rahman and Tannock (2005), Malaysia may be considered as a middle-ranking
developing nation in quality management terms, being more developed than for
example, Indonesia or the Philippines. In addition, Malaysia is placed above India
and the Philippines as Malaysia has a more mature national quality award

system.

Mandal et al. (2000) observe that in developing countries where the economies
are primarily regulated by government policies and the scope of competition is
limited, the position has been distinctly different from that of the western
economies. The difference lies in the fact that developing economies have not
given the same emphasis to quality practices, as the developed nations.
However, with market globalisation and the growing interdependence of
economies, many developing countries have embraced quality management
concepts in order to improve their productivity and competitiveness in

international markets (Adam et al., 1996).

Since the introduction of the ISO 9000 standards in Malaysia in the late 1980s,
some very significant developments have taken place. According to Ali (1994),
the introduction of these standards has taken the movement for quality in
Malaysian industry to a higher plane and there is a developing pool of quality
consultants and trainers in the country. Ali (1994) concluded that the rapid
increase in third party registration activity has improved quality in Malaysian
industry. Hence, it is to be expected that since then there has been a rapid
increase in the number of Malaysian companies seeking and obtaining
certification to the 1ISO 9000 standards.

In mid 1996, the then Prime Minister, Dr. Mahathir Mohamed, announced that the
government was serious in its effort to increase the efficiency and effectiveness
of the public services and government bodies. The government issued circulars
encouraging its departments and agencies to seek 1ISO 9000 certification within
the next 3-4 years (Nation, 1996). Although it has been more than ten years
since the directive was issued, ISO 9000 quality management systems are still
quite a new and challenging management tool for companies in Malaysia. It is

popular in Malaysia as the government and the business organisations view it as

4



one of the tools that can improve efficiency and effectiveness of both the public
and private sectors. Statistics provided by the 10 top certification bodies in
Malaysia show there are about 6800 1SO 9001:2000 registered companies in
Malaysia as at 31°"of December 2007. Out of this figure, about 20% are service
companies. The Standards Industrial and Research Institute of Malaysia (SIRIM)
has the largest number of companies certified to the standards. Many
government agencies and departments are certified against the 1SO 9000

standards including local authorities (Mohd Ali et al., 2007).

1.4 Research Problem

ISO 9000 is a series of international standards for quality management system.
According to the ISO 8402 standard, a quality management system is a
management system to direct and control an organisation with regard to quality.
Companies can only be certified to the ISO 9001:2008 which is the current
standard for certification in the series. This research is conducted based on the
previous ISO 9001:2000 version.

The government of Malaysia in its effort to improve efficiency and effectiveness of
its departments has spent millions of ringgits in getting its departments registered
to the ISO 9000 standards. The same could be said for business organisations in
Malaysia in both the service and manufacturing sectors. Compared to the
literature on the implementation of 1ISO 9000, very few are written on the
maintenance or the post-certification phase of the quality management system
(QMS). Although there are many service organisations certified to 1SO
9001:2000 in Malaysia, researchers have not investigated how these
organisations maintain their quality management system in order to sustain their
certification, therefore making it critical to investigate and study the maintenance
phase of ISO 9001:2000 in Malaysian service organisations. In addition, this
study is a necessity as it is also to ensure that the money spent by these
organisations on getting certified is worth it and the benefits of certification to 1ISO

9001: 2000 quality system can be fully realised.

In order to reap the benefits of certification such as improved efficiency and
effectiveness, improved process, better management control, and as a platform
for continual improvement effort, ISO 9000-certified organisations must be able to
maintain their quality management systems that would lead to the continuity of

the certification. Otherwise, certification to ISO 9001:2000 quality system will just
5



be superficial and a farce. The organisations then will not obtain any real long

term benefits.

The 1SO 9001:2000 and now the ISO 9001:2008 emphasise continual
improvement. To exercise and demonstrate continual improvement efforts, there
must be continuity in the system. Due to this reason, the importance of post
certification maintenance cannot be understated.

Throughout the thesis, the terms ‘continuous improvement’ and ‘continual
improvement’ are used interchangeably to reflect the same meaning. The
inconsistency in the use of the terminology was the result of various uses of the

terms in the literature by different authors.

The researcher through her experience as the developer of quality system and
internal auditor for a service organisation which has been awarded the 1SO
9001:2000 certificate, observed some interesting occurrences in the organisation.
Having achieved certification to a certain extent would mean that everyone in the
organisation are clear about the purpose of certification as they have worked
hard to achieve it. It is also taken for granted that relevant procedures were in
place and were communicated to staff during the implementation of the quality
system. However, every time before surveillance audits took place, reminders
have to be issued to remind people to comply with the procedures. Furthermore,
although internal audit reports and previous third party audit reports had pointed
out the weaknesses or areas for improvement in the system, still some of the
issues that can be considered major which can contribute to the collapse of the
QMS were either not appropriately addressed or took too long to be addressed.
So why are these things happening? What makes some people reluctant to keep
the certification going? Is it because they are not interested in reaping the
benefits that drove them to work hard to achieve certification? If so why? Or is
there no visible commitment and support from top management to motivate the
people of the organisation to participate in the maintenance of ISO 90007 Or is it
because the recognition and reward system are not linked to the performance of
staff who had contributed to the exercise?

Furthermore, considerable training has been conducted for both management
and staff on the awareness, documentation, internal audit, and also on the

organisation 1SO 9001: 2000 requirements. Were they not enough? What went
6



wrong? What makes post certification maintenance so difficult? What are the
issues that need to be identified and addressed so that post certification
maintenance would be effective and therefore more fruitful and hassle-free for
certified service organisations so that they could concentrate on continual
improvement activities instead? How should these issues be addressed so that
successful maintenance of ISO 9001:2000 in service organisations can be
achieved? There seems to be a big question mark in terms of what happens after
organisations obtain their certification especially as services are now the largest
contributor to the gross domestic product in Malaysia. These questions need to
be answered so that the above problems could be solved, hence the need for this

research.

1.5 The Research Outline

1.5.1 Aims

This research aims to investigate and to understand how Malaysian service
organisations maintain their ISO 9000 quality management system. This includes
examining the critical success factors and problems associated with ISO 9000
maintenance and the changes and improvements brought by maintaining the

guality system.

1.5.2 Objectives

Based on the above aim, this research:

a. Investigates how the ISO 9000 is maintained by service organisations in
terms of approach used and other factors that are closely associated with it.

b. Identifies critical success factors for ISO 9000 maintenance in service
companies based on top management’s and employees’ views.

C. Identifies problems associated with maintaining the 1ISO 9000 certification in
the service organisations.

d. Identifies the changes and improvements made as a result of ISO 9000
maintenance in the organisations.

e. Developes a theoretical framework for effective ISO 9000 maintenance in

service organisations.



1.5.3 Methodology

This research comprises two stages. Stage 1 involved conducting a literature
review on quality management, quality management systems, ISO 9000 and its
maintenance, and the impact of 1ISO 9000 certification on performance and
service quality. Stage 2 involved conducting case studies at two service
organisations in Malaysia which have been certified to the ISO 9001:2000 for at
least three years. Methods for data collection were interviews, survey, and

document review.

1.5.3.1 Literature Review — Stage 1

Literature review from articles, books and other materials on quality
management, quality management systems, quality management practices
applied together with ISO 9000 implementation, ISO 9000 maintenance in service
organisations, and the impact of ISO 9000 maintenance on performance and
service quality was conducted to find out what has been established in these
areas. Review of literature also serves to identify gaps in previous research and
literature on top management commitment in the maintenance of ISO 9000, and

ISO 9000 maintenance in service organisations.

1.5.3.2 Case Studies — Stage 2

Studies were conducted on two service organisations in Malaysia. The service
organisations are a cargo handling and transportation company, and a highway
maintenance company. These two service organisations were chosen because
they have been certified to the 1SO9001:2000 for more than three years,

therefore they can show their maintenance of the QMS.

1.6 Significance of the Study

The academic literature of empirical studies on ISO 9000 is extensive. However,
this research seeks to discover what is going on with respect to the maintenance
of ISO 9000 QMS in Malaysian service organisations particularly on top
management’s role and commitment, the strategy used for maintenance, critical
success factors, problems in maintaining the QMS and improvements gained as
the results of maintaining the quality system. The intention of this study is to
contribute to the enrichment of knowledge on the maintenance of 1ISO 9000 in
Malaysian service organisations. Therefore, this study is significant in several

ways; firstly, it contributes to new knowledge by filling and reducing the gap that
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exists in the current literature on ISO 9000 QMS maintenance and also on the

quality management in the service literature.

Secondly, the outcome of this research will help organisations contemplating and
in the process of applying for certification to think about the implications that

come along with obtaining 1SO.

Thirdly, the findings of the study would also help provide a blueprint for
successful maintenance of ISO 9000 and enhancement of continual improvement

in order to strive for excellence in quality and business.

1.7 Structure of the Thesis

This thesis is divided into nine chapters. Chapter 1 introduces the study and
briefly describes what the study is all about and how it was conducted. Chapter 2
reviews the relevant literature on the theory underpinning this research, quality
management, quality management systems, factors associated with 1ISO 9000
maintenance in service organisations, and the impact of effective 1ISO 9000
maintenance on performance and service quality. Next, Chapter 3 outlines the
methodology of the research. It discusses the issue related to research
paradigms and philosophies, and design and justifies the rationale and reason for
choosing the qualitative case study strategy triangulated with document reviews
and survey questionnaire. Then Chapter 4 gives a detailed description and profile
of the case study companies chosen for this research. Chapter 5 presents the
interview findings of the study supported by document review. Chapter 6 provides
the findings from the questionnaire survey that would support the findings in
Chapter 5. Chapter 7 summarises the results of Chapter 5 and 6. Chapter 8
discusses the results of the research, proposes a new framework for effective
ISO 9000 maintenance in service, presents its managerial implications and
compares them with the literature. Lastly, Chapter 9 finishes by presenting the

conclusion of this study and recommendation for future research.



CHAPTER 2 - LITERATURE REVIEW

2.1 Introduction

The aim of the literature review is to locate and evaluate the current knowledge in
the area of ISO 9000 quality management systems and related areas within the
context of service organisations in Malaysia. The purpose of this chapter is to
help the researcher and the reader understand how the researcher generated
and refined the research ideas. The literature review also has aided the
identification of gaps in the previous literature and research and these gaps were

then used to facilitate the development of the research questions for this study.

2.2 Concepts and Definitions of Quality

Quality is a broad concept and defining quality can be quite difficult. There is no
one universal definition of quality. Some people say that quality is like beauty; it
is in the eyes of the beholder. In short, it is subjective. Nevertheless, there are

several ways quality can be defined.

Dr. Joseph Juran (1988) defined quality as “fitness for use”. Quality is defined by
the customer as it is concerned with the utility and satisfaction of the customer.
Quality is achieved when the requirements of the customer are met. It is also
associated with the reliability of the product where product use is ongoing. This
definition is more inclined towards the customer’s perspective as it has a strong
orientation towards meeting customers’ expectations.

Deming (1986) defined quality as “a predictable degree of uniformity and
dependability at low cost and suited to the market”. Like Juran, Deming saw
quality from the customer's perspective. He stressed the importance of
consumer research to determine customer needs and the use of statistical tools
to ensure that every process is effective and efficient. He believed that if
statistical tools are used then uniformity, lower cost and suitability can be
achieved. According to him, poor quality or quality problems are 85 percent
caused by the systems developed by management and only 15 percent caused
by the workers. To improve the system, Deming encouraged the use of the Plan-
Do-Check-Act cycle which he believed will enable management to improve its

production and services continuously.
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On the other hand, Crosby (1984) looks at quality from the producer or service
provider’s point of view. Quality according to him is conformance to requirements
or specifications. He argues that since no one can agree on what is considered
good or excellent, quality is therefore not goodness, luxury, or excellence. Thus,

quality is better defined as integrity which means providing what is promised.

The ISO 8402 standard defines quality as the degree to which a set of inherent
characteristics fulfils requirement. Requirement is a need or expectation that is
stated, generally implied or obligatory. Evans and Lindsay (2005) suggest that
another way quality can be defined is based on the role one plays in the
organisation’s production-marketing value chain. According to them, the differing
criteria to view quality outlined by Garvin (1984) can be applied and they are as

follows:

Judgmental Criteria It is often used by consumers. It emphasises the goodness
of a product that is synonymous with superiority and excellence. Quality is both
absolute and universally recognisable, a mark of uncompromising standards and
high achievement. It is often loosely related to a comparison of features and
characteristics of products and promulgated by marketing efforts aimed at
development of quality as an image variable in the minds of consumers. For

examples Rolex watches, Mercedes Benz cars, and Selberan diamond.

Product-Based Criteria Quality is a function of a specific, measurable variable
and that differences in quality reflect differences in quality of some product
attribute. This implies that higher levels and amounts of product characteristics
are equivalent to higher quality. It also relates quality to price; the higher the
price, the higher the quality of a product. For example, a hand-phone with a

camera is considered of better quality than the one with only basic features.

User-Based Criteria Quality is based on the presumption that quality is
determined by what a customer wants. Quality is defined as fitness for intended
use and how the product performs its intended function. This is similar to Juran’s

view of quality.

Value-Based Criteria Quality is based on value, that is, the relationship between

usefulness and/or satisfaction to price. A quality product is one that is as useful
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as competing products and is sold at a lower price and thus offers greater

usefulness/satisfaction at a comparable price.

Manufacturing-Based Criteria Quality is a manufacturing-based definition. That
is, quality is defined as the desirable outcome of engineering and manufacturing
practice or conformance to specifications. Specifications are targets and
tolerances determined by designers of products and services. Targets are the
ideal values for which production is to strive; tolerances are specified because
designers recognise that it is impossible to meet targets all of the time in

manufacturing. This view coincides closely with Crosby’s view of quality.

In addition, Garvin (1988) offers eight dimensions of product quality as defined
from the customer’'s perspective namely performance, features, reliability,

conformance, durability, serviceability, aesthetics, and perceived quality.

Unlike tangible goods, measuring service quality is not as simple and easy due to
its intangible nature, simultaneity of production and consumption, perishability
and variability of service outcome. However, research conducted by Zeithaml,
Parasuraman and Berry (1990), suggests that customers evaluate the quality of
service based on five dimensions or determinants; reliability, responsiveness,

assurance, empathy, and tangibles.

Reliability Refers to the ability of the service provider to perform the promised
services dependably and accurately. For example, when a service personnel of
a computer shop does his maintenance on time and as scheduled for its

customers.

Responsiveness The willingness of service providers/employees to help
customers and provide prompt service to customers. For example, when a hotel

guest asks for weather information, the receptionist quickly responds to it.

Assurance (competence, courtesy, credibility, security) Service employees have
the required skills and knowledge to perform the service. It also refers to
politeness, friendliness, trustworthiness and honesty on the part of service
personnel. In addition, it is the feeling of freedom from risk, doubt and danger the

customer feels when using the service.
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Empathy (understanding, communication, access) Service providers make the
effort to know the customers and their needs, keeping customers informed and
listening to them. For examples, greeting customers by their names, trying to
help them solve problems that occur during their stay at the hotel, and listening to

their comments or complaints.

Tangibles The appearance of physical facilities, equipment, personnel, and
communication materials. For examples, the employees of a law firm who are

well-dressed or the waiting room at a hospital which looks welcoming.

Hamali (1999) cites Townsend (1986) as defining quality in two perspectives;
quality in perception (how well the service/product meets customer requirements)
and quality in fact (the expertise is present in the development of the service or
product). Companies must meet both types of quality in order to succeed.
Townsend (1986) provides two examples to support his point. The first is the
Coca-Cola Company which introduced the ‘new coke’ that met the exact
specifications of its proud parent but failed in the market as it did not meet the
needs of the market. The second was Sara Lee Company that focused on
‘Quality in Fact’ that produced a top-quality frozen cheesecake at a low-price but
sales were poor as it ignored efforts towards ‘Quality in Perception’. The public

perceived a high quality product must not be priced lowly.

Quality is a very subjective and multidimensional phenomenon. However, one
thing is certain, in today’'s challenging business environment; quality is an
important source for competitive advantage. For some companies, quality can

either make or break them.

2.3 Quality Management

Quality management is the way in which an organisation determines and
implements systems to ensure that quality, in the sense that specifications are
met, is achieved (Freeman-Bell and Grover, 1994a). The British Standards BS
EN 1SO 8402:1995 define quality management more broadly as all activities of
the overall management function that determine the quality policy, objectives and
responsibilities, and implement them by means such as quality planning, quality
control, quality assurance and quality improvement within the quality system.
Dean & Bowen, 1994; Wilkinson et al., 1998; Dale et al., 2000; Dale, 2003 and
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van Iwaardeen et al., 2006 concluded that quality management consists of three
core building blocks; customer orientation, process control, and continuous
improvement and its aim is to control an organisation’s processes and to improve

and change these processes in response to changes.

Terziovski et al. (1999) and Singh (2003) suggest the three practical approaches
that organisations use to implement quality management are the standard-based
approach (e.g. the ISO 9000 standards), the prize criteria approach (i.e. the
various national and regional business excellence or quality awards such as the
US Malcolm Baldrige National Quality Award (MBNQA) and Australian Business
Excellence Award (ABE), and the elemental approach that consists of the many

ideas promoted by consultants and experts in the area.

Due to its importance, there must be some ways quality can be managed by the
organisations. The theories for the management of quality in organisations can
be developed by looking at several sources namely; the quality gurus’
perspectives, empirical research, and formal evaluation models.

2.3.1 Contribution from Quality Gurus

Deming (1986) proposed his 14 Points for Management to improve the
management of quality in organisations and emphasised the importance of
reducing variations in the process. He encouraged the use of statistical
techniques such as the control charts to monitor and improve processes. Juran
(1986) pointed out the importance of both technical and managerial aspects of
guality management and according to him, the management for quality is done by
quality planning, quality control, and quality improvement. Crosby (1979)
proposed 14 Steps for Quality Improvement which includes management
commitment, improvement team, measurement and cost of quality, and
employee education and recognition. Feigenbaum (1991) is famous for his total
quality control which he defined as an effective system for integrating the quality
development, quality maintenance, and quality improvement efforts of various
groups in an organisation. His Three Steps to Quality are quality leadership,
modern quality technology, and organisational commitment. Ishikawa (1985)
emphasised the importance of employee training and education and the usage of
statistical techniques to collect and analyse factual data, and teamwork as the
basis for implementing total quality. Based on these quality gurus’ perspectives,

some common elements for effective quality management can be observed such
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as management leadership, continuous quality improvement, training and
education, employees’ participation, use of statistical tools and techniques,
planning and measurement of quality, use of teams, communication systems,
recognition, and supplier relations. Table 2.1 summarises the elements for

effective quality management as proposed by the above quality gurus.

Element Quality Guru

Deming Croshy Juran Feigen- Ishikawa
baum
Leadership & Management N N N
Commitment
Training & Education N N
Internal Communication

Use of Statistical Tools &
Techniques

Quality Planning \
Quality Control

Quality & Continuous
Improvement

Quality Improvement
Team/Quality Circles

Quality Measurement N
Corrective Action
Recognition

Quality Development
Quality Maintenance
Quality Technology
Employee Participation N N N
Teamwork \ v \
Supplier Relations N
Table 2.1: Elements for effective quality management from quality management

gurus’ perspectives (Ab. Wahid, 2006).
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2.3.2 Empirical Research

According to Claver et al. (2003), although the critical factors of quality
management vary from one author to another, there emerge some common
requirements which are core to effective quality management. They are
customer focus, leadership, quality planning, management based on facts,
continuous improvement, human resource management (involvement of all
members, training, work teams and communication systems), learning, process
management, cooperation with suppliers and organisational awareness and
concern for the social and environmental context. Other studies of quality
management which develop a valid, reliable quality measurement instrument
which are applicable to both industrial and services firms are studies by Saraph
et al. (1989), Badri et al. (1995), Black and Porter (1995, 1996), Grandzol and
Gershon (1998) and Quazi et al. (1998). The summary of these studies is

shown in Table 2.2.
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Element Saraph Badri et Black & Grandzol Quazi et
etal al Porter & al.

(1989) (1995) (1995, Gershon (1998)

1996) (1998)

Role & responsibility of top
management and quality goals
& policy

Role of the quality department
Training

Product/service design
Supplier capability, partnership
and quality management
Process management

Quality data & reporting
Employee fulfilment,
satisfaction & relations \
People & Customer N
management
Continuous Improvement N
Communication of N
improvement information
Customer satisfaction N N
orientation
Learning N
External Interface N
management
Strategic quality management N
Internal/ External Cooperation N
Teamwork structures for N
process improvement
Customer focus & Integrating N N
customer requirements
Operational quality planning N
Product/service quality v
Quality improvement v
Operational measurement N
systems
Corporate quality culture N
Financial \
Public responsibility N
Inspection policy
Employee’s role

Quality circles

Quality related performance
Supportive structure

Table 2.2: Critical factors of quality management according to the literature (Tari,
2005)
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Tari (2005) conducted a study on TQM in 106 1SO 9000 certified firms in Spain to
measure the degree of implementation of TQM elements in those firms. Eight
critical factors and five results were selected based on the European Foundation
of Quality Management (EFQM) model and the review of literature. The critical
factors are customer focus, process management, leadership, supplier
management, learning, quality planning, continuous improvement, and employee
management. The five results are customer satisfaction, staff indicators, quality

performance, social impact, and employee satisfaction.
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The results of the study suggest that customer-related issues and process
management are the most important TQM elements implemented in these ISO
certified firms while human issues and continuous improvement activities are the
least implemented components. These indicate that ISO 9000 certified firms
implement human aspects to a lesser extent than technical aspects, and together
with improvement, social concerns and quality planning are the weakest areas.
Although training is given to employees, other aspects such as work teams,
recognition and career development are the least implemented aspects. Tari
(2005) concludes that in order to go beyond the ISO 9000 norm and advance
towards total quality, certified firms should obtain a higher employee involvement
and therefore improve their people orientation, engage in wider planning, and use
quality improvement tools and techniques to a higher extent. Currently, tools
and techniques used by these certified firms for quality improvement include

internal audits, graphs, statistical process control, and flow chart.

2.3.3 Formal Evaluation Models

Quality models like the Malcolm Baldrige National Quality Awards (MBNQA) in
the USA, Deming Prize in Japan, and the European Foundation for Quality
Management (EFQM) are used by companies to guide them in their
implementation of quality management and in carrying out self-evaluations of

their quality practices (Tari, 2005).

The MBNQA offers seven categories of concepts and values in quality
management such as leadership, strategic planning, human resources
orientation, process management, information and analysis, customer and
market focus, and business results. The European Foundation for Quality
Management (EFQM) model lists nine principles namely; leadership, employee
management, policy and strategy, alliances and resources, process
management, people results, customer results, society results, and key results.

While the Deming Prize is grouped into ten categories which are in turn split into
sub-criteria  such as policies, organisation, information, standardisation,
development and usage of human resources, activities ensuring quality, activities
for maintenance and control, activities for improvement, results, and future plans.
In general, these principles of MBNQA, EFQM and Deming Prize summarise the

aspects defined in the literature (Tari, 2005).
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Although there appears to be some differences between the quality gurus,
empirical research and evaluation models, still general factors for successful
quality management can be developed based on the three perspectives. Table
2.3 below summarised the factors or elements for successful quality

management derived from the three sources.

Element Contribution Empirical Evaluation
from quality research model
gurus
1. Management leadership Yes Yes Yes
2. Continuous quality improvement Yes Yes Yes
3. Training & Education Yes Yes No
4. Human resource management No No Yes
5. Measurement of quality Yes No No
6. Process management No Yes Yes
7. Information & Analysis No No Yes
8. Quality data & reporting No Yes No
9. Use of statistical tools & Yes No No
technigues
10. Communication system Yes Yes No
11. Policy & strategy No No Yes
12. Quality policy & planning Yes Yes No
13. Customer focus Yes Yes Yes
14. Employee participation Yes No No
15. | Teamwork Yes Yes No
16. Maintenance & control activities No No Yes
17. Employee recognition & reward Yes No No
18. Employee relations No Yes No
19. Supplier relations Yes Yes No

Table 2.3: Factors for successful quality management from quality gurus’
perspectives, empirical research, and evaluation model.

Based on the table, it would seem that management leadership, continuous
quality improvement, customer focus, training and education, process
management, communication system, quality policy and planning, teamwork and
supplier relations are primary factors for successful quality management.
Secondary factors are human resource management, measurement of quality,
information and analysis, quality data and reporting, use of statistical tools and
techniques, policy and strategy, employee participation, maintenance and control

activities, employee recognition and reward and employee relations.

24 Quality Management System (QMS)

A system can be defined as a collection of interrelated parts, materials, or even
abstract entities that function together to achieve a common purpose (Lim, 1998).
The ISO 8402 defines a quality management system as a management system
to direct and control an organisation with regard to quality. The standard defines
QMS as “that part of the organisation’s management system that focuses on the

achievement of outputs in relation to the quality objectives”. QMS is an assembly
18



of components, such as the organisational structure responsibilities, process and

resources.

According to Munro-Faure and Munro-Faure (1992), a quality management
system (QMS) is a formal management system which defines the quality
environment within an organisation. QMS is referred to as a business
management system that can be applied to all business sectors and all sizes of
companies. It is designed to provide the support and mechanism for the effective
accomplishment of quality-related activities in organisations. It is recognised as a
systematic means to manage quality in organisations (Kolka, 2002). In a broader
sense, Goetsch and Davis (2005, p.174) indicated that the quality management
system “consists of all the organisation’s policies, procedures, plans, resources,
processes, and delineation of responsibility and authority, all deliberately aimed
at achieving product or service quality levels consistent with customer satisfaction
and the organisation’s objectives. When these policies, procedures, plans, etc.
are taken together, they define how the organisation works, and how quality is
managed.” Examples of a quality management system are the 1SO 9000, QS
9000 and TS16949 standards.

2.4.1 Whatis ISO 9000?

ISO 9000 is a series of international standards for quality system. Under these
international standards there are 1ISO 9000, ISO 9001, ISO 9004, and ISO 19011.
However, organisations can only be certified or registered against ISO 9001:2000
— Standard for Certification (ISO 9000: 2000 standard). According to the 1SO
9001: 2000 standard, the adoption of a quality management system (QMS)
should be a strategic decision of an organisation. The ISO 9001:2000 has
formalised an effective system for evaluating the ability of any firm to consistently
design, produce, and deliver quality products/services (Fuentes et al., 2000;
Martinez-Lorente and Martinez-Costa, 2004; Terziovski et al., 2003). ISO
9001:2000 provides guidelines for organisations to establish their quality systems
by focusing on procedures, control, and documentation (Sun et al., 2004).
Therefore the objectives of ISO 9001:2000 is the provision of consistency in
products, meeting customer and regulatory requirements and having systems
that address customers satisfaction, continual improvement, prevention of non-
conformity, and the adoption of a system approaching TQM (Goetsch and Davis,

2005). 1SO 9001:2000 is perceived as a management control tool, a driver of
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innovation, and plays a strategic role within organisations in focusing and

ensuring the delivery of quality products/services (Van der Wiele et al., 2005).

The 1SO 9001:2000 is based on the concept that certain minimum characteristics
of a quality management system could be usefully standardised, giving mutual
benefit to suppliers and customers, and focusing on process rather than
product/service quality (Van der Wiele et al., 2005; Dick et al., 2002). This is seen
through the fact that ISO 9001:2000 encourages the adoption of the ‘process
approach’ for the management of the organisation and its processes, and as a
means of identifying and managing opportunities for improvement. The
processes approach is developed based on the belief that a desired result is
achieved more efficiently when activities and related resources are thought of as
a process (Bhuiyan and Alam, 2004). The process-based model defines a quality
management system as a single large process which links sub-processes in a
continuous improvement cycle. Moreover, the utilisation of process approach
emphasises the importance of understanding and fulfilment of requirements, the
need to consider processes in terms of added values, obtaining results of
processes and continual improvement of process based on objective measures
(Tan et al., 2003). There are five main clauses in the 1ISO 9001 standard; quality
management systems, management responsibility, resource management,

product realisation, and measurement, analysis, and improvement.

Clause 4 - Quality Management System
Clause 4 of the 1SO 9001:2000 states that an organisation is required to
establish, document, implement and maintain a quality management and
continually improve its effectiveness. Organisations are required to:
a. ldentify the processes needed for the quality management system
b. Determine the sequence and interaction of these processes
c. Determine criteria and methods needed to ensure both the operation and
control of these processes are effective
d. Ensure the availability of resources and information necessary to support
the operation and monitoring of these processes
e. Monitor, measure and analyse these processes, and
f. Implement action necessary to achieve planned results and continual

improvement of the processes.

Clause 5 — Management Responsibility
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Under this clause, top management shall provide evidence of its commitment to

the development and improvement of the quality management system and

continually its effectiveness by:

a.

® 2 o o

Communicating to the organisation the importance of meeting customer
as well as statutory and regulatory requirements;

Establishing the quality policy

Ensuring that quality objectives are established;

Conducting management reviews;

Ensuring the availability of resources.

Clause 6 — Resource Management

The organisation shall determine and provide the resources needed:

a.

b.

To implement and maintain the quality management system and
continually improve its effectiveness, and

To enhance customer satisfaction by meeting customer requirements
(1SO 9001:2000).

Clause 7 — Product Realisation

Under this clause, the organisation shall:

a.
b.

C.

Plan and develop processes needed for product realisation

Determine and review the requirements related to the product/service
Determine and implement effective arrangements for communicating with
customers

Plan and control the design and development of product/service
Determine and maintain record of inputs relating to product requirements
Verify and approve prior to release the outputs of design and
development against the inputs.

Conduct review of design and development systematically at suitable
stages

Perform validation of design and development in accordance with its plan
Identify and maintain record of design and development changes

Ensure purchased product conforms to specified purchase requirements.
Evaluate and select suppliers

Describe the product to be purchased and ensure the adequacy of
specified purchase requirements prior to their communication to the

supplier
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m. Establish and implement the inspection for ensuring purchased product

meets requirements specified.

Clause 8 — Measurement, Analysis & Improvement
The clause requires the organisation to plan and implement the monitoring,
measurement, analysis and improvement processes needed:

a. To demonstrate conformity of the product

b. To ensure conformity of the quality management system, and

c. To continually improve the effectiveness of the quality management

system

This shall include determination of applicable methods, including statistical
techniques, and the extent of their use. It requires management to actively
consider how they are going to undertake and monitor their success in achieving

conforming product/service and improvements to the system.

As one of the measurements of the performance of the quality management
system, the organisation is to monitor information relating to customer perception
as to whether the organisation has fulfilled customer requirements. The methods
to be employed for obtaining and using this information shall be determined by

the organisation.

Under analysis of data clause, an organisation is required to determine, collect
and analyse appropriate data to demonstrate the suitability and effectiveness of
the quality management system and to evaluate where continual improvement of
the quality management system can be made. This will include data generated as
a result of monitoring and measurement and from other relevant sources. The
analysis of data shall provide information relating to:

a. customer satisfaction

b. conformance to product requirements

c. characteristics and trends of processes and products including

opportunities for preventive action, and
d. suppliers.

As for improvement clause, the organisation shall continually improve the
effectiveness of the quality management system through the use of the quality

policy, quality objectives, audit results, analysis of data, corrective and preventive
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actions and management review (1ISO9001:2000). Since the QMS must be
improved on a continual basis, it is expected that various aspects of the system
would be undergoing improvement efforts at any given time. What cannot be
expected is that all aspects of the quality management system be improved

simultaneously.

ISO 9001:2000 uses the PDCA (Plan-Do-Check-Act) improvement circle to
enclose management responsibilities, resource management, process
management, measurement, analysis and improvement (Ho, 2002). Magd (2008)
suggests that the PDCA methodology can be applied to all processes and can be
described as follows:
a. Plan — Establish the objectives and processes necessary to deliver results
in accordance with customer requirements and the organisation policies.
b. Do - Implement the processes.
c. Check — Monitor and measure processes and products against policies,
objectives, and requirements for the product and report the results.
d. Act — Take actions to continually improve process performance.

To maintain the certificate, an organisation has to be proactive in anticipating
future problems and show its continual improvement efforts.  Continual
improvement efforts are required to be a proactive approach to the QMS
development and should not be strictly related to non-conformances identified
within the system.

An overview of the process concepts embraced by the standard is shown in
Figure 2.1. The model of ISO 9000 standards was deduced from the philosophies
of quality gurus like Juran, Deming, and Feigenbaum. The principles that guide
the standard are customer-focused organisation, leadership, involvement of
people, process approach, system approach by management, continual
improvement, factual approach to decision making, and mutually beneficial
supplier relationships. These are enablers that top management can use as a
framework for introducing good management practice to underpin the
organisation’s management systems. The ISO 9001:2000 standard tends to
increase the intersection area between QMS requirements and Total Quality

Management (Biazzo and Bernadi, 2003).
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Figure 2.1: Model of a process-based quality management system (ISO
9000:2000 standards)

ISO 9001: 2000 promoted monitoring customer satisfaction, quality objectives
and continual improvement (Cl), giving more chances to meet needs and
expectations of customer (Burzacca and Lunghi, 2003). The purpose of ISO
9000:2000 series is to assist organisations of all sectors and sizes to implement
and operate an effective quality management system (QMS). The basic idea of
ISO 9001: 2000 is to require an organisation to effectively use and implement its
QMS including continuous improvement and prevention of nonconformity which

the aim is to satisfy the customers (Tsim et al., 2002).

2.4.2 Comparison of and Relationship between ISO 90 00 and TQM

ISO 9000 has many similarities with TQM but significant differences still exist
between them. For instance, the goal of TQM is to improve overall quality in an
organisation in order to meet customer satisfaction, whereas the goal of 1SO
9000 is to ensure that a basic quality system is in place to enhance and facilitate
trade (Han et al., 2007). The term ISO 9000 has become more widely used than
TQM in discussions of quality improvement and global competitiveness, primarily
because ISO 9000 has become the most prevalent global quality initiative
(Tsiotras and Gotszamani, 1996; Foster, 2007). Since 1SO 9000 is much smaller
in scale than TQM, it is more manageable and achievable, and yet ISO 9000

registration efforts can give similar benefits to the organisation even though they
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may not be on the same scale. Furthermore, companies that are 1ISO 9000
certified receive acknowledgement and recognition from a third party as well as
their customers (Han et al., 2007). In addition, documentation plays an essential
role in the ISO 9001 certification process, whereas it is optional for TQM. Hence,
there are many methods and systems of reference to implement TQM, whereas

there is one common standard for ISO 9000.

On the other hand, ISO 9000 and TQM are similar as both insist on the necessity
to have a clear quality policy, to adopt a continuous improvement approach, to
make prevention prevailing on correction and to measure the effectiveness of the
system (Lambert and Ouedraogo, 2008). There is an increasing awareness that
TQM and ISO 9000 can complement each other (Vloeberghs and Bellens, 1996).
Some claim that ISO 9000 is a good start on the road to total quality
management (Corrigan, 1994; Merrill, 1995; Porter and Tanner, 1996; Frehr,
1997; Goetsch and Davis, 2005).

2.4.3 Differences between 1ISO9001:2000 and 1SO9001: 2008

The 1SO 9001:2008 was introduced in November 2008 to replace the 1SO

9001:2000. Compared to the 2000 version upon which the study is being based

on, the ISO 9001:2008 represents fine-tuning, rather than a thorough overhaul

(Lee et al., 2009). The new standard does not contain any new requirements.

However, some useful clarifications are made to existing requirements of ISO

9001:2000. The changes in ISO 9001:2008 are relatively minor and the key

changes are made to certain areas such as:

i. Introduction (0) where it explicitly lists “risks” associated with an
organisation’s “business environment” as an influencing factor of the
QMS.

ii. Scope (1) where in the standard the term ‘product’ is not solely applicable
for product intended or required by the customer but also any intended
output resulting from the realisation process. This broadens the
application and includes e.g. purchased products, products from
intermediate stages in the realisation process, as well as products from
outsourced processes. “Statutory” requirements applicable to the product
have been introduced in addition to the previously used “regulatory”
requirements.

iii. General requirements (4.1) where text was amended regarding

outsourced processes for clarification.
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iv. Work environment (6.4) where text was amended to provide examples of
influencing conditions of work environment which may affect product
conformity.

V. Determination of requirements related to the product (7.2.1) where text
was amended with examples of possible requirements and contractual
obligations related to post delivery activities e.g. warranty provisions,
maintenance services and requirements related to re-cycling and final
disposal post-delivery activities.

Vi. Design and development outputs (7.3.3) where text was amended to
clarify that the provision of information for production and service
provision also can include information providing details for the
preservation of product.

Vii. Customer satisfaction where text was amended to provide examples on
relevant input for monitoring of customer perception.

vii.  Corrective action/Preventive action (8.5.2f/8.5.3e) where text was
amended to include “reviewing the effectiveness of corrective/preventive
action taken” which is also consistent with ISO 14001.

Further, the structure and outline of ISO 9001:2008 is identical to that of 1SO
9001:2000. However, the changes to the wording are made for easier use,
clearer language, easier to translate into other languages and better compatibility
with  the environmental management standard [ISO  14001:2004

(www.isosimplified.com).

2.4.4 Motivations for Certification

Past research has shown that organisations seek ISO 9000 certification for
various reasons. Earlier research by Rayner and Porter (1991) and Taylor (1995)
showed that organisations were seeking registration to 1ISO 9000 mostly for
external reason, internal reason and opportunistic use as a marketing device.
However, as views on ISO 9000 mature, having an 1ISO 9000 certificate is seen
more as an “order-qualifier” than an “order-winner” especially in the

manufacturing sector (Hill, 2000).

The main external reasons for seeking 1ISO 9000 certification are customer
pressures (Rayner and Porter, 1991; Taylor, 1995; Carlsson and Carlsson,1996;
Mo and Chan, 1997; Anderson et al., 1999; Beattie and Sohal, 1999; Fuentes et
al., 2000; Wiele et al., 2001; Poksinska et al., 2002; Santos and Escanciano,
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2002; Awan and Bhatti, 2003), to achieve customer satisfaction (Magd, 2008), for
advertising and marketing purposes (Rayner and Porter, 1991; Brecka, 1994;
Taylor, 1995; Ebrahimpour et al., 1997; Lipovatz et al., 1999; Alkhalifa and
Aspinwall, 2000; Fuentes et al., 2000; Wiele et al., 2001; Santos and Escanciano,
2002; Awan and Bhatti, 2003; Magd, 2008), competitive pressures (Rayner and
Porter, 1991; Anderson et al., 1999; Beattie and Sohal, 1999; Santos and
Escanciano, 2002; Awan and Bhatti, 2003; Magd, 2008), and to improve
company’s reputation and image in the eyes of the customers (Taylor, 1995;
Tsiotras and Gotszamani, 1996; Santos and Escanciano, 2002). Huarng et al.
(1999) found that external factors are most significant in decision process

regarding implementing a quality assurance standard in Taiwan companies.

The internal reasons for obtaining certification to ISO 9000 which are found to
have beneficial effect on business performance are as a foundation for continual
improvement (Carlsson and Carlsson, 1996; Van der Wiele and Brown ,1997), to
improve internal procedures such as establishing a formal system and simplifying
procedures (Fuentes et al., 2000; Alkhalifa and Aspinwall, 2000; Santos and
Escanciano, 2002), to improve organisational efficiency and effectiveness (Wiele
et al.,, 2001; Alkhalifa and Aspinwall, 2000; Fuentes et al., 2000; Karim et al.,
2005), to improve the efficiency of the quality system (Magd, 2008), to improve
productivity (Tsiotras and Gotszamani, 1996; Ebrahimpour, 1997; Alkhalifa and
Aspinwall, 2000; Karim et al., 2005) and to improve quality of products and
minimise operating costs (Taylor, 1995; Van der Wiele,1997; Fuentes et al.,
2000; Santos and Escanciano, 2002).

A survey conducted on a sample of 100 Malaysian companies that have gained
ISO 9000 certification revealed a major difference in that the reasons for seeking
registration for these Malaysian companies are management-driven as opposed
to demand from customers as in developed countries (Lee and Lim, 2001). In
addition, for Malaysian companies, having the ISO 9000 certificates certainly
open doors for them to trade in the international and global markets especially

with the European Union countries.
Other reasons offered by some of the researchers are to improve the working

environment, to improve communication, to increase awareness on quality issues

and to add credibility to the suppliers.

27



Jones et al. (1997) suggests alternative terms for external and internal reasons
for seeking the ISO 9000 certification as follows:

a. Non-developmental reasons: major customer(s) requiring certification, the
desire not to be locked out of future tendering processes or markets,
realisation that 1SO certification is progressively becoming a requirement
for doing business and the opportunity to use ISO certification as a
marketing or public relations tool;

b. Developmental reasons: the desire to improve the company’s internal
processes and to enhance the overall competitive performance of the
company;

c. Mixed reasons: a combination of developmental and non-developmental

reasons.

From the above literature, it can be concluded that companies are driven to seek
ISO 9000 certification either by external, internal, or both reasons. Wiele et al.
(2001) indicate that organisations pressured by external pressures to adopt
certification experienced fewer benefits compared to organisations that did it for
internally driven purpose. This is because when the main motivation for seeking
ISO 9000 certification is based on the external pressure from customers, the
benefits derived are only short-term. A strong and significant correlation is found
between internal pressure and short-term as well as long-term business
performance improvements as it involved change and continuous improvements
to the business processes. According to Tsiotras and Gotszamani (2002), the
true motives for certification are the key for successful adoption and
implementation of the [ISO 9000 requirements that will determine the

effectiveness and value of the quality system.

2.4.5 Benefits of ISO 9000 Certification

Inferred in the pursuit of 1ISO 9000 certification is the assumption that it is
associated with improved quality management systems, leading to a better
guality and business performance. However, this is not always so as the Science
and Engineering Policy Studies Unit (1994) concluded that there appears to be a
relationship between managers’ motives for obtaining certification and gains
achieved in business performance. Terziovski et al. (2003) state that
organisations that pursue the certification process willingly and positively across
a broad spread of objectives are more likely to report improved organisational

performance than organisations driven by customer pressure. As established
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from past studies, the reason for adoption of ISO 9001:2000 certification is based

on its benefits and their effects on the organisation’s future.

The literature on the benefits of obtaining ISO 9000 certification is mixed.
Terziovski et al. (1997) concluded in their study that ISO 9000 certification does
not have a significant positive relationship with business performance. They
suggested that the benefits attributable to certification were mainly for procedural
efficiency and error rates, and less likely for market share. When compared to
TQM, Zhang (2000) writes that 1SO 9000 has lower effects on business
performance than TQM. On the other hand, Terziovski et al. (2003), Corbett et al.
(2002) and Mann and Kehoe (1994) find that adopting 1ISO 9000 does have a
positive effect on business performance. Corbett et al. (2005) and Chow-Chua et
al. (2003) suggest 1SO 9000 certification leads to significant improvement in
financial performance. Furthermore, Naveh and Marcus (2005) found that
installing and using 1SO 9000 lead to achieving competitive advantage through
improved on-time delivery and reduction in cost. Karim et al. (2005) conducted a
study on Australian construction firms and found that the implementation of 1SO
9000 in these firms has resulted in:

a. Less rework and repair
Higher operational efficiency in operation
Continual improvement of operation
Improved internal performance appraisal systems
Better risk management

-~ ® oo T

More systematic record keeping

Greater client satisfaction

° @

Better access to domestic markets

Enhanced competitiveness

Magd (2008) found that some of the benefits of implementing 1ISO 9001:2000 in
Egyptian manufacturing companies are improved documentation, improved
efficiency of the quality system, clearer work instructions, procedures and job
responsibilities, improved product quality. Improved documentation, improved
quality perception, disciplined work environment, and consistency across the
organisation are the main benefits discovered by Bhuiyan and Alam (2005).
Meanwhile, Van der Wiele et al. (2005) found that continuous improvement,
management control, quality focus and customer satisfaction are some of the
benefits from ISO 9000 implementation in Holland.  Han and Chen (2007)
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suggest that ISO 9000 registration efforts enhance quality, cost reduction,

dependability, and flexibility.

Several studies have compared performances of ISO 9000 registered companies
with non-registered companies and found the results mixed. For example,
Terziovski et al. (1997) showed that the performance of a large sample of
Australian and New Zealand companies registered to I1SO 9000 was
indistinguishable from those that were not registered. Similar results were
obtained by Rahman (2001) in his study of some West Australian firms on the
impact of ISO 9000 on organisational performance between ISO 9000 registered
companies with non-registered companies and by Simmons and White (1999)
when they compared the performance of US ISO 9000-registered and non-
registered companies. Lima et al. (2000) compared the financial performance of
a sample of ISO 9000 registered Brazilian firms with a control groups found no

discernible difference in the levels of performance across the two groups.

On the other hand, Corbett et al. (2004), and Naveh and Marcus (2005) showed
that US 1SO 9000 registered firms have significantly better outcomes than non-
registered firms. Furthermore, Singh and Mansour-Nahra (2006) found that being
certified to ISO 9000 had made it possible for a company to be able to tender for
and win a number of contracts both locally and abroad. Registration to ISO 9000
has also made it possible for the certified company to review and hasten some
areas of procedure and providing staff the opportunity to suggest improvements

in practice.

Further, a study conducted by Sohail and Hoong (2003) on a group of companies
found superior organisational performance from Malaysian small and medium

enterprises having the 1ISO 9000 QMS compared to those which do not.

Meanwhile, Lee et al. (2009) examined the performance outcomes and
contextual factors which are associated with different ISO 9000:2000
implementation patterns and found that organisations with different 1SO
9000:2000 implementation patterns performed differently in the two outcomes
analysed. The results indicate that firms with a high level of ISO 9000 principles
adoption outperformed those with a relatively lower level of adoption in both

overall performance and behavioural response.
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As the literature on the benefits of being certified to 1SO 9000 shows
contradictory evidence, care should be taken in interpreting the results of survey
based studies because the simple act of being certified does not necessarily
mean that the organisations have more effective management systems in place
than organisations that have not sought registration. According to Singh and
Mansour-Nahra (2006), one must consider that effective performance is a
composite of cultural aspects and structured systems and studies that compare
performance of organisations based on ISO 9000 registration deals only with the
structured system, and that comparative firms without registration may equally
have effective structured systems. Therefore according to them it could be

misleading to compare registered and unregistered firms.

Despite the long list of benefits associated with being certified to 1ISO 9000, a
considerable number of criticisms also emerged. The criticisms are related to the
expensive costs of certification and implementation (Van der Wiele et al., 2005),
the standards being too concerned with documentation, paperwork-driven, and
therefore too time consuming (Bhuiyan and Alam, 2005; Casadesus and
Karapetrovic, 2005). Magd (2008) cited Seddon (1997), Stevenson and Barnes
(2001) and Doughlas et al. (2003) as saying that the standard may interfere with
new and better ways of operating, quality by inspection is not quality, and too
heavy reliance on people’s in particular assessors’ interpretation of quality. 1ISO
9000 is also thought to discourage creative and critical thinking in employees
because they are forced to work according to established procedures and rules

(Casadesus and Karapetrovic, 2005).

2.4.6 Critical Success Factors of ISO 9000 Implemen tation

According to Li and Gurnani (1997), the most common causes or factors for
success in implementing a quality management system in an organisation is the
commitment from top management or the CEO, effective promotion of the
exercise, and also successful introduction of the quality management system
itself. Management and leadership have been found to be crucial for the success
of 1SO 9000 initiative, and lack of support of senior management in many
organisations has seen the implementation and buy-in from employees to be at
unacceptably low levels (Singh et al., 2006). The most important factors identified
for successful ISO 9000 implementation in small organisations were the
commitment and involvement of all organisational members and a quality

manager who is dedicated and knowledgeable to facilitate and lead the
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improvement work within the QMS (Poksinska et al., 2006). Chin and Choi (2003)
found that top management commitment is the most critical factor for the
successful ISO 9000 implmentation, whilst common goal, teamworking,
education and training, and cultural changes are also important factors in the
construction industry in Hong Kong. Shariff (2004) quoted quality Gurus like
Deming, Juran and Crosby who mentioned that top management commitment is
one of the most important factors impacting the success potential of a quality

management system (QMS) in an organisation.

Because TQM implementation and maintenance closely resembled ISO 9000
implementation and maintenance, they also share similar success factors. In
citing the previous studies by Zeitz et al., 1997; Ahire et al., 1996; Flynn et al.,
1994 and Saraph et al.,, 1989, Soltani (2005) discovers that top management
commitment is also considered as the critical success factor in the
implementation of Total Quality Management. This is in line with other studies on
Total Quality Management (TQM) where it was found that the key requirements
for successful implementation of TQM including its initiatives are top
management commitment, setting up of a Total Quality Steering
Committee/Council, good planning and publicising of the initiative taken, and also

providing infrastructure that supports deployment and continual improvement.

Badri et al. (1995) identified 8 critical factors of QMS implementation in an
organisation as top management role, quality policy, quality department role,
design of product or service, training, supplier quality management, process

management/operation procedures, employee relation and quality data.

Also, Mann and Kehoe (1995) suggested that several main factors affecting the
implementation and success of QMS such as:
a. Employee skill - The higher skilled employees accept quality management
activities more quickly than lower skilled employees.
b. Education level - Higher educated employees accept quality management
activities more radically than lower educated employees.
c. Length of employment — It is very difficult to change the mind of
employees who have worked for long time in a specific culture and to
accept quality activities and their accompanying changes. By involving

employees in the quality process and activities would help.
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d. Age of employees — Young employees usually can accept changes
quicker than elderly employees.

e. Top management attitudes, commitment and involvement towards
change.

f. Attitude of employees towards change — Negative attitudes can be
overcome by educating, training and involving employees in the change
project.

g. Work methods — Employees who are employed on traditional working
methods have been found to have difficulty in accepting a QMS.

h. Understanding of quality improvement needs by employees — If they
understand the needs then they can easily accept quality management.

i. Salaries — Employees with poor salaries are less likely to accept a QMS.

j- Leadership by top management through appointed teams, requires the
monitoring of performance achieved by quality activities.

k. Cross functional integration in an organisation instead of departmental

interaction.

Obviously, top management commitment and leadership, employee involvement,
employee and top management attitudes of 1SO, training, and reward are some
of the important factors in a quality management system implementation in any

organisation.

2.4.7 Barriers/Problems to ISO 9000 Implementation

The literature identifies many barriers to ISO 9000 implementation. One of them
is the lack of top management commitment, involvement, and support. Lack of
top management commitment and involvement are inhibiting factors in
implementing QMS in Australia, New Zealand and New Jersey state
organisations (Samson, 1997; Bin Srinidhi, 1998). Lack of leadership and lack of
senior management’s involvement and acceptance of responsibility are barriers
to ISO 9000 implementation in many organisations (Quazi et al., 2002). Without
the support of management, the behaviour of personnel is difficult to change
(Ashire and O’ Shaughnessy, 1998). Lack of top management commitment, lack
of qualified personnel, insufficient quality education and training, lack of financial
resources, and failures to define responsibility and authority for personnel are
regarded as barriers to effective implementation of 1SO 9001:2000 in the

Egyptian manufacturing organisations (Magd, 2008).
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Lack of training was also a barrier to 1ISO 9000 implementation as training is
important to facilitate change and continual improvement in organisations
(Chase, 1991). Also, lack of financial resources to mobilise activities such as
instituting training programmes, insufficient employee education, low employee
skills were found to be some of the difficulties faced by Indonesian organisations
in implementing the ISO 9000 (Amar and Zain, 2002). Glover and Siu (2000),
state that the lack of training courses in quality management as one of the

common barriers to ISO 9000 implementation in Chinese organisations.

In addition, lack of awareness and understanding on ISO 9000 and its
requirements can also be a barrier to ISO 9000 implementation. Al-Zamany et al.
(2002) offered that lack of awareness is the result of lack of education, training
and information on quality issues. The results achieved from ISO 9000 are
influenced by people’s understanding of quality and quality systems (Nwankwo,
2000). Withers and Ebrahimpour (2001) suggested that one of the common
obstacles faced by European organisations in the study is the difficulty in
interpreting the ISO 9000 standards. While Lee et al. (1999) concluded that

understanding of ISO standards and requirements is the major roadblock.

Documentation is also a barrier in implementing 1ISO 9000 (Mo and Chan 1997;
Carlsson and Carlsson 1996; Lee et al., 1999).The problems arise due to the lack
of control on the documents and the number of documents and procedures that
need to be documented (Brown and van der Wiele, 1995).

Lack of motivation as the result of inconsistent reward systems and lack of
recognition is also a barrier to ISO 9000 implementation in many organisations
(Ngai and Cheng, 1997). Low and Ling Pan (2004) suggest that little recognition,
respect and reward for a good job done to achieve quality performance is a
barrier to effective 1SO 9001:2000 implementation and maintenance in

Singapore.

Low and Ling Pan (2004) also found that resistance to change is a barrier to
effective ISO 9001:2000 implementation and maintenance in Singaporean
organisations. This is because the middle managers feel that they are losing
power on decision making and over employees while employees feel they are
controlled by the system, hence their reluctance to adopt the change. The 1SO

9000 implementation led to employee resistance because it is seen as a lot of
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extra work (Tsim et al., 2002), employees not wanting to learn new skills
(Macadam, 1996), and a desire to avoid new tasks and responsibilities (Lipovatz
et al., 1999). In older employees, they resisted change due to perceived threat to
their positions of authority (Bardoel and Sohal, 1999).

Lack of employee support, participation, and involvement represent a problem to
implement 1ISO 9000 (Awan and Bhatti, 2003) as employee involvement in the
certification process enhances the commitment of management and employees
(Brown et al.,, 1998). Low and Ling Pan (2004) found that low employee
participation is a barrier to effective 1ISO 9001:2000 implementation and

maintenance in Singaporean organisations.

Lack of communication appears to be another barrier to effective ISO 9000
implementation in Swedish organisations (Carlsson and Carlsson, 1996) and in

public Yemeni organisations (Al-Zamany et al., 2002).

Having too many suppliers to one organisation is a barrier to 1SO 9000
implementation in India, China and Mexico (Zhao, 1995). Fuentes et al., (2000)
found that lack of cooperation from suppliers is a barrier to implement ISO 9000

in Spanish organisations.

High cost of certification which would include cost for registration fees, employee
training, and consultant fees also seemed to be an inhibitor to 1ISO 9000
implementation (Dickenson et al., 2000; Stevenson and Barnes, 2001). This is
especially so for small companies as they have limited resources. However, the
variation in costs depends on the suitability and efficiency of existing systems and

the competence of employees (McAdam and Jackson, 2002).

2.4.8 Differences between ISO 9000 Implementation a nd Maintenance

Most of previous research did not differentiate between the implementation and
maintenance of ISO 9000. Researchers were interested in how organisations
obtained their certifications, in which sector are they in, the size of the
organisations certified, and concentrate mostly on the motivation for certification,
its benefits, its impacts on performance, and barriers and problems of ISO 9000
implementation faced by these companies. How these certified organisations

were going to maintain their certification was not studied and discussed in detail.
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The process of implementing a QMS like the 1ISO 9000 normally follows the Plan-
Do-Check-Act cycle. This approach provides structure and purpose to each
stage of the quality system implementation. Moreover, this will enable the
organisation to establish short-term priorities, align effort, assess daily progress,
and take corrective action in a timely manner. The ISO 9000 QMS
implementation phases consist of:

a. Planning & Preparation (Plan)

b. Documentation (Do)

c. Verification & Validation (Check)
d. Deployment (Act)
e

Maintenance & Continuous Improvement

Planning Phase

The QMS planning phase entails the specification of the ISO 9000
implementation goal and lays out the roadmap to achieve that goal. At this stage,
top management will devise a mission, vision, policy, objectives and strategy for
the successful implementation of the ISO 9000 QMS.

Documentation Phase

During this stage, the organisation’s QMS is defined and documented in
accordance to the 1SO 9001:2000 standards. Core and critical processes are
identified, refined where necessary and documented. Process flow-charts are

mapped and supporting documentation are created.

Verification & Validation Phase

The 1SO 9000 QMS refinement phase involves a final verification of the entire
QMS to ensure that all processes interact as planned, are consistent and are
correctly defined. Final validation is carried out to ensure elements of the QMS
comply with the 1ISO 9001:2000 standards and corrective action is taken if

deficiencies are found.

Deployment Phase

This stage involves institutionalising the QMS across the organisation so that it
will be adopted, embraced and becomes the new way of working. Employees are
trained on the defined processes and verification of the processes is also done to
ensure adequacy and effectiveness. Internal quality audits are carried out to

verify the execution of the processes according to what is being documented.
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Maintenance & Continuous Improvement Phase
Once the implementation process has been carried out and adoption of ISO 9000
has taken place in the organisation, then the maintenance phase begins where
an organisation transitions to a state where compliance with the 1ISO 9001:2000
standards needs to be continuously monitored and the system needs to be
continuously improved and optimised. The continuous improvement phase is a
never ending phase of ISO 9001:2000 implementation and entails the use of
mechanisms necessary to facilitate continuous improvement of the QMS in order
to keep the system alive. According to Nanda (2005), mechanisms for a QMS
continuous improvement include:

a. Use of metrics programme for process and product improvements

b. Use long-term and short-term quality objectives for continuous
improvement
Leverage internal quality audits for continuous improvement
Use corrective and preventive action request mechanisms

Conduct post-mortem analysis of projects to identify lessons learned

-~ o o o

Collect customer satisfaction data

g. Collect improvement suggestions from employees

This research emphasises this last phase of ISO 9001:2000 QMS implementation
that is the maintenance phase of ISO 9000. The maintenance phase differs from
the other phases of implementation in several ways. First, the maintenance of the
ISO QMS starts once the QMS is in place. Once adoption has been completed
and certification obtained, the maintenance activities need to be activated to keep

the quality system going.

Second, continual improvement is one of the requirements under the 1SO
9001:2000 standards (Clause 8.5.1 Continual Improvement, 1ISO 9001:2000). It
means to maintain a QMS would require continuous improvement in process,
system, people and product/service. This can be demonstrated in the setting up

of improvement projects, initiatives or programmes by individuals or in teams.

Third, organisations have to show that they are proactive in anticipating what
might occur in future and in anticipating potential problems before they occur.
This can be done by taking preventive action in addition to corrective action to

correct problems that have already occurred.
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Fourth, internal audits carried out during the certification process are to show
compliance to procedures and standards. During the maintenance phase,
internal audits must be utilised not merely to verify adherence to the defined QMS
standards but also to explore opportunities for continuous improvement (Nanda,
2005). Therefore they must go beyond compliance auditing but also identify

situations that require preventive action and possible improvements.

Fifth, in order to improve, customer satisfaction data must be collected. Collection
and analysis of customer satisfaction data provides valuable information on the
extent of customer satisfaction. This will pinpoint the areas that need to be
improved. By monitoring customer satisfaction it can serve as an effective means
for driving continuous improvement in an organisation. Figure 2.2 shows the

phases of the ISO 9000 QMS implementation and maintenance in organisations.

PLANNING PHASE
Secure implementation prerequisites
Establish project goal
Form implementation team
Define implementation strategy
Define implementation process
Establish implementation schedule, identify needed resources & cost
Define mechanisms to: manage the implementation, report progress, and encourage
employee participation
Plan for QMS documentation
DEFINITION PHASE

Conduct preliminary gap analysis

Revise implementation plan

Correct critical quality discrepancies

Conduct high-level process mapping & create process documentation
Conduct low-level process flowcharting & create process documentation
Create supporting process assets

REFINEMENT PHASE

U

DEPLOYMENT PHASE
Perform employee training on QMS
Perform real-time monitoring of process adherence (process establishment period)
Perform internal quality audits

CONTINUOUS IMPROVEMENT PHASE
Use metrics for quantitative process and product improvements
Use long-term & short-term quality objectives for continuous improvement
Leverage internal quality audits for continuous improvement
Use corrective & preventive action request mechanisms
Conduct post-mortem analysis of projects to identify lessons learned
Collect customer satisfaction data
Collect improvement suggestions from employees

Figure 2.2: Phases of the ISO 9000 QMS implementation and maintenance in
organisations (Adapted from Nanda, 2005).

Verify complete QMS
Validate complete QMS
Revise & reapprove QMS documentation
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For this maintenance phase, Cheng and Tummala (1998) identified six elements
in which people of the organisation involved themselves in according to their
importance. They are as follows:
1. Management commitment, involvement and support (84%).
2. Development of communication channels (72%).
3. Provision of training and education (68%).
4. Establishment of audit team, management reviews and/or other work
teams (65%).
Formation of quality improvement teams (65%).
Adoption of appropriate leadership skills (60%).

2.4.9 Critical Success Factors, Issues and Problem s in ISO 9000
Maintenance

Chin et al. (2000) conducted a study on Hong Kong electronics manufacturing
companies to identify the critical issues of ISO 9000 maintenance to facilitate the
manufacturers in maintaining their ISO 9000 quality systems. The aim of the
study was to learn of ISO 9000 maintenance experience from the registered
companies. To explore current practices in maintaining 1SO 9000, 12
representative 1SO 9000 registered companies were selected for interviews.
From the interviews conducted with the quality directors and quality assurance
managers of the companies, it was found that the success factors for ISO 9000
maintenance for electronics manufacturing companies are management
commitment, teamwork, and company-wide ISO recognition. In fact,
management commitment is found crucial for successful maintenance (Chin et
al.,, 2000). The study found that the teamwork approach has proven to be
effective for identifying and solving problems in the maintenance phase while
company-wide recognition of ISO will certainly promote employee involvement in

the maintenance phase.

Through the interviews by Chin et al. (2000), it was found that to achieve the
effective maintenance of ISO 9000, continuous management support is a primary
success factor and many reported failure cases are attributable to lack of
constancy in management commitment and involvement. This seems to be in
tandem with the reasons why companies failed the surveillance audits which are
mostly due to lack of top management involvement and understanding of ISO
9000 requirements for the companies’ quality systems (McCullough and Laurie,
1995; Dzus and Sykes, 1993). McCullough and Laurie (2000) and Dzus and
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Sykes (1993) found that lack of top management commitment and support was

one of the reasons why organisations failed to maintain the ISO 9000 certificate.

Based on the results of the three surveys and case study research conducted on
Australian manufacturing companies, factors critical to TQM success are
identified as a positive attitude of everybody in the organisation towards quality to
ensure organisation-wide commitment, leadership education and training in
guality management principles and techniques so that they can provide vision
and leadership necessary to change the culture of the organisation, integrating
the voice the voice of the customer and supplier so that quality of products and
processes can be improved, and developing appropriate performance indicators
and rewards at all levels of the organisation as part of performance review
system (Sohal and Terziovski, 2000).

Similarly, Cheng and Tummala (1998) and Low and Omar (1997) found that the
attitude and behaviour of people working in the organisation is critical in
achieving the ISO 9000 registration and in the effective maintenance of 1ISO 9000
quality system in Hong Kong and China companies and in the construction
industry in Singapore. Low and Chia (2008) also found that middle management
staff with a more positive attitudes towards 1SO 9000 tend to produce more
effective 1ISO 9000 QMSs. Therefore, having the right attitude and behaviour is
critical in the implementation and maintenance of ISO 9000 QMS. In order to
have the right attitude which is underpinned by behaviour, would require both
management and employees to be educated and trained on the ISO 9000 QMS
so that they would understand what is required of them to support the
maintenance of the QMS. This would enhance company-wide commitment and

at the same time generate teamwork.

As for issues on 1ISO 9000 maintenance, based on the study carried out by Chin
et al. (2000), among the 20 clauses under the 1ISO 9000:1994, 73.61 percent of
the survey respondents who consist mainly of companies management
representatives for the ISO 9000 quality system, consider the “corrective and
preventive actions” the most critical issue in maintaining the 1SO 9000 system.
Four other clauses to be of secondary importance are clauses “document & data
control”, “internal quality audits”, “quality system”, and “management
responsibility” respectively. Although one of the aims of the survey is ‘to identify

the critical issues in maintaining conformance to the 20 elements or clauses of
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the 1ISO 9000’, it should be noted however that the study used the 20 elements in
the 1SO 9000 clauses and five other elements namely; teamwork, resource
allocation, company-wide commitment, costs, and language barrier as issues for
the respondents to indicate as critical issues experienced in maintaining the ISO
9000 quality system since registration. Are critical issues in maintaining
conformance to the ISO 9000 clauses similar to critical issues to ISO 9000
maintenance and therefore to be taken as having the same meaning? It would
seem that the three elements namely teamwork, resource allocation and
company-wide commitment added to the 20 elements of the ISO clauses are
more appropriate to be considered as possible critical success factors and two
others; costs and language barrier are critical issues of ISO 9000 QMS
maintenance. The 20 elements then could be considered as potential difficult or
problematic clauses to be adhered to and therefore are not issues since they are

requirements of the standards.

In addition, McCullough and Laurie (2000) and Dzus and Sykes (1993) found
another major failing was the lack of effective internal corrective measures, once
system non-conformance and deficiencies were identified as the failed
companies were often not aware of the importance of ISO 9000 maintenance and
did not have well-established procedures to maintain their quality systems after
ISO 9000 registration.  McCullough and Laurie (2000) and Dzus and Sykes
(1993) also cited that lack of understanding of the ISO 9000 standards’
requirement and the difficulties in implementing corrective and preventive actions,
document and data control and internal audits are barriers to ISO 9000

maintenance.

Yahya and Goh (2001) conducted a study on Malaysian manufacturing
companies and found that seven clauses that are the most difficult to satisfy in
descending order are corrective and preventive actions, design control,
management responsibility, statistical techniques, process control, document and
data control, and quality system. Other problems associated with after
registration to 1ISO 9000 are the change in quality culture among employees and
insufficient resources for training and education of employees (Lee et al., 1999;
Chin et al., 2000).

In the Chin et al. (2000) study, the respondents were asked to indicate their

measures to maintain the ISO 9000 certification in their organisations. It was
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found that measures taken consist of eight (8) items such as strengthen internal
auditing, management support and participation, training and education, regular
management reviews, improve employees communication/feedback, enhance
improvement culture by teamwork, effective corrective and preventive actions,
and additional resources (Chin et al., 2000). According to Chin et al. (2000),
regular management review may ensure that the 1ISO 9000 system remains
effective and management can determine if a change is required in the
organisational structure or in the operations of the organisation in order to
improve the system. However, the findings of the above study were limited to
manufacturing companies and was conducted based on the 1ISO 9000:1994
version which now has become obsolete. It is also possible that the focus on the
views of quality directors and quality assurance managers who were responsible
for the implementation and monitoring of the ISO 9000 system in the companies
influenced the findings. Table 2.4 summarises the critical success factors,
measures, issues and problems in maintaining a quality management system

based on the literature.

Element / | Low & Omar (1997) Cheng & Tummala Chin et al. (2000)
Study (1998)
Critical Top management Employee involvement Management
success commitment & support (management, commitment &
factor Technical aspects of supervisory, staff, and support
quality management operator level). Teamwork
Socio-cultural aspects of Company-wide ISO
quality management recognition
Productive relationships
Issues & Organisation structure Not specified. Corrective action
Problems Employer’s attitude Preventive action
Employee’s attitude Document & data
Resources control
Education & training Internal audit
Supervision Quality system
Performance of suppliers & Management
contractors responsibility
Engineering & construction
problems
Coordination &
communication
Measures Use of documentation Management Strengthen internal
taken to Use of corrective actions commitment, quality audit
maintain Use of preventive actions Involvement & support Management support
QMS & Use of internal quality audit | Development of & participation
certification Use of training communication Training & education
Use of management channels Regular
reviews Provision of training & management reviews
education Improve employee
Establishment of audit communication
team, management [feedback
reviews & other work Enhance
teams improvement culture
Formation of quality by teamwork
improvement teams Effective corrective &
Adoption of appropriate | preventive actions
leadership skills. Additional resources
Table 2.4:  Factors in ISO 9000 maintenance
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2.4.10 Quality Management Systems (QMS) Maintenance  Framework

According to Van de Water (2000), maintenance of quality management is “the
application of management concepts to aspects of the process of quality
management with the objective of keeping this process in a perfectly well defined
state, to keep the introduced philosophy highly involving for the organisation’s
members, to bring it into a state seen fit to control all aspects of quality”.
Therefore, maintenance is the control of the quality management process which

can be seen as a control system by itself (Van de Water, 2000).

Van de Water (2000) cites Fisscher (1994) as saying that a well based quality
system comprises both the system structural aspects and the social-dynamical
aspects. Structural aspects consists of the 1SO requirements, guidelines, and
control procedures while social-dynamical aspects include paying attention to
employees’ thoughts, feelings, interests and to the existence of potential human
gualities. Sufficient attention to these aspects does result in an easier and
deeper acceptance of the system structural aspects by the organisation
members.

Low and Omar (1997) quoting the theoretical approach (Spekknink, 1995)
asserts that an effective maintenance system requires the application of an
integrative/non-technical approach in an organisation rather than the
segmentalist/technical approach. The result of their study suggests that the
quality management systems in the Singaporean construction industry were
maintained based on the technical requirements set out in the ISO 9000 standard
while the non-technical or socio-cultural aspects which help to promote an
integrative environment were not emphasised. A technical approach is based on
the requirement of 1ISO 9000 and the study found that documentation, corrective
and preventive actions, internal quality audits, training and management reviews
are the most popular methods for maintaining the QMS in Singaporean
construction industry. According to Low and Omar (1997), in order to achieve
greater effectiveness, the non-technical approach should be used as it will help to
promote an integrative environment for the development of change and
innovation with the primary objective of quality improvement. Moreover, an
organisation should adopt the integrative or innovative-stimulating approach as it
will have the ability to change and innovate its structure, culture, policies,
management, and seek new ideas to contribute to new way of doing things.

Therefore, they propose Kanter's (1994) theoretical model of an integrative
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organisation for maintaining a QMS to help improve the system. Figure 2.3

shows the model.

Likewise, based on the case studies in the automotive sector, Van lwaarden et al.
(2006) concluded that there is a shift in quality management systems from a
diagnostic towards a more interactive approach. Van de Water (2000) feels that
it will be immediately clear that a crucial role within the maintenance process is
the maintenance of organisational aspects with respect to at least the QMS as
part of the total organisation structure. In this case, he uses the analogy for

maintenance models for technical systems to quality system.

44 Maintenance of a quality management system

Technical approach Non-technical approach
(segmentalist) (integrative)
Internal quality audit A. Ingredients:
Feedback Tuning into the environment
Training Kaleidoscope thinking
Document control Communication
Quality records Building coalitions
Management review Working teams
Persistence & perseverance
Making everyone a hero
B. Determinants:
Availability of information
Availability of support
Availability of resources

Change & Innovation

Continuous improvement

Figure 2.3: Kanter's model for effective maintenance of quality
management systems. (Adopted from Low and Omar, 1997)

In addition, a necessary condition for a quality management system to succeed in
obtaining the objectives of an organisation on a continuous basis is that the
maintenance system for the quality system and quality management process has

been designed at the moment of implementation of the QMS (Van de Water,
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2000). In other words, as soon as a part of the quality management activities has

been implemented, the maintenance of that part has to be started.

According to Van de Water (2000), there are two types of maintenance; namely
the built-in and non built-in maintenance of a quality system. Built-in maintenance
is ingrained in the process of quality management. Examples of built-in
maintenance in a system are external and internal audits. Non built-in
maintenance happens when an activity is left to chance and concerns activities
that are not contained in the process of quality control and has to be performed to

prevent or correct the poor functioning of the quality management process itself.

2.5 Organisational Structure and ISO 9000

According to Wilson and Rosenfeld (1990), organisation structure is the
established pattern of relationships between the component parts of an
organisation, outlining both communication, control and authority patterns.
Structure distinguishes the parts of an organisation and delineates the
relationship between them. Organisation structure is the formal pattern of
interactions and coordination designed by management to link the tasks of
individuals and groups in achieving organisational goals (Bartol and Martin,
1994). Several researchers such as Shea and Howell (1998) and Beck and
Walgenbach (2003) have examined the role of structure in TQM success.
Spencer (1994) proposed that the implementation of TQM is continuously
enacted by organisational participants and is informed by the frailties of human
understanding and the biases of human perspectives. He suggested that mental
models, assumptions and preconceptions of the nature of organisations strongly

influence the way people organise (Spencer, 1994).

Burns and Stalker (1961) proposed two basic ways; mechanistic and organic
structure in which managers can organise and control an organisation’s activities
to respond to characteristics of its external environment. Mechanistic structure is
used to organise and control activities and make employee behaviour predictable
when the environment surrounding an organisation is stable. In a mechanistic
structure, authority is centralised at the top of the managerial hierarchy, roles and
tasks are clearly specified, employees are closely supervised, and the emphasis
is on strict discipline and order. A mechanistic structure provides the most

efficient way to operate in a stable environment because it allows managers to
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obtain inputs at the lowest cost, giving an organisation the most control over it
transformation processes and enabling the most efficient production of goods and
services with the smallest expenditure of resources (Jones et al., 2000). A
mechanistic management system is appropriate to stable conditions and is
characterised by being bureaucratic, tall and centralised, has extensive
departmentalisation, high formalisation, mainly downward communication, and
little participation by low level employees in decision making (Burns and Stalker,
1961).

In contrast, an organic structure is used when the environment is changing
rapidly. In an organic structure, authority is decentralised to middle and first-line
managers to encourage them to take responsibility and to respond effectively to
the unexpected, therefore acting quickly to the changing environment. The
organic form is appropriate to changing conditions, which give rise constantly to
fresh problems and unforeseen requirements for action which cannot be broken
down or distributed automatically arising from the functional roles defined within a
hierarchic structure. The organic model is flat and uses cross-hierarchical, flexible
and functional teams and has low formalisation, lateral and upward and
downward communication networks, and high participation in decision making
(Burns and Stalker, 1961).

Spencer (1994) offered seven basic major doctrinal dimensions from which an
organisation can be identified whether it is mechanic or organic in nature. The
comparison of organisational models in relation to the seven doctrinal dimensions
of TQM is shown in Table 2.5.

Dimension Mechanistic model Qrganic model

Organisational Efficiency/performance goals | Organisational survival
goals (requires performance)
Definition of | Conformance to standards Customer satisfaction

quality

Role/nature of | Objective/outside boundary Objective/inside boundary
environment

Role of | Coordinate and  provide | Coordinate and provide
management visible control invisible control by creating
vision/system

Role of | Passive/follow orders Reactive/self-control within

employees system parameters

Structural Chain of command (vertical | Process flow (horizontal and

rationality communication) vertical communication

Philosophy Stability is valued but | Change and learning are

toward change learning arises from | valued in themselves and
specialisation assist in adaptation.

Table 2.5: Comparison of organisational models (Adapted from Spencer, 1994).
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ISO 9000 is promoted as a universal standard applicable to all types of
organisations, in all sectors, large or small. However, it is thought to be perfectly
suited to organisations where there is a rather defined, hierarchical or
mechanistic structure as is evidenced in many manufacturing sectors (Hazman
and Jasmine (2009). The structural dimensions (mechanic versus organic) and
strategy orientation (control versus creativity) of these companies might also
influence the maintenance effectiveness of ISO 9000 in their companies. Hazman
and Jasmine (2009) suggest that the compatibility of the standard with the
organisation structure might affect how these organisations maintain their 1SO.
They then proposed a conceptual model of fit between ISO 9000 standard,
structure and management orientation. They suggest the following:

a. Perfect fit — The standard will be highly productive in sectors where the
primary managerial and organisational challenge is to reduce variation in
the process to achieve consistent customer outcomes. This is normally
seen in manufacturing sectors whereby control of operations is exercised
by a set of routine procedures in a defined, hierarchical or mechanistic
structure. Many low value added assembly operations and most record
keeping government agencies are exemplars of this quadrant.

b. Misfit 1 — The need for control as required by the standard will pull
organisations to fulfii the demand for control through greater
standardisation and institutionalisation. This will result in organisations
being pulled into different directions. Many conflicts and tensions are
possible and frequent in sectors where control orientation is exercised
within a rather fluid or flexible structure. The ISO 9000 standard will not be
a good fit with the imperatives of this type of organisations. Examples of
organisations that fall under this quadrant are public universities and their
constituent units i.e. the faculties.

c. Perfect misfit — The 1SO 9000 will be a perfect misfit for businesses and
industries where creativity and innovation is their primary strategy as they
need to institute highly flexible structures and practices. The normative
values of institutionalisation, documentation, systematisation and
delineation embodied in the standard will militate against the need for
structural fluidity to stimulate innovation and creativity. This quadrant will
be populated by small to medium consultancies in all industries.

d. Misfit 2 — Organisations which have fairly mechanistic structures but seek
improvement through a highly managed process would find 1ISO 9000

quite friendly. Organisations that fall under this quadrant have very

47



defined and structured processes and systems but must constantly seek
improvement in their efficiency in order to stay competitive. Many
government agencies and contract manufacturers are in this quadrant as
the ills of the bureaucratic structure are overcome through a laboured and

limited process of improvement.

2.6 Total Quality Culture and the Environment for C  hange

2.6.1 Quality Culture and Change

A quality culture is an organisational value system that results in an environment
that is conducive to the establishment and continual improvement of quality
(Evans and Lindsay, 2005). It consists of values, traditions, procedures, and
expectations that promote quality. Hence, Evans and Lindsay (2005) stress that
total quality culture involves change and improvement for the organisation and its
people. While there are many definitions of culture, Schein (1985) and Kotter and
Heskett (1992) have indicated that quality culture should focus on having a
collective or shared learning of quality-related values as the organisation
develops its capacity to survive in the external environment. Quality culture
formation occurs through integrated changes in the organisational system; an
organisational quality-based vision, mission and goals, consistent formal and
informal organisational structures, compatible reward systems, appropriate
technology and job design, and attention to important personnel issues
(Terziovski et al., 2003).

According to Goetsch and Davis (2000), quality culture is embedded in
organisations when:
a. the behaviour of its people matches slogans
b. customer input is actively sought and used to continually improve quality
c. employees are both involved and empowered
work is done in teams

top management are committed and involved

N S

sufficient resources are made available for continual improvement of

quality

g. education and training are provided to ensure that employees at all levels
have the knowledge and skills needed to continuously improve quality

h. reward and promotion system are based on contributions to quality

continual improvement
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i. employees are viewed as internal customers and

j- suppliers are treated as partners.

To create a quality culture, managing a change process like ISO 9000 would
include managing employee attitudes towards change. If the reactions to change
are not anticipated and managed, the change process will be needlessly painful
and perhaps be unsuccessful (Jick, 1993). Hind (1996) argues that a positive
attitude towards change is key to 1ISO 9000 success. Therefore, it is vital for an
organisation to be change ready before attempting to implement and manage any
kind of change (Armenakis and Harris, 2002; Kotter, 1996; Luecke, 2003) as
research has shown that about 70 percent of all change programmes fail
(Balogun and Hailey, 2004). Armenakis et al. (1993) defined change readiness as
‘the cognitive precursor to the behaviours of either resistance to, or support for, a
change effort’. Further, Jones et al. (2005) says it refers to ‘the extent to which
employees hold positive views about the need for organisational change (i.e.
change acceptance), as well as the extent to which employees believe that such
changes are likely to have positive implications for themselves and the wider
organisation. Armenakis et al. (1993) argue that readiness is reflected in
organisational member’s beliefs, attitudes, and intentions regarding the extent to
which changes are needed and the organisation’s capacity to successfully make
those changes. They suggest that lack of change readiness is the main reason
for organisations failing in their attempts to manage change successfully. So, in
order for an organisation to be change-ready, By (2007) suggests factors such as
creating a vision and a sense of urgency, empowering broad based action,
communicating the change vision, and mobilising energy and commitment are
essential to change readiness. In order to increase the level of change
readiness, Vakola and Nikolaou (2005) implied that effective communication, top
management commitment, allocation of resources, good and effective work
relationships, rewards, training, and participation in the planning and
implementation are crucial. By (2007) then concludes that due to the constant
state of flux of the business environment in which contemporary organisations
operate, organisational change management may prove more successful if
focused on facilitating continuous change readiness rather than on implementing

and managing specific change efforts.

To provide a framework for the analysis of client organisations in terms of quality

culture and 1ISO 9000 benefits on a stratified basis, Terziovski and Power (2007)
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divided organisations into 4 groups. This stratification was based on the premise

that organisations’ quality cultures go through a process of maturing over time.

This division was based on whether the quality culture of the organisation was

assessed as being strong or weak. One of the conclusions drawn from the study

is that organisations that seek 1ISO 9000 certification with a proactive approach

driven by continuous improvement strategy are more likely to derive significant

benefits. The four-quadrant model is shown by Figure 2.4.

Performance
4 Quadrant Type 2 Quadrant Type 4
Pro-Active 1ISO Group Integrated Quality Group
Strong benefit from certification Strong benefit from certification
with a developing quality culture with a strong quality culture
Quadrant Type 1 Quadrant Type 3
Re-Active 1ISO Group Continuous Improvement Group
Weak benefit from certification Weak benefit from certification with
with an immature quality culture a strong quality culture
Conformance
ISO Certification Continuous Improvement

Figure 2.4: Four-quadrant model for ISO-Certified organisations (Terziovski
and Power, 2007).

2.6.2

Change Management Process

For change to take place successfully, Beer et al. (1993) proposed six steps to

effective change as follows:

1.

Mobilise commitment to change through joint diagnosis of business
problems

Develop a shared vision of how to organise and manage for
competitiveness

Foster consensus for the new vision, competence to enact it, and
cohesion to move it along

Spread revitalisation to all departments without pushing it from the top
Institutionalise revitalisation through formal policies, systems and
structures

Monitor and adjust strategies in response to problems in the revitalisation

process.
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Meanwhile, Pugh (1993) offers four principles for understanding and managing

organisational change. They are:

Principle 1: Organisations are organisms

This means the organisation is not a machine and change must be approached
carefully with the implications for various groupings thought out. Participants
need to be persuaded of the need for change and be given time to digest the

changes after implementation.

Principle 2: Organisations are occupational and political systems as well as
rational resource-allocation ones

This means that thought must be given to how changes affect people’s jobs,
career prospects, motivation, status, power, and prestige.

Principle 3: All members of an organisation operate simultaneously in the
rational, occupational and political systems

This means that all types of arguments for change must be taken seriously.

Principle 4: Change is most likely to be acceptable with people who are
successful and have confidence in their ability and the motivation to change

This means ensuring an appropriate place or set of people from which to start the
change and to ensure the methods used are relevant to those who are ‘first in
line’ in accepting the change.

2.6.3 Change Management Issues in Service

In citing Choi and Behling (1997), Black and Porter (1996), Flynn et al., (1994),
Hall (1999), and Moosbruker and Loftin (1998), Huq (2005) offers six change
management issues that address quality management practices in the service
sector. The six change management issues are leadership, implementation of
change and control, barriers to change, communications, people culture factor,
and change review. He stresses that successful change requires a large
commitment from top management, whether the change is occurring in a single
department or in the entire organisation. It is even more difficult for service
operations to implement it because of its preoccupation with internal performance
dimensions that cannot keep up with the constantly changing perceptions and
preferences of the customers. As opposed to manufacturing firms where

companies can protect themselves from the unreasonable or capricious demands
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of the customers, service companies cannot mask their operation from their
customers because of marketplace choices available to them (Hug, 2005)).
Thus, quality in service operation means making the service experience easy,
useful, complete and even fun. Hence, most changes in organisations have a
social component because the change usually involves people, and making the
policies, procedure, and practices people friendly is the key to success in a
service setting (Sebastianelli and Tamimi, 2003; Huq and Martin, 2001).
Therefore, management must become cognisant and accordingly, plan for the
social challenges that will arise from proposed change initiative like ISO 9000. It
can be said that for change like the 1ISO 9000 to take place, a quality culture has

to be established in the organisation so that it is ready to embrace change.

2.7 Quality Management in the Service Sector

In Malaysia, services are the largest contributor to the gross domestic product
(GDP). It has become a leading economy of the country. The increasing number
of service firms pursuing certification to ISO 9000 standards suggests that quality
is viewed as equally important to service firms as it is to manufacturing
companies. Certainly, the unique characteristics that are applicable to services
such as intangibility, heterogeneity, inseparability, and perishability introduce
special challenges for service quality and management (Fitzsimmons and

Fitzsimmons, 1998).

2.7.1 Whatis a Service?

According to Groonroos (1990), a service is a complicated phenomenon as
services are not things, they are processes or activities, and these activities are
very intangible in nature. Services are those economic activities that typically
produce time, place, form, or psychological utilities and they are intangible
(Heizer and Render, 1999; Haksever, 2000). Services are acts, deeds, or
performances (Berry, 1980). Gummesson (1987) defined service as “something
which can be bought and sold, but which you cannot drop on your foot”.

A service also can be defined as “an activity or series of activities which take
place in interactions with a contact person or a physical machine and which
provides consumer satisfaction” (Lehtinen, 1983). Groonroos (1990) offers his

definition of service as:
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an activity or series of activities of more or less intangible nature that
normally, but not necessarily, take place in interactions between the
customer and service employees and/or physical resources or goods
and/or systems of the service provider, which are provided as solutions to

customer problems (p. 27).

2.7.2 Characteristics of Services

Researchers and analysts have identified various characteristics that are
common to most services. Services are generally described in terms of four
unique characteristics; intangibility, inseparability, heterogeneity/variability, and

perishability (Haksever et al., 2000).

Intangibility

Groth and Dye (1999) defined intangibility as something that cannot be touched,
seen, tasted, heard, or felt in the same manner in which goods can be sensed.
Intangibility is a key factor of deciding whether an offering is a service (Zeithaml
and Bitner, 2003). Due to its intangible nature, it is difficult for consumers to
evaluate service quality. However, services can be embodied in or may utilise
physical objects like a soft ware where the instructions are recorded on a
compact disc. Further, purchasing the service does not result in ownership unless

the service is embedded in a physical product.

Inseparability.

In service, the service provider usually performs the service at the same time as
the full or partial consumption of the service take place. The conversion process
is highly visible and it is not possible for the service provider to hide any mistake
or quality shortfall and the involvement of the customer in the delivery process
causes the service provider to have little or no direct control over the service
experience (Ghobadian et al., 1994). This means that consumers also contribute
to the service quality. At the same time, compared to manufactured goods,
services are difficult to standardise partly because of consumers’ involvement in
the service delivery process. Ghobadian et al. (1994) said that service providers
have to rely heavily on the ability of their staff to understand the requirements of

the customer and react in an appropriate manner.

Heterogeneity/Variability
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The outcome of the service depends on the outcome of the interaction between
the customer and the service provider where the customer will form his/her
perception of it. These perceptions may vary even if the same person performs
the service. In another scenario, the same person delivering the same service
would not perform at the same level at every performance as physical and

psychological condition play an important role in service delivery.

Perishability

Services are perishables because it cannot be stored or inventoried (Lamb et al.,
2000). According to Ghobadian et al. (1994), unlike manufactured goods, it is
impossible to have a final check on quality and therefore it needs to be done right
at the first time. However, the effects of the service can often be enjoyed long
after it is performed as in the case of a successful heart surgery.

According to Fitzsimmons and Fitzsimmons (1998), due to these distinctive
characteristics of services, to function the service system must interact with the
customers as participants in the service process. Further, the presence of the
customer as a participant in the service process requires an attention to facility
design that is not found in traditional manufacturing operations. Therefore, the
presence of the customer on-site requires attention to the physical surroundings

of the service facility that is not necessary for the factory.

Moreover, for services, the process is the product (Shostack, 1977). The
presence of the customer in the service process negates the closed-system
perspective that is taken in manufacturing and demand is managed by customer
waiting or queuing. Therefore, the problems of selecting service capacity, facility
utilization, and use of idle time are balanced against customer waiting time

(Fitzsimmons and Fitzsimmons, 1998).

Where service employees interact directly with the customers, management has
little opportunity for intervention, and this requires extensive training and
empowerment of employees to act appropriately. Hence, Fitzsimmons and
Fitzsimmons (1998) add that the management of an open system requires
techniques and sensitivities different from those of a closed system as seen in
manufacturing operation. Moreover, as services are created and consumed
simultaneously, it is impossible to store services and this eliminates many

opportunity for quality control intervention. In contrast to manufacturing,

54



Fitzsimmons and Fitzsimmons (1998) stress that in services, it is the human
element that is central to effective operations and therefore making the attitude
and appearance of personnel of important considerations.

2.7.3 Service Classification

There have been many attempts to classify services. The first classification for
service operations is the Customer Contact Model by Chase (1978) where
services are classified according to the amount of customer contact involved. For
instance, high contact services include hospital and restaurants where a high
percentage of activities take place in the presence of the customer. In contrast,
low contact services or ‘quasi manufacturing’ firms which include distribution
centres, wholesalers, and cheque-processing centres of retail banks require no
face-to-face contact with customers. ‘Mixed services’ which involved both the
elements of high contact and low contact service, include the branch offices of

banks and insurance firms.

Schmenner (1986) proposed another way to view services which is called the
Service Process Matrix which differentiates services processes according to two
major factors; the degree of interaction and customisation, and the degree of
labour intensity that resulted in four quadrants known as the service factory,

service shop, mass service and professional service.

Service factory
The service factory has both low interaction and customisation and low labour

intensity such as airlines, trucking, and hotels.

Service shops
The service shops have high degree of interaction and customisation but low
degree of labour intensity such as hospitals.

Professional service
Professional services combine highly customised service with high labour

intensity such as lawyers and accountants.

Mass services
Mass services have high degree of labour intensity but low degree of interaction

and customisation such as retailers, wholesalers, and schools.
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These four quadrants describe the nature of the services and how they affect the

service delivery process. This classification helps to focus on managerial issues

that are found across similar service industries as shown by Figure 2.5.

Challenges for managers:

(low labour intensity)

- Capital decisions

- Technological advances

- Managing demand to avoid
peaks and promote off peaks

- Scheduling service delivery

A

A

Challenges for managers:

(low interaction/

low customisation)

- Marketing

- Making service ‘warm’

- Attention to physical
surroundings

- Managing fairly rigid
hierarchy
with need for standard
operating procedures

Service factory

Low labour
intensity/

Low interaction
& customisation

Service shop

Low labour
intensity/

High interaction
& customisation

Mass service
High labour
intensity/ Low
interaction &

customisation

Professional
service

High labour
intensity/High

interaction &

customisation

Challenges for managers:
( high interaction/
high customisation)
- Fighting cost increases
- Maintaining quality
- Reacting to consumer
intervention in process
- Managing flat hierarchy
with loose subordinate-
superior relationships
- Gaining employee loyalty

\ 4

Challenges for managers:
(high labour intensity)

- Hiring, training

- Methods development

- Employee welfare

- Scheduling workforces

- Control of far-flung locations
- Managing growth

Figure 2.5:

(Source: Schmenner, 1986).

The service process matrix: Challenges for service managers

Services can also be classified by the service act itself which can be considered

across two dimensions; who or what is the direct recipient of the service, and the

tangible nature of the service.

This classification schemes developed by

Lovelock (1983) provide possible strategic dimensions that transcend industry

boundaries (Fitzsimmons and Fitzsimmons, 1998). Other ways services can be

classified are based on customer-employee presence during the service (Bitner,

1992), and on service delivery and processing focus (Parker et al., 1999).
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2.7.4 Service Encounters

A service encounter which is also known as a ‘moment of truth’ is any episode in
which the customer comes into contact with any aspect of the organisation and
gets an impression of the quality of its service (Albrect, 1988). Therefore, a
service encounter involves not only the customer and the service employees but
also other customers, the service delivery system, and physical evidence. In
order for service encounters to be a pleasant one for both the customer and the
service provider, service tasks, standards, and delivery system need to be clearly
defined. Management can make sure that the service encounter is a pleasant
one for both the service provider and customer by selecting the right customer,
establishing rules of behaviour expected from customers, and facilitating positive

customer- customer interaction (Haksever et al., 2000).

2.7.5 Quality Management System for Service Industr  ies

Yang (2006) investigates the quality management system for service
organisations and presents an innovative and comprehensive quality
management system for service industries. His study also examines the critical
quality practices that are suitable for service organisations, and integrates them
into a holistic quality management system. He wrote that excellent service
quality generates a competitive advantage for service organisations, but firms
must implement a comprehensive system of quality management if they are to
develop an effective and reliable service quality. He added that in contrast to
manufacturing industries, most service industries lack a well-managed and
comprehensive system of quality management. Furthermore, service
organisations need to adopt critical quality practices and an outstanding quality
management system — not only to delight customers and to increase customer

loyalty, but also to pursue excellence in business performance (Yang, 2006).

Based on quality practices of Hewlett Packard and IBM in Taiwan as case
studies, previous studies on quality, and Kanji models, the study later develops a
model for a quality management system for service industries that consists of five
stages; long-term planning, short-term planning, daily management, check, and
action. Figure 2.6 shows the model for a quality management system for service
industries developed by Yang (2006).
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Figure 2.6: The quality management system for service organisation (Yang,
2006).

Most of the quality practices suggested by the model are actually similar to the
elements or clauses of the 1SO 9001:2000 standard. Table 2.6 shows the link
between quality management practices for service organisation model and the
ISO 9001:2000 clauses.
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LONG-TERM PLANNING

Quality practices by Yang (2006)

ISO 9001:2000 Cla use

Management principles and
management commitment.

top

5.1 Management Commitment.
5.3 Quality Policy
5.4.1 Quality Objectives

Mission and Vision

5.3 Quality Policy
5.4.1 Quality Objectives

Target market segments and positioning

5.2 Customer Focus

5.6 Management Review

8.2.4 Monitoring & Measurement of Product
8.4 Analysis of Data

Strategy planning and management

5.4 Planning
5.5Responsibility,Authority and Communication
5.6 Management Review

Customer focus

5.2 Customer Focus

5.6 Management Review

6.1 Provision of Resources

7.2 Customer-related Processes
7.5.4 Customer Property

8.2.1 Customer Satisfaction

Define quality policy and target

5.3 Quality Policy
5.4.1 Quality Objectives

Design
system

service delivery and support

5.2 Customer focus

6.2 Human Resources

6.3 Infrastructure

6.4 Work Environment

7.1 Planning of Product Realisation

7.2 Customer-related Processes

7.3 Design & Development

7.4 Purchasing

7.5 Production & Service Provision

7.6 Control of Monitoring & Measuring Devices

SHORT-T

ERM PLANNING

Quality practices by Yang (2006)

ISO 9001:2000 Clause

Design service process

4.1 General

7.1 Planning of Product Realisation

7.2 Customer-related Processes

7.3 Design & Development

7.4 Purchasing

7.5 Production & Service Provision

7.6 Control of Monitoring & Measuring Devices

Organisation design and adjustment

5.0 Management Responsibility
5.5 Responsibility, Authority& Communication
5.6 Management Review

Employee education and training

6.2.2 Competence, Awareness & Training

Standardise the operating procedures

4.2.1 General

4.2.2 Quality Manual

4.2.3 Control of Documents
4.2.4 Control of Quality Records

Information and analysis system

5.5.3 Internal Communications

7.5.3 Identification & Traceability

8.0 Measurement, Analysis & Improvement
8.1 General

8.2.1 Customer Satisfaction

8.2.2 Internal Audit

8.2.3 Monitoring & Measurement of Processes
8.2.4 Monitoring & Measurement of Product
8.3 Control of Nonconforming Product

8.4 Analysis of Data

Empowerment

5.5.3 Internal Communications
6.2 Human Resource
6.4 Work environment

8.5.1 Continual Improvement

DAILY MANAGEMENT
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Quality practices by Yang (2006)

ISO 9001: 2000 Cla use

Leadership (heads of departments)

5.1 Management Commitment
5.2 Customer focus
6.2.2 Competence, Awareness & Training

Employee motivation

5.5.3 Internal Communications

Input control

7.1 Planning of Product Realisation
7.2 Customer-related Processes
7.3 Design & Development

7.4 Purchasing

7.5 Production & Service Provision

Marketing process control

5.2 Customer Focus

5.5.3 Internal communications
7.2.3 Customer Communication
8.2.1 Customer Satisfaction

8.4 Analysis of Data

Service design control

5.2 Customer focus

7.1 Planning of Product Realisation

7.2.1 Determination of Requirements Related to
the Product

7.2.2 Review of Requirements Related to Product

7.2.3 Customer Communication

7.3 Design & Development

7.5 Production & Service Provision

Service delivery control

6.2 Human Resources

6.3 Infrastructure

7.6 Control of Monitoring and Measuring Devices
8.2.1 Customer Satisfaction

8.2.3 Monitoring & Measurement of Processes
8.2.4 Monitoring & Measurement of Product

8.3 Control of Nonconforming Product.

Daily information analysis

8.2.1 Customer Satisfaction
8.2.2 Internal Audit
8.2.3 Monitoring & Measurement
of Processes
8.2.4 Monitoring & Measurement of Product
8..4 Analysis of Data

CHECK

Quality practices by Yang (2006)

1ISO 9001:2000 Clau se

Customer satisfaction measures

8.2.1 Customer Satisfaction
8.4 Analysis of Data

8.5.1 Continual Improvement
8.5.2 Corrective Action

Internal customer measures

Not specified in ISO

Quality audit

8.2.2 Internal Audit
8.2.3 Monitoring & Measurement
of Processes

ACTION

Quality practices by Yang (2006)

ISO 9001:2000 Clau  se

Continuous improvement

8.4 Analysis of Data

8.5.1 Continual Improvement
8.5.2 Corrective Action

8.5.3 Preventive Action

Customer service

7.2.3 Customer Communication

Table 2.6: Comparison between quality practices of service industries and 1ISO
9001: 2000 clauses.

From the comparison, certain quality practices such as internal customer
measures are not specified in the ISO 9001:2000 standards. This to a certain

extent reflects that 1ISO 9001:2000 does not place a strong emphasis on the
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employees and their welfare. The standard does not specify any requirement,
whether written or implied for the measurement of employee work performance
and achievement, and employee satisfaction. Nor does it say anything about the
reward system that normally goes hand in hand with employee performance and
achievement. Instead the emphasis is placed on the evaluation of suppliers and
their performance. What is deemed important according to Clause 6.2.2 of the
standard is to ensure that employees are competent to carry out their work,
failing which necessary training must be provided for them to make sure they are
competent. Employees are also to be made aware of the relevance and
importance of their activities and how they contribute to the achievement of the
organisation’s quality objectives. However, once all the above have been
achieved, nothing is said in the standard about rewarding and recognising
employees for their achievement.

2.7.6 Comparison between [ISO 9000 in Service and Ma nufacturing
Organisations

A number of researchers have investigated the experience of service
organisations with ISO 9000 (Dick et al., 2002; McAdam and Fulton, 2002;
McAdam and Canning, 2001; Stelzer et al., 1997). Most of these studies have
acknowledged that the requirement of the service industry is different to that of

the manufacturing sector.

Singh et al. (2006) conducted a study to compare the ISO 9000 in the 160
manufacturing and 149 service organisations in Australia. The specific aspects
that were investigated include: resources needed for adoption; motivation for
registration; difficulties faced during implementation; benefits obtained from the

standard; and management practices associated with the standard.

The results of the study showed that the resources in terms of time taken and
costs incurred for registering to the standard is 12 months and AUD 20,000 for
both groups. As for motivation for registration to ISO 9000, the highest priority
driver for the service sector was to meet the expectations of government clients,
followed by meeting the expectations of non-government customers, gaining
competitive advantage, and improving quality and efficiency. For the
manufacturing sector, the highest priorities were meeting the expectations of non-
government customers, gaining competitive advantage, and improving quality

and efficiency. The results of the study also indicate that the service
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organisations had fewer problems with teamwork, training of personnel and
conflicting interpretations of the requirements of the standard. In terms of
benefits, the service group considered the improved documentation, increased
quality of customer service, fewer mistakes and defects, and value as a

marketing tool to be of greater benefit than the manufacturing group.

As for the management practices associated with 1SO 9000, the finding of the
study shows that the top management team of the service organisations are
better at encouraging long-term strategic thinking, demonstrating commitment to
quality and carrying out regular reviews of the quality system while the top
management team of the manufacturing organisations are able to generate
greater participation of all stakeholders and regard quality as the most important
competitive priority. With regard to employee involvement, the employees in the
service sector organisations were better at knowing their roles and goals. The
service sector organisations appear to be better at planning for improvements to
product/process, employees continuously improving their work outputs and
internally auditing the quality assurance system. The manufacturing organisations
were better with usage of statistical process control techniques than the service
sector. The study concluded that manufacturing and service industry
organisations require similar levels of resources to register to the ISO 9000, have
similar motivations for implementing the standard, and face similar difficulties with
implementation of the ISO 9000. However, service and manufacturing
organisations do not gain similar benefits from the standard and do not use

similar management practices associated with the 1ISO 9000.

Most of the studies mentioned above were conducted using the survey as the
instrument for data gathering. Therefore, a more in-depth investigation is needed
to find out the reasons for these similarities and differences by using the case
study.

2.8 Gap in the Literature

Although there has been an explosion of published work on issues associated
with ISO 9000 certification in quality management journals, many of these works
focus on how to obtain ISO 9000 certification and the impact of ISO 9000

certification on certified organisations and do not generally address what
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happens after the organisations have obtained their certification and how to

maintain that certification.

The few studies conducted on the maintenance of ISO 9000 on construction,
manufacturing and architectural companies also have their own limitations such
as:

i. Chin et al. (2000) — The study was based on the earlier version of ISO
9000:1994 which was quite different from the 1SO 9000:2000. It was carried out
on electronic manufacturing companies in Hong Kong.

ii. Cheng & Tummala (1998) — The study did not specify the issues and problems
of ISO 9000 maintenance. The study was carried out on manufacturing
companies based on the 1994 version in Hong Kong and China.

iii. Low & Omar (1997) — The study was conducted on the construction
companies in Singapore and was also based on the 1994 version.

iv. Low and Chia (2008) - The research was done on the architectural firms to
investigate the middle management’s influence on the effectivenesness of ISO
9000.

Table 2.7 shows some of the previous research conducted on the 1ISO 9000 from

the literature review.
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Table 2.7: Previous literature on ISO 9000
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Based on the literature, there are few studies conducted specifically on the
maintenance of 1SO 9001:2000 in service organisations. As the number of
service companies being certified to ISO 9000 is quite large, this represents a big
gap in the literature. This research attempts to fill that gap on these particular
aspects by investigating how I1SO 9000 service organisations in Malaysia
maintain their ISO 9000 quality management system and exploring the factors in

its maintenance.

At the same time, although past research has suggested that top management
commitment is crucial for successful ISO 9000 implementation and maintenance,
and the lack of top management commitment as one of the main reasons why
companies fail to implement and maintain their ISO 9000 certification, the role
and extent of top management commitment in the maintenance of the quality
management system is not fully explore