
 

 

Quality Management in Organisations of the United Arab 

Emirates: Nature and Influence in Achieving Competitive 

Effectiveness 

 

 

Ali Rashed Alkuwaiti 

 

Student number:169017143 

 

 

A thesis submitted to 

Aberystwyth University 

in accordance with the requirements of the degree of 

Doctor of Philosophy 

in the Aberystwyth Business School 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



ii 

 

Declaration 

 

 I declare that the work in this thesis was carried out in accordance with the regulations 

of the Aberystwyth University and is original except where indicated by specific references in 

the text. No part of the thesis has been submitted as part of any other academic award. The 

thesis has not been presented to any other education institution in the United Kingdom or 

overseas. 

 Any views expressed in the thesis are those of the author and in no way represent those 

of the University. 

 

 

Signed:       Ali Alkuwaiti                                    Date: January 2023 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



iii 

 

Acknowledgement 

 

 This thesis could not have been accomplished without the aid of Allah. I am also 

grateful for the assistance and encouragement of several people who assisted me to overcome 

the challenges and difficulties that I faced during the project. Firstly, I would like to thank and 

extend my appreciation to MR Huge Preston and Professor David Ellis for their suggestions, 

guidance, and efforts in supervising this research.   Secondly, I would like to express my deepest 

appreciation to my mother for her continuous prayers for the successful completion of this 

research project. My special thanks go to my wife for her patience, moral support, devotion, 

sacrifice, and understanding throughout the years of my study. My warmest gratitude is also 

extended to my brothers and sisters and their families for their constant encouragement 

throughout the duration of my studies. 

Finally, my deepest gratitude is due to all my friends for their help in the field work study, their 

encouragement and support. I am also grateful to all people who helped me during this project. 

I offer particular thanks to all of them. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



iv 

 

 

Abstract 

 In various organisations worldwide, several studies have illustrated the effectiveness of 

implementing the TQM approach. This study aims at testing the competitive effectiveness of 

Total Quality Management (TQM) at UAE organisations. The study utilised the mixed methods 

research approach as quantitative and qualitative data was collected and analysed within the 

same framework.  The study used Exploratory Factor Analysis (EFA) and Structural Equation 

Modeling (SEM), starting with Confirmatory Factor Analysis (CFA). The study used a sample size 

of (493) for the questionnaire survey and (24) face-to-face semi-structured telephone 

interviews with employees of (5) UAE organisations. The study found that certain factors have 

positively impacted the effectiveness of implementing TQM in UAE organisations. The results 

of the study showed that quality management positively influenced innovation, in terms of 

product and process. The results exemplify a constructive impact on top management 

leadership. The results found a useful influence of innovation on operating results; observations 

showed that companies tend to introduce incremental innovations of the product or service to 

a greater extent. Similarly, process innovation demonstrated a productive influence on 

operating results as companies are more inclined to make small changes in processes. Overall, 

both product and process innovations have a constructive influence on operating results. These 

improvements do not necessarily have a positive effect on the product or process individually, 

but innovations also tend to continuously improve the products and the processes together. 

These results support the literature that indicates the positive relationship between product 

service innovation, operational and financial results. There are quality management practices 

that if performed correctly by managers can increase product and process innovation, financial 

and operational results. Limitations of this study included sample size which restricted the 

generalisation of the whole population. In addition, there was a shortage of data (reliable or 

unreliable) regarding the implementation of TQM at UAE organisations which affected the 
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accuracy of results. UAE organisations are recommended to increase their level of quality 

management by adopting more advanced activities such as: formally involve all departments 

in the development of the product and use quality data to improve the product and / or service. 

This could improve product design and supplier management, respectively. 
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Chapter One 

Introduction 

1.1 Research Background 

Quality has not only emerged as but stayed a vital concept in management thinking for 

the past six decades (Beckford, 2020). In fact, there were concerns about quality since goods 

were first produced and services were delivered.  Quality can be defined in measurable factors 

(metrics) but also as perceptions of óstandardsô (Goetsch and Davis, 2015). Therefore, quality 

can take several dimensions.  According to the economic dimension, the public sector must 

deliver better products at a lower cost to meet public expectations (Oakland, 2020).  According 

to the social dimension, non-quality products are wasteful of human capabilities and talent 

(Burrill and Ledolter, 1999).  The environmental dimension emphasises that the world has finite 

material resources, thus minimising waste and damage to the environment is the responsibility 

of both the individual and organisation (Peters, 1989). There is also the technical dimension, 

which notes the key to quality is made of skilled people utilising the technology effectively 

(Stevenson, 2018).  Finally, there is the systemic dimension which is based on doing the right 

things in every process (Waterman and Peters, 2015). 

After the Second World War, there was an increased attention to pre-production 

planning, to work systematically, and to remove errors in production processes which led to 

Total Quality Management (TQM) (Kiran, 2016). Quality management is the overall 

management function that determines and implements the quality policy taking into 

consideration that the attainment of desired quality requires the commitment and participation 

of all members of the organisation.  Quality management includes strategic planning, allocation 

of resources and other systematic activities for quality, such as quality planning, operations and 

evaluations (Stevenson, 2018). 
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TQM, which can be implemented by any type of organisation, is a comprehensive and 

structured approach to organisational management that seeks to improve the quality of goods 

and services through ongoing refinements in response to continuous feedback.  TQM is a 

management approach aimed at satisfying all customerôs requirements, needs and expectations 

using a Continuous Quality Improvement (CQI) framework (Melsa, 2014). According to Ross 

(2015), TQM is an integrated management philosophy and a set of practices that illustrates, 

among other issues, continuous improvement, meeting customers' requirements, reducing 

rework, long range thinking, increased employee involvement and teamwork, process redesign, 

competitive benchmarking, team-based problem solving, constant measurement of results, and 

close relationship with suppliers. According to Walsh, Hughes, and Maddox, (2002) TQM is 

described as the development of the culture of organisation which aims to maintain customersô 

satisfaction by means of integrated system of tools, techniques, activities, and training.  Mitreva 

(2020) affirms that TQM is an organisational change which aims to improve products and 

service quality for customers.  

Walsh, Hughes, and Maddox (2002) define TQM as the development of an 

organisational culture that seeks to preserve customer satisfaction through an integrated system 

of tools, procedures, activities, and training.  According to Mitreva (2020), TQM is an 

organisational reform that aims to improve products and service quality for customers.) 

 Another similar model of quality management is the European Foundation for Quality 

Management (EFQM) Excellence Model.  It has been used since 1990 by many organisations 

as their basic management instrument for organisational development (Melsa, 2014). The 

EFQM Excellence Model can be used in two ways; as a diagnosis model for executing a self-

assessment (Doeleman et al, 2014); and as a model for management control (Wongrassamee et 

al, 2003).  Scholars have also made efforts to understand specific tools such as the Six Sigma 

approach as a quality management practice and a performance indicator.  Cherrafi et al (2016) 
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and Patyal and Maddulety (2015) define Six Sigma as a business process that can be used by 

companies to improve drastically their bottom line by designing and monitoring daily business 

activities in ways that allows for minimising of waste and resources while increasing customer 

satisfaction.    

 In the debate about quality management practice and organisational performance 

association, ISO 9000 has also gained increasing attention.  For example, Boiral et al (2018) 

call for studies that enhance the understanding of the benefits which may accrue from the 

adoption of ISO 9000. Also, they call for further research to evaluate the potential problems 

associated with the development and maintenance of these standards. Overall, scholars 

underline the need to ensure the most effective means of introducing and maintaining a quality 

management system that allows organisational benefits to be maximised. 

 Additionally, Hoshin Kanri is a Japanese policy management who contributed much to 

strategy, planning and operations, the study will provide further information about the author 

in this chapter and chapter two.  Hoshin Kanri is a system designed to ensure that organisational 

goals (strategy) allow progress to be made at all levels. The waste arising from poor 

communication and inconsistent direction can be eliminated. This implies that all employeesô 

performance (operations) is aligned with organisational goals (strategy) and planning of middle 

management (tactics) (Soltero, 2007; Melander, 2016).   

Furthermore, the Emirates Quality Mark (EQM) is utilize to provide compliance to 

international, regional and national quality standards. EQM is granted to products that comply 

or demonstrate compliance the aforementioned standards using effective QM standards to 

ensure continuous compliance. To obtain the EQM, companies need QM systems to inspect the 

products Regulated products include energy drinks, food contact materials, organic products, 

bottled drinking water, juices and dairy products (Hamza, & Blaustein, 2022)  
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 A primary notion in the quality management thinking is that quality management will 

drive business excellence and organisational performance.  This study will utilise relevant 

insights from existing literature to guide this research in contributing to the understanding of 

the impact on performance by quality management. Accordingly, in combination with the 

quality management approaches cited above, a few themes will be selected and discussed in 

chapter two.   

 This study is focused on understanding the level of pro-activity in the adoption and the 

implementation of quality management tools at organisations in the United Arab Emirates 

(UAE).  The fundamental motive behind the use of quality management thinking is to 

effectively meet the needs of customers and at a profit (Ries, 2011). Critical to the target of 

organisational performance is the ability of the organisation to design, implement, and 

effectively initiate proactive processes towards affecting relevant changes to optimise the gains 

of the quality management idea.   

1.2 Aim and Objectives of the Research 

The objective of the work is to analyse the influence of quality management on competitive 

advantages of UAE organisations in terms of product and process innovation (incremental and 

radical), and on operational and financial results.  

1.2.1 Aim of the Research 

 The aim of this research is to contribute to the understanding of TQM approach in a 

non-Western context, namely the United Arab Emirates (UAE). On the one hand, exploring 

this perspective is important towards a better understanding of this context, and on the other 

hand the extent to which the emergent findings connect to or contrast with mainstream 

literature. 

1.2.2 Research Objectives  
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 The objectives of the work are based on meeting the Aim through analysis of the 

influence of quality management on product and process innovation (incremental and radical), 

and on operational and financial results. The study also analyses the influence of product and 

process innovation (incremental and radical) on operating and financial results, and the effects 

of operating results on financial results. The specific objectives are to: 

1. Identify potential influence of quality management on product innovation (incremental 

and radical). 

2. Identify potential influence of quality management on process innovation (incremental 

and radical). 

3. Analyse whether quality management influences the operating results. 

4. Analyse whether product innovation has an influence on operating results. 

5. Analyse whether process innovation has an influence on operating results. 

6. Analyse whether product innovation has an influence on financial results. 

7. Analyse whether process innovation has an influence on financial results. 

8. Observe if there is an influence of the operating results on the financial results. 

1.2.3 Research Questions 

 Based on the above objectives, the research questions to be explored in this study 

include the following: 

1. What priorities exist for quality management in public sector organisations? 

2. What quality management approaches are utilised by organisations in the United Arab 

Emirates (UAE) and what are the motivations for their choice? 

3. What are the proactive (innovative) initiatives that organisations are adopting to ensure 



6 

 

effectiveness and competitive advantages of quality management approaches? 

4.  What is the impact of quality management approaches and what organisational 

processes are enforced to promote organisational competitive advantages? 

1.3 Justification for the Research 

 There was a need for further research that can determine the motivation behind the 

choice of quality management approaches (Boiral et al, 2018; Doeleman et al, 2014; Patyal and 

Maddulety, 2015). In their comparative analysis of TQM and Six Sigma, Patyal and 

Maddulety(2015) comment that their evaluation of existing literature revealed that TQM and 

Six Sigma are two different concepts that share similarities, but also have disparities. Given 

that there are differences, it would be expected that the decision to adopt a preferred system 

would depend on the motivations for each organisation. Understanding these motivations and 

influence on the preference for a quality management system is a core research area. The 

pertinence for research that enhance the understanding of the motivations have also been 

suggested with regard to Six Sigma (Aital et al, 2017; Patyal and Maddulety, 2015), EFQM 

Excellence Model and ISO 9000 (Martinez-Costa and Martinez-Lorente, 2007; Ullah et al, 

2014; Chatzoglou et al, 2015), and Hoshin Kanri (Chau, and Witcher, 2008; Melander et al, 

2016).     

1.4 Six Sigma as criteria for comparison with TQM 

Other overarching principles and specific tools exist in forms such as EFQM and 

Benchmarking, but Six Sigma offers a set of criteria that can be compared to TQM in 

understanding TQMôs characteristics. Six Sigma appears as a fully integrated improvement tool 

within the management of the company and with signs of its own identity (Pande, et al, 2000). 

Six Sigma statistically measures and reflects the actual capability of processes, correlating them 

with characteristics such as defects per unit and probability of success or failure. Its value lies 

in transforming a cultural vision based on complacency to one based on achievement across a 
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range of industry sectors. There are people who, when they first know Six Sigma concepts, 

assert that it is similar to the ñTotal Qualityò efforts of the last 15 or 20 years. In fact, the origins 

of many of the Six Sigma principles and tools lie in the teachings of influential thinkers in the 

world of quality, such as Deming and Juran. In some companies, such as General Electric and 

Motorola, the terms Six Sigma and ñqualityò often go together, so it is true that, in some ways, 

the expansion of Six Sigma heralds a renaissance of the quality movement (Pande, et al, 2000). 

Six Sigma is a much-improved new system (Oneill, Sohal, and Teng, 2015). However, there is 

also certainty that many new things will be found and that familiar tools will be applied with 

greater impact on business competitiveness and results. Regarding these differences, the 

authors of ñThe Six Sigma Wayò Pande, et al, (2000) explain very clearly the differences 

between these two systems. The book states that Six Sigma is not just a quality initiative and 

mentions the difference between TQM and Six Sigma. The difference between Six Sigma and 

other methods known as Total Quality, TQM, etc., lies in the way of applying the common tools 

to all these methods and in their integration with the purposes and objectives of the organisation 

as a whole. The integration and participation of all levels and functions within the organisation 

is a key factor, backed by the commitment of the management and a proactive attitude of 

satisfying both the needs and objectives of the clients, as well as the needs and objectives of 

the organisation itself (Pande, et al, 2000). The table below compares Traditional Quality 

Principles with Six Sigma 

Table 1.1: Traditional Quality Principles and Six Sigma  

 Traditional Quality Principles Six Sigma 

1. It is centralized. Its structure is rigid and 
reactive approach 

1. It is decentralized in a structure constituted for 

detection and solution. 

2. There is no structured application of 

enhancement tools. 

2. Structured use is made of improvement tools and 
statistical techniques for problem solving. 

3. There is no support in the application of the 

improvement tools. Its use is localized and 

isolated. 

3. A whole structure of support and training is 
provided to the staff, for the use of improvement 

tools. 

4. Decision making is made on the basis of 

hunches and vague data. 

4. Decision making is based on accurate and objective 
data. 
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5. Temporary remedies or patches are applied. It 
only corrects instead of preventing. 

5. It goes to the root cause to implement solid and 
effective solutions and thus prevent the recurrence 

of problems. 

6. Structured education and training plans are not 
established for the application of the required 

statistical techniques. 

7. Structured training plans are established for the 
application of the required statistical techniques 

8. It focuses only on inspection for the detection 
of defects (key process output variables).  

9. It focuses on the control of the key input variables 
to the process, which generate the desired output or 

product of the process. 

Source: adapted from Pande, et al, (2000) 

The table above demonstrates about the differences between traditional quality and Six Sigma 

in terms of the characteristics, style of management, function, and implementation. The 

importance of ensuring appropriate and effective implementation has been emphasised in the 

quality management literature (Mitreva, et al. 2020; Fuentes et al, 2004). 

 Justifying the call for research in this area, Fuentes et al (2004) comments that quality 

management systems are implemented in different ways, as a result it would be expected that 

the effectiveness of such systems would be variable.  Therefore, experts in the field of quality 

management have a reason to examine the implementation process in order to analyse the role 

of each actor and also to identify factors that facilitate the implementation process as well as 

the factors that make it difficult. To achieve effective implementation, organisations must bear 

in mind the desired objectives, i.e., expected benefits, as well as the costs and challenges 

involved (White et al, 2014). Table 1.2 links Problem, Outcome and Benefits, using the service 

industry as a context. 

Table 1.2: The implementation of Six Sigma in the service industry 

Problem  Outcome  Benefits  

1. Increased radiology and costs 
in hospitals  

1. Significant reduction in 

radiology and cost reduction  

1. Decreased radiology to 30% 
and reduced costs by 22% 

2. Poor patient safety due to due 
to high medication error  

2. Reduction in safety errors in 
medication  

2. Improved patient safety  

3. Emergency department 

overcrowd  

3. Reduced waiting time  3. Increase customers' 

satisfaction and waiting time  

4. = customers' complaints  4. Reduced customer complaints  4. Increase customers' 

satisfaction 

5. Extensive internal and external 
call back 

5. Recued internal and external 
call back   

5. Increase customers' and staff 
satisfaction 

6. Extensive flaws in front of 
front offices  

6. Reduction of flaws in front of 
front offices  

6. Increase customers' 

satisfaction 

7. Market losses 7. Minimize trade errors  7. Maximize profits  
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8. High costs of administration  8. Minimized administrative 

costs  

8. Generate savings  

Source: adapted from Laureani, A. (2011) 

 

 Furthermore, advocacies for effective implementation of quality management 

initiatives towards optimising performance impact have stressed the importance for 

organisations not only to have suitable policies that encourage the utilisation of such 

management thinking, but also to have suitable management attitude and culture that puts 

relevant management practices in place to activate effective implementation (Sadikoglu and 

Zehir, 2010). Accordingly, scholars (Goetsch and Davis, 2015; Sadikoglu and Zehir, 2010) 

have called for more research work to enhance the understanding of what leadership initiatives 

are useful in optimising the benefits of quality management systems. Also, other scholars 

(Sadikoglu and Zehir, 2010; Goetsch and Davis, 2015; Rowland-Jones, 2013), have suggested 

the need for investigations that enhance the understanding of employee related features such 

as training and employee engagement, human resource management (Sadikoglu and Zehir, 

2010; Rowland-Jones, 2013) and inter-functional coordination (Patyal and Maddulety, 2015).   

Juran (1989) who is among the most well-known experts in TQM notes that quality is not an 

obligation of any individual but rather is a responsibility that rests on the shoulder of each 

employee in the organisation while Patyal and Maddulety (2015) add that it is an integrated 

effort that results in building quality goods, processes, and services. 

 Within the discourse on ensuring appropriate implementation of quality management 

practices, scholars have also stressed the need for organisations to take into consideration the 

contingency factors of the organisation such as leadership focus, and environmental features 

(Sadikoglu and Olcay, 2014; Doeleman et al, 2014; Patyal and Maddulety, 2015). The 

leadership focus adopted by any organisation plays a major role in shaping the outcome of the 

quality management practice adopted (Sadikoglu and Zehir, 2010; Sadikoglu and Olcay, 2014).   
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Therefore, these scholars call for further research efforts that enhance knowledge of the 

leadership nature and influence. 

 In order to ensure effective implementation that can achieve the expected performance 

benefits, it is essential for organisations to establish a continuous improvement process in the 

quality management practice. Thus, scholars have called for research efforts that enhance the 

understanding of the pro-activity initiatives that organisations take (e.g. creativity and 

innovation) in seeking effective implementation and performance synergy of quality 

management practices (Sadikoglu and Zehir, 2010; Patyal and Maddulety, 2016; Aryanasl et 

al, 2016; Rowland-Jones, 2013). 

 This study recognises the importance of the issues discussed above that aim to ensure 

excellence and innovation that align with strategic human resources management, that can lead 

to customer satisfaction (but at profit when required).   This study will focus on understanding 

of pro-active strategies that allow for innovation and improvement to be implemented within 

the quality management approaches. 

 The results of the study will be processed, analysed and presented such that conclusions 

can be drawn from them.  This will enhance broad understanding of quality management and 

will benefit most stakeholders in UAE organisations.  For instance, the employees will have 

secured jobs that they enjoy as their contributions to the success of their organisations can be 

recognised and valued, while the employer can improve and sustain performance that may lead 

to financial gains and customer satisfaction. The researcher notes that there are very scarce 

research studies (if any) that investigated the implementation of any quality management 

approaches at UAE organisations. There will be investigation of the matters cited above by 

conducting secondary and primary research.   
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1.5 Brief Description of Research Methodology       

 For any research work a critical literature review is required.  This was carried out with 

emphasis on TQM and related concepts, theories, and models on non-Western contexts and 

with association with the impact of advances in technology and innovation on the performance 

of organisations in general and at UAE organisations.  Several concepts that are related to 

innovation were discussed.  These included Artificial Intelligence, Industry 4.0, Robotic 

Process Automation, Cyber Security, and Innovation Ecosystem.   

 It was noted during the critical literature review that resistance to change was a critical 

factor that negatively impacted upon the implementation of quality systems to include TQM at 

organisations in the Middle East. Therefore, further investigation was carried out about this 

topic.   

 The published articles generated by the critical literature review were analysed which 

allowed the researcher to identify research gaps.  Attempts were made to fill those gaps by the 

empirical work that was carried out.   

 According to Wilson (2010) research work is an eight-step process which starts with 

establishing an intention and ends with writing up the thesis.  This provides the researcher with 

a useful framework and allows him to work systematically.  However, the researcher needs to 

appreciate the research philosophy which is related to the opinions acquired in connection with 

how the knowledge is developed and how the outside world is understood (Wilson (2010). 

Understanding the research philosophy leads to clearer research design that can provide clear 

answers to the research questions. Accordingly, this researcher has selected the appropriate 

research methods to gather, interpret and analyse data in order for his research objectives to be 

met. These will be explained at the relevant sections of this thesis. 

 Research approaches are procedures related to data collection, analysis and 

interpretation in which decisions have to be made based on the appropriate research design and 
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philosophical assumptions (Creswell, 2013). How the researcher chooses an approach is 

normally based on the nature of the problem, e.g. the effectiveness of TQM.  This researcher 

recognizes that there are many experts in the field of his research, including Deming 

(1986);Juran, (1998)and Crosby, (1979) as discussed in chapter two.  They have provided 

appropriate frameworks in the sense that concepts of TQM, as stated by these experts, can be 

either directly or indirectly measured as they can generate quantitatively measurable 

parameters. The observations from this study depended on the analysis and interpretation of 

the data collected utilising the mixed method research approach.  As will be explained in 

chapters four, five and six, the findings can potentially be generalized to the whole population 

(all the UAE organisations), and the results are reliable as they were based on research methods 

that were well structured.   

 Research approaches can be categorised differently, but they are often categorised as 

deductive and inductive (Saunders et al, 2015). However, it is possible for the dichotomy 

between the two approaches to be challenged as they can overlap (Wilson, 2010), which was 

reflected in this study.    There was a need to employ the two approaches to meet the research 

objectives. 

To achieve the objectives set out in this research, a methodology based on qualitative 

and quantitative data has been chosen. This type of methodology has been chosen because it 

makes it possible to compensate each other for the limitations of using a qualitative and/or 

quantitative method in a unique way. Likewise, the study has a dominant/less dominant design, 

in which the quantitative method dominates over the qualitative one. For this, first of all, a 

qualitative study is carried out that consists of an exploratory analysis through five cases in 

order to observe the phenomenon studied in situ. First, a pilot case is carried out, which will 

delimit the possible errors in the investigation and once corrected, the rest of the cases will be 

analysed. From here, a series of results will be obtained that serve as a first approximation to 
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the phenomenon studied. In this way, qualitative research will have an exploratory character 

because it will try to obtain a better understanding of the object studied. 

Secondly, a quantitative study is carried out that has as a population the companies with 

the ISO9001, Emirates Quality Mark (EQM) and Six sigma quality management seals and the 

companies that do not have this seal but that had it at some point, based on the database. For 

data collection, the questionnaire was sent by email to the companies in the sample. From here, 

the SPSS 22 and Smart PLS 3.0 programs will be used to analyse the information using the 

following techniques: descriptive analysis, comparison of means (through Student's t test and 

Anova of one factor), PLS analysis (Partial Least Square) and cluster analysis in two stages 

(two-stage). 

 

1.6 Outline of the Thesis 

  This chapter introduced the concepts associated with TQM, as well as many aspects of 

the research study to include research questions, aim and objectives, rationale behind the 

selection of the research topic, and a brief account of the research methodology.   

 Chapter two will provide a critical literature review to determine what strategies and 

practices are in use by organisations, what theoretical models and theories are applied regarding 

quality management and what are their successes and limitations, and what measures are used 

to determine parameters such as effectiveness or successful outcomes.  Some themes will be 

selected to shed lights on models, theories, concepts and phenomena associated with quality 

management.  There will be emphasis on innovation related concepts such as Industry 4.0, 

Artificial Intelligence, Robotic Process Automation, Cyber Security and Innovation 

Ecosystem, and their association with TQM.  Explanation and justification for selecting these 

concepts will appear in section 2.5. An Initial reading exercise has shown resistance to change 

is a key factor that negatively influences organisations in the Middle East when any quality 
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system is intended to be implemented. Therefore, this factor as well as the key barriers to 

successfully implementing TQM will be investigated.  To investigate all the above issues, 

textbooks, peer refereed articles that are published in periodicals, e-journals, the internet and 

any other available sources will be consulted. The search for useful material will be carried out 

systematically to ensure the effective use of time and not to waste any resource.   

 Chapter three will deal with the research methodology.  It will be divided into sections 

that separately deal with research philosophies, research strategies, research approaches, 

research design, collection and analysis of data, limitations and de-limitations of the study, and 

relevant ethical issues.  The choice of mixed method as a research strategy to simultaneously 

collect and analyse qualitative data will be described and justified in favour of analytic 

induction.  All concepts and key components associated with grounded theory such as 

theoretical sampling and different types of coding will be explained as applied to TQM at UAE 

organisations.  This will show the advantages of constructing a theory from qualitative data. As 

discussed above, primary (quantitative and qualitative) data and secondary data will be used to 

achieve the objectives of the research.   In this chapter the design of the questionnaire survey 

and the interview guide as well as the piloting process will be described and discussed in 

details. 

  Chapter four will provide an analysis to the qualitative data (interview questions and 

observation) and an analysis to the quantitative questionnaire. The research hypotheses will be 

developed to answer the research questions. Content analysis will be used to finalize qualitative 

data and descriptive analysis will be used to finalize quantitative data. the results of the primary 

data, i.e. the responses from the survey and the interview schedules will be presented after 

being analysed and interpreted.  There will be categorisation, summation and presentation of 

results in tables, graphs, diagrams and any other suitable formats.  There will also be narratives 

that will be generated from the grounded theory and the mixed method research approach. 



15 

 

Chapter five will demonstrate to the findings of the study. This chapter provides 

evidence retrieved from the primary and secondary research method to the relationships and 

impacts of total quality management on organisations' competitive advantages of UAE 

organisations. The models, theories, concepts and phenomena that are associated with TQM 

and innovations as presented in chapter two, will be discussed taking into considerations as 

many parameters as possible such as effectiveness, success indicators, and understanding of 

TQM.  The results will be discussed in combinations with the models and theories presented in 

chapter two. It will be shown in this chapter that combining the two methods can create a 

synergy, which is the assumption upon which mixed methods research is based.  It will also be 

shown that mixed methods research not only can validate results but also can help researchers 

to obtain a fuller picture (Bazeley, 2017).    

Chapter six will also contain conclusions, contributions and recommendations.  The 

conclusions will include what has been achieved in this research study in terms of the theories 

developed by other researchers and whether there are agreements among them on one hand and 

whether they are compatible with the results generated from this study, on the other hand.  The 

conclusions will establish whether the research objectives have been satisfied and the research 

questions have been answered. Whenever possible gaps in the research will be identified and 

attempts will be made to fill out those gaps.  That is one aspect of the contribution this study 

will acknowledge.  The other contribution that will be acknowledged is how the research 

objectives will be satisfied.   In the process, the results of this study will be used to determine 

the validity and reliability of the results regarding the implementation of TQM approach.  

Suitable recommendations will be provided for the UAE organisations to implement quality 

systems in association with the innovation related programmes cited above.  Recommendations 

for further research work will be provided based on the discussions, conclusions, and any gaps 

that remain unfilled by the end of the study. 
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1.7 Definitions of the Terms 

 Although they are explained elsewhere in the thesis, definitions of the most important 

terms are shown below. 

 

1.7.1 Quality 

 There are many definitions of quality that go beyond describing a product (good or 

service) as something good.  Experts in quality management can see quality as satisfying 

implicitly or explicitly defined inherent features.  Firstly, the product should possess attributes 

that customers need. These features can create customer satisfaction and may exceed customer 

expectations, which in turn lead to higher business revenue.   Although ensuring reliability, 

consistency, accuracy, availability, and/or delivery dates of a product may come at a cost, not 

adopting these may incur more costs in terms of missed opportunities, lost market share, 

reputation damage and possibility of recalls. Secondly, the product should be free from defects 

and errors. Products that do not work as it is expected due to deficiencies lead to customer 

dissatisfaction and may cause damage to brand integrity. Thirdly, Continuous Improvement 

(CI) of the product should be ensured to identify and address any causes of defects due to 

processes, equipment or designs.  Addressing the cause rather than the symptoms through CI 

can enhance efficiency, reduce cost of quality, and minimise waste (Armstrong, 2017).  As 

every business is different and every industry is also different, the rate on investment in quality 

will vary. However, as a general guide, a recent research that was approved by the American 

Society for Quality indicated that for every extra $1 that was spent on quality management 

system, there will be an increase of $6 in revenue, a reduction of $16 in costs, and an increase 

of $3 in profits (ISO Update, 2018). 

 

1.7.2 Total Quality Management 
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 TQM, as a management philosophy, has been adopted worldwide by different types of 

both profit and non-profit organisations.  Efforts dedicated to understand, adopt and promote 

TQM are spent as a result of the rapid changes in the global economy, in market conditions and 

in customerôs expectations as well as the increase in competitive pressures.  Many 

organisations, big and small, are acknowledging the role of TQM in mitigating the impacts of 

these challenges.  TQM aims to ensure continuous improvement stressing on a consistent, 

integrated and systematic approach that involves everyone (to include suppliers and customers 

if it is feasible) and every process in an organisation (Chand, 2020).   

 TQM can be defined slightly differently by different experts.  For examples; Oakland 

et al (2020) define TQM as an approach to improve the flexibility and effectiveness of the 

whole business by involving every activity at every department by every employee at every 

level; Zaire and Simintiras (1991) define TQM as a combined socio-technical process that aims 

at doing the right things first time and every time taking into account the economic viability at 

every stage of every process;  according to Price and Chell (2020), TQM is not a series of 

programmes but a management system, according to which customer satisfaction is put before 

profit, and business objectives are achieved when happy employees and delighted customers 

are created; and Atkinson (1990) define TQM as a strategic approach to provide the best 

product implementing constant innovation. As such it takes an approach that is broader than 

specific methods such as Six-Sigma as was noted earlier in section 1.3. 

 These definitions confirm that TQM is a success strategy for the long term.  It aims at 

employee satisfaction, customer satisfaction, quality of products at all stages utilising 

innovations and continuous improvements (Chand, 2020). 

 

1.7.3 Resistance to Change 
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 Resistance to change has been defined by Buchanan and Huczynski (2019) as the 

unwillingness or inability to tolerate organisational changes that is often seen by the individual 

as threatening or damaging.  There are mainly four causes for individuals to resist 

organisational change (Bedeian, 2019).  Firstly, the parochial self-interest according to which 

individuals like to protect the status quo as it is often seen as advantageous.  Moving out of the 

comfort zone is seen as moving away from the things they often enjoy and prefer.  Secondly, 

the lack of trust and a potential misunderstanding, as it is more likely for individuals to resist 

change when they do not appreciate the reasoning associated with it having no trust in the 

advantages of possible consequences. Thirdly, the contradictory assessment, as every 

individual perceives and evaluates the advantages and disadvantage of change differently. 

Fourthly, the low tolerance, as many individuals find it difficult to cope with the challenges 

associated with facing the unknown or dealing with uncertainty.  These four causes are the main 

causes, but they are not the only ones (Eccles, 1996). 

 

1.7.4 Innovation 

 There are many definitions of innovation in general and in combination with 

management, industry or business.  However, in this thesis innovation will be combined with 

TQM and applied to businesses of UAE organisations.  Thus, it can be defined as originality in 

the form of good, service or process that is new or perceived as new such that it can influence 

existing consumption patterns.  It can be seen as a superior solution to meet new market needs 

or unarticulated needs.  Innovations are normally made available to organisations and 

governments to adopt in order to have more effective processes, technologies and business 

models (Ries, 2011). 

Innovation has taken the form of iterative developments over years. Schumpterôs model of 

Waves of Innovation provides examples of this, starting from the industrial development in 
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western economies regarding use of new forms of energy and larger scale use of raw materials 

during industrial revolutions. For the purposes of this study, the model is extended to include 

computer-based technology since it drives almost all economies, including UAE. Quality 

management determines levels of success. 

Schumpeter's Waves Innovation Model was created to establish the vision of the 

development process. According to Schumpeter's Waves Innovation Model there are numerous 

opportunities in business that are quickly exploited by entrepreneurs and innovations are 

carried out. The success of the original innovators attracts many others to follow. Therefore, 

economic activity increases, with the result that prices and money incomes increase. Then there 

is the imitative investment, of the secondary economic wave superimposed on the previous 

one, that is, the innovative investment. Soon, the process of creative destruction follows. The 

boom gives way to the recession (Schumpeter, 1934, cited: Croitoru, 2012). 

The completion of innovations brings with it a large number of goods that cannot be 

marketed at a profitable price. There are forced bankruptcies because the banks refuse to grant 

loans. In addition, the non-payment of bank loans, already granted, accentuates the deflationary 

forces. Business risks scare away future entrepreneurs. In this unfavourable climate, innovative 

activity stops. After this adjustment process in which weak companies are liquidated, 

entrepreneurs find that the conditions are once again suitable for a new boost in business 

activity. Economic activity resumes in greater balance. This is how the circle of development 

process is completed. There is a new wave of innovations and the development cycle is repeated 

((Schumpeter, 1934, cited: Croitoru, 2012) 
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Schumpeter, 1934: Schumpeter's long waves innovation Model 

 

1.7.5 Industry 4.0 

 The first industrial revolution was initiated by mechanisation with the help of steam 

power, to be followed by the second industrial revolution that was initiated with the discovery 

of electricity to be utilised by assembly lines.  The development of the microprocessor to be 

utilised in computers and automation has facilitated the third industrial revolution upon which 

the present fourth industrial revolution (otherwise known as industry 4.0) was founded.  

Industry 4.0 is associated with Artificial Intelligence, Machine Learning, and interconnected 

super-fast computers capable of communicating with each other (Marr, 2018). 

Thus, Industry 4.0 is a term used to conceptualize technologies and the organisation of value 

chains. Physical processes are created and decentralized decisions are made, communication is 

done in real time. Industry 4.0 represents a new way of how products are being manufactured. 

Industries connected to the internet and equipped with sensors and software capable of 

collecting and interpreting a multitude of data and information to mass produce customized 

orders, with greater efficiency and quality (Carvalho, et al. 2018). 

1.7.6 Artificial Intelligence (AI) 

 AI is the ability of a system that relies on digital computing or robotics to carry out 

tasks that are normally reserved for intelligent beings to perform. The tasks that can be 

https://www.researchgate.net/profile/Adriana-Carvalho-9
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performed involve intellectual processes such as reasoning, discovery of meaning, generalising 

and learning from experience. There are many applications of AI in the aviation industry, in 

healthcare and in transportation just to name a few (Copeland, 2012; Thompson, 2020). 

 

1.7.7 Robotic Process Automation (RPA) 

 RPA is the utilisation of software with machine learning capabilities and AI to process 

high-volume and repeatable activities that humans had to do in the past. These can be 

calculations, queries, transactions and maintaining records.  RPA can improve efficiency and 

effectiveness of many kinds of operations in almost every business sector.  RPA can lead to 

financial benefits such as cost reduction and non-financial benefits such as improved accuracy 

(Rouse, 2020). 

 

1.7.8 Innovation Ecosystem 

 As ecosystem refers to a community of organisms together with its environment that 

functions as a unit ecologically, the innovation ecosystem refers to the various stakeholders 

that are key players for an innovation process.  An innovation ecosystem can be made of 

universities, local authorities, central governments, corporations, venture capitalists, mentors, 

entrepreneurs, and the media. Each stakeholder plays a vital role in adding values to the 

ecosystem by providing ideas, logistics, finance and other types of support (Millard, 2020). 

 

1.7.9 Theoretical Sampling 

 Theoretical sampling refers to a process in which the researcher collects and analyses 

data to decide the next step of data collection and where to find the data they would like to 

collect in order to generate an emerging theory as it occurs in the development of grounded 

theory.  The initial stage relies to a great extent on a general topic that is related to the 
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researcherôs general perspective of that topic.  This means that the researcher does not have a 

preconceived theoretical framework. Therefore, they have to be theoretically sensitive for a 

theory to be conceptualised as it emerges based on the data collected.  The researcher must not 

limit themselves to a certain feature of a theory as this can blind them concerning other features 

of the theory (Walsh et al, 2015). 

1.8 Scope of the Research 

 There was a focus on the UAE organisations that have offices at the capital Abu Dhabi 

in relation to the implementation of quality systems and innovation programmes. The 

methodology used in this study is explained and justified in Chapter 3. Important points to 

highlight in outlining the scope of the research are noted at this point. The employees of these 

organisations made the bulk of the sample to be studied.  There was an attempt to carry out 

focus group interviews, as these can help in the development of concepts, ideas, and questions 

to be asked in other techniques of data collection that can be employed. It was expected that 

the sample size for the questionnaire survey to be about 500.   With this sample size there is 

just under 5% margin of error at 95% confidence level. This indicator justifies the percentage 

points that will differ from real population value, thus with 5% of error the statistics will be 5% 

points from the real population.  

It was also expected to carry out (24) face to face semi-structured interviews and as many as 

required telephone interviews with employees of UAE organisations, to develop a grounded 

theory.  Each individual face to face interview was done by prior agreement with participants 

and lasted less than one hour.  For the survey random sampling is the most appropriate sampling 

method. It is believed that the sample was representative. The design of the planned study 

should deliver the research aim and objectives and address the research questions mentioned 

above.  The questions to be asked in the questionnaire and in the interviews were compatible 

with the research aim and objectives.    
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 The research topic, problems, aim and objectives, and the population of this research 

study were selected in favour of the alternatives that were rejected.   For instance, this study 

focused on organisations at the UAE.  Therefore, no other country was considered.  However, 

the findings could be generalised to organisations in the Middle East due to similarities in 

culture and economics (most countries in the region are almost exclusively dependent on oil 

for their revenue).  This research study may have alienated any employee at the UAE who 

would like to participate but is too busy to afford the time to do so.  This is acceptable as the 

number of such employees in this position should be too low, taking into consideration that the 

researcher tried his best to be accommodative.   

 As noted above, similar studies have identified a higher confidence level for the 

betterment of data analysis. However, the researcher will provide an explanation to the impact 

of this issue. 

1.9 Key (Theoretical) Assumptions 

 As noted in section 1.4, although there are many other experts in the field of TQM, 

Deming, Juran and Crosby can provide the appropriate framework for this study in the sense 

that concepts of TQM as stated by these can be either directly or indirectly measured as they 

can generate measurable parameters in the mixed methods research approach that will be 

adopted.  This is one of the main key assumptions in this research work. According to Dubey 

(2016), one of the competitive supports of an organisation is its ability to carry out a holistic 

approach to the business and also an evaluation of its results; a fact that was proven by Dubey 

(2016) in a survey carried out in manufacturing industries of the Indian industrial sector. For 

Paranitharan et al. (2017), there is a fundamental need to improve the results of operations and 

management in the manufacturing industries, in particular, to meet the demands of their 

stakeholders on two fronts: the first front in quality management and the second front in the 

longevity of the business.  
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 Another key assumption is that there is no coherent theory that can integrate concepts 

and processes associated with any quality system to include TQM as applied to any country in 

the Middle East.  Furthermore, there is no model that can justify the urgent need to implement 

TQM in combination with recent innovations at organisations of the UAE.  It is assumed that 

there are very few research studies that have been published in relation to the issues just being 

cited. This does not necessarily mean that no research work has been conducted.  However, 

research may exist as internal report that was carried out for a particular purpose.  The 

researcher has asked for internal reports and manuals during his primary research work. 

 The researcher can be the first to attempt to employ grounded theory to discover or 

construct theory from data obtained using mixed method and comparative analysis applied to 

UAE organisations.   

 Although there are research studies that have investigated aspects and phenomena, and 

develop models and theories associated with TQM, there are many gaps in these investigations.  

This researcher will identify and attempt to fill up as many as practically possible of these gaps. 

1.10 Conclusion 

 There are strong arguments in favour of the importance of the implementation of TQM, 

at any organisation worldwide, to the majority of stakeholders associated with these 

organisations, e.g. the employee, the customer, and the organisation itself.   Yet research work 

regarding TQM in the non-Western context remains scarce.  Therefore, there is an urgent need 

for research work in this area that will be informative to many stakeholders such that it can 

lead to successful outcomes for both the employer and the employee.   

 The main gap in research is related to the implementation of TQM at UAE organisations 

which is the subject of this research work, although it is believed that some form of quality 

system has been implemented at many organisations.  The researcher has accepted this 
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challenge and intended to investigate this phenomenon in order to test its effectiveness and also 

to provide recommendations to individuals and organisations within the UAE and the region. 

 Some gaps in research will be identified and attempts will be made to fill up these gaps 

by the primary data, quantitative and qualitative, that were collected, analysed, discussed and 

presented in an easy to understand manner such that conclusions can be easily drawn, and 

recommendations can be provided. 

 This research study was conducted according to a specific research design with the 

research questions, research aim and objectives, and the research strategies, philosophies and 

approaches already being determined and the limitations of the study already being considered 

as explained above. 

 The entire research study has been formulated as explained in this chapter.  In the next 

chapter the critical review of the literature that was conducted with a focus on theories and 

models associated with his research topic, was presented. 
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Chapter Two 

Literature Review 

2.1 Introduction 

The idea that quality is a fundamental competitive instrument for the long-term success 

and survival of companies is widely recognized (Oneill, et al, 2015). Through quality, 

organisations adapt and diversify, and even rejuvenate or reinvent themselves to adapt to the 

changing conditions of technology and the market. However, there is no unanimous agreement 

about the definition of quality and the types of innovations that exist. This chapter tries to define 

quality, total quality management and competitive advantage and finds the relationship 

between TQM and organisationsô competitive advantages using sources of metadata, research 

engines catalogues, external databases. These include EBSCO, ScienceDirect and Google 

Scholar. The search using these sources enable to find out about the research terminologies, 

define them and find the potential relationships between these terminologies. The researcher 

considers going from the general image to the more specific image which means a gradual shift 

from general themes to more specific themes. In other words, the research will focus about the 

concepts of total quality management in general and therefore move to explain these concepts 

in the context of UAEôs organisations. 

  2.2  Definition of Quality     

Today, within the framework of contemporary management science, quality is 

perceived as a set of studies that do not focus only on the product but aim to operate the entire 

production process in a reliable, efficient, and effective manner (Beckford, 2020). This 

philosophy, called total quality management, is defined as a holistic management approach that 

works for continuous improvement in all functions of the organisation, and the concept of total 

quality becomes useful only if all resources are used for after-sales support (Dahlgaard, et al, 

2019). As can be understood from the above, customer satisfaction lies at the core of this 
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philosophy, therefore, quality initiatives gain competitive advantage by increasing customer 

loyalty and minimizing the customer's sensitivity to low prices (White, Wells, and Butterworth, 

2014). This principle, which is expressed as 'kaizen', means óBetterô in Japanese (Oakland, 

2020). This essentially explains why quality studies are likened to an endless journey 

(Dahlgaard, et al, 2019). 

Quality is a very general term and therefore has many definitions. Quality is determined 

by the customer. ñQualityò is what the customer expects from a product or service. The classic 

definition of quality from the perspective of ñinspectionò is ñconformity to requirements or 

specificationsò. A more appropriate and still up-to-date definition is given by Juran: ñQuality 

is fitness for useò (Mitra, 1993, p.33). In education, this definition can be used as ñquality is fit 

for purposeò (Goetsch, and Davis, 2016) 

In Total Quality Management (TQM), ñtotalò indicates the widest participation. The 

quality of the product or service is the responsibility of all employees. ñQualityò is meeting the 

expectations of the customer and exceeding the expectations. However, the added value and 

price should be considered when exceeding expectations. ñManagementò indicates both the 

full participation of managers in TQM work and that total quality is a management philosophy 

or management model. TQM is a management philosophy that aims to exceed internal and 

external customer expectations, supports participation and teamwork, and aims to continuously 

improve all systems and processes (Evans, 2017). 

From approximately 1920 to the 1940s, inspectors were responsible for checking the 

quality of the product after certain operations. Standards were set and inspectors (quality 

control officers) would compare the quality of the product with these standards. Unsuitable 

products were reworked or scrapped. In this approach, quality was the responsibility of the 

auditor or quality control department. The era of total quality control began in Japan in the 

1960s (Neave, 1999). An important feature of this period is the gradual involvement of other 
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departments and management in the quality control process. Today, quality assurance systems 

such as ISO 9000 are widely used in production (for example, white goods companies) and 

service (for example, hospitals) businesses. Today's TQM philosophy states that quality is the 

responsibility of everyone who has an indirect relationship with the product or service. Quality 

assurance involves planning and carrying out systematic studies to ensure that a product or 

service meets expectations (Haque, Sarwar, and Azam, 2014). 

There were concerns about quality since goods were first produced and services were 

first delivered.  The application of the scientific methods of management in the 1920s in the 

USA was responsible for an increase in employment of unskilled and semi-skilled workers. 

This makes it difficult for the individual ownership of quality to be maintained. Therefore, a 

formal quality control (QC) system was introduced (Neave, 1999). After the Second World 

War, there was increased attention to pre-production planning, to work systematically, to 

remove errors in production processes and the emphasis changed from quality control to quality 

assurance (QA).  The quality revolution has taken place in Japan in the early 1950s with the 

help of Deming and Juran.  These and Crosby are commonly known as the total quality 

management, TQM ógurusô (Kiran, 2016). Their contribution to quality management will be 

discussed later. The value of their models in this current research will be stated. 

2.3 Total Quality Management (TQM) 

Quality management is the overall management function that determines and 

implements the quality policy taking into consideration that the attainment of the desired 

quality requires the commitment and participation of all members of the organisation.  Quality 

management includes strategic planning, allocation of resources and other systematic activities 

associated with quality, such as quality planning, operations and evaluations (Stevenson, 2018). 

TQM is a comprehensive and structured approach to organisational management that 

seeks to improve the quality of goods and services through ongoing refinements in response to 
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continuous feedback.  TQM can be applied to any type of organisations; it originated in the 

manufacturing sector and has since been adapted for use in almost every type of organisation 

imaginable, including schools, highway maintenance, hotel management, and churches 

(Mullins, 2019). 

TQM processes maybe divided into four sequential categories: plan, do, check, and act 

(the PDCA cycle).  In the planning phase, people define the problem to be addressed, collect 

relevant data, and ascertain the problem's root cause; in the doing phase, people develop and 

implement a solution, and decide upon a measurement to gauge its effectiveness; in the 

checking phase, people confirm the results through, before and after data comparison; in the 

acting phase, people document their results, inform others about process changes, and make 

recommendations for the problem to be addressed in the next PDCA cycle (Dobb, 2017; Dudin, 

et al, 2014; Vargas, et al, 2018)).  

 

 

Figure-1: The Plan-Do-Check-Act cycle: Deming, 1950 

The current environment is marked by an increasingly competitive market, which is 

why the continuous improvement of the quality of the services and products offered constitutes 

an essential element in any company, as one of the guarantees that ensures the increase or 

sustainability of competitive advantage (Hill, et al, 2020). TQM is a management approach 

aimed at satisfying all customerôs requirements, needs and expectations using a continuous 

http://www.qualitymanagementsurvival.com/
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quality improvement (CQI) framework (Hill, et al, 2020). A company has a competitive 

advantage when it is in a better position than rivals to secure customers and defend against 

competitive forces. Many sources that guarantee competitive advantages can be pointed out, 

such as: manufacturing the product with the highest quality, providing superior service to 

customers, achieving lower costs than rivals, having a better geographical location, designing 

a product that has better performance than competing brands (Hill, et al, 2020). 

  Accordingly, the TQM principles can be grouped as follows:  

1. Customerôs focus, whether the customer is internal or external; 

2. Leadership, which means that the management role has to change to active leadership; 

3. Teamwork which includes multi-disciplinary teams with the involvement of customers 

and suppliers; 

4. Continuous quality improvement of processes; 

5. Measurement which means that the improvement process is based on quantitative and 

qualitative metrics; 

6. Benchmarking as a driver to improvement in a competitive environment (Melsa, 2014). 

 According to Nelson (2017) and Nicoletti (2016), TQM is an integrated management 

philosophy and a set of practices that emphasise, among other issues, continuous improvement, 

meeting customers' requirements, reducing rework, long range thinking, increased employee 

involvement and teamwork, process redesign, competitive benchmarking, team-based problem 

solving, constant measurement of results, and close relationship with suppliers.   

 Based on the evidence in the reviewed literature, a broad range of variables plays a part 

in which quality management approach is favoured. Naim and Lenka (2017) suggested that 

quality management philosophy is based on the well-known competitive advantage theory that 

was developed by Porter (1985), the resource-based theory of the firm that was developed by 

Hamel and Prahalad (1990) and the systems theory of work performance that was developed 

http://www.qualitymanagementsurvival.com/
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by Waldman (1994). Naim and Lenka (2017) also suggested that a holistic approach can be 

drawn from these theories. 

2.3.1 Concepts and Models of TQM 

 The core concepts of TQM are of two types; social or soft TQM; and technical or hard 

TQM. While the social issues centre around human resource management and emphasise 

leadership, teamwork, training, and employee involvement, the technical issues reflect on 

orientation toward improving production and operational methods and seek to establish a 

working method involving well defined procedures and processes that drive constant 

improvement of goods and services to customers (Bou-Llusar et al, 2009). 

In accordance with Wilkinson's (1992) suggestion of considering the dichotomous 

differentiation of TQM, several authors have carried out studies to verify the relationships that 

exist between these sides. Al-Khalili &Subari (2014) state that the soft side and the hard side 

of TQM are interrelated and produce synergies that reflect the global nature of TQM initiatives. 

Their study warns that the adoption of soft and hard elements of TQM can lay the foundations 

to improve the way the company operates and therefore its quality. On the other hand, Abdullah 

&Tar² (2012) indicate that Quality Management practices can be classified into two groups: the 

management system ï leadership, planning, human resources, etc. ï and the technical system, 

while other researchers classify TQM principles and practices into social aspects (SA) and 

technical aspects (TA) (Rahman &Bullock, 2005). All these definitions also allude to the 

importance of identifying a ñsoftò part (management or social) and a ñhardò part (technical) 

that within both are classified as a set of Quality Management practices. 

As identified in chapter one, there is another similar model of quality management which is the 

European Foundation for Quality Management (EFQM) Excellence Model. According to 

Doeleman et al (2014), EFQM Excellence Model, which is also known as INK management 

model (Netherlands) or CAF model (Belgium), has been used since 1990 by many 
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organisations as their basic management instrument for organisational development. The 

EFQM Excellence Model can be used in two ways; as a diagnosis model for executing a self-

assessment (Doeleman et al, 2014); and as a model for management control (Wongrassamee et 

al, 2003). The EFQM Excellence Model is based on eight fundamental concepts and nine 

criteria (Five óóenablersôô and four óóresultsôô). Supporting the advocacy for evidence-based 

management (Pfeffer and Sutton, 2006; Rousseau, 2014), there is an increasing call for 

empirical studies that can evaluate the nature, implementation and effectiveness of EFQM 

Excellence model (e.g. Kim et al, 2010; Safari et al, 2012; Doeleman et al, 2014; Aryanasl et 

al, 2016). 

 Six Sigma is not only an alternative to TQM, EFQM and ISO9000. Six Sigma project 

aims to reduce variability and increase process capability. Its implementation is linked to the 

use of statistical methods that seek to facilitate the interpretation of cause-and-effect 

relationships that directly affect critical business processes. In the framework of the reference 

model, Six Sigma projects are catalysts of a system, allowing operational feedback and, above 

all, strategic feedback that assists in the review and/or redirection of medium and long-term 

goals. Therefore, its results significantly influence decision-making, both at a strategic, tactical, 

and operational level. Due to the connection, they can establish with performance indicators, 

they play a role as performance drivers (Schroeder, et al, (2002). Its results imply significant 

and tangible gains over some predefined performance dimensions/categories in the 

composition of the organisational performance measurement system. 

Scholars have also made efforts to understand the Six Sigma approach as a quality 

management practice and a performance indicator.  There are two major perspectives on the 

origin of Six Sigma, namely the statistical perspective and the business perspective (Kwak and 

Anbari, 2006). Patyal and Maddulety (2015) define Six Sigma as a business process that can 

be used by companies to improve drastically their bottom line by designing and monitoring 
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daily business activities in ways that allows for minimising of waste and resources while 

increasing customer satisfaction.  Schroeder et al (2008) add that Six Sigma is an organised 

structure that aims to reduce variation in organisational processes by using improvement 

specialists, a structured method and performance metrics towards achieving strategic 

objectives. 

 In the debate about quality management practice and organisational performance 

association, ISO 9000 has also gained increasing attention.  For example, Boiral et al (2018) 

call for studies that enhance the understanding of the benefits which may accrue from the 

adoption of ISO 9000. The functions of ISO 9000 can be classified in several ways: 

a- Identifier Function: is the one that determines the purpose of a product or system, 

without which it is de-characterized, losing its value with the consumer, for which one 

would pay for the product.  

b- Secondary Function: it is the one that helps the performance of the identifying function 

and/or that helps in the sale of the product or system. These functions may exist for 

design requirements or even to add esteem to the product; 

c- Relevant Function: it is the one that the consumer insists on having and that is 

performed by the product or system, being willing to pay for it. Thus, every identifier 

function will also be a relevant function. 

d- Irrelevant Function: it is the one that supports the relevant functions and does not 

represent value for the consumer. If an irrelevant function can be eliminated, its cost 

can be eliminated, and it will bring gains to both the manufacturer and the consumer. 

These irrelevant functions are closely related to the manufacturing processes and 

technology employed; 

e- Usage Function: it is usually defined by a measurable or quantifiable noun, usually 

related to the product design. For these functions it is possible to characterize a 'unit of 
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measure'. For example, a thermometer has the function of 'measuring heat', and it is 

possible to characterize this measurement as degrees Celsius. 

f- Esteem Function: it is related to consumers' desires, fashion, aesthetics and status 

needs. These types of functions are, as a rule, not measurable, being quite subjective 

and related to the most diverse times, cultures, and customs. For example, car paint has 

the function of 'protecting bodywork' (relevant function) and the function of 'providing 

beauty' (esteem function). 

 Also, they call for further research to evaluate the potential problems associated with the 

development and maintenance of these standards. Overall, scholars underline the need to 

ensure the most effective means of introducing and maintaining a quality management system 

that allows organisational benefits to be maximised. 

 Another concept related to TQM is Hoshin Kanri which is the Japanese for policy 

management.   The words ñHoshinò and ñKanriò when translated from the Japanese language 

mean ñdirectionò and ñadministrationò respectively.  As a strategic planning system, it 

originated in Japan after the Second World War, but quickly spread to other countries including 

the US (Picchi, 2018).  Hoshin Kanri is a system designed to ensure that organisational goals 

(strategy) allow the organisation to make progress at all levels. Thus, waste arising from poor 

communication and inconsistent direction can be eliminated. This implies that all employeesô 

performance (operations) is aligned with organisational goals (strategy) and planning of middle 

management (tactics) (Soltero, 2007; Chau and Witcher, 2008). 

 Quality management is a combination of quality and management tools aimed at 

improving business and avoiding losses to wastefulness. With regards to the management tool, 

it is vital for organisations to adopt the quality management philosophy towards achieving 

organisational performance, not only to have policies that support the adoption of such quality 

management process, but also to have management initiatives, practices and culture in place 
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that can enable the organisation to respond effectively to contingencies, to do things right the 

first time, every time (Cosby, 1984), and to evaluate situations and act accordingly (Sadikoglu 

and Zehir, 2010; Rowland-Jones, 2012; Aryanasl et al, 2016). Sadikoglu and Zehir (2010) 

suggest key factors in this regard.  These include leadership, training and employee 

management. 

 This study seeks to explore the relevance and importance of these factors by reviewing 

the literature.  It is believed (Osseo-Assare et al 2005; Doeleman et al, 2014) that effective 

leadership can drive quality management towards ensuring that customers' needs are met and 

at a profit.  Effective leadership implies that organisations clearly communicate the mission, 

vision, and core values, and also deal with implementing a number of dominant processes, as 

well as providing support and relevant information and knowledge to the authorised employees.   

Doeleman et al (2014) adds that good leaders focus on fully exploiting their employeesô 

potentials and show active interest in the degree to which staff are interested in education and 

research. Thus, organisations that seek to enhance performance through a quality management 

approach need to focus on people development and involvement and close alignment of 

functional areas.   Samuelsson and Nilsson (2002, p.10) believe that ñthe ability to improve 

continuously is a predictor of the future of organisations.ò  According to Pratt (2004), creativity 

and innovation are extremely important in the drive to ensure quality 1management approach 

towards profitably satisfying customers.  The association of innovation with TQM will be 

discussed in detail later. Innovations can be aligned with the strategic management notion that 

organisations seeking to optimise their performance must be proactive and adapt to the 

environment in which the organisations operate (Becker and Huselid, 1998). Contributing to 

this view, Sadikoglu and Zehir (2010) suggest that continuous improvement is a core factor of 

any quality management initiative. 
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 A primary notion in the quality management thinking is that quality management will 

drive business excellence and organisational performance.  This study will also utilise relevant 

insights from existing literature to guide this research in contributing to the understanding of 

the impact on performance by quality management. 

 Five themes will be selected and discussed in this chapter.   Each theme may be divided 

into sub-themes in order to maximize appreciation of concepts. The first theme will deal with 

the management philosophies of Juran, Deming and Crosby. The second theme will deal with 

the adoption and implementation of TQM in countries other than the industrial countries but 

mainly the UAE.  The third is to do with innovations and their associations with TQM as 

applied to organisations at the UAE.  The fourth theme is related to resistance to change as the 

implementation of TQM normally requires cultural or structural change that is often met with 

resistance.  The final theme will discuss barrier to TQM successful implementation and how 

these barriers can be overcome. 

 

2.4 Management Philosophies of Juran, Deming and Crosby 

The TQM approaches of Crosby, Deming, and Juran do not represent "programmesò 

that have starting and ending dates, but they are management philosophies aimed at long-term 

improvements through adoption of strategic planning for quality. These three philosophies have 

been implemented over the years in various organisations in different countries. As 

philosophies, they go beyond the economic concerns of an organisation. They give high priority 

to pride in workmanship, education, and the work environment as well as to team building, 

teamwork, cooperation, and participation, all are essential to cultural change (Sale, 2005; 

Besterfield, 2015; Bozdogan, 2010). 

2.4.1 Deming:  TQM 
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 In 1947 W. Edwards Deming, an American statistician, was invited to help the Japanese 

work on their census tracts. Two years later, Deming returned to Japan to teach a course on 

statistical control. The Japanese industrialists were receptive to the idea of improving quality 

because they wanted to have a larger export market. What Deming was teaching, however, 

went well beyond the traditional statistical control courses. It involved a management 

philosophy (Dobb, 2017). 

Deming taught about problem solving and teamwork, concepts that were new to 

statistical quality control. He was even critical of some of the statistical quality control practices 

of his day. He taught that the use of slogans to reduce production defects is counterproductive. 

He thought that rewarding and punishing workers based on statistical control would be blaming 

the victim. He thought the focus should be on improving the process not blaming the workers. 

He was astute enough to know that if an idea is to survive it needs organisational champions. 

He insisted that statistical control staff move from factory floors to management positions. In 

essence, Deming took the idea of statistical control and transformed it into a method of 

management. In Deming's hands, a concept that was previously only an engineering tool 

became an overarching management style. That first group of engineers went back and told 

their managers. Soon Japanese industrialists became committed to the idea of improving 

quality through Deming's management methods.  Following his ideas, they set up organisation 

wide units, involved all employees in the improvement process, and organised cross functional 

teams to examine problems and solve them. Gradually, the Japanese products improved. In 

time, Japanese products exceeded in their quality the American Products. Entire industries were 

lost to Japan. The success of TQM in Japan and the loss of market share by the American 

companies awakened the American industrialists (Deming, 1982). 

2.4.2 Juran: The Quality Improvement Process 
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During many of his early consulting engagements to companies in Japan and the US, J. 

M. Juran was involved in improving quality by improving the yields of manufacturing 

processes. Each company exhibited differences as applied to products, markets, technology, 

culture, and so on. Yet their quality problem exhibited commonality. To diagnose those 

problems, he employed common diagnostic tools.  To provide remedies he employed common 

remedial concepts and tools. To hold the gains, he employed common control concepts and 

tools. The concepts, methods, and tools he used turned out to be applicable to any company 

(Defeo, 2016).  By the year 1964 he had unbounded confidence in the validity of that universal 

approach.  He had field-tested it in many client companies; it had repeatedly produced stunning 

results.   Juran added some pertinent comments: Annual quality improvement is one of the 

essential success factors; without it there can be no quality leadership; it is a big advantage for 

companies to have available a field-tested, proven managerial process as an aid to annual 

quality improvement; training is needed to enable company personnel to attain mastery of the 

quality improvement process; and the training should include participating in actual 

improvement projects. According to the Juran Quality Handbook, TQM succeeds because it 

leads to delighted customers; satisfied professionals and employees; optimal outcomes and 

health status of population; increased revenue; and reduced costs (Defeo, 2016). 

 

2.4.3 Crosbyôs 14 Steps 

 As shown in Table 2.1, Philip Crosby offers a 14-step process by which top 

management becomes educated and committed to Crosbyôs principles, the commitment is 

communicated to all employees, and specific programmes and measurements are implemented 

to achieve the quality management goals.  The first six steps are management actions, further 

emphasising the need for top managementôs adoption of the philosophies of quality before 

expecting any improvements (Crosby, 1979). 
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Table 2.1:  Crosbyôs 14 steps (adapted from Crosby, 1979[Adapted by the author] 

No 

Step 

Purpose 

1 

Management commitment 

To establish that quality improvement is necessary. 

2 

Quality improvement team 

Representatives from each department to form a team to commit their operations to action

  

3 

Quality measurement 

To determine the status of quality throughout the company and to establish new 

measurements where none previously existed 

4 

Cost of quality evaluation 

    The cost of quality is not an absolute performance measurement; it is an indication of where 

corrective action will be profitable for a company. The higher the cost, the more corrective 

action is necessary. 

5 

Quality awareness 

The management begins to share with employees the measurements of what ñnonqualityò is 

costing. Supervisors are trained to educate their employees. the management begins to share 

with employees the measurements of what ñnonqualityò is costing. Supervisors are trained to 

educate their employees. 

6 

Corrective action 

To encourage people to talk about their problems, opportunities for corrective action arise. As 

management demonstrates, it is facing and resolving the problems, and all personnel develop 

the habit of identifying and correcting them forever. 

7 

Establish ad hoc committee for zero defects program 

To examine the various activities for the continuing phases of the quality improvement 

process 

 

8 

Supervisor training 

To conduct a formal orientation with all levels of management prior to implementation of all 

steps. 

9 

Zero defects day 

To communicate the Zero Defects performance standard to all employees simultaneously, so 

that all employees understand it the same way. At the same time, management demonstrates 

its commitment to the standard. Itôs a ñnew attitudeò day. 

10 

Goal setting 
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To establish more and more concrete goals by supervisors to correct each problem. Each goal 

should have a completion date and should be clearly measurable. 

11 

Error cause removal 

To ask individuals to describe any problem that keeps them from performing error-free work. 

Management must respond within 24 hours, if possible. Once employees have confidence 

that the system works, they will be motivated to continue the process. 

12 

Recognition 

To establish award programmes to recognise those who meet quality goals or perform 

outstanding acts.  All corrected problems should be treated equally. Recognition is what is 

important, not necessarily the value of the award given. 

13 

Quality councils 

To establish regular meetings among quality professionals and quality teams and committees 

to keep improving quality. The key is continuous communication of cost of quality issues and 

problem resolutions. 

14 

Do it over again 

To ensure that the quality process never ends. 

 

Taking the 14 steps into consideration Crosby provided ñQuality Vaccineò that requires 

three actions.  Determination surfaces when the management sees the need to change. 

Education is the process of providing all employees with the common language of quality and 

the knowledge base for preventing problems. The third action is implementation, which 

consists of the development of a plan, the assignment of resources, and the support of an 

environment consistent with a quality improvement philosophy. In this phase, management 

must lead by example and provide follow-up education (Crosby 1984). Crosby's main point is 

that quality is achieved by preventing defects and conforming to requirements. Requirements 

must be agreed upon, employees must know how to achieve them, and management must not 

impede the employeesô progress. The monetary cost of quality is the focus of measurement, 

and the formula provides for continuously measuring the cost of waste versus the lower cost of 

doing things right the first time, which is his performance standard. The ultimate goal of his 

approach is to provide defect-free goods and services to the customers (Crosby 1979). 
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2.4.4 Agreement among the Experts 

The importance of TQM is indisputable in order to survive in today's competitive 

environment and to be a leader in the sector. Thanks to the leadership of the management, 

businesses can establish the TQM philosophy in the organisation and make the whole company 

adopt this philosophy (Dobb, 2017). Continuous training of all personnel, from the highest 

level to the lowest employee, is a prerequisite for competitiveness and customer satisfaction. 

Thanks to training in accordance with the TQM approach, success can be achieved in matters 

of vital importance for businesses such as producing error-free products, ensuring customer 

satisfaction, determining customer needs, using the latest technology that has just been 

purchased for businesses, and even developing new technology, making improvements in 

processes, and making innovations in product design (Dobb, 2017). Cooperation with their 

suppliers, who are among the most important stakeholders of the enterprises, in the production 

of quality products is the most important supporter of being able to compete by producing 

quality products today. For this reason, supplier quality management has an important place in 

customer satisfaction. Process management has an important place to be able to provide quality 

products to customers and to deliver products on time, by making faultless and timely 

production. Product design and customer relations have a great impact on the performance of 

today's businesses to produce solutions to customer expectations, to satisfy them and to reveal 

differences against competitors (Sale, 2005; Oakland et al, 2020; Dobb, 2017).   

Today, there is no single universal definition of quality. While some people consider 

quality as performance in line with standards; others may evaluate it as responsiveness to the 

customer's needs or customer satisfaction. In order to guarantee total quality in production, it 

is necessary to evaluate the definition of quality from the perspective of the customer. ISO 

defines quality as the degree to which a set of intrinsic characteristics meet requirements. 

Requirement means to meet customer needs and regulatory requirements means to be able to 
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respond. Today, the importance of quality is more on the agenda than ever before. The 

difference between an organisation and another organisation, or between a product and another, 

is generally perceived to be related to the quality of products or services (Awoku, 2012). 

Quality can mean different things to different people. Quality is mostly related to the 

expectations of many people and the perception of the people about how these expectations are 

fulfilled (Azizi, 2016). 

Although quality is defined as the degree of reducing costs and meeting consumer needs 

and expectations, elements such as the ability of the products to work without malfunctions for 

a reasonable period of time, their physical properties, and after-sales repair and maintenance 

services are used for product quality. Therefore, when talking about the quality of a product, it 

can be said that there are many functions that provide to meet the needs of consumers in an 

optimum way (Bolatan, 2016). 

Applications such as reengineering, restructuring, innovation, and total quality 

management that have emerged in recent years are emerging with this new management 

approach. With the concepts of globalisation and TQM, the countries of the world decide to 

seek common solutions to some of their problems. Countries are starting to make a number of 

joint decisions on issues such as ever-increasing environmental pollution, world peace, and 

human rights. In addition, efforts towards competition such as grabbing a share from trade and 

expanding the market area continue with all their ruthlessness (Godfrey&Kenett, 2007) 

 This emerging fierce competitive environment makes it necessary to increase the 

quality of goods and services and to reduce the cost as much as possible. In order to increase 

the quality of goods and services, businesses apply total quality management practices. 

Businesses can increase the quality of goods and services without going to total quality 

management, but they lag the competition if they do not reduce the cost. Businesses in this 

situation diminish over time. 
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 As stated earlier, total quality management aims to provide the best goods and services 

at the lowest cost. Enterprises that implement total quality management anticipate continuous 

change and development in all fields of activity. This is possible by targeting quality from the 

highest-level employee to the lowest level employee. At this point, the importance of 

participation and teamwork emerges. In the understanding of TQM, importance is given to the 

employees in common with the post-modern management approach. Every employee is seen 

as having a share in quality. 

Philip B. Crosby, according to Certo (2003), is known as a specialist in the field of 

quality and is considered a pioneer in the quality movement in the United States. According to 

the author, Crosby's work provides managers with valuable information on how to achieve 

product quality and indicates the need to inject into an organisation certain ingredient related 

to integrity, systems, communications, operations, and policies so that it can achieve significant 

progress in product quality. It goes on to teach that Crosby calls these ingredients 'vaccination 

serum' which prevents low quality disease from spreading across the company. Still following 

the statements of Certo (2003), in the 1960s, the science of administration was being used in 

many companies and applied to a series of different administrative problems, such as 

production scheduling, plant location, production packaging and product quality control. 

During this period, courses related to the techniques of the scientific approach to 

administration spread immediately, attracting numerous university professors who wanted to 

prepare themselves to teach quality control classes. This fact is pointed out by (Zhang,2000) 

and indicates as one of the most important figures in this movement, William Edwards Deming, 

who would become a quality guru of the 1980s and who became famous when he was 

recognised as responsible for helping establish a quality culture in Japan in the mid-twentieth 

century. Deming, as emphasised by Certo (2003), originally trained as a statistician, introduced 

the teaching of statistical control in Japan and defended the idea that to achieve the quality of 
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a product, the company should improve its design or format and the process used to 

manufacture it, in addition management would be the most responsible for achieving product 

quality. 

In the teachings of Juran, TQM is based on elements from various sources: it takes 

advantage of Taylor's work, uses Walter A. Shewhart's statistical process control, adopts the 

concepts of human behaviour introduced by Abraham H. Maslow and leverages Western 

knowledge about quality, especially Juran's work (Vinni,2011). 

Crosby, Deming, and Juran agree that it is the management's responsibility to establish 

an organisational culture in which commitment to quality is the main focus. Every 

managementôs action should be characterised by commitment from the top and must lead to 

fulfilment of the organisationôs mission, which should be clear to everybody in the organisation.  

They agree that continuous education and training at all levels is necessary to foster a common 

language of quality and to develop employee skills and knowledge. Effective communication, 

cooperation, and teamwork throughout the organisation are essential.  The experts also agree 

that more than 85 percent of all problems associated with quality can be attributed to 

management policy or action. This means that management action is required to achieve 

improvements. In addition, they agree that the pursuit of customer-focused quality is a long-

term process that will not produce results overnight. The improvements will be evident over 

time in terms of reduced costs, but, more importantly, organisations must eventually be able to 

anticipate and prevent problems (James, 2003; Weiner et al, 2006). 

Finally, experts agree that the improvements should not be viewed in terms of final 

products, and the current inspection methods to achieve quality are not effective in producing 

a quality product at an affordable price. Cost and quality are not in competition with one another 

(Weiner et al, 2006). 



45 

 

The pioneers of quality distinguish clearly between internal and external customers, and 

all of them support the practice of involving the suppliers in the quality effort.  According to 

them, it is impossible to achieve quality when goods or services provided by suppliers are 

inferior, e.g. in the health care service, for example, when subcontracting or outsourcing such 

as subcontracting a catering service in a hospital (Oakland et al, 2020). 

According to James (2003), the simplest and most practical application of quality, 

conformance to requirements, emanates from the ñCrosbyò camp. While Deming and Juran 

have achieved, perhaps, a higher level of fame, their methods allow for ñdegrees of perfectionò 

and ñeconomies of quality,ò which offer corporations as a means of coming up short of 

achieving full conformance to requirements. The Crosby philosophy, on the other hand, 

illustrates through empirical financial measurement that the cost of quality is reduced as the 

attainment of ñconformanceò approaches 100 percent. Crosby thus concludes that ñQuality Is 

Freeò, or that any effort expended toward achieving complete conformance to requirements, 

by preventing defects and errors, pays for itself. 

Other authors such as Oakland et al (2020) and Kiran (2016) have contributed greatly 

to the concept of TQM. Leadership styles and organisational culture must be congruent with 

TQM.  If they are not, this should be worked on, or TQM implementation should be delayed 

until favourable conditions exist. 

TQM is a comprehensive and long-term process. Managers will need to maintain their 

commitment, keep the process visible, provide necessary support, and hold people accountable 

for results. They need to use input from stakeholders (clients, referring employees, funding 

sources, etc.) as much as possible; and, of course, maximise employee involvement in the 

design of the system. Keeping in mind that TQM should be purpose-driven, one needs to be 

clear on their vision for the future and stay focused on it. TQM can be a powerful technique for 
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unleashing employee creativity and potential, reducing bureaucracy and costs, and improving 

service to society (Kiran, 2016). 

 The value and relevance of Deming, Crosby and Juran models in this current research 

will be stated. While the researcher of this study recognises that there are many other experts 

in the field of TQM, Deming, 1986; Juran, 1998, Crosby, 1979 can provide the appropriate 

framework for his study in the sense that concepts of TQM as stated by these can be either 

directly or indirectly measured as they can generate measurable parameters in his mixed 

methods research approach that will be adopted. For instance, the water authority at the UAE 

may decide to employ TQM and set itself a target to reduce water consumption, as this is vital 

for the economy and the environment, considering that most water used for household 

consumption must be subjected to de-salination, a process that demands a significant amount 

of energy.   This parameter, i.e. reducing unnecessary consumption of water over specific time, 

can be quantitatively measured. However, in totality, Total quality management concerns a 

string of focuses which are called disciplines which are: customers focus, employees 

commitment, process approach, integrated system, strategic and systematic approach, continual 

improvement, faced-based decision-making and communication (East Kull & Wacker, 2018). 

Added to previous principles, the parameters of TQM are process of production, production 

results, customer satisfaction, self-motivation, and cost of investment. To this purpose, this 

study included these parameters in the content of the primary study due to the fact that these 

parameters are considered competitive advantages of TQM. 

2.5 Implementations of TQM in Non-Western Culture 

 It is believed that (De Leon (2017) TQM and/or other quality systems have been 

successfully implemented in countries at Africa, Latin American, Southeast Asia and the 

Middle (East Kull & Wacker, 2018).  Issues associated with this implementation are 

investigated below.  This represents the second theme of this chapter which is related to 
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research conducted in other countries other than the industrials countries (e.g. Japan, the US, 

European countries or Australia).   For example, in a study by De Leon (2017), leadership was 

shown to be very important in using TQM to implement ISO 9001:2008. The research 

depended on a case study related to an organisation in the public sector which was the local 

authority of the city of Calapan.  This is useful if a comparison is to be made with organisations 

in the UAE as most of these are in the public sector.  As a result of implementing the ISO 9001 

(ISO implementation Guide, 2015), the local authority has received certification in 2010 that 

was renewed in 2013 and 2016.   This means that the management is able to sustain quality 

over that period of time.  This is also evident in the regular feedback that is received via 

Customer Satisfaction Forms.  The only strong enablers to implement ISO 9001 at Calapan 

were the commitment of senior management (shown in its ability to commit all the required 

resources) and the presence of the driver for ISO 9001.  This is not surprising as the 

commitment of senior management was identified by many scholars (e.g. Deming, 1988; 

Besterfield, 2015) as the most influential factor in the implementation of TQM.  It was also 

concluded in this study that the frequency as well as the nature of leadership change can impact 

on the organisationôs ability to sustain the implementation of TQM/ISO 9001.  This agrees with 

what was suggested by Cohen and Brand (1993) that the adoption of TQM can be a political 

process. The study provided a set of recommendations to include the recognition that 

successfully implementing the TQM/ISO 9001can be considered as a political process as 

suggested by Cohen and Brand (1993); that there is a need to ensure no single person is allowed 

to own the process but instead a broad support should be sought as suggested by Littman et al 

(1999); to have a succession plan such that it will not be necessary to train new  implementers 

every so often as suggested by Lavigna (2013); and to minimise conflicts by leveraging cultural 

values as suggested by Andres (1996). 
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 In a recent article, Abd-Elwahed and Elbaz (2018) assessed the implementation of TQM 

in the Saudi industry.  Although there was a low-level implementation of TQM, the 

participating organisations acknowledged the potential of implementing TQM to improve 

operational performance.  Thus, it was anticipated by responding personnel that there will be a 

deeper understanding and a better appreciation to quality issues that will lead to the culture of 

quality to spread to most parts of those organisations in the near future.  The respondents 

acknowledged that there was an urgent need to develop and implement the appropriate training 

programmes to all personnel in order to overcome many barriers in this regard.  Those barriers 

were identified as a lack of effective training; a lack of strategies to link quality and operations; 

a lack of leadership commitment to quality; the culture of resistance to change; a lack of sharing 

of best practices within or between departments; and a lack of mentoring from the experienced 

personnel to newcomers. The last barrier is significantly taking into account that the majority 

of Saudi graduates are extremely poor in their knowledge, experience and skills in comparison 

with British graduates for example (Alzu'be, 2012; Arabnews, 2015). Thus Abd-Elwahed and 

Elbaz (2018) recommended a review of curricula at universities and other education centres at 

Saudi Arabia.  They also recognised that many organisations in the West adopt integrated 

quality management systems that can maximise performance (Siva et al, 2016; Bozdogan, 

2010). A similar system should be adopted at Saudi organisations. 

 Similar conclusions to the last study were drawn by another study conducted by Warnea 

et al (2016) also at Saudi Arabia but in the healthcare sector.  They found four important themes 

that require immediate attention if the healthcare provision is to improve at the healthcare sector 

of Saudi Arabia.  These themes were better appreciation to TQM by all personnel providing 

healthcare, an effective strategy within and among institutions, training for competency, and 

leadership and managerial commitment.  The existence of relatively poor healthcare is 

disappointing taking into account the relatively long history of implementing TQM in some 
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hospitals of Saudi Arabia, the extensive experience of the multinational staff employed at Saudi 

hospitals, and the existence of almost limitless financial resources (see Hoskins et al, 1994). 

 A study by Mosadeghrad (2014) exploring the barriers to the implementation of TQM 

in healthcare organisations of Iran, found that many organisations have encountered many 

difficulties to include the managers being unable to adapt and adopt the TQM concepts and 

values in a healthcare setting; the inadequate knowledge and skills; the non-holistic approach 

being utilised; the high turnover of managers; the inconsistency in managersô behaviour; the 

poor planning; a lack of long-term strategies; the existence of only short-term and vague 

improvement goals; a lack of leadership commitment to quality issues; a lack of continuous 

training; and a lack of patient focus. 

 A study regarding the adoption of TQM in the private and public education sector by 

Sulaiman et al (2013) was carried out to assess awareness of TQM and any progress made 

where TQM was implemented.  At organisations where TQM was implemented, it was found 

that the strongest driving force to improve performance was teamwork, but the strongest barrier 

was a lack of appreciation to TQM principles.  Although TQM was not implemented at every 

department of an institution, the attitude towards its implementation by the majority of 

respondents remained positive.   

 Zwet (2017) investigated the implementation of TQM at the manufacturing sector of 

the Gulf countries (Kuwait, Bahrain, Qatar, the UAE, Oman, and Saudi Arabia).  Those 

manufacturing companies are in competition with global manufacturing companies who have 

a competitive advantage as they have a long history of implementing quality systems, whether 

TQM or other especially designed and developed systems that are supported by financial and 

human resources, leadership commitment, and infrastructure such that continuous 

improvement can be sustained.  According to this study the gap keeps widening between the 

manufacturing sector of the Gulf countries and the global manufacturing sector.  This is due to 
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a lack of education regarding quality issues, limited use of quality control and quality 

assurance, poor communication within and among companies, no requirement to improve 

labour productivity as the majority of manufacturing companies are publicly owned, resistance 

to change, and cultural issues (Zwet, 2017; Arunachalam et al, 2018). 

2.6 TQM and Innovations 

 The third theme is related to the association of TQM with innovations represented by 

the recent advances in technology such as industry 4.0 (robotics and automation), artificial 

intelligence, cyber security, and innovation ecosystem.   

 The practice of TQM has been recognised as a competitive advantage at organisations 

worldwide, such that very few organisations in developed countries can (canôt?) afford to 

ignore it (Dean and Evans, 2002).  Empirical evidence regarding the impact of TQM on 

performance, have provided strong positive results (Prajogo and Ahmed, 2007; Barros et al, 

2014). Furthermore, innovation has known to have a major role in ensuring the sustainability 

of the competitive advantage acquired by organisations (Raisch et al, 2009). Amazon business 

is a typical example in this context as it applies continuous innovation in almost all its business 

processes (Dudovskiy, 2020). 

 As market conditions are rapidly changing at a speed never seen before, the competitive 

advantage based on quality and innovation can be created and sustained by TQM and 

continuous innovation (Tidd and Bessant, 2018), such that the combination of competition 

(based on innovation) and quality (based on TQM) are considered as a qualifying criterion for 

sustainable competitive advantage (Hill and Hill, 2009).  However, satisfying this criterion may 

prove to be a challenge for some organisations (Prajogo and Ahmed, 2007). 

 There are several published articles that determined the existence of positive association 

between TQM and innovation based on empirical evidence (Pragogo and Ahmed, 2007).  These 

argue that organisation adopting TQM as a system and as a culture create a fertile environment 



51 

 

in which innovation can thrive, as the principles embodied in TQM are normally aligned with 

innovation (Dean and Evans, 2002; Tang, 1998).  For instance, when an organisation is 

customer focused, it often seeks new customer requirements and expectation with attempts to 

satisfy them.  Therefore, that organisation has to be innovative in its development of new 

products continuously adapting to the changing needs of the market (Juran, 1988).   Similarly, 

continuous improvement can lead to creative thinking in the way work is organised and 

processes are performed.   Add to this, empowerment, employee engagement, and teamwork 

are all significant forces that can determine the success of innovation (Pragogo and Ahmed, 

2007).   

 However, contrary to the above arguments, there are scholars who argue against the 

positive association between TQM and innovation based on the belief that standardisation 

which is a necessary activity for conformance and reduction of errors, may force individuals to 

what is workable which can lead to rigidity, i.e. discouraging innovation (Glynn, 1996).  

Furthermore, continuous improvement can aim to simplify a process in order to perform it 

faster and better.  This can be detrimental to the process of innovation as organisation may 

continually attempt to improve what is already flawed (Lawler, 1994; Samaha, 1996). 

 The opposing arguments cited above can be extended to include the nature of the 

relationship between innovation performance and quality performance. This implies the issue 

of whether an organisation can do well in both kinds of performance, or it has to do well in one 

kind as a trade-off for the other.  According to Flynn and Flynn (2005), an organisation may 

not be able to achieve quality and product innovation at the same time.   Similarly, it can be 

argued that an organisation which makes fast and frequent innovations cannot have the right 

amount of time to master and statistically control the processes required in order to achieve 

conformance to a high level.   An organisation may have to trade off innovations for quality or 

vice versa under certain market conditions (Nowak, 1997).   
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 Innovation can be defined as the creation of new processes or products, and 

commercialise the inventions successfully (De Bono, 2014). It can also be viewed as the 

exploitation of new approaches which can lead to superior products, systems and methods to 

manage people and organisations (Griffiths and Costi, 2019).  Process innovation involves the 

development of new techniques to create products and deliver them to customers. Well known 

examples are the ñToyota lean production systemò (Stevenson, 2018), which contributed 

heavily and effectively in Air Taxi operations (FTE, 2019). Another example is the drone 

delivery by Amazon Prime Air (Gelinas, 2019).  Innovation of products involves the 

development of new products that have superior features in comparison with existing products.  

Well known examples are the transistor radio by Sony in the 1950s, the microprocessor by Intel 

in the 1970s and the smart phone over the past few years.  Innovation of products creates value 

as the products are perceived by consumers to have more utility.  The smart phone for example 

can be used for shopping, watching videos, listing to music among many other functions.  As 

a result, the manufacturers pricing options can be increased.  More value is created by process 

innovation as the manufacturer can lower production costs.   Probably the most important factor 

in creating competitive advantage for a company in the long run is innovation, which allows 

the company to charge higher prices than the industry average.  Sony is a typical example in 

this regard (Aaker and Moorman, 2017).   

 Incremental innovation is normally applied to existing products and process in order to 

create some improvement that can make product or the process more superior and costing less 

to produce or apply.  On the other hand, radical innovation is normally created, designed, 

developed, and implemented such that new technologies are produced that may subject 

societies to significant changes. As noted above, the drone is a typical example of a radical 

innovation.  Perhaps, it was created to be used in wars, but its scope has been extended to 

include many civil uses, while a hybrid car is a typical example of incremental innovation. 
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There is no change in the capability of the car, but another source of power is added.  These 

two types of innovations are interconnected in many situations such that the radical innovation 

producing significant increase in revenue or efficiency may occur after several incremental 

innovations, with each innovation producing only a little improvement (Gardner, 2017).   

Below several innovation-related concepts will be discussed. 

 

2.6.1 Industry 4.0 

 In chapter one it was noted that there are four industrial revolutions that occurred since 

1765.  They are respectively associated with coal in 1765, gas in 1870, electronics and nuclear 

in 1969, and the internet, digital technology and renewable energy in 2000 until the present 

time (Chan, 2019).  As shown in Figure 2.1, the first industrial revolution introduced steam 

(water power), the second industrial revolution introduced electricity which led to assembly 

lines, the third industrial revolution introduced microprocessor which led to computerisation, 

and the fourth industrial revolution (otherwise known as Industry 4.0) which is providing a 

combination of the internet of things, the cyber-physical systems and the internet of systems 

(Marr, 2016).Also, in chapter one the significance of these to the current study was noted. 

Therefore, there is value in identifying characteristics and tools involved of Industry 4.0. 

 

Figure 2.1:  The four industrial revolutions (Roser. 2016) 
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 Industry 4.0 is creating dramatic changes to the world at exponential speed in 

innovations such as supercomputers, artificially intelligent robots and processes (Rothman, 

2020), brain enhancements (Le, 2020), biodegradable implantable medically engineered 

devices (R¿egg, 2019), genetic editing and many more (Gardner and Amor, 2018).  It is 

significant to see smart factories with their machines being connected to the web and at the 

same time the machines are connected to a system capable of visualising the whole production 

process and making intelligent decisions as required (Marr, 2016). 

 The first three industrial revolutions have made humans independent of animal power, 

generated mass production and provided digital capabilities to people.  However, Industry 4.0 

is fundamentally different as it is interconnecting the digital, physical and biological 

environments and influencing all disciplines to include science, engineering, medicine, 

business and economics (Rubinoff, 2020).  According to Desjardins, (2020) the significant 

change that is happening in the world due to the great advancement in technology can connect 

billions of people through digital networks, can make dramatic improvement to organisational 

efficiency, and has the potential to manage assets in ways that allow the damage occurred to 

the environment to be reversed.  However, several grave concerns do exist (Desjardins, 2020).  

These include the inability of some organisations to adapt, the possible failure of governments 
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to implement and to regulate the new technologies, the possible failure of governments to tackle 

security concern, and inequality and human right abuses.  Obviously as automation expands, 

intelligent computerised machines will replace humans almost in every sector to include 

manufacturing, health, finance, aviation and education.  This means that high percentage of 

jobs will vanish in favour of automation.  However, this is not a new phenomenon.   All 

industrial revolutions have started by significant inequality to be followed by institutional 

change.  At the outset of the second industrial revolution of the 19th century, there was a 

concentration of power and wealth in the hands of a few, to be followed by many institutional 

changes over a 100 year period that resulted in the spread of democracy, the rise of trade unions, 

the creation of progressive taxation and the development of social security systems.   Although 

Industry 4.0 may remain within the grasp of all individuals as long as they collaborate across 

borders, disciplines and sectors to maximise the benefits for mankind, many experts (e.g. 

Schwab, 2017) agree that the social, business and political structures in the developed world 

will have to change.  Governments may not be prepared to absorb all the changes that will be 

created by Industry 4.0.  Thus, major changes with adverse effects on some aspects of life may 

be inevitable.  However, the situation in the developing countries will be far worse (Desjardins, 

2020).  

2.6.2 Robotic Process Automation 

 The terms óRoboticsô and óAutomationô are often cited when Industry 4.0 is discussed.  

As mentioned above Industry 4.0 which is currently underway is driven by massive amount 

of data complemented by comparable computing power in what is known as the 

óTransformative Ageô in which humanity currently lives in.  This has not only produced smart 

phones but smart homes and factories, and an environment with cyber-physical system 

(Rubinoff, 2020). 
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 As with all the industrial revolutions, the fourth was built on the third (its predecessor).  

This means that the Transformative Age is built on the inventions of the third industrial 

revolutions during what is known as the óDigital Ageô such as powerful computers capable of 

storing and processing unimaginable amount of data.  This has led to the creation of Machine 

Learning and Artificial Intelligence in order to exploit (extract value out of) the zetta (1021) 

bytes of information being generated each day (Desjardins, 2020).  The Transformative Age 

is not characterised by the speed by which the technology is advancing but also by the extreme 

dependence on connectivity (Rothman, 2020).  

 At present algorithms exist such that the weather, election results, business trends or 

failures, life expectancy, goods to be purchased and shows to be watched can be predicted 

with very high accuracy.  Video conferencing systems such as Zoom, Teams, FaceTime, Skype 

etc can be used for video communication among people all over the globe as if they are in the 

same room, which allows conferencing, teaching and other activities to easily take place.  

Most people experience this transformation nowadays without even paying any attention to it 

(Rubinoff, 2020). 

 During the third industrial revolution, digitalization, which is the process that can 

transfer, texts, sound and pictures into a format readable by a computer, has allowed data to 

be stored and processed at extremely high speed (Trost, 2019).  This became a springboard 

for Industry 4.0 and allowed transformation to occur which led to a fully connected world.   

However, there are challenges to overcome before the potential of Industry 4.0 is fully 

realised. The most common challenge is the reluctance of some organisations to change their 

legacy systems that are essential for business processes in a sector or an industry.   A legacy 

system (or platform) can be related to a programming language, or an outdated software or an 

application that is still in use although upgraded versions are available.  It will require some 

time to create a single platform such that all systems can successfully interact during a 
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business process.  The other challenge is associated with the majority of data that are usually 

unstructured which make 80% of all data.    Structured data such as names, national insurance 

numbers and post codes are available in an eminently searchable format created to be easily 

captured and stored, neatly organised and successfully analysed.   They come with inherent 

benefits which is essential when dealing with huge volumes of information.   The other type 

of data is the unstructured such as texts, emails, websites photos and satellite imagery.  

Unstructured data are difficult to find by traditional search methods as they have no long-

established internal identifier to allow them to be recognised by a search function (unless they 

are image tagged). They are not easy to visualise, process and analyse by any conventional 

methods (Taylor, 2018). 

 The challenges mentioned above can be mitigated by the implementation of Robotic 

Process Automation (RPA). RPA is non-intrusive technology that is built on intelligent 

automation or software robots to execute numerous business and industrial processes.  The 

deployment of RPA software can be offered in two modes; assisted automation in which the 

software automates several processes on an employeeôs desktop; and unassisted automation 

in which the software runs on many machines without the need for humans to be present.  

RPA software is recommended to be deployed with Machine Learning (ML) and Artificial 

Intelligence (AI) capabilities to handle repeatable, business-rules-driven and high-volume 

processes that in the past humans were needed to handle (Deepika et al, 2019).   RPA 

technology is made of software robots known as bots capable of mimicking human workers, 

thus they may log into applications to enter data, carry out calculations, and finish what

is required in a task and log out. Bots can be robots which follow simple, repeatable and rules 

for data processing; knowbots which are bots capable of searching websites to collect user-

specified information; chatbots which are virtual agents capable of respond to customersô 

demands for information in real time (Taulli, 2020).   RPA software does not form a 
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component of the IT infrastructure in an organisation but it allows it to implement a new 

technology speedily and efficiently without the need to change the existing infrastructure.  

RPA software facilitates the adaptation by systems to changing circumstances, new situations 

and exceptions.  As soon as RPA software is trained to detect and interpret what is required in 

a specific process within an existing software application, it can manipulate data, initiate 

actions, trigger responses, and start communications with other applications or systems 

autonomously.  

 Regarding quality management, there is an increased adoption of RPA software by 

organisations globally to enhance their performance and capabilities.  RPA is implemented in 

customer service, accounting, financial services, healthcare, human resources, supply chain 

management and many other services (Rouse, 2020).  Some of the applications of RPA 

software can be seen in Figure 2.2. 

Figure 2.2:  RPA adoption (UIPath, 2020) 

 

2.6.3 Artificial Intelligence 

 The term óArtificial intelligence (AI)ô refers to the ability of a computer or a 

robot which is controlled by a computer to think and act in the same manner as intelligent 

beings do. AI is frequently associated with intellectual processes reserved for humans such as 

https://www.britannica.com/technology/computer
https://www.britannica.com/technology/robot-technology
https://www.merriam-webster.com/dictionary/intellectual
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their ability to rationalise, to infer, to generalise, to discover meaning, or to learn from 

experience.  Since the invention of the digital computer, it has been shown that it was possible 

for computers to perform complex tasks such as solving equations that cannot be solved 

algebraically, finding mathematical proofs for theorems, or beating humans at chess (West and 

Allen, 2018).   Although computing powers continue to increase in terms of memory capacity 

and processing speed, no program has been found yet that is capable of matching human 

flexibility over significantly wide domains.  Yet, there are programs that allow computers to 

perform specific tasks far better than human experts.  In this sense AI is found to have extremely 

useful applications in diverse disciplines such as medical diagnosis, prediction of human 

behaviours and voice recognition (Copeland, 2012).   

 As computing powers continue to increase with the advances in technology, 

benchmarks that defined AI in the past become outdated.  For example, the function 

recognising text using optimal character recognition is no longer representing AI, as it is now 

considered as an inherent computer function. AI continues to evolve depending on many 

disciplines such as computer science and engineering, mathematics, social science, psychology, 

linguistics among others for the benefits of various industries with endless applications such as 

self-driving automobiles, bank fraud detection, and surgical procedures (Frankenfield, 2020). 

 Almost everywhere in the world, the aviation industry has benefited greatly from the 

applications of AI.  Implementing AI, Etihad Airways which is a UAE organisation and 

Elenium which is an Australian provider of automation technology solutions developed self-

service voice-activated kiosk, baggage drop service and boarding gate facility in which facial 

recognition was taken to a higher level.  Passengers do not have to queue to check-in for their 

flight as their biometric data can be stored at their smart phones and provided to airport 

authorities before they arrive to the airport.   Also, utilising AI at the newly designed baggage-

drop terminals each bag can be scanned and memorised by a unique camera system before 
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being dropped on the belt.   Therefore, there will be no need for tagging any more. The newly 

designed boarding gate that is biometric-enabled will stay always open to welcome travellers 

to go through, on condition that travellers have registered their biometric data (FTE, 2019). 

 As discussed above the invention AI and its continuous evolution have significant 

impact on business processes, the productivity, the efficiency and the bottom line of 

organisations, and also the science of how organisations are managed.   This means that 

management theories and models may have to be re-evaluated to take into consideration the 

impact of AI. Although the core construct of many theories and model remains relevant, some 

factors and forces upon which the theories and models are based have to be applied in a 

contemporary manner.  For example, the Porter (1979) five force model has been utilised 

successfully by many organisations during the past 40 years when there was a need to evaluate 

their competitiveness. Competitiveness of an organisation has to be viewed differently now as 

each force is influenced by AI.  Amazon is having an unprecedented growth due to its 

exploitation of AI in several ways from its ability to identify a customer next purchase, to 

verifying the suitability of their associated sellers to piloting drones for delivery.  It is likely 

that it will enter the healthcare sector soon (Lee, 2019). 

 AI also impacts TQM.  As explained above many of the theories and models were 

evolved out of the Japanese manufacturing industry.  These theories and models are based on 

science associated with the quality of processes.  Accordingly, the manufactured products 

have to adhere to agreed specifications taking into consideration the requirements of the end 

users.  TQM has relied on data-driven processes, process improvements and evidence-based 

decision-making. All these factors can be improved if AI is involved.  With AI, far superior 

prediction and forecasting processes can be performed such that waste associated with unused 

and unsold inventory can be minimised.  AI can also facilitate the reduction of the overhead 
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needed to identify anomalous manufacturing conditions and provisions of maintenance in 

order to optimise the overall quality. 

 There is always a need to create more efficient organisations.  Therefore, the adoption 

of Industry 4.0, RPA, AI and other innovations have been taking place at almost all 

organisations in most parts of the world.  This has forced many models and theories of 

management to evolve in order to accommodate the changes occurring as a result such that a 

blended workforce of skilled workers and intelligent machines can be created (Dhanrajani, 

2019). 

2. 6. 4 United Arab Emirates model of excellence 

At first, the United Arab Emirates model of excellence in management was 

implemented in the private sector more than two decades ago with the Dubai Quality Award in 

1994. This model of excellence was followed by the government excellence program which 

was launched in 2009 (GEM, 2019 a). A model of extension to excellence was launched in 

2015 seeking to pioneer in government work.     

However, the UAE government excellence system expanded the scope of application 

in 2015 to include education and health sector organisations; later, in 2016 the federal model 

of excellence was launched to include non-governmental and non-profit organisations, the 

program was disseminated to generate excellence of government and achieve leadership in all 

areas of government work (GEM, 2019 a).  

This expansion of the UAE government excellence system application motivated 

organisations across the country to seek excellence in management in their processes and 

results, generating a comprehensive movement in business management in favor of 

organisational performance (GEM, 2019 a). The UAE government excellence model is known 

for containing comprehensive requirements for business process excellence in UAE 

companies.  
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Source: GEM, (2019 b). UAE Government Excellence Model 

The requirements of the UAE model consist of the evaluation of seven dimensions, 

namely: (1) focus on innovation and future shaping, (2) focus on governance and efficiency of 

the financial system, (3) focus on the results of the entity main function, (4) focus on the service 

development and digital government, (5) people, (6) focus on operations, and (7) leadership 

and management results with improved overall performance of the organisation. 

 

2.7. Competitive advantage   

The world is always changing. Technology evolves at a rapid pace, distances become less and 

less significant, people's mentality adapts to new realities, competitiveness is increasingly 

fierce and time management is a top priority. All of this affects the organisations environment, 

its functioning, performance, and profitability. They are consequences of globalization. Faced 

with this scenario, companies are forced to improve the efficiency of their operations, 

establishing clear objectives, and adopting strategies that guarantee them some competitive 

advantage. Such strategies have been considering some current concerns, arising from social 

and political changes, which include needs such as encouraging innovation in products and 

processes, stimulating entrepreneurship, recognizing the growing importance of corporate 

social responsibility, implementing quality management systems, environmental management 

systems or occupational health and safety management systems. 
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For an increasing number of companies, the way forward involves raising the quality of their 

products, services and/or processes, seeking to ensure the satisfaction not only of their 

customers, but also of other stakeholders. The concern with the issue of quality is not that 

recent. However, aspects related to it have evolved over the last few decades. As a result, 

companies have been implementing the so-called Quality Management Systems (QMS), 

which aim to apply methods and mechanisms to ensure compliance of their products and 

processes with pre-established quality standards, which ultimately demonstrate the 

commitment of organisations to the satisfaction of their customers, strengthen their image and 

monitor the evolution of markets (Bessant, Caffyn& Gallagher, 2001). 

Currently, the economic market is characterized by being global, competitive and dynamic, 

with several changes occurring in an accelerated way in different spheres: economic, social, 

political, demographic, technological. That said, for companies to survive in this complex 

market, it is essential that they develop a competitive advantage over their competitors. As 

pointed out by Casades¼s, Heras and Ochoa, (2000), companies want to be their customers' 

choice, that is, they want to be unique in their eyes. Bessant, Caffyn and Gallagher, (2001) 

emphasize that the organisation's image and reputation today result from the relevance and 

service that its customers attribute to it. According to Lakhal, (2009), "competitive advantage 

is the occurrence of economic performance levels above the market average, due to the 

strategies developed by the organisation (P.57)". Generally speaking, it is related to the 

creation of added value for the customer. Resource theory, which emerged in the 1980s, 

suggests that the source of competitive advantage lies primarily in the resources and skills 

developed and controlled by companies, in contrast to traditional theories of industrial 

organisation, which are heavily based on structure analysis. industries and their competitive 

environment.  
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It has already been seen that the quality of products and services is one of the main attributes 

valued by customers and that is why it should be a priority for the company. As mentioned by 

Rosalem and Santos (n.d.), companies distinguish themselves from one another when they 

innovate in products or services and create products with high quality. Therefore, quality and 

innovation and their effective management can become valuable resources that are difficult 

to imitate in a company, enhancing the advantages presented in the previous points. Several 

studies have proven the link between quality or innovation and competitive advantage. Lakhal 

(2009) demonstrates that the implementation of a quality and or innovation approaches can 

provide the organisation with a competitive advantage in relation to cost, reliability, 

innovation or time-to-market of products. In turn, gaining competitive advantage can lead to 

better organisational performance. Kroll and Heiens (1999) argue that a customer-oriented 

company, with superior quality and innovative products, can achieve not only competitive 

advantage and higher returns, but also be able to deal with threats from rival forces and 

macroeconomic threats, surviving in times of crisis. 

Given the constant movement of the industry, the competitiveness between companies grows 

more and more, and consumers are more demanding in relation to the products they consume. 

Companies must look for ways to become more competitive, innovate and achieve 

competitive advantages. One of the ways to do this is through the implementation of tools and 

standards capable of leveraging the quality of their products at the lowest possible cost. Thus, 

emerged models such as Total Quality Management (TQM), Six Sigma, ñZero Defectsò, 

Malcolm Baldrige National Quality Award (MBNQA) and ISO standards (Bhuiyan &Alam, 

2005). However, within the growing competition in the market, benchmarking has been 

addressed as a tool of understanding organisationsô performances compared to their 

competitors. Benchmarking is thus used to assess how change in protocol or quality 

improvement is working. By this, benchmarking is used as a total quality tool to assess 
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organisational efficiency and quality when compared to other competitors (Ettorchi-Tardy, et 

al, 2012).  

The awareness of the importance of continuous improvement has become common among 

companies. Despite being a simple concept, easy to understand and with a low level of 

investment, continuous improvement has often not been successfully implemented 

(Gotzamani, &Tsiotras, 2002). 

Among the failure factors are the companies' inability to manage change processes and the 

absence of a culture focused on constant sharing, as required by knowledge management. As 

pointed out by Bessant, Caffyn and Gallagher (2001) and Juran (1995), continuous 

improvement is a gradual process of organisational learning, where disruption and control are 

essential elements. Hooker and Caswell (2000) stated that there are four incentives for 

companies to introduce a quality management system. The first is to promote the company's 

credibility in order to offer a better quality of products and that they meet the necessary 

requirements, thus achieving a competitive advantage in future transactions. The second 

incentive is that some companies are willing to charge a high price for high quality products. 

The third is the hope of being able to attract more buyers by capturing consumer confidence, 

building a reputation, or gaining benefits from the market by having a company status 

recognized for quality management. Finally, they believe that the implementation of this 

system leads to an increase in sales, and consequently to an increase in market share. The 

present shows us an increasingly competitive market with increasingly demanding customers, 

making it essential to invest in innovation and continuous improvement in terms of the 

services provided and the products available. According to "The Global Competitiveness 

Report" (Schwab, 2013), competitiveness depends on several factors, with quality having a 

strong influence as a reason for growth. 
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For Junqueira, et al (2016), competitiveness is based on what was described by Porter (1990) 

as differentiation, that is, companies become more competitive and innovative the more they 

choose to establish differences, distinctions and become themselves more diverse in relation 

to the competition (Junqueira, et al, 2016). For Powell, (2001), an organisation's competitive 

advantage comes from factors such as efficiency, quality, innovation, and customer 

responsiveness. Given these scenarios, it is essential to understand the commitment to be 

made in a quality service that aims to differentiate the organisation from its competitors to 

make it competitive, increasing success. 

Finally, the acquisition of competitive advantage by companies does not occur in the abstract, 

it implies continuous efforts, that is, investment and time. Therefore, despite the costs 

associated with implementing quality management systems, the return can be synonymous 

with better products and more efficient processes if there is a real management commitment 

and employee involvement. 

To develop the research understanding to recent changes and models in TQM, the 

literature assumes that the concept of quality has not evolved over time by itself; there were 

several contributions that influenced the evolution of this concept, namely contributions from 

the supposed quality gurus: Deming, Juran, Feigenbaum, Crosby, Tagushi and Ishikawa. 

Despite approaching this issue in an autonomous and different way, ranging from quality 

control to quality management, together they contributed to the formation of what are today 

the principles of quality management. Thus, there is no single path to quality, on the contrary, 

there are different models and instruments that can support organisations to achieve 

excellence.  
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Table 2.1 Recent changes in TQM models 

Deming 

Quality is everything the customer wants and needs and it has two fundamental elements: it has to 

be defined in terms of customer satisfaction and it is multidimensional. He was also known for 

Deming's 14 Principles. 

Juran 

Defined quality in terms of fitness for use. This definition brought the concept of quality closer to 

the perspective, that is, to the intended use by the customer. He became known for the ñJuran 

Trilogyò (planning, control and quality improvement) and for the cost model that aims to improve 

quality by exposing internal and external failures that can be reduced through inspection and 

prevention. 

Feigenbaum 

proposed the expression ñtotal quality controlò and reinforced the idea of improving 

communication and that quality results from everyone's effort. 

Crosby 

Defends the concept of zero defects and that quality is free, because the investment has a return as 

long as the process is done right the first time. For Crosby there is no place for inspection, only 

prevention, and the quality has to conform to the customer's requirements. 

Ishikawa 

Defines quality management as the development, production and service of a product in the most 

economical, useful and satisfying way for the consumer. He became known for developing useful 

methods for solving problems such as the cause-and-effect diagram. 

Tagushi 

Quality is guaranteed through product design, if design doesn't make it easy, the effort for 

improvement fails. It adds a dimension of consistency because more important than analysis is the 

creation of experience. 

Source: Douglas, N. & S. Chakravorty, (2006), Atil& Unver (2000), Godfrey &Kenett (2007) 

 

Some trends were accelerated by this new perceptions of the environment given by 

quality: the industry movement towards competition (the company that seeks quality knows 

that competition takes many forms and value and quality can only come from within the 

corporation, making the own company its fiercest competitor), from the market to the 

customer view (recognise that the market is important, but that each market is composed of 

individuals with unique needs and therefore a quality company that satisfies individual needs 
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achieves its potential to create value) and from organisational functions to organisational 

processes (the quality company does not manage people, but manages systems, therefore 

eliminating system defects becomes much more important than punishing or rewarding 

people). 

Beyond the classical philosophy of TQM of Deming, Crosby and Juran the quality 

perspective currently, provides the basis for competitive and strategic advantage considering 

innovation as a competitive advantage in several aspects (Atil, & Unver, 2000). There are 

different levels of quality, just as there are different levels of quality management.  These 

levels of quality management do not match the key models, they are different but can provide 

significant match with this study. Actions related to total quality involve distinguishing 

projects with potential future development, paying attention to processes, prioritizing and 

focusing on problems and focusing on the corporate system. Total quality involves the 

company at all levels and provides a different perspective and the potential to put an 

organisation on a better competitive plane than its competitors (Atil, & Unver, 2000). From a 

strategic perspective, the company determines how and when the created quality advantage 

will be used. 

Today, strategic management comprises more than the search for traditional 

competitive advantages such as cost reduction but involves the understanding of unique and 

inimitable value for the customer, oriented by the market in search of the transition from the 

essentially industrial socio-economic scenario to a scenario of valorisation of integration, 

computerization and knowledge (Atil, & Unver, 2000). 

2.8 The Effect of Quality Management on Innovation Results, Operational and 

Financial 

This chapter analyses the effects of quality management on innovation, operational, and 

financial results. Likewise, the relationships between innovation results and operational and 
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financial results are studied, as well as the association between operational and financial results. 

Based on this review, the different research hypotheses are raised and a relationship model is 

proposed. 

2.8.1 Effects of quality management on innovation results 

According to the publication of the OECD (Organisation for Economic Cooperation and 

Development) with the title ñMeasurement of Scientific and Technological activities. Proposed 

guidelines for collecting and interpreting data on technological innovation: The 1992 Oslo 

Manual, distinguishes between product and process innovation. The latest edition of 2005 

understands innovation as the conception and implementation of significant changes in the 

product and / or in the company's process with the purpose of improving results (OECD, 2005). 

Innovation is carried out through the application of new knowledge and technologies that can 

be developed internally, in external collaboration or acquired through advisory services or by 

purchasing technology. Innovation is carried out, among others, through one or more of the 

activities indicated below: 

Å Scientific, technological, organisational, financial and commercial activities, including 

investment in new knowledge. 

Å Research & Development and innovation activities financed or carried out by the 

company. 

Å Acquisition of technologies and technical knowledge through the purchase of patents, 

non-patented inventions, licenses, know-how, and designs. 

In this work, product innovation and process innovation are considered as dimensions of 

innovation because they are the most widespread in the literature, which in turn can be 

incremental and radical as explained later. 
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Product innovation is a new or significantly improved good or service in terms of its 

technical characteristics or in terms of its use or other functionalities. The improvement is 

achieved with knowledge or technology, with improvements in materials, components, or with 

integrated computing. To consider a product innovative, it must present characteristics and 

differentiated performance from existing products in the company, including improvements in 

terms or in service (OECD, 2006; Kim et al., 2012). 

On the other hand, process innovation is achieved through significant changes in the 

techniques, materials or computer programs used, aimed at reducing unit costs of production 

or distribution, improving quality, or distribution of new or significantly improved products. 

For example, the introduction of a new production technique is a process innovation if it is 

intended to improve the efficiency or quality of a basic support activity (Koberg et al. 2003; 

OECD, 2006; Kim et al., 2012; Moreno-Luz·n et al., 2013). 

The literature also establishes that this innovation can be incremental and radical (Oke, 

2007; Kim et al., 2012). For example, Kim et al., 2012 carried out a review of the literature to 

establish the differences between radical and incremental innovation, whether of product or 

process. From here, the term incremental is understood when innovation, be it product or 

process, involves a progressive improvement in the benefits or existing production costs and 

does not require new knowledge (Green et al, 1995; Gatignon et al., 2002). On the other hand, 

it is called radical product or process innovation when the products or processes are completely 

new and require knowledge or skills that were unknown until now (Green et al, 1995; Tidd et 

al., 1997; Kim et al., 2012; Moreno-Luz·n et al., 2013). 

Incremental and radical innovation is a key aspect in the implementation of quality 

management. However, the literature shows fewer studies on quality management and 

innovation, compared for example with research on quality management and operational and 
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financial results. In this sense, there are studies that positively relate quality management to 

innovation (Prajogo and Sohal, 2004; Hoang et al., 2006) and studies that show that this 

relationship does not exist or is not clearly identified. For example, studies that positively link 

quality management with innovation indicate that companies certified with the ISO 9001 

standard, that use quality models or implement quality management practices they can improve 

innovation, both product and process. 

The literature shows, for example in relation to the ISO 9001 standard, that quality leads 

to continuous improvement when systematic management is applied based on the PDCA cycle 

(Plan-Do-Check-Action), or cycle of improvement, which is integrated into the day-to-day, as 

an organisational routine. Likewise, the ISO 9001 standard establishes the measurement of 

results and continuous improvement as a basic element of quality management (AENOR, 

2000). This is where the standard includes the idea that through measurements it is possible to 

improve, incrementally or radically, both products and processes. The ISO 9001 standard treats 

innovation at a lower level compared to quality management practices and quality management 

models in which there is a relevant role, if the organisations that lead the implementation of 

advanced quality management models are also tackling the challenge of innovation (Terziovski 

and Guerrero, 2014) 

Regarding quality management models, it can be observed that innovation plays an 

important role because innovation and learning enhance the work of facilitating agents, leading 

to improved results. (Sartori, 2013). Likewise, there are references to innovation in the agent 

criteria of the model. Furthermore, the ISO published in 2005 ñThe Framework for innovation. 

Measuring and Improving ability to innovateò that provides basic references for companies 

with a description of actions to manage innovation, which add value to the organisation, its 

shareholders and society (ISO, 2005). 
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Regarding quality management practices, theoretical and empirical studies show that 

they have positive effects on innovation, although in general terms they also indicate that some 

quality management practices have a greater impact on innovation than others (Sadikoglu, 

2008; Kafetzopoulos et al., 2015; Zeng et al. 2015). For example, leadership, supplier 

management, or employee management impact more than other practices such as customer 

focus or product design. This indicates that the introduction of quality management practices 

can provide an ideal environment for the development of continuous improvement and 

innovation (Hoang et al., 2006; McAdam et al., 2007; Foster, 2014; Zeng et al. 2015). 

In this sense, the literature indicates that quality management practices can influence product 

innovation (Foster, 2014). For example, Prajogo and Hong (2008) find that quality management 

practices are organisational resources for building innovation capacity, and specifically product 

innovation. In this sense, quality management practices can help minimize non-value activities 

and reduce time and cost in developing new products. Consequently, they generate product 

innovation (Kim et al., 2012). For example, in relation to supplier management, company 

management can establish long-term collaboration with suppliers. This relationship with 

suppliers is very important in obtaining high-quality materials (Lemke et al., 2003). In this way, 

the exchange of information through the management of suppliers on product innovation makes 

it easier for the company to reduce costs and time in the development of its operations, which 

can improve the innovation capacity of the product. 

On the other hand, quality management practices also have a positive influence on 

process innovation (Kim et al., 2012). The literature shows that quality management practices 

can improve processes, applying information systems that allow identifying customer needs 

and thus generating knowledge that can be shared in the company to adjust work processes to 

these needs and, like this, improve or innovate in operational processes. For example, Foster, 
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(2014) shows that quality management practices such as communication, teamwork and people 

management facilitate employees' innovative activities in their work processes.  

However, the literature also finds that this relationship between quality management 

practices and product and process innovation is non-existent, at least directly. For example, 

Singh and Smith (2004) show that there is no linear relationship between quality management 

practices and product and process innovation. Quality management and innovation may be 

related in a more complex way. In this sense, Flynn et al. (1995) or Ravichandran and Rai 

(2000) argue that not all quality management practices are directly related to product and 

process innovation. For example, a quality management practice such as leadership could 

indirectly contribute to product innovation through other practices and not directly, for example 

as Kim et al. (2012) in their research. Despite these types of studies, considering the theory on 

quality management and the empirical works that establish positive relationships between 

quality management and product and process innovation, it can be said that quality has positive 

effects on product and process innovation. 

Deepening these relationships, as indicated, both product and process innovation can 

be incremental or radical. However, the literature has little analysed incremental and radical 

innovation. When it has been done, studies have shown that there may be an influence on 

incremental product innovation (Cheng and Krumwiede 2012). For example, the literature 

observes that leadership can influence this innovation because company leaders are the ones 

who make the decision to improve a product, using information systems for decision-making. 

Likewise, changes in customer needs and their corresponding measurement by the company 

can show whether the company should innovate as part of its continuous improvement 

strategies. This measurement can indicate to the company the needs of its customers and if they 

are still determined to buy its product and observe how their tastes will change and if the 
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company will be able to take charge of these through incremental improvements of its products 

(Kim et al. 2012). 

Similarly, quality management practices can have a positive influence on incremental 

process innovation (Sim, 2001; Iden, 2012; Kim et al. 2012). If the company collects internal 

and external data and these are made available to employees so that they can use them in their 

work to improve or if the company encourages the contribution of ideas to improve its 

processes, for example through an Intranet, they can develop incremental improvements in 

their processes (Watson, 2012) 

Quality management practices can also have positive effects on radical product 

innovation (Chiao, et al. 2009; Kim et al. 2012). If managers provide quality indicators 

(information systems) or other similar measures to collect data and improve, the company can 

create an environment that facilitates radical product innovation (Chiao, et al. 2009). 

Similarly, quality management practices can also facilitate radical process innovation 

(Kim et al. 2012; Watson, 2012). Employee training can increase the skills of employees, they 

can do their jobs better, and this led to an improvement for the company, which in turn can 

create new ways of working or new work processes. Likewise, quality management practices 

such as leadership play a fundamental role in radical process innovation because it is the leaders 

of the company who ultimately make the decision to create a new work process or modify it 

substantially (Gowen et al., 2012). 

This review indicates that there is a positive relationship between quality management 

and innovation, both in the product and in the incremental and radical process. Based on the 

above, the following research hypotheses can be proposed: 

H1: Quality management positively influences product innovation (incremental and radical) 

H2: Quality management positively influences process innovation (incremental and radical) 
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2.8.2   Effects of quality management on operating results 

The literature shows that the quality management practices analysed in the previous 

chapter (information and analysis, product design, customer focus, supplier management, 

people management, etc.) have positive effects on customer satisfaction. (Wilson & Collier, 

2000; Rahman, 2001; Yusuf et al., 2007), employee results (Yusuf et al., 2007), inventory 

management (Kaynak, 2003), productivity, on-time delivery of the purchased material and the 

final product and production costs (Yusuf et al., 2007). 

In this sense, a summary of the main contributions of the literature on the relationship 

between quality management and operational results. Although some studies indicate that this 

relationship does not exist, most of them clearly establish a positive relationship. For example, 

in relation to the ISO 9001 standard, studies can be observed where the impact of the ISO 9001 

standard on operating results is positive (Gotzamani et al., 2006; Terlaak and King, 2006; White 

et al., 2009) and others that indicate otherwise (Terziovski et al., 1997; Terlaak and King, 2006). 

One of the main reasons that can lead many companies to not obtain benefits is that the ISO 

9001 standard can become a mandatory requirement for companies that want to access certain 

markets. Many companies that implement it may forget the possible benefits that better 

management would bring them in the effort to implement it and, therefore, they would not even 

obtain the internal benefits that the standard could provide. It should not be forgotten that the 

ISO 9001 standard is going from being an advantage that companies had when competing to a 

basic need or even a disadvantage in the absence of it. This is precisely what could be 

happening at present with the ISO 9001 standard, considered in some cases as a requirement 

to remain in the market (Gotzamani et al., 2006). 

Regarding quality awards, the literature indicates that there is a positive influence of 

these awards on operating results (Juran and Goodfrey, 2001; Fening et al., 2008). The literature 
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reviewed is unanimous on this relationship. The companies that obtain quality awards not only 

obtain financial amounts but also the recognition of the rest of the companies and their clients. 

In this way, the awards publicize good practices such as product design, leadership, and 

customer focus, among others, that improve morale, employee motivation and customer 

satisfaction (Juran and Goodfrey, 2001; Fening et al., 2008). For example, an increase in 

employee motivation can lead to increased productivity because the employee observes that 

the performance of his work is recognition. 

Regarding quality management practices (leadership, quality planning, personnel 

management, process management, information and analysis, customer focus, supplier 

management and product design), the literature also shows that these practices positively 

influence operating results. Likewise, a part of the literature maintains that those practices 

associated with soft aspects such as leadership, people management and a focus on clients are 

the most relevant to improve operating results (Kannan & Choon, 2007; Baird et al., 2011). 

This review indicates that quality management has positive effects on operating results. 

Deepening this relationship, it can be observed, for example in relation to the effects on 

customer satisfaction, that a focus on the customer can increase efficiency in the resolution of 

complaints if companies place greater emphasis on knowing what and how they want 

customers products. This could reduce complaints and therefore lead to greater customer 

satisfaction (Das et al., 2000). Similarly, for example, product design positively impacts 

customer satisfaction (Kannan and Choon, 2007; Parra et al., 2014) because the customer can 

be satisfied not only by the utility function of the product but also by for other aspects such as 

elegance, ease of transport and manageability of the product among other variables. Likewise, 

quality management practices such as leadership or process management can also be predictors 

of customer satisfaction (Parra et al., 2014). For example, efficiency in processes and their 

homogenization can lead to an increase in product quality that can lead to increased customer 
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satisfaction. In this sense, the quality of the product can be a tangible element that determines 

the degree of customer satisfaction. 

Regarding the effects on employee satisfaction, the literature indicates that quality 

management practices also improve employee satisfaction (Das et al., 2000; Sila, 2007; Claver-

Cort®s et al., 2008). For example, a company that has a procedures manual can simplify the 

work of its employees because they can be clearer about the specifications of the work to be 

carried out. This makes employees know at each stage what their objectives and tasks are. 

Likewise, employees must observe that their managers are involved and exercise leadership, 

which allows them to have an extra confidence in their work and therefore increase their 

satisfaction (Terziovski et al., 2000; Sila, 2007). 

Likewise, leadership and quality planning can align the production function and the 

mission of the company with people management, through the training and flexibility of 

workers, which can positively influence productivity (Terziovski, 2006). For example, process 

standardization can make it easier to perform tasks (as the work to be done is more clearly 

defined), which can make it possible to complete certain tasks in a shorter period of time. This 

shows that task-based objectives can be accomplished in less time and thus increase 

productivity. There are also detractors of this relationship. For example, Gotzamani et al. 

(2006) state that there should not necessarily be a positive relationship, but that there may be a 

significantly negative relationship between quality management and productivity, since 

correctly performing the different practices, in many cases, is not enough to improve 

performance. productivity. However, the literature further supports the positive relationship 

between quality management and productivity (Parast& Adams, 2012). 

The reduction of defects is another of the operational results of quality management 

(Keiningham et al., 1995). For example, when the objectives are clearly defined (through 
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quality planning), the processes have been documented (through process management) and 

there are forms of employee participation (employee management) it is easier reduce defects 

in the company. Or on the other hand, when the functions are internalized by the employees, 

errors in the process of developing operations in work teams can be reduced, increasing their 

experience curve, which leads to decreases in errors per product (Baird et al, 2011; Prajogo et 

al., 2012). 

Likewise, technical efficiency in processes can reduce the time necessary to perform 

tasks, reducing errors and eliminating unnecessary waste of time because as employees 

internalize the process management proposed by the company, they develop efficient practices 

(Mohrman et al., 1995; Do Nascimiento et al., 2015), to not make the same mistakes. For 

example, in a rational way an employee who makes a mistake will introduce that mistake into 

his individual memory in order not to commit it again and may even introduce it, through the 

collective memory, in the rest of the employees so that they do not commit the errors. same 

mistakes. In this way, the management of people, through the training of employees, which can 

develop the collective memory, can also improve the reduction of defects (Kannan and Choon, 

2007; Alfalla et al., 2015), since the employees who participate in this training will have the 

necessary skills and will be pre-warned for different eventualities that occur on a day-to-day 

basis. 

Other operational results related in this study is the relationship between quality 

management and product quality. In this sense, process management, together with supplier 

management and product design, help to produce a product according to the specifications 

demanded by the customer, improving production standards (Kumar Dey et al., 2015). These 

standards affect the homogeneity of the quality of the product, increasing its quality. However, 

care must be taken because if quality management, through its exposed practices, is not carried 

out correctly, the opposite could happen, that there is no impact on the quality of the product / 
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service. One of the possible causes is that the company has high levels of quality and therefore, 

it is difficult for them to increase these levels of quality. However, the literature supports the 

positive impact of quality management on product quality (Kafetzopoulos et al., 2015). 

Likewise, quality management can also improve other operating results such as costs 

(Wu & Zhang, 2013). For example, when the company uses indicators (for example, the 

performance time of the process and the time of service provided) it can use this data to 

introduce improvements (for example, optimize the response time to reduce delivery times in 

companies) (Wu & Zhang, 2013). Likewise, customer participation leads to a greater 

rapprochement between company-customer, which in many cases shortens times, for example 

the delivery of products from the company to customers. For this, process management must 

be adapted to the characteristics of the demand, efficiently so that it can result in a positive 

impact on delivery on time to the customer and therefore a reduction in quality costs (Hartmann 

and Apaolaza Ib§¶ez, 2012). 

This literature review shows how quality management practices can improve 

companies' operating results. From this literature the following research hypothesis is 

proposed: 

H3: Quality management has a positive influence on operating results. 

2.8.3Effects of quality management on financial results 

The literature shows a less clear relationship between quality management and financial 

results when compared with the works on quality management and operational results. 

However, in general terms, the literature also indicates that this relationship is positive. The 

results generally show that quality management can influence financial results. Likewise, many 

of studies indicate that quality indirectly influences financial results, for example, through 

operating results (Wu & Zhang, 2013; Sadikoglu and Zehir, 2010). In this sense, Sadikoglu and 
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Zehir (2010) also pointed out that quality can influence financial results through innovation. 

This review leads us to consider that quality management can influence financial results 

indirectly through innovation and operating results, as will be analysed in the next subsection. 

The most common financial results that the literature uses and that will be taken for subsequent 

measurement in this work are increased sales, increased market share and increased 

profitability of the company. These studies, in addition to different types of results, use different 

perspectives on the term quality management as did the studies on the relationship between 

quality management and operational results. Thus, they use quality management practices, 

quality awards and ISO 9001 certification. 

Regarding the studies on ISO 9001 certification, some authors indicate that there is no 

relationship (Wu & Zhang, 2013) and others that there is such a relationship (Morris, 2006). 

However, in general it can be indicated that a correct implementation of the ISO 9001 standard 

has positive effects on financial results (Chatzoglou et al., 2015). For example, certification 

allows you to work with clients that you did not have before, this increases sales and reduces 

your costs and, as a consequence, increases the profitability of the company. Likewise, the 

market can react positively to the announcement of a quality certification (Nicolau and Sellers, 

2002). This certification reduces the asymmetry that exists between the information available 

from companies and the information available from consumers. Likewise, the certification can 

be used by consumers as a sign of good quality of products offered by the company and used 

by companies as a measure of increased results, as the company participates in various 

advantages when acquiring projects or be closer to the market for the mere fact of being 

certified. On the other hand, certification can also be a differentiating element that provides an 

increase in sales due to an increase in market share. 

Regarding quality awards and their positive influence on financial results, the literature 

studied is unanimous, reaffirming this relationship (Kumar, 2009; Escrig and Palomero, 2014). 
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Research has been carried out before and after obtaining the award (Corredor and Go¶i, 2011) 

and it is observed that there is a higher profitability in the company once the award is obtained 

(Kumar et al., 2009). For example, some authors indicate that organisations that had received 

the Malcolm Baldrige Award had increased their profits (Juran and Godfrey, 2001). 

Regarding quality management practices, the literature shows that many studies 

indicate that companies that have made serious efforts to implement quality management 

practices obtain a greater positive impact on financial results (Samson &Terziovski, 1999). It 

can be observed, among other examples, that quality management practices such as process 

management, information and analysis (Wilson and Collier, 2000), people management, 

leadership (Powell, 1995), and focus with the client have positive effects on financial results. 

In many cases, this impact will depend on both the context and the characteristics of the 

company (Gotzamani et al. 2010). In this sense, Kaynak (2003) and Lee et al (2003) find that 

effective process management has a direct effect on financial results by reducing process 

variation. 

Likewise, quality management techniques and tools are vital for continuous 

improvement and in turn these tools impact financial results (Flynn et al., 1995) because they 

make it possible to determine the cause of quality problems to identify and solve every problem. 

Likewise, they serve to identify opportunities for improvement (Tar² et al., 2007), which 

positively affect financial results (Terziovski and Samson, 2000). 

However, there are studies that indicate that there are practices that do not influence. 

For example, Wilson and Collier (2000) state that leadership does not have a positive influence 

on financial results, perhaps because it is understood that it is the set of quality management 

practices that could make this relationship positive. Likewise, process management and 

supplier management are not related to financial results (Powell, 1995), as well as product and 
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information design and analysis (Demirbag et al., 2006). These results could indicate that the 

relationship is indirect. 

This review shows that, in general, there is a greater number of studies that do positively 

link quality management with financial results, either directly or indirectly. In general terms, 

these positive relationships come from the introduction of a quality culture in the company, 

which facilitates a greater degree of implementation of quality management (Yusuf et al., 2007) 

and to make greater use of available resources (Meyer and Iossifova, 2012). 

Delving into the different financial results (increased sales, increased market share and 

increased profitability of the company), quality management practices positively influence 

increased sales (Berna et al., 2008). Carrying out quality management practices in the long term 

benefits the consolidation of these practices, improves the market value and the margin on sales 

of companies with respect to the results prior to adoption (Demirbag et al., 2006). For example, 

having a set of tools to measure and analyse the activities of the company can mean that 

financial results improve because it allows you to make comparisons and obtain clearer 

objectives. Similarly, practices such as supplier management and customer focus can reduce 

delivery times through greater efficiency and improved distribution channels. Likewise, 

process management can lead to a decrease in the times to carry out the processes, said positive 

influence can be a consequence of an increase in communication, an increase in information 

and an increase in data analysis. However, the impact does not have to be direct since it can 

also be observed that quality management practices (leadership, customer focus, people 

management, information and analysis, process management) can have an impact on financial 

results (sales growth) through operating results (Qin et al., 2008), as discussed below. In 

addition to the above quality practices, another one such as product design can influence the 

customer's decision to purchase. That decision, among other aspects, will depend on the design 

but also on the treatment, satisfaction, participation, after-sales service. This approach can 
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allow an increase in sales due to the increase in customers. Likewise, people management can 

also mean increased sales. Do not forget that a worker has different roles; Two of them are the 

customer and the prescriber, so if the worker has the perception that his product has high levels 

of quality, it can be a decisive element in increasing sales. 

Another financial result that is influenced by quality management is market share. A 

positive influence of quality management in increasing market share is observed in the 

literature (Mohrman et al., 1995; Juran and Goodfrey, 2001; Demirbag et al., 2006a; 

Chatzoglou et al., 2015). However, the literature is not unanimous in this regard. For example, 

Qin et al. (2008) observe that quality management practices such as leadership, customer focus, 

people management, information and analysis, and process management do not affect the 

increase in market share, at least by direct way. 

However, other authors point out that quality management practices such as information 

and analysis, increased communication, data analysis, focus on customers and supplier 

management can lead to an increase in the market share. For example, good management of 

the complaints and suggestions system can allow fewer customers to be lost and therefore not 

reduce the market share and even increase it as customers. On the other hand, if the product 

design is innovative and generates expectations in the customers because it has been carried 

out according to their expectations, the market share can be increased. In this case, it is more 

likely that the market share will increase compared to other companies that do not take their 

customers into account when designing the product. Likewise, if suppliers are taken as partners 

from supplier management, this can facilitate the improvement of market share, by acting as 

prescribers, as was the case with workers. 

Similarly, companies that use quality management can improve their profitability 

(Kumar et al., 2009; Gotzamani et al., 2010). However, the literature does not always support 
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this relationship (Bresnahan et al. 2002). For example, Bresnahan et al. (2002) observe that if 

managers are asked in general (not specific to quality management), they do not perceive that 

quality management (for example, leadership practices, customer focus, process management 

and management of people) can directly influence the profitability of the company, while if 

you ask quality managers they do accept this relationship. 

This review indicates that quality management can improve the financial results of 

companies (increased sales, increased market share and increased profitability) directly and 

indirectly. In this sense, this work indicates that quality management influences innovation and 

operating results and that these, as analysed in the following subsection, in turn lead to 

improved financial results. Thus, this thesis considers that quality management can influence 

financial results indirectly. This aspect is analysed in the results chapter to indicate whether, 

based on the proposed model, the relationship between quality management and financial 

results is direct and / or indirect. 

2.8.4   Relationships between innovation, operational and financial results 

As noted, quality management influences innovation and operational results and, in 

turn, innovation and operational results have positive effects on financial results. It is also 

indicated that a relationship between innovation and operational results would be possible 

(Bresnahan et al. 2002). 

Regarding the influence of innovation on operating results, Bresnahan et al. (2002) 

show that companies with a high implementation of innovation processes in the workplace 

(education, training, decentralization and autonomy in decision-making) present a productivity 

level 7% higher than that of companies that they do not innovate in these aspects. Likewise, 

Hernando and N¼¶ez (2004) observe that there is a positive relationship between investment 

in innovation and business productivity growth. This increase in productivity is close to a third 
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of the total. Kaynak (2003) also points out that continuous improvement processes increase the 

production of products and reduce duplications in work, errors and time in the use of machinery 

and materials. In this way, these practices make it easier for companies to improve their 

products and processes to meet changes in customer demands and needs (Rahman and Bullock, 

2005). In this sense, Eng (2011) observes that an adequate focus on the customer combined 

with quality tools, such as Six Sigma, can improve the ability to innovate in companies in 

products and processes, and this ability to innovate satisfy the customer (operating results). 

Similarly, quality management can lead to more training for employees to do their jobs 

better. This training develops skills that can improve worker efficiency and satisfaction 

(Rungtusanatham et al., 1998). In this way, training enables employees to create work standards 

to develop a greater experience effect that facilitates improvements in their work 

(improvements that can be incremental and radical) that in turn improve employee productivity 

and therefore the productivity of the machinery (Eng, 2011). This review shows that there is a 

positive relationship between product and process innovation and operational results (Lee et 

al., 2011; Lin et al., 2013). From these ideas the research raises the following hypotheses: 

H4: Product innovation positively influences operating results. 

H5: Process innovation positively influences operating results. 

Regarding the influence of innovation on financial results, those companies that have 

an innovation rate higher than the sector average and that market products and develop 

processes with a higher degree of innovation are likely to obtain higher financial results, in 

terms of sales growth, market share or profitability (Lin et al., 2013). Thus, being the first to 

introduce a new product which led to rapid sales growth (if the product is accepted), it also 

allows these companies to anticipate consumer tastes and preferences. 
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 Likewise, process innovation allows us to achieve technology and the ability to 

produce differentiated products that contribute to the improvement of results, which can turn 

innovation into a competitive advantage (Pinho, 2008) 

Equally, it can be observed that communicating the objectives to employees clearly and 

that they are realistic improves the gap between worker and company, that is, workers know 

what they should do and do not have to be trying to find out (Sadikoglu and Zehir, 2010). This 

relationship is important for the realization of innovations, be they product or process in an 

incremental or radical way. If the worker is clear about what the company needs and what is 

intended of him, he will be freer to carry out other activities, such as introducing or proposing 

ideas to improve the product (incremental and / or radical product innovation) or work 

processes (incremental or radical process innovation). This continuous improvement can mean 

an increase in sales due to effects such as: being the first to introduce a product or improve 

existing ones. This indicates that there may be a positive relationship between innovation and 

financial results (Rahman & Bullock, 2005; Chuang & Lin, 2013). From this literature the 

following research hypothesis can be raised: 

H6: Product innovation has a positive influence on financial results. 

H7: Process innovation positively influences financial results. 

Regarding the influence of operating results on financial results, Chuang and Lin, 

(2013) show that increased productivity in the company can lead to increased sales. In this 

sense, increasing the number of products or reducing the cost of the product can be essential 

for customer demand or for the price of the product, respectively, that is, the customer can 

reduce the waiting ratios due to the increase in production, which facilitates their satisfaction 

and therefore increase the frequency of purchase in the company. The decrease in the cost of 

the product by the company can cause it to lower its prices, which could lead to an increase in 
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sales and in many cases an increase in market share and profitability (Qin et al., 2008). These 

insights show how an improvement in operating results can lead to improved financial results 

(Chuang &Lin, 2013; Yu et al., 2013). From here the following hypothesis is raised: 

H8: Operating results positively influence financial result 
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Conclusion 

Changes in the global business environment have significantly altered basic concepts 

of how to produce goods and services. Such changes are reflected in the relationships and 

division of labor, in market dynamics and in the way of life in general terms. In recent years, 

business organisations in the United Arab Emirates have been facing an increasingly 

competitive and unstable environment due to economic instability caused by the consequences 

of the Covid-19 pandemic. The literature highlights the gap in the implementation of TQM 

caused by lack of education and experience in the field. The lack of communication about the 

possible problems that would occur during the implementation process, the lack of a member 

of the top management in the coordination team and the little experience of the operational 

team in the implementation process as the main factors what make TQM difficult to implement. 

In this way, business managers need to make coherent and proactive decisions, according to 

the resources, capabilities and essential competences of their organisations, in order to keep 

them competitive. In this sense, business strategies must be directed to the objectives 

established by decision makers to achieve satisfactory results. This new scenario requires 

organisations to make their methods, processes and technologies more flexible to keep up with 

changes, emphasizing the importance of quality management perspectives and undertaking 

competitive increments in the value chain to gain competitiveness. This justifies the relevance 

of this study on the concepts and models of quality management 

In this chapter many issues associated with TQM and related concepts were discussed.  

It can be confirmed that TQM is a comprehensive and structured approach that aims to improve 

the quality of products through ongoing refinements, and it can be applied to any type of 

organisations.  It is an integrated management philosophy that emphasises on many processes 

and activities to include continuous improvement, long range thinking, process redesign, 

competitive benchmarking, and team-based problem solving. Within all these processes and 

activities innovations can be implemented. 
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  Other related models were also discussed such as the European Foundation for Quality 

Management (EFQM) Excellence Model which has been used since 1990 by a large number 

of organisations.  Another model was the Six Sigma which is a quality management practice 

and a performance indicator.  Six Sigma can be considered as a business process that that allows 

for minimising of waste while increasing customer satisfaction.  A third model was the ISO 

9000 which has gained increasing attention.  A fourth model was Hoshin Kanri which is the 

Japanese for policy management.  This is a system designed to allow the organisation to make 

progress at all levels such that employeesô performance is aligned with organisational goals and 

planning of middle management. 

 As discussed above quality management should provide initiatives, practices and 

culture that can enable the organisation to respond effectively to contingencies, to do things 

right the first time every time, and to evaluate situations and act accordingly. Key factors in 

this regard were suggested.  Those included effective leadership, training and employee 

management. Effective leadership implies that organisations clearly communicate the mission, 

vision and core values, and deal with implementing dominant processes and providing support 

and knowledge to employees.   

Creativity and innovation were found to be extremely important to ensure the existence of 

quality management approach that leads to profitably satisfying customers. A few case studies 

were reviewed.  In all of these either TQM or a related programme were implemented. A study 

in a Philippine public sector organisation found that TQM/ISO9001 has been implemented 

continuously successfully over many years.  The study concluded that implementing the 

TQM/ISO 9001can be considered as a political process; no single person should be allowed to 

own the process but instead a broad support should be sought; a succession plan should be in 

place such that it will not be necessary to train new implementers; and to minimise conflicts by 

leveraging cultural values.  The success of implementing TQM/ISO9001 at the Philippines 

contrasts with the failure of implementing TQM at all the Middle Eastern organisations being 
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reviewed.  This is mainly due to a lack of leadership commitment; cultural and social issues; 

resistance to change; and political issues, i.e. public sector organisations at the Middle East 

may not require to improve performance. 

 A few innovations and their association with TQM were reviewed and discussed in this 

chapter.  These included Industry 4.0, RPA, AI, cyber security and innovation ecosystem.  All 

these innovations were found to help businesses to thrive.  However, business leaders must 

expand their thinking to implement systems and to adopt ideas that they have not considered 

before to achieve results that were not possible to achieve ten years ago.  The momentum of 

these innovations is based on the exponential advancement of digital technology. As the 

technology advances the physical world and the virtual world will merge, and with AI real-

time data and predictive maintenance will allow smarter business decisions to take place.   

 Within the fourth theme, i.e. resistance to change, recent developments were presented 

and discussed.  These were related to the organisation macro and micro levels and the 

interdependencies between them.  During organisational change, better understanding to these 

interdependencies can have positive effects on organisational performance. 

 There are several barriers that can impact on the successful implementation of TQM.  

Several key barriers were analysed within the last theme.  These barriers included lack of 

employee empowerment, training, teamwork, awareness, resources and the commitment of 

leadership.  It was found that every aspect of TQM process needs to be effectively managed 

and all barriers need to be identified and overcome in order to improve performance.    

For this research study a critical literature review in relation to TQM and related concepts, 

theories and models, was conducted.   From the initial reading exercise, it was found that there 

were hundreds of published articles since the early 1960s until this year.  Therefore, searches 

were carried out according to the association of TQM to particular phenomena, e.g. the 

implementation of TQM at developing countries.   Articles were analysed with emphasis on 



93 

 

research gaps that were identified.  Attempts were made to fill up those research gaps by the 

empirical work that was carried out.   

Several TQM factors will be subjected to testing during the mixed research methods that will 

be utilised to collect and analyse data as will be shown in the next three chapters. 
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Chapter Three 

Research Methodology 

3.1 Introduction 

 The aim of this chapter is to expose the research methodology that is used in the 

empirical approach, thus making known all aspects related to the way the empirical research in 

this dissertation was developed. It is intended to explain, in a first stage, what is meant by 

research methodology and, in a second stage, which determinants conditioned the 

methodological choices, covering the following issues: research objectives, content and context 

of the research project and constraints inherent to this same investigation. Subsequently, it aims 

to discuss the strategy and the research design itself used in the choice of the unit of analysis, 

in the selection of the sample and in the collection and analysis of empirical research data. 

The intention of this work is to test the competitive effectiveness of Total Quality 

Management (TQM) at UAE organisations, initiatives, and competitive advantage results. 

Total quality management strategic, information and operational approaches are considered the 

independent variables of the study while the competitive advantage dimensions: product 

innovation, process innovation, operation results and financial results are considered the 

dependent variables. The work performed is considered satisfactory and capable of achieving 

the research objective. 

According to Martin, Bella, and Hanington, (2012, P.78) ñthere is no science without 

the use of scientific methodsò, so for research to have scientific value it is necessary that a 

method is used. The reliability of the results of scientific research is obtained by observing 

some procedures. (Saunders, Lewis & Thornhill, 2009). These procedures will be outlined 

using the Onion Logic proposed by Saunders, Lewis and Thornhill (2009) and presented from 

the outside in, as shown in Figure 3.1. 
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 Figure 3.1- Source: (Saundersô; Lewis; Thornhill, 2009,) 

 

Research philosophy contains propositions about how the researcher observes and 

interprets the world. (Saunders, Lewis & Thornhill, 2009). These propositions support the 

research strategy followed and the methods chosen as part of this strategy. (Saunders, Lewis & 

Thornhill, 2009). For this research, positivism was the adopted philosophy. Positivist research 

works with observable reality, aiming at a generalizable final result. (Saunders, Lewis & 

Thornhill, 2009). Research using the positivist philosophy considers that only phenomena that 

can be observed lead to the generation of reliable data. (Saunders, Lewis & Thornhill, 2009). 

Therefore, this work observed how total quality management have their effects on   UAE 

organisations, initiatives and their impact on the effectiveness of total quality approaches 

3.2 Research Philosophy      

Research, according to Wilson (2010: p.21) is an eight-step process that allows the 

researcher to work systematically.  The eight steps are: ñEstablish an Intentionò; ñChoosing a 

Research Topicò; ñConduct a Literature Reviewò; ñDesign the Research Workò; ñAddress 

Ethical Issuesò; ñCollect Dataò; ñAnalyse Dataò; and ñWrite up.ò The process as identified by 

Wilson (2010) provides a useful framework that will be followed in this research work that 
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started with establishing an intention to conduct specific research and it will end with writing 

the thesis. 

 The research philosophy is related to the opinions acquired by the researcher in 

connection with how the knowledge is developed and how the outside world is understood 

(Wilson, 2010).  What researchers normally do is to have the desire for knowledge development 

in a specified field (Saunders et al., 2015).   At least three reasons can be identified to show 

how useful it is to appreciate the research philosophy. Firstly, understanding the research 

philosophy can facilitate the refinement of the research design, in which the evidence types 

needed are specified and how this evidence is obtained and interpreted.    Secondly, with this 

understanding the researcher can identify the research design that is expected to work well to 

meet their objectives.  Thirdly, with this understanding the researcher can develop their 

research design taking any constraint into consideration.   As explained above understanding 

the research philosophy leads to clearer research design that can provide clear answers to the 

research questions. Accordingly, the researcher can select the appropriate research methods to 

gather, interpret and analyse data in order for their research objectives to be met. If the research 

study is subjected to constraints or any aspect of the research design is beyond the researcherôs 

experience, it is essential to identify and define any problem as soon as possible in order that a 

solution may be found (Easterby-Smith et al, 2010). 

 A few different philosophies exist that can be utilised in any research work as illustrated 

in Table 3.1 in association with the most appropriate methods of data collection. 

Table 3.1:  Research philosophies (processed from Saunders et al, 2015) 

 Pragmatism Interpretivism Positivism Realism 

Data 

collectio

n 

method 

Qualitative or 

quantitative, 

mixed or 

multiple designs 

Qualitative, 

small samples, 

in-depth 

investigations, 

Mainly 

quantitative, but 

can use qualitative 

data, highly 

structured, 

large samples 

Qualitative or 

quantitative, 

methods selected 

must fit the subject 

matter 
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3.2.1 Positivism 

 According to positivists, reality is stable.  Therefore, it can be seen and interpreted 

objectively without the need to interfere with the phenomena under investigation. They believe 

that phenomena to be studied need to be isolated and observations to be carried out must be 

repeatable.  Predictions from phenomena to be studied can be obtained depending on the 

previously observed and interpreted realities as well as any possible inter-relationships between 

them.  "Positivism has a long and rich historical tradition. ñIt is so embedded in our society that 

knowledge claims not grounded in positivist thought are simply dismissed as a scientific and 

therefore invalid" (Hirschheim et al, 1985, p.33). This view is supported by research in natural 

and physical sciences (Wilson, 2010). 

Grounded theory is a strategy to conceptualise the structures and patterns of research 

through constant comparison (Kaufmann and Whu 2011).   To start the process of data 

collection and analysis an inductive approach is used in order to produce substantive codes 

from the data.  The developing theory will guide the researcher as where to go next for data 

collection and which focused questions to ask.  Therefore, the researcher will not know what 

is investigated until a significant amount of data have been analysed.  In the area of Information 

Systems, Grounded Theory has been used to study technological changes and behaviours 

associated with the adoption of new technologies in emerging research domains (Wiesche et 

al., 2017). 

The objective of this study is to present for discussion the Grounded Theory as an 

alternative for the development of interpretive studies with an inductive approach in the area 

of Total Quality Management, specifically in Information Systems. According to Kaufmann 

and Whu (2011), grounded theory can be defined as ña general analysis methodology linked to 

data collection that uses a systematically applied set of methods to generate inductive theory 

about a substantive area (p.36)ò 
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Grounded theory methods are based on systematic, yet flexible, guidelines for 

collecting and analysing data with a view to building ñgroundedò theories on these data. The 

data form the basis of the theory, and the analysis of these data originates the concepts that are 

built (Charmaz, 2009, p.76). According to Sbarani (2011), studies based on grounded theory 

start with open questions and are focused on social processes or actions: the objective is to 

clarify ñwhat happensò and ñhow people interactò. The first step then is to collect data through 

observations, interactions and materials that are gathered about the topic or about the 

environment. The subsequent steps, starting from the first data, consist of separating, 

classifying, and synthesising this data through qualitative coding. Encoding means associating 

markers with data segments that represent what each segment is about. By establishing and 

coding numerous comparisons, an analytical understanding of the data begins to take shape. To 

this end, it is aimed to develop by induction a theory that is ógroundedô in the data (Glaser, 

2002).  Although the grounded theory continues to evolve, the original definition provided by 

Glaser and Strauss (1967) remains the same which is the process in which the analyst collects, 

codes, and analyses their data deciding what data and where to locate them, in order to develop 

their emerging theory.  Other experts in this field such as Morse et al (2009) and Charmaz 

(2014) had similar definitions. 

  If the researcher follows the same procedures, principles, and ethos as those of the 

natural or physical scientists, the philosophy that are adopting is most likely to be positivist 

(Bryman and Bell, 2015).  Positivists are known to be objective in their views and detached 

from those who are involved in their research. Therefore, depending on the positivist 

philosophy, the researcher is independent of their research with a minimal interaction between 

the researcher and their participants. When the researcher is completely detached, they will be 

truly objective, with their biases having very little influence on the research work. This defines 

the scientific nature of their research, whilst their empirical research is based on strict 

guidelines that are always followed by experienced and well-trained scientists (Wilson, 2010). 
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3.2.2 Interpretivism      

 Interpretivists believe that only by intervention in reality using subjective interpretation 

that reality may be fully appreciated. The investigation of phenomena acknowledging that 

scientists have no option but to have effects on the phenomena they investigate.  Interpretivists 

do not object that there can be more than one interpretation of reality, but they realise that the 

interpretations themselves are key parts of the scientific knowledge they pursue (Bryman, 

2015) 

 Criticism of positivism can be based on some researchersô desire to allow interaction 

and/or participation by the researcher.  Therefore, they may adopt interpretivism as a 

philosophy in their research that requires the researcher to interact and/or participate in the 

social world they investigate (Wilson, 2010). Interpretivists do not normally generalise as they 

consider one issue in-depth.  However, they may analyse social actors in their cultural setting.  

As a result, they can get involved in observations subjective in nature and qualitative instead 

of quantitative.   Understanding the participantsô social world remains as a key factor in their 

research, thus interpretivists want to be subjective and interdependent. Interpretivists follow an 

inductive approach, as they usually move away from observation to theory.  They see the world 

as open to interpretation and complex.  As a result, reliability (repeatability and accuracy) and 

measurement will always be a problem.  However, they do not intend to generalise, but to 

produce insights into a particular context (Bryman, 2015). 

 Positivism and interpretivism are the most frequently implemented philosophies in 

research studies. As mentioned above they are different regarding what constitutes knowledge.  

However, whichever philosophy is adopted, the researcher aims to provide convincing 

arguments that can confirm their results to be valid.  If the two philosophies can be considered 

as related the researcher can have the benefit of promoting mixed methodologies such that it is 
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possible to facilitate the validation of findings (Wilson, 2010) as will be shown in chapters four 

and five. 

3.2.3 Pragmatism      

 As a research paradigm, pragmatism has its roots in the specific philosophy of 

pragmatism (Maxcy, 2010).  Therefore, the plurality of methods may be adopted.  This means 

that the researcher should utilise the methodological and/or the philosophical approaches that 

are compatible with the phenomenon they are investigating.  As a result, pragmatism is often 

associated with mixed methods of research (Morgan, 2014), with the focus being placed on the 

research question instead of the method that has been adopted (Kaushik and Walsh, 2019). 

 According to pragmatism philosophy, concepts are only relevant if they support action. 

Pragmatists believe that no single opinion can ever provide the entire picture, thus multiple 

realities may exist (Saunders et al., 2015).  Although a researcher may think that positivism 

and interpretivism are mutually exclusive paradigms regarding the sources and nature of 

knowledge, as most research studies fall within one or the other, there are occasions when 

assumptions over time must be shifted from one position to another on the continuum between 

positivism and interpretivism.  This is the approach that is normally adapted by the pragmatist 

researcher (Collis and Hussey, 2014).   

 To the pragmatic researcher, as mentioned above, the research question is the key factor 

that determines the research philosophy. Therefore, positivist and interpretivism paradigms can 

be combined by pragmatists based on the nature of the research question.  However, they may 

not combine approaches, i.e. what is important to them is how the research can be advanced in 

the best possible way.  As shown in Table 3.2, in contrast to positivism and interpretivism 

philosophies, pragmatism may or may not combine more approaches and strategies within the 

same research study. 

Table 3.2: Research approach, ontology and axiology (adapted from Wilson, 2010) 

 

Research approach 
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Ontology 

Axiology 

Research strategy 

Positivism 

Deductive 

Objective 

Value-free 

Quantitative 

Interpretivism 

Inductive 

Subjective 

Biased 

Qualitative 

Pragmatism 

Deductive/Inductive 

Objective or subjective 

Value-free/biased 

Qualitative and/or quantitative 

 

3.2.4 Realism      

 According to realism philosophy, the scientific approach should be utilised to develop 

knowledge and reality should be independent of human minds (Saunders et al., 2015).  There 

are two categories of realism.  The first is direct realism, according to which the world is 

conceptualised by human senses.  The second is critical realism which sees the real-world 

subjecting human beings to images and sensations that can be deceptive, thus the real world 

may not be portrayed correctly or accurately (Novikov and Novikov, 2013).  There are many 

optical illusions to illustrate this point.  One of these illusions is shown in Figure 3.1.   The 

circles in the middle have the same diameters although the circle within the left-hand side set 

of circles looks bigger.   Direct realists argue that the circle within the left-hand side set of 

circles is bigger as this is what one sees, whilst a critical realist would argue that the senses of 

a human beings and possibly other forces can create obstructions between the researcher and 
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the researched reality. This means that the two circles in the middle have the same diameter 

according to the critical realists.  It can be argued (Novikov Novikov, 2013) that critical realists 

are in a better position, in comparison with the direct realists, when investigating a phenomenon 

as they can see the fuller picture. 

 Figure 3.1:  Two sets of circles with the middle circles having exactly the same diameter 

(uk.images.search.yahoo.com, 2018) 

 

 

 

 

3.3- Research Design 

For scientific research to be reliable, it must be carried out with scientific rigor. To 

meet this objective, this section contains the research outline, exposing the scientific method, 

the research method, addressing its characteristics, as well as the work method, with the steps 

and procedures for data collection and analysis. 

The scientific method used in the research is characterized as an inductive method. 

Induction is a mental process, which based on sufficiently verified data, infers a general or 

universal truth, not contained in the analysed parts. (Marconi & Lakatos, 2010). According to 

Dresch, Lacerda and Antunes J¼nior (2015, p. 18), the inductive method ñis based on premises 

and on the inference of an idea based on previously observed or observed dataò. However, 
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consequently, this research adopts the mixed method research design which uses the qualitative 

and quantitative research techniques including data collection, data analysis and inferences.   

 

3.4 Justification for the Paradigm and Methodology 

Epistemology deals with the concept of acceptable knowledge, but ontology deals with 

the nature of reality. Ontology asks how one perceives the world.  In this regard the researcher 

needs to ask whether the world is external to actors or the perceptions as well as actions of 

actors creating phenomena. If the researcher believes in the latter, they will be subjective and 

their research will be based on interpretivism, which means that the researcher needs to 

appreciate the subjective views and attitudes of respondents that allow them to behave in a 

particular manner (Wilson, 2010).  For instance, if the researcher wants to investigate the 

perception of managers regarding the effectiveness of TQM activities, which is one of the 

questions in this research work, they most likely will record different feedback that depends on 

each employeeôs perception and experience.  Therefore, the effectiveness of TQM is viewed 

based on the analysis of the subjective experience of managers. On the contrary, the researcher 

may believe in the worldôs external view which is related to objectivism.  Thus, objectivism 

implies that phenomena depend on external realities beyond the individualôs control. Citing the 

same example, objectivism will view the effectiveness of TQM as an external and a tangible 

object. 

 It may seem logical to select positivism for this study as the researcher would like the 

research questions of this study to be considered objectively rather than subjectively.  This 

implies that any judgment made will be independent and value free, but, when the researcher 

investigated the managersô perception of the effectiveness of TQM at their organisations, it was 

to be realised that those perceptions depended on each managerôs experience.  This means that 

the effectiveness of TQM will be evaluated based on the managersô subjective experience.   

However, objectivism means that such a phenomenon is beyond the managersô control and 
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based on external realities, i.e. according to objectivism, the effectiveness of TQM can be 

viewed as external tangible object (Wilson, 2010).   

 In this study the researcher was able to differentiate between judgments that depend on 

values and those that depend on facts.  This was related to the role the researcherôs perceptions 

play as the research study was performed.  It is the desire and the commitment of this researcher 

for all judgments made to be independent, value free, and based on looking in from the outside.  

However, on occasions, the values can be explicit.  In this regard the researcher utilised 

judgmental sampling to select participants such that values can be added to the research as 

occurred when the researcher developed the content of the research. 

 From the above argument it can be concluded that pragmatism should be selected as it 

meets all the criteria required by positivism with the added advantage of being a mixed method 

and there were qualitative data as well quantitative data utilised in this research. 

 Philosophic realism can be defined as ñthe view that entities exist independently of 

being perceived, or independently of our theories about themò (Phillips, 1987, p.205), while 

ñscientific realism is the view that theories refer to real features of the world. óRealityô here 

refers to whatever it is in the universe (i.e. forces, structures, and so on) that causes the 

phenomena perceived with our sensesò (Schwandt, 2015, p.133).  These views were discarded 

during most parts of the past century by positivists, constructivists and ant positivists, yet 

during the past three decades they began to provide serious propositions in social sciences.  

However, disagreements remain among scholars which led to different versions of realism such 

as ñcriticalò realism (Bhaskar et al, 2017), ñagentialò realism (Barad, 2007), ñexperientialò 

realism (Lakoff, 1987), ñsubtleò realism (Hammersley, 1992), ñconstructiveò or ñperspectivalò 

realism (Giere, 1999), ñemergentò realism (Mark et al, 2000), ñinnocentò realism (Haack, 

2007), and ñnaturalò realism (Putnam, 1999). Furthermore, it is the element ñcriticalò that leads 

to confusion.  For instance, Bhaskar and Campbell are both critical realists, but Bhaskarôs 

criticism is based on the analystôs privileged understanding of the oppressive aspects of the 
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social condition and those responsible for it, while Campbell sees ñcriticism as something 

scientists apply to each otherò (Maxwell, 2012, p.14).   For all the above reasons, the researcher 

decided to avoid the realism philosophy. 

 

3.5 Research Approaches 

 These are procedures associated with data collection, analysis and interpretation in 

which decisions are made depending on the appropriate research design and philosophical 

assumptions (Creswell, 2013). The choice of the approach is normally based on the nature of 

the problem, in this case, the effectiveness of TQM.  While the researcher of this study 

recognises other expertise in the field of TQM, Deming, Juran and Crosby, as noted in chapter 

two, can provide the appropriate framework for his study in the sense that concepts of TQM as 

stated by these experts can be either directly or indirectly measured as they can generate 

quantitatively measurable parameters.  For instance, consumer satisfaction can be related to 

waiting time to be served at hospitals, emergency services or banks. The time can be measured 

and its association with consumer satisfaction can be modelled such that measurable outcomes 

can be generated.  This issue will be discussed further in chapter four. 

 This researcher will depend on concepts developed by Deming, Juran and Crosby that 

were discussed in chapter two (literature review).  The observations depended on the analysis 

and interpretation of the data collected utilising the mixed method research approach.  As will 

be explained in chapters four, five and six, the findings can be applied to the whole population, 

and the results are reliable as they were based on research methods that are well structured as 

follows: 

One may categorise research approaches differently, but here they are categorised as deductive 

and inductive. 
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3.5.1. Deductive Approach 

 The most important feature of research conducted with a deductive approach is that the 

theory is formed at the beginning of the research. Research develops in line with this theory. 

Experimental strategy is used to determine the relationships between variables by creating 

hypotheses. In the light of the data obtained, it is decided to accept or reject the hypotheses. 

When the research process is accepted as a diagram, the starting point of the diagram created 

with a deductive approach is theory (Wilson, 2010). Hypotheses are statements that are 

developed based on a certain theoretical basis and that enable the testing of certain relationships 

that are claimed to exist between variables. These hypotheses should include variables that can 

be measured in quantitative terms. If the hypothesis tested with the help of the collected data 

is accepted, the theory is confirmed by a valid explanation and experimental proof. These truths 

can be used as a rule to make predictions for the future (Wilson, 2010). 

In this approach well-known theories or concepts are utilised.  For examples, the 

concepts of ózero defects performance standardô and óquality is freeô as explained by Crosby 

(1984), can be utilised as a measure for the effectiveness of TQM.   This implies that the concept 

is applied rather than being developed.   This can also mean that the researcher uses a set of 

hypotheses to test a certain concept or theory by designing the appropriate strategy (Wilson, 

2010). For instance, the hypotheses that the application of TQM can lead to customer 

satisfaction and high performance can be tested at an organisation that implements TQM by 

feedback records and accounts of that organisation. 

3.5.2 Inductive Approach 

 Induction is defined by Hyde (2000) as a theory-building exercise in which 

observations are used to generalise aspects of the investigated phenomenon. This implies that 

the observations have to be made first in order that they may contribute to a theory.  In the 

inductive approach, data is collected, analysed and interpreted such that a theory can be 

developed (Bryman, 2015). There is no predetermined theory or hypothesis in the inductive 
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approach. Based on the descriptive and detailed data he has collected, the researcher strives to 

reveal the main themes related to the problem he has examined, to make the data he collects 

meaningful, that is, to form a theory based on these data. Compared to the Deductive approach, 

the inductive approach is based on testing the hypotheses formed at the beginning of the 

research, replacing it with hypothesis formation; measuring, explaining; generalisability has 

left its place to the purpose of understanding. Theory generation is the final stage and product 

of research. The inductive approach is compatible with the phenomenological approach, which 

argues that the meaning of the social structure of the world is realized by individuals. Research 

with an inductive approach uses qualitative data (Hyde, 2000). 

 The dichotomy between the two approaches can be challenged as they can overlap 

(Wilson, 2010).  Indeed, they overlapped in this study as the qualitative data that were 

generated by the interview schedules were combined with the quantitative data that were 

obtained from the questionnaire survey to provide analyses, interpretations and conclusions.  

The two approaches were required to fill some gaps in the research.  Table 3.3 provides a 

summary to highlight the distinction between the two approaches. 

 

Table 3.3:  Research approaches (adaped from Saunders et al., 2015) 

 

Deduction 

Induction 

Logic 

Inference:  when the premises are true, the conclusion must also be true 

Inference: known premises are used 

to generate untested conclusions 

Generalisability 

From the general to the specific 

From the specific to the general 

 

Use of data 

http://research-methodology.net/research-methodology/research-approach/deductive-approach-2/
http://research-methodology.net/research-methodology/research-approach/inductive-approach-2/
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To evaluate propositions or hypotheses related to an existing theory 

To explore a phenomenon, identify themes and patterns and create a conceptual framework 

Theory 

Theory falsification or verification 

Theory generation and building 

 

3.6   Development of Grounded Theory 

 The most frequently used general strategies for the analysis of qualitative data are 

analytic induction and grounded theory.  Quantitative data analysis is normally achieved after 

data is collected, while qualitative data analysis, using grounded theory or analytic induction, 

is achieved iteratively with a continuous interplay between data collection and data analysis 

(Silverman, 2019).   

  According to Katz (2001) analytic induction is a strategy to collect, analyse and present 

findings of qualitative data.  This strategy, which is exclusively qualitative, seeks to universally 

explain a certain phenomenon by sustaining the process of data collection until no deviant cases 

remain. This implies that analytic induction can constitute an extremely rigorous method of 

data analysis as encountering a single inconsistent case will demand further examination of the 

cases under investigation or the reformulation of the original hypothesis proposed at the start 

of the data collection and analysis processes (Hammersley and Cooper, 2012).   Yet, there are 

two weaknesses that are likely to occur when analytic induction is implemented.  Firstly, the 

explanation obtained from the analytic induction may provide the conditions sufficient for the 

phenomenon to occur but rarely provides the necessary conditions for the phenomenon not to 

occur.  Secondly, in contrast to grounded theory, analytic induction generates tautological 

explanations, i.e. its user does not know how many more cases are required to confirm validity 

(Katz, 2001; Bryman, 2015).  Therefore, it was decided to adopt grounded theory, in favour of 

analytic induction, in this study. 
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3.7 Pilot Study 

 The piloting process is normally performed on a smaller number of participants than 

the number of participants in the real sample regardless of the method of data collection, but 

the characteristics of participants in both the piloting and the real samples should be as similar 

as practically possible.  There are certain steps (shown in Table 3.4) that should be followed in 

order for the piloting process to be effective and successful (Peat et al, 2002). 

 As mentioned above five to ten respondents can be enough to test a small sample for a 

questionnaire, an interview schedule or a focus group.  Obviously for a large and / or complex 

sample, the researcher needs to involve more participants.  This means that there is a positive 

relationship between the number of participants in the piloting process and the size of the 

sample or its level of complexity, although not linearly. As noted above in the case of the current 

study, the piloting process can be repeated several times and after each time the method is 

modified depending on the findings until the researcher feels that the product is good enough 

to meet their purpose (Peat et al. 2002). 

Table 3.4: The major steps of the piloting process (adapted from Peat et al, 2002) 

¶ The method has to be performed in both the piloting process and the real study 

as similarly as possible, e.g. if the participants of a focus group in the main study 

are to gather at a hotel room, the participants in the piloting process have to 

gather at a hotel room. 

¶ The participants in the piloting process have to provide feedback regarding the 

process and any issue related to content, e.g. were there any biased, ambiguous, 

difficult, offensive, omitted or irrelevant questions or any question that needs to 

be added. 

¶ The time needed for the process to be completed has to be recorded.  If the 

process is performed more than once, it has to be determined whether the 

longest time taken is reasonable.  Otherwise, the time dedicated for the process 

has to be adjusted. 

¶ The appropriate action needs to be taken regarding any biased, ambiguous, 
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difficult, offensive, omitted, or irrelevant questions or any question that needs 

to be added.   

¶ There is a need to establish whether any issue discussed, or any question asked 

can be interpreted differently from what was intended.   

¶ If required, the piloting process can be repeated by considering the above issues 

again until the method (e.g. the questionnaire) is as perfect as possible. 

 

When data needed to be collected quantitatively or qualitatively, it is always advisable 

to conduct an initial trial in which a few individuals are asked to participate and give feedback. 

This input to the research methods and instruments informs the appropriate nature and detail 

of data collection.  It is also advisable to have more than one trial run, if possible, to receive 

multiple feedbacks and the procedure can be improved accordingly before it is applied to the 

whole sample (Collis and Hussey, 2014).   However, some researchers think that piloting is a 

waste of resources.  Yet, it is often the case that the benefits outweigh the costs. All the data 

collection processes in this study were subjected to piloting as explained in chapters three, four 

and five.  The piloting participants were from the same group of the real sample, and they 

participated in the process under the same conditions as the real study.  It was surprising to 

realise the scale of the amendments required based on piloting in this study. The results from 

the piloting process were not used for analysis to avoid contamination. 

Pilot study can be considered as a feasibility study, that normally performed on a small sample 

(Polit and Beck, 2013), or the trial of equipment to be used in the research study (Baker et al, 

2014), in preparation for the actual research study.   The main purpose of the pilot study is to 

determine whether the actual study will meet the research objectives.  Another purpose is to 

confirm whether the research protocols are strictly followed.  A third purpose is to convince a 

sponsor of the study that the study is worth conducting (van Teijlingen and Hundley, 2001).    

 However, as noted earlier in contrast to some researchersô belief that piloting can waste 

resources, it is almost always the case that the advantages can justify the cost incurred. It was 
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surprising to realise the scale of the amendments needed after piloting even on a small number 

of individuals (Polit and Beck, 2013). 

 If the sample is small, say about 60 respondents, 5 to 10 respondents should be enough 

to participate in piloting.  If possible, the piloting participants need to be chosen from the same 

group under investigation (the target group).  Otherwise, it is possible to be chosen from as 

similar as possible a group (Polit and Beck, 2013). In this research study 2 participants were 

selected from the target group for the face-to-face interviews and 30 participants for the 

questionnaire survey from the target group, as the number in the survey target group was 493.  

More details can be found in chapter five. 

 Depending on the issues to be studied, the questions should cover as wide as possible a 

range of attributes of respondents in terms of gender, age, type of job, qualifications, etc.   While 

6 piloting respondents may not be a large number, the benefits obtained were beyond 

anticipation in terms of the missed issues, errors, and other problems identified for the questions 

to be improved.  After amending the questionnaire or the interview schedule based on the 

feedback received from the piloting respondents, the process of piloting can be repeated as 

many times as practically possible, especially if the sample is large, until the questionnaire or 

the interview schedule looks perfect (Polit and Beck, 2013).  It is known that the 2001 UK 

census was piloted many times on 100,000 households in 1997 to modify and improve on the 

questions that were asked in 1991 census, and on the techniques and approaches of data 

collection and processing (van Teijlingen and Hundley, 2001). 

 The questionnaire has to be completed by the piloting respondents in exactly the same 

manner as it is completed by the respondents to the large-scale study.  If the questionnaire is 

paper-based the piloting respondents have to complete a paper-based one.  If it is digital the 

piloting respondents must complete a digital one.  In both situations, the questionnaire has to 

be completed in the same manner and under the same conditions, e.g. whether it is time 

constraint, or completed in stages or all at once.  The respondents should be encouraged to 
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express their feeling to the investigator regarding the process especially if they experience any 

frustration or discomfort.  It is recommended that the investigator records their observations 

and act to modify and improve the questionnaire or the interview guide as required as soon as 

practically possible.  This researcher has written memos for his observations and immediately 

implemented all the modifications required.  Taking all the above issues into consideration the 

improved questionnaire and the interview guide should be better in terms of the time required 

to complete, layout, content, structure, avoiding objectionable or biased questions, or any other 

related matters.  This process of piloting was repeated several times until the researcher was 

satisfied with the final versions (Bryman, 2015). However, consequently, by focusing closely 

to the questions, some questions were reworded (1-3), some were replaced by more relevant 

questions and (4-5) and one question (6) was removed because it was irrelevant, another more 

focused question was added. 

The piloting process can be applied to quantitative and/or qualitative data as it was the 

case in this study.  It is possible for the researcher to use qualitative data through the piloting 

process but ends up using a quantitative data to study a previously unexplored issue (Tashakkori 

and Teddlie, 2010).   As an example, Hundley et al (2000) adopted a focus group interviews 

during piloting to determine key issues related to the attitude of midwives and nurses towards 

research work. Their questionnaire for the same purpose was developed from those focus group 

interviews.    

 Another benefit to the piloting process is their abilities to identify any potential practical 

difficulty that may be encountered during the process of data collection, e.g. poor recording 

techniques and low rate of response, such that solutions can be sought prior to starting the 

actual process of data collection (van Teijlingen and Hundley, 2001). 

 As discussed above the piloting process has many advantages for almost any research 

work.  Yet, the process has its own limitations.  If it is assumed that the piloting process is 

successful as measured by all known criteria explained above, this does not mean that actual 
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study will be as successful.  For instance, the piloting process can provide a figure representing 

the most likely response rate.  However, that figure does not have statistical bases to allow the 

actual response rate to be inferred.  Many problems may not occur during the piloting process, 

but they become apparent during the actual study.  Furthermore, predictions inferred from the 

piloting process or assumption based on its outcomes can be inaccurate, as the researcher may 

lack experience, or some incidents may occur due to chance statistically. 

 Having discussed the advantages and limitations of the piloting process, the objectives 

regarding this matter for this research work are; to generate lists of questions for both the 

questionnaire survey and the interview guide that are error free with the appropriate content, 

structure and layout that the participants feel at ease to complete; to generate questions that are 

understandable, clear, inoffensive and unbiased; and to produce a questionnaire and an 

interview guide that the majority of respondents will be pleased to participate fully, in order to 

guarantee a high response rate. Therefore, the data collected will facilitate the process of 

satisfying the objectives of this research study. 

3.9 Methods 

 In the mixed methods research approach quantitative and qualitative data are collected 

and analysed within the same research work (Bowers et al, 2013; Creswell and Plano Clark, 

2011). Although there is a paradigm argument opposing the use of this approach, the technical 

arguments in its favour have proved to be overwhelming which has led to the exponential 

growth in its use globally and in many disciplines. The arguments cited in the literature (e.g. 

Halcomb and Hickman, 2015) to support the use of the mixed methods research approach 

include research strategy, research approach, research design, research population, sampling, 

data collection and analysis and ethical consideration.  All these are discussed in details as 

applied to this study in chapter four. The approach relies on the potential strengths of both 

methods, such as the opportunity to uncover various relationships, to explore different 
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perspectives, and to answer complex research questions, a single method may not be able to 

achieve (Shorten and Smith, 2017). 

 There are four types of mixed methods research; explanatory sequential; exploratory 

sequential; parallel; and nested (Halcomb and Hickman, 2015).   Explanatory sequential was 

selected for this study as the researcher wanted to explain the findings of the questionnaire 

survey by collecting and analysing qualitative data and to form his grounded theory. 

3.9.1  Participants 

 The respondents for the pilot studies were selected at random and were stratified 

depending on gender and position in their organisations.   To eliminate the chance of 

contamination, they were not considered for the real study (Peat et al, 2002).  The respondents 

in each pilot study were divided into three groups.  The piloting process was performed as 

explained in Table 3.4.  All the comments and behaviours of the participants at each stage were 

recorded.  Participants were asked to give feedback by answering the questions shown in 

Appendices 1 and 2. Consequently, by conducting the pilot study, the researcher acquired the 

proper analysis of the procedures and results. The pilot study as a process enabled the 

researcher to identify the weaknesses in the methodological techniques and assumes potential 

amendments to the process. According to Malmqvist, et al, (2019) a well- organized pilot study 

enables the researcher to increase the quality of the research because the pilot study can inform 

about the following parts of the research process. 

By processing the pilot study new changes have been implemented in order to improve the 

quality of data and to avoid the chance of contamination. Consequently, by this stage, the 

quality of questions has been improved as some questions were modified to serve the objectives 

of the study and to answer the research questions. By a close focus on the questions which were 

found irrelevant were removed and replaced by more relevant questions. Some questions were 

modified and reworded for better understanding by the participants and some questions were 

added.  
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3.10 Research Design, Strategy and Procedures 

 The research design can be considered as a framework that helps the researcher to 

collect and analyse data.  A few research designs exist for the researcher to select the most 

appropriate that can serve their purpose.  Research design can include longitudinal; cross-

sectional; experimental; comparative; case study; archival analysis; and action research 

(Bryman, 2015).  For this study, although practices and attributes may change with time, the 

cross-sectional design was found to be the most appropriate, due to time constraint. 

 Saunders et al (2015) suggested research strategies such as experiments, surveys, and 

case studies.  The most appropriate strategy can depend on a few factors to include the 

opportunities available to collect data; aims and objectives of the research; the research 

questions; and resources (e.g. time). 

 The results from the face-to-face semi-structured interviews, telephone interviews and 

questionnaire survey will be analysed and evaluated as shown in chapters four, five and six. 

 With regards to the research procedures, relevant information was extracted from peer 

published articles, books and internet websites as presented in chapters one and two.  

3.9.1 Quantitative Research: Questionnaire 

A questionnaire survey was designed, piloted three times, and modified accordingly.  

The final version of the questionnaire covered many aspects of TQM as applied to UAE 

organisations with all questions being related to the research aim and objectives and the 

research questions.  The final questionnaire was re-distributed in November 2022 in order to 

estimate and investigate the perceptions of companies regarding the utilization of QM 

certificates within their companies. This process is part of the re-viva process aiming at 

comparing the effect of using certificates and QM seals namely: six sigma, Emirates Quality 

Mark (EQM), EMAS/ISO9001 on the competitiveness (operation results, innovation results 

and financial results) of the companies under this study.    

https://writepass.com/journal/2013/04/sample-dissertation-methodology/
https://writepass.com/journal/2013/04/sample-dissertation-methodology/
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It is believed that quality is everybodyôs business in an organisation (Crosby, 1984), therefore 

training is a significant component of TQM.  As a result, there were many questions from which 

the impact of training could be evaluated.  There were questions about team building and 

employee engagement as both concepts are related to the effectiveness of TQM at an 

organisation (Besterfield, 2015).  There were some indirect questions to test whether there was 

an understanding of the TQM approach by employees of UAE organisations.  The answers to 

the survey questions have also provided the foundations to providing suitable 

recommendations. For example, binary data was used to match quality management attitudes 

to decisions of participants. The questionnaire enables statistical analysis  

A questionnaire is, by definition, the standardized instrument that is used to collect data 

during the field work of some quantitative investigations, fundamentally those that are carried 

out with survey methodologies. In a few words, it could be said that it is the tool that allows 

the social scientist to pose a set of questions to collect structured information about a sample 

of people, using the quantitative and aggregate treatment of the answers of a large sample of 

respondents to describe the population to which they belong and /or statistically contrast some 

relationships between measures of interest. Thus, if the questionnaire is the technique or 

instrument used, the survey methodology is the set of steps organized for its design and 

administration, and for the collection of the data obtained (Bethlehem, 2009).  

The questionnaire covered many aspects of TQM as applied to UAE organisations is 

shown in Appendix 3 together with a letter to explain its purposes and a promise of anonymity 

and confidentiality (Appendix 4).  All questions were related to the research aim and objectives 

and the research questions.   

 The research aim of this study focuses on the impact of TQM on competitive 

effectiveness of the UAE organisations.  For example, question 4 asked whether the 

organizations subject of this study have any recognition on QM using Emirates Quality Mark 

(EQM), ISO9001/ EMAS or Six sigma, this question was lately recommended in order to 
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investigate the effect of QM on the competitiveness (operation results, innovation results and 

financial results) of organizations.  Also, as competitiveness is considered first to business, 

training in this regard makes a significant component of TQM.   Lack of quality training is one 

of the key barriers to successfully implementing TQM. Therefore, there were many questions 

from which the impact of training can be evaluated.  For instance, question 7 asked ñHave your 

quality training needs ever been discussed with you?ò and question 8 asked, ñDo you believe 

that your quality training requirements have been satisfied at your present employment?ò The 

effectiveness of TQM can be associated with employee engagement.  Therefore question 11 

ñWell thought-out quality-related training activities can result in an increased employee 

engagement.ò asked the respondents to rate it on a Likert scale. Employee engagement can also 

be measured by whether employees feel valued by their employer, thus they can recommend 

their employer to their friend and family.  For this purpose, there was question 18, ñDo you 

consider your organisation to be a good enough employer such that you would recommend 

friends or family members to work for?ò As a philosophy, TQM goes beyond the economic 

concerns of an organisation.  It gives high priority to pride in workmanship, which means that 

team building is an essential factor in this regard (Besterfield, 2015) as discussed in section 

2.7.  Therefore, respondents were asked to rate the statement of question 14 ñTeam building is 

a key element of quality managementò on a Likert scale. 

 There were a few indirect questions to establish whether there is an understanding of 

the TQM approach by employees such as question 9 which asked, ñHave the contents of the 

last training session been offered to you based on the consultation with you?ò  The researcher 

believed that having a mentor could impact on performance (Parsloe, Leedham, 2016).  For 

this purpose, he included question 16, ñHave you ever had a mentor while being employed at 

this organisation?ò   

 The answers to the above questions have also provided the foundations to meet the 

objective related to providing suitable recommendations.  
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3.9.2 Qualitative Research: Semi-Structured Interviews 

Collecting data by interviews is appropriate when detailed opinions, perceptions, and 

attitudes are targeted (Bryman, 2015).   The interviews for this study were conducted face to 

face and by the telephone.  It was possible to obtain deeper insight into the research objectives 

by allowing the researcher to probe for quality responses, because of which the researcher was 

able to build, validate and answer research hypotheses. Interviewing was utilised as it has many 

advantages to include the existence of verbal and nonverbal communication; the high accuracy 

that can be achieved by digital recording; the flexibility of questioning; and the possibility for 

an interview to be completed immediately (Wilson, 2010). 

 Seven face to face semi-structured interviews with personnel from various UAE 

organisations were carried out.  The process was piloted with six respondents and the interview 

questions were modified accordingly.  Details about the interview processes to include the 

telephone interviewing can be found in chapters three, four and five. 

Semi structured interview is a data collection method they present a higher degree of flexibility 

than the structured ones, because they start from planned questions, which can be adjusted to 

the interviewees (Reiter & Rosenfeld, 2007). Its advantage is the possibility of adapting to the 

subjects with enormous possibilities to motivate the interlocutor, clarify terms, identify 

ambiguities and reduce formalisms (Reiter & Rosenfeld, 2007). Seven (7) face to face semi-

structured interviews with personnel from various UAE organisations were carried out.  The 

process was piloted with six respondents and interview questions were modified accordingly.  

The interview questions and the piloting questions are shown in Appendices 5 and 2 

respectively.  As noted below, in section 3.7, there are three general techniques for data 

collection using interviews; face to face; by telephone; and by focus group (Bryman, 2015).  

Both face to face and telephone interviewing were utilised in this study.  However, there were 

practical difficulties with focus group interviews as it was difficult for a few respondents to 

https://writepass.com/journal/2013/04/sample-dissertation-methodology/
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gather in one place at a certain time when the researcher attempted to pilot the process.   More 

details about the interview processes for this study will be provided in chapter five. 

3.9.3 Qualitative Research: Telephone Interviews 

 Interviews by telephone as an alternative to face to face are utilised extensively to 

collect quantitative data, with relatively fewer studies utilised it to collect qualitative data 

(Bernard, 2017).  One of the main reasons for this attitude towards telephone interviewing is 

that visual cues do not exist which can lead to loss of nonverbal data and compromise on 

probing, rapport, and interpretation of some responses. However, telephones interviews are less 

expensive, easier to conduct and can allow respondents to provide sensitive information 

(Bryman, 2015).   There is no empirical evidence to suggest that telephone interviews generate 

lower quality data than face to face interviews (Irvine et al, 2013; Novick, 2008).   

 Telephone interviewing is very important for this research study as without utilising 

this approach to collect qualitative data, it would have been extremely difficult to develop the 

grounded theory. 

3.9.4  Content/Document Analysis 

Most theories, concepts and models that were presented in chapter two will be 

implemented in the analyses, discussion and interpretation of findings.  These should help to 

provide suitable, but specific, recommendations, which is an objective of this study.   

 

3.10 Data Collection  

 Data need to be gathered from all available sources to include primary and secondary 

sources. The process almost always starts just after the research topic is selected, the research 

questions are determined and the aims and objectives of the research are defined.  Primary data 

are those gathered specifically for the purpose of the chosen research topic (Bryman, 2015), 

e.g. the effectiveness of TQM implementation at UAE organisations.  Primary data can be 

https://writepass.com/journal/2013/04/sample-dissertation-methodology/
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obtained from interviews, surveys, observations, or experiments.  Both interviews and a survey 

were used in this research work as it was not practical to perform experiments or observation. 

 Interviews can be considered as the most versatile technique of primary research.  They 

are appropriate, as it was the case in this study, when detailed opinions, perceptions, and 

attitudes are targeted (Bryman, 2015).   The interviews were conducted by face to face and by 

the telephone.  Therefore, it was possible to obtain deeper insight to the research objectives by 

allowing the researcher to probe for quality responses, because of which the researcher was 

able to develop his grounded theory as will be explained in chapter four.  Interviewing was 

implemented in this study as it has many advantages such as the existence of verbal and 

nonverbal communication; the high accuracy that can be obtained by digital recording of 

responses; the flexibility of questioning; and the completion of interviewing processes being 

immediate (Wilson, 2010). 

3.11  Sampling Methods  

 To have the accurate sample size is a key for the success of any primary data collection 

process.  The sample has to be free of any bias.  The sampling methods can be categorised into 

representative (probability) sampling and judgmental (non-probability) sampling.  The 

representative sampling includes simple random, stratified random, cluster, systematic, and 

multi-stage, and the judgmental sampling includes convenience, quota, purposive, self-

selection, and snowball (Partington, 2002). 

 Collis and Hussey (2014) suggest that up to a limit the increase in sample size will 

significantly improve the reliability of findings (as illustrated in Table 3.5) such that appropriate 

generalisation to the population can be easily made.  Table 3.5 shows the inverse relationship 

between the sample size and the margin of errors at 95% confidence level.  This is logical as 

the more information available, the more accurate the results will be.  It also shows that beyond 

a certain point increasing the sample size will produce negligible increase in accuracy (Moore 

et al, 2017). 

https://writepass.com/journal/2013/04/sample-dissertation-methodology/
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Table 3.5:  Sample size and margin of errors at 95% confidence level and sample proportion 

of 0.5 (calculated by the researcher) 

Sample Size Margin of Error (%) 

100 9.8 

380 5.0 

600 4.0 

1040 3.0 

10000 1.0 

20000 0.7 

40000 0.5 

100000 0.3 

 

 Most research studies in social science consider 5% as a reasonable margin of error 

(Bryman, 2015). Also, a good sample size is usually 10% when this sample does not exceed 

1000, for example, in a population of 10,000, 10% would be 1000 (Murphy &Myors, 2004).  

This researcher decided to start with 600 participants for his survey to allow for any 

questionnaire that is not completed for whatever reason.  He ended with 493 participants who 

fully completed the questionnaire. More details about sampling and piloting in this research 

work will be shown in chapter five.  

3.12  Primary Data Collection 

 The success of the research depends on the researcher's ability to correctly choose the 

appropriate method for the topic of the research and, based on the chosen method, knowing 

how to choose the technique that is most in accordance with the chosen method, and the correct 

choice of method and technique is not enough, it is of fundamental importance that the 

researcher is aware of the fact that the choice of data collection instruments is essential to 

guarantee the full success of their work (Malmqvist, et al, 2019).  

The survey is a systematic search for information in which the researcher asks the respondents 

about the data they want to obtain, and then gathers this individual data to obtain aggregate 

data during the evaluation. With the survey it is about "obtaining, in a systematic and orderly 

https://writepass.com/journal/2013/04/sample-dissertation-methodology/
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manner, information on the variables that intervene in an investigation, and this on a certain 

population or sample. This information refers to what people are, do, think, think, feel, expect, 

desire, want or hate, approve or disapprove, or the reasons for their actions, opinions and 

attitudes" (Wilson, 2010). Unlike other interview techniques, the peculiarity of the survey is 

that it asks all the interviewees the same questions, in the same order, and in a similar social 

situation; so that the localized differences are attributable to the differences between the people 

interviewed. 

Surveys are extensively used by market researchers such as sociologists, psychologists 

and pedagogues, health professionals, statisticians, economists, etc. All this translates into 

research aimed at understanding consumer habits, the study of personality, educational skills, 

concern for public health, eating habits, measuring the economic situation, consumer 

expectations, the estimation of sales, knowledge of the demand for new products, etc. The use 

of this instrument by different disciplines generates a great variety of types of surveys, 

fundamentally defined by the different field of action, by the theme used by each discipline. 

However, the classification of the types of surveys does not end with the subject of the research, 

nor even with the discipline in which the survey is framed. Specialized publications on the 

subject usually distinguish surveys according to scientific purposes, based on their content 

(surveys referring to facts, opinions, and attitudes, motivations or feelings), the questionnaire 

administration procedure (personal, telephone and self-completed interview), and to the 

temporal dimension of the analysed phenomena: if they analyse one or several moments in time 

(cross-sectional and longitudinal surveys, respectively). The surveys that analyse several 

moments in time can be reclassified according to the referred time moment (present or past) 

and according to the research design (Malmqvist, et al, 2019). 

The process of collecting data using surveys provides the possibility of gauging 

representations of the views, attitudes, experiences and opinions of the participants and helps 

the researcher to make appropriate decisions (Wilson, 2010).   
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The process of collecting primary data using survey is justified by three reasons 

(Wilson, 2010).  Firstly, sometimes no data exist for the particular study.  This often happens 

with subjects that are only recently the research community become aware of them, e.g. the use 

of artificial intelligence to mitigate the impact of Covid 19.  Secondly, any available data may 

not be credible, e.g. data regarding the spread of Covid 19 in Western countries are available 

and credible to a large extent, but data regarding this spread in a part of Africa may be available 

but lack credibility.  Thus, it may be difficult to utilise the data if the researcher is investigating 

the spread of Covid 19 in that part of Africa.  Thirdly, there may be a need by institutions, 

sponsors, or governments that the research should depend on primary data, e.g. WHO would 

like to evaluate the health crises in Yemen, thus it seeks up-to-date data. 

 Regarding this study, limited data sources exist in relation to the subject of 

implementing TQM at UAE organisations.  The data collected by the questionnaire survey, the 

face to face semi-structured interviews and the telephone interviews should allow the 

researcher to satisfy all of the objectives of this study.  To collect data using these techniques 

remained a challenging, yet an interesting process as there should be contribution to knowledge 

of the subject being investigated, i.e. the implementation of TQM at UAE organisations.   

3.13 Analysis of Research Findings  

 Every component of the results has to be described, illustrated and evaluated by the 

systematic application of statistical techniques and/or logical reasoning.  Inductive inferences 

can be obtained from the results by using analytical procedures (Shamoo & Resnik, 2015).  The 

accurate analysis of results which is referred to as data integrity has to be maintained at all 

stages of analysis.  Otherwise, scientific results will be distorted, readers may be misled and 

the public trust in research will be adversely affected.  It should be ensured that data integrity 

is to be applied to every type of data analysis (Koporc, 2018). 

 When results are analysed, it is always preferable to extract relationships, trends and 

patterns.  Thus, there may be a need to apply mathematical and statistical operations to the 
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results to find the types of relationships that may exist, to determine if there are relationships 

among variables, and to determine the significance level at which the results can be trusted.  

This can allow accurate comparisons among parameters to be made and appropriate 

conclusions to be drawn which can lead to better understanding of the phenomena involved in 

the research work (Collis & Hussey, 2014). 

3.13.1  Quantitative Data 

 The analysis of quantitative data means that the results have to be converted to numbers 

that can be summarised and displayed in graphs or diagrams and statistically analysed in order 

to illustrate important features.  There may be a need to find frequencies, probabilities, 

differences among variables, and to test for significance that a specific parameter or a 

phenomenon did not simply occur by chance (Wilson, 2010). The nature of analyses and 

presentation of data will be described in the relevant analysis sections. 

 In this research work trends and correlations were determined. For instance, 

correlations were found between first attempt and second attempt to complete the questionnaire 

by the piloting participants. Results were tested against the possibility of establishing a 

regression line.    

 Chi squared test was used to find whether two variables are independent. The 

significance of using Chi Squared test is testing observed results with tested results and 

determine the differences between the two data sets and the relationships between the variables 

of the study.   

 It was carried out to test whether sex, qualification, or the size of the organisation at which 

respondents were employed can influence their responses to a certain question (Turhan, 2020). 

Chi-square tests are a group of hypothesis tests used to test statements about the probability 

functions (or density) of one or two random variables. These tests do not properly belong to 

parametric statistics since they do not establish restrictive assumptions regarding the type of 

variables they admit, nor in what refers to their probability distribution nor in the values and/or 
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knowledge of their parameters. They are applied in two basic situations: a) When a researcher 

intends to check if a variable, whose description seems adequate, has a certain probability 

function. The corresponding test is called a chi-square fit. b) When a researcher intends to find 

out if two variables (or two classification ways) are statistically independent. In this case, the 

test that will be applied will be the chi-square of independence or chi-square of contingency 

(Turhan, 2020). The goodness of applying chi-square analysis is that it allows the comparison 

of responses from a sample to expected responses for the study populating. See appendices for 

details. 

3.14.2  Qualitative Data 

 Qualitative data are gathered as opinions, interpretations, quotes, descriptions, or 

anecdotes.  There is no need to reduce them to numerical values as they are valuable and 

informative when they remain as narratives.  The analysis of such data is different from the 

analysis of quantitative data.  The aim here is to appreciate the big picture related to a certain 

phenomenon (e.g. barriers to TQM).   The analyses may require coding and labelling in order 

to implement some software that may help to recognise similarities and differences (Bryman, 

2015).   

 In this study, position, age, qualification or gender can influence the response to certain 

questions in the interview schedule as was found during interviews. Since the qualitative data 

from the interviews has limited potential for statistical analysis, content analysis was developed 

to identify and label data.  Content analysis, which can be performed at higher or basic levels, 

is the process of categorising verbal or behavioural data for classification, summation or 

tabulation (Collis & Hussey, 2014). Content analysis is widely used in the analysis of 

qualitative data is content analysis, understood as a set of research techniques whose objective 

is the search for the meaning or meanings of a document. These texts, despite presenting a 

wealth of information about the method, often require decoding and extensive adaptations to 

the reality studied due to the multiplicity of problems addressed. Thus, the objective of this 
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work is to present, in a clear way, important concepts and aspects that are part of the content 

analysis method and to analyse some points that, according to our experience, are central. 

Content analysis is a set of communication analysis techniques, thus, in this field, the 

importance of semantics for the development of the method is highlighted (Wang, & Gao, 

2004). As noted by the authors semantics here, means the search for the meaning of a text. In 

this way, it is feasible to delineate the fields of content analysis methods according to domain 

of linguistics, aesthetic and formal logical methods, Semantic Logical Methods, Semantic and 

structural semantic methods and hermeneutics (Wang, & Gao, 2004). 

It can be said that the method of content analysis is marked by two boundaries: on the one hand, 

the frontier of traditional linguistics and on the other, the territory of interpretation of the 

meaning of words (hermeneutics) (Collier, 2001). If the chosen path returned to the domain of 

traditional linguistics, content analysis would encompass aesthetic logical methods, where 

formal aspects typical of the author or text are sought. In this territory, the study of the effects 

of meaning, rhetoric (formal style), language and word, invariably evolves, in modern 

linguistics, to ñdiscourse analysisò (Collier, 2001). On the other hand, under the frontier of 

hermeneutics, the methods are purely semantic, subdivided into psychological-semantic 

methods, which research the connotations that form the semantic field of an image or a 

statement, and into structural semantic methods, which apply to broader psycho-semantic or 

socio-semantic universes. In the centre, there is the group of logical-semantic, logical methods, 

because if the scope of content analysis is of a classifier, therefore, the classification is logical, 

it follows more or less defined parameters and the analyst uses definitions, which are problems 

of logic (Collier, 2001).  In this study, the content analysis was performed at higher level 

because it is significantly more interpretive and can reveal what is implied and can also provide 

inferences (Wang, & Gao, 2004). 

The content of a communication, notwithstanding human speech, is so rich and presents a 

polysemic and valuable vision, which notably allows the qualitative researcher a variety of 
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interpretations. Perhaps the biggest ñknotò in relation to the approach of these contents is how 

to visualize it in the objective field, at first more palpable; and in the symbolic field, that is, in 

what is not apparent in the message. This leads us to a brief discussion about the limits of 

"manifest content" and "latent content" of a message (Collier, 2001). 

In relation to the manifest (explicit) content, it is from it that one should start (as it is 

manifested) and not speak "through it", in an exercise of mere subjective projection, in the 

same way it is important that the results of the content analysis should reflect the objectives of 

the research and have as support evidence manifested in the content of the communications 

(Collier, 2001). However, it is often heard that what is written is not always what the speaker 

really meant, or even that there is a message between the lines that is not very clear, well, the 

researcher has reached the crossroads, where the meanings are not always they are expressed 

with absolute clarity, or where objectivity ends and the symbolic begins (Ahuvia, 2001). For 

the qualitative researcher, such a moment is of paramount importance, as the disregard of one 

to the detriment of the other can place them in a situation of complete denial of human 

subjectivity or, on the other hand, the imposition of their own values on disregard to a basic 

assumption of qualitative research, that is, the data are analysed taking into account the 

meanings attributed by the research subject (Ahuvia, 2001). Nevertheless, the researcher 

believes that these extremisms should be avoided, not repeating the false conflict between 

quantitative and qualitative methods but considering them as complementary. In this way, 

content analysis should not be extremely linked to the text or technique, in an excessive 

formalism, which impairs the creativity and intuitive capacity of the researcher, therefore, not 

so subjective, leading to the imposition of their own ideas or values, in which the text starts to 

function merely as a confirmation of these (Ahuvia, 2001). 

 Thematic analysis, which can be theoretically flexible, was also implemented for the 

analysis of the qualitative results generated in this study.  This analysis was suitable to deal 

with responses related to the intervieweesô perceptions and experiences (Thomas and Harden, 
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2007).  For example, it was used to deal with perceptions associated with the effectiveness of 

TQM. 

In this study, content analysis is obtained in order to create inferences linking dimensions of 

TQM with dimensions of competitive advantages. Within this analysis, categories, 

subcategories and themes are obtained. It is based on a comparative analysis through the 

construction of typologies, categories and thematic analyses. This analysis intends to describe 

situations and interpret the meaning of what was said ïdescribe the phenomena (descriptive 

level), discover their covariations or associations (correlational and broadly objective level of 

categorical analysis) and discover relations of causality / interpretation of the social dynamics 

under study (interpretive level and roughly corresponding to the typological analysis. 

3.14.3    Qualitative analysis  

These results reflect the last step of the protocol developed: the results of the cases (pilot case 

and rest of cases). As mentioned above, these results are based on the information obtained 

through the in-depth interview (personal interview with open questions and questionnaire), 

direct observation and company documentation. 

First, a pilot case was carried out, following the protocol, as it could provide valuable 

information on important aspects related to the objectives of the investigation. Thus, it served 

to improve the structure in the rest of the cases and formalize the protocol of the study (Duarte, 

2005). In this sense, the OA company was used to carry out the pilot case because, a priori, it 

was a company that complied with the characteristics of the study (dedicated to quality 

management, pioneer in some aspects and a leader in its sector). The pilot case was the most 

important for the realization of the study because from it, the protocol was adapted, questions 

were eliminated and others were introduced, both in the open interview and in the questionnaire 

to provide more information to the investigation. As stated earlier, the pilot study as a process 

enabled the researcher to identify the weaknesses in the methodological techniques and 

assumes potential amendments to the process. According to Malmqvist, et al, (2019) a well- 
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organized pilot study enables the researcher to increase the quality of the research because the 

pilot study can inform about the following parts of the research process. Malmqvistôs comments 

on pilot study were noted earlier in section 3.9.1. 

By conducting the pilot study, many questions have been modified to serve the aim of the study, 

in addition, some wording which were difficult for the participants were paraphrased to meet 

the ease of participants understanding. The final questionnaire was modified for reproducing 

the means and methods planned for this study. Therefore, it is through this moment in the 

research that it is possible to test the adequacy of all instruments and procedures contained in 

the method to allow adaptations that deemed necessary for definitive data collection. 

3.14.4     Quality criteria in research 

The most widely used quality criteria are the following (Yin, 1994; Yacuzzi, 2005): construct 

validity, internal and external validity, and reliability. The validity of the construct reflects the 

extent to which a measure behaves in the way that the concept to be measured would behave, 

with respect to other measures already established for other concepts (Cruz, 2002). In our work 

to identify the validity of the construct, a review of the literature has been carried out to be able 

to construct the constructs on quality management and results. Internal validity refers to the 

coherence of established relationships. To achieve internal validity, data triangulation has been 

used through in-depth interviews (with open and closed questions), observation and secondary 

data obtained from the company. The external validity indicates the replicability in the different 

cases. External validity was increased by replicating the research in the different cases and 

comparing the results between them. Finally, reliability refers to the degree to which its 

repeated application to the same subject and object produces similar results. In this sense, a 

case study protocol was designed and applied, as explained later in section 3.4, and secondary 

data were reviewed. 
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3.15 Ethical Considerations  

 The majority of definitions of ethical conduct take into consideration the perspectives 

of stakeholders, e.g. the public, the individual, organisations or the government. Nonetheless, 

ethical conduct can be seen as the principles, norms and standards that govern groups and 

individuals (Trevino & Nelson, 2017).  Stakeholders in this study are made of the university, 

the supervisor, the employer, employees of the UAE organisations, the research community 

and possibly others.  These are organisations, groups or individuals that may be affected to a 

certain degree, thus any impact on them by this research work has to be monitored at the 

duration of the study. This researcher believes that he is morally responsible to the extent that 

any activity related to this research is performed in a transparent, honest and accurate manners 

caring about the wishes of every participant at all times. 

 The UAE society has improved recently in terms of a womanôs right to conduct many 

activities such as travelling or shopping on their own (without the need to be accompanied by 

a male relative) that was not previously permissible.  This researcher was aware of this issue 

and dealt with it sensibly when he conducted interviews with female respondents, by insisting 

on conducting the interviews at the respondentôs residence with other people being present at 

the residence at the time. 

3.15.1 Principles of Research Ethics 

 There are a few ethical issues that may arise in any research work to include issues 

related to autonomy, non-maleficence and beneficence, confidentiality and anonymity, and 

justice and inclusiveness. With regards to autonomy, every participant was assured by the 

researcher that they were allowed to withdraw at any time even during the interview schedule. 

óBeneficenceô refers to any act that may benefit an individual or an organisation. On the 

contrary ñnon-maleficenceò refers to any act that may harm an individual or an organisation 

(Kara, 2018).  This researcher ensured that no individual or organisation was harmed in any 

way or form.  However, recommendations that may benefit both will be provided. The term 
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ñJusticeò in this regard implies not to discriminate against an individual or an organisation.  

This researcher did not and will not discriminate against anybody who may benefit from the 

findings of his research.  The researcher takes the issue of anonymity very seriously.  

Participants were only promised the level of confidentiality that could be delivered.  The 

researcher is aware that some participants do not want their identities to be known, while other 

participants insist on their identities to be known (Grinyer, 2001). The wishes of participants 

were always respected.   

3.16  Limitations and Delimitations of Study 

 The limitations of any research work are attributes of methodology that can impact on 

interpretation of findings and on application to generalisability and reality because of the design 

of the research study (Price & Murnan, 2004).  These limitations include shortage of data; 

shortage of reliable data; shortage of published research; sample size; self-reported data; and 

the measures that must be used for data collection (Hermam & Edwards, 2014).    

 The limitations in any research work can be defined as the attributes of methodology 

that will impact on the interpretation of results. They are often seen as constraints when the 

research is applied to generalisability and reality (Price and Murnan, 2004; Greener, 2018).  

Regarding any research work, there are few sources of methodological limitations such as 

shortage of data, shortage of reliable data, nonexistence or scarcity of previous research studies, 

self-reported data, and sample size (Herman & Edwards, 2014).   

 The success of this study depends greatly on whether enough data can be collected such 

that reasonably accurate and reliable results can be obtained.  This is related to the time 

available and the likelihood of access.  As anticipated, access to employees at UAE 

organisations was possible.  The research work was well planned.  Therefore, there should be 

enough time available to analyse the data.  Any unforeseen circumstances were dealt with when 

they happened and were explained. 
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 The obvious sources of research limitations are time and funding as they are beyond 

the control of the researcher.  These can influence the validity of a research study, but integrity 

can be protected if the sources of limitations are disclosed.  There are a few other sources of 

limitations.  Firstly, this researcher has justified the choice of topic and accepted the challenge 

to be the first researcher to collect and analyse data about this topic. Secondly, although there 

are gaps in research, the researcher intends to fill the gaps by conducting new investigations 

wherever possible.  Thirdly, when the data is analysed, deficiencies may be found.  The 

researcher will admit those deficiencies and either will carry out further investigations or 

recommend further investigations to be carried out.  Fourthly, biases may exist in the self-

reported data.  These occur as a result of attribution, telescoping, exaggeration, and the 

possibility of selective memory, (Brutus et al, 2013).  The researcher will identify these 

wherever possible and will take them into account when data is analysed.   

Delimitations are the characteristics of research that are kept within the researcherôs control.  

These may limit the scope and define the boundaries of the study.  They can include aims and 

objectives, research questions, research problems, the research topics available, the population 

and the theoretical perspectives associated with the research study (Simon, 2011). 

  3.16.1 Limitations      

 The most obvious research limitations are funding and time as the researcher has no 

control over them.  These may impact negatively on validity, but integrity can be protected if 

the researcher discloses these limitations (Koporc, 2018).  These are not the only limitations 

but others do exist.  First, there is the issue of sample size which can limit the opportunity to 

generalise to the whole population. The sample size for this study was 493 which resulted in 

less than 5% margin of error at 95% significance level.   This is an acceptable margin of error 

for this type of study.  Second, there was a shortage of data (reliable or unreliable) regarding 

the implementation of T QM at UAE organisations.  The researcher knew that this was the case 

and accepted the challenge of being one of the first researchers to conduct such a study. Third, 
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when the results are analysed, the researcher may find fault in the interview schedule for 

example, such that a certain issue was not discussed that should have been discussed.  This 

researcher will admit that such a fault has occurred, discuss the outcome and either carry out 

more interviews or recommend that further research should consider what was missing.  

Fourthly, biases may exist in the self-reported data, as these cannot be independently verified.  

These biases normally occur due to exaggeration, selective memory, attribution and telescoping 

(Brutus et al, 2013).  These will be identified whenever possible and discussed when findings 

are analysed. 

3.16.2 Delimitations      

 The research topic, the research questions, the aim and objectives, and the population 

were discussed in chapter one.  All these were chosen in favour of any alternatives that were 

rejected.   For example, this research work is related to the implementation of TQM at UAE 

organisations, therefore no other country in the Middle East or the Gulf Cooperation Council 

(Kuwait, UAE, Qatar, Bahrain, Oman, and Saudi Arabia) was considered.  However, the 

findings can be applied to organisations within these countries.  This research work may 

alienate some employees of UAE organisations who have no internet access as the 

questionnaire was to be completed online.  However, the researcher believes that this is 

acceptable as the number of such individuals who could not access the internet through their 

laptops, smart-phones, or other devises is very limited at the UAE. 

 The results of the study will be analysed based on 95% confidence level which is the 

norm in similar studies as suggested by Collis and Hussey (2014).  If there is a need to analyse 

results based on higher confidence level, the researcher will do so, otherwise he will provide 

an explanation. 

3.12 Conclusion  

 Many aspects of research methodology were discussed in this chapter.  The research 

study is related to the implementation of TQM at UAE organisations.  There are many models, 
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theories and concepts associated with TQM as discussed in chapter two.  These were taken into 

account when the research study was designed.  As identified in chapter two, there are many 

gaps in the literature.  Attempts will be made to fill these gaps when findings are analysed.   

 The objectives of this research study were satisfied by collecting primary data in the 

form of especially designed and piloted questionnaire, semi-structured interview schedules and 

telephone interviews.   The objective to provide recommendations will be satisfied after 

primary and secondary data are analysed and discussed.  Thus, it will be possible to obtain 

conclusions upon which suitable recommendations will be based.  These will be presented in 

the final chapter of this thesis 
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Chapter Four  

Data Analysis and Findings 

4.1    Introduction 

This phase of the study corresponds to a qualitative investigation developed through the 

interview technique. It is an interview-based research method that investigates a contemporary 

phenomenon within a real-life context, when the boundaries between the phenomenon and the 

context are not clearly evident (Yin, 1994). With qualitative research, and more specifically 

with the interview developed, the effects of quality management on competitive advantage 

results are analysed. 

The effects of quality management on competitive advantage are defined as those 

product or process improvements that modify customer and employee satisfaction, product or 

service errors, quality costs, product or service quality or productivity. Likewise, the effects of 

innovation on products are those improvements that modify product and product quality or 

profitability. On the other hand, innovation can have a positive effect on factor conditions, 

demand conditions, related supported industries, firm strategy and structure and rivalry through 

operating results. 

4.2    Design of the investigation 

Within the research design, the five components named in table 4.1 and proposed by 

Yin (1994) are important. In our research, this structure proposed by Yin (1994) has been 

followed 

Components of the research design 

Table 4.1- components of the research design 

Design components Application to this study 

Questions of this study Effects of quality management on competitive advantage in UAE 

organisations 

Study purpose - Exploratory part of quantitative analysis 
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- Pre-test to improve the questionnaire 

- Support and / or compare with quantitative analysis 

Unit of analysis Five service companies operating in the UAE 

Logic that joins the data Qualitative analysis through the case study, using data triangulation 

as a technique (comparison between in-depth interviews, 

observation and secondary data of the company) and based on 

quality criteria in the research 

Criteria for interpreting the 

findings 

Exploratory analysis, contribution of the results to the enrichment of 

the initial theoretical framework proposed for quality management 

and first approach as phase 1 of the research 

 

The research design is materialized through the protocol. The protocol is the document 

that contains the general rules and particular specifications that must be followed during the 

investigation. For the elaboration of the protocol used in this analysis, the protocols of various 

works have been taken into account (Yin, 1994; Balbastre, 2004; Yacuzzi, 2005). The protocol 

of this first phase of the research has the following sections: 

1. Objectives of the investigation. 

2. Criteria for selection of participants. 

3. Data collection sources. 

4. Access to organisations. 

5. Results of the interviews: pilot study. 

 

4.3.   Research objectives 

The objective of this first phase of the research is to analyse the effects of quality 

management on competitive advantage results, through an exploratory analysis. For this, the 

information obtained through the case study is exhaustively analysed. It always seeks to link 

the quality management process and its influence on the results, through the factors collected 

in the model, which in turn, are based on the theoretical framework presented above (see table 

4.1). In this way, the results of this first phase will help us to: know the company in its real 

context, as a first approach to the object of study and as a pre-test to improve the quantitative 

questionnaire of the second phase of the investigation. 
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Within the controversy of why select some cases or others, one of the main debates 

deals with the number of cases. To do this, it is necessary to differentiate between an individual 

study of a case and a multiple study of cases. Yin (1994) establishes that the individual case 

study is more convenient depending on certain circumstances: 

¶ When the case to be analysed represents a critical case for the verification of a theory. 

¶ When the case offers the researcher the opportunity to observe and analyse a 

phenomenon that until then was inaccessible to scientific research. 

¶ A revealing purpose is served. 

On the other hand, the multiple case study is considered more convenient in various 

investigations because the information obtained is considered more convincing and therefore, 

the study is considered more robust. Likewise, the multiple case study is used because the cases 

can complement each other or, as in our case, for a first approximation before carrying out the 

subsequent quantitative study (Danneels, 2002). Based on the literature and in order to answer 

the questions raised in the research objectives (chapter I), the decision was made that the 

companies studied should meet the following characteristics: 

¶ Sector of activity: Companies that are not competitors within the service sector. 

¶ The size of the organisation: Companies of different sizes to compare. 

¶ Location of the organisation: Companies registered in UAE Chamber of Commerce, 

for greater efficiency in economic resources. 

¶ Growth: Organisations that have had stable growth in the last five years. 

¶ Leadership in professional activity: Leaders in their professional activity who may 

have a greater knowledge of the topics investigated 

¶ Accessibility: Companies that agree to participate in the study 

From the information collected, the possible companies that could delimit the 

investigation were collected and a screening was carried out, discriminating them for their 

accessibility and potential interest. Six companies were selected, which broadly met the 

requirements. 
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However, one of the companies, the day before the researcherôs second visit where the 

questionnaire and interview were to be carried out, declined to participate in the study, citing 

reasons of discretion. The study was conducted on five companies (see table 4.2), which met 

the selection criteria of the cases listed and led to have a diverse sample, with which a 

comparison could be made with the theory (Danneels, 2002). 

Table 4.2-companies participating in the study 

Business Size Activity Location QM certificates 

OA Medium Quality management in 

construction 

Abu Dhabi Yes 

OB Medium Financial entity Abu Dhabi Yes 

OC Medium Environmental management Dubai In process 

OD Large Consultancy in Planning of the 

territory and environment 

Al-Ain Yes 

OE Large Distribution of construction and 

decoration materials 

Al-Ain Yes 

From the European Directive (2013/34 / EU). Small company (less than 50 workers), medium company 

(between 50 and 250 workers) and large company (more than 250 workers). 

4.4 Data collection sources 

For the data collection of the five companies, primary and secondary sources are used 

(Ayuso, 2004). Primary sources include: the in-depth interview based on open and closed 

questions (questionnaire) and direct observation. Secondary sources included document review 

to corroborate and augment the information found in primary sources. This study uses company 

documentation, as indicated below, from the companies' respective Web pages, company data 

in the database, quality plans and their certifications. 

Triangulation has been used to compare the different sources of data collection. In this sense, 

triangulation has four categories (Casey, & Murphy, 2009): 

¶ The triangulation of theories: It consists of borrowing theoretical models from one 

discipline to explain situations in another. 

¶ The triangulation of data: It refers to the use of data from different sources or at different 

moments in time. 

¶ The triangulation of researchers: It refers to when different researchers collect data on 

the same situation and then compare it. In addition, working in a team or the 
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collaboration of different researchers to carry out field work can represent a source of 

objectivity. 

¶ The methodological triangulation: It is based on the use of different data collection 

methods or techniques. 

In the present study, the triangulation of data has been used by crossing the data that 

come from at least three sources of information (Yin, 1994): the in-depth interview (with open 

and closed questions), direct observation, analysis and review of documents provided by the 

company. Regarding the interviews, 7 in-depth interviews were conducted between September 

and October 2020 (see Appendices), three to the person in charge of quality management in 

three companies, and two to the person in charge of strategic management in two companies, 

and another two to the managers of two companies that in turn carried out quality management 

and human resources tasks (both were interviewed on quality management, innovation and 

operational management). The total number of companies were seven in which the personell 

interviewed were specialised in TQM and strategic management. This indicates that the 

information was obtained from two informants (person responsible for quality management 

and strategic management). The interviews were recorded to later be heard again and to 

complete the information obtained in the locations. Each of the in-depth interviews consisted 

of a personal interview with a series of open questions, and a questionnaire based on closed 

questions that allowed the information obtained from the interviews based on open questions 

to be expanded and refined. 

Table 4.3- Interviewed Companies 

Business No. of contacts Duration of 

contacts (hours) 

Documentation 

contribution 

Contact persons 

OA 6 6 Yes QM+ SM 

OB 6 6.5 Yes QM+ SM 

OC 3 3 Yes QM 

OD 4 3.5 Yes QM 

OE 5 6 Yes IN+OP   
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Regarding direct observation, it was carried out through guided visits to the companies 

where they explained the different processes and products available to the company. Likewise, 

there were conversations with the participants about the object of study. This allowed obtaining 

a systemic vision of the idiosyncrasy of the company culture when it comes to understanding 

quality management, competitive advantages, and innovation 

Regarding access to internal and external documents of the companies, the following 

documents were analysed: business plans, annual reports of the companies, manuals and 

quality documents, quality certificates, information from the database and the website of the 

companies. This analysis made it possible to complete the information obtained through the 

interview (through open and closed questions) and direct observation. Other documents which 

the researcher did not include types of index, accounting record, agreement and memorandums. 

A future wider study could include these. 

In the personal interview based on open questions, a total of (number of questions) open 

questions were used for quality management. These open questions analyse the degree of 

development of the quality management dimension analysed in the company with respect to 

actions, methods or techniques to develop each quality management practice (Annex I). In the 

interview, a closed questionnaire was also used that includes (number of questions) items for 

quality management (Annex II) on a 7-point scale (totally disagree to totally agree). 

4.5.    Access to organisations 

There are three fundamental steps that were carried out when accessing the organisations: 

¶ A first conversation was held with the contact person of the companies that were to be 

analysed to verify the adequacy of the organisation to the objectives of this study and 

obtain relative information from the person(s) who can provide us with the necessary 

data for the study: name, contact telephone number or e-mail. 

¶ Telephone or email contact was established with said person(s) to introduce the 

researcher, briefly announce the objectives of the investigation and find out the 

availability of dates to carry out the first meeting at the organisation's facilities. 

¶ The way to access the organisation's facilities was verified with the person. 
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In all visits, in the first place, a common table of primary information was completed (figure 

4.1). 

Figure 4.1-Primary information sheet of the company 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the second step, a confidentiality statement was delivered (see figure 4.2). 

Figure 4.2-Primary information sheet of the company 

 

 

 

 

 

 

 

 

 

 

 

Thirdly, the personal interview was carried out based on open questions and then the 

questionnaire (closed questions). In the case of the OB company, both open questions and the 

questionnaire were previously delivered via e-mail. Finally, information on the company was 
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required: quality manuals, corporate information and information that could complete the 

information given by the company, etc. 

4.6.  Analysis of the qualitative data obtained from the managers  

The presentation of results is organized according to the specific objectives of the study 

which were established in the introductory chapter. The analysis of the information collected 

from the interviews allowed to identify the following   sets of codes: 1)- Quality management: 

contains 1.a- Leadership, 1. b- quality planning, 1. c- Personnel management, 1. d- Process 

management, 1. e-Information and analysis, 1. f- Customer Focus and 1. g- Supplier 

management. 2)- 2.a product design and 3)- results: contains 3.a- Innovation result, 3. B- 

Operating results and 3, c- Financial results 

4.7. Effects of quality management on innovation results 

The information obtained shows how, in general, quality management practices can 

facilitate innovation (table 4.4). As a summary in (table 4.4) the items of the questionnaire have 

been taken in order to be able to observe with greater clarity the effects of the management of 

quality. A ñYesò in the table means that the managers interviewed valued the effect high in the 

items of the questionnaire, showed clear evidence in the open questions and were able to 

contrast with some secondary data. A ñNoò means that the managers interviewed valued low 

the effect on the items, they did not show clear evidence in the open questions and there were 

no secondary data that supported the studied effect. 

Table 4.4-Results about the innovation 

Innovation   OA OB OC OD OE 

Quickly introduce new products Yes Yes Yes Yes -(1) 

Quickly introduce new production methods Yes Yes Yes Yes Yes 

Uses the latest technological innovations in production -(1) Yes Yes Yes -(1) 

(1) The perception among the interviewed managers was that these effects occurred, but there is no 

evidence to justify that they were obtained. 
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Table 4.4 shows that, in general, four companies obtain innovation results from the 

management of quality, even if one of them (OE) indicates that their processes will improve 

and that innovations can only be carried out but really do not provide evidence to justify this 

result. Concreting what type of innovation these companies carry out to a greater extent, the 

interviewed managers of the OA, OB and OC companies explain (through open questions) that 

workers are more predisposed to innovate processes in an incremental way when they are 

motivated because the workers try to improve day by day from their work through small 

improvements in their procedures that make their daily work more comfortable. 

Regarding how the different quality management practices influence the innovation, for 

example, the interviewed managers of the companies OA, OB and OC (of major leadership) 

indicate that the leadership itself has influenced the innovation. In this sense, the companies 

that develop a major leadership through dialogue, social benefits or coexistence days, among 

other practices, are companies that in turn carry out major innovations of an incremental and 

radical type. In words of one of the interviewed managers: 

OB: ñLeadership has an influence on innovation because leaders facilitate innovation 

through motivation, through economic incentives, social benefits and dialogueò. 

 

With regard to the practice of quality management planning, managers of OA, OB and OC 

companies indicate that the use of quality management planning tools makes it easier for 

employees to share information, for example to develop greater coordination between their 

areas that allows diagnosis of problems and, at the same time, a resolution of these, so that they 

can innovate processes more quickly and incrementally and thus adapt beforehand to market 

changes. 

Regarding personal management and innovation, companies that have better personal 

management are more innovative as the managers interviewed. For example, those of the 

directors indicate that: 
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OA: ñCommon places are facilitated in work with the aim that workers can exchange 

experiences. This practice is promoted because it has been successful, and the number of 

improvements has been increased by employee contributionsò. 

OB: ñInvolving workers in projects so that they are more predisposed to explaining the 

ideas to the company itself, without fearò, which leads to improvement. 

Likewise, according to the interviewees' indication, recruitment and selection, through 

internal or external processes, help to improve the levels of innovation in the company because 

a selection of personnel that values the orientation of innovation allows it to be developed in a 

way simpler for the introduction of new production methods, which may suppose a radical 

process innovation. 

Concerning process management, companies with a higher level of quality management 

(OA, OB and OC) are more innovative because, according to the managers interviewed, all the 

documentation and standardization activities of processes have led to changes in the methods 

of work that have introduced improvements or innovations. For example, these companies, in 

many cases, have had to homogenize processes that they previously carried out, on some 

occasions, duplicating tasks. For companies, this means that incremental process innovations 

(improvements in existing work processes) and radical (new work methods different from the 

existing ones). 

Similarly, quality management practices such as information and analysis have a positive 

effect on innovation because, according to the managers interviewed, external information 

enters the company as new information and is subsequently evaluated and transferred to 

develop improvement, which, in principle, indicates an innovation of incremental process. 

Likewise, the external information collected can be compared with the internal information to 

obtain improvements. This measure means for these more advanced companies in this quality 

management practice the possibility of generating new products and a greater adaptation of the 

products to the customer's needs, which means incremental and radical product innovations. 
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Likewise, as the managers interviewed point out, it also makes it possible to identify 

deficiencies and improvements based on time and cost indicators (internally), and customer 

satisfaction through surveys (externally), which after analysis allow the development of new 

products and new working methods that are more easily adapted to the company, which involve 

product and process innovations, respectively, mainly of a radical nature. This justifies, as the 

managers points out, that these companies have a higher degree of innovation. 

With regard to customer focus, loyalty and customer participation through suggestions and 

surveys, they facilitate greater innovation because according to those interviewed, loyalty 

forces the company to continually improve to keep the customer as part of the company. 

through incremental process innovations that lead to improvements for customers (Sharabi, 

2015). Likewise, the suggestions and the survey provide information that allow us to analyse 

the working methods and adapt them to the client through innovations in products and / or 

processes, that is, product innovations (new products) and process (new processes) that they 

can be incremental and radical. In this way, the companies that have a greater focus on the 

customer through satisfaction surveys, a suggestion box and, in general, greater customer 

participation in product design are the companies that innovate the most. In this sense, a 

manager affirms that: 

OA: "We need to know what the customer wants because the market is changing faster and 

faster and if we want to stay in it we must adapt." 

Regarding supplier management, companies with high levels of quality management (OA, 

OB and OC) have an action protocol with suppliers, making their selection based on quality 

and price, in that order. Likewise, once selected suppliers are periodically evaluated based on 

quality, delivery time and price, in that order. As the managers point out, these practices with 

suppliers allow for clearer and more concise guidelines that can subject both (company and 

supplier) to continuous improvement that facilitates the development of incremental and / or 

radical process innovation. 
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Finally, product design also has a positive influence on innovation. Companies that have 

higher levels of quality management (OA, OB and OC) use an action protocol for product 

design, which structures decision-making and improvement to a greater extent, which 

facilitates business innovation, through incremental or radical process innovations. That is, the 

improvement in innovation comes from the participation of the departments involved in 

product design and design policy. For example, two managers interviewed point out that: 

OB: ñIt does not mean that before the introduction of quality management there was no 

innovation, but that in some cases new products, that is, radical product innovations, were not 

successful because only the department involved in the design was involved. I created it and 

not the rest of areas involvedò. 

OA: ñA Project incubator has been designed and created where existing ones are improver 

modified. This came from employment ideas obtained through a suggestion system. Likewise, 

new production methods have been created as a consequence, many times, of the introduction 

of new projectsò. 

In general terms, these results show that in four of the five companies (OA, OB, OC and 

OD) radical or incremental product innovations have been or are being carried out. Likewise, 

the five companies have introduced or are introducing new production methods, which involve 

incremental and / or radical process innovations. No company has patents. The data indicates 

that quality management can lead to process innovation (which can be incremental and radical) 

and in many cases also product innovation (incremental and radical). Table (4.5) will present 

the effect of QM on innovation results. 
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Table 4. 5- Effect of QM on innovation results 
Dimensions  Category  Subcategory  Note 

1-Quality 

management  

1-Leadership 

 

 

 

 

 

 

2-quality planning 

 

 

 

 

 

3-Personnel 

management 

 

4-Process 

management 

 

 

 

 

 

5-Information and 

analysis 

 
 

 

6-Customer Focus 

 

 

 

7-Supplier 

management 

 

8-Product design 

 

 

1-Conflict resolution, observation 

and motivation. The leader 

promotes values that impact 

employees towards improvement 

and innovation. Leadership 

influences learning culture and 

organic structure.  

 

 

2-Planning is a set of practices 

and principles with which 

organisations can comply to 

standards.   

 

3- guide managers to induce 

innovation  

 

 

4- exercise the documentation 

and standardization activities of 

processes to changes the methods 

of work that have introduced 

improvements or innovations 

 

 
5- use technologies in new ways 

aiming at aligning initiatives with 

business goals.  

 

 

6-understand customers and 

markets, required technology and 

customer & market problems  

 
7-Leveraging innovation power 

supply 

 

8-Create innovative product by 

means of creative ideas and 

technologies   

1-Leadership creates 

commitment and engagement, 

environment that encourages 

employees to discuss 

problems and suggest 

solutions to the problems 

using different approaches 

and methods.  

 

2- employees to think and 

organize activities to meet 

innovation objectives  

 

3- improve organisationôs 

competitive advantage by 

utilizing technologies and 

enhance performance  

 

4- duplicating tasks, 

improvements in existing 

work processes) and radical 

(new work methods different 

from the existing ones). 

   

5-Forecasting, market 

analysis using Artificial 

Intelligence and data analytics 

6- create solutions, comply to 

customersô needs using 

proper technologies- 

customer-focused innovation  

 

7- increase suppliersô 

innovation performance: 

shorter time, new ideas, 

higher margin, growth.   

8-Examine usersô existing 

experience, understand areas 

of improvement, engineer 

designs to meet customersô 

expectations.  

 

 

 

 

Prudence is 

needed to identify 

the innovation 

outputs that are 

intended to be 

reinforced in order 

to invest in the 

appropriate TQM 

principles. 

 

In view of the effect of QM on innovation results, the informants point out that the results 

obtained in this investigation generally support the suggestions presented in the literature and 

allow us to conclude that the adoption of TQM has an impact on innovation, where is quality 

management, and product design have their impact on innovation. However, and as was also 

identified in the table (4.5), the different QM dimensions quality planning, personal 
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management, process management, information and analysis, customer focus and supplier 

management have different impacts on the innovative performance of organisations. 

Continuous improvement promotes innovative performance in all considered innovation 

outputs.  

4.8   Effects of quality management on operating results 

The data shows that quality management has had a positive influence on operating results 

in all companies, although at different levels (see table 4.6). A ñYESò in the table means that 

the interviewees highly value the effect on the items of the questionnaire, showed clear 

evidence in the open questions and could be contrasted with some secondary data. A ñNoò 

means that the interviewees value the effect on the items low, they did not show clear evidence 

in the open questions and there were no secondary data to support the effect studied. 

Table 4.6- Effect of quality management on operating results 

Statement OA OB OC OD OE 

Increased customer satisfaction Yes Yes Yes Yes Yes 

Increased employee satisfaction -(1) Yes Yes Yes No 

Increased productivity -(1) Yes Yes Yes -(1) 

Reduction of defects No Yes Yes Yes Yes 

Increase in productquality Yes No Yes Yes Yes 

Increased on-time delivery to customers -(1) Yes Yes Yes -(1) 

(1) The perception among the managers interviewed was that these effects occur, but they do not provide any 

evidence to justify that they are obtained. 

Going deeper into these types of results, it can be observed in relation to the effects on 

customer satisfaction that, according to the interviewees, in the five companies, the effects are 

positive. For example, in the customer surveys that were reviewed, all five companies observed 

how quality management increases customer satisfaction. In this sense, two of the interviewees 

indicated that it was due to the following: 

OA: "This is because the certificates and awards obtained by the company have improved 

its image." 
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OC: "Quality management has improved products and post-project service and, 

consequently, customer satisfaction." 

Regarding the influence of quality management on employee satisfaction, quality 

management has positively influenced four companies (OA, OB, OD and OC) (table 4.5). 

However, a manager of the company OA explains that there is a clear satisfaction of the 

employees but the company does not provide documentation to demonstrate this effect. For 

example, the managers of three companies point out that quality management, through the 

quality manual and work procedures, has facilitated the work of employees because now there 

is greater clarity in the specifications when carrying out the job: 

OC: ñIt has allowed workers to know at all times what objectives and tasks they must carry 

out, since before, neither the objectives nor the tasks were clear for the workers. All this has 

given workers greater autonomyò. 

OB: "Workers prefer to work with formal procedures since this gives them security and 

therefore an improvement in their satisfaction." 

Regarding the relationship between quality management and productivity (table 4.6), 

quality management has had a positive influence, in all cases. The managers point out that the 

standardization and documentation of the processes have facilitated the accomplishment of the 

tasks (because now the work to be carried out is clearer). This has allowed certain tasks to be 

completed in less time. For example, one of the managers interviewed points out that: 

OA: "Work times have started to be analysed, and they have improved after the analysis." 

This is evidence that some companies have begun to establish objectives and indicators that 

allow them to analyse and measure. For example, OA points out that by measuring the time of 

completion of work, it can be analysed and observed, and from there reduce it. Another 

manager supports this idea: 

OC: "The control of hours for the realization of projects and the outsourcing of some jobs 

such as the binding of projects has led to an increase in productivity." 
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Regarding the influence of quality management on the reduction of defects, quality 

management has had a positive influence on the reduction of defects in four of the five 

companies (table 4.6). One of the directors points out that: 

OB: ñIt is because now the objectives are clearer, the processes have been documented, 

there is a suggestion system and work teams are used as a tool for continuous improvement of 

the company in different tasks. This has made it possible to reduce errors in the development 

of processes.ò 

Other managers of the OA and OC companies affirm that the documentation of processes 

has reduced the time in the accomplishment of tasks, avoiding errors and eliminating 

unnecessary losses of time. A manager explains that: 

OC: "The quality certification has allowed the company to optimize procedures and 

therefore reduce defects." 

As noted above, by detecting and standardizing processes, it has been possible to improve 

the work process and therefore reduce tasks and time. 

Another of the operating results on which quality management has a positive influence is 

in increasing the quality of the service. Quality management has positively influenced four 

companies (table 4.6). In general, managers indicate that the image of the company has 

improved and, as a consequence, they now get more and better projects. 

OA: "The certificate has allowed us to have a better vision of the market to improve the 

quality of the service." 

However, in one company it was indicated that it did not affect the quality of the service 

because, according to the interviewees, its quality was already very high. 

Regarding the influence of quality management on delivery to customers on time, it can be 

seen that quality management has had a positive influence on the five companies (table 4.6): 
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OA: ñThe new documentation has improved the completion of four projects. For example, 

with the new documentation regarding shortening response times between company-client, the 

steps between client contact with the company and its response have been reducedò. 

OB: "Before, it took two weeks to deliver a product such as a credit card and today we are 

able to deliver the same day." 

These results show that quality management practices have positive effects on operating 

results. However, it is interesting to note three ideas derived from data analysis. First, a 

personnel manager from OE company pointed out that quality management has not improved 

employee satisfaction in his company because they now have more bureaucratic work, which 

means completing a greater number of reports and other documents that have generated more 

paperwork. Along the same lines, another director of the OB company indicates that the 

benefits of the system are greater when the culture of quality is instilled in employees. This 

manager also pointed out that in his company quality management has had important benefits 

but that, for example, it has not influenced the quality of the service because the level of quality 

was already high, in his words, and these benefits are achieved in other areas (rest of the 

analysed dimensions of operating results). This indicates that the involvement of employees in 

the improvement processes is important so that quality is not a procedure to be fulfilled. 

Second, the application of quality management has made it possible to identify indicators (for 

example, time to carry out processes and time per service performed) that allow greater control 

of processes and therefore introduce innovations. 

 Finally, there are clear effects on customer satisfaction, improved productivity and service 

quality, and the effects on employee satisfaction and on-time delivery to customers are less. 

The degree of maturity in quality management can influence this fact, as pointed out by the 

managers of one of the companies. This higher level of development of quality management 

means that employees are more involved and therefore quality management practices will be 
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more internalized. Table (4.7) will present the effects of quality management on operating 

results 

Table 4. 7- Effects of quality management on operating results 
 

Dimensions  Category  Subcategory  Note 

1-Increased 

customer 

satisfaction  

 

 

 

 

2-Increased 

employee 

satisfaction  

 
 

3-Increased 

productivity 

 

 

 

4-Reduction of 

defects  

 

 

 

 

 

5-Increase in 

product quality  

 

 

6-Increased on-

time delivery to 

customers  

1-QM aims at excellence and 

focuses on improving the 

effectiveness of the 

organisation, its ability to 

respond to the needs and 

satisfaction of customers  

 

2- employees care about the 

product or service, work 

harder, achieve bigger and 

provide bigger values  

 

3-using TQM, Enterprise 

Resource Planning  

 

 

 

5-develop suitable product 

design, flexibility in the 

production process, 

inspection, prevention 

measures, apply TQM 

standards and principles 

(quality Control)  

 

5-Maintain customersô 

loyalty, brand recognition, 

managing costs  

6-the retention of customer 

for the brand  

1-Satisfy customersô needs, 

exceed expectations, determine 

customersô happiness with the 

organisationôs products, 

services and capabilities.  

2-additonal sills, exercise, 

training, increase workplace 

satisfaction 

3-from sourcing raw materials 

to production line (skills, 

technology, keep cost low, 

continuous improvement), real 

time productivity, motivating 

employees  

5-ISO, SixSigma, EQM, 

EMAS  

 

 

5-customers will know and 

trust the company and will buy 

more in reduced costs.  

6-insures reliability   

 

The implementation 

of QM benefits the 

company in many 

aspects, such as 

product quality, 

customer service, 

quick response, 

competitiveness, 

customer 

satisfaction, 

employee 

satisfaction and 

motivation, the 

percentage of non-

defective product, 

and the value of the 

company's shares 

 

. 

 

From the foregoing, it can be stated that the QM is based on the involvement of all 

employees who are encouraged to be more flexible, interactive and participatory in 

organisational activities. Table (4.7) indicated that operational results can be fostered by 

focusing on both the satisfaction of customers and employees. Moreover, better operational 

results are strongly linked to increasing productivity, minimizing defects, quality of products 

and quick response in delivery. The implementation of QM benefits the company in many 

aspects, such as product quality, customer service, quick response, competitiveness, customer 
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satisfaction, employee satisfaction and motivation, the percentage of non-defective product, 

and the value of the company's shares 

 

4.9      Effects of quality management on financial results 

As in the previous cases, in general, it can be observed in the case study that there is a 

positive relationship between quality management and financial results (table 4.8). 

Table- 4.8. Effect of quality management on financial results 

 OA OB OC OD OE 

Increase in sales Yes Yes Yes Yes No 

Market share growth -(1) Yes Yes Yes No 

Increased profitability of the company Yes Yes Yes Yes No 

(1) The perception among the managers interviewed was that these effects occur, but they do not provide any 

evidence to justify that they are obtained 

From the table above, quality management has a positive influence on the increase in sales 

in four of the five companies analysed (OA, OB, OD and OC). In a company (OE) this is clearly 

not the case. This company is the one that considers that quality management has generated 

ñred tapeò and the quality culture has not been instilled in the employees. This could explain a 

low level of quality management and therefore less clear and less important effects. 

Regarding the reasons why quality management does influence financial results, two 

companies (OA and OB) indicate that it is due to the improvement of the image and the 

corresponding certificate. Other managers point out the following: 

OC: "The company has enhanced communication with its customers, analyses the data 

collected from them more frequently and in turn establishes feedback mechanisms through its 

website and a suggestion box." 

OD: "This has allowed the services offered to be more in line with the demand software 

customers, which has had animation sales." 
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Regarding the positive influence of quality management on market share, quality 

management positively influences the increase in market share in 4 companies (OA, OB, OC 

and OD). Two quality managers noted that: 

OA: "The certification has allowed them to access clients who, without it, were impossible 

to attract." 

OB: "Now services are more in line with customer demands, which have improved service 

and, in turn, is increasing market share." 

On the other hand, another of the financial results positively affected by quality 

management is profitability. Quality management has a positive influence on the increase in 

profitability in four companies (see table 4.10). In the words of a quality director: 

OA: "The certification has allowed us to work with clients that we did not have before, 

which has increased sales, which together with lower costs has increased profitability." 

In the other three companies (OB, OD and OC) this improvement stems from greater 

efficiency. For example, a company (OB) shows that it has reduced the time it takes to perform 

the service per employee. These results show that quality management can positively influence 

financial results. As indicated above, there is a company where quality management does not 

become part of the company culture and therefore, the benefits obtained are much lower, in this 

case, according to the data obtained, the management practices of quality have not allowed to 

increase the financial results of the company. 

Relationships between innovation, operational and financial results in addition to the effects 

of quality management on innovation, operational and financial results previously mentioned, 

there are also relationships between them. For example, in relation to the influence of 

innovation on operating results, it can be observed that the motivation of workers is a good tool 

for them to innovate, not only in products but also in processes. For this, the leading companies 

in the study (OA, OB and OC) hold competitions on new business ideas, which are awarded 

with incentives. A manager explains that: 
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OA: "Every year there is an idea that improves a producer work process." 

 

These innovations, whether product or process, in turn improve company productivity and 

employee satisfaction. For example, productivity is improved because, in the words of two 

managers: 

OA: "Innovations make work more comfortable for the worker and this motivates workers 

to improve day by day." In this way, they reduce the time to carry out tasks. 

OC: ñInnovations generate time savings most of the time, for example through 

competitionon innovative ideas. And since it is the employees themselves who carry out these 

ideas, they try to make them result in improvements in their own workò, which provides an 

increase in productivity and worker satisfaction. 

For their part, they can also improve worker satisfaction because these improvements lead 

to better job performance. According to two managers interviewed: 

OC: "On many occasions the innovations do not come solely from the company, but it is 

the worker himself who proposes these innovations because these innovations allow them to 

improve their daily work." 

OA: "Once an individual is hired, he, according to his professional profile and his 

experience, proposes new services that adjust to his professional profile to enrich his own job 

position". 

Regarding the influence of innovation on financial results, there is also a positive 

relationship. However, not all companies that have high levels of innovation agree that they 

obtain improvements in financial results. For example, in companies OA and OC this 

relationship is observed but not in company OB. This result is striking because this company 

has been considered a leader in the study by obtaining multiple positive influences in the 

relationships studied so far. It has been observed in the study that this circumstance occurs 

because, as this is a company that innovates radically and incrementally "on a daily basis", in 
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the words of a manager of the company itself, especially with new financial products, the 

perception that the managers is that this relationship does not exist or is observed as something 

common in the company. Perhaps if the innovations did not occur so continuously, the 

managers interviewed would observe that this relationship exists, as occurs in OA and OC. 

However, these innovations allow leading companies to be the first to offer radical product 

innovations, allowing them to increase their market share and sales. Thus, according to the 

managers interviewed: 

OA: "It is easier to retain customers with a new producto tan to attract them when the same 

producto that is already produced by the competitionis made." 

OA: "Creating or modifying products and processes is a novelty effect and that novelty 

means more sales in most cases." 

OC: "Then novelty effect allows increasing sales, at least for a time." 

OC: ñIntroducing new products on the market such as landscapeor flood studies increases 

market share. This producto is made because the market demands itò. 

Regarding the influence of operating results on financial results, it is observed that this 

relationship is positive in most companies (OA, OB, OC and OE). Companies that use quality 

indicators, measure these indicators (and not only have them) or have protocols of action with 

suppliers that increase the productivity of the company through workers and that likewise, this 

productivity improves in many sometimes the profitability of the company. In addition, they 

are the companies that obtain the highest operating results obtain greater satisfaction from 

customers, suppliers and a decrease in the delivery times of products to customers and in this 

sense, likewise, these companies are the companies that obtain the highest profitability. For 

example, the managers interviewed point out the following: 

OA: ñThe protocol of action with the suppliers has helped us so that they are not delayed 

in the delivery and there fore we have more difficult to delay in the delivery of the products to 
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our clients. Before, every time a producto was delayed, we had to make a comercial discount 

to customers. Today this item has decreased and the company is more profitable in this senseò. 

OB: "The productivity of the individual or of them achinery helps to improve the profit 

ability of the company, from a reduction in costs." 

OC: "The company already proposes productivity objectives in advance and there fore 

counts on them to obtain profitability." 

These views indicate that managers do believe that operating results have a positive 

influence on financial results. According to some managers interviewed, the problem would be 

that the productivity objectives were not met, this would mean a decrease in profitability. For 

example, one manager states that: 

OE: "The workers are participants in the productivity objective of the company, and they 

know that this objective is necessary for the smooth running of the company." 

These qualitative results support the literature on quality management showing that quality 

management has a positive influence on operational results (Baird et al., 2011; Prajogo et al., 

2012a and b); in financial results (Kaynak, 2003; Lee et al., 2003; Lin et al., 2013) and in 

innovation results (Kim et al. 2012). Likewise, it is observed how innovation influences 

operational (Rahman and Bullock, 2005) and financial (Grandzol& Gershon, 1997) results and 

how the positive effects on operational results can in turn lead to improve financial results 

(Hartmann &Apaolaza Ib§¶ez, 2012; Chuan& Lin, 2013). 

The managers of the companies analysed consider that integrating quality management 

practices in the company can lead to an improvement in the results analysed. For example, as 

previously noted, managers note that documenting processes has enabled them to define 

simpler tasks, perform work more efficiently, facilitate innovation activities, and obtain 

customer information. This indicates improvements in operating results and mainly in 

innovation. In addition, as previously indicated, it can be observed that using indicators or 
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motivating employees can be practices that facilitate the improvement of innovation, 

operational and financial results. 

In this context, when the culture of quality is instilled in people, it is possible to take better 

advantage of the quality system, as pointed out by a manager. In this sense, if quality 

management involves bureaucracy (example paperwork), as in the OE company, and it has not 

been instilled in people and is not part of the day-to-day of the company, although there are 

some improvements in the operating results, no clear benefits are generated on financial results 

and innovation results. In this way, the probability that greater benefits will be generated 

(operational results, financial results and innovation results) will be greater when quality 

management practices (for example, process documentation, suggestion systems, work teams, 

surveys customers, indicators, etc.) are integrated into the day-to-day of the company and 

employees are involved. 

Finally, to finalize this qualitative analysis with the information gathered from the open 

questions, the questionnaire and secondary data on the quality management practices, and the 

actions, methods or techniques to apply each practice, two levels of analysis have been 

identified. quality management based on the degree of implementation of these quality 

management practices (see table4.10): a) level 1 or companies certified with ISO 9001 or in 

the process of certification, with further development of management practices quality and b) 

level 2 or non-certified companies, with less implementation of quality management practices. 

From here, companies with a higher level of quality management (level 1) correspond to LO, 

OB and OC that develop quality management practices to a greater extent than companies with 

a lower level. OD and OE companies are classified at level 2 (lowest level of quality 

management). Likewise, the degree of innovation in companies is shown according to this level 

of quality management. Table-4.9 shows that companies with better quality management 

develop innovation to a greater extent, thus supporting. Table (4.9) will present the effects of 

quality management on operating results 




