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OPERATIONAL DEFINITION OF TERMS

Continual improvement- is a type of change that is focused on increasimg t
effectiveness and/or efficiency of an organizatiofulfill its policy and objectives

Documentation requirements

QMS Enforcement- refers to compelling observance of or obediencthéoQuality

Management System

Resources+efer to the total means available to a companyrforeasing production

or profit, including plant, labor, raw material aodassets.

Product realization- refers to focusing oproduct strategy and vision.

Measurement- refers to determination of dimension, quantity, capacity of an

organization under study

Analysis — refers to separation of continual improvement congmts into their

constituent parts for individual study.

Improvement- getting better and better of an existing statesitwration within an

organization from time to time

Customer data- refers to all or any information about organizasiocustomers

critical to gaining a more complete picture of wisagjoing on.

Self assessmentrefers to a comprehensive, systematic and regefew of an

organization's activities and results. The SelfeSssent process allows the
organization to discern clearly its strengths arehs in which improvements can be
made and culminates in planned improvement actidrish are then monitored for

progress.



Data assessment- ishe determination of quantitative or qualitativalue of data

related to a concrete situation and a recognizesith

Preventive action-is a change implemented to address a weaknessmanagement

system that is not yet responsible for causing aofurming product or service.

Systematic improvement methodsrefers to biased improvement methods resulting

from flaws integral to the system within which thias arises

Xi



ABSTRACT

In view of the challenges faced in operationalmatand implementation of Quality
management systems in ISO certified state cormorstithis research project provides
for an avenue to establish the post certificatiaates of ISO certified public
institutions in Kenya today. The broader objectifehis study thus was to establish
how selected ISO certified public institutions siist continual improvement of

performance after certification and explore thellehges they face.

The specific objectives were: To establish the tgpe¢SO QMS the selected public
institutions are certified in and their certificati bodies, to establish whether the
selected institutions possess any technical esgeimi the management of continual
improvement and the extent to which selected 1S@ifieel institutions sustain
continual improvement of performance after cerifion. This study also explored
the challenges facing selected 1SO certified puiblstitutions in ensuring continual

improvement of performance after certification.

This study adopted descriptive research design. fHnget population was all
employees of seventeen ISO certified public ingtins in Nairobi that had been
awarded the ISO QMS certification. The study utitizboth primary and secondary
data. The study administered questionnaires tded &b 36 respondents working in
the sustainability and compliance section acrossofiganizations departments under
study. Stratified random sampling was used to came&vith a representative sample
size. Secondary data was gathered from variouoatative sources including from
the Kenyan certification firms namely Kenya BurezuStandards (KBS), SGS (K)
Ltd and Bureau Veritas Quality International (BVQI)

The findings of this research project were thatdblection of customer related data
for analysis in order to obtain information for ¢iomal improvement was a
satisfactory rating of 86.1% good while the ratimg measurement, analysis and
improvement was only 50% good. Since measuremealysis and improvement is a
major component of continual improvement this stdohds most of the public

institutions wanting in this pillar of ISO QMS.

Xii



CHAPTER ONE: INTRODUCTION
1.1. Background

Continual improvement is a type of change that asu$ed on increasing the
effectiveness and/or efficiency of an organizatiorfulfill its policy and objectives.
Continual improvement may be realized in busindsstegyy, business results, and
customer, employee and supplier relationshipsmply means 'getting better all the
time. One of the eight principles of ISO certitica is Continual Improvement. The
principle states that a certified organization khabntinually improve the
effectiveness of the management system throughgbef the quality policy, quality
objectives, audit results, analysis of data, cdirecand preventive actions and
management review. The organization should identilyasurement methods and
should perform measurements to evaluate procegspance. Measurements should
be used for managing daily operations, for evatuatf the processes that may be
suitable for small-step or ongoing continual imgments (Standard 1SO 9004:
2000).

Management initiatives utilizing the continual irogement management system
framework share a core set of elements criticaingiitutionalizing a culture of
continual improvement and consistent performancecess. Typically, they are
designed to affect performance improvement in aglgsinmanagement area.
Management areas include environmental performapoélic and occupational
health and safety; process, product, and servieéitguoperational and capital asset

financial performance; and human resources antdekielopment.

The continual improvement management system-basiidtives — such as 1SO
14001 and ISO 9002 among their components and iyimedogic, regardless of
which management area(s) they support. Not onlysdeach of the continual
improvement management system-based initiatives faw high-level components -

Plan, Do, Check, and Act - each includes a sinsgdiof more detailed elements.

Continual improvement may also be realized throBghchmarking. Benchmarking
has been defined as making reference or measureminstandards using

comparisons. It allows for continuous activities idéntifying, understanding and



adapting best practice and processes that will leadsuperior performance.
Benchmarking measures an organization’s produatsyices and processes, to
establish targets, priorities and improvementsdilga to competitive advantage
and/or cost reductions (DTI Survey 2006).

Changes in structures and in processes within tiseness environment may able be
realized through Business Process Reengineerin@R)(BPhe entire technological,
human, and organizational dimensions may be chamg@&PR. In general it allows
an efficient and effective change in the mannewhich work is performed. All these
changes impose the need for organizational tramsfbon, where the entire processes
and organization climate and organization structare changed. BPR has been
defined as the fundamental rethinking and radiedesign of business processes to
achieve dramatic improvements in critical conterapprmeasures of performance

such as cost, quality, service and speed (Daveni®8).

1.1.1 ISO Certification and Continual Improvement

ISO is an international agency consisting of 158nier countries, Kenya included.
ISO was formed in 1947 and is based in Geneva, z8udind. It develops

international standards to foster increased trafdproducts and services. Global
competition calls for higher levels of quality, iefency and effective delivery of

service or products. In Kenya, several organizatiboth public and private have
embraced ISO certification standards as a tool ahagement to compete and
enhance their performance as they provide sentwd®th local and international
clients (ISO survey, 2005).

ISO Quality Management System (QMS) is a systemseticame work of processes
and procedures are used to ensure that an organizain fulfill all tasks required to
achieve its objectives. A complete system wouldluide accountability (an
assignment of personal responsibilities), a scleediol activities to be completed,
auditing tools to implement corrective actions @nelating a feedback processes for
continual improvement. An example of such a sysieitihe Deming cycle of Plan,
Do, Check, Act (PDCA) (Standard 1ISO 9004: 2000).



Continual improvement should lead to better ressiish as price, cost, productivity,
time to market, delivery, responsiveness, profitd acustomer and employee
satisfaction. Continual improvement is about thiérerorganization and everything it
does. It has to be a prime concern of executiveagement and its success depends
upon commitment from the top. The commitment mist ae highly visible. It is not
enough to have a quality policy signed by the chéiecutive. If executive
management does not demonstrate its commitmenoimg dvhat it says it will do it
cannot expect others to be committed to the pgitgndard 1ISO 9001: 2008).

ISO standard states that continual improvement hed brganization's overall
performance should be a permanent objective obtbanization. ISO standard gives
guidance on continual improvement of an organiréimverall performance and
efficiency, as well as its effectiveness. The resmndations in the standard give
guidance for organizations whose top managemenhesigso move beyond the
requirements of certification standard, in pursaft continual improvement of
performance (Standard ISO 9004: 2000).

Along with improved services several benefits hagen listed when an organization
implements ISO standards, among them are efficog@rations, achievement of

customer satisfaction, improvement of financialutess satisfaction of stakeholders,
sustainability, continual improvement, internatibrexognition, improved quality and

the third party audits associated with certificat@are considered as image builder
(ISO survey, 2007).

1.1.2 Certified Public Institutions in Kenya

Public sector organizations have been relativelg la adopting ISO standards in
comparison with those from the private sector. Wilile standards have the potential
to provide many benefits, they could also reinfoceetain detrimental orthodoxies.
ISO standard certifications programme, which adasfuary 2007 had well over 200
certified companies in Kenya is handled throughrfagencies, namely: Kenya
Bureau of Standards (KEBS), Bureau Veritas Quaititgrnational (BVQI) and SGS
(K) Ltd. ISO certification programmes have furtheeated awareness and lead to

adoption of quality practices in the country (KEERB07).



Many organizations particularly in the early stagéghe history of ISO standards,
obtained certification for marketing-related reasdmaylor, 1995). Some of these
organizations unscrupulously used the standardsugmest higher product quality,
taking advantage of the high level of public igma@ of the standards. Other
organizations have used the standards as a pdmoafler differentiation strategy
(Anderson et al., 1999; Naveh et al., 2004). Astfimovers in up-taking this
innovation, these organizations have used the atdadas a relatively cost-effective
signal to customers and regulators that they hawdity management systems in
place. Large customers, particularly governmentd amwlti-national corporations,
have made ISO standards mandatory for their supplBrown and Wiele, 1995). As
a result, many suppliers feel compelled to regigteorder to get themselves onto
supplier lists (Lee and Palmer, 1999; Hughes ¢228I00). ISO 9000 has become an

“order-qualifier”, and not necessarily an “ordemwer” (Meegan and Taylor, 1997).

1.2. Statement of the problem

Public institutions in Kenya that are ISO certifigiould have in place measures and
mechanisms to ensure continual improvement, that devoid of management
deficiencies as encompassed in various ISO managesystems. However, this is
not known to be the case, as most of them seenpdoate in the background of
several challenges, which impair implementationtioé already mentioned ISO
management systems leading to distortion of coatimaprovements in various areas

of Management.

Some of the challenges a number of these publiitutiens have been facing in
implementation of the said systems include; lack méchanisms to address
documentation requirements for continual improvetndack of enforcement and
taking of a leading role by top management to laickesources, product realization,
commitment, positive attitude, positive working toue, effective information flow,

staff training in continual improvement, formalizesystems and experience in

auditing.

Ignorance of measurement, analysis and improveraedt lack of collection of

customer related data for analysis in order toinbtdormation for improvement and



use of self assessment on quality management systechthe assessment of various

data in order to identify areas of improvements.

A number of these public organizations have neitheed corrective action for
evaluating and eliminating recorded problems aiffigctheir performance nor used

preventive action for loss prevention.

It is thus in view of these that the researchembbuo establish how various 1SO
certified public institutions in Kenya sustain doo@l improvement of performance
after certification and explore the challenges tlfage. The research was to

establishing the above by researching on the fatigwuestions.

1.3. Research Questions

i) What type of ISO QMS selected public institutioms aertified in and their
certification bodies?

ii) Do the selected institutions possess any techaiqagrtise in the management
of continual improvement?

iii) To what extend does the selected ISO certifiedtinigins sustain continual
improvement of performance after certification?

iv) What are the challenges facing selected ISO aaltipublic institutions in

ensuring continual improvement of performanceragertification?

1.4. Research Objectives

1.4.1 General objectives of the study
To establish how selected ISO certified publicitnibns in Kenya sustain continual

improvement of performance after certification @&xglore the challenges they face.

1.4.2 Specific objectives of the study

i) To establish the type of ISO QMS selected publgtiiutions are certified in
and their certification bodies.

i) To establish whether the selected institutions gmssy technical expertise in

the management of continual improvement.



iii) To establish the extent to which selected ISO fogdltiinstitutions sustain
continual improvement of performance after cerdifion.
iv) To determine the challenges facing selected IS@¥iedrpublic institutions in

ensuring continual improvement of performanceragertification.

1.5. Scope of the Study

The study sought to establish how selected ISOfieerpublic institutions in Kenya
sustain continual improvement of performance attertification and explore the
challenges they face. This study covered sevensetected ISO certified public
institutions within Nairobi and targeted three eoygles conversant with 1SO

management systems impact assessment, policy geveid and implementation.

1.6. Significance of the study

The study findings can benefit various stakeholdemely; Public Institutions ISO

standards implementers as they shall be able towkndether the continual

improvement can be realized during post certifamatstage. ISO standard quality
management system trainers/consultants who wilblle to have a clear view of
challenges faced in the service industry during pesification stage. This study also
offers academicians and researchers further fi¢éldtaedy in ISO standards post

implementation stage.

1.7. Assumptions of the Study

1. The study assumed that all respondents were witbhgespond and provide
all the needed information.

2. The study assumed that all respondents were hanesthat the information
they give can be depended upon to make conclusindsdeduction for the
future.

3. The study assumed that the respondents had thesitegknowledge on the
area of study to be able to provide reliable infation.

4. The study assumed that the sample selected wassespative and hence the

findings can be generalized to represent the etatiget population.



CHAPTER TWO: LITERATURE REVIEW

2.1 Introduction

This chapter presents a review of the relatedalitee on the subject under study
presented by various researchers, scholars, anadyst authors. The review has
covered the various issues and more particulay @iality Management Systems,
ISO Certification Pillars, Challenges in ISO cectition implementation, Continual

Improvement, and different continuous improvemeagraaches presented by various
‘gurus’ in the field of management. Among the agmttes include; Kaizen, Value

Stream Mapping, Total Quality Management, EntegpRgsource Planning, Business

Process Re-engineering and Benchmarking.

2.2 Theoretical Review

This study was guided by the vast knowledge baseasfagement systems and more
specifically those relating to 1ISO and the sevamgroaches available on continuous
improvement.This section reviews the theoreticalybof knowledge on continuous
improvement and much so on the management chaliesiffiecting the achievement
of continuous improvement with regard to internadib organization for

standardization management systems.

The section also reviews the emerging approachesmtinuous improvement and
draw attention to the various independent variabteat could affect the
implementation of various management systems typicaontinuous improvements
and more so which have been mentioned herein adaveddition, this section
extensively makes reference to other research esutliat have been done on the
similar problem area. Continuous improvement messw@and mechanisms can be
numerous and diverse depending on the industry runediew. The researcher
therefore tried to narrow the focus of this sectionthe key challenges facing

continuous improvement in 1ISO related managemesienys.

2.2.1 1SO (Quality Management Systems)
The ISO 9000 and ISO 14000 families are among IS8@'st known quality
management systems standards ever. ISO 9001:2008 S 14001: 2004 are

implemented by over a million organizations in Xtantries. The ISO 9000 family



addresses "Quality Management". This means wleabtbanization does to fulfill,

the customer's quality requirements, applicablelstgry requirements, while aiming
to enhance customer satisfaction, and achieve raitiimprovement of its

performance in pursuit of these objectives. [ISM19P008 is the standard that
provides a set of standardized requirements forualitgy management system,
regardless of what the user organization doesiats or whether it is in the private,
or public sector. It is the only standard in thenilg against which organizations can
be certified, although certification is not a corgouny requirement of the standard
(ISO survey 2007).

The ISO 14000 family addresses "Environmental Manant”. This means what the
organization does to minimize harmful effects oe #nvironment caused by its
activities, and to achieve continual improvementtsfenvironmental performance.
Though ISO has many other standards dealing wigkiip environmental issues, the
intention of 1ISO 14001:2004 is to provide a framewdor a holistic, strategic

approachto the organization's environmental policy, plansl actions (ISO survey

2007).

2.2.2 1SO Certification Pillars

The standard document has eight clauses which apwelitions that a firm to be
certified has to meet. The areas covered includgilSQlocument requirements;
Management responsibility; Resource management;dueto realization; and
Measurement, analysis and improvement. The stanslagdests that each one of
these five areas is required to assure that thie pascesses of a company are well
controlled. Together, the five sections define wt@npanies consistently should do
in order to provide products that meet customerapulicable statutory or regulatory
requirements and to continually enhance customdisfaetion by continually

improving their QMSs.

The standard set principles that can be used bgrsernagement as a framework to
guide their organizations towards improved perfaroga These principles, as they
appear in QMSs fundamentals and vocabulary, anguidelines for performance

improvements are: Customer focus: Organizationeméppn their customers, and



therefore, should understand current and futureoouesr needs, should meet customer
requirements and strive to exceed customer expausat Leadership: Leaders
establish unity of purpose and direction of theaaigation. They should create and
maintain the internal environment in which peopbn doecome fully involved in
achieving the organization’s objectives; Involveimneh people: People at all levels
are the essence of an organization and theirfulvement enables their abilities to
be used for the organization’s benefit; Processagmi: A desired result is achieved
more efficiently when activities and related resmsr are managed as a process;
System approach to management: Identifying, unaledstg and managing
interrelated processes as a system contributdgetorganization’s effectiveness and
efficiency in achieving its objectives; Continualmprovement: Continual
improvement of the organization’s overall performanshould be a permanent
objective of the organization; Factual approach decision-making: Effective
decisions are based on the analysis of data andmation; and Mutually beneficial
supplier relationships: An organization and its @igrs are interdependent and a
mutually beneficial relationship enhances the gbdf both to create value (Standard
ISO 9001: 2008).

2.2.3 Challenges in QMS implementation

There are a number of challenges that any orgaoizatay face in implementing an
effective QMS. Ghobadian and Gallear (1997) fountitbat some of the challenges
organizations may face during implementation of QS8ude lack of financial and
human resources, inadequate technical knowledggiality management, a lack of
knowledge of formalized systems, and a lack of d@rpee in internal auditing.
According to Temtime (2003), he came up with conge with implementation
challenges which consist of: constraints on resmjrdack of top management
commitment; lack of understanding of the standaedgirements; lack of employee

commitment; and precision in documentation androbdnt

When an organization’s systems are documented asidh the requirement by 1ISO
standard, changes to the system must follow praesdihat are sometimes long and
laborious to follow. The dilemma for managers isniplement and sustain the system

by continual improvement as required by ISO stathdar



2.2.4 Continual improvement

Generally, the implementation of QMS can be dividetb five stages; planning
(plan), documentation (do), verification and vatida (check), deployment (act) and
continual improvement. The continual improvemeags is actually the phase where

maintenance of the quality system is carried oan@, 2005).

During the maintenance stage, more emphasis mustpléeed on continual
improvement and preventive action. In addition, 8&(2005) states that at this stage
internal quality audits must be utilized not merayverify adherence to the defined
QMS but also to explore opportunities for continumprovement. Chin et al. (2000)
also stressed that continual maintenance of the Q@#8ssential to satisfy the
surveillance visits by registrars, and to monitod &anprove the system. This phase is
important if the organization wants to continualtyprove and reap the long term

benefits of having a quality management systentaoe

Van de Water (2000) defines the maintenance ofdityunanagement system as “the
application of management concepts to aspectsegpithcess of quality management
with the objective of keeping this process in ety well defined state, to keep the
introduced philosophy highly evolving for the orgaation’s members, to bring it into

a state seen fit to control all aspects of quality”

To prevent stagnation of the process of quality ag@ment and its translation into
concrete activities on all levels of the organizati maintenance of the QMS is
necessary for organizations as it would providestamt monitoring, controlling,
assessing, and improving through both the techracal socio-cultural aspects to
guality management (Van de Water, 2000; Stewar®5L9If the implementation
stage outlines “what” needs to be there, the maintee phase is about making the
most of “what” is there to improve the QMS of theganization. During this stage,
emphasis is placed on activities such as the mamagereviews, corrective and
preventive actions, collection and analysis of dataasurement of performance, and

continual improvement.
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The organization shall continually improve the effeeness of the quality
management system through the use of the qualiigyp@uality objectives, audit
results, analysis of data, corrective and prevendigtions and management review.
They should develop mechanism or tools that shalddtify measurement methods
and should perform measurements to evaluate prpegggmance. The organization
should incorporate these measurements into pracesse use the measurements in
process management. Measurements should be useafaging daily operations,
for evaluation of the processes that may be s@itdbt small-step or ongoing
continual improvements, as well as for breakthropgiects, according to the vision
and strategic objectives of the organization. Measents of process performance
should cover the needs and expectations of inettgsarties in a balanced manner.
Examples include capability, reaction time, cydleet or through put, measurable
aspects of dependability, yield, the effectivermsg efficiency of the organization's
people, utilization of technologies, waste reductiand cost allocation and reduction
(Standard ISO 9004: 2000).

Analysis of data decisions should be based on aat@ined from measurements and
information collected as described in the Standhrdhis context, the organization

should analyze data from its various sources tesasperformance against plans,
objectives and other defined goals, and to idergiyas for improvement including

possible benefits for interested parties. Decisloesed on facts require effective and
efficient actions such as valid analysis methogdpr@priate statistical techniques, and
making decisions and taking actions based on eesiilfogical analyses, as balanced
with experience and intuition. Analysis of data ¢etp to determine the root cause of
existing or potential problems, and therefore guldeisions about the corrective and

preventive actions needed for improvement (Berrtha@D3).

For an effective evaluation by management of th&altgerformance of the
organization, data and information from all parfstiee organization should be
integrated and analyzed. The organization's ovesformance should be presented
in a format that is suitable for different levelstbe organization. The results of this
analysis can be used by the organization to determrends, customer satisfaction,
satisfaction of other interested parties, effectess and efficiency of its processes,

supplier contribution, success of its performamprovement objectives, economics

11



of quality, financial and market-related performancbenchmarking of its

performance, and competitiveness (Kouzes & Po20€?2).

2.2.5 Kaizen

Kaizen means "improvement". Kaizen strategy catls fiever-ending efforts for
improvement involving everyone in the organizatimanagers and workers alike
(Masaaki Imai, 2001).

2.2.5.1 Kaizen and Management

Management has two major components: maintenance, i@provement. The
objective of the maintenance function is to mamtaiurrent technological,
managerial, and operating standards. The improvenfenction is aimed at
improving current standards. Under the maintenduagetion, the management must
first establish policies, rules, directives andchdtrd operating procedures (SOPs) and
then work towards ensuring that everybody followGPS The latter is achieved
through a combination of discipline and human ressulevelopment measures.
Under the improvement function, management work#icoously towards revising
the current standards, once they have been mastmddestablishing higher ones.
Improvement can be broken down between innovatiod Kaizen. Innovation
involves a drastic improvement in the existing psxand requires large investments.
Kaizen signifies small improvements as a resultadrdinated continuous efforts by

all employees (Masaaki Imai, 2001).

2.2.5.2 Implementation of Kaizen Strategy

One of the most difficult aspects of introducinglamplementing Kaizen strategy is
assuring its continuity. When a company introdusesething new, such as quality
circles, or Total Quality Management (TQM), it expaces some initial success, but
soon such success disappear like fireworks on sumiglket and after a while nothing

is left, and management keeps looking for a newoflaf the month. This if because
the company lacks the first three most importanhddoons for the successful

introduction and implementation of Kaizen strat@gyasaaki Imai, 2001).
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2.2.5.3 Process-Oriented Thinking vs. Result-Orieet Thinking
Kaizen concentrates at improving the process ratiar at achieving certain results.
Such managerial attitudes and process thinking naakeajor difference in how an

organization masters change and achieves improwsmen

2.2.5.4 Quick and Easy Kaizen

Quick and Easy Kaizen (or Mini-Kaizen) is aimedratreasing productivity, quality,

and worker satisfaction, all from a very grassrdet®l. Every company employee is
encouraged to come up with ideas however smallcthalt! improve his/her particular
job activity, job environment or any company precés that matter. The employees
are also encouraged to implement their ideas adl simenges can be done by the

worker him or herself with very little investmerfttone (Masaaki Imai, 2001).

Quick and easy Kaizen helps eliminate or reducdesagromotes personal growth of
employees and the company, provides guidance fgrloy®es, and serves as a
barometer of leadership. Each kaizen may be srbatl,the cumulative effect is

tremendous (Masaaki Imai, 2001).

2.2.6 Value Stream Mapping - Making Improvements tht add value

Organizations continually strive for lean and eéfit operations. Particularly in the
current economic climate, a company may wish tal fopportunities for lean
improvement in a department or area, so that cdivedethe same value to the
customer at lower cost to your organization. Howgevie can be a challenge
identifying where these opportunities af@r example, one may know that you need
to improve on the production process, because ptedue coming back with defects.
In such a situation, what do you need to do to awprquality? One option is to put
more resources into physical inspections, but thesgon will still stand will that
solve the problem, or will it just add cost to aogess that is already flawed

somewhere else (Mind Tools Magazine, 2010).
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2.2.6.1 Process Improvement

Process improvement is successful only when youeaddhe underlying problem. A
useful way of improving processes successfullyasuse a lean manufacturing
Technique called Value Stream Mapping (VSM). Itgorated at car manufacturer
Toyota, where they called it 'material and inforimatflow mapping." VSM is now

widely used in a variety of industries as a wayidehntifying improvement projects
(Mind Tools Magazine, 2010).

The basic idea behind Value Stream Mapping is tiiate underlying process is
right, the outcome will be reliable. To get the gess right, you have to understand

the sequence of activities that provide value torystomers.

VSM looks at the full, end-to-end process. It hetpa map visually how information
and materials flow through all of the activitiesattoccur — from the time an order is
placed, to the time the product or service is @eéd. The start is with customer
needs, where the map shows how and when informatimcteived. The end is when
the product or service is delivered to the custométh the map showing how
decision-making and communication processes affextwhole flow (Mind Tools
Magazine, 2010).

By looking at your process from start (receivingdens or forecasts) to finish
(warehousing or distributing the product), you céearly identify steps where no real
value is added, or where there's a bottleneck -tlarg] you can eliminate these types
of waste. Your original Value Stream Map becomes lthseline for improvement
initiatives that eliminate no-value, wasteful aities. Note that the map is only as
detailed as it needs to be. In other words, ittbasontain enough information about
the flow of information and physical products tolthgou identify problems and

potential improvements, but no more than this (Mlinbls Magazine, 2010).

2.2.7 Total Quality Management

At its core, Total Quality Management (TQM) is amagement approach to long

term success through customer satisfaction. In 8 T&ffort, all members of an
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organization participate in improving processesdpcts, services and the culture in
which they work. The methods for implementing tlaipproach come from the

teachings of such quality leaders as Philip B. Byp§V. Edwards Deming, Armand

V. Feigenbaum, Kaoru Ishikawa and Joseph M. Juga $igma Forum Magazine,

2010)

A core concept in implementing TQM is Deming’s ldirgs, a set of management
practices to help companies increase their quahty productivity: Create constancy
of purpose for improving products and services, g{dine new philosophy, Cease
dependence on inspection to achieve quality, Erdptiactice of awarding business
on price alone; instead, minimize total cost by kimg with a single supplier.
Improve constantly and forever every process fanping, production and service,
Institute training on the job, adopt and institlgadership, drive out fear, break down
barriers between staff areas and eliminate slogaxisortations and targets for the
workforce.

Eliminate numerical quotas for the workforce andnetcal goals for management,
remove barriers that rob people of pride of workep, and eliminate the annual
rating or merit system. Institute a vigorous praograof education and self-
improvement for everyone put everybody in the comyp@ work accomplishing the
transformation. The term “Total Quality Managemeh#’s lost favor in the United
States in recent years: “Quality management” isroomly substituted. “Total Quality

Management,” however, is still used extensivelfzurope.

2.2.8 Enterprise Resource PlanningERP)

Enterprise Resource Planning (ERP) is an integredeaputer-based system used to
manage internal and external resources, includingible assets, financial resources,
materials, and human resources. Its purpose iaditithte the flow of information
between all business functions inside the bounslarighe organization and manage
the connections to outside stakeholders. Built @eraralized database and normally
utilizing a common computing platform, ERP systegmnsolidate all business
operations into a uniform and enterprise-wide sys&nvironment (Management
Methods, Models and Theory, 2010)

15



An ERP system can either reside on a centralizedeser be distributed across
modular hardware and software units that provideVvises" and communicate on a
local area network. The distributed design allowbuainess to assemble modules
from different vendors without the need for thecplment of multiple copies of
complex and expensive computer systems in areashwhill not use their full
capacity (Management Methods, Models and Theor{Qp0

2.2.9 Business Process Reengineering

The Business Process Reengineering method (BPR¢dsribed by Hammer and
Champy, (2005) as 'the fundamental reconsideragioth the radical redesign of
organizational processes, in order to achieve idraishprovement of current

performance in cost, services and speed'.

Rather than organizing a firm into functional sjpétes (like production, accounting,
marketing, etc.) and to look at the tasks that dacltion performs, Hammer and
Champy recommend that we should look at completegases. From materials
acquisition, towards production, towards marketengd distribution. One should
rebuild the firm into a series of processes. Vatoeation for the customer is the
leading factor for BPR and information technolodten plays an important enabling
role (Management Methods, Models and Theory, 2010).

2.3 Empirical Literature Review

In developing the content for this study, and mosportantly the theoretical
framework, the researcher reviewed several sowtegormation that relates to the
objective of the study. The study is concerned arily with the challenges facing
continuous improvement with reference to ISO mansage systems’ standards even
though other approaches that reinforce ISO stagdattht can be treated

independently will as well be highlighted.

Many studies have been conducted on the implementaf ISO Standard in small,

medium, and large size companies both in the mahufag (Bhuiyan and Alam,
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2005; Lipovatz et al., 1999; Beattie and Sohal,9@d service sectors (Poksinska et
al., 2006; Karim et al., 2005; Efstratiadis et 2000).

Comparative studies have also been done on IS@dastds on manufacturing and
service organizations in terms of levels of resesraequired, motivations for

implementation, difficulties faced, benefits gairaatd management practices applied
in the implementation of the 1ISO standard (Singlalet2006) and within the same
industries but different countries (Ahmed et aD032).

In Kenya similar studies have been done suchths, strategic challenges faced by
manufacturing firms in adopting ISO standard” (Gatj 2008), “the role of ISO 9000
certification in developing competitive advantag&imani, 2008; Mbugua, 2006),
“employees’ perception of ISO standard” (Nyamba&@Q7) and “improvement in

operation performance” (Kimani, 2008).

Extensive studies have been done in addressingniaegeons’ responses to changes
in the external environment e.g. (Kibunya, 2008;njdgua, 2008; Kimani, 2006).
However, not much literature is found on the maiatece of ISO standard, the post-
certification period and how the system is susthibg the principle of continual

improvement or whether indeed there is continugrowement.

As documented in ISO guidelines for performancerowpments, the system has its
internal procedures for continual improvement. @uoml improvement may be
defined as the maintenance phase of the systers.n&intenance phase is important
as it entails mechanisms necessary to facilitatgirmoal improvement of the quality
management system in order to make it sustainafde amlapt to changes in the

business environment (Van de Water, 2000; Main@720

Despite the ISO numerical success in having orgdioizs adopt ISO standards,
considerable doubts and criticism remain in refatio actual benefits achieved and
flexibility within which organization can adapt tboth internal and external

environments. Criticism has also been directedS&’s primary concern with the
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generation of documentation to describe steps totaben when problems are
encountered. Wilkinson et al, (1994), did a surgeyK quality management which
concluded that ISO had been reduced to a ‘mecHamjgaroach” and as being

‘paperwork driven”.

Gatimu (2008) in her study “The strategic challenfgeed by firms in the adoption of
ISO 9000 QMS: The case of Manufacturing firms inirblai Industrial Area”,

established that the major benefits of ISO 9001028€xtification and adoption in the
manufacturing industries are seen to be less repaik, less problems in defects
liabilities, improved internal communication, impes external communication, the
client perceives higher quality of product, imprment in internal performance,
appraisal system, enhanced competitive of compaycantinual improvement of

operations as well as a valuable marketing tool.

Kimani (2008) in his study “The role of ISO 9000&riification in developing
advantages for Kenyan organization” established thenefits and competitive
advantages are realized within 2 years of impleatemt. He suggests further
researches to be done to establish how much lotigerbenefits of QMS are

sustainable beyond this period.

Nyambala (2007) in her study “Employees’ perceptdiSO 9001:2000” established
that employees’ expectation of the benefits of BEID1: 2000 which were very high

were not met in the long run.

According to Okwiri, (2009), in his article “Manaug for the Sustained Success of an
Organization - A Quality Management Approach”, agwut that the standard is not
meant to be for third party certification but toopide guidance for improvement of

overall performance, efficiency and effectivenesan organization.

Wanjagua (2008), in her study “Organization respsnt external environmental
changes: A case study of Kenya Pipeline Comparyes that all companies operate
in an environment that is not static but charazéztiby many changes and challenges.
The dynamism of the environment implies that congshave to constantly redesign

their strategies in order to remain effective iaitloperations.
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Mbugua (2006) in his study “Sustainable competitidvantage under condition of
change at East African Packaging industries “EAPI"EAPI is 1ISO 9001:2000
certified, established the firm positioned itséifaugh differentiation focus or cost
leadership as a means of developing sustainablepetitime advantage. It
differentiated by investing in and developing reses that served customers who
demanded high quality products and services, bu¢ wdling to pay a premium for
it. With this marketing strategy in hand the firmctised on well paying, high
profitable niche market of agricultural exports alhiwas said to be growth areas of

the national economy.

Kibunnya (2008) in his study “A survey of strategresponses to firm to
environmental changes in Kenya: A case study of Cauncil of Nairobi” - CCN is
still in the process of acquiring ISO 9001: 2008&itieation, concluded that there are
many factors that influence the Council among thame political interferes,
economical factors that impact on standard of gyilevels of income, disposable

income and taxation levels.

Wahid and Corner (2009), in their study on “Critisaccess factors and problems in
ISO 9000 maintenance” concluded that, there seerbe similarities in terms of top
Management commitment and employee involvementgbé¢ire top two critical
success factors for ISO 9000 maintenance in alsthdies conducted. Teamwork is
also considered to be one of the critical succas®fs in ISO 9000 maintenance and
this finding is consistent with the findings frommet studies by Chin et al. (2000) and
Low and Omar (1997). However in their study, Lowda@mar described teamwork
as “productive relationships”. Furthermore, therent study found that the reward
system and communication (human aspects), measnteaieperformance and
understanding of ISO (technical aspects) are fdberocritical success factors in
maintaining the quality system. In contrast to d¢kieer studies, the current study also
found continual improvement of process, people, syglem is what kept the quality

system alive for organizations to progress, grod r@main competitive.
None of these studies above has researched on leowald public institutions are

sustaining ISO standard post-certification periedddl on the principle of continual

improvement or whether there is any improvemenieael by this principle.
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2.4 Overview of Literature Review

The review explores varying approaches that exidtvahich contribute in some way
to continual improvement. However it does not snglout to a specific channel
industry. Because most entities that adopt thesproaphes for continual

improvement are conventional enterprises, mostcsje each are synonymous.

The approaches explored here and whose literasua®dilable include ISO QMS a
management system and the challenges encounteitsdrirplementation universally.

Others include Kaizen, value stream mapping, tgtality management, resource
planning, and business process re-engineering, dgamnations and benchmarking.
The review also highlights the existence of variexisting international standards in
various areas. Continual improvement is one of ¢cheponents of international

standards which superimpose the existing improvérapproaches as discussed in
the review. It also alludes to existence of chaém in operationalization and
implementation of various management systems arnitpiarly ISO QMS. For the

purposes of this research, the research seeksramnne scope of this study to cover

selected I1SO certified state corporations in Kenya.

2.5 Conceptual Framework

A conceptual framework helps the reader to quidde the proposed relationships
between the variables in the study and show the spaphically or diagrammatically

(Mugenda, 2003). The conceptual framework of thisdg is based on ten

independent variables namely; Documentation remerdgs, QMS enforcement

Resources, Product realization, Measurement, asadysl improvement, Collection

of customer data, QMS self assessment, Assessrhdatay Use of preventive action

and Use of systematic improvement methods.

The framework also identifies the following variebl as intervening variables;
Commitment, Attitude, Culture, Information transf®tanagement support, Technical
knowledge, Experience, Standard requirements, Deatation & control.

Figure 2.5 below shows how the various indepengaritibles affect the dependent
variables under study.
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Figure 2.5: The Conceptualization Model

- Documentation requiremel

- QMS enforcement _| Continual

"| improvement
- Resources

- Product realization

- Measurement, analysis and
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- Collection of customer data - Commitmen
- Attitude
- QMS self assessment - Culture
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- Assessment of data - Management
_ _ support
- Use of preventive action - Technical
o knowledge
- Use of systematic improvement - Experience
method - Standard
requirements
- Documentation &
control
[Independent Variables] Intervening varesbl [Dependent variable]

(Source: Researcher 2010)
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CHAPTER THREE: RESEARCH METHODOLOGY

3.1 Introduction

This research design was a descriptive survey meaestablish how selected 1SO
certified public institutions in Kenya sustain doo@l improvement of performance
after certification and explore the challenges tfege. This involved surveys and
description of the independent and dependent JasabDescriptive statistical
parameters and tables were used in the presentalionachieve this goal, a
guestionnaire was administered in this survey ¢oeaimployees of the selected public
institutions that are a subject of this study. Tdtisdy specifically target Management
Representatives (MR) and officers in charge of QdéSpliance and sustainability.
An elaborate questionnaire was administered tad¢bpondents for their views. This
method was chosen as it is inexpensive, does mpiireetoo much effort and is

standardized.

3.2 Research Design
The type of research design that was used for ithieqs was the descriptive design.
This involved a survey or the description of thddpendent and dependent variables

associated with the problem.

Percentages and tables were used to summarizegpenses. In view of the fact that
the study is mainly descriptive in nature, the aesker is of the opinion that it is
possible to draw conclusions without the use ofyvesmplicated qualitative and
quantitative statistical tools that may jeopardaevery clear presentation of the
findings of the research. In collecting the primadgta, the researcher used
questionnaires. The secondary data was obtaineddestifying bodies as well as the

Kenya bureau of standards.

3.3 Target population

The target population was all employees of the men 1SO certified public
institutions in Nairobi that had been awarded t8® IQMS certification. The firms
were selected from lists obtained from the Kenyartifeccation firms namely Kenya

Bureau of Standards (KBS), SGS (K) Ltd and Bureauits¥s Quality International
(BVQI).
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3.4 Sampling and sample size

After a careful data search of the existing ISQifed public institutions in Nairobi,
a sample of 51 employees from 17 selected ingiitgtivas found to be appropriate.
The sample size was 3 employees taken from eadheo$elected institutions and
stratified random sampling method was used to nsake that all the employees from
each selected institutions were equally representdids enables getting equal
representatives and also appropriate informati@mfithe different levels of the

selected institutions.

Table 3.4: The Sampling Matrix
Category QMS QMS QMS Total

Management | Compliance | Compliance Sample

Representative & & Size
Sustainability | Sustainability
officer 1 officer 2
17 selected 17 17 17 51

institutions

3.5 Data collection methodology

Questionnaires and interviews were used to collgfcrrmation from the sampled
population. This contained both structured and ruotiired questions. Also closed
and open ended questions were used to enable acgsituch information as

possible for the analysis.

3.5.1 Data collection procedures

a) Primary data

A pilot study was carried out to pretest the reseanstruments before the actual
administration of the questionnaires. A direct imiew with a relevant officer from a
representative institution was carried out in ortesee whether the questionnaires
are appropriate. Other questionnaires were giveh aore employees to assess the
validity of the questionnaires and to evaluate Wwhetthey were well understood.

After validity was established, the 51 questionemirwere then distributed
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accordingly. This enabled getting the requiredrimfation. These questionnaires were
hand delivered and picked.

b) Secondary data

The secondary data was collected from the Kenyatification firms namely Kenya
Bureau of Standards (KBS), SGS (K) Ltd and Bureauitss Quality International

(BVQI).

3.6 Data analysis

The feedback obtained from the questionnaires wad to gather the data needed for
this study. The data was analyzed using frequealche$ to show the distribution of

certification bodies and ISO management system stypdopted by the various

selected institutions. Rating factors analysis,cdpve surveys and statistics were
used to determine the dominant factors affecting@ I&anagement system

implementation and hence continual improvement. dag was also analyzed and

presented in tables for easy of understanding.
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CHAPTER FOUR: DATA ANALYSIS, FINDINGS &
DISCUSSIONS

4.1 Introduction

The study was set out to explore how the pre\gil80 QMS is practiced in selected
ISO certified public institutions and find out whet employees of the organizations
under study had technical expertise required toradpetheir respective quality
management systems. This study was also to explotber post certification
challenges these organizations encounter. Thenfysdafter analyzing the collected
data indicates fascinating trends and outcomesila®avhighlighted in this chapter

which consistently draws from the research objestiv

4.2Response rate
Out of the 51 questionnaires given out to respotsjemly 36 of them were returned

from 12 institutions.

Table 4.1 Response rate

Gender Frequency Percent
Returned 36 70.6
Unreturned 15 29.4
Total 36 100.0

Source: Field Data, 2010

The study was initially set out to cover 17 ISOtified public institutions but due to

unforeseen reasons only 12 accepted to participaté.them refused to do so for
varying reasons as will explained in the limitagaection of this report which was a

response rate of 70.6%.

4.3 General Information

4.3.1 Gender
The study sought to establish the gender of thgoretents involved in the study. The

information obtained from the respondents is asmsarized in table 4.2 below
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Table 4.2 Gender

Gender Frequency Percent
Female 07 20.8
Male 29 79.2
Total 36 100.0

Source: Field Data, 2010

From table 4.2 above, majority of the respondent®lved in the study were male
representing 79.2% whereas 20.8% were female.

4.3.2 Level of Education

The study sought to establish the respondents’elsiglevel of education completed.
The information obtained from the respondents isumsmarized in the table below
Table 4.3 Level of Education

Education Level Frequency Percent
Degree and above 22 60
College/Diploma 14 40
Total 36 100.0

Source: Field Data, 2010

From the research data in 4.3 above, it was esteaali that majority (60 %) of the
respondents had a Degree and above qualificatioareas 40 % were college
graduates

4.4Type of ISO Certification

However, after completing collecting data, it enserdghat all of them were certified
in QMS 9001 and only one was in advanced staggsttihg ISO 14001 certification.

45 Parameters and Components of QMS for continual

improvement
The study sought to establish the extent to whiehcurrent and prevailing ISO QMS
standard is practised in the organisations on ke swfal-5 5 = Usually; 4= Several
times; 3 = Many times; 2 = Sometimes and 1 =NeVée results are as follows in

table:
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Table 4.5 Parameters and Components of QMS for coimual improvement

DESCRIPTION Descriptive
Statistics Rank
N | Mean Std.
Deviation

Organization’s practice in addressing the QMS 36 4.944 | 0.236 1
documentation requirements.
Organization’s Management in enforcing QMS 36 4.923 | 0.280 2
and taking a leading role.
Management Resources provision as required b)g6 4.892 | 0.319 3
QMS

Rate of management ensuring collection of
customer-related data for analysis, in order to

obtain information for improvements 36| 4.816 | 0.525 4

Rate of management ensuring collection of data for
analysis, in order to obtain information for
improvements. 36| 3.833|0.4471 5

Rate of the organization in analyzing data to asses
its performance and identify areas for
improvement. 36| 3.692 | 0.5772 6

Rate of the management using corrective action for
evaluating and eliminating recorded problems
affecting its performance. 36| 3.671 | 0.5863 7

Rate of the organization in dealing with Product
Realization 36| 3.692 | 0.5251 8

Rate of the organization use of self-assessment of
the quality management system for improving the

overall effectiveness and efficiency of the

organization 36| 2.611| 0.64524 9
Rate of the management using preventive action

for loss prevention. 36| 2.503 | 0.6973 10
Rate of the management in ensuring the use of 36 2.615| 0.6452 11

systematic improvement methods and tools to
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improve the organization's performance.

Rate of the organization in dealing with 36 1.424 | 0.6923 12.

Measurement, Analysis and Improvement

Source: Research Data, 2010

From the research data in 4.5 above the, orgaaiZatipractice in addressing the
QMS documentation requirements, organization’s Menzent in enforcing QMS
and taking a leading role, management resourcesspo as required by QMS, rate
of management ensuring collection of customer-eelatata for analysis, in order to
obtain information for improvements are practicddeén> 4.5 = usually, with a
significant standard deviation) in ISO QMS standaichplementation in their
organization. This is in line with studies done3tgwart (1995) which had noted that
for effective implementation of QMS, the managenshuld take leading role in the

process

From the same research data the rate of managemsuting collection of data for
analysis, in order to obtain information for impeowents, rate of the organization in
analyzing data to assess its performance and fdearttas for improvement, rate of
the management using corrective action for evalgand eliminating recorded
problems affecting its performance are practicecisd times in the (Meanr 3.5=

several times , with a significant standard dewigti implementation of ISO QMS in

their organizations

Rate of the organization use of self-assessmetfiteofjuality management system for
improving the overall effectiveness and efficiermlythe organization, rate of the
management using preventive action for loss préwentate of the management in
ensuring the use of systematic improvement methaus tools to improve the
organization's performance in many times (Mear2.5= many times , with a
significant standard deviation) are practiced ie implementation of ISO QMS
standards in their organizations whereas rate efdfganization in dealing with
Measurement, Analysis and Improvement is never uakien(Mean> 2.5= many

times , with a significant standard deviation) le tpractice of ISO QMS standards
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implementation in organizations. Continual improegnpegging it's emphasis on
collection of data from customers for measuremamalysis, and then putting in place
systematic improvement mechanism as identified toglies conducted by Omar
(1997)

4.6  Technical knowledge

The study sought to establish whether or not trepaedents are equipped with
necessary knowledge required to run the systemsdiatinual improvement in their
organizations. The information obtained from thgpendents are summarized in the
table below.

Table 4.6: Inadequate technical knowledge of quajtmanagement system

DESCRIPTION Descriptive
Statistics Rank
N | Mean Std.
Deviation
Inadequate technical knowledge of quality 36 1.658 | 0.4022 1
management system

Source: Research Data, 2010

From the research data above, majority of the redpats indicated that they have the
technical knowledge (Mean 1.5= yes, with a significant standard deviati@quired
for the running of the systems for continual impgoent. This responded adequately
to specific objective two of which this researchsvaaut to find out and the frequency
table below indicates the same. Chin et al. (2@0@) Low and Omar (1997) findings
indicated that Management commitment and employ@elvement are top two

critical success factors for ISO 9000 maintenance.

4.7  Challenges encountered in Continual Improvement
The study sought to establish the challenges enerrthin continual improvement.
The respondents were to indicate whether they lzateniges or not. The information

obtained is as summarized in the table below
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Table 4.7 Challenges encountered in Continual Impneement

DESCRIPTION Descriptive
Statistics Rank
N | Mean Std.

Deviation

Low management support in continual

improvement 36 1813 0.4012 1
Lack of availability of funds during the 1SO

implementation and continual improvement 36 1752 | 0.4391 2
Lack of top management commitment to the

QMS 36| 1753/ 04302 |3

Lack of understanding of the standard

. 36| 1.611|0.4943
requwements 4

Lack of fast and quick information transfer

36
between the departments 1.693 ) 0.4674 5

Lack of employee commitment to continual

. 36| 1.642 | 0.4871
improvement 6

The documentation requirement as expected by36
ISO QMS a challenge 1.64510.4873 5
Lack of experience in internal auditing 36.643 | 0.4872 8

Lack of change in people's attitude in continua

. 36| 1.532|0.5063
improvement 9

Lack of working culture to embrace continual

. 36| 1,531 0.5063
improvement 10

Constraints on human resources in managing the

36| 1.521 | 0.5074
process 11

Challenges in precision in documentation and

36
control 1.472 | 0.5065 12

Source: Research Data, 2010

From the research data in 4.7 above the, respanaeste of the opinion that ,low
management support in continual improvement, ladckwailability of funds during
the ISO implementation and continual improvememtckl of top management

commitment to the QMS, lack of understanding of stendard requirements, lack of
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fast and quick information transfer between the ad@pents, lack of employee
commitment to continual improvement, the documemtatequirement as expected
by ISO QMS, lack of experience in internal auditingck of change in people's
attitude in continual improvement, lack of workimglture to embrace continual
improvement, constraints on human resources in giagahe process and challenges
in precision in documentation and control are @mjkes (Mear 1.5= Yes , with a

significant standard deviation). Continual improweh can be successful if
organization observe their auditing proceduresmote a working culture and ensure

participative decision making (Van de Water, 20@@jna, 2007).
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CHAPTER FIVE: SUMMARY, CONCLUSIONS, &
RECOMMENDATIONS

5.1 Summary and Conclusions

This study was set out to explore the post cedtifann state of selected public
institutions in Kenya for continual improvement amMound out that the state
corporations under study were operating the QM030hich all were certified in

and operating it in a more satisfactory manner.

The study revealed that all of them were certifire@MS 9001 and only one was in

advanced stages of getting ISO 14001 certification

In establishing the extent to which the current prelvailing ISO QMS standard is
practised in organizations, the study found ouwt thorganization’s practice in
addressing the QMS documentation requirements,n@agon’s Management in
enforcing QMS and taking a leading role, managenmesburces provision as
required by QMS, rate of management ensuring doblecmf customer-related data
for analysis, in order to obtain information forpmvements are practiced (Mean
4.5 = usually, with a significant standard deviajioin 1ISO QMS standards
implementation in their organization. This is ine with studies done by Stewart
(1995) which had noted that for effective implenagiain of QMS, the management
should take leading role in the process

Further it was found out that the rate of managdmeesuring collection of data for
analysis, in order to obtain information for impeowents, rate of the organization in
analyzing data to assess its performance and fdearttas for improvement, rate of
the management using corrective action for evalgand eliminating recorded
problems affecting its performance are practiceceisd times in the (Meanr 3.5=

several times , with a significant standard dewigti implementation of ISO QMS in

their organizations
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The study revealed that rate of the organizatian afsself-assessment of the quality
management system for improving the overall effeciess and efficiency of the
organization, rate of the management using prewetttion for loss prevention, rate
of the management in ensuring the use of systenmafivovement methods and tools
to improve the organization's performance in mamgs$ (Mear> 2.5= many times ,
with a significant standard deviation) are praatidge the implementation of 1ISO
QMS standards in their organizations whereas riatieeoorganization in dealing with
Measurement, Analysis and Improvement is never uakien(Mean> 2.5= many
times , with a significant standard deviation) lire tpractice of ISO QMS standards
implementation in organizations. Continual improesrnpegging it's emphasis on
collection of data from customers for measuremamalysis, and then putting in place
systematic improvement mechanism as identified toyliss conducted by Omar
(21997)

In relation to technical knowledge majority of thespondents indicated that they
have the technical knowledge (Mean 1.5= Yes, with a significant standard
deviation) required for the running of the systeimscontinual improvement. This

responded adequately to specific objective two lmttvthis research was out to find.

The study reveled that low management support itimeal improvement, lack of
availability of funds during the 1ISO implementatiand continual improvement, lack
of top management commitment to the QMS, lack afeustanding of the standard
requirements, lack of fast and quick informatioansfer between the departments,
lack of employee commitment to continual improvetmethe documentation
requirement as expected by ISO QMS, lack of expeeen internal auditing, lack of
change in people's attitude in continual improvetméack of working culture to
embrace continual improvement, constraints on humesources in managing the
process and challenges in precision in documemtadiod control are challenges
(Mean> 1.5= many times , with a significant standard d#&en) encountered by

organizations in continual improvement.
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5.2 Summary of findings
In summary, the findings of the study were
i) All of the organizations were certified in QMS 90@hd only one was in
advanced stages of getting ISO 14001 certification
ii) Organization’s practice the QMS documentation negoents and
organization’s Management enforce QMS and takindeading role in
effective implementation of QMS.
iif) Majority of the workers in the organizations have ttechnical knowledge
required for the running of the systems for cordirimprovement.
iv) Lack of fast and quick information transfer betweke departments, lack of
employee commitment to continual improvement arallehges encountered
by organizations in continual improvement.

5.3 Limitations and challenges

ISO certification being a new concept in Kenyaréheere possibilities of the target
respondents with inadequate knowledge on whagisired to respondent to and how.
Additionally, there were several factors intertwdrend simultaneously at play, which
might affect the validity of any one given factdraatime. To overcome the above
limitations, the researcher tried to capture tteeaech questions precisely and sort an
introductory letter from the university detailinget purpose of the study to reduce

suspicions among the respondents hence incredsestgonse rate.

The study did not come without challenges. Thesdl@ges impacted to some extent
on the validity of the data collected with somettegm being mind boggling. To start
with, out of the 17 institutions selected for tisisidy, only 12 of them accepted to
participate. The remaining 5 organizations gaveyiagr reasons including the
probable consequences some questions posed evagyhttiey could not specify, the
red tape within those organizations, to inertis@ie supposed to be respondents to
contribute to knowledge.

As a result the data collected took more time thlaned consuming more funds than

had been budgeted for and to some extent distor@sgondent’'s response rate

impacting on the validity of the data collectednf&orespondents were rude, moody,

34



emotional and uncooperative seeing the exerciseamnasdditional work without
returns. Notwithstanding the above challenges teduction letter obtained from
the university explaining that the study was ordy &cademic purposes and not for

any other purpose whatsoever was positively redeimvever suspiciously.

5.4 Recommendations and further study areas

Continual improvement is a wide concept with selvemamponents and parameters
and thus the researcher recommends more studies ttone on more components
some of which are as highlighted in the literatte@ew and particularly with regard

to several approaches that have been put fortartibute to this concept.

Additionally, the benefits accruing from operatibration and implementation of
various approaches associated with this concepacdimgreatly on three significant
management components namely; quality, cost angl tiivat are essential ingredients
and critical success factors for any conventionghbization stability, growth and
expansion and as a result further studies shoulgebeed towards them to establish

their causes and effects on continual improvement.

With the managements’ collection of customer reladata for analysis in order to
obtain information for improvement being a satiséag rating of 86.1% good, and
the rating in measurement, analysis and improvermelytrating 50% good, then the
researcher would recommend the Quality CompliamckSustainability departments
to engage dedicated staff be deployed towards tis&isability of ISO QMS to

ensure that after analysis of data the same iswelll up for improvement. Since
measurement, analysis and improvement is a majonpooent of continual

improvement then this study finds most of the pubistitutions wanting in this pillar

of ISO QMS.

Most organizations strive to be world class throygloper implementation and
operationalization of standard operating procedua®sl because the business
environment seem to be in a constant state of dluing to several factors that are

dynamic in nature, the researcher recommends negutaeys to see how continual
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improvements responds to various dynamic factorsplatly in the business

environment.

36



REFERENCES
Ahmed, S.M., Aocieong, R.T., Tang, S.L. and Zhengg.Bl. (2005), “A comparison

of quality management systems in the construdtidostries of Hong Kong
and the USA”, The International Journal of Quadityreliability
Management, Vol. 22 Nos 2/3.

Anderson, S.W., Daly, J.D. and Johnson, M.F. (199%ny firms seek ISO 9000
certification: regulatory compliance or competti@dvantage?”, Production

and Operations Management, Vol. 8 No. 1

Beattie, K.R. and Sohal, A. (1999), “Implementi&P 9000: a study of its benefits

among Australian organizations”, Total Quality Mgement, Vol. 10 No. 1.

Bernhardt, V.L. (2005). Using Data to Improve Stutdeearning in School Districts.
Larchmont, NY: Eye on Education, Inc.

Brown, A. and Wiele, T.V.D. (1995), “Industry expence with ISO 9000”, Asia
Pacific Journal of Quality Management, Vol. 4 10.

Bhuiyan, N. and Alam, N. (2005), “A case study afuality system implementation
in a small manufacturing firm”, The Internatiodaiurnal of Productivity &

Performance Management, Vol. 544 No. 3

Chin, K., Poon, G.K. and Pun, K. (2000), “The calimaintenance issues of the ISO
9000 system: Hong Kong manufacturing industriesgective”, Work Study,
Vol. 49 No. 3

Davenport, T.H. (1993). Process Innovation, HanBudiness School Press, Boston,
MA

Efstratiadis, M.M., Karirti, A.C. and Arranitoyarsjil.S. (2000), “Implementation of
ISO 9000 to the food industry: an overview”, Imaional Journal of Food
Sciences & Nutrition, Vol. 51 No. 6.

37



Gatimu, (2008) MBA Project “The strategic challeadaced by manufacturing firms
in adopting 1SO standard”.

Standard 1SO 9001:2008 Quality management syst¢éamsi&d

Standard 1SO 9004:2000 Quality management systef@sieelines for performance

improvements

ISO survey 2007

Kibunnya (2008) MBA Project “A survey of strategesponses to firm to

environmental changes in Kenya: A case study tf Council of Nairobi”

Kimani (2008) MBA Project “The role of ISO 90001rt&cation in developing

advantages for Kenyan organization”

Kouzes, J.M., & Posner, B.Z. (2002). The leadershiglenge: How to keep getting
extraordinary things done in organizations. (20d) ESan Francisco, CA:

Jossey-Bass Publishers.

Lee, K.S. and Palmer, E. (1999), “An empirical exzation of ISO 9000-registered

companies in New Zealand”, Total Quality Managetm&nol. 10 No. 6.

Karim, K., Marosszeky, M. and Kumaraswamy, M. (200®rganizational
effectiveness model for quality management sysierttgee Australian
construction industry”, Total Quality Managemevivl. 16 No. 6.

Kenya Bureau of Standards (2007), available at: vkehs.org

Lipovatz, D., Stenos, F. and Vaka, A. (1999), “Ierpkentation of ISO 9000 quality

systems in Greek enterprises”, The Internatiooairial of Quality &
Reliability Management, Vol. 16 No. 6.

38



Low, S.P. and Omar, H.F. (1997), “The effective m@nance of quality management
systems in the construction industry”, The Inteioral Journal of Quality &

Reliability Management, Vol. 14 No. 8

Mbugua (2006) MBA Project “Sustainable competitadvantage under condition of

change at East African Packaging industries “EAPI”

Masaaki Imai, (2001) “The Key to Japan's CompediBuccess”

Mind Tools Magazine, (2010).

Meegan, S. and Taylor, W. (1997), “Factors influeg@a successful transition from
ISO 9000 to TQM: the influence of understanding arotivation”,
International Journal of Quality & Reliability Magement, Vol. 14 No. 2.

Nanda, V. (2005), Quality Management System HanklbooProduct Development

Companies, CRC Press, Boca Raton, FL.

Nyambala (2007) MBA Project “Employees’ percepta@niSO 9001:2000”

established that employees’

Okwiri, (2009), “Managing for the Sustained Succefsan Organization - A Quality

Management Approach”,

Naveh, E. and Marcus, A. (2004), “When does the 800 quality assurance
standard lead to performance improvement? Asgimilaand going beyond”,

IEEE Transactions on Engineering Management, ¥bINo. 3.

Poksinska, B., Eklund, J.A.E. and Dahlgaard, 2006), “ISO 9001:2000 in small
organizations: lost opportunities, benefits arftbancing factors”, The

International Journal of Quality & Reliability Magement, Vol. 23 No. 5

Singh, P.J. and Mansour-Nahra, P. (2006), “ISO 90QBbe public sector: a
successful case from Australia”, The TQM Magazvia, 18 No. 2.

39



Six Sigma Forum Magazines (2010)

Stewart, R. (1995), “Alive and kicking — qualitysased: getting it was hard work, but

keeping it means constant improvement”, The Chedt8uilder, April.

Taylor, W. (1995a), “Senior executive and 1SO 90&Xfitudes, behaviors and
commitment”, International Journal of Quality & IRdility Management,
Vol. 12 No. 4.

Van de Water, H. (2000), “A maintenance model faaliy management”, The
International Journal of Quality & Reliability Magement, Vol. 17 No. 7

Wanjagua (2008), MBA Project “Organization respaiseexternal environmental

changes: A case study of Kenya Pipeline Company”
Wilkinson, A, Redman, T, and Snape, E. (1994), “Whdappening in quality
Management?: Finding from an IM Survey “, The jmlrof Total Quality

Management, Vol 6 No. 1.

Wahid and Corner (2009), in their study on “Critisaccess factors and problems in
ISO 9000 maintenance”

40



APPENDIX | - QUESTIONNAIRE

SUSTAINING CONTINUAL IMPROVEMENT IN ISO CERTIFICATI ON
IN SERVICE INDUSTRY: A CASE OF ISO CERTIFIED PUBLIC
INSTITUTIONS IN KENYA

SECTION A: GENERAL INFORMATION AND ORGANISATION PRO FILE
SECTION 1:

Please fill in the following questionnaire as accurately as possible. Any information

given will be treated with confidentiality and will be used conclusively for the purpose

of the research.

1. Gender:

Male [ ] Female [ ]

2. What is your highest level of education that youehaompleted?
Primary [ ] High school [ ] Collegé ]
University [ ]

3. What ISO QMS standard are you certified?
ISO 14000 EMS O
ISO 9000 QMS O

4. Please provide the name of the Certification bouty the date when the last

audit took place or when the audit is scheduledke place.

Certification Body:

Audit Date/Planned Date:

Background of the firm: No. of Staff.
5. State in brief the type of service or product theibess supplies, including a

brief outline of any specific technical expertiseléor technical processes,

which the company possesses.
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Section 2:

On a scale of 1-5 5 = usually; 4= Several times;Nany times; 2 = Sometimes
& 1 =Never, rate the extent to which the currentl gmevailing ISO QMS
standard is practised in your organisation.

Questions Good | Sometime | Fair | Poor

4) s (3) @ @)
1 How would you rate the organisation’s
practise in addressing the QMS
documentation requirements?

2 How would you rate the organisation’s
Management in enforcing QMS and
taking a leading role?

3 Does the Management provide
Resources as required by QMS?

4 How would you rate the organisation
in dealing with Product Realisation?

5 How would you rate the organisation
in dealing with Measurement, Analysis
and Improvement?

6 How would you rate management
ensuring collection of customer-related
data for analysis, in order to obtgin
information for improvements?

7 How would you rate management
ensuring collection of data faor
analysis, in order to obtain information
for improvements?

8 How would you rate the organization
use of self-assessment of the quality
management system for improving the
overall effectiveness and efficiency pf
the organization?

9 How would you rate the organization
in analysing data to assess |its
performance and identify areas for
improvement?

10 | How would you rate the management
using corrective action for evaluating
and eliminating recorded problems
affecting its performance?

11 | How would you rate the management
using preventive action for loss
prevention?

12 | How would you rate the management
in ensuring the use of systematic
improvement methods and tools |to
improve the organizationis
performance?
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Section 3:

Does your organisation experience the below chgdienduring continual
improvement.

Tick where appropriate.

S .

Lack of employee commitment in continual improvet?eyies or No
Lack of change in people’s attitude in continugbiovement? Yes or No
Lack of working culture to embrace continual impoment? Yes or No
Lack of fast and quick information transfer betwées departments?

Yes or No

5. Low management support in continual improvement8 %e No

6. Lack of availability of funds during the 1ISO implemtation and continual

8.
9.

improvement? Yes or No

Do you find the documentation requirement as exuedty ISO QMS a
challenge? Yes or No

Inadequate technical knowledge of quality manageP&es or No

A lack of knowledge of formalized systems? YesNor

10. Lack of experience in internal auditing. Yes ar N

11. Constraints on human resources in managing theeps@cYes or No

12. Lack of top management commitment to the QMS? ¥eblo

13. Lack of understanding of the standards requirerf?eiss or No

14.Challenges in precision in documentation and céhty@s or No
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APPENDIX Il = LI'ST OF RESPONDENTS

No. Public Institution Year of certification
1. | University of Nairobi 2008
2 | Kenyatta University 2008
3 | Jomo Kenyatta University College of 2008
Agriculture and Technology (JKUCAT)
4 | Kenya Institute of Administration 2008
5 | The Kenya Institute of Education 2007
6 | Kenyatta International Conference Centre 2007
7 | Retirement Benefit Authority 2007
8 | Kenyatta International Airport 2008
9 | Kenya Airport Authority 2008
10 | Kenya Revenue Authority 1997
11 | Kenya Medical Training College 2008
12 | KPLC 2008
13 | Kenya Wildlife Service 2007
14 | The Water Services Regulatory Board | 2008
(WASREB)
15 | Kenya Tea Development Authority 2009
(KTDA)
16 | National Oil Corporation 2009
17 | Kengen 2008
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