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Chapter One 
Introduction 

CHAPTER ONE 

INTRODUCTION 

1.1 INTRODUCTION 

In this first chapter the author will outline the research aims and objectives of this 

thesis. A brief introduction to each chapter outlining the author's approach will also 

be made. 

The original idea for this research programme developed from the experiences of the 

author during a period of employment at the Welsh Health Common Services 

Authority (W. H. C. S. A. ), where the author observed the implementation approach and 

operation of that organisation's Quality Management System and its fulfillment of 

the requirements of I. S. O. 9000. 

Government policy in the 1980's and 90's recognised the strategic importance of 

improving the quality of British management to achieve greater international 

competitiveness throughout the British economy. To this end the Goverm-nent 

implemented certain programmes in particular via the Department of Trade and 

Industry (D. T. I. ) Enferprise Initiative, which provided financial assistance to small 

companies to employ quality consultants to aid them in their attempts to achieve 

accreditation to I. S. O. 9000. 

The British Standards Institution (B. S. I. ) originally produced a group of standards 

they tenned the "B. S. 5750" Series. Consisting of parts 1,2 and 3 they related to 

different categories of business and their fimctions. 

The standards define the business activities that must be addressed in a company's 
Quality Management System if that company is to achieve accreditation to the 

standard. 

The International Standards Organisation (I. S. O. ) is the worldwide equivalent of the 
B. S. I., their publications being used throughout the world. B. S. 5750 parts 1,2 and 3 
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have been adopted by the I. S. O. and issued as the I. S. O. 9000 Series (I. S. O. 9001/2/3 

equating to each separate part of the British Standard). Within Europe the same 

process has occurred and the British Standard has been issued as Eurononns fitled 

EN 29000 (EN 29001/2/3). 

Tliroughout this work B. S. 5750 Parts 1,2 and 3, I. S. O. 9001/2/3 and EN 29001/2/3 

are considered completely interchangeable but for clarity 1. S. 0.9000 has been used. 

The I. S. O. 9000 standards have been published as guidelines for companies to 
improve quality. They are a framework for quality management systems. 

There have been several studies of various aspects of I. S. O. 9000 and organisations 

and their motives for attempting to achieve accreditation to the quality standard. 

However little study has been made of the approaches to implementation adopted by 

organisations and the possible effects these approaches have had on the efficiency of 

the resultant quality systems. The relationship between organisational motivation, 

implementation approach adopted and the resulting systems' efficiency would appear 

of paramount importance if improvement in organisational effectiveness is to be 

achieved. 

Staff motivation to use a system is a crucial factor in the development and 

improvement of a system. If staff are unwilling, or in extreme cases, do not use a 

system it will be highly unlikely that a system will evolve. Logically use and 

amendment of a system will be done to improve it. The "fit" of a system to a 

particular organisation will be improved. Thus it can be seen that staff motivation to 

use a system will be crucial in the improvement of organisational. effectiveness. 

Whilst employed at the Welsh Health Common Services Authority (W. H. C. S. A. ) the 

author was perturbed at the almost universal disdain in which that organisation's 

quality management system was held. Staff motivation to use the system was 

extremely low, which was not surprising given the voluminous nature of the system 

documentation. Major causes of concern amongst staff members were the creation of 

additional paper-work and the work involved in this. Staff appeared to see no visible 

benefits from the system or need for it. High levels of staff resistance to the 
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implementation existed and certainly management had not communicated the need 

tor implementation effectively to staff members or the approach they adopted. 

The method of implementation at W. H. C. S. A. appeared to be based on the transfer of 

the bulk of their existing procedure notes into their new system. This approach and 
the employment of consultants had produced a voluminous system that appeared to 

de-motivate staff from using it. The system was certainly held in low regard by staff. 
The inclusion of procedure notes from a previous system and those produced by 

consultants had produced an overly bureaucratic system that staff were unwilling to 

use. 

The apparent contradiction between implementing a quality management system to 

improve quality and organisational effectiveness and the attitudes of staff towards 

this process intrigued the author and provided the catalyst for this study. 

To date this study has involved the initial development of a case study ftom the 

author's experiences at W. H. C. S. A., presented in a previous work (Ryall, 1995). 

This case study raised various topics of interest for ftu-ther investigation. A thorough 

literature review has been commissioned of past and recent work on I. S. O. 9000 

implementation by both British and overseas authors (Dale and Duncalf 1984, 

Deshpande et al. 1986, Whittington 1989, Rayner and Porter 1990, Street and Fenue 

1992, Taylor 1994 and Weston Jr. 1995, Brown et al 1998, Lee 1998, Clark 1997, 

Buttle 1997 and Barrett and Holling 1994). 

In previous work by the author (Ryall, 1995) two completely different approaches to 

implementation of quality management systems to achieve accreditation to I. S. O. 

9000 have been identified, analyzed and defined and are briefly explained in this 

work. 

A questionnaire aimed primarily at identifying the implementation approach used has 

been developed and issued to a specific sample population by post. The results of 

this survey have been analyzed, trends identified, and comparisons with previous 

surveys data made. 
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Further work has been commissioned to analyze the trends and correlation identified 
from the survey. From this work conclusions have been drawn as to the merits of 

each of the two approaches to implementation and their relevance and that of I. S. O. 

9000 within integrated quality programmes. Conclusions have been drawn as to the 

effectiveness of government policy in encouraging improvements in organisational 

efficiency. 

From the relationships identified from the survey data some indicators have been 

developed. A study of change management theory has been commissioned in an 

attempt to corroborate, or otherwise, the conclusions drawn from the author's survey. 
Clearly the implementation of a quality management system to achieve accreditation 

to I. S. 0.9000 will involve change. This change may be of a technical nature in 

information and procedure control, but will also involve a hui-nan element with 
disruption to the relationships between individuals within an organizafion. As the 

implementation process will involve change then management of that change process 

will be necessary and therefore becomes a legitimate and necessary element of this 

study 

Interviews have been conducted with a sample population from the postal survey 

respondents based on a selection matrix. This was done to strengthen the 

investigation and definition of the model and to allow quality practitioners to 

comment on the author's implementation model. 

Finally a model has been developed, from the preceding research, for the successfid 

developmentý implementation and evolution of quality assurance systems. 

1.2 AIMS AND OBJECTIVES 

The aim of this study has been to investigate thoroughly and establish if there is a 

relationship between methods of implementation and effectiveness in operation of 

quality management systems. Upon the findings the author will then develop an 

implementation and evolution model for the development of effective quality 

management systems. 
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The objectives of the study have been to: 

1. Identify problems encountered in existing quality management systems and 

identify topics to be investigated fin-ther (including the examination of a case 

study presented in earlier work see Ryall, 1995). 

2. To identify, investigate and define different approaches used to implement 

quality management systems (Ryall, 1995). 

3. To commission a review of associated literature. 

4. To fonnulate a survey questionnaire to establish the usage of the different 

approaches to implementation and the results of each approach. 

5. To analyze the survey data to establish relationships and indicators from 

which an implementation and evolution model can be defined. 

6. To coffoborate the conclusions from the analysis of the survey data by 

examining seminal works in the field of change management. 

7. To test the draft model and conclusions drawn firom the postal survey by 

interviewing a sample Population of the postal respondents. 

8. To define an implementation and evolution model for implementing and 

improving quality management systems based on the preceding research. 

Conclusions have been drawn as to the effects of following the different approaches 

and the efficiency of the systems that have resulted. Conclusions have also been 

drawn as to the role of consultants and the effect of Government policy in this 

respect. Recommendations have been made as to the most appropriate approach to 

adopt to implementation and the role of I. S. O. 9000 in integrated quality 

programmes. An implementation and evolution model has been developed. 
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1.3 THESIS HYPOTHESIS 

After the introduction and the stated aims and objectives of this investigation the 

research hypothesis will clearly state the research basis and target. It is postulated 
that the approach adopted in implementing quality management systems will affect 
staff motivation to use these systems and consequently affect their effectiveness in 

operation. To this end the author proposes the development of an implementation and 
evolution model to produce effective quality management systems. 

1.4 THESIS STRUCTURE AND CONTENT 

In this section the author will give brief introductions of each chapter in this thesis 

thereby outlining his approach to meeting the aims and objectives of this work. 

Chapter I 

This chapter will briefly introduce the background to the study, set out the aims and 

objectives and outline the structure of the thesis. 

Chapter 2 

This will provide details of the research methodology and justify the approach used. 

Chapter 3 

In this chapter a brief introduction to Quality Assurance (in the United Kingdom) will 
be made with particular reference to its application and implementation to the 

construction industry. The Government's policy on quality, the need for it in terms of 

international competifiveness and the economic necessity for quality and 

competitiveness will all be briefly examined as will the mechanisms used by the 

Government to encourage quality such as the DTI Quality Initiative. 

The objectives of Quality Assurance (QA) will be identified and the companies' 

reason for implementation studied. Available research indicates that two primary 

reasons may exist for companies to implement Quality Assurance systems: 
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a. to improve organisational efficiency by stringent analysis of corporate 

procedures; and/or 
b. to achieve accreditation to I. S. O. 9000 by fonnulating the necessmy mechamcs. 

A review of published grassroots opinions of the advantages and disadvantages of 
Q. A. in construction will be examined to gauge general perceptions. The scope of 

systems will be briefly examined and the problems associated with this succinctly 
identified. 

Chapter 4 Literature Review Part A 

Initially in this chapter the author will introduce the findings of his earlier work 
(Ryall, 1995) in which the author examined how a quality assurance system is 

implemented by comparing the approaches of Hughes and Williams (1991) and 
Duncan, Thorpe and Sumner (1990) on the implementation of a system. In this 

comparison any similarities or differences were identified and conclusions drawn as 

to the motivation of the two sets of authors in implementing systems and the resultant 

affect this had on their philosophical approach to implementation. Hughes and 
Williams' approach was developed in a medium sized contracting organization and 
Duncan et al's as design practitioner turned Quality Assurance consultants. 

Hughes and Williams (ibid. ) did republish their book at a later date, but all the 

significant points remained the same. 

In this chapter a comprehensive literature review of major studies related to I. S. O. 

9000 implementation will be commissioned in an attempt to identify and invesfigate 

advantageous or problematic characteristics of the implementation process. 

Chapter 5 

This will be a comprehensive discussion of the author's survey results presented in 

Appendix III. This will be an analysis of the results of a questionnaire sent out to a 

set of selected respondents from both the construction contracting and design sectors. 

Analysis of other surveys will also be undertaken and their findings related to the 

author's survey. 
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Chapter 6 

Conclusions will be drawn from the preceding chapters in particular relating 

problems idenfified by the author in the implementation of a Quality Assurance 

system at a design and surveying practice and documented in a previous work (Ryall, 

1995), to the responses gathered from the questionnaire respondents as to their 

experiences encountered in the process of implementation and how this has affected 
the operational effectiveness of the resultant Quality Assurance systems in use. 
Throughout the study the theories and practices of Quality Assurance will be related 
to the UK construction industry. 

Chapter 7 Literature Review Part B 

This chapter comprises a literature review of seminal works on the management of 

change. This was commissioned to corroborate or otherwise, the conclusions reached 
in the last chapter and further develop the required characteristics of the optimum 
implementation and evolution model. 

Chapter 8 

In this chapter the author will discuss the views of a sample population of 
interviewees drawn from the original questionnaire respondents. The interviewees 

will be asked to comment upon the author's findings (i. e. the draft implementation 

and evolution model) so as to glean active quality practitioners' views on it. The 

interviewees will also be asked questions on topics raised by the responses to the 

author's questionnaire. This will provide fin-ther expansion and investigation of these 

topics. 

Chapter 9 

In this final chapter the characteristics of the optimw-n implementation and evolution 

model are fully defined in flow chart format. This model aims to produce quality 

management systems that are effective. 

Finally there was a supplementary document presented to the examiners to reduce 

thesis size. This document included all necessary supporting evidence for this thesis. 
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Thesis Roadmap 

Introduction, Aims and Objectives, thesis structure and contents. 
Chapter 1. 

Methodology-sources of data, literature reviews and classification of documentation. 

Chapter 2.3. 

Methodology survey data, survey population and questionnaire design. 

Chapter 2.4. 

Methodology qualitative data and interviews 

Chapter 2.5. 

Original contribution to knowledge 

Chapter 2.6. 

Q. A. in Construction 
Definitions, advantages and disadvantages. Government policy towards quality 

Chapter 3. 

Description of 2 different approaches to Q. A. implementation 

Chapter 4.2. 

Literature review Part A of related surveys on implementation 

Chapter 4. 

Conclusions drawn from review of existing experience and knowledge of Q. A. 

implementation and gaps in knowledge identified. 

Chapter 4.12. 
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Questionnaire development and design. 

Chapter 2.4. 

Appendix III 

Discussion and Analysis of survey questionnaire Data (data presented in 

Appendix 111) 

Chapter 5. 

Presentation of conclusions from survey data Analysis. 

Chapter 6. 

Literature review Part B of Change Management to corroborate or otherwise the 

authors conclusions drawn from his survey data. 

Chapter 7. 

Definition of topics which require fin-their qualitative investigation by interview. 

Chapter 8. 

Discussion and analysis of interview responses(data presented in supplementary 

volume) and comments on the draft Implementation Model. 

Chapter 8.4-5. 

Appendix IX 

Presentafion of the Opfimum implementafion and Evolufion Model. 

Chapter 9. 

Recommendations for finiher research. Chapter 9. 

1.5 SUMMARY 

In this chapter the author has introduced the work and defined the aims and 

objectives. A concise description of the contents of each chapter has been provided. 

A thesis roadmap has also been included to aid clarity of the development and 
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progress of this research. The research is a linear progression with optimwn 

characteristics of an implementation and evolution model developed at various stages 

and presented as the conclusions to chapters. These characteristics are then 

corroborated, or otherwise, by the next stage of the work. In the next chapter the 

author's methodology will be described. 
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CHAPTER TWO 

METHODOLOGY 

2.1 INTRODUCTION 

An initial methodology programme was developed and decided upon. The 

methodology was as follows: 

1. Examination of a case study and a comparative review of authors and their 

approaches to implementation presented in an earlier work (Ryall, 1995) and 

which led to the definition of two widely differing approaches to implementation. 

2. Literature review and topic areas identified. 
- 

3. Development of survey questions and survey issue after pilot issue. 

4. Analysis of the survey results. 
5. Formation of conclusions. 
6. Literature review of seminal works in the field of change management to 

corroborate, or otherwise, the conclusions drawn from the survey data and 
formation of optimum characteristics of the proposed implementation model. 

7. Development of interview questions to further investigate segments of the 

proposed model and conclusions from the postal survey. 

8. Development of an implementation and evolution model for successfully 
implementing a quality management system. 

9. Statement of related desired future research topic. 

The first task undertaken in this study was to re-examine a case study of the author's 

experience of the utilisation of the W. H. C. S. A. quality management system, which is 

detailed in a previous work (Ryall, 1995). This initial work produced topics for 

ftu-ther investigation in regard to the efficiency of systems in operation and 

approaches to implementation. 

In this previous work by the author (Ryall, 1995) a comparative review of authors' 

texts on developing quality management systems and their approaches to 

implementation had been commissioned. 
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Ile four main stages of implementation were identified and analyzed: 

Instigation 

Investigation 

Development 

Testing 

This review led to the identification, investigation and eventual definition of two 

greatly differing approaches to implementation: 

1. The analytical approach. 
2. The comprehensive approach. 

Next a comprehensive literature review was commissioned that examined the major 

studies coMfMssioned over the last 15 years conceming I. S. O. 9000. 

The main topic areas identified included: 

Perceptions of I. S. O. 9000. 

Awareness and understanding. 

Motivations to achieve accreditation. 

Management commitment. 

Philosophies towards implementation. 

0 The employment of consultants. 

The benefits of implementation. 

Problems encountered in implementation. 

0 1. S. 0.9000 and its role in integrated quality programmes. 

After this stage the initial methodology programme was reviewed and the survey 

questionnaire was developed on the basis of the proceeding work. The questions 

were grouped as follows: 

1. Company financial and quality background. 

2. Motivation for achieving BS 5750. 
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3. Resources utilised. 
4. Implementation methods used. 
5. Philosophies influencing implementation. 

6. Perception of existing quality systems. 
7. Pre- and post-accreditation behaviour. 

A pilot issue of the survey was undertaken to test the questionnaire design. Minor 

changes were made to the original questionnaire based on the responses gleaned from 

the pilot study population. 

The survey comprised an effective sample population of 113 construction consultants 

and contractors active in the South Wales and South Western regions and registered 

to I. S. O. 9000 Parts I or 2 in 1996. Sixty-one completed questionnaires were 

returned within the allocated period, which converted to a return rate of 54% of the 

effective sample population. This scale of response was certainly greater than that of 
Street and Fernie (1992,52 respondents) although they had a higher response rate of 
65% than that achieved in the author's survey. 

The author's response was dwarfed by that of Taylor (1994), who received 682 

responses however, only 115 or 16.8% of these were registered to I. S. O. 9000. Three 

other surveys examined by the author in his literature search i. e. Rayner and Porter 

(1990,20 interviewees) and Weston Jr. (1995,40 interviewees) were smaller than the 

author's but were interview based rather than postal survey by questionnaire. 

The majority of previous studies concentrated on the manufacturing sector but 

Rayner and Porter (1990) and Taylor (1994) did include a certain proportion of 

service and other sector companies. In this respect the author's survey differed 

greatly in that it concentrated on one sector only i. e. construction, and specifically 

contractors and consultants. 

The diversity of size of companies in the other surveys was similar to the author's 

with small, medium and large categories in terms of turnover and number of 

employees. 
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The questionnaire was utilised to: 

1. Provide confmnation that the two primary approaches existed and were 
being adopted. 

2. To seek features or facets of the companies systems which might indicate 

satisfaction or success. 
3. To define optimum characteristics of the proposed implementation model. 

The returned data has been analyzed to identify correlation and significant trends 

with regard to the two approaches identified and the effects these approaches to 

implementafion have. 

The results of this analysis have consolidated the previous findings of the earlier 

studies reviewed and significant correlation have been identified between the 

different approaches, the scale of the resultant quality systems and the role of 

consultants. 

Many of the respondents indicated their wiflingness to participate in interviews. 

The research methodology was based on a literature search with special reference to 

problems encountered in the implementation of quality assurance systems. A 

previous work by the author involving a comparative review of different 

implementation methods was also utilised and conclusions drawn from a case study 

of an actual system in operation. From these conclusions a questionnaire was 

designed for issue to a targeted population of respondents. 

The survey of respondents was held to be an effective method of gaining a wide 

range of views for analysis to determine if the initial conclusions of the author's case 

study were found to hold true. Such a survey was deemed to be a cost-effective 

method of gaining information although the author recognised that deficiencies exist 

in this method. A low response level was a major danger to the viability of the whole 

exercise. 
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A second literature search was undertaken to corroborate, or otherwise, the 

conclusions drawn by the author from the analysis of the survey data. This 
investigated seminal works in the management of change. After this the draft 
implementation and evolution model was produced. 

The final stage of this research programme involved the selection of an interview 

population and the development of interview questions to test and further investigate 

the optimum characteristics of the proposed implementation model. The views of 

active quality practitioners were held to be vital in the final definition of the 

characteristics of the model. 

Finally, in the light of the analysis of the interview data the implementation and 

evolution model is presented. 

Throughout this work conclusions have been made at the end of relevant chapters and 

these conclusions have been framed as the characteristics of the optimuin 
implementation and evolution model. The thesis is a linear development of the 

characteristics of the optimum model and when presented in the final chapter 

reference is made to the appropriate section of text in which the characteristic is 

defined. 

2.2. METHODOLOGY 

A number of techniques can be used to collect data these include observation, in- 

depth interviews and questionnaires. Questionnaires are the most widely used 

technique as a large amount of information can be obtained firom a number of 

respondents in a relatively short time. It is important to establish whether the data 

required for the research is qualitative or quantitative in nature, as this will 

substantially effect the presentation of the questions and the overall design of the 

questionnaire. 

Quantitative methods aim at the communication, presentation and analysis of 

nurnerical information. Whereas qualitative methods are less structured and flexible 

allowing the widest exploration of Views and behaviour patterns. One of the best 
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approaches to obtaining this information is by means of an in-depth interview. The 

author will elaborate on this idea a little later. 

Qualitative methods allow the investigation of topics in depth and detail. 
Quantitative research allows the study of a topic in greater breadth (i. e. a much larger 

sample population) but to a lesser depth, i. e. limited Imes of enquiry with set 
standardized responses. 

Bouma and Atkinson (1987 p-215) describe it thus: 

"In general, qualitative research is associated with depth rather 
than width". 

Patton (1990, p. 14) describes the difference between qualitative and quantitative 

research thus: 

"The advantage of a quantitative approach is that it, s possible to 
measure the reactions of a great nuniber of people to a limited 
set of questions thus facilitating comparison and statistical 
aggregation of the data. This gives a broad, generalizable set of 
findings presented succinctly and parsimoniously. By contrast; 
qualitative methods typically produce a wealth of detailed 
information about a much smaller number of people and cases. 
This increases understanding of the cases and situations studied 
but reduces generalizability. " 

Bouma and Atkinson (1987, p. 213) describe the differences in methodological 

processes between quantitative and qualitative research thus: 

"In qualitative research, analysis is the process by which you use 
data to identify themes, to construct hypotheses and then show 
support for these themes and hypotheses. One difference 
between qualitative and quantitative research is that in the 
former the researcher does not seek to prove the hypothesis; 
instead the aim is to show that the hypothesis is plausible. " 

They (1987, p. 216) summarize qualitative research thus: 

"Qualitative research offers a deeper, more subjective approach to 
social science research than a quantitative approach... T'hus, in 
qualitative research hypotheses are usually developed as the 
investigation develops and not prior to the investigation. " 

The author's methodology reflects this development and both the hypothesis and the 

implementation and evolution model are, in the author's opinion, wholly plausible. 
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Miles and Huberman (1994, p. 41-42) believe linkage of quantitative and qualitative 

methods can be used to compliment each other in various combinations one of which 

reflects the author's methodology: 

"Design 3 alternates the two kinds of data collection, beginning 
with exploratory fieldwork, leading to the development of 
quantitative instrumentation, such as a questionnaire. The 
questionnaire findings can be further deepened and tested 
systematically with the next round of qualitative work. " 

Arguments do rage between advocates of quantitative and qualitative methods or, as 
Miles and Huberman (1994, p. 40) describe them: 

'(nwnber crunchers or navel-gazers. " 

Extremes of opinion do exist in this argument as Miles and Huberman (1994, p. 40) 

illustrate: 

"The late Fred Kerlinger, quantitative researcher par excellence 
once said to one of us, "there's no such thing as qualitative 
data. Everything is either 0 or U' Against this view we have 
Berg's (1988) equally fervent diction that all data are basically 
qualitative. " 

Turner (1995, p. 130) quotes Bryman (1988) on the decision on methodological 

apProach: 

"The decision to adopt a qualitative or quantitative approach 
should be primarily a practical matter of deciding which 
approach is more appropriate to the research question. " 

This is a pragmatic approach that appears more useful than the combative opinions 

quoted earlier. 

Miles and Hubennan (1994, p. 40) have a similar perspective: 

"... We have to face the fact that numbers and words are both 
needed if we are to understand the world. " 

The author needed to know how and why different approaches to implementation 

affected the effectiveness of systems in operation. and Turner (1995, p. 13 1) cites Fink 

and Kosecoff (1985) and King (1994) on this topic: 
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"Such research topics are said to be suited to the collection of 
qualitative, attitudinal data often incorporating a case study 
approach. " 

Bouma and Atkinson (1987, p. 206) describe qualitative research thus: 

"Qualitative research can be described as any social science 
research that produces results that are not obtained by statistical 
procedures or other methods of quantification. Some of the 
data may be quantified but the analysis is qualitative. It can 
refer to research about people's lives, their stories, and 
behaviour, and it can also be used to examine organizations, 
relationships and social movements. " 

This reflects the author's methodology and the nature of the topic under 
investigafion. 

Many buslness decisions, particularly the most important ones, involve variables that 

require a more qualitative than quantitative approach. Many important factors cannot 
be expressed in numerical terms. 

Questions for the author's questionnaire focussed on the following areas. 
I. Company finance and quality background. 

2. Motivation for achieving BS 5750. 

3. Resources utilised. 
4. Implementation methods used. 
5. Philosophies influencing implementation. 

6. Perception of existing quality systems. 
7. Pre- and post-accreditation behaviour. 

It can be clearly seen from the above questions that for the purposes of the research 

the main focus requires qualitative data. However the author appreciates that the 

importance of quantitative data should not be neglected in the extreme, as this would 

not substantiate the original hypothesis fidly. 

The use of a questionnaire allowed the further investigation of proposals put forward 

by the author from his earlier work (Ryall, 1995) i. e. the case study and the 

comparative review of two differing approaches to implementation. These proposals 
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and themes, originating in specific case studies, could be tested for greater 
generalizability in the survey population. 

Having decided on the type of data required it was decided to adopt two methods of 
research, that of the postal questionnaire comprising of mainly closed questions and 
in-depth interviews that would allow respondents to talk freely on the subject matter 
and provide detailed qualitative data. 

2.2.1 Questionnaire Format 

A vital component in undertaking a survey is the ability to structure, focus, phrase 
and ask a set of questions in a manner that is intelligible to respondents. Such 

questions must minimise bias and provide data that can be statistically analysed if 

necessary. To achieve these objectives it is important to consider four inter-related 

issues in questionnaire design; question phraseology, question focus, the form of the 

response, question sequencing and overall presentation. 

2.2.1.1 Questionnaire Focus 

Focus is the extent to which the questions intended to be asked cover various aspects 

of the research problem adequately and in sufficient detail. For instance, Mi analytical 

survey research it is particularly important that there is provision in the questionnaire 
for eliciting data on all the important variables whether quantitative or qualitative. 
This enables statistical analysis of relationships between the independent and 
dependent variables, as well as statistical control over extraneous variables, to allow 

theory to be tested. 

Conversely it is also important to determine whether the questions to be asked are 

relevant to the research problem. It is incumbent upon the questionnaire designer to 

assess whether a question is really necessary and to exclude any question that doesn't 

clearly serve the objectives of the investigation. The more incisive a questionnaire the 

more costs will be reduced and particularly in the case of postal questionnaires, the 

better will be the response rate. The response rate was of critical ainportance to the 

author as too low a return rate would have invalidated the statistical legitimacy and 

necessitated a revision of methodology. 
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2.2.1.2 Questionnaire Phraseology 
Phraseology is the term used to describe whether or not the ways in which questions 

are asked are intelligible to respondents. An important aid in judging these problems 

will be provided by feedback from the pilot study, a matter that will be considered 
later. At an early stage in questionnaire design however, the following considerations 

should be reviewed by researchers with reference to the characteristics of the 

population from which the sample is to be drawn. 

1. Are the purposes of the research revealed to respondents in a way that will 

promote the likelihood of their co-operation without biasing subsequent 

responses? The initial introduction and explanation of the research and its 

aims will be vital in motivating respondents to complete their 

questionnaire and return it. The introductory letter sent with the 

questionnaire will be the primary mechanism for this. 

2. Are any instructions to respondents clear and unambiguous? These 

instructions will be vital in promoting ease of completion and 

consequently increasing the likelihood of a high return rate. 
3. Can the questions be understood; are they free from jargon, complex 

terminology, inappropriate assumptions and ambiguity? The quality of 

the questions in terms of ease of comprehension will affect the quality and 

probably the quantity of data received from respondents. 
4. Are the respondents likely to possess the reqwsite information and 

I --- Knowledge to answer the questions? Appropriate personnel must be 

surveyed if data is to be meaningful. The problem of obtaining poor 

quality data from respondents who lacked the requisite information was 

experienced by the author in the interviews. 

Is it possible that respondents might find the wording of questions 

offensive or insensitive? 

6. Might the wording of the questions lead to bias through 'leading' the 

respondent to particular answers or imposing assumptions that may be 

unwarranted? The need for brevity in a questionnaire, to promote a high 

response rate, may restrict the choice of responses available in a 

questionnaire. This can be countered by the use of subsequent interviews 

in which respondents can enhance their responses. 
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Is the quesfion negafive? 
8. Does the question artificially create opinions? 
9. Will the words have the same meaning for everyone? It is important to 

think about age, gender, subculture and region. 
10. Can the question be shortened? Ask for the information you really require. 

Questionnaire brevity will be important in promoting completion and 
retum. 

2.2.1.3 The Form of Response 

As has been emphasized, the data provided must be elicited in a form that permits 
subsequent analysis. This analysis usually entails computer aided statistical 
manipulation. It is therefore vital that measures of the variables important to the 

research problem are built into the questionnaire by asking questions in the 

appropriate way and providing an appropriate pro-forma for the responses. 

The key to success is to ensure that the questions will provide data in a suitable form 

for the statistical techniques the researcher intends to use, bearing in mind the 

reliability and validity of the measurements scales actually encoded in the 

questionnaire design. 

Scaling 

At the outset it is important to use the type of scale for measuring any variable that is 

appropriate to the statistical techniques to be used during data analysis. Considering 

this issue the usage of four types of measurement scale is important. (Nominal scale, 
Ordinal scale, Interval scale and Ratio scales) 

Nominal scale 
With this type of scale a variable is measured in ten-ns of two or more qualitatively 
different categories, e. g. male and female. The scale indicates differences in category 
but have no arithmetic value. 

Ordinal scales 
An ordinal scale contains again two or more categories that allow differentiation of 

variables in terms of categories. As the name implies, however some degree of 

ordering is involved as different points on the scale indicate the quantity being 
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measured. These differing points on the scale usually indicate greater or lesser 

amounts of the phenomena being measured relative to other points on the scale. But it 

does not establish any thing other than an order as distance between points on a scale 
is not clarified. 

Interval scale 
These have all the characteristics of an ordinal scale except the distances between the 

points on the scale represent equal quantities of the measure variable. 

Ratio scales 
These have all the characteristics of the above except that they have a true zero and it 

therefore becomes possible to say that multiplication and division of points on a ratio 

scale become meaningful. 

Nominal scales will always produce qualitative data. Interval and ratio scales always 

produce quantitative data. The ordinal scale may produce qualitative or quantitative 
data, however the degree to which it is possible to carry out arithmetic operations on 

such data is a matter of fierce debate among researchers. It is probably safer not to try 

to carry out sophisticated arithmetic analysis on ordinal data. 

For the author's research it was thought that the majority of the questions would 

require only nominal and ordinal data. Hence they will only be analysed as such. 

However if the research provides evidence that a more detailed approach involving 

ratio or interval data is necessary this could be a focus for future studies. 

How data is analyzed depends on the information required. If only one characteristic 

of the sample is to be described a univariate analysis is appropriate. However the 

author's interest lies mainly with two variables simultaneously being related, 

therefore bivariate analysis should be used. If the research questions involve three or 

more variables a multivariate approach is necessary. Within each of the above 

techniques there is a sub-division of methods appropriate to each. 

Univariate Analysis Methods 

0 Frequency distributions 
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Bivariate Analysis Methods 

Cross-tabulations 

Scatter-diagrams 

Regression 

Rank order correlation 
Comparison of means 

Multivariate Analysis Methods 

Conditional tables 

Partial rank order coffelation 
Multiple and partial regression and correlation 
Path analysis 

For example statistical techniques such as multiple regression which depend on the 
distances between quantitative points on a scale being equivalent cannot be used on 
ordinal or nominal data. So how variables are operationalized and measured and how 

this is encoded into the questionnaire design must fit the statistical techniques the 

researcher intends to use. This latter choice depends upon the purposes and anins of 
the research. 

The problems surrounding the use of measurement scale also raise the issues of 

validity and reliability. Validity refers to the extent to which a scale encoded into a 

set of questions actually measures the variable it is supposed to measure. Validity 

refers to the accuracy of the measurement process while reliability of measurement 

refers to its consistency. 

By building measurement scales into a questionnaire a researcher necessarily limits 

subjects' replies to a fixed set of responses that have encoded the requisite measures 

and thus are readily compared and computed. This form of question is usually called 

a 'closed' question and allows comparison and statistical manipulation. The author 
decided to use mainly this form of questioning due to factual information being of 

utmost importance. It does however have the disadvantage of limiting and perhaps 
distorting responses to a fixed schedule, so preventing respondents answering in their 

own way. 
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(This problem was to be overcome by additional research in the form of in-depth 

interviews, which would give opportunities for respondent to discuss openly their 

views). 

By contrast 'open-ended' questions do not impose such artificial limitations and 
leave respondents free to answer in their own terms. The author hoped that by 

adopting this approach for the interview that the data might therefore be elicited with 

greater depth and meaning, revealing insights into pertinent issues. 

The disadvantage is that due to the lack of structure information is not readily 

codeable and computable, nor is comparison across respondents easy. While open- 

ended questions provide richer data, analysis becomes more difficult. The nature of 

the problem being investigated must always be uppermost in the researchers' mind. 

The author felt that qualitative mformation would provide a better solution to the 

hypothesis and that open-ended questions should not be disregarded purely on the 

grounds that it is statistically less viable. 

2.2.1.4 Question Sequencing and Overati Presentation. 

Finally in designing the format of the questionnaire it is important to consider the 

sequence of the questions to be asked. This is particularly necessary where a postal 

self-completion questionnaire is to be used. With regard to question sequencing it is 

helpful to both respondents and interviewers if the designers ensure there is a natural 

and logical order to the flow of the questions. It assists respondents if more general 

and factual questions precede narrow, detailed questions and questions of opinion. 

The quality of the overall presentation of the questionnaire, its conciseness and 

attractiveness are important Mi ensuring a high completion rate as is a suitable 

covering letter, stamped addressed envelope for its return. Low completion rates are a 

key feature of questionnaires. 

Whether it is intended to use a postal questionnaire or an interviewer administered 

schedule it is always IMPortant to begin fieldwork by conducting a pilot study. This is 
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a trial run to test the research design with a sub-sample of respondents who have 

characteristics similar to those identifiable in the main sample to be surveyed. 

Piloting is necessary, as it is very difficult to predict how respondents will interpret 

and react to questions. It allows potential problems to be identified and corrected. 
Piloting also allows the author to see how statistically viable the data proves to be 

and from this decide which methods are appropriate. 

2.2.2 Interviews 

In this case study the researcher takes the questionnaire to the respondent who has 

been selected by either a random process or as part of a quota. The interview may be 

conducted in the respondent's home, place of work or in the street if it is a brief 

concise questionnaire. For the purpose of the author's research the interviews took 

place in the respondents' workplaces. 

The advantages of this type of approach are the interviewer can be sure the 

respondent has understood the question and the researcher can raise more complex 
issues with the respondent to clarify the necessary qualitative data. However there 

are disadvantages to this type of approach. The interviewer should be skilled and 

trained if the quality of information is to be obtained. The costs are higher and it is a 

more time consuming method. 

Despite the very large number of surveys carried out nowadays, being approached by 

an interviewer is still an unfamiliar experience to most people. Their first impression 

of the interviewer will usually be based on appearance and manner, which may be 

important influencing factors on the answers given. 

The interviewer's manner must put people at ease, it must also convey confidence 

and competence. Interviewers must try to remain neutral to avoid biasing the results. 

They should be organised, having necessary materials to hand so they can refer to 

them if necessary. Interviewers should try and sit facing respondents to maintain eye 

contact. The pace of the interview must suit the respondent, as some require more 

thinking time than others. 
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In asking the questions the interviewer should stick closely to the questionnaire 

wording as even trivial changes can affect the respondents perceptions of what is 
being asked and thus the answers given. It is often difficult to keep respondents to 

the point. If a respondent starts to answer one question by giving information that is 

asked for in a later question, the interviewer will need to stop giving an explanation 
that the point occurs later. 

A key interviewing skill is probing, encouraging the respondent to give an answer or 

clarify an answer. Many questions are designed with specific prompts, this is 

especially important with open-ended questions. 

Interviewers should try to record the answers during the interview as they are given. 
Reliance on memory leads to inaccuracies. Answers to open-ended questions should 
be recorded in the respondent's own words, not summarised or paraphrased. If 

possible the interview could be recorded, with the respondent's pern-iission, for 

playback and clarification of qualitative data regarding a particular response. The 

author did this and analyzed the transcripts of the interviews. 

Finally, respondents should be given the opportunity to ask questions and left feeling 

that their co-operation has been appreciated and that the interview has been 

worthwhile. 

Preparation is the key for the data is to be constructively used. Tlie combination of a 

well-designed questionnaire and a well-prepared interview will hopefully provide the 

necessary qualitative and quantitative data to substantiate the research problem and 

provide possible areas of ffirther study. 

Interviews can be either semi-structured or highly structured. The former does allow 

a greater degree of flexibility in the commission of the interview. The latter are more 

constrictive and follow a set pattern. 

Mackenzie (1996, p. 100) illustrates Bells' (1984) description of them: 

"Highly structured techniques are normally where an interviewer 
follows a rigidly laid down procedure asking questions in a 
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prescribed forrn and order. They are an effective method of 
collecting certain types of information, quickly and relatively 
cheaply, providing the subjects are sufficiently literate and the 
researcher sufficiently disciplined to abandon questions that are 
superfluous to the main task". 

Questions must be phrased so as to glean the necessary data. This type of more 
standardized data may lend itself more readily to statistical analysis and may make 

comparison between interviewees easier. 

Abdulla, (1997, p. 308) describes semi- structured interviews thus: 

"Semi-structured techniques give interviewers far greater degrees 
of fteedom to conduct the interview and as such are sometimes 
referred to as open ended processes". 

It is a more qualitative approach than a highly structured interview that could almost 
be described as a verbal questionnaire. A semi-structured interview should provide 

more qualitative data providing insight and depth to the investigation of a topic. 

2.3 THE CASE STUDY FROM A PREVIOUS WORK 

The case study presented in previous work (Ryall, 1995) records the author's 

experience of the implementation and evolution process at a public sector design 

practice. The author identified basic problems with that system, i. e. an overly large 

procedure manual and very low staff motivation to use their system and the possible 

reasons behind these problems. The author readily acknowledges the weakness with 

the case study in that it is anecdotal and based on the author's experiences whilst 

employed at the organisation. However the case study forms part of the process of 

the development of the questionnaire in conjunction with other sections of this work 

and because many fundamental problems with implementation were identified at the 

case study organisation it must be considered an important developmental element of 

this work. 

The author recognises that his case study is one situation and may not be typical. The 

case study cannot be taken as being significant in isolation but indicated lines for 

ftuther inquiry. 
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The use of case studies enables researchers to increase their understanding of issues 

of interest. Case studies cannot be used to create proposals applicable to a population 
generally, that is they cannot be considered to be representative of a wider 
population. 

Thomas (1997, p. 149-150) cites Mitchell (1983) and Yin (1984) on the role of case 

studies: 
"The use of cases allows the researcher to maximise their 
understanding of the issues of interest. The aim is not to be 
representative of a wider population, rather it should be 
evaluated in terms of the adequacy of the 'theoretical' 
assumptions generated from such research. " 

The author has utilized the case study to illustrate patterns of behaviour and 

characteristics of one organisation and the implementation of one quality 

management system. The next stage of the research is to test if these behaviourial 

patterns and characteristics are evident in a wider population. 

2.4 LITERATURE SEARCHES 

2.4.1 Introduction 

The purpose of the literature search was to: 

1. Review existing literature on quality management and the perceived 

advantages and disadvantages of a systems approach; 

2. Determine the required scope of quality systems and the reasons for their 

implementation; 

3. To compare methods of implementation of quality systems and to 

highlight similarities or differences in approaches to this if they existed; 

4. Identify problems encountered in the implementation of quality systems 

and to examine if the measurement of the effectiveness of implemented 

quality systems was possible. 

5. To examine previous studies of change management to identify any 

similarities or dissimilarities with the author, s survey data and fmdings. 
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6. Establish the existence (or otherwise) of similar research. Similar studies 
could have been used to provide a base upon which to develop or against 

which to compare results. 

The author recognised the need to conduct two separate but connected literature 

searches. The first part needed to examine previous studies of the I. S. O. 9000 
implementation process to assess the current state of knowledge and identify gaps in 

this knowledge. The second search needed to examine seminal works in the field of 

change management to verify or otherwise the author's study findings in the process 

of model development. 

The search on change management was done after the return of the survey data and 
its analysis. This was done so as not to prejudice the design and analysis of the 

survey questionnaire either consciously or unconsciously. 

The seminal works are so because although much of the original research was done 

in the 1940's - 60's the work is considered to be of sufficient quality as to warrant re- 

publication in leading sources such as the Harvard Business Review. 

The seminal works are reflective of the approach of that era that can be described as 

micro-orientated in nature,, i. e. concerned with individual firms. The contemporary 

approach to change management could be described as more macro-onentated with 

more examination of external factors. The micro perspective was of more 
importance to the author in relation to his survey data and the development of his 

implementation model. The author does recognise the contextual approach of 

contemporary authors on change management but believes that examination of 

myriad external factors was beyond the scope of this work. 

2.4.2 Sources of Data for Literature and Information Searches. 

The literature review began with a broad data search fidly utilising the resources of 

several libraries (principally at the University of Glamorgan but also Cardiff and 

Swansea Universities). Data sources such as C. D. Roms, data banks and indexes 

were examined in the search for other related research whether completed or still in 

progress. 
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The key words used for input into data sources were: 
Stage I 

Quality 

BS 5750/I. S. O. 9000 

TQM 

The vast number of responses at this first stage reflected the enormous pool of quality 

related publications alluded to by Black (1994 p. 12). 

It became swiffly apparent to the author that for his purposes a more definitive 

literature research was required and the key word development at stage 2 reflected 
this. 

Stage 2 

BS 5750/l. S. O. 9000 implementation. Q. A. implementation problems. 

This concentration of search provided the basis for the author's data review. 

For the detailed research into 1. S. 0.9000 implementation data required by the author 
it soon became apparent that one publication in particular contained the majority of 

papers on the major studies related to this topic. The nature of the author's research 

necessitated a specific "narrow" literature review rather than a broader more general 

one. Other reference sources included conference proceedings, magazine, books, 

reports, case studies and international journals. 

The implementation of a quality management system to achieve I. S. O. 9000 

accreditation will involve some degree of organisational change and therefore 

necessitate the management of this change. However the process of implementation 

is approached there will be some degree of change even if a new system is based 

extensively on existing company procedures. 

The second part of the literature review was into change management and the key 

words used in this survey included: 
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Management of change 
Change management 
Change 

In this search the author attempted to highlight seminal works in this field of study. 

The first Ph. Ds awarded in the quality field were awarded in 1991 as stated by 

Agnelli (1998, p. 32) although no completed theses relate closely to the author's 

work. 

Although the number of articles and papers on quality as a generic subject was 

exceptionally large relatively few studies had examined implementation and none 
had specifically examined the differences in approach used. The ma ority had i 

concentrated on experiences and perceptions of I. S. O. 9000. 

Consequently the present research represents a new approach in this field. 

2.4.3 The Classification of Information from the Literature Review 

After the data selection process each reference was read and important pieces of 
information were highlighted for future full citation or summary. 

The following categories were deemed of particular importance in the review on 
implementafion: 

Perceptions of I. S. O. 9000. 

Awareness and Understanding of Q. A. 

Motivations for Achieving Accreditation to I. S. O. 9000. 

Managerial Commitment 

Philosophies Towards Implementation 

Analysis in Implementation 

The Employment of Consultants 

The Benefits Gained by Implementation 

The Problems Encountered in Implementation 
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The examination of these topics aided the development of the questionnaire questions 
for the survey at the core of this study. 

In the review of the management of change literature the focus was upon examining 

the conclusions formed from the author's survey data. Corroboration or otherwise, of 

the author's findings was sought. 

2.5 THE SURVEY 

2.5.1 Introduction 

A survey was decided upon because a principal aim in this research was to gain 
information. from a wide diversity of sources with which it might be possible to prove 

or disprove the author's firidings from his experience at W. H. C. S. A. The utilisation 

of a limited number of interviews only would not provide this diversity either in 

terms of company size or activity. 

A large-scale interview programme would have been prohibitive in terms of 

1. Tune consumption; 
Cost both in travelling and data handling; 

3. The likelihood of respondents granting interviews. 

2.5.2 Sample Contact Method 

Once a survey had been decided upon two options were available: 

1. Postal survey; 
Telephone survey. 

Option 2 was eliminated because of 

I. The cost of asking numerous questions and receiving adequate answers 

during expensive business hours; 

2. The respondents' ease in answering detailed questions over the phone; 

3. 'Me lack of a written record of such a survey; 
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4. Time conswnpfion. 

The author does recognize that modem telephony and recording techniques would 
have allowed the survey to be conducted by phone. However both the author's ease 

and that of the respondents in asking and answering details questions on the phone 

was the deciding factor in choosing a postal survey. A telephone survey would have 

certainly been more expensive in telephone charges than postal rates, as calls would 
have had to been made during office hours. Also the author believes an initial 

introductory letter would have been necessary prior to telephone calls being made. In 

the interview process the author did experience respondent reluctance or reserve on 

the telephone which was not reflected in the interviews. A postal questionnaire 

allowed respondents time to think about their responses and answer the questionnaire 
in a time of their own choosing. The ease of questionnaire completion by 

respondents, was, in the author's opinion, one of if not the most important factor in 

achieving a high response rate. A telephone survey would have, in the author's 

opinion, not provided such ease and comfort of completion for respondents. 

A postal sw-vey was deemed to be the best method. It's advantages included: 

1. Ease of administration using computer databases and printing facilities; 

2. The ability to survey a wide population at reasonable cost; 

3. A written record is provided by virtue of the questionnaire form; 

4. Respondents answer questions in their own time without pressure that may 

elicit more detailed and frank opinions. 

After the decision to adopt a postal survey was made certain imperatives were 

defmed: 

1. To encourage a high response rate great care would be taken in questionnaire 

design to maximise ease of completion; 

2. Questions must be designed to elicit all the information necessary to confirm 

or disprove the findings of the author's case study of the W. H. C. S. A. quality 

system and his literature reviews; 
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3. The survey must be large enough to provide statistically legitimacy given a 

normal return rate of between 15-20%. 

2.5.3 Population Sample 

To achieve the author's research aims certain criteria were established in respect of 
sample definition. These were: 

a. All firms were to be registered to I. S. O. 9000; 

All firms were to be involved in the construction industry as: 

contractors 

consultants 

C. All firms were to be active in the selected region of South Wales and the 
South West of England (or nationally active). 

The author's reason for restricting the population sample to South Wales and the 
South West of England was based on resources. The author surveyed the complete 

sample population for this region by posting 113 questionnaires. This figure could 

possibly have been 1130 or, more if the UK as a whole had been surveyed. The cost 

clearly would have multiplied by tenfold on just the questionnaire survey. 

The author did consider the costs of subsequent interviews to be commissioned at a 
later date and the possible cost of these if a national population sample was to be 

surveyed. The costs of interviewing numerous individuals in the regions of England 

would have been prohibitively expensive and this was a consideration for the author. 

It was thought of at the questionnaire design stage that a wider sample population 

could be surveyed if the regional population had produced a low response rate or 

major ambiguity in the data provided. 

2.5.4 Population Selection 

Ile survey population was created from the D. T. I. Directory of fmns accredited to 

BS 5750 in 1996 in the South Wales and South West England regions active m the 

construction industry either as contractors or consultants. 
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The D. T. I. Directory created a survey population of 113. This population was 
considered adequate although it was recognised that the response rate to the survey 
would detennine the success or otherwise of the exercise. If the return rate was 
inadequate the alternatives were: 

1. To widen the population selection to a national or multiple regional one; 
2. Or, to more radically pursue another line of research. 

2.5.5 Questionnaire Design 
The design of the questionnaire was considered vital by the author and his 

supervision team to elicit accurate answers which would either confirm or disprove 

theories advanced by the author (from his experience of the W. H. C. S. A. Quality 

Management system, a comparative literature review of different approaches to 
implementation and an extensive literature review of surveys related to 
implementation). 

ne mam areas of concern were deemed to be: 

1. The length of questionnaire; 
2. The completion of questions; 
3. The ease of completion of the questionnaire; 
4. The composition of questions to provide answers in terms of the aim and 

to provide some means of checking understanding and opinion expressed. 

2.5.5.1 The Length of Questionnaire 
The length of questionnaire was a very important consideration because busy people 
do not look kindly on requests to fill in voluminous questionnaires. A short, concise 

questionnaire was considered to provide the best hope of a reasonable completion 

and return rate, which would be vital to the success of the survey. 

2.5.5.2 The Comprehension of Questions 
Ease of comprehension of the questions by the respondents was also considered 

vital both to elicit accurate answers but also to encourage completion and return. 

Over-complicated questions that confused or annoyed respondents would not 

encourage return and confusion might dilute the veracity of response. f 
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2.5.5.3 The Ease of Completion of the Questionnaire 
This was viewed by the author to directly affect the return rate in that ambiguous or 

difficult questions would cause frustration and impatience m respondents. The 

author was very aware of "questionnaire fafigue" amongst respondents because of the 

ever-increasing number of surveys they are asked to participate in. 

2.5.5.4 The Composition of Questions 
This was perhaps the most important aspect of questionnaire design because the 

whole purpose of the exercise was to glean the required information. 

The questions were divided into sections relating to the various conclusions drawn by 

the author in Chapter 4 and earlier work (case study and comparison of approaches, 
Ryall 1995). 

The sections of questions grouped together are: 

1. Company financial and quality background; 

2. Motivations for achieving 1. S. 0.9000; 

3. Resources utilised; 
4. Implementation methods used; 

5. Philosophies influencing implementation; 

6. Perceptions of existing quality systems and future intentions; 

7. Pre- and post-accreditation behaviour. 

2.5.5.4.1 Company Financial and Quality Background 
General background on respondent companies was considered essential for final 

analysis in that it set the context in which other questions were posed. Criteria in this 

section included: 

a. Nature of location of business; 

b. Number of employees; 

C. Annual turnover; 

d. Accreditation body registered with; 

e. Time registered with accreditation body; 

Customer profile. 
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These questions could be linked to the scale of the quality system and a conclusion 
drawn as to whether the scale of a company's system was appropriate to the company 
size and its customer profile. This is a central requirement of the revised standard 
I. S. O. 9000: 1994 which Haffison (1994, p. 33) quotes Clause 4.1.1 as defming thus: 

"The quality policy shall be relevant to the supplier's 
organisational goals and the expectations and needs of 
its customers. " 

These background questions would allow examination of company size and activities 
to quality system scale. 

2.5.5.4.2 Motivations for Achieving I. S. O. 9000 
These questions were intended to probe the motivation of companies in achieving 
I. S. O. 9000. The author believes that motivation will influence the philosophy 
adopted in implementation, which will in turn affect efficiency in the operation of the 

quality system. 

2.5.5.4.3 Resources Utilised 
This group of questions was used to determine the people involved in formulating the 

necessary procedure notes, in particular their levels of management experience and 
knowledge of the companies' procedures. The author believed this to be important in 

adequately satisfying the requirements of I. S. O. 9000: 1994 in that only those 

procedures that are necessary are documented rather than documenting everything a 

company does. The personnel involved would affect the scope and scale of a system 

and its relevance to past procedures. 

2.5.5.4.4 Implementation Methods Used 
This point relates directly to the philosophy of implementation adopted, contrasting 

examples of which are defmed at the beginning of Chapter 4. The documentation of 

all procedures whether important or not gives rise to a large body of procedure notes 

that the author believes runs contrary to the philosophy of I. S. O. 9000: 1994. 

2.5.5.4.5 Philosophies Influencing Implementation 
Basic philosophies lie behind the concept of quality management and are mfluenced 
by the four proceeding categories i. e. 
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1. Company background; 
2. Motivations for achieving 1. S. 0.9000; 
3. Resources utilised; 
4. Implementation methods used. 

Each element affects another and eventually affects the philosophy adopted by a 

company in its efforts to achieve quality management. The questions in this section 

attempted to elicit the philosophy adopted and are related to the requirements of 
I. S. O. 9000: 1994. 

2.5.5.4.6 Perceptions of Existing Quality Systems 
This section of questions asks opinions of companies' existing quality systems. Was 

the system a development of existing procedures or a more radical adoption of new 

processes? 

2.5.5.4.7 Pre- and Post-Accreditation Behaviour 
This topic was investigated to establish if a post-accreditation analytical approach has 

developed amongst respondents. This will demonstrate that the system is continuing 
in its development and provides evidence of its use. 

The author believes that the development of an analytical approach to 

implementation may be the foundation upon which improvements in orgamisational 

effectiveness may be gained and may be the optimum approach to adopt in integrated 

quality initiatives. 

2.5.6 Survey Administration 

A pilot issue of the survey was commissioned with a selected small sample 

population. This was done to test the survey questions with regard to the 

questionnaire design criteria. The sample population was interviewed and some 

minor changes were made to the questionnaire to enhance clarity of responses and 

ease of completion. 

The postal survey was issued with a covering explanatory letter and a timetable for 

return set at 4 weeks. The length of time gave respondents more than adequate time 

to fill in and return the questionnaire. 

54 



Chapter Two 
Methodology 

In the covering letter an offer was made to the respondents to provide a copy of the 
final conclusions of the author's work which might be of particular interest to 

respondents to compare their own experience of implementation of a quality system. 

The total number of questionnaires dispatched was 113 and a total of 61 were 

returned. This converted to a return rate of 54%. 

This was considered more than sufficient to confer statistical legitimacy upon the 

survey and reflects, the author believes, the amount of care taken in questionnaire 
formulation to encourage and facilitate completion and return. A final question asked 

whether respondents were prepared to undertake an interview. 

2.5.7 Data Handling and Computer Analysis 

The data in the returned questionnaires was input into the Microsoft Access computer 

programme utilising a numerical template. This system facilitated the development 

of a database for interrogation. 

Three types of analysis was conunissioned: 

Vertical Analysis 

This was simple numeric analysis of how many respondents answered each 

possible response in each question. From these percentages information and 

general trends would be identified amongst the survey population. 

2. Combined Vertical and Horizontal Analysis 

This involved examination for inconsistencies in the respondents' answers. 

The survey was designed with several pairs of questions that might identify 

such inconsistencies in responses. Consistency ratios could be calculated and 

the results of the vertical analysis viewed in the light of these ratios. High 

levels of inconsistency in the responses might cast doubt on the reliability of 

the data. 
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3. Combined Vertical and Horizontal Analysis or Sequential Analysis 
In this analysis the linking of sequences of questions was undertaken to 
identify possible trends in the behaviour of respondents in their approaches to 

implementation of their quality systems. 

2.5.8 Post Survey Analysis 

Analysis of the postal survey responses confirmed some of the findings of earlier 
studies and has identified coffelation in the implementation approaches identified and 
defined by the author. In particular the role of consultants employed under the D. T. I. 
Quality Initiative Scheme has been examined and the coffelation between company 
size and quality system size examined to identify if a particular implementation 
approach has had significant effects on this. 

From this analysis areas of fin-ther investigation have included: 

0 D. T. I. policies and assistance. 

0 Staff utilisation in implementation. 

0 Correlation between approach adopted, company size, quality system size 

and staff motivation to utilise. 
Staff dissatisfactions and de-motivation and its implications for integrated 

quality programmes. 

The role of consultants and correlation linked to this. 

0 The two approaches to implementation and the correlation associated with 

each. 

0 The identification. of coffelation and significant trends in the survey 

populafion. 

2.6 INTERVIEWS 

2.6.1 Introduction 

After the initial draft of the implementation model was complete (based on the 

conclusions from the survey responses and the review of change management 

theories) the author decided certain facets of it needed further mvestigation. The 

author believed that certain topics would be best examined ftniher by means of 
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interviewmg a selected sample of the survey respondents who had indicated their 
willingness to be interviewed. 

This qualitative approach was deemed necessary to supplement the data gleaned from 

the author's survey questionnaire. Such qualitative descriptive accounts of 
individual's perceptions and attitudes were sought on topics that the questionnaire 
had not fully answered and comments were invited on the draft of the implementation 

and evolufion model. 

2.6.2 The Interviewee Sample Selection 

The author devised a selection matrix. The criteria were as follows: - 

2.6.2.1 Willingness to be Interviewed (as indicated on the questionnaire) 
Only those survey respondents who had originafly indicated their wiflingness to be 

interviewed at a later date were asked by letter if they would still be willing to 

conduct an interview. 

2.6.2.2 Availability to be Interviewed 
The availability of the original 35 survey respondents who agreed to be interviewed 

was another essential criteria. Several factors could render an original respondent 
ineligible for interview (e. g. company liquidation or relocation, loss of I SO 9000 

accreditation). 

2.6.2.3 Achievement of System Effectiveness Measurement Criteria 
The author had utilised certain system effectiveness measurement criteria namely 

staff willingness to use their systems and the scale of change in their procedures in 

the post-accreditation period. 

The author believed that in selecting interviewees it was important to compare an 
interview population who had achieved willingness amongst staff to use their systems 
but who had developed differing degrees of post accreditation analysis in an effort to 

identify what determined the level of this analysis. Positive implementation 

characteristics were deemed more critical in an interviewee selection than deleterious 

ones. 
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The author readily acknowledges that the predominant criteria in interviewee 

selection was willingness to be interviewed. 

2.6.3 Interview Questions 
The topics which the author believed needed ftu-ther investigation were as follows: - 

2.6.3.1 General Section 
This section investigated general motivation to achieve accreditation and the effects 
that achieving ISO 9000 accreditation have had on interviewees' companies. 

2.6.3.2 Consultants Employment 
The employment of consultants and the tactics they employ appeared to be a crucial 
factor in the development of systems and this topic needed ftuther investigation. 

2.6.3.3 Post - Accreditation Amendment - Change 
The development of strong post accreditation analysis, the author believes is vital to 
the development of effective systems and the reasons for the development or lack of 

such analysis needed further investigation. 

2.6.3.4 Staff Motivation 
Again the relationships between staff willingness to use their systems and other 
implementation characteristics needed ftirther examination after the survey data had 

been analysed. 

2.6.3.5 Implementation Characteristics 
The different approaches adopted by respondents and their affects on the crucial 

systems' effectiveness measurement criteria had left some ambiguities. 

2.6.3.6 Problems Identified in Survey Analysis 
To counter certain weaknesses in the author's original questionnaire further questions 

were posed in the interviews. 

2.6.3.7 Concluding Section 
These questions asked interviewees to comment on the author's first draft of the 

implementation and evolution model. The views of active quality practitioners were 

considered vital towards the development of the final version of the model. The 

interviewees were also asked to comment on future procurement trends and their 

affect on quality systems and integration of quality systems. 
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2.7 ORIGMAL CONTRIBUTION TO KNOWLEDGE 

Simplistic relationships have been identified from the survey data and some 
indicators have been developed. These indicators merited ftirther investigation to 
develop a model for the successful development and implementation of Quality 
Assurance systems. 

Three primary achievements have been achieved as a result of this work: 

1. Research into methods used in implementing quality management systems. 
2. The development of an implementation model for organisations embarking 

on this process. 
3. Data for organisations already with systems operating that are not delivering 

the benefits anticipated, which can be considered for system re- 
design/adaptation on the basis of the implementation model advice/guidance. 

The implementation and evolution model is seen as a usable tool for business people 

as well as satisfying the academic requirements of a Ph. D. course. 

The original contribution to knowledge made by the author has already been accepted 
by his peers in referred journals and at international conferences. Further articles are 
being considered for publication and the author anticipates that other articles, 

currently in preparation, will be published and presented at conferences. The 

published articles and other being considered or in preparation are 'included in the 

supplementary volume which supports this thesis. 

A summary of the author's publications is presented in the supplementary volume. 

2.8 THE CHOSEN METHODOLOGY AND POSSIBLE ALTERNATIVES 

2.8.1 The Chosen Methodology 

The author followed his chosen methodology as it was the optimum approach to 

follow in the lineal development of characteristics of the optimum implementation 

and evolution model. 
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The propositions developed by the author from the case study and comparison of 
implementation approaches commissioned in an earlier work (Ryall, 1995) were 
further investigated and refined in the extensive literature search and review of 
associated studies. These propositions needed examination in a large sample 
population. It was decided by the author to achieve this examination by means of a 
comprehensive regional survey questionnaire. The data gleaned from this survey 

would allow analysis and identification of correlation and trends that would 
corroborate or contradict the initial theories developed by the author. The 

comprehensive regional survey was commissioned because a very diverse but 

regionally comprehensive sample population could be relatively simply, effectively 

and cheaply be surveyed. 

Much work was expended in producing a questionnaire that respondents completed 

and returned and which was evident in the high return rate. Without such a return 

rate the statistical validity of the data analysis would be in doubt. 

The initial proposals were reinforced and expanded by the survey data although 

certain omissions and ambiguities were discovered. The aim of the qualitative 
interviews was to rectify any such deficiencies in the survey data. 

The second part of the literature review into change management was essential to 

attempt to identify theories that might explain the results of the survey data and 

consequently develop characteristics of an optimum implementation and evolution 

model. The qualitative investigation provided in depth analysis of relevant topics 

firom a selected sample population, which would have been expanded if the interview 

data had still left ambiguities and uncertainties. 

The methodology adopted was a lineal investigation and development of 

characteristics to form an optimum implementation and evolution model. 

Each chapter finthered the investigation completed in previous chapters and reached 

its conclusion with the presentation of the optimum model. 

60 



Chapter Two 
Methodology 

2.8.2 A Possible Alternative Methodology 

An alternative methodology for this research could have substituted a larger 

structured interview programme in place of the postal questionnaire survey. The 

author believes this would have been less effective for several reasons: 

1. The cost of a large scale interview progrannne covenng the South West of 
England and South Wales regions that were surveyed by post. Each of the 
interviews conducted by the author outside of the South Wales area had a 

significant financial cost. This cost factor had to be related to the quality of 

response obtained by interview. 

2. The willingness of respondents to be interviewed. Only approximately a quarter 

of all companies accredited to ISO 9000 in the region surveyed agreed to be 

interviewed as compared to fifty-four percent who returned the postal 

questionnaire. 

In the interviews conducted by the author all respondents mentioned the concise 

nature of the original questionnaire and how refreshing it was to receive such a 

questionnaire. The author believes the questionnaire design was a significant 
factor in persuading respondents to agree to interviews. 

I The quality of interview responses. The author was aware immediately during 

his limited number of interviews that the quality of responses vaned 

considerably and was sometimes linked to the size of company and the human 

resources allocated to quality implementation within these companies. Smaller 

companies interviewed provided poorer data than larger organizations. This 

was related, the author firmly believes, to their motivation to achieve 

accreditation and their understanding of the philosophical basis of QA. One 

small company in particular fol-lowed an archetypal 'badge-hunting' approach to 

implementation and the data gleaned was not as extensive as from other 

interviewees. 

Given the demographic profile of construction companies accredited to ISO 

9000 in the region surveyed (i. e. many small firms), the author believes the 
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greatest weakness in commissioning a large-scale interview programme might 
have been the quality of responses and the ability to identify meaningful trends 

and coffelation from such data. 

The use of a questionnaire followed by an appropriate interview programme was 
deemed the best methodological approach. 

2.9 SUMMARY 

This chapter has defined the methodology by which the aims outlined in Chapter One 

will be achieved. 

The next chapter will examine quality assurance in the construction industry and 

government's approach towards encouraging improvements in quality. 
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CHAPTER THREE 

QUALITY ASSURANCE IN CONSTRUCTION 

3.1 INTRODUCTION 

The aim of this chapter is to briefly describe the concept of Quality Assurance. The 

advantages and disadvantages that should be gained from a system will be discussed, 

as will the necessary components of a Q. A. system. A section also examines 
opinions on the required scope of a system. The author also briefly examines 
Government policy on quality and the mechanisms utilised by the Government to 
foster better quality. 

The author has primarily concentrated on opinions held by commentators in the pre 
1995 period i. e. prior to and during the operation of the D. T. I. Grant Scheme. This 

reflects the author's interest in market perceptions of I. S. O. 9000 (or B. S. 5750) and 
the influence this had upon the development of consultants' approaches to 
implementation both before and during the grant scheme. Some comparisons will be 
drawn with more contemporary opinions. This also coMcides with the development 

of the majority of systems in the construction industry. 

3.2 QUALITY ASSURANCE AND QUALITY NIANAGEMENT - 
DEFINITIONS 

Quality is a very subjective topic and the degree of need for it will vary depending on 
the product or service provided. The level of quality in the production of an inter- 

continental rocket will differ from that of a steel nail. The consequences of a failure 

in operation of the first would be vastly more catastrophic than the second. 
Dictionary definitions of quality associate it with a high degree of goodness or 

excellence. Quality is described in the British Standards Institution B. S. 4778: 

the totality of features and characteristics of a product or service that 
bear upon it's ability to satisfy stated or implied needs. 

(British Standards Institute (B. S. I. ), 1987) 

Quality Assurance is defined as: 
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all those planned and systematic actions needed to provide adequate 
confidence that a product or service will satisfy given requirements for quality. 

(B. S. I. 4778 Part 11987). 

From this official definition Cornick (1991, p. 16) includes in his book two more 
simple descriptions: - 

1. Fitness for purpose 
2. Conformance to (or meeting) requirements. 

This second definition can be connected to Quality Assurance, which could be 
defined as a set of fortnalised written procedures. The first definition is attributed by 
Comick to Joseph M Juran. 

Comick's second definition sets a procedure or specification that can be followed and 
is therefore less abstract than the first. 

Another definition from the Construction Industry Research and Information 
Association (C. I. R. I. A. ) Report Nr. 109 (1985) places emphasis on the active nature 
that a system should embody: 

a systematic way of ensuring that organised activities happen in 
the way they are planned. It is a management discipline 
concerned with anticipating problems and creating attributes and 
controls, which prevent problems arising. 

However the systematic nature of quality assurance highlights a major potential flaw. 

Taylor and Hosker (1992, p. 3) warn that quality assurance does not actually mean the 

complete assurance of quality but really gives an assurance only that the process is 

properly managed. 

The end product may be rubbish but you will produce consistent 
rubbish. 

At least if you produce consistent rubbish you then have a starting point upon which 

to base a quality improvement programme. If a company cannot even produce 
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consistency in production then there would appear to the author little hope of 
improvement. 

The aim in any quality assurance scheme is to produce a quality management system. 
1. S. 0.9000 (1987) defines quality management as: 

The organisation, responsibilities, activities, resources and 
events appertaining to a fmn that together provide organised 
procedures and methods of implementation to ensure the 
capability of the f4m to meet quality requirements established in 
accordance with Part 11,2 or 3 of B. S. 5750. 

To achieve such a systmn I. S. O. 9000 is the definitive guide and Hodgkinson (1990, 

p. 4) beheves that: 

B. S. 5750 gives the ground rules for a quality management 
system, which can be applied to any service or manufacturing 
industry. It provides the framework to analyse, in depth, how 
the business can be managed as efficiently as possible. 

The majority of definitions of Quality Assurance include the satisfaction of 

requirements in a systematic and organised way. 

3.3 THE BENEFITS GAINED BY IMPLEMENTATION 

Vorley (199 I, p. 15) identified several benefits that could result from an improvement 

in quality after the implementation of a quality assurance system: 

1. Increased existing customer satisfaction and new customers 
gained. 

2. Reduction in expensive defective work, waste and remedial 
works resulting in lower operating costs and costs per unit. 

3. Increased sales and profitability because of client 
perceptions of a quality product and therefore greater client 
satisfaction. 

4. An improvement in workforce motivation and commitment 
and the development of tearn-work and a more efficient 
interchange of information between employees. 

5. The development of a pro-active attitude to problem solving 
and employee identification of the need to ensure quality in 

all their activities. 
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The importance of potential savings from Q. A. was identified in a C. I. R. I. A. (1987, 

p. 12) report: 

Studies in manufacturing industry suggest that a scope for reductions 
may be as much as 30% of turnover. No figures are yet available for 
the construction industry. Since quality management is largely about 
reducing human failings, it may well be that similar figures apply. 

C. I. R. I. A. identified the importance of the human element that is particularly relevant 

to the construction industry given the high human resource element in the industry's 

activities. It will become evident later in this work that the human element is of 

critical importance in implementation of quality systems. 

This sentiment is reinforced by the view of the managing director of Steetly Brick 

and Tile Company, Les Tench (Anon, 1989 a, p. 19) who states: 

The cost of non-conformity means 25% of revenue is spent 
putting defects right. 

Another C. I. R. I. A. Report (1988, p. 7) recognises the importance of improving an 

organisation's intemal communicafions: - 

If you multiply the number of people by the number of times 
they have to communicate you can then imagine the vast range 
of opportunity of misunderstanding and misinterpretation. 

A Chartered Institute of Building Services Engineers (1993, p. 1) manual summarises 

the benefits of Q. A. as: 

Checking of work as it progresses will reduce errors and the 
consequences 
There will be documentary evidence that work has been 

carried out in accordance with client's (or purchasers') 
specifications and briefs. 
Changes will be recorded and their likely consequences will 
be assessed before the event. 
Communications and efficiency will be improved- 
All relevant information will be obtained before it is needed. 
Information will be passed to others when it is required. 
Staff responsibilities will be defined. 
Limits of authority of staff will be better understood. 
Training, especially of new staff, will be easier. 
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The quality manager of leading contractor Kyle Stewart, John Pateman (Chevill, 
1991, p. p. 48-49) believes: 

B. S 5750 is a handbook of good business practice. It is not a 
panacea for curing all the industry's ills but it is a baseline for 
bringing about continuous improvement. 

The critical analysis for a client is that iý for example, a design practice cannot 
organise its activities to conform to the requirements of I. S. O. 9000 what realistic 
chance is there that such a practice can efficiently and effectively design and control 
the construction of a client's building to budget and to time. It could be regarded as a 
measure of organisational efficiency. 

Thorpe (1996, p. 93) recognised that the control of data received and sent is an 

essential element of formal communication and efficient project management. 

Rayner and Porter asked their survey sample about the benefits actually achieved 

which they (1990, p. p. 18-19) describe thus: 

Overall, 70 per cent of respondents listed the principal 
benefit as relating to marketing; 25 per cent felt that the 
principal benefits had been related to discipline and control. 
Only one respondent (5 per cent) felt that the principal 
benefit was directly related to the cost of quality, in the form 
of less scrap and rework. 

After accreditation 30 per cent of respondents had experienced benefits which can be 

described under the umbrella of improved organisational effectiveness i. e. corporate 
discipline, control and cost reductions. Experience of the standard i. e. post- 

accreditation, has changed the outlook of companies and the benefits of 

organisational improvement have come more to the fore. Rayner and Porter (1990, 

p. 20) found that: 

Although no firm considered product quality as the most 
valuable benefit obtained, 15 (75 per cent) felt that product 
quality had improved as a result of installing and operating 
the quality assurance system. 

Pera. International's (1992, p. 9) survey of D. T. I. Enterprise Initiative participants 

found the major benefits to be: 
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Certification tends to result in improved marketing (76%), 
but the vast majority of firms (89%) regardless of location, 
see improved operational efficiency as the major benefit. 

Certainly their experience of the marketing benefits reflects those in other studies but 

their respondents' perceptions regarding improved operational efficiency do not 
appear to do so. This may be because of the simple survey question format (i. e. yes 
or no). A cynical interpretation might be that of a case of the Emperor's clothes i. e. a 
conscious or unconscious question bias towards the sponsoring organisation's 
perception. 

Some of the scepticism about I. S. O. 9000 may have been generated by an inability to 

see quality improvements. Rayner and Porter (1990, p. 23) gave a reason for this: 

Although 75 per cent of firms estimated that their product 
quality has improved, few identified this as one of the more 
important benefits. This is probably because the firms were 
working to fixed specifications. Improved quality therefore 
shows itself as reduced scrap, wastage cost, rather than as an 
absolute increase in product quality or an improvement in 
process capability. 

Working to set specifications companies would not attempt to increase the quality 

above this set level and therefore a visible improvement in product quality would not 

be apparent. However a financial benefit surely would accrue from the reduced 

scrap, wastage and warranty costs quoted above. This area of cost of quality does 

illuminate a lack of an overall analytical approach by firms in Rayner and Porter's 

survey. They (1990, p. p. 22-24) identified a general sentiment amongst their 

respondents: 

Few of the firms surveyed made any attempt to monitor 
quality costs ... 

Most firms appear to have regarded gaining B. S. 5750 

certification as a management objective that had to be 

achieved, with the cost being relatively unimportant ... 

Few of the surveyed companies kept any record of the actual 
out-of-pocket expenses involved. In most cases the costs 
were just allocated to management overheads. 
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The author would propose that this sentiment and a lack of analysis on basic quality 
costs would mitigate against any real effective analysis of organisational activity 
prior to formulation of procedure notes. 

The cutting of quality costs should be the financial reward for improved 

organisational effectiveness and may be substantial. It can be seen that implementing 
a quality system for "badge-hunting" motives may be necessary for corporate 
survival. However implementing a system for improved organisational effectiveness 
by adopting an analytical approach, or even adopting such an approach post- 
accreditation, would appear to provide great possible financial returns. Adopting a 
bureaucratic approach with little or no analysis of organisational activities may be 

necessary for marketing reasons but may not produce any year on year financial 

returns. 

If quality savings occur year after year then it again emphasizes the advantage of 

adopting quality assurance for improvement in organisational effectiveness over 

simple "badge-hunting" reasons for marketing advantage. The analytical approach as 
favoured by Hughes and Williams may seem more strenuous to adopt but its 

philosophy of analysis provides the means by which a real financial reward may 

accrue and product quality improve. 

Buttle (1997, p. 946) found the following benefits to be paramount amongst her 

survey respondents: 

Companies pursue I. S. O. 9000 certification in order to 
enjoy both operational and marketing benefits, which 
impact on costs, revenues, and, by inference, profit. 

The most important benefit sought from certification is 

profit improvement. Ranked second and third most 
important are process improvements and marketing 
benefits. 

Brown et al. (1998, p. 279) discovered firom their respondents that: 

The most significant benefits are in terms of raising quality 
awareness in an organisation. This is an outcome that is 

also immediately obvious whereas some of the others may 
only give benefits in the longer term. This reinforces the 
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view that certification is a good foundation upon which to 
start the quality improvement process. 

Weston Jr. (1995, p. 70) enquired as to the benefits most commonly experienced by 

respondents from developing a Q. A. system: 

Establish a framework for a formal quality system 
Establish a consistent method of documentation 
Provided a competitive advantage in the marketplace or 
helped meet customers' expectations 

The documentation of work procedures is clearly a most valuable aid in training new 
and existing employees. He (1995, p. 72) also detailed the recognition by respondents 
of the importance of the utilization of good project management skills in 
implementing a quality system but also from gaining from the experience of others: 

Several respondents commented on the time lost due to poor 
organization, placing the wrong person in charge of part (or 
all) of the project, and not properly training the appropriate 
people, including top management. Related to this was that 
more attention should have been placed on learmng from 
others rather than on going it alone or reinventing the wheel. 

The last sentence, although in this context relating to the implementation process, is, 

in the author's opinion, one of the major benefits of a good quality system. The 

documentation of corporate knowledge and best practice removes the need for 

company staff to "re-invent the wheel" whenever they learn a new procedure, or new 

staff are employed or any other situation where a staff member lacks the relevant 
knowledge or experience. 

Crow et al. (1997, p. 209) defined a broad group of benefits from a research 

programme including a literature search of many authors who hold similar views 

including Barrett (1992), Craig (1992), Horral (1992), Hockman (1992) and Peach 

(1993): 

Improved quality system 
Improved product quality and productivity 
Reduced operating costs due to improved process 

Reduced rework and scrap as a result of reduction in nonconformance and 

defective items 
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" Reduced training period as a result of well documented procedures 
" Reduced customer audits (second party audits) 
" Greater access to domestic and global markets (especially to European market) 
" Improved customer relations and confidence 
9 Competitive advantage and increased market share 
* Higher employee morale within the organisation 

3.4 THE PERCEIVED DISADVANTAGES OF Q. A. 

Cornick (1991, p. p. 8-10) believes the most common complaints agamst Q-A. as 
applied in the construction industry are: 

" Quality is another piece of paperwork... 
" Quality is being used as a stick to beat the sub-contractors with ... 
" Even when we get the quality right we still get beaten on price ... 
" Formal Q. A. systems will stifle creative architectural and 

engineering design... 

Certainly many complaints seem to be made about the amount of paper work 
involved with a Q. A. system, but this is a question of the correct scope of a system, 

as will be discussed in the next section. Bradley (1991, p. 154) recognises the danger 

of excessive checks becoming the sole object of a system with little regard to their 

usefulness in the feed back link to produce improved procedures. 

Lamden (1993, p. 69) postulated that the additional bureaucratic burden of a system 

may lead to delay. 

The cost of implementation is another major source of dissatisfaction especially when 

no commercial advantage is seen to be gained. Billingham and Stewart (1993, p. 20) 

believed the reward for firms following the arduous route to ISO 9000 certification 

was that one day firms without it would be effectively disqualified from tendering. 

Cornick (1990, p. p. 62-63) seems to concur with this view in an article about general 

practice surveyors: 

Major work, especially from Japan and America will not be 
given to us unless we have quality management in place. 

Victor Michel (Anon, 1993, p. 48) head of capital and estates Brighton Health Care 

Trust, is of a similar mind: 
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Quality management is also important - registration to B. S. 5750, 
or a firm mtention to do it, is almost a mandatory requirement for the getting on the short list. 

These three opinions however contrast sharply with reality in the case of B. S. 5750 

registered painting contractors S. Lucas Spray and Painting Contractors who 
threatened to sue the British Standards Institute after learning that they had included 

no B. S. 5750 registered firm on the tender list for the decoration of their new head 

quarters. 

Sam Lucas, managing director (Billingharn & Stewart, 1993, p. 2 1), wrote: 

We are disillusioned at the B. S. Us statements in their brochures that 
imply a B. S. I. firm has the leading edge in the market place and that 
customers are attracted to a company's B. S. I. status. We can 
categorically state that we have not been awarded any work as a result 
of B. S. I. status. 

This opinion is held by some commentators today as Green (1998, p. 42) states: 

Some organisations are not convinced that I. S. O. 9000 can improve 
product quality and this has given way to an increase in sector 
schemes such as Q. S. 9000. 

The author found in his interviewees one who certainly had the same 

experience in 1999 as Sam Lucas in 1993. Speirs (1998, p. 8) concurs with 
this: 

Today in addition to I. S. O. 9000, the certification industry offers the 
customer a whole series of standards and services: I. S. 0 14001, B. S. 
8800, TicklT, Q. S. 9000... 

3.5 THE REQUIRED SCOPE OF A QUALITY ASSURANCE SYSTEM 

The question of scope of a system is perhaps the most fundamental to the success or 

otherwise of a system implementation. 'Me author's experience would suggest that 

too comprehensive a scheme would be detrimental to its effectiveness. A procedure 

note does not have to be written for literally every action that occurs within an 

organisation only those which are important. This was the method adopted by 

contractor, Laings. Their director of quality management, Phillip Ball (Anon, 1992 

b, p. 16) said: 
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We wrote and developed a system In such a way that minds 
were focused on the subject itself, quality. It was that focusing 
on the best practice which has made the system so successM. 

Hughes and Williams (1995, p. p. 256-257) believe a system should: 

Represent what is done and restricts itself to these aspects of a 
company's operation that are essential to control and record. 

The creation of a paper mountain is one of the principal complaints against Q. A. 

Allen (1994, p. 78) discusses the criticism leveled against quality management 
systems that they stifle enterprise instead of reducing routine mundane tasks and 
states: 

"If this really is the case, why have some 20,000 companies already 
embarked upon the B. S. 5750 route? The answer to this questions is 
going to be different in every case, but there will be many who believe 
their achievement really has assisted in instilling 'best practices', and 
that it is now contributing significantly to the success of their 
organisations. So what is it that these organisations have done, that 
others perhaps have not, to achieve a balance between the formality of 
systems and innovation? The key to this balance is, I believe, 
customisation - these companies have taken the standard and tailored 
the quality management system to their own precise needs". 

Concentration on important matters rather than a "blanket" approach should ensure 

an effective system. A "blanket" approach often occurs when a firm is motivated 

only to achieve certification rather than for internal organisational improvement as 

well. In such cases a standard procedures manual may be used rather than by staff 

producing their own customised one. 

Green (1998, p. 42) reflects contemporary views of systems: 

A Q. M. S. helps to manage change and as well as being 
versatile, complements other management tools. 

Hobbs (1993, p. 21) states: 

"The systems of the practice must have relevance and balance 
commercially, operationally and professionally. .... 

Quality systems and 
manuals must be derived ftom the management style, attitudes and 
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ways of the practice. Each system is unique and cannot be bought 
ready made". 

Bradley (199 1, p. 15 1) concurs with this: 

"Consultants provide invaluable help, but they cannot write your 
quality system documents for you. Every practice or company works 
in different ways that have evolved to meet the needs of their clients. 
You cannot and should not try to impose idealistic procedures on your 
business simply to meet the needs of the standard". 

Stephen Feltham (1994, p. p. 520-521) believes that I. S. O. 9000: 1994 further 

emphasises this point: 

The 1994 version of the standard seeks to retain the ftindamental 
objectives of the 1987 version but has added emphasis and 
clarification . .... Of major importance is the emphasis put on the 
firm's need to operate as it sees fit. .... The quality policy now 
has to be relevant to the supplier's organisational goals and 
expectations and needs of its customers. This means that firms 
need not be pushed into adopting "over the top" practices. It 
allows a tailor made or customised approach to quality 
management. 

Certainly the revisions of the I. S. O. 9000 standard proposed for publication in the 

year 2000 appear to continue the movement away from simple compliance with the 

standard to an ethos of continuous improvement. 

Speirs (1998, p. 9) beheves: 

The changes proposed and value added benefits include 
requirements for continued improvement, customer relations 
and resource management. 

Clements (1998, p. 22) concurs: 

Continuous improvement is emphasised as the final note in the 
standard. 

Hughes and Williams (1991, p. 95) identify important pitfalls as well as requirements 

of the scope of their ideal system. 

We were anxious to produce a system that served to align 
individual with organisational goals. It is a poor system that 
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removes personal responsibility and initiative. A good system 
will help and guide but must avoid complicating or restricting 
the individuals in the proper pursuit of their work. 

The majority of commentators stress the importance of an effective as opposed to an 
efficient system. One that concentrates on and documents the important procedures 
and not the trivial and attempts to aid the individual employee rather than fin-ther 
burdens them with unnecessary paperwork. This philosophy has been fin-ther 

emphasised in the updated standard I. S. O. 9000: 1994. The extended clause 4.2 

states: 

The degree of documentation required should be dependant 
upon the methods used, skills needed and the training required 
by personnel. 

3.6 GOVERNMENT POLICY AND THE D. T. I. GRANT SCHEME 

U. K. Government policy in the 1980's and 90's recognised the strategic importance 

of improving the quality of management to achieve greater international 

competitiveness throughout the British Economy. To this end the Government 

implemented certain programmes in particular the DTI Enterprise Initiative which 

provided financial assistance to small companies to employ quality consultants to aid 
them in their attempts to achieve accreditation to I. S. O. 9000 fon-nerly BS 5750. 

After several influential Government White Papers and Reports (i. e. CMND3291: 

1967, Warner Report 1977 and CMND8621: 1982) the Government instigated 

quality improvement programmes such as the National Quality Campaign and its 

successor, the Enterprise Initiative. The latter began in 1988 and was a self-help 

scheme for small businesses that featured funded consultancy advice on crucial 
business topics. Amongst these was the quality consultancy scheme that provided 
financial assistance for the employment of consultants for projects of between 5 and 
15 days. The Department of Trade and Industry (DTI) provided either half the cost 

of this employment or two thirds of the cost in areas of the country with assisted area 

status. 

To prevent abuse of its ftmding the DTI sponsored the Quality Initiative via agents 

who accredited and supervised competent consultants who were listed for scheme 
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applicants to employ. Non-accredited consultants could not be employed with 
financial assistance under the scheme. 

Only consultants with proven track records in quality assurance consultancy were 
eligible for inclusion on PERA's database, which was the Goverriment's aim in 

preventing dubious consultants from gaining Government finance and fostering bad 

quality assurance practice. The unique nature of the construction process compared 
to other manufacturing processes created an immediate problem. 

The development of I. S. O. 9000 occurred in manufacturing where standard 

procedures and clauses could, with relative ease be transposed between different 

firms in different sections of the manufacturing sector. In construction such 
transposition is much more difficult. The underlying philosophy is applicable but the 

standardisation of procedures and transposing them is much more difficult because of 

the far greater number of variables that exist in the construction sector. 

The average contractor's site agent may have company procedures imposed on him 

but his situation may change on a weekly if not daily basis. He may move 
intermittently between various project sites, each of which may involve different 

building types and construction processes. He may alternate between sites where, on 

the one hand, he knows most, if not all of the numerous sub-contractors operating on 

a particular site and on the other hand may fmd himself in charge of a large number 

of sub-contractors of whom he has no experience. 

3.7 CONCLUSION 

This chapter has introduced the concept of quality assurance although not in great 

depth, as the author believes that it is not necessary in this work. The perceived 

benefits and disadvantages of quality assurance have been discussed and various 

opinions included on this point. The necessary scope of a system, which plays a vital 

role in determining the effectiveness of a system; has also been outlined. The author 
believes several important conclusions can be drawn from this chapter: 

1. Most commentators perceive the advantages to be gained by a Q. A. system to 

be intrinsic to the firm i. e. intemal orgamsational improvement. 'Me acquisition 

of certification to I. S. O. 9000 (i. e. "badge hunting") can only be considered an 
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extrinsic advantage to the firm because of some organisations' use of the 
standard as a pre-qualifier. 

2. The major disadvantage of Q. A. is perceived to be the creation of additional 
paperwork. 

I The scale of the system is recognised as fundamental to its success in use and 
differences in approach to development and implementation have been 
identified and linked to organisafions' motives for adopting Q. A. i. e. "badge 
hunting" or organisational improvement. These different motives will affect the 
philosophy of the organisation toward Q. A. 

The scale of a system has been linked to organisational motivations for achieving 

accreditation and by comparing pre-1995 opinions and those after this date an 

evolution in philosophy towards the B. S. 5750/l. S. O. 9000 standard can be seen. The 

author believes this has changed from a compliance culture to that envisaged for the 

new millennium i. e. continuous improvement. 

This reflects the author's perception of Q. A. implementation as a first step in an 

integrated quality improvement programme. The implementation approach adopted 
in attempting to achieve accreditation should be based on continual attempts to 

improve organisational effectiveness within an organisation and not simply 

complying with the 1. S. 0.9000 standard 

This chapter has briefly examined published construction industry grass roots 

opinions as to the disadvantages and advantages of Q. A. These concerns must be 

examined if effective systems are to be developed. In later chapters academic views 

and empirical evidence will be examined in particular during and before the 

operation of the D. T. 1, Grant Scheme. Government policy on quality improvement 

and in particular the D. T. I. Grant Scheme, has also been introduced. 

The next chapter will introduce two different approaches to the implementation of a 

quality assurance system. One approach to Q. A. implementation was developed "in- 

house" whereas the other was developed by consultants active in implementing 

quality systems for various clients. The former developed an analytical approach 

whereas the latter was a more comprehensive one. 
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Then an extensive literature review (Part A) of current research knowledge of Q. A. 

implementation will be conducted in this next chapter. Part B of the literature review 

will be a review of seminal works in the field of change management. Part B was 
deliberately commissioned after the issue and data analysis of the author's postal 

survey and is presented in Chapter 7. 

78 



Chapter Four 
4.1 INTRODUCTION 79 
4.2 THE AUTHOR'S PREVIOUS WORK 80 
4.3 THE ANALYTICAL AND 

COMPREHENSIVE APPROACHES 
80 

4.4 THE AUTHORS REVIEWED 84 
4.5 MOTIVATIONS FOR ACHIEVING 

ACCREDITATION TO ISO. 9000 
86 

4.6 MANAGERIAL COMMITMENT 92 
4.7 PHILOSOPHIES TOWARDS 

IMPLEMENTATION 
94 

4.8 AN ANALYTICAL APPROACH 96 
4.9 THE EMPLOYMENT OF CONSULTANTS 102 
4.9.1 The Need for Consultants 102 
4.9.2 The Role of Consultants 103 

4.10 THE PROBLEMS ENCOUNTERED IN 107 
IMPLEMENTATION 

4.10.1 Increased Bureaucracy 107 

4.10.2 Small Firms and ISO. 9000 108 

4.10.3 Resistance to Change 109 

4.11 ISO. 9000 AND ITS ROLE IN 
INTEGRATED QUALITY 
PROGRAMMES III 

4.12 CONCLUSIONS 118 

4.12.1 Motivation to Achieve Accreditation 119 

4.12.2 Philosophical Approach to Implementation 121 

4.12.3 Managerial Commitment to Implementation 122 

4.12.4 Different Approaches to Implementation 124 

4.12.5 Consultants' Role in Implementation 125 

4.12.6 Summary 127 

4.12.6.1 Recognition of Approaches 127 

4.12.6.2 Attitudinal Aspects 127 

4.12.6.3 Motivational Factors 128 



4.12.6.4 Improved Organisational 128 
Effectiveness 

4.12.6.5 Philosophical Awareness 128 

Philosophy and Consultant Employment 128 

4.12.6.7 Consultants' Effects 129 

4.12.6.8 Managerial Commitment 129 

4.12.6.9 A Lack of Analysis 129 

4.12.6.10 A Mandatory Requirement 129 

4.12.6.11 Financial Benefits 130 

4.12.6.12 Q. A. and T. Q. M. 130 

4.12.6.13 The Cost of Registration 130 

4.12.6.14 A Developmental Approach 131 

4.12.7 Gaps in Knowledge 131 

4.12.7.1 Techniques of Implementation 131 

4.12.7.2 Level of organisational analysis both pre and 131 
post-accreditation 

4.12.7.3 Philosophical approach to implementation 131 
adopted and the motivations behind these 

4.12.7.4 The use of the D. T. I. Grant Scheme and the 131 
role of consultants 

4.12.7.5 Quality procedure manuals size and their 131 
correlation to company size 

4.12.7.6 Quality procedure manuals size and staff 131 
motivation to use them. The motivational 
challenge 

4.12.7.7 Post-accreditation behaviour - the level of 131 
system amendment i. e. usage 



Chapter Four 
Literature Review: Part A 

CHAPTER FOUR 

LITERATURE REVIEW PART A 

QUALITY ASSURANCE AND ITS BIPLEMENTATION 

A REVIEW AND ANALYSIS OF THE RESULTS OF OTHER RELATED SURVEYS 

4.1 INTRODUCTION 
In this chapter the author will review surveys and reports on implementation of 

quality systems and attitudes to I. S. O. 9000 commissioned in the last decade. The 

aim of this is to identify corroborative evidence, or lack of it, of the author's 

conclusions made from his study of W. H. C. S. A. 's implementation of a quality system 

and the comparison of implementation methods made in an earlier work, (Ryall, 

1995). If any such evidence is identified it will then be compared with the results of 
the author's survey in Chapter Five. 

In Part B of the literature review, (Chapter 7), seminal works in the field of change 

management will be examined. This was done in order to provide corroboration or 

otherwise, of the propositions developed by the author from his earlier work and 

analysis of the postal survey data and to develop further characteristics of the 

. mplementation model. This Part B was deliberately done after the survey data was 

analysed so as not to prejudice either the development of the questionnaire or the 

analysis of the dat& 

'flie author recognises that the position of Chapter Four is possibly contentious. 

Some academics would consider methodology as "downstream" of the literature 

review. It would be considered as part of the pre-thesis development and provides 

the basic subject knowledge upon which the fiirther work is based. The author 

recognises that Part A i. e. chapter Four, did fulfil this role of subject knowledge 

acquisition but it also followed the earlier work of the author (Ryall, 1995) in which 

the case study and the comparative review of two groups of authors occurred. From 

this the author developed proposals which he wished to test by means of the postal 

survey. The literature review examined the current state of knowledge and gaps in 
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knowledge that developed the author's questionnaire. It helped the author achieve 
the objective of questionnaire desip. 

Part B of the literature review, i. e. Chapter 7, which investigated the work of seminal 
authors was commissioned purposely after the analysis of the author's survey data. 
This was done so as not to influence the author in both designing the questionnaire 
and in the analysis of the data gleaned from respondents. Part B of the literature 

review was commissioned to corroborate or otherwise the author's conclusions 
drawn from the data analysis. The objective of this was to ffirther refine the 

characteristics of the implementation and evolution model. 

The author believes that the literature reviews were a part of the methodology rather 
than a basic preparation prior to the decision about what to research and how to 

achieve this. The reviews helped in the achievement of the objectives of this 

research. 

The author recognises that Chapter 4 could have been placed before the chapter on 

methodology but Chapter 7 would be difficult to place "upstream" of the 

development of the methodology adopted. The author has taken the view that the 

whole thesis is methodology and has placed the literature review chapters in the 

position that they occupied in the development and progression of the research. 

4.2 THE AUTHOR'S PREVIOUS WORK 

From the problematic issues identified by the author in the case study organisation's 
implementation approach and the different implementation approaches identified in 

previous work by the author (Ryall, 1995), the development of the kernel of his 

questionnaire questions occurred. The third element of the questionnaire 

development was the influence of the existing state of knowledge, which is reviewed 

in this chapter. 

4.3 THE ANALYTICAL AND COMPREIEUENSIVE APPROACHES 

In the author's previous work, (Ryall, 1995), two principal motives for attempting to 

achieve accreditation to 1. S. 0.9000 were identified i. e.: 

80 



ChaPter Four 
Literature Review: Part A 

Badge hunting 

Improved organisational effectiveness. 

The motives of an organisation in implementing a Q. A. system will, the author 
believes, affect their philosophical attitude. This in turn will affect the scale of a 

system, which the author believes, will affect the system's effectiveness in use. 

The practical implications arising from this are well illustrated in the contrasting, 

approaches of Hughes and Williams (1991), and Duncan et al. (1990). Ilie former 

favours strict analysis of organisational activities and emphasizes that only essential 

activities are documented which aims to reduce the paperwork involved in a system. 
This approach the author terms the analytical approach. Duncan et al. adopt an 

approach in which less discretion as to what to document is discernible. This leads to 

a bureaucratic system with more paperwork. This, the author describes as the 

comprehensive approach to implementation. 

The philosophy of Q. A. requires a company to define, the what why, when, how, 

where and who regarding their activities. They need to prescribe responsibility to the 

individual who performs a particular fimcfion and enshrine traceability in their 

organisation in order to meet client needs. An essential feature is also that a system 

and its procedures should be selective and effective and only procedures that are 

actually required should be documented. The aim is not to create a mountain of 

unnecessary paperwork. The documentation of a company's activities should allow 

analysis and rationalization of these activities i. e. improved internal efficiency. 

The danger of not following the philosophy of Q. A. by adopting an all embracing 

comprehensive approach directed simply at achieving I. S. O. 9000 is that a paper 

mountain will be created which is ineffective in use because of its scale. This is 

perhaps the most often quoted perceived disadvantage of Q. A. 

Hughes and Williams (1991) and Duncan et al. (1990) address the philosophy of 

Q. A. differently. The latter's prime motivation appears to be "badge hunting" for 

I. S. O. 9000 in the shortest possible time for their clients. This is legitimate given 

their role as Q. A. consultants whose clients may need the standard as a pre-qualifier. 
T'hey adopt a comprehensive approach to achieve this but face the danger of creatmig 

an ineffective system because they create excessive documentation. Hughes and 
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Williams aim to achieve I. S. O. 9000 but by stringent analysis of an organisation's 
activities they try to reduce paperwork to a minimum. From this they promote 
benefits for the company. 

Hughes and Williams (1991) developed their views and opinions within and for one 
organisation"s benefit. They emphasize the analysis of the existing business and are 
clearly motivated to achieve internal benefits as well as certification to a particular 

standard. 

Duncan et al. (1990) developed their approach in a given situation but have modified 
this to accommodate their function i. e. to market their Q. A. consultancy service. 
They appear much less interested in internal benefits. Possible reasons for this being 

that firstly acting in a consultancy capacity their fees linked to the limited D. T. I. 

grant would not allow them the time to analyse an organisation properly. Secondly 

they would not wish to give a client the impression that the job was incomplete by 

suggesting a more detailed analysis. They would also not have the knowledge of any 

given organisation to effectively analyse its operations. Because of these constraints 

and the need to market their services they concentrate their approach more on 

achieving certification with considerably less emphasis on achieving internal benefits 

within an organisation. 

It is the author's opinion that, because of Duncan et al. 's (1990) "broad brush" 

approach and less emphasis on analysis of an organisation and its existing structure 

and procedures their approach suffers in comparison with the more methodical, 

analytical approach adopted by Hughes and Williams (1991). If a company's 

objective is to obtain certification to I. S. O. 9000 as cheaply and as easily as possible 

extensive internal analysis may be considered unnecessary. The author believes that 

if a company is to attempt implementation of a quality system, the benefits that might 

accrue from proper analysis of the organisation may well outweigh the additional 

cost of this approach. 

Duncan et al. 's (1990) comprehensive approach will increase the volume of 
documentation because they will not analyse and idenfify procedures that do not need 

to be documented whereas this is a fundamental tenet of Hughes and Williams' 

(1991) approach. That author believes that the scale of a system will be one of the 

major determinants of its effectiveness in use. 
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Concentration on important matters rather than a "blanket" approach should ensure 
an effective system. A "blanket" approach often occurs when a fmn is motivated 
only to achieve certification rather than for internal organisational improvement as 
well. In such cases a standard procedures manual may be used rather than by staff 
producing their own customized one. 

'Me author believes that company motivation will play a major role in 
implementation approach adopted. "Badge hunting" organisations only interested in 

the badge of certification may well choose a consultant who wiH provide an "off the 

peg" system. Under the limitations of the D. T. I. Enterprise Initiative Grant scheme 
this may have been an extremely attractive option for many companies. Tle 

adoption of a comprehensive approach to Implementation by consultants may help a 
firm to achieve the standard but not aid them in the systematic analysis of their 

activities as is encouraged under the analytical approach. 

QA consultants will often have great difficulty in reconciling their frequently short 
term function, which is often performed at the least advantageous time, i. e. before the 

client is fully aware of the requirements of quality assurance, with the performance of 

an analytical implementation of a quality assurance system. 

Under the analytical approach the breadth of organisational analysis will determine 

the success in identification of divergences, contradictions and omissions which in 

turn can be related to the requirements of I. S. O. 9000 and assist in the provision of a 

system framework. 

The analytical approach is based on the ethos that a system and its procedures should 
be selective and effective. This principle is a central tenet of I. S. O. 9000: 1994 which 

emphasizes that only procedures which are actually required i. e. are essential, should 
be written and included in the system. 

Under the analytical approach organisational analysis should identify the crucial 

activities and produce effective control and evaluation techniques which can be 

utilized to prescribe user responsibilities and controls. The quality system is tailored 

to the organisation within the constraints of the standard. 
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Conversely the comprehensive approach often may attempt to fit the company's 
activities to the standard's requirements or more accurately give the impression of 
A- -* dus. The danger in this approach is that eventually the use of imposed standard 
systems will not accurately identify the controls needed by an organisation 

The author recognises that the approaches of Hughes and Williams and Duncan et al 

could be described as the extremes of the spectrum, and this is the reason the author 

examined them. The analytical approach analyses organisational activity and only 

ortant procedures are documented in an attempt to reduce paperwork and improve 

organisational effectiveness. Under the comprehensive approach all procedures are 
documented with little regard to their importance thus expanding corporate 
bureaucracy with all the implications this has. 

The majority of commercially orientated books published as aids to implementation, 

that the author has studied,, do appear to encourage a comprehensive approach 

towards implementation methodology and therefore the author would propose that 

the comprehensive approach is a generic term. 

Analytical approaches were not evident amongst the texts studied by the author be 

they academic studies or more commercial texts. 

4.4 THE AUTHORS REVIEWED 

Several authors have undertaken surveys on the motivational and attitudinal aspects 

of companies seeking to achieve or having achieved accreditation to B. S. 5750. 

One of the earliest of these was commissioned by NýThittington (1989, p. 54): 

A survey of 14 manufacturing companies was carried out by 
the author to assess their interest and difficulties in the 
implementation of B. S. 5750. 

Rayner and Porter (1990, p. p. 16-17) commissioned a survey which they describe as 

follows: 

A survey was undertaken to find the reasons why such firms 

install B. S. 5750 systems and go to the trouble and expense 
of outside assessment. The benefits that they actually obtain 
are also investigated. 
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The reasons why small and medium-sized firms, defined as 
those employing fewer than 500 people, install B. S. 
5750/l. S. O. 9000 systems and evaluates the benefits that they 
actually obtain. 

Rayner and Porter's (1990) work was an extension of related work done earlier by 

Dale and Duncalf (1984) and Deshpande et al. (1986). 

The author considers that their work may prove illuminating because of the large 

number of small firms in the construction industry and some of their findings may 
bear particular relevance to the construction sector. 

Street and Femie (1992, p. 37) describe the details of their survey as follows: 

The present study focuses specifically on Scottish 
manufacturing industry and covers the full spectrum of 
industry sectors. It aims to determine the view of Scottish 
manufacturing companies of B. S. 5750, its benefits and the 
problem areas associated with it ...... 

Pera International and the Salford University Business Services Limited (S. U. B. S. L. ) 

(1992, p. 9) conducted a survey of 

A total of 2317 firms who had completed a quality 
consultancy project under the D. T. I. Enterprise Initiative 
prior to 31 December 1990, were interviewed by telephone 
during September 1991. 

Taylor (1994, p. p. 45-46) describes his survey as follows: 

A questionnaire was developed to explore the attitudes and 
behaviours of senior executives with respect to I. S. O. 9000. 
Specifically it asked questions about: 

awareness and understanding of its purpose; 
motivation for pursuing registration; 
details of registration, including scope; 
measurement and opinions of its financial impact; 

involvement of consultants; and 
plans to move beyond I. S. O. 9000. 

Taylor's (1994) questionnaire was sent to the Chief Executive Officer in 2,037 

organisations and achieved a 34% response rate although only 115 respondents were 
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I. S. O. 9000 registered. This equated to 35% of the regional population of I. S. O. 9000 

certified finns. 

A study similar to Taylor's (1994) in objective was commissioned in Colorado, 
U. S. A. Weston Jr. (1995, p. 67) describes it thus: 

In the study, the 40 Colorado companies that were listed in 
the CEEM Information Services' data base of I. S. O. 9000- 
registered firms were interviewed during March and April 
1994. 

A C. I. R. I. A. (1996) survey of 35 respondents grouped in 7 sectoral. divisions was also 
studied although the statistical legitimacy of this survey is questioned by the author 
given the number of respondents involved. Brown et al (1998) commissioned a 
survey of 500 fmns accredited to I. S. O. 9000 in Western Australia. A similar survey 
population (689 companies accredited) in Belgium was surveyed by Vloeberghs and 
Bellens, (1996) two years earlier. Lee (1998) also surveyed 640 firms in Hong Kong 

all who had achieved I. S. O. 9000 accreditation. 

Much larger surveys were commissioned by Clark (1997) in conjunction with 
Nottingham Trent University (5,000 I. S. O. 9000 registered companies) and Buttle 
(1997) in which 4,250 accredited companies were investigated. All these surveys 

were multi-sectoral whereas Mendham. et al (1994) surveyed smal-I firms only. 
Barrett and Holling (1994) surveyed both QA certified and non-certified 

I 
professional firms in the U. K. construction sector. 

4.5 MOTIVATIONS FOR ACHIEEVING ACCREDITATION TO I. S. O. 9000 

The motivations of organisations in seeking to achieve accreditation to I. S. O. 9000 

have been identified by the author as one of the most important determinants of the 

philosophy adopted by organisations in implementing quality systems. This 

philosophical approach will, in the author's opinion, affect the scale of the resultant 

system and consequently its effectiveness in use 

One of the first topics Rayner and Porter (1990) investigated were the reasons for 

companies to seek certification. Their study into the motivations of companies in 

achieving accreditation confirm the earlier findings of VAlittington (1989) and they 

( 1990, p. 18) state: 
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In all, 80 per cent gave marketing considerations as their 
prime reason. 

This is clear evidence that the predominant reason for companies seeking 
accreditation to B. S. 5750 was "badge hunting". Rayner and Porter's (1990) study 
was statistically more legitimate than Whittington's (1989) and the formers' 
interviewees were all accredited to B. S. 5750 whereas the latter's were not. 

The C. I. R. I. A. survey (1996, p. 3) found: 

Thirty of the 35 firms stated that they wished to improve the 
standing of their business in the market place and/or increase 
opportunities for increased business. 

A survey by Nottingham Trent University of 5000 I. S. O. 9000 registered companies 
(Clark, 1997, p. 840) found that 39% of respondents had experienced client pressure 

as their primary motivation for seeking registration. Strikingly though in the same 

survey nearly 60% of respondents stated that a primary motivator was the desire to 
improve business efficiency. 

Vloeberghs and Bellens (1996, p. 44) discovered in their survey of 689 I. S. O. 9000 

certified organisations in Belgium that 36% of respondents believed marketing 

reasons were their primary motivations to achieve accreditation. 

Lee (1998) corntnissioned a study of 640 firms in Hong Kong certified to I. S. O. 9000 

undertaken under the auspices of the University Industrial Centre of the University of 

Hong Kong and concluded (1998, p. 176): 

The main reason for small and medium firms in the 
service sector to become I. S. O. 9000 certified was to 
satisfy the customers' requirements. 

The majority of construction firms were under customer 
pressure when seeking I. S. O. 9000 certification. 

Lee (1998) witnessed an above survey average propensity to experience client 

pressure to achieve I. S. O. 9000 accreditation amongst the construction companies in 

his sample population. 72% of the construction firms gave marketing reasons as their 

primary motivation to achieve I. S. O. 9000. He (1998) does not attempt an 
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explanation for the sectoral differences in motivation except that Government 

sponsored building projects often stipulated a mandatory requirement for I. S. O. 9000 

accreditation. Only 34% of Lee's total sample stated that they obtained accreditation 
to improve their management. 

Low and Omar (1996, p. 768) reinforce Lee's (1998) point about govenunental 

requirements: 

... the Singapore Government has made it mandatory for the 
larger construction and consultancy fmns to achieve I. S. O. 
9000 certification by 1999 as a pre-requisite for public sector 
building projects. 

Griffin (1995, p. 623) concurs with this view of I. S. O. 9000 becoming a mandatory 

requirement for many small and medium sized businesses when he describes it thus: 

a licence to trade imposed on them by the dictates of the 
major purchasing agencies within both the public and private 
sectors. 

Barrett (1994, p. 3) also found that client pressure and marketing motivations were 

paramount amongst survey populations involved in surveys conducted by himself 

and Holling (1994, a, b, c). 64% of respondents were motivated thus whereas only 
33% stated a desire to "overhaul management practices" as their primary motivation 
for adopting Q. A. 

Brown et al. (1998, p. 277) found two dominant factors in company motivation to 

achieve accreditation: 

namely internal reasons related to quality and efficiency 
improvement and external or marketing reasons ... 

Overall 
the external reasons seem to be far more important compared 
to the internal reasons. 

'Me author believes that the high percentage revealed as "badge hunters" by Rayner 

and Porter (1990), Lee (1998) and other studies reflects the relatively weak position 

in the corporate hierarchy, held by smaH firms. They are very susceptible to client 

pressure and would find it virtually impossible to resist client or peer pressure. 
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Rayner and Porter (1990, p. 23) found that marketing benefits seemed to predominate 
in their sample population: 

The major reported benefit was the retention of existing 
customers. This would imply that in many cases, the 
decision to obtain certification was a defensive action to 
retain existing customers in an environment where the need 
to demonstrate commitment to quality is increasing. Small 
companies are particularly susceptible to customer pressure. 
This is particularly true in industries such as the automotive 
industry. 

Again the analogy between the position of small firms in the automotive industry and 
in the construction industry must be emphasised. In both industries small firms have 

very weak positions in the payments chain and are very susceptible to client and peer 
pressure. 

Rayner and Porter's (1990, p. 27) survey sample appeared to be divided into 3 

categories with differing motivations and commitment to quality. 

The first group appeared to be archetypal "badge-hunters" who almost certainly have 

employed a comprehensive approach. Customer pressure has been their impetus but 

they have gained little if any ianproved organisational effectiveness from 

accreditation. This group clearly suffer from the problems associated with the 
"paperwork mountain" which can accrue when no discretion is employed as to which 
procedures are to be documented. It can, the author believes, be legitimately argued 
that such quality systems may in fact be detrimental to quality and organisational 

effectiveness rather than improving it. No improvement may be gained because no 

analysis of procedures is commissioned. Another layer of bureaucracy is laid upon 
the company employees and apart from the marketing necessity of having I. S. O. 

9000, the activities involved in the implementation and maintenance of the system 

could be considered as non-value adding activities. 

The second group did not see quality as an issue vital to their corporate strategy. 
Again the author would suspect "badge-hunting" as their primary reason for 

accreditation but they viewed I. S. O. 9000 as an end in itself and not as an initial step 

on a more extensive quality programme. If this view is taken then continuous 

analysis of the procedure notes is, in the author's opinion, unlikely to occur. 
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The final group seemed to be the most committed to quality as a strategic corporate 
issue although they appeared to be very conscious of the marketing aspects connected 
with accreditation. The author believes the most positive factor with this group is 
their enthusiastic attitude to further development of their corporate quality initiative 

which may progress into a T. Q. M. programme with I. S. O. 9000 as the foundation for 

this. 

Rayner and Porter (1990 p. 27) did not investigate implementation methods but 

identified corporate motives for achieving accreditation. These correspond to the 

author's categories i. e. badge hunting and improvement in organisational 

effectiveness. In general their survey sample lacked a committed analytical approach 
but in particular it was non-existent amongst the less committed "badge-hunters" in 

their survey who, the author believes, followed the comprehensive approach to 
implementation. 

The author believes that companies motivated by "badge-hunting" caused by client or 

peer pressure rather than a desire to improve their organisational effectiveness, may 

result in a firm attempting to achieve the logo of registration with the least expense 

and effort possible. This is a logical and legitimate approach to take and is consistent 

with the costs minimisation. ethos which is normally paramount in commercial 

activities. The most effective route to an objective is followed. To achieve 

registration to I. S. O. 9000 for "badge-hunting" motives this may well involve the 

comprehensive approach where consultants are employed to create a procedures 

manual which may be composed from existing procedure notes or standard procedure 

notes provided by the consultants which are then "bolted-on" to the new quality 

system. Little or no analysis of corporate procedures may be undertaken with no 

discrimination as to the relative importance of a company's procedures being shown. 

This may result in a copious procedures manual being formulated and which does not 

discriminate between those procedures which are important and those which are not. 

The author would concede that the comprehensive approach may be superficially 

legitimate given the motivation but is most definitely the wrong approach to follow 

and is born of a misguided approach to corporate quality strategy. 

Street and Fernie's study (1992, p. 38) again confirmed that client and peer pressure 

were significant factors to a large portion of the respondents (i. e. 40%) in motivating 
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them to achieve accreditation. Bryde and Slocock (1997, p. 467-468) also found 

client pressure to be as important as in earlier studies. 

The C. I. R. I. A. (1996, p. 3) survey report was the only major survey to propose that 
client pressure was not primary motivation amongst respondents. 

The findings of this survey appear inconsistent with those of all the other sw-veys and 
may be a reflection of the statistical weakness of the population sample. 

Taylor (1994, p. p. 47-48) investigated the primary motivation of executives in 

achieving accreditation. Although he found customer pressure was not the 
predominant factor it still was the primary motivation of 40% of the aggregate of 
those companies already registered and those companies pursuing registration. Even 
if not the predominant motivation it is a very important motivation. 30% of his 

respondents stated higher product quality to be their motivation and a similar 
percentage stated improved organisational efficiency as their primary motivation. 

Brown and van der Wiele, (1995, p. 8-17) conducted a survey amongst I. S. O. 9000 

accredited firms in Western Australia and discovered that customer pressure was the 

primary motivation for achieving accreditation. 

Veritas Laboratories (Anon, Quality Progress, March 1996, p. 23) conducted a survey 
of 48 accredited companies in the New York (USA) region and found a similar result 
i. e. the primary reason for achieving accreditation was customer pressure. 

Mendham et al's (1994) survey of sma. H firms also found marketing reasons 

paramount amongst respondents' motivations to achieve accreditation as did Buttle's 

(1997, p. 941) survey of 4250 I. S. O. 9000 accredited companies in which marketing 

reasons were also found to dominate respondents motivations. 

The standard is already a requirement when bidding or tendering for business with 

many organisations. The evidence here is that companies expect I. S. O. 9000 will 
become an even more significant issue in winning and keeping customers in the 
future. 

Weston Jr. (1995, p. 67) categorically confirms the fmdings of earlier studies: 
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Respondents were asked to indicate the primary motivation 
for seeking I. S. O. 9000 registration. Overwhelmingly, 85% 
indicated that the customer was the driving factor. 

4.6 MANAGERUL COMMITMENT 

Vloeberghs and Bellens (1996, p. 46) believe: 

Strong senior management commitment is the most 
important factor in reducing the time and cost of I. S. O. 9000 
implementation. 

They (1996, p. 48) conclude: 

From the beginning, management commitment and the 
behaviour and style of leaders must airn at creating a quality 
management culture. 

A major problem was identified by Rayner and Porter (1990, p. 2 1): 

Nearly two-thirds (60 per cent) of those interviewed 
identified lack of management time as the principal problem 
that had to be overcome during the process of gaining 
certification. 

This statement would appear to portray a lack of commitment by senior management 
to the process of achieving accreditation and certainly would not be compatible with 
the requirements of the updated I. S. O. 9000: 1994. It perhaps illustrates a view held 

by some senior management that quality is not an important strategic issue. This 

view would be at variance with Rayner and Porter's (1990, p. 16) view that: 

In the 1980's many companies realised that quality was a 
major strategic issue, 

Certainly a majority of their interviewees did not attach similar importance to quality 
if they found it difficult to apportion sufficient managerial time to their quality 

PTOgramme. 

The main topics of Taylor's study were the attitudes and commitment of senior 

executives to I. S. O. 9000. He (1994, p. 42) believes: 
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Several authors cite commitment as a necessary pre-requisite 
for effective implementation of any quality initiative 
(Oakland, 1989, Roth, 1989 and Wickens, 1987) and I. S. O. 
9000 refers specifically to the need for commitment from all 
organizational members (B. S. 5750 part 0, section 0.1, 
paragraph 3.2 note 1,1987, p. 2). 

Rayner and Porter (1992) certainly believed that the chief executive's attitude towards 

quality system implementation was the main determinant as to a company's overall 
philosophy to quality. The consensus of authors stress the importance of 
commitment of senior management to quality. 

The involvement of senior management elicited interesting responses as Weston Jr. 

(1995, p. 68) records: 

More than 60% of the respondents indicated top management 
was very involved or involved; 30% indicated minimal 
involvement (i. e. lip service). Only about 7% of the 
respondents indicated that top management was not Involved. 

The author would highlight the substantial minority of firms (i. e. 37 per cent) where 
there was minimal or no involvement by top management. These companies would 

appear, to the author, to have no commitment to quality as a major component of 

corporate strategy and in all probability are pursuing registration to I. S. O. 9000 for 

"badge-hunting" reasons or at least have not or cannot recognise the motive of 
improved organisational effectiveness. 

Weston Jr. (1995, p. 69) recognises as did Taylor (1994) the importance of senior 

management's commitment to implementation: 

Without top management support, success in registration and 
quality improvement efforts would not be possible. 

Similarly the C. I. R. I. A. survey (1996, p. 5) found: 

In over 80% of the fmns in the survey, the move towards a 
Q. M. S. was set in motion by either a Director or a Partner. 
This indicates that they understand that the decision to 
implement a formal Q. M. S. affects the very heart of the 
bustness, and therefore needs senior level involvement and 
commitment. 
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4.7 PHILOSOPHIES TOWARDS IMTLEMENTATION 

Whittington (1989, p. 57) quotes Lascelles and Dale (1987) who define the dangers of 
philosophical confusion as: 

the real objectives of quality improvement became lost in a 
pre-occupation with techniques. 

Rayner and Porter (1990, p. 26) express their opinion on the motivational value of 
attempting to achieve accreditation: 

However, one suspects that without the goal of B. S. 5750 
certification, many firms would never complete the process 
of installing an effective Q. A. system. Without the spur of 
repeated third-party inspections even more would abandon 
the disciplines that Q. A. imposes. 

The aim of achieving I. S. O. 9000 certification is a framework for companies to base 

their quality assurance programme on otherwise without the exammation of their 

procedures and activities their commitment MIght waver. Of course third party audits 
have the great advantage of injecting, what one would hope, is best practice, 
experience and knowledge from accreditation officials and consultants. This 
dissemination of quality knowledge should be ideally akin to the benchmarking 

process. With the framework of I. S. O. 9000 certification in place the more abstract 

concepts of T. Q. M. can be implemented. The written procedures of a quality 

management system can be utilized as the foundation for improvement by the 

techniques of T. Q. M. With a particular commercial activity documented in a 

procedure note it is infinitely easier to discuss this activity and improve it within a 

quality circle than if it is not documented. 

In fact, in the author's opinion, it would appear extremely difficult to utilize the 

techniques of T. Q. M., if there is no documented record of a company's activities and 
best practice which can be analyzed and improved upon. Where no written 

procedure note exists what is the actual definitive procedure upon which 
improvement can be made? 

The analytical method of implementation of a quality system as favoured by Hughes 

and Williams (1991) would appear to the author, to bear some of the hallmarks of the 
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T. Q. M. philosophy and be similar in philosophy. Analysis of activities and 
continuous review and revision of formulated procedures is emphasised by Hughes 

and Williams and a proprietary sense of company wide ownership of the quality 
system is encouraged as is a similar wide spread responsibility for quality. A whole 
company should channel its views on the documented procedures to the quality 
manager who will facilitate change where appropriate. The documentation of only 
commercially important activities is also encouraged by Hughes and Williams so as 
to minimize the "paper work mountain" effect and this is clearly analogous with a 
technique such as Paretto analysis where only the most serious causes of a defect are 
addressed and remedied rather than the numerous trivial ones. 

The analytical philosophy of Hughes and Williams' (1991) approach, their practical 

emphasis on important rather than trivial activities to be documented and their 

encouragement of a universal sense of ownership and responsibility for quality and 

the management system would appear to the author to reflect some of the concepts of 
T. Q. M. and this approach would appear to be intrinsically more compatible as a basis 

for the later implementation of a T. Q. M. programme than the comprehensive 

approach favoured by Duncan et al. 

The conclusions drawn by Rayner and Porter (1990, p. p. 26-27) are very illuminating 

in several respects: 

The survey provided conflicting evidence on the value of 
B. S. 5750 as a tool for improving the overall profitability of 
the business. Some respondents expressed themselves to be 
strongly in favour of B. S. 5750 and wanted to extend the 
principals of quality management systems throughout the 
company. Other respondents took the more jaundiced view 
that B. S. 5750 simply documented their usual business 
practices which were sometimes "lacking in qualityll. 

Rayner and Porter clearly view I. S. O. 9000 as a system to improve organisational 

effectiveness. However it would appear doubtful if many of their survey sample 

were fully of the same mind. 

In an extensive research programme Barrett in conjunction with Holling (Barrett and 

Holling, 1994, a, b, c, d, e) defined a developmental philosophy to QA 

implementation in the construction industry. Barrett (1994, p. 9) describes thus: 
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.... it is reasonable to aim for systems which are client 
responsive and facilitate a continuing cycle of improvements. 
An approach has been developed, through debate and 
observation, which appears to meet these criteria. The 
approach has been styled "supple systems". 

He (1994, p. 10) emphasises the need to spread the corporate effort rather than simply 
concentrate on the documentation necessary to achieve I. S. O. 9000 accreditation and 

recognises the importance of the human resources involved in quality improvement: 

Barrett (1994, p. 15) appears to believe that Hedenstad and Meyer's (1993) views on 
leadership and empowerment can produce corporate environments which concentrate 

on the continuous ianprovement and management of quality. His views on his 

"supple systems" appear to fully recognise the importance of encouraging a high 

level of staff motivation and awareness towards quality improvement. This 

recognition of the value of a participative approach to change and quality 

management and the primacy of continuous quality improvement within a loose 

formal structure does appear to form a coherent integrated quality strategy. 

Barrett's "supple systems" present a philosophical development of Q. A. 

implementation away from a rigid systems approach towards a heuristic approach 

which clearly concentrates on improvement in organisational. effectiveness. 

4.8 AN ANALYTICAL APPROACH 

Costs and the recording and analysis of financial data highlighted a general lack of 

analytical activity by Rayner and Porter's sample. An analytical corporate approach 

was missing in most respondents and the author believes this would be especially 

relevant to "badge hunting" companies who would wish to gain accreditation 

regardless of cost or effort because acquisition of it may often be a question of 

corporate survival. Rayner and Porter (1990, p. 18) found that as only 35 per cent of 

their respondents attempted initial cost analysis then it would appear logical that a 

low percentage will be analytical in their approach to implementation and any on- 

going cost-benefit analysis. Rayner and Porter (1990, p. 20) provide ftirther evidence 

of this when discussing the internal time and effort expended on planning and 

implementing systems: 

Only one company kept any records of the time actually 
spent, but all were able to give an estimate of the man-days 
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of effort spent. The effort required ranged from two to 5oo 
man-days, with a mean of 179 man-days. 

This indicates a lack of analytical approach in implementation and also that the 
estimated mean figure of 6 man-months could of course be an aggregation of several 
individuals' effort which, given the problems of inter-action between such 
individuals, would reduce the actual effective time spent on implementation. Given 
the composition of the survey sample the lack of records of time actually spent on 
implementation is not wholly surprising. Professional consultants operate mi a 
strictly documented profession where they record their time spent meticulously so as 
to correctly bill clients for time worked. Managers in small engineering companies 
may not be accustomed to such a controlled documentation of their time. The second 
point identified i. e. the relatively short time in man-hours expended on 
implementation of a quality system, is also a concern of Rayner and Porter's (1990, 

p. 26): 

A more serious concern must be that a standard that requires 
a 95-man engineering organisation to spend 32 months 
implementing it, can be installed by a two-person timber yard 
in two days. The two systems are totally different and yet are 
both certificated against B. S. 5750. The engineering 
company's quality documentation runs to about 400 pages; 
the timber yard's documentation totals fewer than 400 words. 

These examples illustrate the differences in systems and the difference in philosophy 

which might be followed. The two-person timber yard may have had a system 

provided exclusively by consultants and "bolted-on" to their company with no 

analysis commissioned at all. It could be argued that the two-person company may 

not have had many procedures to document and the "bolting-on" by their consultants 

of additional documentation to achieve accreditation is legitimate. The engineering 

company may well have carried out stringent analysis of their activities over 32 

months to produce their system. Rayner and Porter (1990, p. 26) quote Shore (1985) 

on the problem of a standard that must cover such variability of company scale and 

activity: 

Generally, there has been uncritical acceptance of quality 
systems, such as B. S. 5750. Shore argues that these systems 
are not flexible enough to take account of the extreme 
variability of industry. The requirements of B. S. 5750 may 
be too stringent for a small company producing low- 
technology products but totally inadequate for many larger 
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high-technology companies. Awarding full certification to 
operators of "elementary quality systems" risks devaluing the 
whole concept of B. S. 5750. 

This problem is analogous to the author's view that the important issue is not whether 
a company has accreditation to I. S. O. 9000 but whether they have adopted a 
comprehensive or analytical approach and stated in another paper (Hughes et al, 
1997). A client should investigate the methods of implementation rather than just the 

plain fact of a company having achieved accreditation. However the author 
recognises the inherent difficulties involved in such investigation which may be 
insurmountable. 

Even post-accreditation such an analytical approach was still not evident to Rayner 

and Porter (1990, p. 20): 

However, when asked how the value of benefits actually 
obtained compared with original expectations, the majority of 
firms (55 per cent) claim that they felt that the benefits 
achieved equalled what they had expected, whilst 30 per cent 
felt that they were greater than expected. 

Finns "felt" rather than calculated that the value of benefits obtained compared with 
their initial hopes. 'lliere would appear to have been a lack of an analytical approach 

present amongst the survey sample which strongly supports the proposition that if 

possible benefits were not estimated or often even expected then "badge hunting" 

reasons were the major motivational force in respondents to achieve accreditation. 
Marketing needs were clear and unequivocal whereas the empirical data necessary 
for a costsibenefits analysis would have been much more difficult to achieve. 

Street and Fernie (1992, p. 40) also found a lack of an analytical approach: 

Interestingly, less than half (46 per cent) of the companies 
regularly analysed their "quality costs". 

The author believes that it would be a fair assumption that if companies did not 

regularly analyse their "quality costs" they in all probability do not analysis their 

business activities and revise their procedure notes accordingly. However the 

question must be asked as to whether the cost and effort of analysing them would be 

worth the effort. 
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Taylor (1994, p. 49) identified this issue in regard to the measurement of financial 
impact. He was interested in the actual attempt to measure the financial implications 

rather than in the efficiency of the measurement process. He (1994, p. 49) found that: 

Of those organizations already registered, only 18 per cent of 
executives said they had quanfified the financial impact that 
the use and maintenance of I. S. O. 9000 was making in their 
organization. 

This low per cent figure emphasizes the lack of an analytical approach amongst firms 

which might have been understandable in the mid-1980's when Q. A. and I. S. O. 9000 

were relatively new and levels of knowledge low but are less so now. Iliere is a 
clear contradiction in this per cent figure and in that applying to primary motivations 

where a much higher per cent of respondents stated that increased organizational 

efficiency or similar reasons were their prime motivation. The low levels of active 

measurement of financial effects of implementation begs the question that if there are 

no financial benefits for a company then these cannot be the primary motivation i. e. 

no financial benefits accrued from improved organisational effectiveness. Then the 

stated motivation may, in many cases, not be the primary one and the author suspects 

marketing advantages (i. e. badge-hunting reasons) may be the true though disclaimed 

motive. It could also be argued that companies may have the attitude that they accept 
that some improvement is occurring but that measuring its extent is a pointless 

exercise. 

Again the over-whelming suspicion arises that the majority of firms (i. e. those that do 

not attempt to measure the financial impact of implementafion) are "badge-hunting" 

The author would propose that the high level of ambiguity as regards quantification 

of the impact on business from the implementation of a quality system by 

respondents is strong evidence of motivations which would not necessarily be 

compatible with the analytical approach to implementation as favoured by Hughes 

and Williams. The prevalence of weak or non-existent analytical approaches in 

relation to quality systems implementation would appear to support this conjecture. 

The investigation as to whether analytical approaches existed provided very 

interesting responses from Weston Jr. 's survey (1995, p. 69) who found that 93% of 

respondents made no attempt at financial justification of achieving registration 
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claiming it to be a "strategic" necessity which they were obliged to achieve. The only 
truly obligatory reason would be customer pressure. 

A lack of analytical approach was evident with 70% of respondents not keeping track 

of time expended and 58% not recording cost. Weston Jr. provides in the author's 
opinion, categorical evidence of "badge hunting" motives in a majority of 
respondents. 

The lack of analytical approach and the widespread belief that registration to I. S. O. 
9000 is a "strategic" corporate necessity is somewhat unsettling. The evident "herd" 
instinct to achieve registration without financial analysis or justification reflects the 

almost messianic nature of quality in current business affairs. It has assumed an 
almost unreasoning momentum which may ignore basic financial parameters. If a 

company does not analyse the financial implications of registration then improved 

organisational effectiveness can only be claimed to be a fortunate by-product from 

the main motivation which appears to be customer pressure. The benefits of 

registration are not being individually documented and proven but are being accepted 
from corporate peers' experience and possibly academic research. 

The decision to achieve registration would appear to be made by senior management 

under customer pressure and deemed a strategic business decision because of this 

pressure. This motivation would appear to the author not to be ideal in nurturing an 

analytical approach either initially to forecast financial implication or later in the 

analysis of corporate procedures to be documented in the procedures manual. The 

failure to nurture such an analytical approach may result in the cultivation of 

something akin to Binney's (1992) "compliance culture". 

Certainly many of Weston Jr. 's (1995, p. p. 69-70) respondents concentrated their 

analytical efforts on their internal audits 

From his study of what he terms "metrics", Weston Jr. has, in the author's 

interpretation, tentatively recognised the two methods of implementation as identified 

by the author although Weston Jr. has not identified the implementation methods but 

rather the characteristics of both approaches. 

He (1995, p. 70) states: 
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Two themes seemed to dominate the area of metrics. The 
first was the more narrowly focused idea of detecting and 
then correcting deficiencies within established procedures. 
Rather, the focus was on fine-tuning the existing process. 

The second theme focused on continuous improvement and 
the customer.. 

Weston Jr. 's first theme does not concentrate on the analysis of procedures to 
improve them but fine-tunes the existing procedures and concentrates on maintaining 
the paperwork chase correctly. His second theme is clearly analytical and simply 
satisfying existing procedures is not enough. Non-compliances must be analysed to 
turn them to a company's commercial advantage by improving organisational 
effectiveness. Weston Jr. 's second theme however does appear to concentrate on 
how corrective action is taken to rectify non-compliances which should not be the 

main theme but rather how analysis can prevent non-compliances from occurring in 
the first instance. He (1995, p. p. 72-73) also associated with his two themes, two 

perspectives which earlier authors had also found: 

Companies can be classified generally as having one or two 
perspectives. The first perspective seems to be held by firms 
that are now focusing on simply fine-tuning existing 
processes and procedures. They essentially have a narrow, 
short-term perspective of quality. The second perspective is 
held by firms that are now focusing on continuous 
improvement activities, such as increasing customer 
satisfaction and making long-term, major improvements in 
processes and procedures, 

The author would propose that Weston Jr. has also identified the difference between 

what could be termed a compliant approach, which is superficially analytical in that 

analysis of non-compliances in the quality system are made, and the analytical 

approach where analysis of procedures and activities are made rather than analysis of 
the paperwork of the system. He would also appear to have associated the difference 

in long term approach. The compliant or as the author terms it comprehensive 

approach, is not analytical in nature and does not develop an analytical approach that 
is compatible with a T. Q. M. programme and upon which it would appear ideal to 

base such a programme. The comprehensive approach develops a "compliance 

culture" which does not appear compatible with the doctrine of continuous 
improvement inherent in T. Q. M. 
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4.9 THE EMPLOYMENT OF CONSULTANTS 

4.9.1 The Need for Consultants 

The importance of consultants especially to smaller firms was very evident in Rayner 

and Porter's (1990, p. 23) study: 

Two-thirds of the finns that used D. T. I. -funded consultancy 
felt that they would not have succeeded, or that certification 
would have taken longer, without such help.. 

The question of philosophy adopted in implementation would be irrelevant to most of 
the respondents, in Rayner and Porter's sample, given their belief that they would not 
have succeeded in achieving accreditation without the aid of consultants. They 

appear to have lacked sufficient knowledge of quality assurance to have acted 
independently and therefore the role and methods of consultants were highly 
influential in implementation. 

This would appear to be confmmed by Pera. International's (1992) experiences: 

Access to the best available professional advice is seen to be 
imperative to the successful introduction of systems which 
meet the requirements of the assessment bodies. 

The C. I. R. I. A. survey (1996, p. 2) found: 

Twenty three of the 35 participants used a quality consultant 
to assist with the development and/or implementation of their 
Q. M. S. 

Brown et al. (1998, p. 278) found (in their survey of approximately 500 I. S. O. 9000 

certified organisations, in Western Australia) that: 

It is surprising that even in the smallest sub group of 
S. M. E. 's, a relatively high percentage of organisations do 
make use of external consultants. The costs of bringing in a 
consultant are quite often mentioned as prohibitive, however 
the pressure to get I. S. O. 9000 series certification combined 
with the lack of knowledge, and the lack of time, are forcing 
S. M. E. 's to look for external support. 

Taylor (1994, p. 5 1) discovered an overwhelming propensity amongst respondents to 

employ consultants in the implementation of their quality systems. 
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There is no requirement to engage external assistance with 
I. S. O. 9000 implementation, yet of those organizations 
registered to I. S. O. 9000,87 per cent had used some external 
expertise to assist with the process. 

4.9.2 The Role of Consultants 

Taylor (1994, p. 57) also found a high level of satisfaction amongst his respondents 
with the performance of their consultants with only approximately 10% dissafisfied. 
He (1994, p. 5 1) believes this to be because: 

This may be another instance of escalation of behavioural 
commitment,, i. e. the ratings may be biased by the executives' 
aversion to admit their own errors in consultant selection. 
Alternatively it may reflect a genuine lack of knowledge of 
the consultants' performances, again possibly symptomatic of 
detachment. 

The latter point, if true, would be particularly deleterious to a company's quality 
programme. If such detachment exists it might be indicafive of an attitude which 
does not treat quality as a strategic issue. Taylor (1994, p. 51)beheved: 

... in view of the high involvement of consultants with these 
organizations, there should have been a higher tendency 
overall to measure benefits, and to understand the purpose of 
the standard. 

This would appear to endorse an analytical approach to implementation and to this 

end he (1994, p. 5 1) states: 

Influence of consultants on executives understanding of the 
purpose of I. S. O. 9000 was explored further, given the 
underlying assumption that consultants should make a 
positive difference. 

The results suggest that the intervention of consultants made 
no significant difference to executives' understanding of the 
purpose of I. S. O. 9000. Whose responsibility this is could be 
debated at length, but it could be indicative of a lack of 
involvement by the senior executives with their consultants. 

Given these findings there appears to exist some contradiction. If the consultants did 

not make a significant difference to executives understanding then surely the latter 

would articulate some dissatisfaction with their consultants. However Taylor (1994, 
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p. 51) found an almost universal degree of satisfaction amongst executives with their 
consultants. The logical conclusion to be drawn from the widespread satisfaction of 
executives with their consultants but with no significant gain of knowledge by them, 
is that they were satisfied with the main roles fulfilled by their consultants. Perhaps 
the most significant of these was the creation of procedure notes. Taylor (1994, p. 52) 
recognised this and the dangers for the efficiency of a system that might occur: 

A detached attitude to I. S. O. 9000 might also be manifest if 
the consultants were responsible for writing most of the 
I. S. O. 9000 documentation rather than guiding employees in 
the client organization to produce their own procedures and 
work instructions. In effect, such behaviour might indicate 
that the consultant was being engaged to minimize the short- 
term implementation workload. This would of course be a 
misguided view of quality management systems which 
focuses on the paperwork rather than the benefit of the added 
disciplines of systems and procedures. 71us, executives 
were asked to comment on how much of the I. S. O. 9000 
quality system documentation is being/was written by their 
consultants. 

Taylor (1994, p. 52) clearly identifies the dangers of the comprehensive method i. e. 
consultants adopted a blanket approach to procedure note writing and no creation of a 
proprietary sense of ownership forged by staff writing their own procedure notes. He 

also believes the use of consultants to minimize the short term implementation 

workload is not beneficial to the company but that a more analytical approach which 

emphasizes the benefits of the structure of a system as opposed to the paperwork is 
best. 

I. T. 

ms (1994, p. 52) respondents gave quite surprising answers on the question of the 

percentage of their procedure notes written by the consultants. 81 per cent had less 

then 25 per cent of their procedure notes written by their consultants and 50 per cent 
had none of them written by their consultants. These figures surprise the author. In 

particular the large per cent of companies in which no procedure notes were written 
by the consultants would appear unrealistic. The cynical view might be that 

respondents' perceptions of this question influenced them to give this answer. 
Another reason might be that many firms simply "bolted-on" existing procedure 

notes from existing management systems with little or no revision or alteration. This 

high percentage of firms who had so little consultant participation in procedure note 
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formulation does not seem to be compatible with the widespread lack of an analytical 
approach amongst respondents and the level of "badge-hunting" pressure on a 
substantial minority of them. 

Taylor (1995, p. 18) however witnessed a difference amongst smaller firms: 

Previous findings indicated that consultants had not, in 
general, written very much of the clients' QMS 
documentation. However, there was a trend showing more 
documentation written by consultants in the smaller 
organisations, i. e. 28 per cent had more than a quarter of the 
documentation written by consultants compared with 18 per 
cent of medium-sized organisations and 5 per cent of large 
organisations. 

This would appear to reflect the differences in resources and abilities of different 

sized organisations and emphasise the needs of smaller companies to employ 
consultants. 

Taylor (1994, p. 52) illustrates the extremes of opinion on implementation approach 
thus: 

In 19 per cent of registered organizations, more than 25 per 
cent of the documentation was written by the consultants. 
Although not a particularly high figure, purists would argue 
that consultants should write none of the documentation since 
it loses organizational ownership and detracts from the 
proper role of the consultants. Pragmatic consultants might 
argue that winning assignments requires a flexibility of 
approach, especially with the smaller organization. 

Taylor pin-points the consultant's dilemma. They often must adopt a comprehensive 

approach to implementation to satisfy clients and invariably have time and resources 

constraints placed on them. The "purists" would appear to the author to be 

unrealistically pedantic. Why re-invent the wheel? Consultants should provide a 
fund of knowledge for companies and should, in the author's opinion, encourage an 

analytical approach to implementation, which should foster analytical revision on a 

continuous basis. The author is, however, pragmatic and is fully aware that many 
fin-ns lack both the motivational pressure and the resources to adopt such an approach 

to implementation. They often want accreditation to I. S. O. 9000 for "badge-hunfing" 
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reasons as quickly and as cheaply as possible, aims which are often not compatible 
with the analytical approach as championed by Hughes and Williams. 

Taylor (1994, p. 54) places a heavy responsibility on either the executive in charge of 
quality or on consultants, if they are employed. When consultants are employed it is 

precisely because of a lack of knowledge internally within a company. The author 
would propose that most consultants will, by necessity, promote a comprehensive 
approach to implementation because the necessity of winning contracts will prevent 
them from adopting the more extensive analytical approach. If the consultants foster 

a "compliance culture", even though it may be done unwittingly, then this will be the 
knowledge diffused to the client company. 

Discretion in consultant selection should be shown but it pre-supposes a sufficient 
knowledge of quality assurance with which to illuminate the level of understanding 
of prospective consultants. The author would propose that companies seeking 
accreditation for "badge-hunting" reasons would lack the commitment to quality and 
consequently lack the pre-requisite knowledge to follow this selection process. A 
downward spiral forms in which a lack of commitment to quality discriminates 

against consultant selection which might reverse this trend, i. e. by employing 
consultants who follow an analytical approach, and the methods of the selected 

consultants produce an example of Bumey's (1992, p. 100) "compliance culture" 

which forms a very poor foundation for any fin-ther quality programmes such as 
T. Q. M. 

The converse of this is an upward spiral of high quality where a company's 

motivation to achieve accreditation is for improved organisational effectiveness 

rather than "badge hunting" which creates a high level of commitrnent at senior 

executive level which is transformed into extensive knowledge of the true purpose 

and role of I. S. O. 9000 in turn allowing selection of appropriate consultants. These 

consultants follow and foster an analytical company-wide approach to 
implementation which both develops an analytical approach and achieves 
improvements in organisational, effectiveness producing real financial returns. The 

analytical approach and proprietary feeling of responsibility developed in the 

implementation approach provide a suitable basis for the development of a T. Q. M. 

programme. 

106 



Chapter Four 
Literature Review: Part A 

Taylor (1995, p. 25) tries to define the possible causes of lower consultant 

effectiveness with smaller companies which his survey discovered: 

For example, whether there are problems with "cut-price" 
consultants in small firms, or whether consultants with larger 
firm experience have difficulty making the transition. 
Conversely, it could simply be that senior executives In small 
organisations have less "thinking time" being more 
preoccupied with operational matters. Consultants were also 
used in a different way in small organisations, being engaged 
in writing more of the system documentation. 

Brown et al. (1998, p. 283) discovered some dissatisfaction amongst their respondents 

with their consultants: 

Some criticism was directed at consultants and assessors by 
many S. M. E. 's. These included: the lack of assessor's 
knowledge about particular industries, some assessors being 
overly pedantic about paperwork ... 

The lack of assessor's industry specific knowledge is an important one in the author's 

opinion and which is closely related to the issue of transposition of standard 

procedures by consultants. These usually have been developed in the manufacturing 

sector, and then transferred to the construction industry with its different 

characteristics. 

Taylor (1995, p. 22) hints at this problem also. 

It is sometimes suggested that the experience and skills 
of many consultants and assessors are more suited to 
larger organisations and that sometimes the quality of 
consultants working with small firms could be 
improved. 

4.10 THE PROBLEMS ENCOUNTERED IN IMPLEMENTATION 

4.10.1 Increased Bureaucracy 

Vloeberghs and Bellens (1996, p. 47) identified the major disadvantage of I. S. O. 9000 

accreditafion: 

Sixty-one percent of respondents said the biggest 
disadvantage of the quality manual is its enormous 
administrative burden. 
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On this point Street and Fernie (1992, p. 38) had discovered an interesting fact: 

... 62 per cent of the companies believed that B. S. 5750 
registration had resulted in significantly higher administrative 
burdens which the BSI claims are "a myth of B. S. 5750 
registration". 

The author would suggest that this type of opinion might suggest that a 

comprehensive approach had been adopted by many of the respondents and which 
had caused this higher administrative burden. The documentation of every activity 

may well have generated a "paperwork mountain". The average period of time that 

the respondents had held registration was calculated by Street and Fernie (1992, p. 38) 

to be four years and this would mean that the average respondent achieved 

registration four years before the date of publication i. e. 1988. At this time the 

general knowledge of Q. A. would have, in the author's opinion, led many companies 

to have adopted a comprehensive approach to implementation in conjunction with the 

employment of consultants. 

The C. I. R. I. A. survey (1996, p. 8) also found that Mcreased bureaucracy was a 

problem: 

most interviewees were of the opinion that the initial 
documentation was too extensive and too detailed, resulting 
in the Q. M. S. becoming inflexible, and fmns have reduced 
the amount of paperwork since certificafion, making their 
system more practical. This suggests that there may be a 
tendency for firms initially to develop procedures that are too 
detailed resulting in documentation which may become 
inflexible and impractical. 

4.10.2 SmaH Firms and LSO. 9000 

Rayner and Porter (1990, p. 20) found evidence to confirm the author's opinion about 

the difficulties faced by small companies in implementing their quality systems: 

Of those that used assistance, nine (60 per cent) felt that 
certification could not have been achieved or would have 
taken longer without it. 

Another area of interest investigated briefly by Street and Fen-lie was that of the 

problems faced by small firms attempting to obtain accreditation to I. S. O. 9000. 

Tley ( 1992, p. 3 9) found that: 
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In fact 70 per cent of companies surveyed believed that the 
cost of obtaining and maintaining B. S. 5750 could act as a 
barrier to entry for smaller companies wishing to register. 
This tends to suggest that the BSI's claim that B. S. 5750 is 
applicable regardless of size of company may be untrue and 
that smaller companies may well be disadvantaged. 

This is of particular importance to the construction industry because of corporate 
composition with relatively few large scale main contractors and numerous small 
scale sub-contractors. This problem, if found to hold true, could cause a structural 
imbalance in the quality performance of the construction industry with the larger 

main contractors able to operate quality management systems but the smaller sub- 
contractors finding it more difficult to do so. The imposition by clients of a 
requirement to achieve accreditation to I. S. O. 9000 may disproportionately 

disadvantage smaller sub-contractors. 

4.10.3 Resistance to Change 

Weston Jr. (1995, p. 70) discovered that almost 88% of respondents had encountered 

some form of resistance to implementation. The reasons for this ranged from 

"program of the month" to resistance from top or middle management which 15% of 

respondents had encountered. This is a remarkable proportion of management who 

should be leading by example and enthusiasm, the implementation programme. 

Some companies did perceive I. S. O. 9000 registration as a threat. Weston Jr. (1995, 

p. 70) states: 

Some respondents whose companies viewed I. S. O. 9000 
registration as a threat indicated that employees resented 
changes, were concerned about individual status, feared audit 
results, perceived changes to establish work habits and 
procedures as threatening, and were concerned about 
creativity being stifled. 

These concerns of individuals would appear to the author, perfectly natural but could 
be the result of inadequate preparatory induction programmes at the beginning of the 

implementation process. Without proper explanation of the reasons for 

implementation of a quality system and the benefits to be gained, individuals may not 

develop the proprietary feeling of ownership of a quality system that Hughes and 

Williams believe is so important. The documentation of procedures certainly 
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provides a supervisory frarnework but this is not its purpose, rather it is there as the 
documented source of a company's accumulated knowledge and best practice to 
ensure consistent performance of such activities and, in the author's opinion, as the 
framework for continuous analysis and where necessary, revision of a company's 
activities to enable improvement in the organisational effectiveness. 

Weston Jr. (1995, p. 71) found apprehension in respondents' minds about the change 
in work patterns and procedures. A very interesting comment was provided by 

several respondents and which Weston Jr. (1995, p. 70) quotes: 

Some respondents indicated that I. S. O. 9000 registration was 
of no advantage in gaining new business, particularly since 
competitors were already registered or in the process of 
becoming registered. They believed that I. S. O. 9000 
registration was becoming a norm expected by customers and 
presumed of suppliers; hence, in the long run, it would be of 
no particular advantage since virtually all competitors would 
be registered. 

This statement illustrates the author's view that the adoption of the comprehensive 

philosophy to implementation by companies motivated by "badge hunting" pressures 
is short-sighted and may deprive a company of the financial advantage to be gained 
from adopting an analytical approach to implementation which concentrates on 
improving organisational effectiveness. If a company adopted the comprehensive 

approach it may well gain short term marketing advantage but it may have developed 

a "compliance culture" which will hinder organisational analysis and the 

improvements in its operational effectiveness which may flow from this. If it has 

done this in its implementation of I. S. O. 9000 then a very poor foundation may have 

been laid for any future or concurrent quality programmes which are to be 

implemented such as T. Q. M. 

Barrett (1994, p. 7) describes his views as to the problems with particular reference to 

implementation and professional services: 

The main problem areas with the existing approach can be 
summarised as: 

The I. S. O. 9000 standard does not deal well with the 
people-orientated and informal aspects of an 
organisafion's operations. 
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The I. S. O. standard does not give sufficient emphasis to 
managing a responsive/dynamic relationship with the 
firm's clients. 

Third party certification tends to compound the above two 
problem areas by creating an emphasis on a written manual 
to the virtual exclusion of informal aspects coupled with a 
perspective that, once certification is achieved the process is 
ended. In a paper from the Netherlands (Spekkink, 1994) the 
new phenomenon of "post-certification depression" was 
reported! 

Thirty-three percent of the author's survey respondents had amended a relatively 
small amount of their procedures in the post-accreditation period (i. e. 0-20%) and 
certainly little development of their systems appeared to take place 'in these firms. 

This could be a reflection of Spekkink's phenomenon. 

4.11 I. S. O. 9000 AND ITS ROLE IN INTEGRATED QUALITY 
PROGRAMMES 
Street and Fernie (1992) also investigated the role of I. S. O. 9000 in firms' overall 
quality programmes. They (1992, p. 40) discovered that 74% of their respondents 
were intending to implement other quality initiatives but that a significant minority 
(i. e. 26%) believed that I. S. O. 9000 was enough for them. They could fall into the 
trap described by Taylor and Hosker (1992, p. 3), whereby they may produce rubbish 
but consistent rubbish. 

It can be argued that achieving I. S. O. 9000 should be only the first step in an 
integrated quality programme. Accreditation and continued compliance can be used 

as a measurement of commitment to quality within a firm. The success of more 

abstract systems such as total quality management schemes are more difficult to 

measure and evaluate whereas accreditation to I. S. O. 9000 is a more concrete 

yardstick and gives a structure or spine to the overall quality improvement 

programme. 

The achievement of I. S. O. 9000 can nowadays often be considered a minimum 

requirement i. e. a client pre-qualifier and the danger of adopting a comprehensive 

approach to implementation is that accreditation for "badge hunting" reasons 

becomes the sole goal whereas it should be a secondary, albeit often a vital reason 

but with improvement in organisational effectiveness the primary goal. 
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'Me debate as to what role I. S. O. 9000 plays in overall quality programmes is vaned 
and Taylor (1994, p. 53) quotes several renowned authors on quality: 

The relationship between I. S. O. 9000 and other quality 
initiatives such as T. Q. M. has been expressed in different 
ways. Nicholls (1993) depicts I. S. O. 9000 as being part of 
the first of four stages In the evolution of T. Q. M. Oakland 
and Mortiboys (1991) identifies a quality assurance system as 
one of the three managerial components of T. Q. M. Reimann 
and Hertz (1993), although delineating the main differences 
between I. S. O. 9000 and The Malcolm Baldrige Award, 
commen that: 

An increasing number of excellent companies are using the 
Baldrige Award and I. S. O. 9000 compatibly, sometimes 
simultaneously and sometimes sequentially. 

These authors all perceive I. S. O. 9000 as the foundation for T. Q. M. or at least to be 

adopted simultaneously. 

Taylor (1994, p. 54) then quotes Binney (1992, p. 100) who views this topic 
differently: 

Binney (1992, p. 100) goes finther, arguing that: 

... every company must decide its own route to quality, in the 
light of its own history and culture and its own objectives. It 
is impossible therefore to prescribe what role I. S. O. 9000 
should play for a particular company. Nevertheless for most 
given a free choice, we believe it is the wrong place to start. 

Taylor (1994, p. 54) then quotes Binney's (1992, p. 100) view: 

There are arguments to support both approaches. As Binney 
suggests implementing I. S. O. 9000 first can develop a 
compliance culture, counter-productive to T. Q. M. 

The author would propose that Binney's perception of I. S. O. 9000 systems would 

equate closely to the comprehensive approach to implementation where little or no 

analysis of corporate activity is commissioned. Under this approach Binney's 

compliance culture is the vital element of implementation because the goal is 

compliance to the standard to gain the "badge". The author would emphasize his 

belief that Binney's perspective of I. S. O. 9000 implementation is not the correct one. 
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albeit a widely held one. Binney's "compliance culture" is not the purpose of I. S. O. 
9000 systems. His view appears to support the assumption that the paperwork is 
important and not the controls and philosophy engendered by an analytical approach 
and emphasis in implementation. The analytical approach to implementation as 
propounded by Hughes and Williams fosters a company-wide analytical approach 
that should continually analyse and question existing procedure notes and revise them 

where necessary. It fosters a proprietary feeling of ownership of a quality system 
throughout a company and aims to reduce paperwork wherever possible. Thus it 

would appear complimentary to the philosophies of T. Q. M. and would appear a 

sound foundation in preparing the corporate physche for the disciplines of T. Q. M. 

Vloeberghs and Bellens (1996, p. 48) quote Juran on the dangers of a compliance 

culture developing: 

J. M. Juran has issued some warnings to I. S. O. 9000 focused 
companies. When companies devote too much attention and 
place too much value on the actual certification, focus is 
shifted - away from continuous process improvement, which is 
essential for T. Q. M. 

Barrett (1994, p. 15) also recognised the dangers of such a "compliance culture" 

developing and quotes Etzioni's (1964) view on this: 

The danger, and it seems a very real one, is that because of 
the need for "evidence" the award process could create "goal 
displacement" (Etzioni, 1964) towards providing the 
evidence,, rather than concentrating on the processes 
themselves. 

Taylor (1994, p. 54) expounds a different opinion to Binney's (1992): 

However it is also possible to implement I. S. O. 9000 by 

encouraging a team-based approach which fundamentally 

challenges work processes and simultaneously achieves 
improvement. In addition, some organizations may not have 

well developed systems and procedures in which case it 

would be folly to attempt T. Q. M. until such a basic 
foundation was in place. It ultimately depends on where an 
organization is, where it wants to be, and what needs to be 

changed. 
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Taylor's (1994) vision of implementation reflects closely Hughes and Williams' 
(1991) analytical approach to implementation and the emphasis on team work and 
improvement by challenging existing processes bears a remarkable sirnilarity to the 
basic tenets of T. Q. M. 

The similarity between Taylor's vision of implementation and Hughes and Williams' 
analytical approach is very striking and is in marked contrast to Binney's (1992) 
approach. Taylor (1994, p. 53) defmed his view of possible progression in quality 
programmes in terms of notional future "phases" in the quality progression of 
companies already accredited to I. S. O. 9000: 

Regarding I. S. O. 9000 as the end of the journey, with 
no plans to develop beyond its requirements either by 
extending quality assurance principles into other 
functional areas of the business or by pursuing T. Q. M. 

Regarding I. S. O. 9000 as a foundation for T. Q. M. by 
planning or considering to adopt the latter, and by 
extending the principles of quality assurance 
organization-wide, but not yet having gone any further. 

Regarding T. Q. M. and I. S. O. 9000 as complementary, 
having implemented both. 

Twenty-four percent of Taylor's (1994, p. 53) respondents fell into the first category 
above and the author would propose that such companies may well be "badge 
hunters" because they have achieved their valued marketing logo which may have 
been their goal. 

The perceptions of T. Q. M. as a marketing advantage are different and certainly more 
difficult to achieve and promote. I. S. O. 9000 is a clear, distinct marketing logo 

whereas the statement that a company is following a T. Q. M. programme does not 

convey any actual achievement of a set standard. The ability to, and the costs of 

achieving one of the major T. Q. M. prizes such as the European Quality Award or the 

Baldridge Award in America are in no way comparable to those of achieving 

registration to I. S. O. 9000 and therefore marketing aspects of the two are completely 
different. The lack of a widely applicable measurement standard for T. Q. M. renders 
it less susceptible to the "badge hunting" phenomenon that the author proposes is 

associated with a significant number of I. S. O. 9000 registered companies. 
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This is, in the author's opinion, the main flaw with the I. S. O. 9000 accreditation 

process that no account is taken of the implementation approach adopted, although 
the author recognises the difficulties that would be associated with any attempt at 
this. 

Taylor (1994, p. 54) stresses the importance of understanding the purpose of both 

I. S. O. 9000 and T. Q. M. without which implementation of either will be flawed. 

The level of understanding of the purpose of I. S. O. 9000 (and T. Q. M. ) may reflect 

the level of senior executive detachment or commitment to implementation. The 

author would also suggest that the level of knowledge will be a strong indication of 

the motivations of a company. If "badge-hunting" is the primary reason for achieving 

accreditation to I. S. O. 9000 then this may be reflected in the level of knowledge of 

the standard and certainly a lack of knowledge and commitment to precede further 

along the quality path would appear to indicate marketing motivations are uppermost 
in a company's concern. 

Conversely, the author would argue, that a company committed to quality as a key 

strategic element of corporate policy would ensure it possesses an extensive 

knowledge of quality assurance and adopts a more analytical approach to 

implementation of their quality system consequently fostering a company-wide 

analytical approach that will be the perfect foundation for implementing a T. Q. M. 

programme. The author would stress his view that by adopting the analytical 

approach to implementation of a quality system as favoured by Hughes and Williams 

an analytical, company-wide approach which strives to continuously improve quality 

albeit within the confines of written procedure notes will be developed which would 

appear to the author to be the perfect foundation for a T. Q. M. programme. If the 

comprehensive approach to implementation is adopted the danger does exist of 

creating the "compliance culture" as defined by Binney (1992) which would clearly 

stifle analysis and individual ingenuity and responsibility for quality in all corporate 

processes and actions. 

The author would propose that the crucial question is not which comes first, I. S. O. 

9000 or T. Q. M. but rather which method of implementing a quality system to I. S. O. 

9000 is adopted. The comprehensive approach which documents everything a 

company does regardless of corporate importance of each task and which encourages 

little or no analysis in the documentation process, or the analytical approach where 
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only important procedures are documented and an analytical envirom-nent is created 
which strives to analyze and rationalise corporate activities. The former is 
intrinsically bureaucratic whereas the latter is dynamic and effective. The choice 
would appear to the author to be between the development of either a bureaucratic 
"compliance culture" or an analytical one. Certainly the former will be of much less 

use than the latter in fostering the concepts of continuous quality development of 
T. Q. M. programmes. 

Taylor (1994, p. 55-56) stresses the importance of a systerns foundafion for further 

quality initiatives and the importance of adequate knowledge of the purpose of I. S. O. 

9000. The author concurs wholeheartedly with Taylor on this and believes the 

combination of motives and degree of knowledge of the purpose of I. S. O. 9000 are 
the major determinants of the approach to implementation adopted which in turn 
determines the eventual effectiveness in use of the system. 

Vloeberghs and BeHens (1996, p. 46) found their respondents held a similar view: 

The vast majority of the quality managers are convinced that 
I. S. O. 9000 is a good start for T. Q. M. implementation. 
According to 94% of respondents, the I. S. O. 9000 system 
provides a good foundation for T. Q. M.; only 6% t1iink this is 
not true. 

Brown et al. (1998, p. 278) found their respondents to hold similar views: 

The majority of respondents see I. S. O. 9000 senes 
certification as preceding T. Q. M. and as a relevant first step 
in implementing a T. Q. M. program. 

Hoyle (1994, p. 2) believes: 

I. S. O. 9000 is only a beginning - it provides a mechanism 
with which to bring about systematic improvement but it 
doesn't improve performance by itself 

Brown et al. (1998, p. 278) found from their respondents: 

... 
9000 series certification is considered to be a good basis 

from which to start the process of quality improvement. 
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Bryde and Slocock (1998, p. 468) describe various authors' views on I. S. O. 9000 
accreditation's role in quality strategy: 

It has been suggested the Q. M. S. approach is most successful 
when implemented as part of a wider T. Q. M. programme 
(Aston, 1993); a point confirmed by reports of individual 
experiences (Gould, 1991). Further reports suggest the 
certified Q. M. S. approach is less successful when 
implemented in isolation, or as the only quality initiative 
within an organisation. (Callan, 1992). 

A broad spectrum of authors appear to agree upon the role of I. S. O. 9000 in 
integrated quality programmes. However Barrett's (1994) "supple systems" 
approach is more fluid or "supple" as he describes it. 

Barrett (1994, p. 11) proposes a differing view: 

Where traditional Q. M. systems aim to produce consistency, 
that is to manage the steady state supple systems stress the 
management of the dynamic aspects of the firm. A 
continuous thrust of improvement is emphasised. As such it 
is an approach that any firm can take, from whatever 
baseline, keeping what already works and flexibly addressing 
any problem areas identified ... There is no suggestion that 
the flexibility and creativity have to wait until after Q. A. has 
been conquered; that Q. A. is the oft quoted "first step". 

... The suggested approach means that firms can be more 
certain that their performance is improving, with the heavy 
load of formally demonstrating that their existing systems 
(not performance) are all in order up to a minimum level at a 
given point in time. Tbus, over time the supple systems 
approach will in theory lead to high performance, not just 
above a minimum level, but potentially well beyond. At the 
same time fon-nal systems will have been created, but only 
where appropriate ... 

Clearly Barrett is conscious of the I. S. O. 9000: 1994's version requirement for 

documentation to be appropriate to a company's scale and activities. Harrison (1994, 

p. 33) believes Clause 4.1.1. of the standard clearly requires a company's quality 

policy to be relevant not only to that company's organisational goals but also the 

requirements of its customers. 
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Barrett (1994, p. 15) appears to see "supple systems" as a bridging approach between 
different quality initiatives: 

It is important to place Supple Systems in some context. 
This approach differs significantly from the current emphasis 
on creating a single, monolithic manual and builds a bridge 
between the rather mechanistic QA/QM standards and the 
global technicalities approach of T. Q. M. 

Barrett (1994, p. 15) stresses the developmental evolutionary nature of the "supple 

systems" approach and this type of approach appears to strive not simply for 

compliance with the I. S. O. 9000 standard but rather for continuous quality 
improvement. This ethos certainly appears to have been included in the provisional 
proposals for the I. S. O. 9000 revisions due for publication in the year 2000. 
However Barrett (1994, p. 15) does recognise the need for formal procedures but 

supporting the overall quality programme rather than as the sole objective. 

In summary there appears to be almost universal acceptance of I. S. O. 9000 

accreditation as the base for ftu-ther quality programmes. Barrett's (1994) "supple 

systems" fit the pattern but with pffflosophical refinement. 

4.12 CONCLUSIONS 

The author must first state that in the studies reviewed and others referred to there 

was little actual investigation and examination of methods of implementation and 

approaches adopted, rather the authors concentrated their efforts on the attitudinal 

and motivational aspects of those companies attempting to, or having successfully 

achieved registration to I. S. O. 9000. 

Most of the studies reviewed were regional in nature and of differing scales. Tley 

were cross sectional in that the respondents were manufacturers of various products 

whereas the author's survey (see Chapter 5) was specific to one industrial sector i. e. 

the construction industry. 

The author noted a chronological trend in the surveys in that as the body of 

knowledge and experience of I. S. O. 9000 became greater throughout the 1980's and 

early 1990's so the surveys became more detailed and focused on their specific 

topics. Generality was replaced by specificity. 
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4.12.1 Motivation to Achieve Accreditation 

The author believes that the preceding review has provided clear and overwhelming 
evidence in support of his proposition that there exist two principal motives for 

attempting to achieve registration to I. S. O. 9000 i. e. "badge-hunting" and a desire to 
improve organisational. effectiveness and that the former is the primary motivation 
for the great majority of companies achieving registration to I. S. O. 9000. 

Ile evidence for this supposition. is both: 

a. Overt; 

Covert. 

a. Overt Evidence 

In all the relevant studies some respondents stated their primary reason for achieving 

registration to I. S. O. 9000 was for marketing purposes related to customer or peer 

pressure. Both Taylor (1994, p. p. 47-48) and Street and Fernie (1992, p. 38) found 

40% of their respondents were motivated thus as did Clark (1997, p. 840) and 
Volberghs and Bellens (1996, p. 44).. Rayner and Porter (1990, p. 18) discovered that 

80% of their sample gave marketing considerations as their primary motivation. 
Similarly Weston Jr. (1995, p. 67) discovered that "85% indicated that the customer 

was the driving factor". Lee (1998, p. 176) found that 72% of construction firms in 

Hong Kong certified to I. S. O. 9000 had experienced customer pressure to achieve 

certification. This level is similar to that found in the author's survey population. 

These overt, fteely given responses clearly indicate many companies are "badge- 

hunting" because of client pressure to achieve registration. 

b. Covert Evidence 

This evidence is identified from answers given to or characteristics observed by the 

authors In their studies. 'Me main evidence is provided by the widespread lack of 

any systematic analysis of the financial implications of achieving registration to 

I. S. O. 9000. Large numbers of respondents in all the studies reviewed have 

undertaken no financial analysis of the costs of registration either pre- or post- 

accreditation. There is a widespread lack of analysis in these companies in 

connection with their registration initiatives. They have undertaken no measurement 
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post-implementation of the financial costs or results and little or no pre- 
implementation estimation of quality costs or the likely costs of implementation or 

undertaken any cost/benefit analysis of implementing a quality management system. 

The question must be posed as to why such firiancial analysis and recording has not 
been undertaken. If, as many respondents in each study stated, their primary 

motivation in implementing a quality management system could be classified under 
the generic term of achieving improvements in organisational effectiveness then not 

to estimate, record and analyse the financial effects of registration would appear, to 

the author, to cast serious doubt as to the veracity of these claimed motivations. If a 

company is not attempting to measure any organisational improvement then it surely 

cannot be a genuine motivation. Certainly Taylor (1994, p. 50) asked this question 

and concluded from answers on his questionnaire that client pressure was the primary 

motivating force. 

Fifty-four percent of Street and Fernie's (1992, p. 40) respondents did not regularly 

analyse their quality costs. Rayner and Porter (1990, p. p. 18-20) found that only 35% 

of their survey respondents analysed their pre-accreditation quality costs and only 5% 

of respondents kept any records of resources utilized in the implementation process. 

Taylor (1994, p. 49) discovered that only 18% of executives surveyed "had quantified 

the financial impact that the use and maintenance of I. S. O. 9000 was making in their 

organization". Weston Jr. (1995, p. 69) found that 70% of his respondents did not 

keep a record of time expended on implementation and 58% did not record the cost 

of unplementation. Weston Jr. discovered that 93% of respondents made no effort to 

justify financially their registration to I. S. O. 9000 simply stating they were obligated 

for business reasons to achieve accreditation. There can be no clearer indication of 

the patent contradictions in survey responses than the illustration of discrepancies 

between the number of respondents who state their primary motivation in achieving 

registration is not "badge-hunting" and the figures relating to those companies which 

clearly make no attempt at analysing the financial implications of implementation of 

a quality management system. 

The author would propose that companies that do not undertake financial analysis 

pre- and post-accreditation may probably be less interested or aware of 
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impTovernents to organisational, effectiveness which may be gained from a quality 
management system and are "badge-hunting" but do not wish to acknowledge this. 

This also illustrates a major problem with survey responses. Often respondents 

appear to provide answers which they believe reflect thernselves and their 
organisations in the best possible light. Such answers are often contradictory to other 
responses. 

4.12.2 Philosophical Approach to Implementation 

The author believes that the motives of an organisation will be a major determinant 

of the philosophy adopted in implementing a quality management system. 

This adoption of philosophy may be a conscious decision but more likely is an 

unconscious one dictated by the prevalent method of implementation i. e. the 

employment of consultants often funded under the Government' s Enterprise Initiative 

Scheme. 

The author believes that the consequence of the conscious or unconscious adoption of 

a particular philosophy will affect the scale and nature of the quality system 
developed which will determine its eventual effectiveness in use. Even more 

crucially the author believes the philosophy adopted in implementation will mould 

the entire quality culture of a company which will not only affect the attempt to 

achieve registration to I. S. O. 9000 but also the system's post accreditation use and 

other quality initiatives such as T. Q. M. which may be implemented by companies. 

The practical consequences of the adoption of a particular philosophy are illustrated 

by the different approaches to implementation as espoused by Hughes and Williams 

(199 1) and Duncan et al. (1990) and described at the beginning of this Chapter. 

The comprehensive approach, in which all activities of a company are documented 

regardless of their corporate importance with little or no analysis of corporate 

procedures to rationalise or improve these results, the author believes, in a 

voluminous bureaucratic system where the paperwork system itself may attain more 

importance than the improvement of organisational improvement, which should be 

the purpose of a quality management system. The additional danger of creating a 
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"compliance culture" as defined by Binney (1992, p. 100) also exists. This occurs 
when a company focuses on compliance with their paperwork system to the 
exclusion of improving organisational, effectiveness. The author believes that the 

comprehensive approach may easily foster a "compliance culture" which does not 
encourage a corporate analytical approach in which employees are encouraged to 

analyse, their activities and attempt to improve them. 

The development of a "compliance culture" is not the author believes, compatible 
with the successfiil introduction of other analytical and dynamic corporate quality 

progranimes such as T. Q. M. 

In contrast the analytical approach as propounded by Hughes and Williams 

emphasizes the analysis of corporate activities so as only to document the iLinportant 

ones in a company's procedures manual. Company-wide analysis is encouraged 

which the author believes encourages and develops an analytical approach which 

continuously analyses and revises procedures where appropriate. This analytical 

approach is, the author believes, the best foundation for ftirther quality initiatives 

especially T. Q. M. which shares many characteristics, in the author's opinion, with 
Hughes and Williams' analytical approach i. e., an universal proprietary sense of 

ownership, and an analytical basis upon which the drive for continuous improvement 

is based. 

The author believes there is convincing evidence of an extensive absence of 

analytical approaches in the respondents in the studies review. This evidence was 

presented under the covert evidence in point 1. 

The importance of an analytical approach was documented in the case study of the 

author's experience of the quality system at W. H. C. S. A. The Authority's previous 

commercial role and staff profile produced ineffective analysis of its procedures 

resulting in voluminous procedure notes of dubious quality. 

4.12.3 Managerial Commitment to Implementation 

The importance of senior management's commitment to implementation of a quality 

management system has been recognised by most authors of studies commissioned 

over the last decade. In particular, Taylor (1994) and Weston Jr. (1995) made the 
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attitudes and perceptions of senior managers towards I. S. O. 9000, the primary 
concern of their respective studies. Many authors who have addressed this topic i. e. 
Whittington, Street and Fernie, Rayner and Porter, Taylor and Weston Jr., have 
identified the vital role that senior executives have to play in the implementation of a 
quality system to ensure the success of such implementation. 

Without the wholehearted commitment of senior management, which is an actual 
requirement of the revised standard I. S. O. 9000: 1994, implementation of a quality 
management system may suffer from a lack of knowledge, experience and sufficient 
resource allocation. 

The author would go further than simply stating that senior managerial commitment 
is vital to the successful registration of a company to I. S. O. 9000. The author would 
propose that senior management must be committed not only to achieving 
registration to I. S. O. 9000 but must understand the purpose and adopt the correct 
philosophy towards implementation if the full benefits of implementing a quality 
management system are to be achieved. This is much harder than simply achieving 
registration and obtaining the quality "logo". 

The author believes it is more important for companies to check what approach a 

potential supplier has adopted to I. S. O. 9000 implementation than simply possessing 
the standard. 

The author would propose that the correct philosophy to implementation is the 

analytical approach as espoused by Hughes and Williams. If this approach is adopted 

with its stringent analysis of corporate activities and procedures with a view to 

rationalising these, then it is self-evident that the most appropriately skilled, 

experienced and commercially astute people should be senior management who 

should therefore be at the forefront of such analysis. If senior management delegate 

such analysis to junior staff or even "journeymen" middle management then little 

rationalisation. and improvement may accrue. To achieve the most benefit from the 

analytical approach to implementation the most able senior management must 

undertake this task and not delegate to less able colleagues. The author believes that 

simple commitment by senior management to achieving registration is not the ideal 

situation but in addition a commitment and understanding of the purpose and the 
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philosophy behind an analytical approach to implementation of a quality 

management system. This emphasizes the long term corporate advantages to be 

gained by developing a corporate analytical approach rather than short term gains, 

mainly marketing ones, to be gained by the adoption of a comprehensive approach. 
The latter approach may develop a "compliance culture" which concentrates on 

complying with the requirements of I. S. O. 9000 but pays little attention to 

organisational analysis and improvements to corporate effectiveness which may flow 

from such analysis. 

The author fmrAy believes that if senior management adopts the analytical approach 
they are making cost effective quality a strategic goal rather than obtaining 

registration to I. S. O. 9000 as a short term tactical necessity. 

The author found no real investigation into the method of implementation and the 

resultant scale of procedure notes manuals in the studies reviewed and therefore will 

rely on his own survey responses to draw conclusions on this. However the effects 

and implications of the differing methods were recognised by various authors as 
detailed in the next point. 

4.12.4 Different Approaches to Implementation 

The author found evidence in later studies i. e. Taylor (1994) and Weston Jr. (1995) to 

reinforce his belief that two methods of implementation have emerged. Rayner and 

Porter (1990, p. p. 18-20) certainly identified a lack of analysis amongst their 

respondents but defined companies in terms of their perspectives of quality and I. S. O. 

9000 accreditation but did not recognise or define differing approaches to 

implementation. 

Taylor (1994, p. 54) clearly identifies an analytical, team-based approach to 

implementation of I. S. O. 9000. He (1994, p. 49) also identified a lack of such an 

analytical approach in most of his respondents. Similarly Weston Jr. (1995, p. 69) 

found the majority of his respondents did not follow an analytical approach and he 

(1995, p. 70) identified two approaches one which concentrated on compliance with 

the paperwork system and the other which focused on improvement in organisational 

effectiveness. Weston Jr. (1995, p. p. 72-73) then defined two perspectives one 

"focusing on simply fine-tuning existing processes and procedures ... 
" and the other 
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"focusing on continuous improvement activifies". The former is, in his view 
"registration for registration's sake" whereas the latter views registration "as a 
framework for continuous improvement". 

Barrett (1994) does offer a significantly different view of implementation with his 

"supple systems". This fluid approach emphasises flexibility in organisational 
development and quality system "fit" and appropriateness. It is a "holistic" approach 

which appears to encourage a balance between the systems approach of Q. A. and the 
behavioural. approach of TQM. 

Although over the last decade studies have slowly recognised different perspectives 

and approaches to implementation they have not studied the implications this has in 

implementation and the effects on the resultant quality systems and size of procedure 

note manuals. This area will be addressed by the author's survey to determine the 

method of implementation and if the method of implementation has resulted in a 
body of procedure notes too large to be effective in use as the author proposed had 

happened at the case study organisation. 

4.12.5 Consultants' Role in Implementation 

The importance of consultants in aiding companies in implementing quality 

management systems was illustrated in the various studies. Rayner and Porter (1990, 

p. 20) ascertained that 70% of their respondents had employed consultants with the 

financial assistance provided under the Government's Enterprise Initiative. 60% of 

these respondents who had taken advantage of the assistance believed they could not 
have achieved registration without the help of consultants. Consequently 45% of 

Rayner and Porter's total survey population believed they could not have achieved 

registration without assistance from consultants. 

Taylor (1994, p. 51) found an even higher level of consultant employment in his 

survey with 87% of those companies registered to I. S. O. 9000 having employed 

consultants. In the author's survey 61% of respondents had employed consultants. 

Taylor (1994, p. 57) also discovered that respondents had a high level of satisfaction 

with their consultants. This Taylor (1994, p. 57) believed might have been 
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symptomatic of either an extension of behavioural commitment whereby executives 
do not like to admit they made a bad choice of consultants or a deficiency in 

knowledge of the consultants performance which Taylor proposes might illustrate 

detachment from the process of implementation by senior executives. This 

detachment may signify an attitude which does not treat quality as a strategic 

corporate concern. 

Taylor (1994, p. 51) also found that the employment of consultants did not 

significantly improve senior executives' understanding of the purpose of I. S. O. 9000 

or the measurement of benefits of implementation. This is again evidence of a lack 

of development of an analytical approach within companies which must cast doubt 

on their oft stated motivations being for organisational improvement rather than 

marketing reasons. 

Taylor (1994, p. 52) did not elicit evidence to suggest that many consultants wrote the 

majority of their clients' procedure notes. In fact only a small minority i. e. 19%, had 

more than 25% of their procedure notes written by their consultants. The other 80% 

of Taylor's respondents had less than 25% conm-iissioned by their consultants. The 

author feels some scepticism towards these figures because of the overwhehning 

evidence of widespread "badge-hunting" motives amongst companies to achieve 

registration to I. S. O. 9000 which would normally mitigate against such a "purist" 

approach to implementation. If a company only requires the logo of I. S. O. 9000 why 

undertake writing such a large portion of procedure notes yourself. 

Another possible reason for the high portion of procedure notes not written by 

consultants could be the phenomenon of "bolting-on" of existing procedure notes to a 

new system with little or no analysis of these existing procedures. 

In the author's survey 52% of respondents had transferred procedure notes from a 

previous system. Forty three percent of the respondents had transferred a significant 

portion of their previous procedure notes (more than 20%) and 25% of the 

respondents had transferred over 50% of their procedure notes from a previous 

system. Thus it can be seen that this process was prevalent in the author's survey. 
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It must be recognised that there is justification for including some procedure notes 
prepared by consultants as long as they are relevant to a company's new system. 
Clearly there is little point in "re-inventing the wheel" but the procedures must be 

relevant and not simply imposed en masse. 

The author believes it is safe to conclude that without consultancy assistance many 
firms that have achieved registration to I. S. O. 9000 would not have done so, 

especially smaller firms. However the author believes the danger in this dependence 

on consultants is that they influence the approach to implementation albeit from a 

commercial necessity on their part. The author has stated his opinion that two 

approaches to implementation exist. The comprehensive and the analytical. The 

former, the author believes is often adopted by consultants. Their primary aim is to 

achieve registration to I. S. O. 9000 rather than achieve organisational improvement. 

Consultants often face the problems of a lack of time and access to senior managers. 
They need to provide a product at the end of the short period of consultancy. The 

ease of using previously developed procedure notes simplifies this task. 

4.12.6 Summary 

To summarize the conclusions from the author's review: 

4.12.6.1 Recognition of Approaches 

There has been little or no concentrated investigation, in the various studies 

reviewed, of different approaches to implementation. However there was recognition 
by Taylor (1994) and Weston Jr. (1995) of two different approaches to 

implementation, one of an analytical nature with the purpose of improving 

organisational activity whereas the other approach is concerned substantially with 

achieving registration to I. S. O. 9000. These two approaches approximate to Hughes 

and Williams' analytical approach and Duncan et al. 's comprehensive approach 

respectively. 

4.12.6.2 Attitudinal Aspects 

Many of the previous studies concentrated their investigation on motivational and 

attitudinal aspects of implementation especially those of Rayner and Porter (1990), 

Taylor (1994) and Weston Jr. (1995). 
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4.12.6.3 Motivational Forces 

There has been a progressive increase in awareness of I. S. O. 9000 and in its use as a 
mandatory pre-qualifier especially for central and local government contracts. This 
has increased "badge-hunting" pressures which all studies identified, either overfly or 
covertly, as one if not the major motivational force. Thus client pressure has been the 
major motivational force behind implementation with a resultant effect in the 
author's opinion, upon the philosophy adopted in implementation. 

Although some reasons for achieving I. S. O. 9000 i. e. badge-hunting", are not 
"wrong", as )Whittington (1989, p. 56) believes some people classify them, they are 
not the ideal and may result in the wrong philosophy being adopted in 
implementation which in turn may result in only short term marketing advantages 
being gained rather than the longer term advantages of improved organisational 
effecfiveness. 

4.12.6.4 Improved Organizational Effectiveness 

As a consequence of the last point only a minority of respondents in the studies 
reviewed had been motivated to implement a quality management system by a desire 

to improve their organisational effectiveness. 

4.12.6.5 Philosophical Awareness 

Although the studies illuminated a progressively greater awareness of I. S. O. 9000 

this may not have developed into a greater awareness and understanding of the 

purpose and philosophy behind the standard. Whittington (1989, p. p. 55-57) found 

some respondents felt I. S. O. 9000 was not well enough known in other countries and 

also within the U. K. because some clients still persisted in their own second party 

auditing thus negating the whole principle of a recognised standard. Street and 
Fernie (1992, p. 39) found the same problem, 3 years later, still existed and was 
increasing the "paperwork mountain". However by 1995 Weston Jr. found this not to 

be a consideration and many respondents were influenced by I. S. O. 9000's 

international recognition and acceptability. 

4.12.6.6 Philosophy and Consultant Employment 

The deficiencies, identified in the studies reviewed, in the knowledge and 

understanding of the standard and its purpose and philosophy has made necessary the 

employment of consultants to aid companies in implementation. Rayner and Porter 
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(1990, p. 23) found that the majority of their respondents would not have achieved 
registration wi out the assistance of consultants. 

4.12.6.7 Consultants Effects 

However the employment of consultants does not appear to have altered significantly 
the knowledge and understanding of the purpose and philosophy of the standard 
amongst senior executives and certainly has not encouraged a widespread adoption of 
an analytical approach to implementation which measures and analyses the reasons 
for adopting I. S. O. 9000 and the benefits to be gained from its adoption. 

4.12.6.8 Managerial Commitment 

The studies reviewed recognised the vital importance of senior management's 

commitment to achieving registration although degrees of such commitment were 

variable among the various survey populations. Although the overtly stated 

perceptions of the standard may have changed in later studies the lack of an 

analytical approach to implementation and the overwhelming overt and covert 

evidence of "badge-hunting" as the primary motivation certainly suggests to the 

author that the majority of senior managers still have not recognised quality as the 

strategic issue that it is. 

4.12.6.9 A Lack of Analysis 

The author identified a widespread lack of an analytical approach with little or no 

attempt to estimate and measure pre- and post-implementation costs and benefits 

which strongly suggests to the author that the strategic value of quality and I. S. O. 

9000 implementation has not been recognised by senior management, only the 

tactical necessity of achieving registration to satisfy client pressure. This the author 

believes, is crucial to the longer term implementation of other strategic quality 

initiatives. 

4.12.6.10 A Mandatory Requirement 

This client pressure has made registration to I. S. O. 9000 a mandatory requirement in 

many industrial sectors and eventually registration becomes a mandatory minimum 

requirement rather than a marketing edge to be gained over rivals. It can thus be seen 

that the marketing advantages of gaining registration are only short term until 

registration becomes essential. Both Street and Fernie (1992, p. 39) and Weston Jr. 

(1995, p. 70) recognised this effect. 
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4.12.6.11 Financial Benefits 

The financial benefits of achieving registration for improved organisational 
effectiveness do not end when all your competitors achieve registration. If a 
company's philosophy in implementation has been orientated toward improved 
operational effectiveness then financial benefits may continue to accrue year after 
year. 

4.12.6.12 Q. A. and T. Q. M. 

The later studies recognised that some sort of relationship existed between 

registration to I. S. O. 9000 and other quality initiatives such as T. Q. M. and identified 
different perspectives i. e. short and long term, which the author relates to the 
philosophical approach to implementation adopted. Thus a blanket approach may 
develop a "compliance culture" as defmed by Binney and is usually associated with a 
short term perspective whereby it is a tactical move by a company and creates short 
term advantage. Registration is often the end goal with no further quality initiatives 

planned. Conversely an analytical approach to implementation has a long term 
perspective in gaining financial returns from improved organisational effectiveness 
and is the perfect foundation for other strategic long term quality initiatives such as 
T. Q. M. 

There was almost universal acceptance that the framework of I. S. O. 9000 was the 

appropriate and logical base upon which to develop other less structured integrated 

quality programmes. 

4.12.6.13 The Cost of Registration 

Street and Ferme's (1992, p. 39) respondents believed that the cost of registration 

could be a barrier to small firms' wishing to achieve registration. This may have 

important implications for the construction industry because of the proliferation of 

small companies. The costs of implementation and lack of resources may cause the 

adoption of a comprehensive approach because of the employment of consultants. 
This may have a severely detrimental effect on an industry striving for better quality 

and more cost-effective construction which does suffer traditionally from an 

emphasis on a corrective rather than a preventative philosophy. 
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4.12.6.14 A Developmental Approach 
Barrett (1994) defined an analytical developmental approach to Q. A. implementation 

which had at its core continuous quality improvement in conjunction with the 

requirements of a formalised system necessary to achieve accreditation to I. S. O. 

9000. 

4.12.7 Gaps in Knowledge 

The summary of conclusions from the author's literature review Part A has defined 

the topics of knowledge relating to system implementation which have been 

examined by other authors. The author will now define the gaps in knowledge which 
prompted the issue of the author's survey questionnalre. 

4.12.7.1 Techniques of Implementation. 

Little has been elicited in previous studies on this topic and in particular the provision 

of standard procedure notes by consultants and the transfer of procedure notes from 

previous systems. 

4.12.7.2 Level of organisational analysis both pre and post-accreditation. 

4.12.7.3 Philosophical approach to implementation adopted and the 
motivations behind these. 

4.12.7.4 The use of the D. T. I. Grant Scheme and the role of consultants. 

4.12.7.5 Quality procedure manuals size and their correlation to company 
size. 

4.12.7.6 Quality procedure manuals size and staff motivation to use them. 
The motivational challenge. 

4.12.7.7 Post-accreditation behaviour - the level of system amendment i. e. 
usage. 

From this definition of gaps in the published knowledge and the author's case study 

experience (Ryall, 1995) and the comparison of implementation approaches a 

questionnaire has been developed to further investigate the topics of relevance. 

In this chapter the major studies related to I. S. O. 9000 and commissioned in the last 

decade have been reviewed. The authors of these studies have approached the 
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subject from different angles and the author has attempted to highlight the topics 

upon which they agree or disagree. A development in the overall knowledge and 

understanding of the purpose and philosophy behind quality management systems 
has been observed and an embryonic recognition of two fundamentally different 

approaches to implementation has been identified. A developmental evolutionary 

approach has also been identified which links formal Q. A. systems to the continuous 
improvement ethos of T. Q. M. 

In the next chapter the author will present the findings of his own survey, which 

attempted to fill the gaps in knowledge, identified in this chapter and in the preceding 

work. 
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CHAPTER FIVE 

ANALYSIS AND DISCUSSION OF SURVEY DATA 

5.1 INTRODUCTION 

The author's postal survey was issued to the selected sample population in March 

1996 with an 8-week return period allowed. A total issue of 125 questionnaires was 

originally sent out with 12 returned as company or address unknown, which reduced 
the effective sample population to 113. Sixty-one completed questionnaires were 

returned within the allocated period, which converted to a return rate of 54% of the 

effective sample population. This rate far exceeded the anticipated return rate of 15- 

20%, which the author and his supervisory team felt was realistic before the issue. 

All the respondents were based in the South Wales and South West postal regions 
illustrated in Appendix V and were either contractors or consultants active in the 

construction industry. 

Tle author's questionnaire was divided into sections related to the conclusions drawn 

by the author in the Literature Review Part A in Chapter 4 and the earlier work of the 

author i. e. the case study and comparison of approaches (Ryall, 1995). The author 

wished respondents to provide answers to questions posed by this work and also to 

fill the gaps In knowledge identified in Chapter 4. 

The sections of questions in the questionnwre are: 

1. Company financial and quality background. 

2. Motivations for achieving 1. S. 0.9000. 

3. Resources utilized. 

4. Implementation methods used. 

5. Philosophies influencing implementation. 

6. Perceptions of existing quality systems and future intentions. 

7. Pre- and post-accreditation behaviour. 
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The first section dealt with company financial and quality backgrounds. This 
information was vital for two reasons. Firstly to investigate if a company operates in 

the private or public sector influences the motivations and methods of 
implementation. Secondly the scale of companies was the basis for the analysis of 
the correlation between company size and the size of their quality procedures 
manuals. 

This was linked to the approach to implementation. they adopted and the effects these 
decisions may or may not have had. 

The second section dealt with company motivation for achieving I. S. O. 9000. These 

questions attempted to probe the motivations of companies in achieving I. S. O. 9000 

and to examine the possible influence the philosophical attitudes adopted in 

implementation will have upon system efficiency. 

Companies may need to examine their suppliers" motivations and approach to 

implementation in achieving I. S. O. 9000 rather than simply the fact of possession of 

the standard. The literature review provided clear evidence of 'badge-hunting' 

motivations for achieving accreditation and the author needed to ftu-ther investigate 

corporate motivations. 

The third group of questions investigated the resources utilized by companies in 

implementIng their systems. The personnel utilized would give an indication of the 

approach adopted. 

Little evidence about resources utilized and the use of the D. T. I. Grant Scheme was 

evident in the literature reviewed and therefore little was known about the techniques 

adopted by company staff or external consultants. The personnel involved in 

utilization and their experience and expertise would affect the scale and nature of 

systems developed. In particular the effects of the D. T. I. Grant Scheme, a central 

plank of government policy to improve British industrial competitiveness, were of 

great interest to the author. The approach adopted by consultants Will therefore be 

crucial. Certainly the literature review illustrated that many smaller companies had 
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to employ consultants for implementation because they lacked the necessary skills 

and knowledge. 

The fourth group of questions investigated the implementation methods used. The 

incorporation of procedure notes from pervious systems and standard procedure notes 

provided by consultants may have significant effects on the systems. Some 

investigation of the implementation methods adopted was evident in the surveys 

reviewed but this primarily indicated a general lack of analytical effort in 

implementation. The author wished to question respondents on the creation and 

composition of the procedures included in their quality system and how these were 

documented. There would appear a strong temptation for companies who are really 

interested in 'badge-hunting' to incorporate en masse their existing company 

procedures or to accept standard notes from consultants. If this occurs it appears 

likely, to the author, that little analysis of these procedures would occur. 

The fifth group of questions investigated the philosophies influencing 

implementation. The philosophy adopted by a company towards implementation will 

be affected by the four previous categories of questions namely; company 

background; company motivations for achieving accreditation to I. S. O. 9000; the 

resources utilized, in particular consultants, and the implementation methods 

adopted. The questions in this section attempted to elicit the philosophy adopted by 

companies. The adoption of philosophy may be determined by the prevalent methods 

of implementation such as the employment of consultants fimded under the D. T. I. 

Grant Scheme. The adoption of a particular philosophy will, the author believes, 

affect the scale and nature of a quality system and determine its effectiveness in use. 

It may also affect the system's post accreditation use and further quality initiatives. 

Certainly the author found evidence of an absence of analytical activity In 

implementation in the literature reviewed. This needed to be examined fin-ffier in the 

questionnaire. 

The sixth group of questions investigated perceptions of existing quality systems in 

particular manual size and the effect of manual size on staff willingness to use their 

systems. The topic had not been investigated in the literature reviewed and was, in 

the author's opinion, crucial to system evolution and usage. 
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The author believes the implementation approach adopted (i. e. comprehensive or 

analytical) influences the size of systems and the motivation of staff to use them 

which will affect the effectiveness of systems. The size of manuals was also used in 

the corr elation analysis of manual size and company size. 

If the scale of a system adversely affects its usability than staff perceptions which, 

may have been originally highly sceptical will become more so. The author believes 

positive staff motivation to use their systems is vital in developing a sense of system 

ownership and widespread system usage. The achievement of this motivational 

challenge, i. e. creating strong staff motivation to use their systems, will be a vital 

component of the implementation model. 

The final topic of questioning related to the differences in pre- and post-accreditation 
behaviour and examined the level of amendment of procedure notes after 

accreditation to the standard had been achieved. Change should logically indicate 

system usage, which again logically should lead to system improvement and would 

appear to be indicative of corporate motivation to increase organizational 

effectiveness. This level of change may be indicative of a shift in philosophy and 

motivation in evolving systems. This was a topic that had not been investigated in 

previous studies. The development of post-accreditation analysis and system 

evolution would be highly significant, especially for companies who had achieved 

accreditation for 'badge-hunting' reasons initially and had adopted a comprehensive 

approach to implementation. 

Two final questions asked respondents if they would be willing to be interviewed at a 

later stage and if they wished to receive copies of the survey findings. 

A pilot issue of the survey was made to test the suitability of the questionnaire and 

some minor changes were made as a result of the pilot issue to enhance clarity of the 

responses and ease of completion. 

The author then input the returned data into the Microsoft Access computer 

programme and commissioned three types of analysis: 
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1. Vertical Analysis 

This consisted of simple analysis of how many respondents answered each question 

and from this would be derived percentages and graphical representations In the form 

of pie charts. Graphical representation was deemed to be an important presentational 

aid to clarity with such a large body of data. 

Analysis and discussion of these figures would provide information on general trends 
identified in the survey. 

2. Combined Vertical and Horizontal Analysis 

This analysis would check for inconsistencies in the answers given by respondents to 

different questions. The survey was designed specifically with several pairs of 

questions that it was hoped would identify such inconsistencies. Consistency 

percentage rates could be calculated from this analysis. These rates could then be 

compared and the results of the vertical analysis viewed in the light of the 

consistency rates. If high inconsistency rates were discovered this could affect the 

reliance placed on the results of the vertical analysis i. e. the reliability of the data. 

'Me related questions for consistency purposes are: 

No. 6 &No. 7 

No. 10 & No. 17 

No. 14 & No. 20 

No. 15 & No. 20 

No. 7& No. 17 

No. 7& No. 20 

No. 7& No. 21 

Overall Results of Consistency Analysis 

Total consistent responses 

Total inconsistent responses 

Total don't know responses 

= 363.8% -7= 52.0% 

= 289.8% -7= 41.4% 

= 28.4% -7=4.1% 

Tle consistency rate of 52% does, in the author's opinion, infer a legitimate level of 

consistency within respondent's answers. 
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3. Combined Vertical and Horizontal Analysis or Sequential Analysis 
The hnking of sequences of questions was undertaken to identify possible trends of 
behaviour in relation to the approaches to implementation of quality systems, adopted 
by the respondents. 

The respondents generally completed their questionnaires without problems although 
a few neglected to fick certain boxes but the majority of these mistakes were 
corrected by the author from other information supplied and the design of the 

questionnaire was successful in securing both a high return rate and competently 

completed questionnaires. 

The scale of response was certainly greater than that of Street and Fernie (1992,52 

respondents) although they had a higher response rate of 65% than that achieved in 

the author's postal survey. However the author's response was dwarfed by that of 
Taylor (1994), who received 682 responses of which only 115 or 16.8% were 

registered to I. S. O. 9000. Some of the other surveys examined by the author in 

Chapter Four i. e. Rayner and Porter (1990,20 interviewees), Whittington (1989,14 

interviewees) and Weston Jr. (1995,40 interviewees) were of smaller scale than the 

author's but were interview based rather than postal survey by questionnaire. 

The majority of previous studies concentrated on the manufacturing sector but 

Rayner and Porter (1990) and Taylor (1994) did include a certain proportion of 

service and other sector companies. In this respect the author's survey differed 

greatly in that it concentrated on one sector only i. e. construction, and specifically 

contractors and consultants. 

The diversity of size of companies in the other surveys was similar to the author's 

with small, medium and large categories in terms of turnover and number of 

employees. 

5.2 DISCUSSION 

For a full list of respondent sub-groups defined in this analysis please refer to 

Appendix IV. 

138 



Chapter Five 
Analysis & Discussion of Survey Data 

5.2.1 The Private and the Public Sector 

Sub-Group 
Ref No. I 

Respondents 50 
in Respondents 

Private Sector 

Sub-Group 
Ref No. 2 

Respondents in II 
Public Sector Respondents 

The majority of respondents were private sector with 82% being active in the private 

sector and 18% in the public sector. The breakdown between contractors and 

consultants was approximately 61% in the former and 29% in the latter. In each 

sector the private sector contractors and consultants were more numerous than their 

public sector counterparts. 

From these figures the author would have initially assumed a dynamic profit 

orientated attitude generally to have been predominant and which, in the author's 

opinion, is better served by the analytical approach favoured by Hughes and Williams 

which may provide better consistent long term financial returns. 

Linking the responses to question I to those of question 7 which enquired as to the 

corporate aims in achieving accreditation to I. S. O. 9000,18 private sector companies 

or 36% (30% of total survey) choose a reason which was related to uinprovement in 

organisational effectiveness and consequently profitability. However 30 respondents 

or 60% (49% of total survey) chose a reason more closely related to marketing 

reasons i. e. client or peer pressure to achieve accreditation. 

In the public sector only 4 respondents or 36% of the public sector total believed they 

were achieving accreditation to improve organisational effectiveness whereas 7 

respondents or 64% believed marketing reasons were the predominant cause. 

This simple analysis is interesting and illustrates a commonality in the predominance 

of causative factors in both public and private sector that surprised the author in the 
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levels but not in the general assumption by the author that the majority of firms 

achieving accreditation do so for marketing reasons rather than to improve 
organisational effectiveness. 

The similarity in the figures for the private and public sectors is surprising in that 

normally commercial pressures in the public sector are not usually as intense as the 

private sector where marketing considerations are often of crucial importance to 

retain market share and cash flow. 

In the public sector 4 respondents (or 36% of this sub-group Ref, No. 2) had used 
consultants and their own staff. 

By contrast in the private sector 33 respondents (65% of this sub-group Ref No. 1) 

had used consultants and their own staff. The combined total of 37 (61% of the 

survey total) shows the predominance of the use of consultants and the influence they 

may exert on implementation approach. 

In the public sector I respondent or 9% of the sector total had utilised the D. T. I. 

Quality Initiative Grant scheme. The incidence of its use in the private sector was 14 

respondents (28% of sector total) i. e. higher although this would be expected given 

the greater incidence of smaller organisations within the private sector and at whom 

the scheme was aimed. 

Five respondents (or 46% of sub-group Ref No. 2) in the public sector had used 

procedure notes from a previous quality system, 27 respondents (54% of sub-group 

Ref No. 1) in the private sector had used previous procedure notes. 

The similarity in the percentages surprised the author in that the commercial 

pressures normally evident in the private sector would have indicated a greater 

Uelihood of this tactic being adopted more than in the public sector. Three 

respondents (27% of sub-group Ref No. 2) from the public sector had used notes 

provided by their consultants. 20 respondents (40% of sub-group Ref No. 1) in the 

private sector had had notes provided by their consultants. 
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Three respondents (27% of sub-group Ref No. 2) from the public sector documented 

everything they did whereas 73% stated they documented only the important things 

that their organisation did. Twenty-one respondents (42% of sub-group Ref No. 1) 

of the private sector documented everything they did while 29 respondents (58% of 

sub-group Ref, No. 1) in the private sector stated they documented only the unportant 
things they do. 

Five public sector respondents (46% of sub-group Ref, No. 2) carried out extensive 

analysis of their organisation prior to drafting procedures. The same percentage gave 
the opposite response. 

Eighteen private sector respondents (36% of this sub-group Ref. No. 1) carried out 

extensive analysis but 25 respondents (50%) did not. 

From the previous analysis it appears that public sector is marginally more analytical 

in. its implementation approach although the techniques attributed, by the author, to 

the comprehensive approach to implementation were utilised by a significant 

minority of the public sector. The major difference between the public and private 

sector was in the employment of consultants III which the latter had a far higher 

utilisation of the services of consultants. This rate clearly reflects the difference in 

organisational. sizes i. e. more small sized companies in the private sector, which was 

a qualification for Grant Aid under the D. T. I. Scheme. 

5.2.2 Company Size and Client Pressure 

'40 
W 

Sub-Group 
Ref No. 3 

Respondents 22 
who were Respondents 

small firms 

Sub-Group 
Ref No. 4 

"M 

Respondents 21 
who were Respondents 

medium firms 

Sub-Group 
Ref No. 5 

'Am"l- -- 
Respondents 

who were 
large firms 

18 

Respondents 
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The number of small firms whose clients required certification was 15 (i. e. 68% of 
their sub-group Ref No. 3). Nineteen medium-sized respondent's clients required 

certification (9 1% of this sub-group Ref. No. 4) and 17 large sized respondents (94% 

of this sub-group Ref, No. 5). 'Me higher levels of client pressure in the medium and 
large sized companies is surprising given the assumption that the larger a company is 

usually the more advantageous its position in the supply chain is. However the 

medium and large sized companies would normally work for larger client bodies 

such as the Ministry of Defence and such clients would often require certification. It 

would appear that client profile plays a more influential role in determining the 
degree of client pressure than does a company's relative position in the supply chain. 

Overall the level of client pressure to achieve accreditation was 84% of the survey 

total which confirms the findings of earlier studies and proves the existence of 

"badge hunting" pressures on companies to achieve accreditation. 

5.2.3 Company Size and Employment of Consultants 

The number of small fmns who used consultants and their own staff for 

implementation was 20 (i. e. 91% of their sub-group Ref. No. 3). 12 medium sized 

respondents used consultant and their own staff (57% of their sub-group Ref, No. 4) 

and only 5 large respondents or 28% of their sub-group Ref. No. 5 fell into this 

category. 

The differences in the propensity to use consultants can be explained, the author 

believes by two factors: 

1. Eligibility 

2. Knowledge 

The existence of the D. T. I. Enterprise Initiative Grant scheme which directed 

assistance at smaller firms and which 12 of the 20 respondents who had employed 

consultants had utilised. This figure of approximately 60% of those small firms who 

used consultants and who took advantage of the Grant Scheme surprises the author 

who would have expected universal take up by small firms of grant assistance but 

this take up rate was determined by the period that the scheme was In operation, that 
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is 1991-1994. All 12 respondents were first registered within this period. Three 

medium sized firms had also utilised the Grant Scheme within the years of its 
operation. 

No large firm had used the scheme as they were disqualified from it. 

The level of knowledge of Q. A. within a company is, the author believes, another 
important determinant of the propensity to employ consultants for ainplementation. 
Smaller firms by virtue of their managerial and employee profile, will be, the author 
believes, more prone to employ consultants because of their small human resources 
and likely consequent knowledge of Q. A. 

5.2.4 The D. T. I. Grant Scheme 

Sub-Group 
Ref No. 6 

Respondents who 15 
utillsed. the D. T. I. Respondents 
Grant Scheme 

Of the 15 firins that had used the Grant Scheme 11 (71% of this sub-group Ref No. 

6) found the size of their quality manual had negatively affected the willingness of 

staff to use it. 8 of the 15 had taken 12 months or less to achieve accreditation and a 

similar number had "bolted on" previous procedure notes to their new system. 12 of 

the 15 fmils had had procedure notes provided by their consultants. 

Only 3 of the 15 respondents had used junior staff in formulating procedure notes. 

This, the author believes, could be because the size of small fmns may often mean 

that the number of activities to be documented may not be large and the managerial 

structure of such small companies is limited and because of this, delegation to junior 

staff of quality related duties is unlikely. 

Nine of the 15 respondents had small sized quality manual (under fifty pages) and 

this is perhaps a reflection of the scale of their operations. 
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Ten of the 15 respondents stated they followed a comprehensive approach although 8 

had said they carried out extensive analysis of their organisation prior to drafting 

their procedure notes. 

Within the sub-group of respondents who had utilised the D. T. I. grant scheme there 

appears to be a clear trend by a majority of the respondents. This involves the use of 

previous procedure notes and notes provided by their consultants to implement a 

system in a period too short to commission stringent organisational analysis (i. e. 12 

months or less). 

The author would describe this as following the comprehensive approach a fact the 

majority of the respondents recogMsed in their answer to question 20. However the 

majority did not use junior staff in implementation. Although 9 of the 15 respondents 
had a small sized quality manual a larger proportion (i. e. 11) had found that the size 

of their manual negatively affected the willingness of staff to use it. 

The employment of consultants under the D. T. I. Scheme would have appeared to 

have fostered the adoption of a comprehensive approach to implementation in the 

majority of respondents who used it and which produced quality manuals and 

systems the size of which the majority of respondents (i. e. 73% of sub-group Ref. 

No. 6) had found affected staff willingness to use negatively. 

5.2.5 Procedures Manual Size and Staff Motivation to use It. Small Firms and 
Negative Motivation 

Sub-Group 
Ref No. 7 

Si mall firms who found the 13 
size oif their quality manuals Respondents 
negatively affected the 
willingness of staff to use 
them 

Of the small firrns 13 respondents (59% of sub-group Ref. No. 3) found the size of 

their quality manual negatively affected the willingness of staff to use it. 
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Three respondents (23% of sub-group Ref. No. 7) were first registered in 1990-92 

and 10 respondents (77% of sub-group Ref. No. 7) in 1992-94. 

Eight respondents (62% of sub-group Ref No. 7) had clients who required 

certification and 5 (38% of sub-group Ref. No. 7) did not. Level of client pressure in 

this sub-group is lower than in the total survey (i. e. 84%) and reflects the client 

profile of small firms a larger proportion of whom may not have a quality system of 
their own and do not require their suppliers to have one. 

All 13 respondents (100%) had used consultants and their own staff. This high level 

of consultant utilisation may reflect a lack of knowledge of Q. A. and/or a lack of 

personnel experienced in Q. A. implementation. 

Eight respondents (62% of sub-group Ref, No. 7) had used the D. T. I. Grant Scheme 

and 5 (38%) had not or did not know. The author was surprised by these figures and 

expected universal use of the Grant Scheme but the date of accreditation may explain 
this as some respondents achieved accreditation outside of the period of the Grant 

Scheme. 

Seven respondents (54% of sub-group Ref No. 7) had taken 12 months or less to 

achieve accreditafion. Six respondents (46%) had used previous procedure notes and 

10 respondents (77%) had received procedure notes from their consultants. Six 

respondents (46%) documented everything they did and 54% only the important 

thingstheydo. Four respondents (31%) had used junior staff to formulate procedure 

notes and 6 respondents (46%) had commissioned extensive analysis of their 

organisation before drafting their procedure notes. 

Seven respondents (54% of sub-group Ref, No. 7) had a medium sized quality 

manual (50-150 pages) and 6 had a small (50 pages or less) manual. These figures 

clearly indicate a negative correlation between company size and quality manual size 

in a ma ority of the respondents in this sub-group. This finding, is disturbing in that 

the author would have anticipated that a clear majority of small companies would 

have produced small sized quality manuals fundamentally because of the scale of 

their operations. ne production of medium sized quality manuals by small 
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companies, would appear to the author to suggest a comprehensive and bureaucratic 

approach to implementation which has resulted in systems which may be larger than 
necessary. This size may dissuade staff from being willing to use the system. 7 

respondents (54% of sub-group Ref No. 7) stated they followed the comprehensive 
approach and 46% the analytical. 

Eight respondents (62% of sub-group Ref. No. 7) had amended over 20% of their 

procedures post-accreditation and 3 (23% of sub-group Ref No. 7) had amended 
more than 50% of their procedures post-accreditation. Eighty five percent of this 

sub-group Ref. No. 7 have developed a post accreditation analytical approach. This 

compares very favourably with the 46% of the sub-group who stated that they had 

commissioned extensive organisational analysis before drafting their procedure notes. 

A trend amongst these small firms is identifiable as with that sub-group which 
exclusively utilised the D. T. I. grant scheme. A majority have used consultants and 
incorporated previous notes and notes from their consultants into their new system. 
The latter in particular was prevalent. A majority had taken a period of time to 

achieve registration which the author believes is too short to commission extensive 

organisational analysis. Similarly a majority followed the comprehensive approach 

and documented everything they did whereas a smaller minority only had carried out 

extensive organisational. analysis. 

The results of these actions was that a majority of these small firms still had a quality 

manual of medium size. Such firms could reasonably be expected to have produced 

small quality manuals because of the scale of their activities and yet a majority still 
had produced medium sized quality manuals. The author believes that their approach 

and the fact that the size of their quality manuals negatively affects the willingness of 

their staff to use it are not just co-Mcidental. 

Again as with other sub-groups a distinct development of post-accreditation analysis 

is evident with over 60% of the group amending substantial amounts of their 

procedure notes after achieving accreditation. The trends identified in this group 

appear to reflect those in the group who exclusively had used the D. T. I. Grant 

Scheme and the conclusion may be drawn that the employment of consultants is 
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5.2.6 

producing quality manuals which in the majority of cases do not correlate to the size 
of the organisation producing them and the size of which negatively affects the 

willingness of staff to use them. 

Procedure Manual Size and Staff Motivation to use it. Large and Medium 
Firms and Negative Motivation. 

Sub-Group 
Ref No. 8 

- 'SD "� -. ±-M' e'; 4-' S&rV -; 

Respondents who were large or 26 
medium sized firms who found 

Respondents the size of their quality 
manuals negatively affected the 
willingness of their staff to use 
them 

Of the large and medium fmns 26 respondents found the size of their quality manual 

negatively affected the willingness of staff to use it. 

Of these 13 respondents (50% of sub-group Ref. No. 8) had used consultants and 
their own staff. 

Only 7 respondents had taken 12 months or less to achieve registration i. e. 27% of 

sub-group Ref No. 8 as compared to 57% of the small firms. 

Eleven respondents had "bolted-on" previous procedure notes (42% of sub-group 

Ref No. 8) and only 4 respondents (15% of sub-group Ref, No. 8) had received 

standard procedure notes from their consultants as compared to 79% of the small fmn 

sub-group. 

Eighteen respondents (69% of sub-group Ref No. 8) stated they documented only the 

important things they do and 10 (39% of sub-group Ref No. 8) had used junior staff 

in the formulation of procedure notes. This higher figure than for the small firms 
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might reflect employee and managerial profile and the ability of larger firms to 
delegate. 

Nine respondents (35% of sub-group Ref No. 8) had commissioned extensive 
analysis before formulating their procedures. 

Only 5 respondents (19% of sub-group Ref No. 8) had a large quality manual i. e. 
150 pages plus, which the author found surprising because the more extensive scale 
of the activities of large and medium sized firms would have led to the assumption 
that their quality manuals would have been consequently bigger. The scope for 

reduction in the scale of manuals is, of course, greater with the large and medium 
fmns than with the small fmns in that small firms are expected to have small manuals 
and little scope for improvement on these expectations exists. 

Twelve of the respondents (46% of sub-group Ref No. 8) believed they followed the 

analytical approach although only 5 of these twelve had commissioned extensive 
analysis of their organisation. A misalignment in perceptions and reality may exist 
again here. 

Within this sub-group of large and medium sized fmns there was a more analytical 
trend with less "bolting on" of previous procedures and incorporation of standard 

procedure notes provided by their clients and a more analytical approach which 

resulted in smaller sized quality manuals for larger sized organisations. 

An interesting point was illuminated that whichever trend was identified the 

willingness of staff to use the quality manual was negatively affected. 36 firms i. e. 
59% of the total survey, found the size of their manual negatively affected the 

willingness of staff to use it which might suggest a widespread level of antagonism 
by employees towards Q. A. implementation given that a large portion of large and 

medium sized companies did not have large cumbersome quality manuals for staff to 

use. 

Post-accreditation 16 respondents (62% of sub-group Ref No. 8) had amended 50% 

or more of their procedures and 5 respondents (19% of sub-group Ref No. 8) had 
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5.2.7 

amended between 20% and 50% of their procedures. A very significant post- 
accreditation development in analytical approach is evident in these large and 
medium companies. 

Procedures Manual Size and Staff Motivation to Use It. Large and Medium 
Firms and Positive Motivation. 

Sub-Group 
Ref No. 9 

Respondents who were large 
or medium sized firms and 
who found the size of their 13 

quality manuals positively Respondents 

affected the willingness of 
staff to use them 

The number of large and medium sized firms which found the size of their quality 

manuals positively affected the willingness of staff to use it was 13 respondents (2 1% 

of the survey total). 

Eleven of these had been first registered in the period 1990-94 9 respondents (69% of 

sub-group Ref, No. 9) had only used their own staff Six respondents had taken 

longer than 12 months to achieve registration. Nine respondents (69% of sub-group 
Ref, No. 9) had "bolted-on" previous notes but a similar number had not received any 

standard notes from consultants. Seven respondents (54% of sub-group Ref No. 9) 

documented only the important things they did and a similar number did not use 
junior staff to formulate procedure notes. Ten respondents (77% of sub-group Ref 

No. 9) did not carry out extensive organisational analysis before drafting their 

procedure notes. 

Only 2 respondents (15% of sub-group Ref, No. 9) of this sub-group of large and 

medium sized fin-ris had a large quality manual with 7 respondents (54% of sub- 

group Ref. No. 9) having small quality manuals. Eight respondents (62% of sub- 

group Ref, No. 9) believed they followed an analytical approach. 
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Certainly this sub-group seemed to succeed in producing quality manuals the size of 

which positively affected the willingness of their staff to use them. Although the 

author could not describe their approach as fully analytical because of the widespread 
lack of extensive organisational analysis they certainly produced a quality system 

which was not cumbersome and de-motivating its use. Although a majority had 

"bolted-on" previous notes if these are good notes recording company experience and 
best practice it removes the need to "re-invent the wheel" i. e. writing procedures from 

scratch. The danger lies in not commissioning on-going analysis of such procedures 

to continually improve them where possible. 

The most interesting feature illuminated in this sub-group is that the majority did not 

use consultants and did not receive standard procedure notes from consultants. It can 
be proposed that the majority of large and medium firms who have a quality manual 

the size of which positively affects the willingness of their staff to use it and the 

majority of whom have a small or a medium sized quality manual, achieved this 

without the help of consultants and the provision of standard procedure notes by 

consultants. 

Another interesting feature of this sub-group was that 7 respondents (54% of sub- 

group Ref No. 9) had amended more than 50% of their procedure post-accreditation 

and 2 respondents had amended between 20-50% of their procedures. Thus 69% of 

sub-group Ref No. 9 had amended more than 20% of their procedures post- 

accreditation. A majority of respondents would appear to have developed an 

extremely strong analytical approach post-accreditation. 

5.2.8 Procedures Manual size and Staff Motivation to Use It. Small Firms and 
Positive Motivation. 

Sub-Group 
Ref No. 10 

Respondents who were 
small firms and who found 
the size of their quality 
manuals positively 
affected the willingness of 
staff to use them 

9 
Respondents 
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The number of small fmns who found the size of their quality manual positively 
affected the willingness of staff to use it was 9 (15% of survey total). Seven of these 
were first registered in the period 1990-95. 

Seven (78% of sub-group Ref, No. 10) had used consultants and their own staff. 
Only 4 respondents had used the D. T. I. Grant Scheme. Six respondents (67% of sub- 
group Ref No. 10) had taken 12 months or less to achieve accreditation, 6 (67% of 
sub-group Ref. No. 10) had "bolted-on" previous notes to their new system and the 
same number had received standard procedure notes from their consultants. Five 

respondents (56% of sub-group Ref. No. 10) documented only the important things 
they do. 

Eight respondents (89% of sub-group Ref No. 10) did not use junior staff in drafting 

procedures. Five respondents (56% of sub-group Ref. No. 10) did not carry out 
extensive analysis of their organisational activities before formulating their 
procedures, 6 (67% of sub-group Ref. No. 10) had a small sized quality manual and 3 
(33% of sub-group Ref No. 10) had a medium sized quality manual. A third of all 
respondents in this sub-group had a poor correlation between their company size and 
their quality manual size. 

Five respondents (56% of sub-group Ref No. 10) believed they followed the 

comprehensive approach. 

A very interesting feature of this group was that 7 (78% of sub-group Ref, No. 10) 

had amended 20% or less of their procedure notes since their system was first 

registered. This compares to 33% of the total survey who had only amended less 

than 20% of their procedure notes post-accreditation. 

Certainly a trend can be identified in the majority of this sub-group which follows the 

comprehensive approach using previous procedure notes and standard procedure 

notes provided by their consultants and with no extensive organisational analysis. 
However this group did achieve small or medium sized manuals the size of which 

positively affected the willingness of their staff in using them. Consultants would 

appear to have played a positive role in implementation but the author would propose 
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that the small scale of such companies' activities would have naturally caused a 

greater probability of their procedures manuals being small. The most significant 

trend, the author believes, within this small sub-group, is that no analytical approach 

was developed pre-accreditation by the consultants and none was evident in the 

majority of respondents post-accreditation. Although the size of their group's quality 

manuals positively affected staff willingness to use it, the systems developed were 

not actively reviewed and amended post-accreditation. The size of the group's 

procedures manuals bears a correlation to the company sizes but systems appear to 

have been "bolted-on" and the suspicion exists that consultants have implemented the 

system and once they have left no active management, revision and improvement of 

the systems has occurred post-accreditation. The companies would appear to have 

certainly "not done it themselves". 

5.2.9 The Role of Junior Staff 

Sub-Group 
Ref No. 7 

Respondents who had 
21 utilised individuals in 

Respondents non-supervisory roles 
Ounior staff) in writing 
procedures 

Thirty-five percent of the survey had involved junior staff. 18 of the 21 respondents 

who had used junior staff had clients who required certification, this level of client 

pressure reflects that evident in the whole survey (i. e. 86% as compared to 84% in the 

total survey). 

Only 9 respondents (43% of sub-group Ref. No. 11) had utihsed their own staff and 

consultants and 12 (57% of sub-group Ref. No. 11) had only used their own staff 

This was influenced by the size of the firms in this sub-group. Sixteen respondents 

(76% of sub-group Ref. No. 11) were either medium or large firms. The author 
III- 

would expect such firms to have both the human resources and experience to tackle, 

Q. A. implementation without employing consultants. The company size profile of 
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this sub-group is reflected in the fact that only 3 respondents (14% of sub-group Ref, 

No. 11) had utilised the D. T. I. Grant Scheme. 

Ten respondents (48% of sub-group Ref. No. 11) had taken 12 months or less to 

achieve accreditation whereas the majority had taken longer than this and the author 

would consider 6-12 months as a bare minimum period for any meaningful analysis 

and development to have been commissioned. 

Eleven respondents (52% of sub-group Ref No. 11) had used previous procedure 

notes with 9 respondents (43% of sub-group Ref No. 11) having used more than 
20% of their previous notes and 8 respondents (38% of sub-group Ref. No. 11) bad 

incorporated notes provided by their consultants into their new system. 

Thirteen respondents (62% of sub-group Ref. No. 11) documented only the important 

things they did. Eight respondents (38% of sub-group Ref No. 11) commissioned 

extensive organisational analysis prior to drafting their procedure notes but the 

majority did not. 

Seven respondents (33% of sub-group Ref, No. 11) had a small manual (50 pages or 

less), 13 (62% of sub-group Ref. No. 11) had medium sized manuals (50-150 pages) 

and only I respondent had a large manual (15 0 pages plus). 

These figures were very surprising and illustrate a disproportionate number of large 

firms who have medium rather than large quality manuals. It MIght indicate that the 

absence of consultants and the use of indigenous staff is producing smaller quality 

manuals. 

Tlis disproportionate number of large companies with medium quality manuals does 

not however produce a higher degree of staff willingness to use the quality manuals. 

Fourteen respondents (67% of sub-group Ref. No. 11) found the size of their quality 

manual negatively affects the willingness of staff to use it. 
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This may be an indication that whatever method of implementation is adopted and 

whatever size of manual is produced, staff perceptions of the implementation of 

quality systems is so negative that the method of implementation and siZe of the 

resultant manual does not affect these negative perceptions. 

Twelve respondents (57% of sub-group Ref No. 11) believed they followed the 

analytical approach and 43% the comprehensive approach. 

Ten respondents (48% of sub-group Ref. No. 11) had amended more than 50% of 
their procedures post-accreditation, 7 respondents (33% of sub-group Ref No. 11) 

had amended between 20-50% M this period. Thus 81% had amended at least 

between 20-50% of their procedures post accreditation. This is clear indication of the 

development of strong post-accreditation analysis. 

The author would suggest that the striking feature of this sub-group analysis is that 

there is indication that where consultants are not employed the resultant quality 

manuals are proportionately smaller than where consultants are employed. However 

this does not ensure that staff willingness to use the manuals is positively affected. 

Six of 9 medium companies had medium sized manuals and 3 of the 7 large 

respondents had medium sized manuals. 

Thus only in the large companies was a proportionate reduction in manual size 

evident and the influence of junior staff on this is dubious. No strong evidence 

would appear to exist to indicate that junior staff exert a major influence negatively 

or positively on manual size. 

5.2.10 The Role of Consultants 

Much data and discussion of the role of consultants is contained in other sections. 

Sub-Group 
Ref No. 12 

Respondents who had 37 

employed consultants Respondents 
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This sub-group of respondents who had used consultants and own staff was a 37 

member sub-group. Twenty were small firms of whom 8 had medium sized manuals 

and 13 had negatively affected willingness. This negative correlation between 

company size and quality manual size is striking amongst the smaller firms. 

Twelve respondents were medium sized fmns of whom 9 of 12 had medium or large 

manuals and 10 of which had negatively affected willingness. 

Five respondents were large sized firms of whom 4 had large or medium sized 

manuals and 3 of which negatively affected willingness. 

In examining all the respondents who had employed consultants in the majority of all 

of them there is the indication that the size of quality manuals were not reduced in 

size proportionate to the size of the respondent company and that the size of their 

manuals negatively affected the willingness of staff to use them i. e. the author would 

propose from this data that the employment of consultants does not appear beneficial 

in producing an efficient quality manual and favourably affecting the-perceptions and 

usage of the system by staff. '17he level of staff unwillingness to use the system 
because of the size of the manual was higher in this group compared to the survey as 

a whole i. e. 70% in this sub-group Ref. No. 12 compared to 64% in the whole of the 

survey. 

5.2.11 The Utilisation of Junior Staff in the Public and Private Sectors 

Sub-Group 
Ref No. 13 

Respondents in the public sector 
who had utilised individuals in 
non-supervisory roles (junior 
staff) in wnting procedures 

Sub-Group 
Ref No. 14 

Respondents In the private 
5 sector Nvho had utilised. 16 

Respondents individuals M non-supervisory Respondents 
roles (junior stafT) in writing 
procedures 

The author has proposed from his experience at W. H. C. S. A. (Ryall, 1995 Case 

Study) that the use of junior staff in writing procedure notes may produce a 
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voluminous unwieldy quality manual the size of which affects the willingness of staff 
to use it. The author investigated whether differences in the frequency of the use of 
junior staff in formulating procedure notes exist between the public and private 
sector. 

The number of respondents from the private sector who had used junior staff in such 
a role was 16 or 32% of those respondents active in the private sector (or 26% of the 
total number of respondents). Of those organisations active in the public sector 5 

used junior staff in this role which is 46% of the total of public sector respondents (or 

8% of all respondents). 

The number of private sector organisations who had used junior staff to write 

procedure notes and found that the size of their manual negatively affected the 

willingness of staff to use it was 9 which is 18% of this sector total (sub-group Ref. 

No. 1). 

The public sector number was 5 or 46% of this sector total (sub-group Ref, No. 2). 

The survey total number who had used junior staff and found the size of their manual 

negatively affected staff willingness to use it was 23%. Almost a quarter of the 

survey had used junior staff and found the size of their resultant manual was a 

negative influence on staff willingness to use it. 

A ftwffier extension of this analysis was to enquire as to how many of the private and 

public sector companies who had achieved accreditation for marketing reasons had 

produced a quality manual their staff were reluctant to use. 

In the public sector 5 respondents (46% of sub-group Ref, No. 2) had produced a 

quality manual the size of which negatively affected the willingness of staff to use it. 

In the private sector these figures were 17 respondents (33% of sub-group Ref, No. 1. 

Of these respondents those who had used junior staff in formulating procedure notes 

were as follows: 
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public sector 3 respondents i. e. 27% (of sub-group Ref. No. 2) 

private sector 3 respondents i. e. 6% (of sub-group Ref No. 1) 

These figures illustrate a striking difference in the individuals employed to write 
procedures in the private and public sectors. It illustrates, in the author's opinion, the 
difference in commercial pressures between the sectors and reflects the author's own 

experience at W. H. C. S. A. where junior staff were involved in the writing of 

procedure notes. The author would reiterate his view that the use of junior staff in 

writing procedure notes, which are supposed to be the record of corporate experience 

and best practice, is best done by the most experienced and capable individuals 

within an organi sation rather than junior staff. 

The use of senior staff may, m the author's opinion, produce a more rationalized 

manual which may positively affect the willingness of staff to use it. The reasons for 

this should be that senior staff should be the most experienced exponents of 

procedures and the best methods of doing them and it should logically follow that 

they will document them in the most effective and rational manner. 

5.2.12 Approaches Adopted in the Public and Private Sector 

Three (27% of the sub-group Ref No. 2) public sector respondents believed they 

followed a comprehensive approach to implementation whereas 8 (73%) believed 

they followed the analytical approach. As only 5 respondents (46% of sub-group 

Ref No. 2) had carried out extensive analysis before procedure note formulation 

clearly the number of public sector respondents who carried out extensive analysis 

before formulating their procedure notes does not tally with the high proportion of 

public sector respondents who chose the analytical approach option to question 20. 

This could be a reflection of the fact that the analytical approach description appears 

a more professional or stringent approach. Similarly higher proportions of public 

sector respondents had "bolted on" existing procedure notes (46%) or used procedure 

notes provided by consultants (27%) than would admit to the less attractive 

description of the comprehensive approach. 

Twenty-nine respondents (58% of sub-group Ref, No. 1) in the private sector stated 

they followed the comprehensive approach and 21 (42% of sub-group Ref No. 1) 
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respondents followed the analytical approach. Of these 29,26 had clients who 
required certification. The perception of being seen to follow an analytical approach 
and the association with this do not appear to carry such weight with private sector 
respondents. However when viewed against other responses these answers appear to 
be incorrect perceptions. 

Five (46% of this sub-group) public sector respondents had amended more than 20% 

of their procedure notes post-accreditation with 4 (36%) having amended more than 
50% of their notes post-accreditation. Seven of these nine believed they followed the 

analytical approach but all of them believed the size of their quality manual 

negatively affected staff willingness to use it. 

Twenty-three (46% of sub-group Ref. No. 1) of private sector respondents had 

amended more than 50% of their procedure notes since achieving accreditation and a 
fin-ther 8 (16%) had amended between 20 and 50% of their notes post-accreditation. 
In both sectors strong post-accreditation analytical approaches appears to have 

developed although it appears stronger in the public sector. The author would 

propose that this is a reflection of the organisational profile of the two sectors (i. e. 

more smaller companies in the private sector) and possibly of the greater commercial 

pressures in the private sector. It may be a view held in some quarters of the private 

sector that time spent analysing organisational activities is non-productive time 

although the author would argue vehemently that this would be a misguided view and 

that effective organisational analysis may be some of the most effective time 

utilisation possible for a company and is the ann of the analytical approach rather 

than purely obtaining accreditation solely for the badge. 

5.2.13 Time Taken to Achieve Accreditation 

Sub-Group 
Ref No. 15 

'44"'W" 

Respondents who had 28 

taken 12 months or less Respondents 

to achieve accreditation 
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In the pubhc sector 5 respondents (46% of sub-group Ref, No. 2) had taken 12 
months or less to achieve accreditation. In the private sector there were 23 (45% of 
sub-group Ref No. 1) respondents who had achieved accreditation in this period. 
Overall the incidence throughout the whole survey sample was 28 (46%). 

The time taken to achieve accreditation is, in the author's opinion, one of the key 
detenninants in which approach to implementation an organisation adopts. It would 
appear unlikely that the stringent and extensive analysis necessary under the 
analytical approach could be commissioned in under 12 months. 

Of the 28 respondents who had taken less than 12 months to achieve accreditation 
(i. e. sub-group Ref No. 15) 19 had used consultants and their own staff, 16 had used 
previous notes and 13 had received procedure notes from their consultants. 

Thus of the 28 respondents 57% had used previous notes and 46% had had notes 
provided by their consultants. There is a clear trend here evident of a short period to 

achieve implementation aided by consultants who provide procedure notes or under 

whose active or passive influence previous procedures are "bolted-on" to the new 

system. 

Of these 28 respondents, who in the author's opinion, a majority clearly followed the 

comprehensive approach, only 8 of them recognised this in their answer to question 
20. It is evident that a conscious or unconscious mental block is in operation in terms 

of the respondent's perception or understanding of their approach to implementation. 

10 respondents of the 28 (i. e. 16% of the survey total) had also undertaken no 

extensive analysis prior to writing their procedure notes. 

5.2.14 Client Pressure in the Public and Private Sectors 

Linking question 6 to question I revealed the level of client pressure to achieve 

accreditation in both sectors. In the public sector 7 respondents or 64% (of sub-group 

Ref No. 2) did have such pressure. 

In the private sector 44 respondents (88% of sub-group Ref No. 1) clients required 

certification. The overall proportion of firins in the survey whose clients required 
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certification was 51 (84%). This figure is greater than the 65% of Rayner and 
Porter's (1990, p. 18) respondents who faced such pressure, the 40% of Street and 
Fernie's survey (1992, p. 38), 40% of Taylor's (1994, p. p. 47-48) survey population 
and remarkably close the Weston Jr. (1995, p-67) who found that 85% of his survey 
"indicated that the customer was the driving force". Similarly 80% of Gill's (1993 

p. p. 60-6 1) respondents experienced client pressure. 

The level of client pressure evident in the author's survey would imply that the 

majority of respondents have clear "badge hunting" motivations placed upon them. 

5.2.15 The Comprehensive Approach 

Sub-Group 
Ref No. 16 

Respondents who used 
notes from a previous 41 

system and/or standard Respondents 

notes provided by 

Forty-one respondents (67% of the total survey) had either used previous procedure 

notes or had procedure notes provided by their consultants. Thirty four of these 41 

had clients who required certification. Twenty four of the 41 (38% of total survey) 

had a quality manual the size of which had negatively affected staff willingness to 

use it. Thus nearly 40% of all respondents had followed the archetypal 

comprehensive approach and found the size of their resultant quality manual to be 

affecting negatively staff motivation to use it. 

Twenty-one respondents of the 41 (34% of the survey total) had not carried out 

extensive analysis of their organisation prior to drafting their procedure notes. 

Twenty-three respondents (56% of sub-group Ref, No. 16) had taken 12 months or 

less to achieve accreditation. Eleven respondents had incorporated 20%-50% of their 

previous notes and 15 respondents had incorporated more than 50% of their previous 
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notes. Thus 26 respondents or 47% of the total survey had incorporated between 

20% and 100% of their previous procedure notes. 

Seventeen of the respondents in sub-group Ref. No. 16 (28% of the survey total) 
documented everything they did whilst 24 stated they documented only the important 
things they do. However 22 believed they followed a comprehensive approach whilst 
19 followed an analytical approach. There is clearly ambiguity in respondent's 

perceptions of the approach they actually follow. 

The archetypal techniques of implementation which, the author believes, defines the 

adoption of the comprehensive approach to implementation, were utilized by a 

significant portion of the survey population and were not isolated incidents. The 

adoption of the comprehensive approach was widespread. 

5.2.16 The Analytical Approach 

Sub-Group 
Ref No. 17 

Respondents who had 
authentically followed the 7 

analytical approach to Respondents 
implementation 

k gvwqwi" 

Seven respondents or 12% of the total survey had followed authentically the 

analytical approach to implementation. They had not "bolted-on" notes from a 

previous system or standard notes provided by their consultants and they had 

commissioned extensive pre-accreditation organisational analysis. None had used 

the D. T. I. Grant Scheme. Eighty six percent of the sub-group (6 of the 7 

respondents) had taken between 12 and 24 months to achieve accreditation which is a 

period of time, the author believes, is compatible with the extensive organisational 

analysis these respondents stated they had undertaken. 
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Three of the 7 respondents had employed consultants but not under the aegis of the 
D. T. I. Grant Scheme and none of the consultants had provided standard procedure 
notes. This may indicate that consultants employed independently of the D. T. I. 
Scheme have not found it necessary to supply standard notes because of time 

restraints forced upon them. 

Four of the 7 respondents (57% of sub-group Ref. No. 17) had utilised junior staff *in 

the writing of procedures which was much higher than the survey average of 35% 

although the sub-group profile may partially account for this high level ofjunior staff 

utilisation i. e. the sub-group is comprised of large and medium firms who, the author 
believes, would be more inclined to use junior staff. 

A very high level of post-accreditation analysis was evident within this sub-group 

with 5 respondents (71% of sub-group Ref, No. 17) having amended more than 50% 

of their procedure notes post-accreditation and another respondent (14%) had 

amended between 20% and 50% of their procedure notes. These compare to 45% 

and 22% respectively in the whole survey. 

This sub-group Ref No. 17 even had a stronger development of post-accreditation 

analytical approach than the sub-group Ref No. 19 of respondents who achieved 

positive correlation between their company size and the size of their quality 

procedures manual. 

These respondents certainly appear to have achieved the perfect balance of strong 

pre- and post-accreditation analytical approaches but 6 of the 7 respondents (86% of 

sub-group Ref. No. 17) found that the size of their quality procedures manual 

negatively affected the willingness of their staff to use them. This level of 

dissatisfaction was higher than the survey average of 64%. 

This higher level of staff dissatisfaction is even more interesting if the correlation 

between company size and manual size of the 6 respondents who found the size of 

their manuals negatively affected staff motivation to use are examined. 
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Table 1: Correlation of Manual Size to Company Size of Sub-Group Ref. No. 17 

COMPANY SIZE CORRELATION MANUAL SIZE 

Large Strongly Positive Small 

Medium Neutral Medium 

Medium Positive Small 

Medium Negative Large 

Medium Neutral Medium 

Large Strongly Positive Small 

Only one of the 6 respondents had a negative correlation between company size and 

manual size and the two large firms both had a strongly positive correlation i. e. they 
both had produced small manual. From this analysis the author would propose that 

the extensive analysis and the extra work it generates may be the cause of the staff 
dissatisfaction. 

Fifty-seven percent of the respondents (4 of the 7 respondents in sub-group Ref, No. 

17) had achieved a positive correlation between the size of their company and the 

size of their quality procedures manual. This compares to 32% in the survey as a 

whole. 

The author recognises that the stringent adoption of the analytical approach would 

appear to have produced above average results in terms of positive correlation and 

the development of strong pre- and post-accreditation analytical approaches. 

However these developments have not been achieved with the fostering of positive 

staff motivation to use their manuals. Adaptations may be necessary to the analytical 

approach if positive staff motivation to use their systems is to be achieved as well. 
K- 

5.3 QUALITY SYSTEM EFFECTIVENESS MEASUREMENT CRITERIA 
AND SIGNIFICANT TRENDS 

The author believes there are several measurement criteria which can gauge the 

effectiveness of a quality system: 

I. Corporate financial data: 
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This body of data would include several financial indicators including: 

a. Turnover figures that might indicate the effect that achieNing 
accreditation has on market share retention. 

b. Profitability figures that may again reflect possible effects of 
achieving accreditation. Profitability figures may be related to 
productivity. 

C. Quality specific costs that might include reduced scrap costs, lower 
warranty costs, higher productiVity and lower logistical costs. 

AH of these were not within the scope of the author's postal survey and were 
therefore not investigated at this stage of this research project. 

2. The coffelation between company size and quality manual size. 

The author believes the volume of a quality system documentation may play 

an important role in the effectiveness of a system in operation and in 

influencing staff motivation to use it. To this end the author developed a 

simplistic correlation analysis model which was based on the concept of 

anticipated correlation neutrality i. e. the author believed it justifiable to 

expect the majority of small firms to produce small quality manuals, mediurn 
firms to produce medium sized manuals and large firms to produce large 

manuals. Any major deviations from this neutrality would be investigated to 

identify any trends that were discernible. 

3. Ile relationship between quality procedures manual size and staff 

willingness to use it. 

4. The amount of procedures amended after accreditation had been achieved 

and which would signify that systems were being used and logically 

improved. 

The motivation of staff to use a quality procedures manual is, the author believes, 

influenced greatly by the volume of the system and the factors that have played a role 

in the creation of the procedures manual. The analysis of motivational patterns and 
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any factors which appear to influence these patterns may identify implementation 
approaches and techniques which may have a positive or deleterious effect upon the 
operation of the system. 

Points 2,3 and 4 were effectiveness measurement criteria identified for inclusion in 
the author's postal survey whereas the attempted identification of internal corporate 
financial measurement criteria were deemed to be beyond the remit of this stage of 
the research. 

5.3.1 The D. T. I. Grant Scheme 

Sub-Group 
Ref No. 6 

Respondents who utilised 15 
the D. T. I. Grant Scheme Respondents 

The author analysed all those respondents who had defmitely utillsed the D. T. I. Grant 

Scheme. Fifteen respondents (sub-group Ref No. 6) had done so of whom in 1996 

12 categorised themselves as small fmns and 3 as medium sized firms. Twelve of 

these had clients who required certification and a similar number choose "badge 

hunting" reasons in answer to question 7 whereas only 3 choose organisational 

improvement reasons. All of the respondents had employed consultants under the 

scheme's provisions and 14 of the 15 firms were first registered with their 

accreditation body III the period 1990-94 i. e. the penod of the Grant Scheme. 

All of the respondents (100%) had "bolted on" either procedure notes from a 

previous system or standard procedure notes provided by their consultants. Twelve 

respondents had received notes from their consultants and 8 respondents had used 

notes from a previous system. The lower number of the latter category could, the 

author believes, be caused by the size of the respondents with a greater likelihood 

that small firms did not previously have written procedures of any note. Three of the 

15 respondents had used 50% of their previous system and had notes provided by 
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their consultants which in effect meant an almost complete system was "bolted-on" 

with no extensive pre-accreditation analysis. 

Eleven (73% of sub-group Ref. No. 6) of the respondents found that the size of their 
quality manual negatively affected the willingness of staff to use it with the 

remainder positively affected. This level of dissatisfaction is higher than the average 
for the whole survey, which was 64%. 

Eight respondents stated that they had commissioned extensive analysis before 
formulating their procedure notes and of these 6 had taken longer than 12 months to 

achieve accreditation which, the author believes, would be the minimum period in 

which to commission meaningful organisational analysis. Of the eight respondents 5 
had amended less than 20% of their procedures post-accreditation. Within this sub- 

group of 8 respondents 6 had not "bolted-on" notes from a previous system most 

probably because, the author believes, of the non-existence of previous systems with 

small companies. However 7 of the 8 respondents had received standard procedure 

notes from their consultants. 

Conversely 6 respondents stated they had not commissioned extensive analysis pre- 

accreditation and 5 of these had taken less than 12 months to achieve accreditation. 
Of these 6 respondents 5 had amended between 20-50% of their procedure notes 

post-accreditation, inclusive of 2 who had amended more than 50%. There appear to 

be significant trends here in that those who stated that they commissioned extensive 

analysis pre-accreditation developed a weak post-accreditation analytical approach 

whereas those who had not commissioned extensive pre-accreditation organisational 

analysis appeared to have developed a much stronger post-accreditation analytical 

approach. They have done this in the absence of their consultants whose 

employment would have ended by this time. Strikingly 5 of the 6 respondents had 

used notes from a previous system then developed a strong post-accreditation 

analytical approach. Four of the respondents had also had notes provided by their 

consultants. If a company has "bolted-on" both procedure notes from their previous 

system and standard notes from their consultants it may be proposed that the 

procedures included in their system are an authentic record of their own corporate 

best practice and the best expertise of their consultants. If furthermore they develop a 
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very strong post-accreditation analytical approach in the absence of their consultants 
it would appear, to the author, as evidence that an analytical system has developed 

which examines and revises organisational procedures actively post accreditation. 
The optimum method would have included pre-accreditation analysis but the author 
is firmly of the opinion that the development of an ongoing post-accreditation 

analytical approach is much more important to the development of an effective 

system than extensive pre-accreditation analysis which is then followed by the 
development of a weaker or non-existent post-accreditation analytical approach. It 

may be that those small companies who carried out extensive pre-accreditation 

analysis had to do so because of the non-existence of any previous quality system but 

once they have done this they do not do it so vigorously post-accreditation. This is 
the danger for the future effectiveness of their system. 

Next the author examined the correlation between quality manual size and company 

size within this sub-group. The author believes that this correlation may be an 
important factor in influencing positively staff motivation to use their systems. 

Although brevity in procedures manuals may not always be possible a 
disproportionately large manual which documents every possible procedure in minute 

detail may well be cumbersome and de-motivating in use. 

For this analysis the author defined the following correlation: 

Large firm - Large sized manual - Normal correlation 

Large firm - Medium sized manual - Positive correlation 

Large firm - Small sized manual - Very positive correlation 

Medium firin - Large sized manual - Negative correlation 

Medium firm - Medium sized manual - Normal correlation 

Mediurn firm - Small sized manual - Positive correlation 

Small firrn - Large sized manual - Very negative correlation 

Small firm - Medium sized manual - Negative correlation 

Small firm - Small sized manual - Normal correlation 

167 



Chapter Five 
Analysis & Discussion of Survey Data 

The author fully recognises the weakness of the analytical model i. e. small firms 

could not achieve a positive correlation and large firms could not achieve a negative 
correlation but correlation neutrality was expected amongst respondents. 

Although the author recognises that this is a simplistic analysis of correlation, it is 

valid, he believes because I. S. O. 9000: 1994 does require that a system's scale does 
bear relevance to the scale of a company's activities. 

The author realises that activities and size of companies are a different measure. It 

must be recognised that the scale of activities and size are different measures because 

it can also depend upon the range of activities. 

In the sub-group Ref No. 6 of 15 respondents who had utilised the D. T. I. Grant 

Scheme there were 6 negative correlation and I positive correlation. The author 

examined the positive correlation but disregarded it for further meaningful analysis 
because of its relative statistical irrelevance. The number of negative correlation 

within this sub-group was immediately significant in that 6 respondents out of 15 i. e. 
40% of sub-group Ref. No. 6 was double the percentage of firms in the whole survey 

who had a negative correlation in these characteristics. The one uniforin 

characteristic of all in this sub-group apart from having received grant aid was that 

they all employed consultants which was the purpose of the grant. 

Although the author did not examine the single respondent in this sub-group who had 

achieved a positive correlation it must be noted that within this sub-group Ref No. 6 

of 15 respondents only I or 7% had achieved a positive correlation between their 

company size and their quality manual size. 'Mis compares very unfavourably with 

the 20 respondents (sub-group Ref No. 19) or 33% of the whole survey who 

achieved a positive correlation. The author recognises that the size of the 

respondents in the D. T. I. Grant Scheme sub-group (i. e. 80% small fmns) made it 

impossible to achieve positive correlation given the limitations of his simplistic 

analysis, but the avoidance in the ma ority of respondents of negative correlation by 

these small firms could have been justifiably expected. 

168 



Chapter Five 
Analysis & Discussion of Survey Data 

The number of negative correlation in the D. T. I. sub-group Ref No. 6 was 6 or 40% 

compared to 13 or 21% in the whole survey. Even given the limitations of the 

author's simplistic analytical model there is clearly a disparity between the sub-group 
and the survey as a whole. The major difference immediately apparent between this 

group and the survey as a whole is the predominant influence of consultants in the 
D. T. I. Grant Scheme sub-group and it is impossible to avoid the conclusion that 

consultants' influence has not been a beneficial one in achieving positive or neutral 

correlation between company size and quality manual size. 

It must be acknowledged that these results may be slightly biased because of the 

nature of the sub-group i. e. all respondents who had utilised the D. T. I. Grant Scheme. 

All 6 respondents in this sub-group Ref, No. 6a who had a negative correlation 
between their company size and their quality manual size had employed consultants 

under the D. T. I. Grant Scheme. Five of the 6 had client pressure imposed on them to 

achieve accreditation and 4 of the 6 stated that they achieved accreditation because of 
badge-hunting motivations. Within this sub-group Ref No. 6a "badge hunting" 

motivations to achieve accreditation appear to be predominant. Four respondents 
(67% of the negative correlation sub-group Ref No. 6a) had used previous procedure 

notes and 5 respondents (83% of the sub-group Ref No. 6a) had been supplied with 

standard procedure notes by their consultants. 

These figures compare with 52% and 38% respectively for the entire survey 

population. Three respondents had utilised both methods of "bolt-on" and illustrate 

an above average use of "bolt-on" techniques especially with standard notes provided 

by consultants. 

Four respondents (67% of the sub-group Ref No. 6a) had taken less than 12 months 

to achieve accreditation and 2 (33% of the sub-group Ref No. 6a) had taken between 

12 and 24 months. The survey averages for these were 38% and 43% respectively, 

which illustrates that on average the respondents in this sub-group achieved 

accreditation in a shorter period. 
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Two respondents had undertaken extensive analysis prior to formulating their 

procedure notes and 3 respondents had not (one did not know). Five of the 6 

respondents (83% of the sub-group Ref, No. 6a) believed the size of their quality 

manual negatively affected staff willingness to use it and this figure is in excess of 
the survey average i. e. 64%. 

Two of the 6 respondents had amended between 20-50% of their procedure notes 

post-accreditation and a further 2 had amended 50% plus of theirs. Thus 67% of the 

sub-group Ref. No. 6a have amended more than 20% of their procedures post- 

accreditation which is actually the whole survey average. 

To summarise the significant trends identified within this sub-group of respondents 

who utilised the D. T. I. Grant Scheme: 

1. Eighty percent (12 of the 15 respondents of sub-group Ref No. 6) who 

utilised the D. T. I. Grant Scheme had experienced client pressure to 

implement a quality management system. 

2. A similar percentage choose "badge hunting" reasons for achieving 

accreditafion. 

3. All the respondents had employed consultants. 

4. One hundred percent of sub-group Ref No. 6 had "bolted-on" either 

procedure notes from a previous system or standard notes provided by their 

consultants. 

5. Eighty percent of sub-group Ref No. 6 (12 respondents) had received notes 

from their consultants and 53% (8 respondents) had used notes from a 

previous system. The latter figure was, the author believes, affected by the 

scale of the companies in this sub-group i. e. small, many of whom may not 

have had a previous quality management systern. 
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6. Twenty percent of sub-group Ref. No. 6 (3 respondents) had "bolted-on" 
more than 50% of their previous system. 

7. Seventy three percent of sub-group Ref No. 6 (11 respondents) found the 
size of their quality manual negatively affected the willingness of staff to use 
it. This level of dissatisfaction compares to 64% as the survey average. It 

could be proposed that the effect of employing consultants caused this. 
Consultants and their actions appear to have dernotivated staff. This could 
well reflect the views of seminal authors on the management of change who 
stress the importance of the effects of disrupting existing social patterns and 
networks amongst staff (see Chapter 7 for fiirther details). 

8. Fifty three percent (8 respondents) had commissioned extensive pre- 
accreditation analysis of whom 6 had taken longer than 12 months to achieve 
accreditation. Six of the 8 respondents had not "bolted-on" notes from a 
previous system but 7 of the 8 had received standard procedure notes from 

their consultants. 

Five of the 8 had amended less than 20% of their procedure notes post 

accreditafion. 

9. Forty percent (6 respondents) stated they had not conUMssioned extensive 

pre-accreditation analysis, 5 of whom achieved accreditation in less than 12 

months. Five of the 6 respondents had used notes from a previous system 

and 4 of them had also received standard notes from their consultants. Of 

these 6 respondents 5 had amended post-accreditation between 20% and 50% 

of their procedures including 2 who had amended more than 50%. 

10. From 8 and 9 above a distinct trend appears discernible. The first group, the 

majority of whom ostensibly followed an analytical approach pre- 

accreditation and utilised standard procedure notes ftom their consultants but 

not previous notes developed a very weak post-analytical approach. 

Conversely those who ostensibly followed the more comprehensive approach 

pre-accreditation some of whom also used notes ftom their consultants but 
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the majority of whom also incorporated notes from a previous system, 
developed a much stronger post-accreditation analytical approach. 

It appears that the greater the effort expended pre-accreditation the weaker the post- 

accreditation analytical approach that develops. 

The role of notes from previous systems seems to be important and identifiable as the 

significant difference in the different developments. 

11. Forty percent of this sub-group Ref. No. 6 had achieved a negative 

correlation between the size of their quality procedures manual and their 

company size. This was double the rate for the whole survey and all had 

achieved this with the aid of consultants under the aegis of the D. T. I. Grant 

Scheme. 

12. The employment of consultants appears to have not been beneficial to a 

significant minority within this sub-group in achieving rational sized quality 

procedures manuals. 

13. There was a higher than survey average use of "bolt-on" techniques within 

the sub-group Ref No. 6a who had achieved a negative correlation especially 

the incorporation of standard notes from consultants. 

14. The majority of respondents within the sub-group Ref No. 6a that achieved a 

negative correlation between their company size and their quality procedures 

manual size followed the comprehensive approach. 

15. The majority of respondents in the negative correlation sub-group Ref. No. 

6a developed a post-accreditation analytical approach, which was as strong 

as in the survey as a whole. The significant factor here is that this was 

achieved is the absence of consultants whose employment had ceased by this 

ftme. 
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5.3.2 

After this analysis the author extended this approach to the whole survey population 
to examine if similar trends or others existed in the wider survey population. 

Company Size and Quality Procedures Manual Size and Correlation between 
the Two 

fný I 

Sub-Group 
Ref No. 19 

Sub-Group 
Ref No. 20 

Lespondents who Respondents who 
. chieved positive or very achieved negative or very 
iositive correlation 20 negative correlation 13 

ietween their company Respondents between their company Respondents 
ize and their quality size and their quality 

The author examined the whole survey population to see if correlation existed and 
discovered that 20 (33% of the survey) positive or very positive correlation (sub- 

group Ref No. 19) and 13 (2 1% of the survey) negative correlation (sub-group Ref 

No. 20) existed. Ten of the negative correlation were in small sized firms and 3 were 
in medium sized firms. Fourteen of the positive correlation were in large sized firms 

and 6 in medium sized firrns. 

It must be immediately stated that in the simplistic correlation analysis conducted by 

the author small firms could only achieve neutral or negative correlation and large 

firms could only achieve neutral or positive correlation but the author believes it is a 

fair proposal to assume that small firms because of the scale of their activities could 

produce small sized quality manuals. 

The author illustrated the problems associated with the simplistic nature of the 

correlation analysis model i. e. that small firms could only produce neutral or negative 

correlation and large firms only neutral or positive correlation. However the author 

does believe it is fair and consistent to expect the majority of small firms to produce 

small quality manuals and the majority of large firms to produce large manuals. 

Therefore any major deviations from these expected levels of correlation neutrality 

are, in the author's opinion, worthy of comment and further analysis. 
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The percentage of positive correlation in the whole survey (i. e. 33%) was higher than 

in the D. T. I. Grant Scheme sub-group Ref No. 6 (i. e. 7%). The percentage of 

negative correlation at 21% of the survey total was lower proportionately than that in 
the D. T. I. Grant Scheme sub-group which reached 40%. 

These figures certainly illustrate a lower attainment, by the companies who had 

utilised the D. T. I. Grant Scheme and consequently had employed consultants, in 

producing quality systems which bear a positive correlation to the size of the 

company producing them which is, in the author's opinion, one possible albeit 

simplistic measure of the effectiveness of implementation approach. 

After having identified this discernible general trend which illustrates the non- 
beneficial effect of consultants' intervention the author investigated the separate sub- 

groups of all those respondents in the whole survey who had achieved negative and 

positive correlation to see if other characteristics and trends could be identified. 

5.3.2.1 The Companies in the Survey with a Positive Correlation between Company 
Size and Quality Manual Size 

Sub-Group 
Ref No. 19 

Respondents who 
achieved 

i 
positive or 20 

very positive correlation Respondents between their company 
size and their quality 
procedure manual size 

The first most conspicuous statistics identified in the sub-group was that 14 

respondents or 70% of sub-group Ref No. 19 had not employed consultants and 6 

respondents (30% of sub-group Ref, No. 19) had. This further reinforces the analysis 

from the D. T. I. Grant Scheme sub-group that consultants are not having a beneficial 

influence in improving this particular effectiveness criteria. Only 3 large firms (15% 

of sub-group Ref, No. 19) had employed consultants and a similar number of medium 

sized firms had done so 
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The low level of employment of consultants by medium and large sized firms maybe, 
the author believes, a reflection of the following factors: 

Large and medium sized firms may well possess the indigenous resources to 
successfully achieve accreditation to I. S. O. 9000 without the aid of 
consultants. 

2. A reluctance on the behalf of senior management of large and medium sized 
firms to allow external management consultants access to their corporate 
procedures because of the intense, competitive commercial pressures existing 
in the construction industry. 

3. Senior management in medium and large companies may be reluctant to 

employ consultants because this would leave their own managerial skills and 

performance open to scrutiny by these consultants, a situation many may not 
find acceptable. 

The evidence as to effectiveness of the D. T. I. Grant Scheme in encouraging and 
developing effective quality management systems is further impaired by the fact that 

only one of this sub-group Ref. No. 19 had employed the D. T. I. Grant Scheme i. e. 
5%, even though small and medium firms made up 36% and 34% respectively of the 

survey total. It is of course possible that small firms who originally utilised the Grant 

Scheme had, by the time of this survey, become medium or even possibly large fmns. 

The author does recognise that his correlation analysis model does not allow small 
fmns to produce positive correlation and therefore the number of small firms who 

produced a negative correlation and utilised the Grant Scheme may be a more 

accurate and fair measurement of the effectiveness of the Grant Scheme as regards 

this measurement criteria. 

Sixteen of the respondents (80% of sub-group Ref. No. 19) had not received standard 

procedure notes from consultants, which is a clear consequence of the low level of 

consultant employment in this sub-group. This figure is dramatically different to the 

total survey average of 49% who had not received standard notes from consultants. 
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Eleven respondents (55% of sub-group Ref. No. 19) did not "bolt-on" procedure 
notes from a previous system which is again much higher than the total survey 
percentage of only 41 

Sub-group Ref No. 19a consisted of 8 respondents (40% of sub-group Ref No. 19) 

who had used notes from a previous system. Four of these 8 respondents had 
transferred between 20-50% of their previous notes and a further 3 had transferred 
more than 50% of their notes from a previous system. Six (75% of sub-group Ref 
No. 19a) of these 8 respondents found the size of their quality manuals positively 
affected staff willingness to use them which may be a reflection of staff being 

comfortable with what they know i. e. accustomed to their existing procedures which 
have in the main been transferred "en-masse" to the new system. Four of the 8 

respondents (sub-group Ref No. 19a) had achieved accreditation in 6-12 months and 
4 in 12-24 months. The former period is, the author believes, too short to 

commission extensive and stringent organisational analysis pre-accreditation but is 

understandable given the high level of procedure note transfer evident within this 

sub-group. A lack of pre-accreditation analysis is confirmed by the fact that only 2 

of the 8 respondents of sub-group Ref No. 19a had commissioned extensive pre- 

accreditation analysis. However as with all sub-groups a strong post-accreditation 

analytical approach developed with 4 respondents amending between 20-50% of the 

procedures post-accreditation and a ffirther 3 respondents having amended 50% plus 

of their procedures. 

The most interesting feature of this sub-group Ref No. 19a of respondents who 

achieved a positive correlation and used notes from a previous system is the high 

level of positive staff motivation which is much higher than in the survey as a whole 

and the sub-group of respondents with a positive correlation between company size 

and quality manual size. It might be proposed that the use of extensive "bolting-on" 

of previous notes pre-accreditation with extensive post-accreditation analysis and 

amendment may be a powerful motivational aid to implementation. 

Overall it can be seen that much less "bolting-on" of procedure notes provided by 

consultants or from previous systems occurred in this sub-group than in the survey as 

a whole. Thus it can be stated that fewer respondents followed the comprehensive 
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approach to implementation in this sub-group Ref No. 19 of respondents who 
achieved a positive correlation between the size of their quality procedures manual 
and their company size. 

However only I respondent of the 6 who had employed consultants categorically had 

not "bolted-on" either previous or standard notes 

Thirteen respondents (65% of sub-group Ref. No. 19) had taken between 12 and 24 

months to achieve accreditation, a period of time which the author believes is 

sufficient to enable organisational analysis and effective implementation. Seven 

respondents (35% of sub-group Ref, No. 19) had taken less than 12 months. nis 

latter figure is approximately the same as the total survey (i. e. 38%) but the number 

of respondents who took 12-24 months to achieve registration is much higher than 

the whole survey figure of 43%. Thus it could be concluded that a more extensive 
implementation period is evident in the sub-group which may well indicate a slower 

more analytical approach to implementation. (It may also reflect the larger average 

scale of the companies and their activities in the sub-group and the effect this has on 
implementation). 

Six respondents (30% of sub-group Ref, No. 19) had conunissioned extensive pre- 

accreditation analysis and II respondents (55% of sub-group Ref No. 19) stated they 

had not. 

All those respondents who stated that they had commissioned extensive pre- 

accreditation analysis had taken between 12 and 24 months to achieve accreditation 

and 6 of the 7 stated they documented only the important activities of their company. 

Thus it can be seen that approximately 30% of this group Ref. No. 19 followed the 

analytical approach authentically. This compares to 13% with similar characteristics 

in the survey as a whole. 

The question of time taken to achieve accreditation must be held to be indicative 

rather than conclusive as the resources effort (i. e. man hours) involved in a Vveii 

time scale will be crucial i. e. 6 people working for I year or I person working for I 

year. 

177 



Chapter Five 
Analysis & Discussion of Survey Data 

Ten of the respondents in sub-group Ref No. 19 (i. e. 50%) found that the size of 
their manual affected staff willingness to use it positively and the other 50% 
negatively. This level of positive motivation was much higher than that in the survey 
in general which was only 36% and may indicate that those with a positive 
correlation between their company size and the size of their quality manuals may be 
creating a much more effective motivational climate in their implementation of I. S. O. 
9000 and which, in the author's opinion, can only augur well for the implementation 

of more motivationally biased quality programmes such as T. Q. M. 

Another important trend was identified, by the author, in the development of post- 
accreditation analysis within this sub-group Ref No. 19. Tbirteen respondents (65% 

of sub-group Ref, No. 19) had amended more than 50% of the procedure notes post- 
accreditation which compares to only 45% in the survey as a whole. A further 3 

respondents (15% of sub-group Ref. No. 19) had amended between 20% and 50%. 
Thus 80% of the sub-group had amended between 20% and 50% of their procedure 

notes post-accreditation. This figure is in excess of the 67% who had done this in the 

whole survey population. 

Further analysis of the development of post-accreditation analysis identified that of 

the 6 respondents with a positive correlation between their company size and quality 

manual size and who had employed consultants 5 of them had amended 50% plus of 

their procedures and one between 20% and 50% of their procedures post- 

accreditation. This would again indicate to the author that a post-accreditation 

analytical approach has developed in spite of rather than because of consultants and 

that the high level of amendment may have been necessary because of the 

inadequacies of the pre-accreditation implementation approach which was carried out 

under the aegis of the consultants. 

To surnmarise the significant trends identified within the sub-group Ref, No. 19 of 

respondents who had a positive or very positive correlation between their company 

size and their quality manual size: 

IA lower than survey average of employment of consultants Le. 30% against 

61% in the survey as a whole. 
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2. Only I respondent with a positive correlation (5% of sub-group Ref No. 19) 

had utilised the D. T. I. Grant Scheme whilst small and medium firms made up 
70% of the survey total. The author recognises the impossibility of small 
firms achieving positive correlation under the simplistic mechanisms of the 

correlation analysis but believes the analysis of those respondents with 
negative correlation may be a accurate and equitable measurement of the 
beneficial effects of the Grant Scheme. 

3. Sixteen respondents (80% of sub-group Ref. No. 19) had not "bolted-on" 

standard notes from their consultants compared to a survey average of 49%. 

4. Eleven respondents (55% of sub-group Ref. No. 19) had not "bolted-on" 

procedure notes from a previous system compared to a survey average of 
41%. Only I of the 6 respondents who had employed consultants had 

categorically not employed "bolt-on" techniques in implementation. 

5. From 3 and 4 it can be seen that less "bolting-on" of procedure notes had 

occurred and which is one of the primary tenets of the comprehensive 

approach. 

6. Thirteen respondents (65% of sub-group Ref. No. 19) had taken between 12 

and 24 months to achieve accreditation which is a period the author believes 

allows for satisfactory organisational analysis. This figure was much higher 

than the survey average of 43%. 

Thus it can fairly be said that within this sub-group fewer than average 

respondents adopted the techniques of the comprehensive approach. 

8. A significant minority of sub-group Ref No. 19 i. e. 30%, followed strictly 

and authentically the techniques of the analytical approach which is more 

than double the figure for the whole survey (13%). 

9. The level of positive motivation to use company quality manuals was at 50% 

much higher in this sub-group Ref No. 19 than in the whole survey which 

179 



Chapter Five 
Analysis & Discussion of Survey Data 

was only 36%. This the author believes, has produced much more effective 
motivational environments for both the implementation of quality systems to 
I. S. O. 9000 and for other subsequent quality programmes such as T. Q. M. and 
which are more motivationally based than the traditional systems orientated 
approach to quality assurance. 

10. The development of strong post-accreditation analytical approaches has been 

particularly strong amongst the respondents in sub-group Ref, No. 19.13 

respondents (65% of sub-group Ref. No. 19) had amended more than 50% of 
their procedure notes post accreditation with a further 3 respondents (15%) 
having amended between 20% and 50%. Thus 80% of the respondents had 

altered at least between 20% and 50% of their procedures as compared to 
67% in the survey as a whole. More significantly 65% of sub-group Ref No. 
19 had amended more than 50% of their procedures compared to 45% in the 

survey as a whole. 

These strong analytical approaches were developed, in the majority of cases, 
in the total absence of consultants' influence. 

12. Of the 6 respondents in this sub-group who had employed consultants 5 had 

amended 50% or more of their procedure notes post-accreditation. Thus it 

can be seen that strong post-accreditation analytical approaches have 

developed both under (nominally) and not under the influence of consultants 

although the development of post-accreditation analytical approaches in those 

respondents who did employ consultants has occurred when these 

consultants' influence has been minimal or non-existent. 

13. However the particular prevalence and strength of this development of post- 

accreditation analytical approaches in those respondents who employed 

consultants must raise serious questions as to the influence and efficacy of 

their role in implementation if such a high level of the procedures they were 

involved in drafting have to be amended even though this activity is, in the 

author's opinion, a highly beneficial one crucial to the development and use 

of the analytical approach to implementation. 
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14. Within the sub-group of respondents who had a positive correlation between 

company size and quality manual size there was a further sub-group Ref, No. 

19a of those respondents who had "bolted-on" procedure notes from a 

previous quality system. The author found 3 interesting characteristics within 
this sub-group Ref No. 19a of 8 respondents: 

a. A very high level of "bolt-on" or transfer of procedure notes firom 

previous quality systems. 

A very high level of positive staff willmgness to use the quality 

manuals produced by these respondents. This may be because these 

respondents were accustomed to their previous system and did not 

need to change. 

C. The development of a very strong (above average) post-accreditation 

analytical approach and which has resulted in the amendment of a high 

percentage of procedure notes post-accreditation. 

The author would propose that because of the high level of positive staff 

motivation to use their systems that these characteristics when combined and 

used with others, may warrant further investigation as to their merits as part 

of a optimum implementation process model. 

The author believes that the high level of positive staff motivation to use their 

systems may be because of their familiarity with their previous procedure 

notes and if analysis then occurs post-accreditation when positive motivation 

to use the system has been nurtured this may well be as effective if not more 

so than an implementation policy which does not engender these positive 

feelings amongst staff members. 

15. The number of large firms who achieved a positive correlation i. e. 14 may 

not only reflect the greater margin which exists for them to rationallse the 

scale of their procedure notes but also the greater resources they possess to 

facilitate this process. 
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Fourteen large sized respondents out of a survey total of 18 i. e. 78% of the 
large firm sub-group, had achieved a positive correlation. 

5.3.2.2 Those Companies in the Survey with a Negative Correlation between Company 
Size and Quality Manual Size 

Sub-Group 
Ref No, 20 

Respondents who 
achieved negative or very 
negative correlation 13 

between their company Respondents 

size and their quality 
procedure manual size 

Sub-Group 
Ref No. 20a 

Respondents in Sub- 
Group 20 who had also 
received standard notes 
from their consultants 

8 
Respondents 

Ten respondents (77% of the sub-group) in this sub-group Ref No. 20 of 13 had 

employed consultants. This statistic is more evidence, the author believes, that 

consultants are not having a beneficial effect upon this effectiveness criteria as has 

been illustrated in the sub-group that had utillsed the D. T. I. Grant Scheme and the 

other sub-group which comprised those firms who had achieved a positive correlation 
between company size and quality manual size. The percentage level of employment 

of consultants was more than 21/2 times that in the positive correlation_sub-group (i. e. 

30% had employed consultants) and greater than in the survey as a whole where it 

was 61%. Thus this sub-group of respondents who produced disproportionately large 

quality manuals also had an above average propensity to employ consultants. 

Of the 13 respondents in this sub-group Ref. No. 20,10 were small companies and 3 

were medium sized. Given the parameters of the simplistic analytical model it was 

impossible for large fmns to produce a negative correlation. It was however, the 

author believes, fair to assume that small and medium fmns should normally achieve 

a neutral correlation between their company size and quality manual size. 

Of the 22 small fmns in the survey almost half (46% of the survey total) had 

achieved a negative correlation. This compares very unfavourably with the fact that 
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14 large firms had achieved a positive correlation out of 18 large firms in the whole 
survey i. e. 78% of the survey total. Even with the limitations of the analytical model 
these figures illustrate conspicuous trends which diverge from the higher degree of 
analysis model neutrality that the author believes was anticipated. 

Six respondents (46% of sub-group Ref. No. 20) had defmitely used the D. T. I. Grant 

Scheme with 3 respondents not having used it and 4 not knowing if it had been 

utilised. Of these 7 respondents (i. e. those who did not know or had not used it) 3 

had achieved accreditation in a period when the grant scheme was not in operation. 
This it can be seen that at least half those respondents in the survey who achieved a 

negative correlation between their company size and quality manual size, did so 

under the aegis of the D. T. I. Grant Scheme. The question must be answered as to 

why small sized respondents under the guidance of consultants had produced quality 

manuals which did not correlate to the company size and which, it could be argued, 
do not satisfy an important requirement of I. S. O. 9000: 1994 i. e. the scale of a 

company's quality system must be relevant to its scale of operations. It could be that 

the consultants' approach and techniques of implementation are affecting the size of 

quality manuals. 

Eight of the 13 respondents (62% of sub-group Ref, No. 20) had received standard 

procedure notes from their consultants which is not only higher than the survey 

average of 38% but much greater than the 20% of the respondents who had achieved 

a positive correlation. 

Six respondents (46% of sub-group Ref. No. 20) had "bolted-on" procedure notes 

from a previous system. This is again reasonably close to the number in the whole 

survey who had done this i. e. 52%, but also only slightly higher than that in the sub- 

group who achieved a positive correlation i. e. 40%. 

Only 2 respondents (15% of sub-group Ref No. 20) had "bolted on" neither notes 

firorn a previous system or standard notes provided by their consultants. The level of 

"bolting-on" notes was higher in this sub-group than in the survey as a whole where 

25% had not "bolted-on". 
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The most apparent difference between the two sub-groups with positive and negative 
correlation appear to involve those who received standard procedure notes from their 

consultants. The result of including these notes in a system may well be to increase 

the scale of the quality manual significantly. 

Seven of the 8 respondents who had received notes from their consultants (sub-group 
Ref No. 20a) were small fmns and the eighth was a medium sized company. Five of 
these 7 respondents had used the D. T. I. scheme i. e. almost 40% of those respondents 
with negative correlation between their company size and their quality manual size 
had utilised the D. T. I. Grant Scheme. There is, the author believes, a definite trend 

of consultants providing small fmns with standard procedure notes which produce 
cumbersome quality systems with negative correlation to size of these companies, a 
characteristic which may not be compatible with the requirements of I. S. O. 9000: 
1994. 

Also 7 of the 8 respondents (88% of this sub-group Ref No. 20a) who had received 

notes from their consultants found staff willingness to use their quality manual 

negatively affected. This level of dissatisfaction far exceeds the survey's average of 
64% and that in the positive correlation sub-group of 50% it could be caused by the 

imposition upon staff of voluminous unfamiliar standard procedure notes from 

consultants. 

Three respondents have used less than 20% of their previous notes and 3 respondents 

between 20% and 50% of them. The levels of previous note transfer were lower than 

in the sub-group with positive correlation (sub-group Ref, No. 19) and only 2 of these 

6 respondents found staff willingness to use their manuals positively affected. Again 

this is stark contrast to those with positive correlation where 6 of 8 respondents who 

had used previous notes (sub-group Ref. No. 19a) found staff willingness positively 

affected. 'Me author would suggest that a lower level of staff motivation to use their 

manuals and less transfer of their previous quality system procedures is not only co- 

incidental but may reflect weaker feelings of comforý amongst staff towards 

procedures they are accustomed to. Also there may exist a difference in staff 

attitudes towards the "bolfing-on" of their previous procedure notes which they may 
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have even formulated and standard procedure notes from consultants which may 
appear to be imposed upon staff. 

Six respondents (46% of sub-group Ref. No. 20) had taken less than 12 months to 

achieve accreditation and 5 respondents (39%) between 12 and 24 months or longer. 

These compare to 46% and 51% respectively for the survey as a whole and again 
il. lustrate a marginally shorter period of accreditation. 

Seven respondents (54% of sub-group Ref, No. 20) stated that they documented all 

their company activities whilst 6 (44%) only documented the important activities. 

Four respondents (3 1% of sub-group Ref. No. 20) did not commission extensive pre- 

accreditation analysis and the same number did do it. The survey averages were 49% 

and 38% respectively and for the positive correlation group (sub-group Ref, No. 19) 

55% and 30% respectively. 

These figures suggest a slightly stronger pre-accreditation analytical approach in this 

sub-group than the others but this is somewhat contradicted by the high levels of 

"bolting-on" which have occuffed. 

The majority of this sub-group Ref, No. 20 had followed the comprehensive 

approach to implementation. The strength (or otherwise) of the development of the 

post-accreditation analysis was less dramatic. Four respondents (3 1% of sub-group 

Ref No. 20) had amended between 0-20%, 2 respondents had amended between 20% 

and 50% and 4 respondents (3 1 %) had amended more than 50% of their procedure 

notes post-accreditation. 

The figures for the whole survey were 33%, 22% and 45% respecfively and 20%, 

15% and 65% in the POsifive coffelafion sub-group Ref. No. 19. 
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Table 2: Comparison of Post-Accreditation Amendment between Whole Survey, Sub- 
Group ReE No. 19 and Sub-Group Ret No. 20. (Positive and Negative Correlation Sub- 
Groups) 

PERCENTAGE OF PROCEDURE NOTES 
AMENDED POST-ACCREDITATION 
0-20% 20-50% 50% plus 

Whole survey 33% 22 OYo 45% 

Positive correlation sub-group 
Ref. No. 19 

20% 15% 65% 

Negative correlation sub-group 
Ref. No. 20 

31% 31% 31% 

It can clearly be seen from these figures that a much weaker post-accreditation 

analytical approach has developed in the negative correlation sub-group which, the 

author has slowly recognised from this study, is the more crucial development in the 

process of implementation, operation and development of quality systems. 

Of the 8 respondents who received standard procedure notes from their consultants 

(sub-group Ref No. 20a) 3 had only amended 0-20% of their notes, 3 had amended 

20-50% and 2 had amended more than 50% of their notes post-accreditation. These 

figures illustrate an even weaker development of post-analytical approach especially 

compared to the positive correlation sub-group. 

Ten respondents (77% of sub-group Ref. No. 20) found that the size of their quality 

manual negatively affected the willingness of staff to use it. This was higher than 

both the survey average at 64% and that of the positive correlation sub-group Ref, 

No. 19 at 50%. This surely reinforces the proposition that quality manual size does 

affect staff motivation to use it and which is of crucial importance both to I. S. O. 9000 

implementation and other qu ty programmes. 

To summarise the most important trends identified within this sub-group Ref No. 20 

of respondents with a negative correlation between their company size and quality 

manual size: 
Seventy seven percent of this sub-group Ref No. 20 had employed 

consultants to aid them in implementation which the author believes is 

further confirmation that consultants are not having beneficial effect as 
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regards this measure of system effectiveness. The level of employment of 
consultants in this sub-group was 21/2 times more than In the positive 
correlation sub-group. 

2. Notwithstanding the limitations of the author's simplistic analytical model 
and which really facilitated observation of deviations from neutral correlation 
which the author believes were justifiably expected, almost half the small 
fmns in the survey (46%) had achieved a negative correlation. This 

compares very unfavourably with the large firms of whom 78% (14 of 18 

respondents) had achieved a positive correlation. These figures illustrate 

trends which the author believes, diverge dramatically from the higher degree 

of correlation neutrality which could have been legitimately anticipated. 

3. Forty six percent of this sub-group Ref. No. 20 had utilised the D. T. I. Grant 

Scheme compared to 25% in the survey as a whole and 5% in the positive 

correlation sub-group Ref. No. 19. It is clear that the number of small firms 

who employed consultants with or without D. T. I. Grant Aid are 
disproportionately represented in this sub-group with negative correlation. 
The author believes it is fair to state that a disproportionate number of small 
firms working under the aegis of consultants, many of whom were authorised 

under the D. T. I. Grant Scheme, have produced quality manuals which do not 

correlate to the company size and thus are in conflict with one of the 

requirements of LSO. 9000: 1994 i. e. the size of a company's quality system 

must bear relevance to the size of the company and the scale of its activities. 

4. From 3 it would appear logical that the consultants' approaches to and 

techniques in implementation must be having a deleterious effect on the 

quality systems produced by the companies that employ them. 

5. Sixty two percent of sub-group Ref No. 20 received standard procedure 

notes from their consultants, a figure which is higher than both the survey 

average of 49% and three times that in the positive correlation sub-group 

Ref. No. 19 which was 15%. 
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6. 

7. 

8. 

9. 

10. 

II 

Forty six percent of the sub-group Ref. No. 20 had "bolted-on" notes from a 

previous system compared to 52% in the survey as a whole and 40% in the 

posifive coffelafion sub-group Ref. No. 19. 

Only 15% of sub-group Ref, No. 20 had "bolted-on" neither previous or 

standard procedure notes compared to 25% in the whole survey and 50% in 

the posifive sub-group Ref No. 19. 

The level of "bolting-on" of procedure notes from previous systems and 

standard notes provided by their consultants was higher in this sub-group 
Ref, No. 20 than in either the survey as a whole or the positive correlation 

sub-group Ref, No. 19. There was more adoption of the comprehensive 

approach to implementation within this sub-group. 

The clearest difference is apparent in the numbers of respondents who 

received standard notes from their consultants with a much higher level of 

this existing in the negative correlation sub-group Ref, No. 20. The 

consequence of incorporating these standard notes into a quality system may 

well be to increase the scale of it dramatically. 

The author believes there is a definitive trend of consultants, both within and 

without of the auspices of the D. T. I. Grant Scheme, providing small firms 

with standard procedure notes which produce cumbersome unwieldy quality 

systems which possess negative correlation between the company size and 

quality manual size and which may not be compatible to the requirements of 

I. S. O. 9000: 1994 which requires a correlation between the scale of a 

company 5s quality system and the siZe of a company and the scale of its 

acfivities. 

Seven of the 8 respondents (88% of this sub-group Ref No. 20a of 8 

respondents) who received standard notes from their consultants discovered 

that staff willingness to use their quality manual had been negatively 

affected. This compared to 64%, 50% and 77% in the survey as a whole, the 

positive correlation sub-group Ref. No. 19 and the negative correlation sub- 

188 



Chapter Five 
Analysis & Discussion of Survey Data 

group Ref, No. 20 respectively. This above average level of dissatisfaction 

may be caused by the imposition upon staff of voluminous unfamiliar 

standard procedure notes provided by consultants. This would be the 

complete reversal of the trend identified whereby staff motivation to use the 

quality manual was positively affected in those who had transferred many of 

their previous system procedure notes i. e. staff were positively motivated to 

use their familiar old notes. 

12. Levels of transfer of procedure notes from previous systems were lower in 

this sub-group Ref. No. 20 and of the 6 respondents who did include notes 

from a previous system only 2 found staff willingness to use their manuals 

positively affected by the size of their manual. This compares starkly to 6 of 

8 respondents in the positive correlation sub-group who had incorporated 

notes from a previous system and found staff willingness positively affected. 

13. A marginally stronger pre-accreditation analytical approach was stated by 

respondents of sub-group Ref, No. 20 to exist but was contradicted by the 

high levels of "bolting-on" that occurred and the marginally shorter periods 

taken to achieve accreditation. 

14. More importantly a much weaker post-accreditation analytical approach had 

developed in this sub-group Ref No. 20 which the author has progressively 

recognised from this survey data to be more crucial in the cyclic process of 

implementation, operation and development of quality management. This 

sub-group Ref No. 20 had developed a much weaker post-accreditation 

analytical approach than either the survey as a whole or especially the 

positive correlation sub-group Ref. No. 19. This weaker development can, in 

the author's opinion, only further progressively reduce the effectiveness of 

systems if less revision and amendment is commissioned post-accreditation 

especially so when much of the original quality procedures were "bolted-on" 

from previous systems or from consultants. If staff do not actively revise and 

amend their procedures a proprietary sense of ownership may never develop 

and may perpetuate the high levels of staff antipathy towards the systems that 

already exist. 
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15. Seventy-seven percent of this sub-group Ref. No. 20 found that the size of 

their quality manual negatively affected the willingness of staff to use it. 

This compares to 64% and 50% of the whole survey and the positive 

correlation sub-group Ref. No. 19 respectively. This reinforces the 

proposition that quality manual size does affect staff motivation to use it. 

This fact may be of crucial importance in determining company strategy 
towards implementation of quality management systems to satisfy I. S. O. 

9000 and for the subsequent adoption of other quality programmes. 

The original definition of manual size categories for the questionnaire was made 
from the experience of the author as to his views of the requisite size of manual 

which would be appropriate for each size of company i. e. small, medium and large 

based on the number of employees. 

The author recognises the relative simplicity of this categorisation, which makes no 

attempt to quantify the breadth of activities of the respondent companies, a factor 

which may have effects upon manual size. 

This definition of company manual size and company size was the basis of the 

correlation analysis and the author expected high degrees of correlation neutrality. 

The author expected his manual size categories to be vindicated by the survey results. 

Fifty-seven percent of medium sized firms had medium sized manuals, 55% of small 

fmns had small manuals but only 22% of large firms had large manuals. 

Consequently in the medium and small manual size categories the author believes the 

definition was justified but the author recognises that his parameters for the size of 

large manuals may have been too generous as 78% of large firms were found to have 

medium or small sized manuals. Clearly this category parameter may not have been 

accurate. 

In any attempt to analyse any linkage between the size of quality manuals, the 

motivation of staff to use them and the definition of possible "coffect" sizes of 
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5.3.3 

manuals for different sized companies the complexity of activities of these companies 
may disrupt the analysis of manual size and the definition of an optimum size for an 
implementation and evolution model. However the author can state from his survey 
that large manuals i. e. 150 pages plus, are an absolute de-motivator and that 

approximately 80% of large companies showed positive correlation between their 

manual size and company size (given the limitations of the authors category 

parameters) which appears to suggest that systems should not be bigger than 150 

pages however big a company is. The author found that 71% of companies who had 

large manuals (150 pages plus) found staff willingness to use the system negatively 

affected by the system size. 

At the other extreme 54% of those respondents who had small manuals (50 pages or 
less) found staff willingness to use their systems positively affected by their manual 

size. 

Respondents whose Quality Procedures Manual Size Positively Affected Staff 
Willingness to use It 

Sub-Group 
Ref Noll 

All respondents whose 
quality procedures 
manual size positively 
affected staff 
willingness to use them 

22 
Respondents 

This sub-group Ref No. 21 comprised 22 respondents of whom 8 (36% of the sub- 

group) were large companies, 5 (23%) were medium sized and 9 (41%) were small 

sized. These statistics were roughly similar to the survey as a whole except that there 

were slightly fewer medium sized firms and slightly more small firms. 

Correlation analysis on the company sizes and the sizes of the quality procedures 

manuals was commissioned and 10 respondents (46% of the sub-group Ref No. 2 1) 

were found to have positive correlation compared to 33% in the survey as a whole. 

Of those respondents with a positive correlation 5 were large and 5 medium sized 

companies. Three (14% of sub-group Ref No. 21) smaH firms achieved a negative 
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correlation which was lower than the 21% who did so in the whole survey. Thus it is 

evident that this sub-group have achieved better than average correlation. 

Twenty respondents (91% of sub-group Ref, No. 21) had clients who required 
certification (i. e. badge-hunting pressures) but only 4 respondents (18% of sub-group 
Ref. No. 21) had utilised the D. T. I. Grant Scheme. This is higher than the 5% of the 

positive correlation sub-group Ref. No. 19 but much less than the 46% of the 

negative correlation group Ref. No. 20 and below the survey average of 25%. This 

again reinforces the notion that the utilisation of the D. T. I. Grant Scheme has not 
been beneficial in the majority of cases although it is recognised by the author that 

without the aid of consultants employed under the Grant Scheme many of the small 
fmns might not have achieved accreditation. 

Eleven respondents (5 0% of sub-group Ref, No. 2 1) had employed consultants and a 

similar percentage had not. The level of consultants employment was lower than in 

the survey as a whole (61%) and the negative correlation sub-group Ref No. 20 

(77%) but higher than the positive correlation sub-group Ref No. 19 (30%). Given 

the large number of respondents in this group who had a positive correlation between 

their company size and their quality procedures manual there is evident a trend 

whereby the lower the level of consultant participation the higher the level of positive 

correlation. Again this reinforces the doubts cast on the benefits of consultant 

employment. 

A below average propensity to utilise both the D. T. I. Grant Scheme and the 

employment of consultants was evident within this sub-group of respondents whose 

quality procedures manual size positively affected staff willingness to use it. 

Eleven respondents (50% of sub-group Ref, No. 21) had not received standard 

procedure notes from consultants. This compares to 20% in the positive correlation 

sub-group Ref No. 19 and 49% in the survey as a whole. Of the 9 fin-ns who 

received standard notes from their consultants 6 were small.. 

Fifteen respondents (68% of sub-group Ref, No. 2 1) had used procedure notes from a 

previous system in their new system. This compares to 52% in the whole survey and 
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is higher than the positive and negative correlation sub-groups where 40% and 46% 

respectively had "bolted-on" previous notes. 

Four respondents (18% of sub-group Ref No. 21) had not "bolted-on" either 
previous or standard notes which was below the survey average of 25% 

The predominance of "bolting-on" of procedure notes from previous systems may be, 
in the author's opinion, one of the major reasons for the high level of staff motivation 
to use the quality procedures manual because of the strong feelings of familiarity that 

staff possess towards these previous procedure notes. This reinforces the trends 
identified in the other sub-groups. 

Trwisferring previous notes to a new system is clearly a popular implementation 

tactic with staff and would appear to produce strong staff motivation to use the 

manuals. It may also be because transferring previous notes may reduce the size of 

quality procedure note manuals. There appears to the author to be a connection. 

Fifteen respondents (68% of sub-group Ref No. 21) had not commissioned extensive 

pre-accreditation analysis. This compares to 49% for the whole survey, 31% for the 

negative correlation group Ref. No. 20 and 55% for the positive correlation group 

Ref. No. 19. Certainly this suggests weaker pre-accreditation analysis than in the 

survey as a whole or the other sub-groups. 

It might indicate that extensive pre-accreditation analysis has a de-motivating effect 

on staff willingness to use their quality system. This could be because staff associate 

the extra work generated by extensive pre-accreditation analysis with implementation 

of a new system and generate naturally antagonistic feelings towards Q. A. and its 

implementation. 

Thirteen respondents (55% of sub-group Ref, No. 21) had taken between 6-12 

months or less to achieve accreditation and 9 (45% of sub-group Ref, No. 21) had 

taken between 12-24 or more. These compare to other groups as illustrated below: 
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Table 3: Comnarkan nf Timip TaL-pn fn A 

6- 12 MONTHS 12 - 24 MONTHS 
OR LESS OR LONGER 

Whole survey 46% 51% 
Positive correlation sub-group 35% 65% 
Ref No. 19 
Negative correlation sub-group 46% 39% 
Ref No. 20 
This sub-group Ref No. 21 55% 45% 

It can be seen that average time to achieve accreditation was less mi this sub-group 
which reinforces earlier statistics i. e. the propensity to "bolt-on" previous procedure 
notes and low level of pre-accreditation organisational analysis. 

The author believes than an apt description of the implementation approach adopted 
by a majority of respondents within this group is that of "following the path of least 

resistance" both in terms of resources utilisation and staff perceptions. 

Ten respondents (46% of sub-group Ref No. 2 1) documented everything they did 

whilst 12 (54%) only documented their important corporate activities. 

The development of a post-accreditation analytical approach is illustrated by the 
following table: 
Table 4: ComDarisons of Post-Accreditation Amendment 

PERCENTAGE OF PROCEDURE 
NOTES AMENDED POST- 

ACCREDITATION 
0-20% 20-50% 50% plus 

Whole survey 33% 22% 45% 
Posibve correlation sub-group 20% 15% 65% 
Ref No. 19 
Negative correlation sub-group 31% 31% 31% 
Ref No. 20 
Respondents whose quality manual size 50% 14% 36% 

posi .v ly affected staff willingness to 
use it (sub-Eoyy Ref No. 2 1) 

It is evident that a weaker post-accreditation analytical approach has developed In 

this sub-group Ref No. 2 1. Ten of the 15 respondents who had transferred procedure 

notes from their previous systems had amended only between 0-20% of their 
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procedure notes post-accreditation i. e. 46% of the whole sub-group Ref No. 21 has 
developed very weak post-accreditation analysis. 

The author noted that of the 15 respondents who had incorporated procedure notes 
from a previous system 10 (46% of the whole sub-group Ref No. 21 of 22 

respondents) had transferred more than 50% of their previous notes and the other 5 

respondents had transferred between 20% and 50% of their previous notes. Thus 

nearly half of those in this whole sub-group Ref. No. 21 had transferred their 
previous system ah-nost "en masse" to their new one and 68% had transferred the 
bulk of their previous system. 

Significantly 10 of the 15 respondents of sub-group Ref No. 21 who had transferred 

procedure notes from their previous system had only amended 0-20% of their 

procedures post-accreditation and of the 10 respondents of sub-group Ref No. 21 

who had transferred more than 50% of their previous notes 7 had amended only 
between 0 and 20% of their procedures post-accreditation. 

It is evident that the majority of those respondents in sub-group Ref. No. 21 who 
transferred large portions of procedure notes from a previous system have developed 

very weak post-accreditation analysis and this, combined with the low level of pre- 

accreditation organisational analysis, convinces the author that the future 

effectiveness of these system may be severely impaired by this lack of analysis 

especially post-accreditation. 

To summarise the most important trends identified within sub-group Ref No. 21 of 

respondents whose quality procedures manual size positively affected staff 

willingness to use it: 

1. Forty six percent (10 respondents) had achieved a positive correlation 

between the size of their quality manual and the size of their company and 

14% (3 respondents) had achieved a negative correlation. These figures 

compare to the whole survey averages of 33% and 21% respectively. T'husis 

can be seen that on both counts this sub-group have a superior achievement. 
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2. Only 18% (4 respondents) had utilised the D. T. I. Grant Scheme which is 
higher than the 5% of the positive correlation sub-group Ref No. 19 but 
much lower than the 46% of the negative correlation sub-group Ref No. 20 
and below the survey average of 25%. This reiterates the perception that the 
use of the D. T. I. Grant Scheme has not been beneficial III the production of 
effective quality management systems in the majority of cases although the 
author fully recognises that without the aid of Grant Schemes and consultants 
employed under its aegis, many small firms might not have achieved 
accreditation. 

3. Fifty percent of sub-group Ref No. 21 employed consultants and 50% did 

not. This compares to 61% in the whole survey, 77% M the negative 
correlation sub-group Ref No. 20 and 30% in the positive correlation sub- 
group Ref, No. 19. Given the significant total of respondents within this sub- 
group Ref. No. 21 who had a positive correlation between their company size 
and their quality procedures manual size (i. e. 10 respondents or 46%) there is 

a trend whereby the lower the level of participation by consultants the higher 

the level of positive correlation. This consolidates the suspicions cast upon 
the benefit of consultant employment. 

4. A lower than average propensity to use both the D. T. I. Grant Scheme and 

consultants was identified within this sub-group of respondents whose 

quality procedures manual size positively affected staff willingness to use it. 

5. Fifty percent (I I respondents) of this sub-group Ref No. 21 had not received 

standard procedure notes from consultants compared to 15% in the positive 

correlation group Ref. No. 19,62% in the negative correlation sub-group 

Ref No. 20 and 38% in the whole survey. Thus this sub-group had a 

stronger propensity to the survey average to incorporate standard procedure 

notes provided by consultants but the trend is illustrated i. e. the higher the 

propensity to use standard notes the lower the level of positive correlation. 

6. Sixty eight percent (15 respondents) of this sub-group Ref No. 21 had 

incorporated procedure notes from a previous system into their new one. 

This compares to 52% for the survey average, 40% in the positive correlation 
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sub-group Ref No. 19 and 46% in the negative correlation sub-group Ref 

No. 20. Of the 15 respondents who had transferred notes from a previous 

system 10 (46% of this whole sub-group of 22) had incorporated more than 
50% of their previous notes and the other 5 respondents had transferred 
between 20% and 50%. Thus almost half of this sub-group Ref. No. 21 had 

effectively transferred their previous system "en masse" to their new one and 
68% had incorporated the bulk of their old systems. 

7. The popularity and predominance of "bolting-on" of procedure notes from 

previous systems may indicate that this is one of the primary causes of the 
high level of staff motivation to utilise the quality procedures manuals. The 

author believes this may be caused by strong feelings of familiarity towards 

these previous procedures by staff. Proprietorial feelings of "ownership" 

may also exist amongst staff towards previous procedure notes which they 

may even have played a role in formulating or revising. 

8. The transfer of procedures notes from a previous system to a new one is 

evidently a popular implementation technique with staff and appears, to the 

author, to create strong staff motivation to utilise the procedure manuals 

created by this method. It may also be that the transfer of previous notes 

may reduce the size of quality procedure note manuals. 

9. Sixty eight percent of sub-group Ref. No. 21 had not commissioned 

extensive pre-accreditation. organisational analysis compared to 49% of the 

whole survey, 31% of the negative correlation sub-group Ref. No. 20 and 

55% for the positive correlation sub-group Ref, No. 19. This indicates the 

weaker development of a pre-accreditation analytical approach in this sub- 

group. 

10. This weaker development may suggest that extensive pre-accreditation 

organisational analysis de-motivates staff in their willingness to use quality 

systems. This may be influenced by staff associating the extra work 

generated by pre-accreditation analysis with the implementation of a new 

quality system which creates antagonistic sentiment towards Q. A. in general 
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and the new system in particular. This may partially explain the high degree 

of staff antagonism evident in all sub-groups (even the positive correlation 
sub-group) which manifests itself in high percentages of staff who find the 
size of their quality procedures manual negatively afkas staff willingness to 
use it. 

The average time taken to achieve accreditation was shorter in this sub-group 
than others or the survey as a whole which consolidates earlier statistics as to 
the approach adopted i. e. a higher propensity to "bolt-on" previous procedure 
notes and a weaker pre-accreditation analytical approach. 

12. The majority of respondents had adopted the comprehensive approach and 
the author believes an apt description of the implementation approach 
adopted by the majority in this sub-group would be of "following the path of 
least resistance" which is applicable to both their resources utilisation and 
their staff perceptions. 

13. The development of post-accreditation analysis has been weaker in this sub- 

group than in the other sub-groups or the survey as a whole. 

14. Ten of the 15 respondents who had transferred previous procedure notes had 

only amended between 0 and 20% of their procedures post-accreditation and 

of the 10 respondents who had transferred over 50% of their previous 

procedure notes 7 had only amended between 0 and 20%. 

15. It is evident from 14 that the majority of respondents who had transferred 

large portions of procedure notes from their previous system have developed 

very weak pre- and post-accreditation analytical approaches which the author 

firmly believes will severely impair the future effectiveness of these system, 

most particularly the lack of post-accreditation organisational analysis. 
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5.4 CONCLUSION 

In this chapter the author's survey data has been thoroughly analysed and discussed 

and significant trends and correlation identified. 

In the next chapter these trends and correlation will be summarized and developed 

into applicable characteristics for inclusion in the implementation model. 
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CHAPTER SIX 

CONCLUSIONS FROM THE ANALYSIS OF THE SURVEY DATA 

6.1 INTRODUCTION 

In this chapter the author will summarise all his conclusions derived from the 

analysis and discussion of his survey questionnaire data. 

6.1.1 Primary Motives for Achieving Accreditation 

The author believes his survey has conflrmed his proposition that two primary 

motives for achieving accreditation to I. S. O. 9000 exist. Firstly "badge hunting" or 

marketing reasons and secondly a desire to improve organisational effectiveness. 
The former is the paramount reason for most companies and is customer driven i. e. 
the vast majority of clients require certification. The author's survey results 

confirmed the high level of client pressure to achieve accreditation which exists and 

which was identified in previous studies. 

6.1.2 Motivation and the Philosophy Adopted in Implementation 

The author believes that the motives of an organisation will be a ma or determinant j 

of the philosophy adopted m implementation of a quality management system and 

that the philosophy adopted will affect the efficacy of the system In use. Because 

I. S. O. 9000 is only one element of a quality culture the approach adopted will 

influence the integrated quality strategies of a company. 

6.1.3 Different Approaches to Implementation 

The author has identified two different approaches to implementation which he has 

termed the: 

1. Comprehensive approach 

2. Analytical approach 

Taylor (1994) and Weston Jr. (1995) had tentatively identified differing techniques of 

implementation in their studies but neither had investigated this topic in depth. 
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Fifty-one percent of respondents believed they followed a comprehensive approach 

and 49% the analytical. Clearly respondents recognised, and identified with one of 

the two approaches they had the option to choose between. 

Eight-five percent of the survey total had exhibited one or more of the characteristics 

of the comprehensive approach i. e. they had taken 12 months or less to achieve 

registration, or had either used procedure notes from a previous quality system or 

procedure notes from their consultants in their system, and had not commissioned 

extensive pre-accreditation organisational analysis. 

By contrast 21% of the survey total documented only the important things they did 

and had commissioned extensive organisational analysis prior to drafting their 

procedure notes (i. e. the chief characteristics of the analytical approach). A 

significant minority could justifiably be termed analytical but a majority certainly had 

comprehensive tendencies. 

6.1.4 Comprehension of the Purpose of Implementation 

Respondents certainly understood the purpose of implementation i. e. a preventative 

system which prevents problems ftom occurring. There was almost universal 

comprehension of this (i. e. 93% of the survey total) which may be indicative of 

management commitment to Q. A. in that all respondents had a fmn grasp of the 

preventative philosophy of Q. A. 

6.1.5 The Prevalence of Consultants' Employment 

The prevalence of the employment of consultants was as wide spread in the author's 

survey as it was in earlier studies. Sixty-one percent had employed consultants (sub- 

group Ref No. 12). 

The analysis of the survey data indicates the possibility that the employment of 

consultants may not be beneficial in producing more rational (in size) quality 

manuals and favourably influencing their use and the general perceptions of 

implemented quality systems by staff. 

The employment of consultants within the sub-group of small firins in the survey 

attained a very high percentage i. e. 91%. This, the author believes, indicates the lack 
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6.1.6 

of knowledge of Q. A. and human resources in these firrns and the relative attraction 
of the D. T. I. Grant Scheme which 60% of those small fmns who employed 
consultants had used. The D. T. I. Grant Scheme was specifically targeted at smaller 
firms. 

Only 17 large or medium sized firms (i. e. 44% of the sub-group of large and medium 

sized firms) employed consultants. This might indicate a lack of managerial 

commitment to quality in that the cost of employing consultants relative to large and 

medium sized firms turnover is usually insignificant. Even if a company believes it 

has the internal resources to implement a system the avoidance of the possibility of 
beneficial advice from specialist consultants at a relatively low cost would appear to 

the author to smack of a lack of true commitment to the strategic value of quality to 

an organisation. 

However the author believes the paramount reason for the low level of employment 

of consultants by medium and large firms is connected to their managerial structure 

and operations. Most medium or large companies may have indigenous staff who are 

knowledgeable and experienced in quality assurance or who have been specifically 

selected for such training. Alternatively such companies may employ specific quality 

specialists to spearhead their implementation programmes. 

Standard Procedure Notes Provided by Consultants 

Twenty-two respondents (36% of the survey total) received standard procedure notes 

provided by their consultants. Only 30 respondents (49%) categorically stated they 

did not receive standard notes from consultants. Of those who did not receive notes 

22 had not employed consultants. 

Of the 37 respondents who had employed consultants 22 or 60% had received 

standard procedure notes provided by them. The practice of "bolting-on" standard 

procedure notes is widely utilised by consultants. 
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6.1.7 The Use of Notes from Previous Systems 

Twenty-six respondents (43% of the survey total) had used more than 20% of their 
previous procedure notes in their new manual, and 15 respondents (25%) had 
transferred more than 50% of their previous notes. This is a significant percentage of 
the survey total who have "bolted-on" previous procedure notes either in part or en 
masse. 

The existence and utilisation of the basic tenets of the comprehensive approach (i. e. 
the "bolting-on" previous procedure notes and those standard notes provided by 

consultants) has been proved to exist and be in widespread use amongst a significant 
portion of the respondents. 

6.1.8 The Use of Junior Staff 

The respondents who had used junior staff were mainly large and medium sized firrns 

and the majority of them (57% of sub-group Ref, No. 11) had not employed 

consultants. The author was very surprised not to find a correlation between the size 

of the manuals and the size of the companies i. e. the medium and large companies, in 
the main did not have medium and large quality manuals but rather medium or small 

manuals. This could be related to the employment of junior staff but, in the author's 

opinion, is more likely to be influenced by the fact that the majority had not 

employed consultants. 

The author believes the data in his survey indicates that the employment of junior 

staff in drafting procedure notes is not a major influence on the size of the resultant 

quality manuals and does not compare with the influence consultants actions have. 

6.1.9 "Bolting-On" of Procedure Notes and Its Effects 

The total of respondents who had either "bolted-on" previous procedure notes or had 

procedure notes provided by their consultants was 41 (67% of the survey total). 

Sub-Group 
Ref No. 16 

Respondents who had 
'bolted-on' either notes 
from a previous system 
or standard notes 
provided by their 
consultants 
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Table 5: Company Size and Comparisons of Correlation and Staff Willingness to Use 
their Systems. 

SMALL FIRMS MEDIUM FIRMS LARGE FIRMS 

No of Respondents 20 14 7 

Neutral correlation etc 12 7 3 

(60%) (50%) (43%) 

Negative correlation 8 2 0 
between company size and (40%) (14%) (non- 
manual size achievable) 
Positive correlation etc 0 5 4 

(non- (36%) (57%) 
achievable) 

Staff willingness to use 12 9 3 
er systems negatively (60%) (64%) (43%) 

affected by size of manuals. 

(% figures in brackets are for each category of finn size) 

The strongest identifiable trend in this sub-group Ref, No. 16 of 41 was that the 

smaller companies appeared to achieve a higher level of negative correlation between 

company size and manual size whereas the medium and large companies achieved a 

higher level of positive correlation. Although the limitations of the simplistic 

analytic model partially affected this the levels of neutral correlation also reflect this. 

In particular of the sub-group of 8 small companies who had achieved a negative 

correlation 7 (88%) had received standard notes from their consultants and 6 (75%) 

had experienced a negative effect on staff wiflingness to use their systems because of 

manual size. 

In comparison, of the 7 large firms where there was a higher positive correlation and 

stronger staff willingness to use their systems because of manual size, 6 firms had not 

received standard notes from their consultants. 

This would appear indicative to the author of a trend in which quality manual size is 

disproportionate to the size of company and that the methods of "bolting-on" in 

particular standard procedures from consultants has produced cumbersome quality 

systerns which are affecting adversely the willingness of staff to use them. 
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A significant portion of the survey (i. e. 28%) have followed the basic mechanics of 
the comprehensive approach and appear to have disproportionately large quality 
manuals which have affected adversely staff willingness to use the system. 

The author believes that the extremely high level of client pressure to achieve 

accreditation (i. e. "badge-hunting" motives) would appear to influence a significant 

minority of respondents to adopt the archetypal comprehensive approach to 
implementation. In the author's opinion, this produces a detrimental effect on the 

resultant quality systems which are cumbersome in size and which negatively affects 

staff willingness to use them. Tbe author believes these respondents ran the risk of 
developing a "compliance culture" where the paperwork system attains more 
importance than product or service quality and little or no organisational 
improvement is produced by the implementation. 

6.1.10 Managerial Commitment 

Ninety-three percent of the respondents identified the preventive ethos of 
implementation and this is, in the author's opinion, indicative of an awareness of the 

philosophical foundation of Q. A. and that senior management is involved and 

knowledgeable of the subject. 

The rate of employment of consultants amongst large and medium fmns (i. e. 17 of 

the 39 respondents in that sub-group Ref. No. 25 i. e. 44%) might cast doubt on the 

degree of commitment by companies. In the sub-group Ref. No. 24 of large fmns 

(i. e. 18 respondents) only 5 respondents (28% of sub-group Ref No. 24) had 

employed consultants. These large fmns may consider themselves self-sufficient in 

human resources experienced in and capable of implementing a quality system. 

However the employment of consultants might have produced opinions on 

implementation approach which could or could not be heeded. 

A possible explanation as to the reluctance of medimn and large companies to 

employ consultants could be that given the intense pressures of commercial 

competition pertaining within the construction industry there may exist within senior 

management a distinct dislike and distrust of external management consultants being 

given access to a company's corporate secrets and procedures. 111s, many senior 

205 



Chapter Six 
Conclusions from the Analysis of the Survey Data 

managers may believe, is their competitive edge over their rivals. Corporate 
operational secrecy may be a major obstacle to external consultancy input. 

6.1.11 Staff Willingness to Use Their Systems 

A majority of respondents (64% of the survey total) found that the size of their 
quality manuals negatively affected staff willingness to use the system whichever 
approach was adopted in implementation. Furthermore even amongst those large and 
medium f=s who had a positive correlation between their manual size and the size 
of their companies 50% still found the size of their manuals negatively affected staff 
motivation to use them. 

'Me author believes that the high level of dissatisfaction amongst respondents' staff 
to use the quality manuals because of their size may be symptomatic of a lack of 
managerial commitment to proper induction and development of a sympathetic and 
enthusiastic attitude amongst staff towards I. S. O. 9000 accreditation. This apparent 
apathy may or may not extend to other integrated quality programi-nes such as 
T. Q. M. schemes that companies may have embarked on. These attitudinal problems 
are not, in the author's opinion, a good base on which to develop the analytical 

approach the author believes is the best method of implementing I. S. O. 9000 and 

upon which subsequent T. Q. M. programmes are to be founded. 

6.1.12 Pre-Accreditation Organizational Analysis 

The author believes there is clear evidence of a lack of an analytical approach in the 

majority of respondents pre-accreditation. Only a minority of respondents (i. e. 38%) 

stated they had commissioned extensive organisational analysis prior to draffing their 

procedure notes, which is a basic necessity for the adoption of the analytical 

approach to implementation. 

6.1.13 Development of a Post-Accreditation Analytical Approach 

Pre-accreditation 23 respondents (38% of survey total) had commissioned extensive 

analysis of their organisation prior to drafting their procedure notes. Thus the 

mzýjority of companies did not fol-low an analytical approach pre-accreditation. 

Twenty-one respondents (34% of total survey) had followed the archetypal 
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comprehensive approach with no extensive analysis and the use of either previous 
notes or those supplied by consultants 

Thus it can be seen that the existence of truly analytical approaches was not 
widespread. In fact only 7 respondents (12% of the survey total) had followed the 

strict analytical approach having carried out extensive pre-accreditation analysis and 
not having "bolted on" either notes from a previous system or standard notes 
provided by consultants. 

Post-accreditation 40 respondents (66% of the total survey) had amended more than 
20% of their procedures inclusive of 27 respondents (44% of the survey) who had 

amended more than 50% of their procedures. This development of a strong post- 

accreditation analytical approach is, the author believes, very encouraging and may 

result in improved organisational effectiveness and provide a secure base for 

integrated quality programmes such as T. Q. M. to be based firmly upon. "Badge 

hunting" pressures pre-accreditation may be supplanted by an urge to improve 

organisational effectiveness as the primary motive for implementing and operating a 

quality system. 

Of those respondents who had amended 50% or more of their procedures post- 

accreditation 12 (44% of this sub-group Ref, No. 26) had stated they followed the 

analytical approach whilst 15 (56% of the sub-group Ref, No. 26) had followed the 

comprehensive approach. Of those who had amended 20% or more of their 

procedure notes post-accreditation 21 (53% of this sub-group Ref, No. 29) stated that 

they had followed the analytical approach and 19 (47% of sub-group Ref, No. 29) 

stated they had followed the comprehensive approach. 

These figures do not illustrate any particularly strong trends i. e. approximately half 

the respondents in both sub-groups would appear to have followed, pre-accreditation, 

the analytical approach and had continued to do so in the post-accreditation period. 

A similar proportion of respondents had followed the comprehensive approach pre- 

accreditation and had converted to an analytical approach post-accreditation. No 

drarnatically different trends appear recognisable. 
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However if an extension of this analysis is made a difference is apparent. The 

number of respondents who had amended 50% or more of their procedures post- 
accreditation, who believed they followed the analytical approach and who had in 

addition commissioned extensive organisational analysis prior to drafting their 
procedure notes was only 5 respondents of the sub-group Ref No. 26 of 27 

respondents (i. e. 19% of the sub-group Ref. No. 26). 

Similarly the number of the sub-group Ref. No. 29 of 40 respondents who had 

amended 20% or more of their procedures post-accreditation, who believed they 
followed the analytical approach and had commissioned extensive organisational 
analysis was only 8 respondents or 20% of this sub-group Ref. No. 29. 

These sub-groups Ref, Nos. 26a and 29a which both followed the analytical approach 

and commissioned extensive organisational analysis before drafting their procedure 

notes could be said to have authentically followed the analytical approach and to 
have continued this approach post-accreditation. The 80% of these sub-groups Ref, 

No. 26 and 29 (i. e. those that did not commission extensive pre-accreditation 

organisational analysis whether they believed they followed the analytical or 

comprehensive approach) did not authentically follow the analytical approach but 

have developed this approach post-accreditation. The author believes that this trend 

is both significant and clearly recognisable. 

Of the 40 respondents who had amended more than 20% of their procedures 24 (60% 

of sub-group Ref. No. 29) had employed consultants. Of the 27 respondents who had 

amended more than 50% of their procedures 16 (59% of this sub-group Ref No. 26) 

had employed consultants. Of the 24 respondents who had amended more than 20% 

of their procedures post-accreditation 12 had been provided with standard procedure 

notes by their consultants and of those who had amended 50% or more 5 had 

received standard notes. 

The author believes this data indicates two trends: 

a. The development in the majority of respondents of a strong post-accreditation 

analytical approach where procedures are reviewed and amended. Ile 
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proportion of Post-accreditation analysis is higher than that pre-accreditation 
and the author would propose that this is an encouraging feature for the 

efficacy of these systems in their long-term utilisation. 

b. The data would seem to confirm the earlier analysis that the employment of 

consultants is certainly not fostering an analytical approach or producing 

quality manuals proportionate to company size and which positively affect 

staff willingness to use them. If this is the case it would appear to the author 
that consultants are "badge-hunting" and following the comprehensive 

approach. Certainly of the 37 respondents who used consultants 70% (26 

respondents) found the size of their manual negatively affected the 

willingness of staff to use it. Consultants would not appear to have been 

beneficial in the development of an analytical approach or in raising staff 

enthusiasm for Q. A. 

In fact of the 39 respondents who had found the size of their quality manuals 

negatively affected staff willingness to use them 26 respondents (i. e. 67% of this sub 

group) had employed consultants. 

The author would propose that it is reasonable to expect a greater degree of staff 

enthusiasm to use their systems if consultants had played an inspiring role in 

implementation. This statistic does suggest to the author that the employment of 

consultants may well reflect the views of the authors reviewed in Chapter 7 with 

reference to the effects of disrupting existing social arrangements amongst staff. 

A similar majority of those respondents who had amended 20% or 50% or more of 

their procedure notes post-accreditation had employed consultants which indicates to 

the author a development of a post-accreditation analytical approach in which 

consultants appear not to have played a significant role and which may be in effect 

rectiýýing failings within the procedures manuals which were formulated with the aid 

of the consultants. 

209 



Chapter Six 
Conclusions from the Analysis of the Survey Data 

6.1.14 The Analytical Approach to Implementation 

The author found that a minority of respondents (sub-group Ref. No. 17) i. e. 7 

respondents or 12% of the survey, had followed a truly analytical approach to 
implementation. They had commissioned extensive organisational analysis prior to 
drafting their procedure notes and had not "bolted on" notes from a previous system 
or standard notes provided by consultants. In consequence they produced quality 
manuals which had a higher than survey_average of positive correlation to their 

company sizes. These respondents had also developed a very strong post- 
accreditation analytical approach. However it must be stated that this approach had 

not positively affected staff willingness to use the resultant manuals. 

It can be seen that although this sub-group who authentically followed the analytical 

approach to implementation has achieved a higher level of positive correlation 
between their company size and quality procedure manuals than in the survey at large 

and had certainly developed stronger pre- and post-accreditation analytical 

approaches they had failed to achieve a better than survey average in motivating their 

staff to use their quality procedures manuals because of the manual sizes. The author 

recognises that something is amiss with the authentic analytical approach and that its 

poor motivational characteristic must be amended in some way. The author's black 

and white original view of the merits of the comprehensive and analytical approaches 

to implementation have progressively become blurred and the optimum 
implementation model may well have to contain elements other than those found in 

the "pure" analytical approach. 

The group of small firms whose procedure manual size positively affected staff 

motivation to use it (sub-group Ref. No. 10) illuminated a particular trend. Their 

consultants superficially appeared to have played a positive role in implementation 

but certainly the comprehensive approach was followed by the majority of these 

respondents. However although some pre-accreditation analysis was commiissioned 

only a very weak post-accreditation analytical approach has evolved. The scale of 

this group of respondents' quality manuals was perceived to positively influence staff 

motivation to use them but the systems do not appear to be systematically reviewed 

and amended after accreditation. A third of this sub-group Ref No. 10 have quality 

manuals which have a negative correlation to their organisational size and the 
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systems appear to have been "bolted on" with the aid of consultants. The suspicion 
lingers that consultants have been used as short-term implementation resources and 
after they have departed no active managing, revision or improvement in the systems 
has occurred post-accreditation. 

The author would suspect that these firms have achieved accreditation purely for 
"badge hunting" reasons and improvements in organisational effectiveness hold little 
interest for them. 

6.1.15 The D. T. I. Grant Scheme 

Fifteen respondents (25% of the survey total) had utilised the D. T. I. Grant Scheme 

and this sub-group Ref. No. 6 was analysed because of its importance to the 
objectives of Government policy on quality management and its irnplications for the 
U. K. economy. 

6.1.15.1 Client Pressure 
Eighty percent of sub-group Ref No. 6 had experienced client pressure to implement 

a quality management system and a similar number chose "badge-hunting" reasons 
for their decision to achieve accreditation. 

6.1.15.2 Use of Procedure Notes from a Previous System 
The technique of "bolting-on" procedure notes from previous systems or standard 

notes provided by consultants was widespread. Eighty percent of the sub-group Ref 

No. 6 had received standard notes from their consultants and 53% had incorporated 

notes from a previous system. Twenty percent of sub-group Ref No. 6 had "bolted- 

on" more than 50% of their previous system. 

6.1.15.3 Staff Motivation 
A large proportion (i. e. 73% or II respondents) of this sub-group Ref. No. 6 found 

the size of their quality procedures manual negatively affected the willingness of staff 

to use it. The level of dissatisfaction in the survey as a whole was 64%. 

6.1.15.4 Pre-Accreditation Analysis 
Fifty-three percent (8 respondents) of sub-group Ref, No. 6 commissioned extensive 

pre-accreditation analysis of whom 6 had taken longer than 12 months to achieve 

accreditation. Of these 8 respondents 6 had not "bolted-on" notes from a previous 
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system but 7 of the 8 had received from their consultants standard procedure notes 
and incorporated these into their new systems. Post-accreditation 5 of these 8 had 

amended less than 20% of their procedure notes. 

6.1.15.5 Lack of Pre-Accreditation Analysis 
By contrast 40% (6 respondents of sub-group Ref. No. 6) stated they had not 
commissioned extensive pre-accreditafion analysis. Of these 6,5 had achieved 
accreditation in less than 12 months. Five respondents had also used notes from a 
previous system but 4 respondents did incorporate standard procedure notes which 

were supplied by their consultants. Five of the 6 respondents had amended post- 

accreditation between 20% and 50% of their procedures inclusive of 2 who had 

amended more than 50%. 

6.1.15.6 Two Identifiable Groups 
Two separate groups appear identifiable. Firstly a group, the majority of whom 

appear ostensibly to have adopted and followed the analytical approach pre- 

accreditation although they incorporated standard procedure notes provided by their 

consultants but did not incorporate procedure notes from a previous system (may be 

because of the non-existence of these). This group developed a very weak post- 

accreditation analytical approach. 

The second group ostensibly followed the comprehensive approach pre-accreditation 

with some respondents incorporating standard procedure notes provided by their 

consultants but the majority of whom incorporated notes from their previous systems. 

This group developed a much stronger post-accreditation analytical approach. 

T'he utilisation of procedure notes from previous systems would appear to be the most 

significant difference between the two groups. 

Thus it can be seen that two distinct trends have been identified in this sample group 

of respondents who utilised the D. T. I. Grant Scheme: 

I. Those respondents who had commissioned, with the aid of consultants, 

extensive organisational analysis prior to formulating their procedure notes. 

'Mis was done in a time considered by the author to be adequate for stringent 
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organisational analysis i. e. longer than 12 months. The majority of 
respondents in this group had not "bolted-on" previous procedure notes, 
almost certainly because of their non-existence. However the majority had 

received standard notes from their consultants. This category of respondent 
developed only a weak post-analyfical approach, to the detriment, the author 
believes, of the future effectiveness of their quality systems. 

The effects of the employment of consultants in the author's survey does 

appear to be reflective of the views of Lawrence (1991) who identified the 

social aspects of change to be more important than the raw technical detail. 

He stressed the cruciality of the human relationships and conditions 

pertaining to any change in the determination of resistance to change. 
Existing social arrangements are clearly effected by the employment of 

consultants which will have a motivational effect upon staff. 

2. Those respondents who did not commission extensive pre-accreditation 

analysis, the majority of whom had achieved accreditation in a period 

considered, by the author, to be too short for stringent and effective 

organisational analysis to be commissioned i. e. less than 12 months. The 

majority of these respondents had transferred procedure notes from a 

previous system and had received standard notes from their consultants. 

These respondents developed a much stronger post-accreditation analytical 

approach most notably in the absence of consultants. This category of 

respondent has, the author believes, made up for their short comings in pre- 

accreditation organisational analysis by actively examining and amending the 

body of previous and standard procedure notes they incorporated in their new 

system. The strong post-accreditation analytical approach they have 

developed should maintain an effective and vigorous quality system. 

It is recognised by the author that the actual time taken (i. e. I year) is not 

indicative of the effort expended in the time span. This is a weakness in the 

author's analysis. Time taken to perform a task is a poor and simplistic 

indicator of the effort involved. 
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These trends also, the author believes, identify different motivations to achieve 
accreditation or at least a possible evolution in motivational influences. If a company 
is only interested in obtaining accreditation to I. S. O. 9000 for "badge-hunting" 

reasons brought about by client pressure then why analyse and amend your system 
after you have achieved your superficial aim. It would appear that a change has 

occuffed and that it has occuffed without the influence of consultants. 

The incorporation of procedure notes from previous systems, within this sub-group 
Ref No. 6 of respondents who had utilised the D. T. I. Grant Scheme, did not appear 
to improve staff willingness to use their systems as it did in the positive correlation 

sub-group. 

6.1.15.7 Negative Correlation 
The percentage of respondents who had utilised the D. T. I. Grant Scheme and 

achieved a negative correlation between their company size and the size of their 

quality procedures manual was 40% (sub-group Ref. No. 6a). This was double the 

rate in the survey as a whole and all had obviously done this with the aid of 

consultants and the short time-scale of their appointment appears to have led to the 

"bolting-on" of notes as the only method of producing a system in the time allowed. 

Thus the employment of consultants under the aegis of the D. T. I. Grant Scheme 

would appear not to have been beneficial in the long-term to a significant minority of 

those respondents who utilised the Grant Scheme notwithstanding the limitations of 

the author's simplistic analytical model. 

6.1.15.8 Negative Correlation and "Bolting-On" notes 
This negative correlation sub-group Ref, No. 6a of respondents who utilised the 

D. T. I. Grant Scheme had a higher than survey average propensity to use "bolt-on" 

techniques especially the incorporation of standard procedure notes provided by their 

consultant. The majority of respondents who achieved a negative correlation had 

followed the comprehensive approach to implementation. 

6.1.15.9 Negative Correlation and Post-Accreditation Analysis 

The majority of respondents who had utilised the D. T. I. Grant Scheme and achieved 

a negative correlation between company size and quality procedure manual size (i. e. 

sub-group Ref No. 6a) had developed a post-accreditation analytical approach which 
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was as strong as in the survey as a whole. The significance is that this was achieved 
in the absence of consultants because their period of employment had ceased by this 

time. 

6.1.15.10 Negative Correlation and its Effects 
The author would propose that this sub-group Ref No. 6a of respondents who have a 

negative correlation between the size of their companies and their quality manuals 

and who had used the D. T. I. Grant Scheme illustrate a particular trend. The 

influence of consultants has produced cumbersome quality manuals which have a 

negative correlation to the size and scale of the companies which have produced 

them. The companies have more extensively utilised "bolt-on" techniques than the 

survey average especially using standard procedure notes from their consultants and 

the majority achieved accreditation in a period held by the author to be too short for 

effective organisational analysis although some of the respondents did state that they 

carried out extensive analysis pre-accreditation. The majority of respondents 

produced a quality manual the size of which negatively affected the willingness of 

staff to use it. 

However the striking feature of this sub-group Ref No. 6a is again that although the 

author suspects that little effective organisational analysis has occurred under the 

influence of consultants pre-accreditation a strong analytical approach has developed 

amongst the respondents in the post accreditation period when the consultants have 

no longer played a role. 

This would strongly suggest to the author that the consultants have produced 

cumbersome systems that were ineffective and required the development of the 

crucial post-accreditation analytical analysis. 

They have encouraged the adoption of the comprehensive approach ko 

implementation which has produced overly cumbersome and bureaucratic quality 

systems and which negatively affect staff willingness to use them. This may have 

vital implications for the adoption of other quality initiatives which are more 

extensively motivational in nature e. g. T. Q. M. 
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The consultants have not fostered the analytical approach or played a role in the 
development of an analytical approach which the author believes is vital to the long 

term corporate effectiveness of the respondents and the future success of other 
quality initiatives. 

6.1.16 Choice of Accreditation Body 

Within this sub-group Ref No. 6 of the 15 respondents who had utilised the D. T. I. 
Grant Scheme approximately 33% had employed British Standard Institution (B. S. I. ) 

as their accreditation body. This was below the average for the whole survey (i. e. 
49%). However amongst those respondents in the sub-group Ref, No. 6a who had a 

negative correlation between their company size and the size of their quality manual 
4 of the 6 i. e. 67% had employed B. S. I. as their accreditation body. 

An observation from the sub-group Ref. No. 6 of those respondents who had utilised 
the D. T. I. Grant Scheme was that of 15 respondents only 2 (i. e. 13% of sub-group 
Ref. No. 6) had employed an accreditation body associated with the construction 
industry i. e. Construction Quality Assurance Ltd. All the others were main stream 

accreditation bodies i. e. those whose associations are with the wider manufacturing 

sector. This level of 13% was remarkably close to the survey average of 12% for 

those respondents who utilised a construction industry specific accreditation body. 

In the sub-group Ref No. 19 who had achieved a positive correlation 65% had used 

B. S. I. as their accreditation body which is above the survey average of 49%. 

However 25% (5 respondents) had used Lloyds Register Q-A. Ltd., which was also 

above the survey average of 16%. 

In the sub-group Ref, No. 20 of those firms with a negative korrelation B. S. I. again 

made up 62% of the total. 

The author recognises that the choice of accreditation body may not be of crucial 

importance in the approach adopted and systems produced and certainly no easily 

recognisable trends were evident. 
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6.1.17 System Effectiveness Measurement Criteria 

The author defined certain effectiveness measurements prior to the issue of the postal 

survey and questions were included in the questionnaire to gauge these. They were: 

The coffelation between company size and quality manual size. 

The volume of a quality system's documentation may have an important 

influence on both the effectiveness of systems in use and in staff motivation 

to use the system. 

Neutrality of correlation was, the author believes, justifiably expected and 

major deviations from this neutrality were investigated. 

The relationship between quality procedures manual size and staff 

willingness to use it. 

Staff motivation to use a quality procedures manual may be, the author 

believes, influenced by the volume of the system and the processes involved 

in the creation and documentation of procedures. The analysis of 

motivational patterns and influences was commissioned and implementation 

approaches and techniques were identified. 

C. The scale of amendment of procedures in the post-accreditation period. 

If a system is being used by staff members that change will occur and it can 

only be assumed that change will be made to improve a system. 

6.1.18 Manual Size and Company Size Correlation 

The following trends were identified after the whole survey was analysed for 

negative and positive correlation between company size and quality procedures 

manual size. Thirteen companies with negative correlation existed (sub-group Ref 

No. 20) and 20 companies with positive correlation (sub-group Ref No. 19). 
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6.1.18.1 Small Firms and Negative Correlation 
Forty-six percent of the small firms in the survey had achieved a negative correlation 
between their company size and quality procedures manual. This compares very 

unfavourably with the large number of large firms (78% of the survey total i. e. 14 of 
18 respondents) who had achieved a positive correlation. These statistics diverge 

dramatically from the higher degree of correlation neutrality that the author believes 

could have been legitimately anticipated. 

6.1.18 2 Employment of Consultants and Correlation 
In the positive correlation sub-group Ref No. 19 a lower than survey average of 

employment of consultants was evident at 30% as against 61% in the survey as a 

whole. In the negative correlation sub-group Ref. No. 20 77% had employed 

consultants. This is, the author believes, fin-ther confirmation that consultants may 

not be having a beneficial effect on implementation as regards this measurement 

parameter of system effectiveness. 

6.1.18.3 The D. T. I. Scheme and Negative Correlation 
One respondent in the positive correlation sub-group (5% of this sub-group Ref No. 

19) had utilised the D. T. I. Grant Scheme whilst small and medium firms comprised 

70% of the survey total. Forty six percent of the negative correlation sub-group Ref 

No. 20 had utilised the Grant Scheme compared to 25% in the survey as a whole. It 

would appear, to the author, that a disproportionate number of small firms, who 

employed consultants with or without D. T. I. Grant aid, have achieved a negative 

correlation between the size of their company and the size of their quality procedures 

manual. Thus the author believes it justifiable to state that a disproportionate number 

of small firms working under the aegis of consultants and thus effectively the 

influence and authority of the D. T. I. Grant Scheme, have produced quality procedure 

manuals which do not bear a correlation to their company size. This, the author 

believes, thrusts them into conflict with a basic requirement of I. S. O. 9000: 1994 i. e. 

that the scale of a company's quality system must bear relevance to the size and scale 

of the company and its activities. 

6.1.18.4 Consultants' Influence on Correlation 

From 6.2.18.3. logically it would appear, to the author, that the consultants' 

approaches to and techniques of implementation may have had a deleterious effect on 

the quality systems created by the companies that employed them. The influence of 

218 



Chapter Six 
Conclusions from the Analysis of the Survey Data 

consultants would certainly not appear to be beneficial to many respondents' future 

organisational effectiveness. 

6.1.18.5 Correlation and "Bolting-On" Standard Notes 
Eighty percent of the posifive correlation sub-group Ref No. 19 had not "bolted-on" 

standard procedure notes provided by their consultants compared to a survey average 

of 49% and 31% of the negative correlation sub-group Ref No. 20. 

Conversely 15% of the positive correlation sub-group Ref No. 19 had incorporated 

standard procedure notes from their consultants compared to 62% in the negative 

correlation sub-group Ref. No. 20 and 38% of the survey as a whole. 

it would appear evident that the higher the propensity to incorporate standard 

procedure notes provided by consultants the more negative the correlation between 

company and manual size. 

6.1.18.6 Correlation and "Bolting-On" Notes from a Previous System 
Forty-six percent of the negative correlation sub-group Ref, No. 20 bad "bolted-on" 

procedure notes from a previous system compared to 40% in the positive correlation 

sub-group Ref. No. 19 and 52% in the whole survey. Only 15% of the negative sub- 

group Ref, No. 20 had "bolted-on" neither procedure notes from a previous system or 

standard notes provided by consultants. This figure compares to 25% in the whole 

survey and 50% in the positive correlation sub-group Ref, No. 19. 

Thus it can be seen that the level of "bolting-on" of notes from a previous system and 

standard notes provided by consultants was higher in the negative correlation sub- 

group Ref. No. 20 than in the survey as a whole and especially the positive 

correlation sub-group. This "bolting-on" is one of, if not the primary tenet of the 

comprehensive approach and the author believes it is justifiable to state that a higher 

proportion of the respondents in the negative correlation sub-group Ref, No. 20 

followed the comprehensive approach than in the positive correlation sub-group or 

the survey as a whole. 

The most apparent difference would appear to be in the numbers of respondents who 

received standard notes provided by their consultants with a much higher level of this 
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existing in the negative correlation sub-group Ref. No. 20. The incorporation of 
these standard notes into a quality system may well increase its size dramatically. 

The author believes there is indication of a definitive trend of consultants, both with 
and without the sponsorship of the D. T. I. Grant Scheme, providing small fu-ms with 
standard procedure notes which produce curnbersome unwieldy quality systems. 
These systems often have negative correlation between the company size and quality 
manual size which may not be compatible to the requirements of I. S. O. 9000: 1994 
which requires a correlation between the scale of a company's quality system and the 
size of a company and the scale of its activities. This would appear to reinforce the 
trends identified in the sub-group of respondents who had utilised the D. T. I. Grant 
Scheme. 

6.1.18.7 Correlation and Time Taken to Achieve Accreditation 
Sixty-five percent of the positive correlation sub-group Ref. No. 19 had taken 
between 12-24 months to achieve accreditation (a period the author believes is 

sufficient for organisational. analysis) compared to the survey average of 43% and 
39% of the negafive coffelafion sub-group. 

6.1.18.8 Correlation and the Comprehensive Approach 
Ile author believes it fair to state that in the positive correlation sub-group Ref. No. 

19 fewer respondents adopted the comprehensive approach to implementation than in 

either the whole survey or the negative correlation sub-group. 

A significant minority of 30% of the positive correlation sub-group Ref No. 19 

strictly and authentically followed the techniques of the analytical approach which is 

double the figure of 13% who did so in the whole survey. 

6.1.18.9 Correlation and Staff Motivation 
Positive motivation (i. e. willingness) of staff to use their quality procedure manuals 

was at 50% much higher in the positive correlation sub-group Ref, No. 19 than in the 

survey as a whole where only 36% were thus motivated and 23% 111 the negative 

correlafion sub-group Ref No. 20. Large manuals resulted in 50% less staff 

motivation than smaller manuals. 
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This may have, the author believes created far more effective motivational 
environments for the implementation of quality systems to I. S. O. 9000 and for other 
quality programmes, which have a stronger motivational basis, such as T. Q. M. 

6.1.18.10 The Effects of Positive Correlation 
Within the sub-group Ref. No. 19 of respondents with a positive correlation between 
their company size and quality procedures manual size, a ffirther sub-group Ref, No. 
19a of 8 respondents who had all "bolted-on" Procedure notes firom their previous 
quality systems was identified by the author. 

Three interesting characteristics were identified pertaining to this sub-group Ref, No. 
19a within sub-group Ref, No. 19: 

i. A very high level of "bolt-on" or transfer of procedure notes from previous 

quality systems. 

A very high level of positive staff willingness to use the quality manuals 

produced by these respondents. This appears to reflect a sense of system 

ownership as identified by Hughes and Williams (1991). 

The development of very strong post-accreditation analytical approaches 

which have resulted in the amendment of a high percentage of procedure 

notes in the post-accreditation period. The author would propose that 

because of the high level of positive staff motivation to use their systems that 

these characteristics when combined and used with others, may warrant 

finther investigation as to their merits as part of an optimum implementation 

process model. The author believes that the high level of positive staff 

motivation to use "their" systems may be caused by their familiarity with 

their previous procedure notes and if analysis then occurs post-accreditation 

when positive motivation to use the system has been cultivated this may well 

be as effective if not more so than an implementation approach which does 

not engender these positive feelings amongst staff members. 
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6.1.18.11 Correlation and Poor Staff Motivation 
Within the sub-group Ref No. 20 of respondents who had a negative correlation 
between the size of their quality procedures manuals and their company size there 

was another sub-group Ref No. 20a of 8 respondents who had all received standard 
procedure notes from their consultants. It was identified that 7 of these 8 respondents 
(i. e. 88% of this 8 respondent sub-group Ref. No. 20a) found that staff willingness to 

use their quality procedure manuals had been negatively affected. This compares to 
64% in the survey as a whole, 50% in the positive correlation sub-group Ref No. 19 

and 77% in the complete negative correlation sub-group Ref. No. 20. Certainly a 
lack of system "ownership" was evident. 

This higher than average level of staff dissatisfaction may be because of the 
imposition upon staff of voluminous unfamiliar standard procedure notes provided by 

consultants. This would appear to be the complete opposite to the trend identified 

whereby motivation to use their quality procedures manuals was positively affected 
in those who had transferred many of their previous system's procedure notes. Staff 

would appear to have been positively motivated to use their familiar old notes. 

6.1.18.12 Correlation and the Transfer of Notes 
The level of transfer of procedure notes from previous systems was lower in the 

negative correlation sub-group Ref, No. 20 and of the 6 respondents who had done it 

only 2 found staff willingness to use their quality procedures manual positively 

affected by the size of the manual. 

This is in stark comparison to the 6 of the 8 respondents in the positive correlation 

sub-group Ref No. 19a who had incorporated notes from their previous systems and 

found staff willingness to use their manuals positively affected. 

The lower levels of staff motivation and levels of previous procedure notes transfer 

may not be co-incidental. They may reflect weaker confidence amongst staff because 

of a new system which has fewer of their previous procedure notes in it. Staff 

motivation to use the new system may have been detrimentally affected by a lack of 

familiarity because fewer notes have been transferred Erorn the previous system. 

Staff may be comfortable with previous procedures especially if they have a 
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proprietorial sense of ownership if they were involved in the formulation of the 
previous system. 

Conversely staff may be resistant or antagonistic towards standard procedure notes 
supplied by consultants because: 

i. They are new and unfamiliar. 
ii. They appear to be imposed upon staff who have little input towards them. 
iii. Their introduction may be perceived to cast doubt on the capabilities of 

existing staff. 

Staff antagonism created thus may well cause strong de-motivation towards 
implementation of the new quality system and as importantly toward other 

subsequent quality initiatives which may require greater motivational effort. 

6.1.18.13 Positive Correlation and Post-Accreditation Analysis 
'Me development of post-accreditation analysis has been particularly strong amongst 

the respondents in the sub-group Ref No. 19 with a positive correlation between 

company size and quality procedures manual size. 80% of the respondents bad 

altered between 20% and 50% of their procedures as compared to 67% in the whole 

survey. More importantly 65% of the positive correlation sub-group Ref No. 19 had 

amended more than 50% of their procedure post-accreditation compared to 45% of 

the whole survey. These strong analytical approaches were developed in the majority 

of cases in the absence of consultants' influence. 

6.1.18.14 Positive Correlation, Consultants and Post-Accreditation Analysis 
Within the positive correlation sub-group Ref, No. 19 6 respondents had employed 

consultants of whom 5 had amended 50% or more of their procedure notes post- 

accreditation. Thus the strong post-accreditation analysis had occurred when the 

consultants influence was minimal or even non-existent. The strength of the post- 

accreditation approach of these respondents who had employed consultants and the 

high percentage of procedure notes which were formulated under the influence of the 

consultants and which were subsequently amended in the post-accreditation period 

must surely raise doubts as to the beneficial influence and efficacy of the consultants 
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role in implementation as so many procedure notes they helped to formulate have 
been changed when their influence has waned. 

Many of the procedure notes they helped formulate have been changed post- 
accreditation and strong post-accreditation analysis have occurred in their absence. 

Fundamentally positive correlation between procedure manual size and company size 

and strong post-accreditation analytical approaches have been developed in the 

majority of cases in the absence of consultants and where they have been employed 
their influence cannot be said to have been beneficial. 

6.1.18.15 Negative Correlation and Post-Accreditation Analysis 
Perceptions of the respondents in the negative correlation sub-group Ref, No. 20 

were that they had strong pre-accreditation analytical approaches but this was 

contradicted by the high levels of "bolting-on" they had commissioned and the 

marginally shorter period (than other sub-groups) taken to achieve accreditation. 

More significantly they had developed much weaker post-accreditation analysis 

which, the author has progressively come to believe, is more crucial in the cyclic 

evolution of implementation, operation and development of quality management 

systems. 

This sub-group Ref No. 20 with negative correlation had developed a much weaker 

post-accreditation analytical approach than either the survey as a whole or especially 

the positive correlation sub-group Ref No. 19. This weaker development may in the 

author's opinion, only further progressively reduce the effectiveness of systems if 

little revision and amendment is commissioned in the post-accreditation period 

especially if much of the original quality procedures were "bolted-on" from previous 

systems or provided by consultants. If staff do not engage actively in revision and 

amendment of their procedures, a proprietary sense of ownership may never develop 

and may perpetuate the high levels of staff antipathy towards the systems that already 

exist. 
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6.1.18.16 Negative Correlation and Poor Staff Motivation 
Seventy-seven percent of the negative correlation sub-group Ref No. 20 found that 
the size of their quality procedures manuals were negatively affecting staff 
willingness to use them. This was a far higher level of dissatisfaction than in either 
the whole survey or the positive correlation sub-group Ref No. 19 which were 64% 

and 50% respectively. 

This would appear to support the proposition that quality procedure manual size does 
have a direct effect upon staff motivation to use it. This was the author's experience 
at the case study organisation (Ryall, 1995) where a voluminous quality manual was 
found to strongly de-motivate staff in its use. 

Certainly the large statistical difference (77% versus 50%) in levels of staff 
dissatisfaction in using their systems because of manual size between the positive and 
negative correlation groups is most striking. 

This may be crucial in influencing corporate strategy towards implementation of 

quality management systems to satisfy I. S. O. 9000 and the subsequent adoption of 

other quality initiatives. 

The author believes that because of the effects of system size on staff motivation the 

encouragement of an analytical approach is vital to the successful implementation 

and more especially the effective long-term operation of quality management systems 

as a key strategic objective of businesses. 

It is evident that much more "bolting-on" of either notes from previous systems and 

standard notes provided by consultants has occurred in the sub-group Ref No. 20 

with negative correlation compared to either the sub-group Ref, No. 19 who achieved 

positive correlation or the survey as a whole. 

Also more respondents in the sub-group Ref No. 20 with negative correlation have 

taken less time to achieve accreditation, have documented all their procedures and 

not commissioned extensive pre-accreditation analysis. Thus it would appear 

justifiable to state that more respondents had adopted the techniques of the 
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comprehensive approach in the negative correlation sub-group Ref. No. 20 with poor 
results in terms of correlation between company size and quality manual size and 
which has produced very poor staff motivation to use the systems produced by this 
approach. 

The most influential difference between the two sub-groups with positive and 
negative correlation would appear to be in the numbers who received standard 
procedure notes from their consultants. The effect of incorporating such notes into a 
system may be to increase the size of the quality manual dramatically with 
deleterious effects on staff motivation to use the systems produced in this manner. 

6.1.19 Positive Staff Willingness to Use Their Systems 

Twenty-two respondents of the 61 in the survey total (36% of the survey total) 

possessed a quality procedures manual the size of which positively affected staff 

willingness to use it. The following trends were identified within this sub-group Ref, 

No. 21 of respondents. 

6.1.19.1 Positive Staff Motivation and Correlation 
A higher than survey average number of respondents had achieved a positive 

correlation between their quality procedures manual size and their company size and 

also a lower than survey average number of respondents achieved a negative 

correlation. The performance of this sub-group Ref No. 21 in this respect was better 

than the survey average. 

6.1.19.2 Positive Staff Motivation and the D. T. I. Grant Scheme 
Only 18% of the respondents in this sub-group Ref, No. 21 had utilised the D. T. I. 

Grant Scheme which was in excess of the 5% of the positive correlation sub-group 

Ref No. 19 but lower than the levels in the negative correlation sub-group Ref No. 

20 and the survey as a whole which were 46% and 25% respectively. This reinforces 

the perception that the Grant Scheme has not been beneficial in the creation of 

effective management systems in the majority of cases. The author does recognise 

that many small firms might not have been able to achieve accreditation without the 

aid of consultants. 
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6.1.19.3 Positive Staff Motivation and the Employment of Consultants 
Within this sub-group Ref. No. 21 of respondents with positive staff willingness to 
use their manuals a lower than survey average propensity to employ both the D. T. I. 
Grant Scheme and consultants was identified. 50% of this sub-group Ref No. 21 had 

employed consultants and the same number had not. This is a lower level of 
employment than in the whole survey (61%) and the negative correlation sub-group 
Ref. No. 20 (77%) but higher than the positive correlation sub-group Ref No. 19 
(30%). There appears to exist a trend whereby the lower the level of consultant 

employment the higher the level of both positive correlation between quality 

procedures manual size and company size and positive staff willingness to use their 

manuals because of their size. In this sub-group Ref No. 21 there were 10 

respondents or 46% who also had a positive correlation as well as positive staff 

motivation. This reinforces the doubts cast upon the efficacy of consultants' 

employment. 

6.1.19.4 Positive Staff Motivation and Standard Notes 
This sub-group Ref No. 21 had a similar propensity to the survey average to 

incorporate standard procedure notes provided by their consultants into their new 

quality systems. Fifty percent had done this compared to 20% in the positive 

correlation sub-group Ref. No. 19,62% in the negative correlation sub-group Ref 

No. 20 and 49% in the whole survey. 

The author believes a trend is identifiable in that the higher the propensity to 

incorporate standard procedure notes provided by consultants the lower the levels of 

positive correlation between quality procedures manual size and company size. 

This would appear to be finther evidence that the employment of consultants is not 

beneficial in regard to this system effectiveness measurement parameter. 

6.1.19.5 Positive Staff Motivation and Notes from Previous Systems 
Sixty-eight percent (15 respondents) of the sub-group Ref, No. 21 with positive staff 

willingness to use their manuals had transferred procedure notes from their previous 

system into their new one compared to 40% in the positive correlation sub-group Ref 

No. 19,46% in the negative correlation sub-group Ref No. 20 and 52% in the survey 

as a whole. Clearly a high propensity to ftmsfer procedure notes from a previous 
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system exists within the sub-group with the higher staff motivation to use their 
systems. 

6.1.19.6 Positive Staff Motivation and System Ownership 
On further analysis of this 15 respondents sub-group Ref No. 21a, who had 
transferred procedure notes from a previous system, 10 had transferred more than 
50% of their previous notes and the other 5 had incorporated between 20% and 50%. 

Consequently 46% of the whole sub-group Ref No. 21 of respondents who found the 
size of their quality procedure manual positively affected the willingness of their staff 
to use it had fundamentally incorporated their previous system procedures "en 

masse" to their new system and 68% of sub-group Ref, No. 21 had incorporated the 
bulk of their old system procedure notes. 

This strong propensity to "bolt-on" notes from their previous system may indicate 

this to be one of, if not the primary causes of the high degree of staff motivation to 

utilise their quality procedures manuals. The author would propose that this might be 

caused by powerful feelings of familiarity towards these previous procedures by staff 

who are comfortable using them. Proprietorial feelings of "ownership" may also 

exist amongst staff towards these previous notes especially if staff have been 

involved in their formulation or revision at some stage. 

6.1.19.7 Positive Staff Motivation and Bureaucracy Reduction 
The incorporation of procedure notes from previous systems is evidently a popular 

technique in implementation amongst staff and appears to the author, to produce 

positive staff motivation to utilise the new systems created. Such transfers of 

previous notes may also prevent or reduce the inflation of the volume of new systems 

especially when this technique is used, wholly or substantially, in place of the 

incorporation of standard procedure notes provided by consultants. 

6.1.19.8 Positive Staff Motivation and Pre-Accreditation Analysis 
Sixty-eight percent of this sub-group Ref No. 21 did not commission extensive pre- 

accreditation organisational analysis compared to 49% of the whole survey, 31% of 

the negative correlation sub-group Ref No. 20 and 55% for the positive correlation 

sub-group Ref No. 19. The author does recognise that this lower level of pre- 

accreditation analysis might have been because there was less need for amendment if 

228 



Chapter Six 
Conclusions from the Analysis of the Survey Data 

procedures needed little change. Clearly a weaker pre-accreditation analytical 
approach was evident amongst this sub-group Ref No. 21. This may suggest that 
extensive pre-accreditation analysis could de-motivate staff m their willingness to use 
quality systems. This could be because staff associate the extra work generated by 

pre-accreditation analysis with the implementation of their new quality management 
system which creates a ground swell of antagonistic sentiment both towards Q. A. in 
general and the new system in particular. This may partially explain the high levels 

of antagonism amongst staff (in all the sub-groups and the survey as a whole) which 
manifests itself in the large numbers of respondents whose staff find the size of their 

quality procedures manuals negatively affecting staff willingness to use them often 
regardless of whether these systems have a positive or negative correlation between 

the company size and quality manual size. 

6.1.19.9 Positive Staff Motivation and the "Path of Least Resistance" 
The time taken to achieve accreditation was shorter in this sub-group Ref No. 21 

than in the other sub-groups or the survey as a whole. This combined with the lack 

of pre-accreditation analysis and the higher propensity to "bolt-on" previous 

procedure notes allows the author to justifiably state that the majority of respondents 
had appeared to have adopted a more comprehensive approach to implementation. 

The author would go finther in describing the implementation approach adopted by 

the majority of respondents, within this sub-group Ref No. 21 of respondents who 

found the size of their quality procedures manual size positively affected staff 

willingness to use it, as having "followed the path of least resistance" both in terms 

of resources utilisation and staff perceptions. 

6.1.19.10 Positive Staff Motivation and Post-Accreditation Analysis 

The development of post-accreditation analytical approaches has been weaker in this 

sub-group Ref. No. 21 of respondents whose quality procedures manuals size 

positively motivated staff to use them than in any of the other sub-groups analysed or 

the whole survey. 10 of the 15 respondents (sub-group Ref, No. 21a) within this sub- 

group Ref No. 21 (of 22 respondents) who had incorporated procedure notes from 

their previous system had only amended between zero and 20% of their procedures 

post-accreditation and of the 10 respondents who had transferred their previous 
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procedures "en masse" (i. e. over 50% of their previous procedure notes) 7 had 

amended only between 0 and 20% after achieving accreditation. 

It is evident that the majority of respondents who transferred large portions of 
procedure notes from their previous system have developed very weak pre- and post- 
accreditation analysis. The author believes firmly that this may impair the future 

effectiveness of these systems most particularly the lack of post-accreditation 
organisational analysis. This would appear to the author to be the great danger of 
adopting the "path of least resistance" implementation approach. 

'Me author would propose that the weaker development of both pre- and post- 

accreditation analysis in both the majority of respondents who had transferred large 

portions of their procedure notes from their previous systems (i. e. sub-group Ref No. 

21 a) and in the sub-group Ref, No. 21 as a whole had possibly created positive staff 

motivation to use their systems but this may have been achieved at a potentially 

severe cost in terms of the future effectiveness of the quality management systems 
developed. 

The data does appear to suggest to the author that the high level of staff motivation to 

use their quality manual because of its size may also be influenced by the fact that the 

majority of respondents in this sub-group Ref. No. 21 have based the new systems on 

their previous systems and developed weak analytical approaches both pre- and post- 

accreditation. This, the author believes, has created high staff motivation to use their 

quality manuals because of- 

1. Its size, which is the stated reason for staff willingness to use. 

2. Staff familiarity with procedures, which in the main have been transferred 

from their previous systems. 

3. Staff motivation because of their proprietorial sense of "ownership" of these 

previous procedure notes which they may even have formulated. 
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4. Less use of standard notes from consultants which may appear to be imposed 

upon the new system and which may reflect upon the professionalism of 
existing staff. 

5. Very little extra work may have been involved in the implementation process 
if the majority of notes were transferred from a previous system and little 

analytical effort has been made either pre- or post-accreditation. Little extra 
work for staff involved in implementation may well have been a motivating 
force whereas copious amounts of organisational analytical work and 
procedure notes formulation could easily de-motivate staff and cause very 
negative staff perceptions of the new quality system and negatively affect the 

willingness of staff to use it. 

The above factors may reduce if not eliminate the legitimacy of this measurement 

criteria for gauging the effectiveness of quality systems. It is however, in the 

author's opinion, an effective measurement of motivational attitudes and staff 

perceptions of their quality systems. Its use may be, important in the study and 

creation of high motivation in staff towards quality systems but it must, the author 
believesl be combined with the development of both pre- and, most importantly, 

strong post-accreditation organizational analysis. 

The importance of strong staff motivation and perceptions of their quality systems 

will be, the author believes, one of the crucial elements in identifying and defining an 

optimum implementation model which is to be the culmination of this research 

programme. 

The convergence of high staff motivation and perceptions of their quality systems 

(usually brought about by "path of least resistance" implementation tactics) must be 

with the development of a strongly analytical approach which continuously evolves 

and develops their quality management systems to continuously improve 

organisational effectiveness as the strategic goal for companies. The encouragement 

and convergence of positive attitudinal motivation and the development of an 

analytical approach may be, M the author's opinion, the most important processes 

involved in the successful implementation of quality management systems. 
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6.2 SUMMARY 

The author believes his study had indicated certain trends in the implementation 
approaches adopted by companies in the construction industry. Client pressure to 

achieve accreditation was exerted on the majority of respondents. 

The two approaches to implementation as identified and defmed by the author are 

recognisable by respondents and they identify with one or the other although often 
they do not follow the analytical approach authentically. 

Certainly the level of understanding of the basic philosophical foundation of Q. A. i. e. 

prevention rather than correction, is universally understood which indicates, the 

author believes, a sound basic knowledge by senior managers at a higher level than 

Taylor (1994, p. 47) found with his respondents although the choice options he gave 
his respondents were both more numerous and less straightforward than those 

provided by the author. This high level of understanding of the philosophical basis of 

Q. A. may indicate a good degree of commitment by senior management to it as they 

have at least taken the time to understand the principles behind Q. A. and which 

distinguish it from other quality techniques. 'Me author's question was a rather 

simplistic test that could indicate a level of understanding without a level of 

commitment. 

The goverm-nent approach to quality assurance has been, in parý directed at ensuring 

small companies, many of whom do not possess the indigenous resources to attain 

accreditation,, have at their disposal resources which will allow them to implement 

quality management systems. An important part of this policy has been the D. T. I. 

Enterprise Initiative Grant Scheme that enabled small fmns to employ Q. A. 

consultants at subsidised rates for a set period. 

The author believes his survey has indicated that the employment of consultants has 

not been beneficial in developing concise quality manuals which have a correlation to 

the size of the companies producing them and that the consultants have not positively 

affected the willingness of staff to use these manuals. Also consultants have not 

fostered an analytical approach either pre- or post-accreditation. The author believes 
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that because of this the best long-term interests of companies have not been served by 
the employment of consultants and consequently by a main plank of Government 
quality assurance policy. To understand the root causes of these problems which, the 
author's survey indicates exists, the development of the D. T. I. Enterprise Initiative 
Grant Scheme must be analysed and related to the unique nature of the construction 
industry. 

The D. T. I. Grant Scheme was developed to enable smaller firms to have access to 

experienced and skilled Q. A. consultants to enable them to implement quality 
management systems. Only experienced consultants were allowed to register on the 
lists of approved consultants who could be employed by grant recipients. These 

experienced consultants had gained their experience in the manufacturing sector 

where the development of I. S. O. 9000 had taken place. Therein lies the crux of the 

problem. There is a significant difference between the operation and management of 

manufacturing and construction sectors. 

The unique nature of each construction project which is always undertaken on a 

unique site with a disparate workforce assembled for the particular project, produces 

an industry that does not have the homogeneity of manufacturing industry. 

Most characteristics of the construction industry mitigate against the implementation 

of management systems based on a systematic and consistent documentation of 

procedures. The development of I. S. O. 9000 occurred in manufacturing where the 

standard procedures and clauses can, with relative ease, be transposed between 

different fmns in different sections of the manufacturing sector. 

In construction such transposition is much more difficult. The philosophical basis is 

more easily applicable but the standardisation of procedures and clauses and 

transposing them is much more difficult because of the far greater number of 

variables that exist in the construction sector. The average contractor's site agent 

may have company procedures imposed on him but his situation may change on a 

weekly if not daily basis. He may move intermittently between various project sites 

each which may involve different building types and construction processes. He may 

alternate between sites where, on the one hand, he knows most if not all of the 

233 



Chapter Six 
Conclusions from the Analysis of the Survey Data 

numerous sub-contractors operating on a particular site and on the other hand may 
find himself in charge of a large number of sub-contractors of whom he has no 

experience of their work quality or capacity on a site to which he has never 

previously been. 

It may be that the system of Q. A. procedures is too rigid for the peculiar 
circwnstances of the construction industry and that alternatives must be considered. 
Two options would appear to the author possible: - 

1. Attempt to cater for all variables and in consequence produce a very large 

quality manual. Such a manual may cover almost every eventuality which 

may occur in any construction process but its size will make it extremely 

cumbersome in use which, in the author's opinion, will negatively affect staff 

willingness to use it and generally act as a de-motivating influence in the 

implementation of quality management systems and other integrated quality 

initiatives. This would be the comprehensive approach as espoused by 

Duncan et al. 

2. Only impose the philosophical background to Q. A. i. e. set a standard at a 
higher overall level but do not anchor employees to the detail which they 

must slavishly follow. In following this option staff would be allowed 

greater flexibility in how they achieve quality at the procedural level. This 

option might overcome the numerous variables involved in the construction 

process and which cause the problem when attempting to draft procedures to 

cover all these variables. However it must be recognised that if the second 

option is followed a coherent system must be retained which allows effective 

monitoring and control of the more flexible quality management system 

envisaged. This approach would be akin to Hughes and Williams analytical 

approach. 

The author believes that his survey results indicate that the influence of consultants 

has followed the pattern outlined on the last pages and that because of their past 

experience in manufacturing they have developed cumbersome quality manuals 

which attempt to cover all possible variables. This approach of transposing one 
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system from one industry and company to another i. e. the bolting on of standard 
procedure notes and notes from previous systems as described by the author, may 
have worked in manufacturing companies but, has been, in the author's opinion, less 
successful when transferred to companies in the construction industry i. e. those 
examined in the author's study. The resultant systems do not have a correlation to the 
size of the companies and have negatively affected staff willingness to use them 

'Me author would propose that the adoption of the analytical approach as espoused by 
Hughes and Williams (1991) may be of especial value to the construction industry. 
Hughes and Williams (1991) encourage the development of an analytical approach 
which only documents the important activities of a company rather than all the 
activities a company performs and which encourages continuous review and 
refinement of these procedure notes to encourage continuous improvement. Thus it 

can be seen that their approach does not encourage the production of a cumbersome 
procedures manual but only documents the procedures vital to an organisation's 

commercial well being and operation. The author would propose that given the 

philosophical basis to Hughes and Williams' (1991) approach it would appear best 

suited to the construction industry in that it does not attempt to document all 

procedures thereby attempting to cover all variables and contingencies. It 

concentrates on important procedures i. e. the application of standards at a higher 

level with the detail i. e. the minutiae of individual task description left to the 
discretion and control of the individual concerned. Monitoring and control of the 

system is ensured by strict documentation control and traceability and control 

mechanisms such as check lists which are employed vigorously. 

The author would further propose that Hughes and Williams' (1991) ethos of 

continuous improvement by review and development of their procedures is not only 

compatible with the requirements of I. S. O. 9000: 1994 but would appear to be the 

perfect foundation of complimentary strategy for the implementation of an integrated 

quality programme such as T. Q. M. 

The discussive, developmental methodology of T. Q. M. would appear strikingly 

similar to Hughes and Williams' (1991) approach to quality management system 

implementation but with the latter having the documented structure required by 
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I. S. O. 9000. Similarly the concentration of Hughes and Williams (1991) on 
documenting only the important procedures is similar to the technique of Paretto 

analysis often utilised in T. Q. M. programmes and which attempts to identify the 
small percentages of problems which cause the great majority of additional costs i. e. 
the 80-20 rule where 80% of additional costs are related to 20% of problems. The 
inter-meshing of the two quality programmes with Hughes and Williams' (1991) 

approach would appear to facilitate the overall quality strategy of continuous quality 
improvement. 

Employment of consultants either with or without D. T. I. Grant Scheme aid, does not 

-appear to have been beneficial to the majority of respondents in developing quality 
systems that will improve the organisational effectiveness of the companies in the 
future. 

Respondents who employed consultants have achieved an above average level of 

negative correlation between the size of respondents' quality procedures manuals and 
the size of their companies. Consultants employment, in the main, has not abetted 
the development of pre-accreditation analytical approaches and the development of 

post-accreditation analytical approaches has invariably occurred when their influence 

has been minimal i. e. after their employment has ceased. 

The employment of consultants has not engendered high staff motivation to use their 

quality procedures manuals be it under the aegis of the D. T. I. Grant Scheme or not. 

Three system effectiveness measurement criteria were employed namely staff 

willingness to use their system, the scale of change in these procedures post 

accreditation and the correlation between procedures manual size and company size, 

and these indicated that: 

Respondents who employed consultants have developed quality procedures manuals 

that are larger than the size of their companies would appear to warrant. 

The analysis of the system effectiveness measurement parameters identified certain 

implementation characteristics upon which consultants have not had a beneficial 

236 



Chapter Six 
Conclusions from the Analysis of the Survey Data 

effect. Consultants' influence tended to increase manual size and consequently did 

not positively affect staff motivation to use their systems. This links to a finding that 
quality procedure manual size would appear to have an influence on staff motivation 
to use them. 

The provision of standard procedure notes by consultants appeared to have a de- 

motivating effect on staff willingness to use their quality produce manuals. This 

appeared to be because: - 

a) These standard notes increased the overall size of quality systems. 
b) The standard notes appeared to increase the unwillingness amongst staff to 

use the systems. 

A large number of companies employing consultants have amended more than 50% 

of their procedures post-accreditation with the majority having amended more than 

20% of their procedures post-accreditation. 

The research identified implementation characteristics upon which finther 

investigation could aid the development of an optimum approach toward the 

development of quality management systems for use within the construction industry. 

These characteristics included: 

1) Quality manual size would appear to have an influence on staff motivation to 

use them. Large manuals resulted in 50% less staff motivation than smaller 

manuals. 

Consultants' influence did not reduce manual size and consequently did not 

positively affect staff motivation to use their systems. 

3) Ile comprehensive approach appears to increase quality manual size with a 

corresponding drop in staff motivation to use it. 
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4) The analytical approach appeared to foster analysis, both pre and post- 

accreditation, which complements the characteristics of other integrated 

quality programmes such as T. Q. M. 

5) The process of "bolting-on" either standard procedure notes provided by 

consultants or procedure notes ftorn previous quality systems was rife and 
caused negative correlation between company size and quality procedures 

manuals size. 

6) The provision of standard procedure notes by consultants appeared to be a 
de-motivating influence on staff willingness to utilise their quality procedure 

manuals. The author believes this to be because: 

a) These notes increased the size of quality systems. 

The author's experience at the case study organisation (Ryall, 1995) 

suggest that standard notes may cause antagonism amongst staff 

because the imposition of standard notes may be perceived as indirect 

criticism of their competence. 

The incorporation of procedure notes from previous systems appeared to 

create very strong staff motivation to use their system. This may have been 

caused by: 

a) Staff familiarity with their system procedure notes. 

b) A proprietorial sense of ownership of these notes and which reflects 

well on their competence. 

C) Less work generated by the transfer of their notes from their previous 

system rather than drafting new notes. 

8) The transfer of procedure notes from a previous system was often 

accompamed by a weak pre-accreditation analytical approach but a strong i 
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post-accreditation analytical approach. The respondents followed the "path 

of least resistance" to achieve accreditation, but those respondents who 
achieved a positive correlation had developed a vigorous post-accreditation 
analytical approach which bodes well for the future effectiveness of their 
systems whereas those who had followed this "path" in the sub-group of 
respondents the size of whose quality procedures manual had positively 
affected staff willingness to use them had not developed such analytical 
approaches in the post-accreditation period. The development of an optimum 
implementation model must take account of these different trends and adopt 
the most appropriate technique. 

9) A majority of firms with negative correlation between the size of their quality 
procedures manual and their company size and of those respondents who 
found the size of their quality manual negatively affected staff willingness to 

use it, had followed the comprehensive approach with the development of 

weak pre and post-accreditation analysis. 

The stringent adoption of the analytical approach had evidently produced, for a small 

minority of the respondents, an above average achievement of positive correlation 
between company size and quality procedures manual size and the stronger than 

average development of both pre- and post-accreditation analytical approaches. 
However this approach had not achieved positive staff Willingness to use their 

systems because of the procedures manual size. The motivational challenge had been 

failed although other important effectiveness parameters had been satisfied. 

The author has progressively recognised that the stringent adoption of either the 

comprehensive or the analytical approach to implementation may not be the optimum 

solution and that elements from each approach, or at least adaptations of these 

elements, may be necessary to formulate the optimum implementation model. 

This optimum implementation and evolution model will recognise the connection and 

compatibility between the analytical approach to implementation and other 

motivational quality initiatives such as T. Q. M. 
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The model will recognise that the use of the analytical approach to implementation 

with amendments (i. e. the optimum implementation model perhaps based on the path 
of least resistance model identified in the survey) may automatically develop strong 
staff motivation upon which the motivational techniques such as T. Q. M. can 
successfully be based. The optimum implementation model becomes the cornerstone 
of an integrated strategy for quality not treating Q. A. or T. Q. M. as an initiative in 
isolation. 

This strategic approach to quality will also recognise that the Analytical Approach's 
(i. e. the optimum implementation model when defined) objective is improvement in 

organisational effectiveness whereas the comprehensive approach's objective is 
"badge-hunting". The former is a strategy i. e. annual improvement affecting both 

supply side (costs of production) and demand side (sales and revenue) over the long 

term whereas the latter is only a tactical initiative which may affect the demand side 
by retaining market share in the short term but does not affect the supply side and 
even the demand side effect becomes neutralised when I. S. O. 9000 accreditation 
becomes the market non-n or a minimum requirement. 

In the author's opinion the implementation approach adopted will be vital to the 

corporate health of any organisation and implementation to I. S. O. 9000 can be the 

optimum preparatory springboard for any corporate quality strategy. 

The difference between the comprehensive approach and the analytical approach (or 

refined into the optimum implementation model) is that the former is a tactic whereas 

the latter is the basis of a strategy. The recognition of this difference is crucial, the 

author believes, to successful implementation to achieve accreditation to I. S. O. 9000 

and subsequently for the development and implementation of a full quality strategy 

comprising the various other techniques. 

Until recognition occurs that quality management system implementation and 

development is a strategic value-adding and cost reducing mechanism rather than an 

additional element of cost then staff perception of Q. A. as a vital element of an 

integrated quality programme will remain negative and few improvements to 

organisational effectiveness and consequently corporate profitability will accrue. 
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Without a change of attitudes and perceptions towards Q. A. and its underlying 
philosophy the full benefits of implementation will not be gained. The importance of 
a full understanding of Quality Management and the correct choice in 
implementation and development approach cannot be overstated. 

The author would argue that organisations which use accreditation to I. S. O. 9000 as a 
pre-qualifier should recognise and acknowledge the different motivations that 
companies have in achieving accreditation and especially the effects different 

methods of implementation may have. They may improve quality more effectively 
by monitoring the approach adopted by their potential suppliers. A supplier's 
possession of the quality standard may not be enough rather how they implemented 

and achieved it may be the critical aspect. 

Government policy on quality management has been focused on the perceived 
benefits for companies of employing consultants for the implementation process. 
The author's study has found that the development of post-accreditation analytical 

approaches, which he firmly believes are vital to the improvement in organisational 

effectiveness which is the aim of quality management, have not developed under the 

tutelage of consultants but rather after their influence has become minimal or non- 

existent. 

Sixty-seven percent of respondents in the author's survey amended between 20% and 
50% of their procedures post-accreditation and 45% had changed 50% or more of 

their system procedures. 

However without the initial aid of consultants employed under the D. T. I. Grant 

Scheme many small companies may never have achieved accreditation to I. S. O. 

9000. 

Subsequently the development of analytical approaches to the evolution of these 

small companies' quality systems (as witnessed in the author's survey by the large 

amendments made to procedures post-accreditation) would not have occurred 

whatever the disadvantages of the employment of consultants. Without consultants 

many small companies may not have achieved accreditation to I. S. O. 9000, which 
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can be described as the beginning of the process of implementation and evolution of 
quality systems. This first stage of implementation and evolution is the vital first 
hurdle to be cleared after which the development of a post-accreditation analytical 
approach can occur. Companies must take their own destiny in their hands in the 
next stage of implementation and evolution and analyse and amend their systems 
where necessary. Thus it can be seen that the tactical first stage of implementation is 

often achieved by following a bureaucratic comprehensive approach to 
implementation under the guidance of consultants and which culminates in achieving 
accreditation to I. S. O. 9000. The next stage is the evolution of a tactical 

comprehensive bureaucratic approach into an analytical one, the aim of which is the 
improvement of organisational effectiveness. 

From his survey the author has witnessed the evolution of a short-term tactical 

approach to Q. A. implementation develop into a corporate quality strategy. K- 

This chapter has analysed the data generated by the author's survey and identified 

significant trends in the implementation approaches adopted by respondents. The 

conclusions summarised in this chapter will form characteristics of the 

implementation model after corroboration or further investigation, where necessary, 

in the next chapters. 

In the next chapter the author will review seminal authors on the topic of change 

management in an attempt to corroborate, or otherwise, his conclusions formed in 

this chapter. 
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CHAPTER SEVEN 

LITERATURE REVIEW PART B: 

THE MANAGEMENT OF CHANGE 

7.1 INTRODUCTION 

This second part of the literature review was conducted after the author had 

completed his survey and analysis of the data. This choice was made so as to prevent 

any pre-conceptions influencing the development of the questionnaire and the 

analysis of the data. The author sought corroboration, or otherwise, of the 

conclusions produced from the analysis of the survey data. The conclusions to this 

chapter form characteristics of the implementation and evolution model. 

The writer has reviewed authors, whose work the author believes are seminal in the 

field of change management, based on research work conducted over 30 years ago. 

The other sources are contemporary writers on the subject active in the 1990's. 

The seminal works were deemed so because they were reproduced in the 1990's in 

the Harvard Business Review, forty years after original pubhcation. 

The following topics were deemed necessary for investigation: 

i. A very brief overview of the development of management theory with the 

aim of illustrating the major trend evident in this development in the 

twentieth century. Brevity was considered essential in this overview as this 

topic could satisfy several Ph. D. requirements on its own. 

ii. The nature and scale of organisational change and its effects. 
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iii. Strategic planning for change as the author believes that the comprehensive 
approach may be adopted only as a short term tactic whereas the analytical 
approach may be considered strategic and part of an overall quality strategy. 
The management of organisational change which, in the author's opinion, 
will be vital to firms if they are to adopt a strategic approach to quality and 
an optimum implementation approach to I. S. O. 9000 accreditation. This will 
encompass resistance to change, strategies to reduce resistance and the 
development of communication strategies to aid staff indoctrination 

(induction) programmes. 

7.2 

7.2.1 

iv. Leadership in its particular relevance to the role of senior management in 
Q. A. implementation and which has been identified as a major influence on 
the success or otherwise of implementation initiatives. 

V. Reiteration of the main conclusions from the author's survey and any 

research work which may reinforce the author's findings. From this the 

author will define any strategies and tactics which may be viewed as 

essential to follow in the effective management of change and consequently 

as components of the implementation and evolution model. 

THEORIES OF NUNAGEMIENT 

Trends in the Twentieth-Century 

Dixon (1991) places the evolution of management theory into four largely 

consecutive schools or approaches: 

(1) 1880 - 1920 

(2) 1910 - 1940 

(3) 1940 - 1970 

(4) 1970 - Present 

Classical approach 

Human Relations school 

System approach 

Contingency approach 

As democratisation of society grew stronger in the industrialised nations this has 

been accompanied by a concentration on the psychological characteristics of the 

human resources involved in the production processes that make up the economies of 
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the major industrialized nations. This realisation that people may be the most 
important factor of production or perhaps more accurately stated, that they maybe the 
most important factor for improving productivity and product quality has, the author 
believes, been the recurrent theme and thread between the major management 
theorists this century. 

Even the scientific management proponents lead by Taylor were humanist in 
approach although they may appear mechanistic and scientific in technique. Taylor's 

major concern was to improve productivity in production but for the mutual benefit 

of both owners and labourers. Higher wages could be paid for higher productivity 
and higher profits would flow from this virtuous spiral which was in stark contrast to 
the destructive spiral of poor industrial relations which lead to decreasing 

productivity and lower wages. 

Koontz and Weihrich (1988, p. 27) sunimarise his approach: 

He believed that the application of scientific methods, instead of 
custom and rule of thumb, could yield productivity without the 
expenditure of more human energy or effort. 

Taylor possessed a strong "sense of ownership" of the processes he was involved in 

and this formed the basis of the development of his theories. He recognised the need 
for continuous change and improvement. Many observers may consider Taylor's 

approach to have been overly mechanistic and scientific but he was keenly aware of 

the importance of human resources and their characteristics and the paramount role 

they play in productivity. 

Many of the subsequent theorists (Mayo, Argyris, McGregor, Maslow, Herzberg and 

others) were more overtly involved with the motivational aspects of human resources 

but the earlier theorists were also deeply involved in this topic in their endeavours. 

The author believes this illustrates the importance in management and the 

implementation of managerial change of motivational forces and its associated 

themes of leadership and organisation and that these have been foremost in the nuinds 

of the major management theorists of this century. 
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I'lie development of managerial theory in the 20th_century culminates with the 

modem day contingency theories that stress flexibility in managerial approach and 
the ability to act differently in different and changing circumstances. 'Mis surely 
reflects the ever increasing speed of technical development in modem economies and 
the need to manage change, which has become a vital aspect of corporate survival. 

In summary, flexibility in managerial thought and deed in association with the 

recognition of the need for regular change and an emphasis on the psychological 

characteristics, needs, and influences of the human resources of production processes, 
have been the dominant trends in the second half of this century. 

7.2.2 Macro versus Micro 

Another important strand of the development of managerial theory has been in the 

approach authors of the subject have adopted. Contemporary authors have placed 

greater emphasis on the contextual element of change management both internal and 

external. They adopt, what the author would describe as a macro approach to the 

subject which is concerned with the nature of an organisation and the environment in 

which it operates and change occurs. Dawson (1994, p. 42) describes external and 
internal contextual factors thus: 

".... changes in competitors strategy and the level of 
international competition, government legislation, changing 
social expectations, technological innovations, and changes in 
the level of business activity, whereas the five key internal 
contextual factors comprise: human resources; administrative 
structures; technology; product or service; and history and 
culture. " 

The author believes the earlier behaviouralists were less concerned with contextual 

issues. Connolly (1998, p. 8) describes the difference thus: 

"Most of the early literature was acontextual, that is it 
ignored the nature of the organisation and the broader 

environment within which the changes are taking place. " 

The author would describe their approach as inicro-orientated i. e. with the study of 

the particular organisatiOn somewhat in isolation from numerous contextual factors. 
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This micro-approach was of more relevance to the author's study in that the 
techniques and approaches adopted by respondents in implementation were of 
paramount interest to the author. To have concentrated effort on numerous 
contextual issues would not have been of benefit although it is clear some have 
entered into this investigation (i. e. the effects of consultant employment and the 
D. T. I. Grant Scheme or client pressure). 

7.3 THE NEED FOR CHANGE 

The need for change in modem organisations is summarised well by Camell (1991, 

P. 1): 

Change is all around us and the capacity to manager change effectively 
is the crucial attribute of a successful manager in today's organisations. 

He (199 1, p. 1) further identifies the implications this has for managers who must 

strive to: 

... identify what needs to be changed to secure improved performance 
and effectiveness for their own organisation. 

This statement reflects the author's view of I. S. O. 9000 implementation. The 

changes brought about by implementation of a quality management system to achieve 

accreditation to I. S. O. 9000 should not simply be to achieve a badge but to improve 

organisational performance and effectiveness. Otherwise the often dramatic effects 

caused by change may be for nothing or worse may actual cause so much resistance 

as to actually cause a detenoration in organisational performance and effectiveness. 

O'Connor (1993, p. 1) describes the change in market operation which has occurred at 

the end of this century thus: 

In the last years of this century, the customer has gained control of the 
market place. This dramatic shift of power is perhaps the logical end 
result of the 200 year-old industrial revolution. 

O'Connor (1993, p. 2) states the most important realisation that has occurred because 

of this: 
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They already realise that change is now inevitable. 

The author's case study organisation faced traumatic change prior to the 
commencement of their quality improvement initiatives. The organisation had 

operated under near monopolistic conditions of supplying design services to the 
Health Service capital procurement authority. This sheltered commercial existence 
with virtually no competition was to change with privatisation where this was 
deemed beneficial under the last Conservative Government's drive to reduce the size 
of the public sector. 

Kotter and Schlesinger (1991, p. 67) define the implications for managers of ever 
increasing change: 

Today, more and more managers must deal with new government 
regulations, new products, growth, increased competition, technological 
developments, and a changing work force. In response, most 
companies or divisions of major corporations find that they must 
undertake moderate organisational changes at least once a year and 
major changes every four or five. 

Lawrence (1991, p. 77) believes that change is inevitable and vital for increases in 

productivity without which our economies would stagnate. 

The dynamic for change in the vast majority of the author's survey population (84%) 

was market demand i. e. client pressure to achieve I. S. O. 9000 accreditation. Illus 

change was inevitable for these companies and could not be resisted if they wished to 

continue working for their clients. For these companies change was mandatory. The 

other survey respondents initiated change for more innovative reasons i. e. to improve 

organisational effectiveness. Market pressure is clearly evident in the author's 

survey and is one of O'Connor's (1993, p. 22) five external forces: 

0 Govemment 

0 Social values 
Technology 

Consumer need 

0 Competition 
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She (1993, pp. p22-23) describes the effects and influence of these as: 

These forces are influences which surround the company and have an impact on its business 
... The task of planning change includes 

studying and understanding outside events in order to maximise, benefit 
and minimise difficulty resulting from their influence. 

The contextual issues involved in change management are immediately evident in 
both Connor and Kotter and Schlesinger's work. 

7.4 THE NATURE AND SCALE OF CHANGE AND ITS EFFECTS 

7.4.1 The Nature of Change 

As described in the last section the case study Design Practice faced the prospect of a 
traumatic change brought about by a very dramatic change in their commercial 

circumstances. The actual change for them was a fundamental one although it may 
have appeared less so to a superficial observer. They did have a system of 
documented procedures In their design process (i. e. CAPRICODE) but the new 

system which they created was fundamentally different to the Government standard 

they previously followed. Their new quality management system to I. S. O. 9000 was 

radically different. Unlike its predecessor the new system was to be monitored by a 

third party. This monitoring body would examine the competence of the new system 

and the staff using it both by its own external audits but also by virtue of the internal 

audits commissioned as an integral part of the accreditation system. 

Thus it can be seen that this change of system immediately created two significant 

causes of staff resistance to necessary and inevitable change: 

I. External audits by the accreditation body - the common external enemy. 

2. Internal audits by the appointed quality team auditors - the much more 

,C coffosive" enemy widiin. 

Two sources of staff resistance generation have been created immediately in the 

I. S. O. 9000 implementation process. The first are the common external enemy 

against whom all staff can unite, but the second source of resistance can be far more 

corrosive in that internal auditors could easily be perceived as the "enemy within". 
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They could easily generate more difficult and potentially dangerous covert resistance 
which is more difficult to recognise and combat. 

The more radical a change is the greater the likelihood of resistance from staff 
towards the change. 

But what is radical change? Radical may be considered as changing 80% of a 
company's procedures whereas only changing 20% of these procedures might be 

considered much less radical. However the 80% of the procedures may be the less 

important ones and the 20% could be vital to a company's operations. The former 

change will therefore be much less radical and important than the latter. Perceptions 

of change and its nature can be misleading. The nature of change is often the more 
important aspect rather than the scale of change. In particular the perception of 

change to staff will be vital. 

Staff s perception of change may be that it is dramatic but I. S. O. 9000 certainly does 

not require this. The standard requires an organisation to document what it does With 

various clauses outlined for guidance. The standard in no way requires a company to 

change its activities to fit the standard, quite the reverse in fact. The revised 1994 

standard (clauses 4.1.1 and 4.2.2) stress the need for relevance of a quality system to 

the organisation implementing it and its customers: a company need only document 

what it does rather than change what it does. Therefore no undue bias towards 

change is created by the I. S. O. 9000 standard but rather by perceptions and 

misconceptions of the philosophy behind Q. A. and I. S. O. 9000 in particular. 

Docurnent what you do to make the standard fit you rather than change what you do 

to fit the standard. 

An analytical optimum implementation approach's aim will be to limit the scale of 

change i. e. by only documenting important procedures and changing procedures only 

if and when this is necessary. This limitation of change may affect staff perceptions 

of the scale and nature of change and consequently may affect the level of resistance 

to change. 
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At the case study Design Practice the nature of change was radical and the staff 
perceptions of its scale were dramatic. A voluminous new system was created with 
the radical change that third party auditors accompanied this change. This was the 
worst scenario possible. Essential change (i. e. the need to achieve I. S. O. 9000 
accreditation) was achieved by superficially dramatic and radical change to a 
documentation system. This process created very strong and widespread resistance. 
The actual change in operating procedures may have been minimal but the perception 
was of ftmdamental change. The aim must be to minimise the actual change and staff 
perceptions of change whilst maximising staff comprehension of the need for change 
and the benefits to be accrued from the process. 

The incorporation of standard notes from consultants is very radical dramatic change 
i. e. it may involve completely different procedures being imposed on a company by 

outsiders and this may cause great antagonism or resistance. Tle incorporation of 

notes from a previous system is much less radical change in actual procedures and in 

the source or cause of the change. This appears to engender much less resistance. 
The actual change (e. g. the different procedures) and the source of change (e. g. the 

employment of consultants) will be crucial in the author's opinion. The simple act of 

employing consultants may be a change which generates great staff resistance on its 

own. It may be perceived as severe indirect criticism of existing staff and their 

methods. 

O'Connor (1993, p. p. 15 -16) identifies three types of change: Routine, Improvement 

and Innovative. The type of change (routine, improvement or innovative) and the 

degree of resistance each generates and the need to indoctrinate staff to believe 

change is the type which generates least resistance is a vital technique. 

The level of resistance to each type of change will differ with that associated with 

innovative change being generally accepted as the greatest. This is caused by the 

perceptions of staff towards the change. They may not fully understand the need for 

innovative change in that this need may be a longer-term strategic necessity which 

senior management has idenfified. The task for management is then to effectively 

communicate their perception of the need for this change to staff members. 
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To reduce staff resistance there must be a coincidence of senior management's and 
staff s, perceptions of the need for change. 

7.4.2 Analysis of the Category of Change and Successfid Change Evaluation 
O'Connor (1993, p. p. 16-17) describes a process for identifying and categorising the 
type of change planned by an organisation by use of a simple questionnaire: 

Routine 
1. Is the change cyclical? 
2. Do employees anticipate this change? 
3. Does the change mean moving from one routine to another? 

Improvements 
4. Will the change provide a better way to conduct present activities? 
5. Does change enhance an existing activity? 

Innovative 
6. Is the change an entirely new approach or idea for the company? 
7. Does change require rethinking current company procedures? 

The need to classify change is important. Any form of change, however small, will 
cause disruption to staff, which generates resistance. The type of change will affect 
the degree of resistance and therefore different strategies must be developed for 

different types of change. 

Using O'Connor's questionnaire approach to change identification would suggest 
that ninplementing a system to I. S. O. 9000 is a mixture of improvement and 
innovative change. The analytical or optimum approach to implementation will aim 
to both "enhance an existing activity" (O'Connor's question 5 p. 16) and "require 

rethinking current company procedures" (question 7 p. 16). This will be the whole 

thrust of the optimum approach i. e. to encourage an analytical approach which fosters 

continuous improvement to procedures. Not change for change's sake but 

continuous improvement. It does not mean changing existing procedures to fit the 

requirements of the I. S. O. 9000 standard but rather only documenting those activities 

which are relevant to the company's needs and those of its clients and continuing 

analysis of these procedures to improve them where possible. 

In the case study Design Practice the change was of an Innovative nature in that third 

party accreditation was a new concept for the organisation and their changing 

252 



Chapter Seven 
Literature Review: Part B 

commercial circumstances should have required them to rethink current company 
procedures. There was a real and urgent need to reduce their bureaucracy and 
improve their corporate effectiveness if they were to compete in their new market 
conditions. 

Similarly for the majority of the author's survey population these factors were 
present although the latter factor (i. e. does change require rethinking current 
company procedures) was less insistent in that the majority of respondents were 
already competing, to varying degrees of success, in open markets. They all faced a 
mixture of improvement and innovative change. The approach they adopted would 
determine more fully the type of change engendered and the level of success in 

achieving this change. 

7.4.2.1 Change Evaluation 
In the author's survey the parameters for measuring respondents' success in 

achieving change are: 

1. The level of staff motivation to use their systems i. e. the level of staff 

resistance to change. 

2. 'Me level of usage of the system and consequently the level of system 

amendment i. e. change, which we can justiflably believe to have occurred In 

an attempt to improve systems. 

The comprehensive approach was seen to achieve lower measurement in both 

parameters whereas the analytical approach was better but not optimum. The path of 
least resistance approach was seen to be the possible basis for the development of an 

optimum implementation model. 

The comprehensive approach, as adopted by many respondents in the survey, has a 

very high degree of superficiality. A new system of written procedures, supplied by 

consultants with little or no corporate analysis, is imposed on a company. Many of 

these procedures may have little or no relevance to a company's activities but appear, 

superficially, to satisfy the various clauses of the I. S. O. 9000 standard. They do not 

satisfy the spirit of relevance vital to the revised standard. This system de-motivates 
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staff in using it because of its inflated size. This inflated bureaucracy is found to be 
little altered in the post-accreditation period because minimal change occurs to the 

system. No analytical approach is fostered which would encourage system revision 
and improvement. 

This would appear to the author to be a worst case scenario in change management. 
Necessary change (i. e. because of client pressure to achieve I. S. O. 9000 

accreditation) has been achieved but at a high price. Strong staff resistance has been 

engendered and an ineffective system has been produced and which has not produced 

any evidence of real organisational improvement or innovation. Necessary change 
has been achieved with few benefits and many serious disadvantages. 

7.4.3 Perceptions of the Need for Change 

One of the most important functions of senior management in change management 

will be the communication of the necessity for strategic change to staff. This will 
involve the transfer of their perception of this to staff whose perspective will be 

different. 

The first step in this process is to identify what needs changing and then define this 

accurately. The next step is to communicate effectively this need to change to staff 

so as to reduce any staff resistance to change. 

Managers may make mistakes in the formulation of their perception of necessary 

change and a sensible process is to elicit as many views on the need for change and 

the process this will involve. This can involve staff surveys and questionnaires. The 

wider the collection of viewpoints the better so as to reduce the risk of mis- 

identification of the need for change. 

The employment history of the change initiators may also be important. A new 

managing director of a company will have little intimate knowledge of a company 

and will have to rely for this on his sub-ordinates. He would be in a similar position 

to Q. A. consultants employed by a company to initiate change at short notice and 

over a relatively short period. Conversely a director who has worked for a company 
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for 20 years has a wealth of intimate company knowledge and may cause less 

antagonism as a change initiator. 

The perceptions of the need to achieve I. S. O. 9000 accreditation may well be 

negative. Staff may feel that accreditation is another unnecessary bureaucratic 
burden. If management has not communicated the overriding need to achieve 
accreditation staff may well resist implementation as their perception of the need for 

change may not reflect the perception held by management. A negative perception of 
the need to achieve accreditation may well explain the high level of negative 
sentiment held by the majority of respondents (64%) in the author's survey regardless 
of the size of their procedures manuals. 

The author believes it fair to propose that such feelings may well have been 

influenced by staff perceptions of the need to achieve accreditation. As an 

overwhelming majority (84%) of the author's survey respondents had clients who 

required accreditation then the author believes that the overriding necessity to 

achieve accreditation experienced by management (because of client demand) may 

not have been effectively communicated to staff. Staff perceptions of an absolutely 

necessary change may not have been so negative if the urgency and necessity of 

achieving accreditation had been effectively transferred to them. 

The optimum approach to implementation encourages refinement and improvement 

of procedures by those people who do the work. They have a major role in 

documenting procedures and the continuous improvement process. Similarly in a 

change process successful change initiators will canvass such individuals' views to 

gain as wide a range of perceptions of the proposed change as possible. 

7.5 RESISTANCE AND THE IDENTIFICATION OF TYPES OF 
RESISTANCE 

7.5.1 Resistance 

Resistance to change occurs when staff are unhappy with their perception of it or the 

process involved. Organisational change should be pro-acfive rather than reactive 

and preventive in nature. It is similar to the philosophical basis of Q. A. and both are 

compatible and in fact complimentary. 
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When the majority of companies in a market place have I. S. O. 9000 accreditation this 
presents a company with a "crisis", they must change out of necessity, they need to 

achieve accreditation to maintain market parity. Such a crisis wil-I inevitably cause 
hurried and unplanned reactions in the organisational change necessary to achieve 

accreditation. Such actions may well be taken with little regard to staff feelings and 

resistance may well result. However by adoption of the optimum analytical approach 

such a "crisis" change can evolve into considered long term beneficial change. 

Many of the author's findings listed at the end of Chapter 6 reinforce the hypothesis 

that people resist change. 

From the author's survey the major sources of staff resistance were found to be: 

1. The employment of consultants whose techniques increased manual sizes and 

appeared to cause antagonism amongst staff. K- 

2. The incorporation of standard procedure notes provided by consultants which 

may appear as indirect criticism of staff and which inflated system size. 

3. Large manual sizes which de-motivated staff. 

4. Pre-accreditation analytical activities which again de-motivate staff. 

5. The comprehensive approach increased manual size which de-motivated 

staff. 

Points of encouragement have been also identified: 

1. Smaller manuals. 

2. Incorporation of notes from previous systems. 

3. The path of least resistance approach which developed strong analytical 

approaches in the post-accreditation period. F_ 
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4. Gaining accreditation which appears to create a momentum for the 
development of analytical approaches post-accreditation. 

The type of change appears crucial in the generation of resistance. Innovative 
dramatic change appears to create most resistance but usually this type of change 

should generate the greatest benefits. 

It would appear a beneficial tactic to camouflage the true nature of a change where 
possible or at least to portray the change as less dramatic and positively beneficial to 

staff and a company. Great care must be taken in this type of indoctrination tactic in 
that staff must never lose confidence in the veracity of management. 

Organisational change will produce some level of resistance. 'ne results of the 

change should be maximised to offset the often negative effects of resistance. The 

comprehensive approach has a degree of superficiality in its objectives, namely 

simple possession of the I. S. O. 9000 standard without substantial organisational 
improvements. It has been earlier illustrated that I. S. O. 9000 implementation is a 

mixture of O'Connor's (1993) improvement and innovative change and that the 

nature of this change can be dramatic and even traumatic for some organisations. 

Given that considerable resistance may be created by this attempted change then it 

would appear most advantageous to achieve as much benefit as possible from the 

proposed change. The optimum analytical approach will attempt to do this by 

improving organisational effectiveness whereas the comprehensive approach does 

not achieve this. 

As mentioned the change fostered by an organisation attempting to achieve I. S. O. 

9000 accreditation may be dramatic. For many companies it may be the first 

experience of third party auditing. The actions of internal and external auditors may 

be sources of great resistance in the process. 

To summarise the main sources of resistance so far identified: 

I. Consultants and their methods 
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2. Large sized manuals - the motivational challenge 
Pre-accreditation analytical activities 

4. The comprehensive approach and its effects 

7.5.2 The Identification of Types of Resistance 

Resistance to change can vary in intensity from a slow response in iniplementing a 
change to a complete refusal to accept and implement change. 

Resistance can be rational or irrational. Rational or even intuitive resistance need not 
be a destructive force in a change process. Justifiable resistance is an important 

counter-balance to ill-judged and poorly planned change which may result in dis- 

advantages to an organisation. 

Resistance can be overt or covert, intentional or unintentional, rational or irrational. 

The more disguised resistance is, the more difficult it is to combat and the more 
destructive its effects can be because they may go undetected. The main thrust of 

change management must be directed at the correct identification of the possible 

categories of resistance which may be encountered and to develop strategies to 

minimise this. 

Kotter and Schlesinger (1991, p. 68) believe that before management can effectively 

deal with resistance to change they must first recognise and know the causes of 

resistance, and they further define, (1991, p. p. 68-69) the four main causes of 

resistance: 

I. Parochial self-interest 
2. Misunderstanding and lack of trust 

3. Different assessments 

4. Low tolerance for change 

They (1991, p. 70) recognise the vital importance of adopting resistance recognition 

strategies: 
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Without an accurate diagnosis of possibilities of resistance, a manager 
can easily get bogged down during the change process with very costly 
problems. 

Managers must deal with resistance by: 

1. Analysing the possibility of it occurring when they plan a change. 
2. By developing strategies to reduce it in the indoctrination period at the 

beginning of a change process. 
3. By identifying resistance when it occurs and responding flexibly towards it 

during the change process. 

The analysis of possible resistance creation is vital and is a forin of Q. A. in that it is 

an attempt at prevention. This is particularly important in a change process given 
that the whole process may be severely damaged by unforeseen or unanticipated 

resistance. 

Pre-implementation analysis and anticipation must form the basis of the strategic 

approach to change management. After change implementation has begun managers 

must identify sources of actual resistance which they may or may not have predicted. 
The discovery of who is resisting and why they are resisting is the basis of reducing 

or eliminating this resistance. 

Managers must also not view resistance and resistors as personal affironts to 

themselves. Resistance to a change may be justified and managers should analyse 

resistance and its causes to deterrnine this. Resistance may form a safety check on 

the appropriateness of a particular change. O'Connor (1993, p. 112) defines the 

importance of this process thus: 

Making resistance 'normal' leads to discussion which stimulates 
change rather than threatens it. The best and least expensive way to 
deal with resistance is to encourage expression of differing opinions 
toward reaching a common understanding of the problem. Although 
comments from resistors are often initially critical, even forcefully so, 
this is just one step in the process of resolving the issues which they 
raise. 

Overt resistance is a fimdamental component of a "change feedback and development 

loop" which encourages staff discussion of problems associated with a change. This 

identification of problems can be the first stage in a manager altering staff 
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perceptions of these problems which may eventually remove them as points of 
resistance. This type of loop is the basis of the analytical approach to 
implementation. Staff are encouraged to analyse their activities and procedures with 
a view to improving them. This will often necessitate changing a procedure but the 

staff involvement in the change process may reduce resistance to it. 

The danger with covert resistance is that such a discussive loop is not formed and 
problems in a change process remain undetected and may fester. The discussive feed 
back loop is a vital component in the development of a sense of ownership of a 
change amongst staff i. e. the new process becomes "their" process rather than an 
unwanted thing foisted upon them by management. 

The major task for management in the pre-implementation period is to indoctrinate 

the perceptions of people who may resist change so that their perceptions of change 

coincide or at least converge with the perceptions of necessary change that 

management have. From the author's experience of the Case Study organisation this 
had not been achieved and staff were very sceptical as to the need for I. S. O. 9000 

accreditation. The indoctrination programme appeared not to achieved its objecfive. 

In the author's survey the motivational challenge was seen to have been failed under 
both the comprehensive and the analytical approach. The pre-implementation 
indoctrination of staff perceptions may consequently be viewed as having been poor. 

If staff perceptions had been strongly influenced by indoctrination programmes then 

manual size may not have been such a strong determinant in influencing staff 

positively or negatively in the use of their systems. Staff were clearly not convinced 

of the overriding importance of achieving accreditation and resistance to the whole 

process was still at a high level. It is very interesting to note the drop in this 

apparently high level of resistance in the post-accreditation period when large 

numbers of respondents changed large portions of their procedures (45% of 

respondents amended more than 50% of their procedures and 67% of respondents 

amended at least 20% of their procedures). Some barrier to acceptance of the new 

systems was apparently cleared upon gaining accreditation and staff appear to lose 

the higher levels of resistance when they were firmly in control of the system and its 
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operation. The "fait accompli" of having accreditation seemed to release resistance 
by staff and engender usage. 

Once resistance has been discovered to exist it must be analysed before strategies for 

reducing it can be developed and implemented. Prevention is better than cure and if 

an analytical model can be studied and developed prior to the change occurring many 
points of resistance could be identified and the change plan altered to account for 

these. However much change occurs at short notice and therefore resistance 
identification occurs as change progresses. 

7.5.3 O'Connor's Categorisation of Resistant Behaviour 

O'Connor (1993, p. p. 116-124) proposes the use of two sources of information to 

analyse resistance. These are: 

Categories of behaviour. 
Causes of resistance. 

The first source of information deals with the types of resistance i. e. how resistance is 

expressed whereas the second relates to why resistance has occurred. 

O'Connor (1993, p. p. 116-117) defines four main categories of behaviour: 

Covert 
Overt 
Unconscious 
Conscious 

These categories will often combine to form resistant behaviour of varying 

characteristics. 

Overt resistance often leads to open discussion and the creation of a "change 

feedback loop"' which is highly constructive in the change process. Covert resistance 

is much more damaging and may remain undetected during the change process and 

.. 
cause considerable damage to the process. It is much more difficult to manage as 

often managers may be unaware of its existence. 

* O'Connor (1993, p. 117) describes unconscious and conscious behaviour thus: 
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There are two other extremes of behaviour. These refer to the 
motivation for resistance. This can be either unconscious or conscious. 
When resistance is unconsciously motivated, colleagues do not actually 
realise that their behaviour undermines the change. In this case, their 
actions are based on wrong information, poor training or deeply 
ingrained habits from previously set work routines. 

Resistance which is consciously motivated is also a serious challenge. 
These resisters adopt their position after considering the change. They 
may be misinformed, or even self-serving, but their opinions must be 
heard. If they are not, then their resistance only increases. 

The strategy adopted for each of the two behavioural patterns must differ. 

Unconscious resistance renders a person unaware that they are resisting change and 

they may in fact believe they are doing their job in a proper maimer. Managerial 

heavy handedness with such people may well be counter productive. They must be 

informed and indoctrinated correctly so that they recognise the defmed change and 

adapt their activities in the light of this and do not simply continue in their previous 

set patterns. 

O'Connor (1993, p. p. 117-118) presents the four defined extremes of resistance in the 

form of a double matrix. 

Covert 

Unconscious Conscious 

Overt 

This matrix forms quadrants which categorise four extremes of behaviour. Each of 

these defines four readily identifiable kinds of resistance. These are: 

9 Covert and conscious 

Covert and unconscious 

* Overt and unconscious 
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* Overt and conscious 

Resistance Quadrants 

Covert 

U 

n c Survivor Saboteur c 1 
0 n 
n s 
s c 
c i 
1 0 
01 Zombie 

1U 
Protester 

U 
s 

Overt 

O'Connor (1993, p. 118-119) believes that the greater the covertness and 

consciousness of a resister the greater the danger of potential resistance creation and 
damage to the change process. The "saboteur" is the most difficult to deal with 
because they actively disguise their resistant behaviour whereas the survivor is 

unaware of resisting change. At the other end of the scale "protesters" arc, because 

of the overt and conscious nature of their resistance, aware of their resistance and 

rational about it. This enables discussion and possible resolution whereas the 

"sabotcur's'. ' actions prevent identification and rcsolution. 

7.5.4 Resistance and the Primacy of Social Relationships 

Law-rence (1991, -. 77) believes-that: 
,Pu 

... that people do not resist technical change as such and that most of 
the resistance which does occur is unnecessary. The key to the problem 
is to understand the true nature of resistance. Actually, what employees 
resist is usually not technical change but social change - the change in 
their hui-nan relationships that generally accompanies technical change. 

Lawrence (1991, p. p. 77-78) had concern regarding the use of participative 

ý61 ý61 %ml %, U. Y managerial techniques to resolve resistance. He compares the fin&-igs of a stud- he 
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conducted with Ronken (1952) with those achieved by Coch and French, (1948). 
Th A Ic latt-cr's- i-nvcstigation ccntrcd-Gn four groupso f work-crs in a factGry. Each -group 
had a work change introduced to them in differing ways. Each group had a work 
change introduced to them with a greater or lesser emphasis on participation by the 
opcrators in thc changc proccss. The surv'-'y Lting b'Cars "a cIosC rc C-i -I cc to , sct -s ii han 
Elton Mayo's studies conducted at the Hawthorne Plant. 

Lawrence (1991, p, 82) then lists his views on the causes of resistance before 

-dossnoribing h-i-&-soh-st-ion& 

The staff specialists get so engrossed in the technology of the change 
they are interested in promoting that they become wholly oblivious to 
different kinds of things that may be bothering people. 

T'he specialists become too focused on the technicalities of the change rather than on 
A- mc overall success- of *. e change proje, "ot. They have a tactical Tather thmm -strategic 
perspective. Lawrence (1991, p. 82) believes this is because: 

The staff specialists involved did not take into account the social 
aspects of the change they were introducing. For different reasons they 
got so preoccupied with the technical aspects of the change that they 
literally could not see or understand what all the fuss was about. 

We may sometimes wish that the validity of the technical aspect of the 
change were the sole determinant of its acceptability. But the fact 
remains that the social aspect is what determines the presence or 
absence of resistance. Just as ignoring this fact is the sure way to 
trouble, so taking advantage of it can lead to positive results. 

Lawrence (1991, p. 80) describes the conclusion that Coch and French (1948) arrived 

at: 

... it can be fairly stated that they concluded that resistance to methods 
changes could be overcome by getting the people involved in the 
change to participate in making it. 

Again the author believes comparisons can be drawn with the results obtained by 

- managcmcnt Mayo- 1. c.. the humar, r-clations aspccts of both mottivation and cha, -, g.!. 

are strong influences. 
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7.5.4.1 Participation and Social Arrangements 
It can be seen from Coch and French's findings that worker participation is held to be 
highly beneficial but what does the word mean and how is it achieved. 

Lawrence (1991, p. 80) defines participafion: 
Pw4cipatim is a feding -on the -part -of pecple, not jug the 
mechanical act of being called in to take part in discussions. 
ICOmmm WP-se w-Ould -&uggerA that people -we moxne like4 tG 
respond to the way they are customarily treated - say, as 
people -whose -opinions. axe re cted becaug-, they tlýjemselve& spe 
are respected for their own worth - rather than by the stratagem 
-of being -called to- 3* meeting- -or being : a&ked so-z-, ne carefulLy 
calculated questions. 

Ronkin and Lawrence's (1952) own research programme involved the study of the 
interaction bctihýczn staff mombcfs upon whom -change had bczn imposed. In 

particular they recorded the reactions of development engineers and operators who 

assisted them in product development work. Lawrence (1991, p. 80) details two 
incidents in wh ", - tw- G- -dA%-., vzIoprncW zaginccr& treat an -opcrator -dff Terc; Wy. The first 

engineer acts in a participative manner whereas the second adopts an autocratic 

approach. The participative approach engendered little or no resistance whereas the 

autocratic approach zrzaited great rzsustance, and actual Scha&, n fteude in the operator 

at the apparent failure of the autocratic engineer. 

Lawrence (199 1, p. 8 1) concludes from his research: 

In other words, the operator did not resist the technical change as such 
but rather the accompanying change in her human relationships. 

Lawrence identifies the social aspects of change to be more important than the raw 

tezhnical detail. The hiaman rzhifi =-ships- and- coadiuon& pzrtammg tG aay change 

are held by him to be paramount in determining resistance or lack of it. He (1991, 

p. 81) presents ftu-ther reinforcement of this finding: 

This conclusion is based on more than one case. Many other cases in 

our research project substantiate it. Furthermore, we can find 

confirmation in the research experience of Coch and French. 
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Coch and French's (1948) sample workforce were accustomed to participative 
managcmzat which -coniparzd vary fxvourahlý to thic. ui-nacc"onizd autocratic 
manner in which one of the research groups of workers (Group #1) were treated. 
Lawrence (1991, p. 81) describes this: 

When the management called them into the room for indoctrination, 
they were treated as if they had no useful knowledge of their own jobs. 
In effect, they were told that they were not the skilled and efficient 
operators they had thought they were, that they were doing the job 
inefficiently, and that some "outsider" (the staff expert) would now tell 
them how to do it right. How could they construe this experience 
except as a threatening change in their usual working relationship? 

The author believes an analogy can be drawn between the role played by 

managcmcnt as. -dzzscribcd 4y- Lwwrzacc and the zmploymwal -of Q A. -con&WtaMs and 

their adoption of the comprehensive approach to implementation. The imposition of 

consultants and their standard procedure notes would appear, to the author, to have 

vi; ry simiIar ramifications to diossc attribiaWd W the GroW-ý4 -by Lawrzncc. Coch -and 
French's Group #1 were treated in a manner which disrupted their existing social 

relationships and in effect minimised their feelings of self worth and "ownership" of 

dw. ir work procýý 

Next Lawrence (1991, p. p. 81-82) describes the effects of the participative approach 
9 44, adoptcd towaf&- G*-oup, &- 0-32- and -94 - in IC I G& and Fr-4, n& .& &A -: 

It was simply a continuation of the way they were ordinarily dealt with 
in the course of their regular work. And what happened? The results - 
reception to change, technical improvement, better performance - were 
much like those reported in the first episode between the operator and 
the industrial engineer. 

So the research data of Coch and French tend to confirm the conclusion 
that the nature and size of the technical aspect of the change does not 
determine the presence or absence of resistance nearly so much as does 
the social aspect of the change. 

This confirmation of the characteristics and effects of the more participative approach 

idQntificd J4 both RonLdr, and LaATQn-cc'& and Coch and 114ca-ch's &Iudics b -cars 

remarkable similarities to those identified in the author's study and classified as the 

C& path of least resistance" approach i. e. the transfer of procedure notes from a 
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previous system which was a popular manoeuvre and highly motivating for staff. 
This oDýd with a lack- -of prc-w ", ditalion ,)v aaal -as and Am a rclativc4 4, oTt 
period of time taken to achieve accreditation ensured that minimum disruption to the 
social or human relationships environment had occurred to staff. 

Conversely the effects of imposing consultants and their standard procedure notes 
Maximisod the -disraptwn -of the social wpcots, of &ange C. Cal V, 4"R wh%-M the tcchr. 
aspects might have been relatively minor i. e. converting an existing system of 
documented procedures to one that enables accreditation to I. S. O. 9000 to be 

achicwd. 

The characteristics of the comprehensive approach maximise the disruption of the 

social aspcets -of ch&%c irrpgardic-ss Oil' thz tochnical aspocts of the changc. Thc 

analytical approach attempts indirectly to take account of the social aspects of change 
by its analytical nature, which encourages staff to analyse their own activities and 

. chang, c thOU PFGCrdur-, c notcs, cortrzsýWning4% It attcmpts to. maKHmsc staff, 'fcclings 

of "ownership" of the work processes and therefore of their Q. A. system. Their 

active participation in the system development may engender increased feelings of 

profcssionals4",, orth annd _jo4 enrichinznt and zati, &faction. Howevar the author did 

find that the analytical approach failed the motivation challenge, perhaps by Virtue of 

the increased workload generated by pre-accreditation organisational analysis and the 

chang-c in social aspcds thi& changc -of approachmgpndw-rv-d. 

The importance of the disruptions to the social arrangements sustained or threatened 

by aange wc-rc, the author zvidajit 1-if hi-s sur-, ýý and the -diffzrzacc's in thc 

approaches i. e. the comprehensive, analytical and path of least resistance. In the 

development of the optimum implementation and evolution model the author will 

aff, ci-ript to the sustauimg of bcacficial -so-cial arrazagcn4crA& and nu-w-; w&c 

the threat of disruption to them. 

Lawrence (1991, p. 82) discusses the inevitable ftequency and nature of everyday 

in&- strial changc on a micmscalc and thoý au&, oi- bdtý; -vcs that, Law. --mc 

expresses the sense of "system ownership" alluded to by, amongst others Hughes and 

Williams (1990). People have a strong sense of "ownership" about what they know 
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and perform i. e. their "system of operation or performance". The actions of people 
out&idc -of the-sc focial ar-migQrtwnts, fbr work- wrill bt-, 4ccm icd vQry thrwatm% aind 
de-motivating. Lawrence (1991, p. 82) defines this threatening and often disruptive 
process of change. 

By contrast, management actions leading to what we commonly label 
ý (. change" are usually initiated outside the small work group by staff 
people. These are the changes that we notice and the ones that most frequently bring on symptoms of resistance. By the very nature of their 
work, most of our staff specialists in industry do not have the intimate 
contact with operating groups that allows them to acquire an intuitive 
understanding of the complex social arrangements which their ideas 
may affect. Neither do our staff specialists always have the day-to-day 
dealings with operating people that lead them to develop a natural 
respect for the knowledge and skill of these people. As a result all too 
often the men behave -in a way that threatens and disrupts the 
established social relationships. 

The author believes that a legitimate analogy can be made between Lawrence's "staff 

Vocialists") and the rok -of 1-1 A. consuItants. 11. awrcýc's 4onscr; ptions accuratcAy II. r. 
reflects many of the characteristics of the employment of consultants. Hughes and 
Williams (1991, p. 10) identified, in their Diagram of Knowledge Continuum, the 

problem -of lack -of specialist pr-oce&& knowledge that -cIearly Lawrence thought to 

a vital component in the relationship between specialists and operators. 

The problem of consultants lack of intimate knowledge of the activities of an 

, ofgani&atior, &-, y arc tG a4vi-sc -on I. S. O. 9-OW inTlcmontauon and the actton6 dlay, 

take as a consequence of this, namely IMPosifion of standard procedure notes, is in 

the author's opinion, a major, if not the major source of staff resistance to the change 

, wTought býyr attQm- pting tG achizvc 1. SY. O. 9000 accwditation whcn c onsuhap& arc 

employed. The mere fact of employment of Q. A. consultants must be recognised for 

what it truly is, a fundamental disruption of the existing social arrangement of a 

-comparry. 

The employment of consultants, to aid in the implementation of a quality 

managc-mc-at -&ystcm, m- ug appcar tG stý pcrccf4ions as a PLaGst drarnatic chang-c- 

The impact on staff perceptions by the employment of consultants may be lessened if 

management emphasise their role as Q. A. consultants employed for the specific 
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purpose of achieving accreditation to I. S. O. 9000. However if consultants are seen to 
m4)osc their standard procc4urc notos -on a ncvý vystm,, ther, a% managewca. t 
indoctrination strategy may not overcome the natural feelings of resentment 
generated amongst staff by this action. Staff see outsiders imposing their views as to 
how a proccdurc should be -done -oýG a systm ix- -ontG pe<)OC who, & the j&,. 
The employment of consultants and the incorporation of their standard procedure 
notes into new systems would appear to disrupt Lawrence's (1991) defined social 
aff angcmcnts as -did the compn4ssioning -of cxtcn&w- ý - pro-accroditation -orgamsational 
analysis. Conversely, the incorporation of procedure notes from previous system and 
the adoption of the path of least resistance approach appears to minimise disruption 

tG -existing -social arrangcracas and appears toý lead to, the -creation of great fcc4ing-s -of 
resistance. 

Lawrence (1991, p. 82) recognises both the need for specialists and the disruption the 

acuons, -of Vcoiaksts, may -causc. 14c s#cssc-s the -paramount impoaancc -Gf the _swial 
aspects of change which he believes determines the level of staff resistance to change 

that may be generated. He (1991, p. 83) highlights another cause of resistance in the 

dclicatc rclationship bctwccn -staff and consitItants: 

Know-how of operators overlooked: Another blind spot of many 
staff specialists is to the strengths as well as to the weaknesses of 
firsthand production experience. They do not recognise, that the 
production foreman and the production operator are in their own way 
specialists themselves - specialists in actual experience with production 
problems. 

An analogy can be drawn here, the author believes, with the imposition of standard 

proccdurc notcs, by Q. A. -cons. -ý upon a company's wor-kforcc -in an attcmpt to 

achieve accreditation to I. S. O. 9000. Lawrence reiterates the point that people who 

do a particular task have the most intimate knowledge of that task. Consultants or 

maaagcm, ent maý bc abIc to- hdp m imff &,., mg the comwns&ion -of a -par-ftc44a: r task- bý 

informing operators of improvements in technology or methodology but it is arrant 

stupidity to enforce change upon an operator without eliciting the operator's views on 

chaagc. Similarly th. -I docuircntafion -of -systm proccdurc nows should not occur 

without consultation with the operators who perfon-n tasks. There must be co- 
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operation to maximise the benefit of documentation. The knowledge and skil-I of 
F %, ovcrators nu-isst not be -overlooked in the -documentation and -evolutior-i procc&s. 

Lawrence (1991, p. 83) believes in the importance of operators and his "staff 

-&pccioaIi, sAs" working c"-cl-),, tog-c9ler. 

This would, appear to the author, to be a suitable remedy for the apparent antagonism 
flallý 1. arnongst m=y of the widwz's. sux-vrey population, by the employtnentt of 
consultants and the imposition upon a system of standard procedure notes provided 
by them. It is a process which consultants should be aware of and utilise and if they 
ar--,. qot ', lhcn -Scn4or mw-ag-cirkirmt -should and insi-st upon its usc. 

Under the D. T. I. Grant Scheme, time may have been restricted but co-operation 
bawcon consult aa and staff should haNc bccn cricourag-cod but thc author bchc-,,, cs 
the whole ethos surrounding consultant employment may have rmitigated against this. 
Company management may have looked unfavourably upon extensive co-operation 
bct, wcon their -staff and &, ix; r cxtcmal con&-ahaats bccaws-c -of a perception that if thcý 

were paying them money they should be specialists in their field. Conversely some 
Q. A. consultants might not have the confidence to be seen to ask operators how a job 

is bcsst done as they may have the pcrccp6on that this r-rught r, ̂, flcct poorly on their 

competence, Feelings of antagonism amongst staff towards external consultants may 
be, the author believes, widespread. This would also inhibit co-operation between 

staff and Q. A. Consailtant-s. It rcqu-i--rcs, -of a "t 4 -sclf con-fidoncc and orgamsatiotW 

confidence to welcome and effectively co-operate with a stranger whose role is to 

improve or change your work pattern. 

Management's role in change indoctrination is to convince their staff and, most 

importantly thcir cmsultants, of thc "-, cfits, zilff closc co-: aperatw. chaagc 

management. Consultants must be indoctrinated to adopt the correct approach. This 

pre-supposes active involvement of senior management in the implementation 

proccss and thc1T fliull comrmtP., -Cnt tO thc ProccSs as a part of a s#atcgy for qugity 

improvement. Teamwork must become a reality not a catchword. 
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7.6 STRATEGIES TO MINEWISE RESISTANCE IN CHANGE 
PROCESSES 

7.6.1 Lawrence - The Human Element 

Lawrence (1992, w; -It% amtes the pmb4. -. m a& he believe& it to exist m change 
processes: 

Many of the problems of resistance to change arise around certain 
kinds of attitudes that staff people are liable to develop about their jobs 
and their own ideas for introducing change. 

He (1991, p. 83) then proposes solutions to this problem. 

7.6.1.1 Broadening Staff Interests -A Strategic Perspective 
The author believes that Lawrence (1991, p. 83) stresses the need for his "staff 

specialists" or consultants to concentrate on the effective completion of the change 
4 IMi 

proccss in its -cnfircty rafficr than a concerAration - -on the cal, aspccts, of a changc. 
A strategic rather than tactical perspective must be encouraged in consultants which 

pre-supposes active involvement by senior management rather than a passive role led 

by cons4tants, in the chang-c proccss. 

Lawrence's (1991, p. 83) next solution is: 

7.6.1.2 Staff Comprehension 
Any staff perceptions that specialists or consultants are trying to overawe them with 

technical detail in a change process Will inevitably create resistance to the change. 

Such a &iwatkm is, in, th, -, augwr's opinion, a prime example of a -de-fective 

communication strategy. The truly great communicators can make a very 

complicated concept easily understood and a vital part of a change process is to 

creatc a communication -stratcgy which fiAly cxplains &rc -, w, -d for changc as wcII as 

the mechanics of the process. Lawrence (1991, p. 84) believes that a lack of staff 

understanding will create resistance and adversely affect job satisfaction. 

Failure of the staff person to provide an adequate explanation is likely 

to mean that a job the operators have formerly performed with 
understanding and satisfaction will now be performed without 
understanding and with less satisfaction. 

Lawrence (1991, p. 84) believes that this lack of understanding and the consequent 

rcduction in opcrator job satisfaction is not just a pcr-sortal prob4cm for thc. individual 
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operator but a major concern for the organisation because a loss of operator job 
&afi-sfaction is Micvcd, to afkct productivit-y: 

People who do not have a feeling of comprehension of what they are doing are denied the opportunity to exercise that uniquely human 
ability - the ability to use informed and intelligent judgement on what 
they do. If the staff person leaves the operating people with a sense of 
confusion, they wiH also be left unhappy and less productive. 

The author believes Lawrence is emphasising the need for a feeling of "system 

awaersW' aniongst staff to-wards the proccsses they ar%-. mvc4ved in. He klcrAifies 

the unique ability of humans to make informed judgements on their processes. If 

operators are well motivated and empowered these powers of judgement may lead to 

procc&s impmvcmcants, if a conamunicatiop. stratcgy- crCatc-s hn, -s f6r 

inter-change. 

Lawrence links process comprehension amongst operators with system or process 

-awnership and judg4nental behaviour -vNhich may 'read to system knpravemcnt. He 

finther stresses, (1991, p. 84) the supervisory role of senior management in 

controlling a change process by gauging operators' levels of readiness for the vanous 

stagcs -of &, c proccs&. This will bc affcctcd by thcir undcrstanding of the 

requirements of specialists or consultants that must be effectively communicated to 

them. This again pre-supposes active involvement of senior management in the 

char. g. c. proccs-s as a primary rosporsimbitity. 

In I. SO. 9000 implementation it is clear that to manage the change process involved 

and takc t. -. ^ cffictiv-cly, scnior manag-c m-ent must bc proactivc h, prqcct managcmcnt 

role rather than delegate all responsibility down to the employed Q. A. consultants. 

Senior management must lead and control the whole process not be led by their 

ccasultants. -Conscquznay this rcquirrcs a f4fl undcrstaijaching of the , lonccpts and 

techniques of Q. A. 

7.6.1.3 A Different View of Resistance 

Lawrence (1991. p. 84) believes: 

Another attitude that gets staff people into trouble is the expectation 
that all the people involved will resist the change. It is curious but true 
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that the staff person who goes into a job with the conviction that people 
are going to resist any new idea with blind stubbornness is likely to find them responding just the way the staff specialist thinks they will. 

Lawrence (1991, p. 84) believes firmly in the symptomatic nature of resistance and 
the nood t-G analysc and diaginosc As causcs rathor th&-. simply O-vcrcomc A. Cure it 

rather than camouflage it. Correct diagnosis is vital in Lawrence's view although an 
even better, although difficult, process is to attempt to forecast possible resistance 
and prc-cmpt it. Ho-wevc. - wbzn rcsistmicc is i&-atified its ccau&cs mast b, - sv, 'iftlY 
analysed to enable remedial measures to be enacted. He (1991, p. 84) believes that 

often the cause of resistance will be: 

... that the change is threatening and upsetting some of the established 
social arrangements for doing work. 

'Mis view again reflects the human relations school of thought with regard to the 

importance, -o- If sociial groups arA thcir attcnda-,,, t trAcractoas. 

7.6.1.4 Staff Participation 
Lawrence's (1991, p. 84) conclusions on the use of participative techniques are 
fordmight: 

Participation wil-I never work so long as it is treated as a device to get 
other people to do what you want them to. 

The danger of only using so-called "participation" as an insincere attempt to motivate 

&taff is that staff rccognisc thi-s and cývan grcatcýr rcsistanw-cc is gcýncrzattcd. Parficipati-,, 'c 

techniques, to be successful, must be sincerely implemented in a relationship of 

equals and not as a clever psychological ploy by a manipulative manager. 

Lawrence clearly identifies the holistic nature of a true "project manager" in that the 

fl- 
changc ireitiatowr mu-&t not gcmarratc the cbarigc Wit achicl., -. -, ;, +,, s SUCCOSAUT 

implementation. Without the latter the whole raison d'8tre of the change is lost. 

7.6.2 Kotter and Schlesinger - An analytical approach to organisational change 

7.6.2.1 The Tactics of a Strategic Approach 

Kotter and Schlesinger (1991, p. 70-72) define several tactical approaches to 

resistance management: 
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Education and communication 
One of the most common ways to overcome resistance to 
change is to educate people about it beforehand 

Participation and involvement 
If the initiators involve the potential resistors in some aspect of 
the design and implementation of the change, they can often 
forestall resistance. Considerable research has demonstrated 
that, in general, participation leads to commitment, not merely 
compliance 

Facilitation and support 
Another way that managers can deal with potential resistance to 
change is by being supportive 

Negotiation and agreement 
Another way to deal with resistance is to offer incentives to 
active or potential resistors. 

Manipulation and co-optation 
In some situations, managers also resort to covert attempts to 
influence others. Manipulation, in this context, non-nally 
involves the very selective use of information and the conscious 
structuring of events. 

Explicit and implicit coerc . ion 
Finally, managers often deal with resistance coercively. 

The analytical approach attempts to harness the benefits of participation i. e. the 

c -o-f Aaff" comm"Maont -or -Gw,. -, crsh-:; p -of a sy&tom ir thcr than th, -, dcvc, k)pm, at 1. 
development of a compliance culture. 

7.6.2.2 The Strategy for Change 
After Kotter and Schlesinger defme the tactics of resistance avoidance and reduction 

they defme the need for a strategic approach to this exercise and refer to a continuum 

upon which arc, rcprcscntcd the stratogic optkoas -ý- W MlarlagcTs: 

At one end of the continuum, the change strategy calls for a very rapid 
implementation, a clear plan of action, and little involvement of others. 
This type of strategy mows over any resistance and, at the extreme, 

would result in a fait accompli. At the other end of the continuum, the 

strategy would call for a much slower change process, a less clear plan, 

and involvement on the part of many people other than the change 
initiators. This type of strategy is designed to reduce resistance to a 

minimum. 
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The further to the left one operates on the continuum ..., the more one 
tends to be coercive and the less one tends to use the other approaches - 
especially participation; the converse also holds. 

The author believes that the comprehensive approach to implementation utilising the 
+ '111i&W111) Wý'Cr rC&WaRCc thc allthof'S -Of Cc4r; RlharAs aftk; %'37Y'kj)tS tG " 

survey indicated that high levels of resistance remained amongst staff who were 
forced to follow this approach. 

Kotter and Schlesinger (1991, p. p. 73-74) believe that the strategic approach adopted 

a -, jlplaagc ipati-atigivc, iii. c. vill-kitch pa&itiGnOrk t1l CORtiP. WaBj, ; 
"- 

jr. P 

cd- four 

situational factors: 

1. The amount and kind of resistance that is anticipated. 

2. The position of the initiator vis-d-vis the resistors, especially 
with regard to power. The less power the initiating manager 
must move to the right on the continuum. 

3. The person who has the relevant data for designing the change 
and the energy for implementing it. The more the initiators 
anticipate that they Will need information and commitment 
from others to help design and implement the change, the more 
they must move to the right. 

4. -Tbe stakes -involved. The greater the short-run potential for 
risks to organisational perfon-nance and survival if the present 
si - tuati , on 1. s not changed, the more one much move to the left. 

'Me third factor reflects the difference between the comprehensive and analytical 

-c 
=-4-Cvc 

appr, oachcs to irnplcmcmtafion. 131 a P3rfiC i"', at approach tG 

implementation is required the gleaning of necessary information and the 

development of commitment will all take time which often was not available to 

consultants zmpIcy-cd urtudcr -thc I'LE-110I. T. I. Q-arA Sakcmc. j1hc ccý-rnprchcrnsivc apprGach 

utilising consultants employment is a tactical approach on the left of the continuum, 

the main feature of which is the attempt to overcome resistance rather than to avoid it 

or raiw; rnisc it. This is, ill the =hor'-s olyiv; oný orc of the -, -, iqjor diffCrC n-ccs bctWccn 

the comprehensive and analytical approaches. 
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The former is a tactical approach to quality in which no recognition of or attempt to 
rc, ducc po, &&ibIC rz&i, -A-a.? icc is maddc. 7Mc co; rIprchcr-kw;, -, xp owth nis, a slcikoki-i twirn 

coercive tactical approach necessitated by crisis change (i. e. the requirement of 
clients for organisations to possess the I. S. O. 9000 cerfificate). The analytical 

jig +c - I., - ýy comparisork, is, a participativc SU approadh b t; N Mi 
- 
+-a-+tCFkC' 

ýWoach 
a conscious managerial decision based on a desire to improve organisational 
effectiveness. 

Kotter and Schlesinger's fourth situational factor accurately reflects the 
-9:, 4-Ir g % AX ! -; rCýUm. 14ariccýS 01i -Org&-, d-&a-+4G-n-s vAho: 11-tcavvc, aclýdcýv-cdd accrc&t=on for lbadgc-ýur,. -C 

reasons. Lack of the I. S. O. 9000 certificate may well pose a very serious short-term 
threat to the organisational performance and survival of a company because non- 

accrcdittatiGn may wcAI mcar n lcvkpg v-. Ix: ul Tbis mxy w-611 iii-illhaz n-c-c an 

organisation in their choice of approach whereby they adopt a position on the left of 
the continuum for their change initiative i. e. the comprehensive approach. 

Kotter and Schlesinger (1991, p. 74) recognise the dangers of poor change initiation 

and a-disrcgard fol. t1k situational factors thcy, id-onfiffic'u-1: 

Organisational change efforts that ignore these factors inevitably run 
into problems. A common mistake some managers make, for example, 
is to move too quickly and involve too few people despite the fact that 
they do not have all the information they really need to design the 
change correctly. 

Consultants employed in an implementation process are often in the situation defined 
1- rf1 OQ I- -7A N 4- 1 A 1? --Gf&, C- - C, f th V-; r -M .Y Kw-tc;, - Ikk., 

SCIIIICSIýnig-Cx I -Y z 13. p'. i-t; r. 
By ý 

il= aj)F#oWI it MCIAL 

they move too quickly and involve too few people even though they do not possess 

the intimate organisational knowledge necessary to document a quality management 
t, C 11 "; CýV; k _C CT 

ELMC L,,, C,, WjfljOU+ An _;: C; T 'SitCI-, I Cdg --A 4 +U -systcm conviscly for a corn &IMA .7 
only adopt the techniques of the comprehensive approach namely the imposition of 

standard notes and/or notes from a previous system with minimal organisational 

analysrs. Thc- -dck&ýn o-It"the syst-cm- imxy bc corkscq : Y' . 
1,11awcd. 

Kotter and Schlesinger (1991, p. 74) venture their opinion as to which strategic 

approach is naost a&vanrtageous: 
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Insofar as these factors still leave a manager with some choice of where 
to operate on the continuum, it is probably best to select a point as far 
to the right as possible for both economic and social reasons. Forcing 
change on people can have just too many negative side effects over 
both the short and the long term. Change efforts using the strategies on 
the right of the continuum can often help develop an organisational and 
its people in useful ways. 

They advocate the adoption of a participative approach to change initiatives which 

-1 the auth<x- bc-hevcs -&upportts his, -ccontcnaion that &, c analyfaCM approachki or 
rather the optimum implementation approach, based on a participative analytical 

methodology, is the best implementation approach for achieving not just 
T 11 -c -'I. - to accrcclitattion. to- I. S. O. ý, _000 -I>ut Me-; c importaItly %omfiWaous, iMp; O'V-cMcr*t-'Iff 

organisational effectiveness. 

The opinions of Kotter and Schlesinger appear to reflect the findings of the author's 
-siar, vcy in. 

that 1-1 -cocrcivC approwh (I. C. ýap. thc. 1cft -of their ccafinwtim) whicl-t attcmpts 

to overcome all resistance rather than attempting to minimise it will de-motivate 

staff. The techniques of the comprehensive approach to implementation (which can 
ju&tifiaUy bc swid 

I 
ki; -G bc poGifioncd -on the IcIn, -of Koucar arA S-c-ldc4uger's continuum) 

did generate high levels of staff resistance and consequently de-motivated staff. 

Kotter and Schlesinger (1991, p. 74) surnmarise their strategic approach in four main 

stagcs: 

Conducting an organisational analysis that identifies the current 
situation, problems, and the forces that are possible causes of 
those problems. 

2. Conducting an analysis of factors relevant to producing the 
needed changes. 

3. Selecting a change strategy, based on the previous analysis, that 
specifies the speed of change, the amount of preplanning, and the 
degree of MVOlvement of others; that selects specific tactics for 

use with various individuals and groups; and that is internally 
consistent. 

4. Monitoring the implementation process. 
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Kotter and Schlesinger advocate organisational analysis as the cornerstone of 
succccýssfal changc. Wklowlqtt this al Parawteltak- a cornparzy c. - define what and how they wish to change. This is, the author believes, further 
justification of the author's belief in the primacy of the analytical approach to 
implcmentabion -or an optunvurn approajh dcr, -vcýd from cýlcmcat, - , 40 Of b0th Of th-C tl 
approaches identified by the author but based firmly on the need for organisational 
analysis be it pre- or post-accreditation. 

Kotter and Schlesinger also recognise the need to identify the importance and 
urgOncy of Probloms, 7-Ahkh would -cnWI somc. fDr. - -of cI-, IcAaIit5 analy-&is V" ý'Vill 
be another key aspect of the author's optimurn approach to implementation. A major 
flaw of the comprehensive approach is that procedures manuals are inflated by the 
in -of Pion-unportant procc(lurc-s whichi h-'V, 6 MMIMIal wkJt%. xA -of -orgamsgiortall -C -1 -- 
operation. The author's survey has identified manual size as a key factor in 
determining staff motivation to use their systems and the relative importance of 
diffcrcnt proceduircs will ]j*Rfq-ecncc imapaW -sizc thcrdfibn-C so; r,. -. kýrm of crucialiq, 
analysis is important, a fact recognised by Kotter and Schlesinger. 

7.6.3 O'Connor -A Contemporary Perspective 

O'C, -=or (1993, p. 11.9) beheves the matrix 0. f resiýý ý= (see -ch. 7.5.3) " 
be used to identify the type of behaviour of resistors which will detennine the 

approach to be adopted in resolving resistance. V 

O'Connor (1993, p. 119) defines different approaches to the different categories of 
rc&istcrs. 

Unconscious behaviour requires education, rather than punishment. 
This applies to both the zombie and the survivor. After resisters 
become conscious of what they are doing, then it can be discovered 
whether they actually support the change. 

Conscious behaviour which is overt should be managed by encouraging 
debate. When resistance is conscious and covert, open debate is also 
recommended. In this case, though, managers should discover whether 
there is agreement about the end-goal for change. Ask those who seem 
to resist the change in a covert way to explain their actions in terms of 
their agreement to a common end-goal. It is appropriate to avoid 
accusation and judgement at this stage. Until it is completely clear that 
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resistant behaviour is motivated by sabotage, moderate reactions from 
management are in order. 

With the exception of the blatant "saboteur", O'Connor recommends a discussive, 

L, a, afj- -ACF , dcvcIopm---4Ual appro d., to- hor this rd it, cs a, -rcducmg ro&F", cc. 11 Ihc I -j -fic a 
weakness in the initial staff indoctrination process which would appear to have failed 
in persuading individuals of the need for change and its relevance to the needs of an 

-1 org-anisatiiron- &nU -Gf tho kidividual. 

The author has progressively recognised that poor quality staff indoctrination prior to 

m?, pjcmcntmg a claaagc wvA-, 1 appcar to b, -. at the root oAr a substantial proportion of 

resistant behaviour and that often too little attention is paid to staff indoctrination. 

This may be a reflection of the fact that much change is "crisis" change i. e. brought 

about bý-,, a cri-sis and ncccmssitating a rapid impAcmcntation of chaW. 

However successful organisational change which is planned must, the author 

st-I - behevOes, be firmfy based -on a well -concei 9Y ved and structured indoctrination 'at, 
which aims to maximise staff awareness of the need for change and the benefits to all 

this will accrue. This is an important lesson to be learnt for the development of a 
Q. A. imptc-mcrAaVion and cvolution modclt and onc that thC author will attcmpt to 

remember in his later work. 

7.7 THE ROLE OF SENIOR MANAGEMENT IN CHANGE 

Lawrence (1991, p. 85) believes the role of senior management to be crucial in change 

initiativos: 

One of the most important things an executive can do, of course, is to 
deal with staff people in much the same way that the staff members 
should deal with the operators. An executive must realise that staff 
people resist social change, too. 

He again stresses the disruption that change causes to established social networks 

which are, he t), -. Iicv, -&, the root cause of moa rcsiAsancc. 
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Lawrence (1991, p. 85) is of the opinion that the manager is a facilitator, between 
diffircnt 'xfiacfi0n, &, WhO&c V-,, P-wY rolc IS W aid urkdcrstarZing and mtcraction in awy 
change process. 

A manager's style of action may influence their reaction to staff resistance to change. 
Somc m,, anagcrs, may attcriTt to "cont"" ror4starkcc, 1311at is to 

-stop 
it. Any &Uch 

forcefully confrontation may only entrench the attitudes of both sides and prevent 
discussion about the reasons for the creation of resistance. Perceptions of the change 

var-ý g-r% C ma7y adlý and staff ra% -1havc vc. -y ooaswaý-, t -, c -ViCws, or. thc P-aturc and 
necessity for a change. It could be the whole context of the change which might be 

wrong. The proposed change may be widely or marginally off the mark in terms of 

ncComit7y -or appropriatcrics& tG any g-iy,; cn -si=fim aarinadd -s, +. a,, w, rosiýstar. -cc may ILPC a faigy 

justifiable reaction to mistakes made by management in their appraisal of the need for 

change and the components necessary in the change. 

Managers must recognise the importance of discussion and the formation of "change 

mar, agcmcnt fccd back- arid -JIcvcIopm-c, -it loop&7' tG- cncourag-c this. It takcs -, r. -at 

managerial confidence to accept that their original appraisal of the need and nature of 

change is flawed in some way and that these flaws are the cause of staff resistance. 

Managcr-s b. -I ab4c to stop and' r. --cval-aac the who4, - proccss of chan&c or parts 

of it in the light of concentrated resistance. They must recognise that they may have 

made mistakes and that other people's views may be justified and may require 

aitcrationity. ), thcir ori W plar. of changc. 

Flexibility in managerial approach (or a contingency approach) is vital in managing 

-r Al aithc sup ir or changc cspccialdy ; -. Iffic imitiator Gf charig-c must d3cal 'Ar- U-10 s-Ps 

where any form of autocratic behaviour is impossible even if it was thought to be 

beneficial. 

O'Connor (1993, p. 116) describes this as follows: 

Flexibility allows flexibility. Even a firm management style should 
include the possibility of assessing each case of resistance on its own 
merits. A single response to all situations of resistance is unlikely to 

prove a successful tactic. Instead, a strategic approach benefits 

resistance management. 
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7.8 SUMMARY 

From the preceding literature review Part B, the author believes specific points must 
- 1- in inind vdhen- plannfin. g -h% be bAkamm' 

_, 
Ch! C-& -kIL 

6-4-. and. t -, xualor v., iIIII. incllude these in hiis 
implementation model. These include: 

7.8.1 Necessary Change Only 

7'-- AccerA +ffihe -217eed *fin -dhamge ý-, vheenn necesmpy, and- -chang. y wý. -cr f. oml at is, = marry fb 
increased commercial effectiveness. 

7.8.2 Corporate Analysis 

if -c th a r. gzO, I- ldeenýi y what - acure mecessary by eacciuraate analysirmg -- coy any's cunent ly IMP 

position i. e. know where you are, and where you want to go. 

7.8.3 Recognition of Situational Factors 

Recogniw the -sibaafir, ý' facttors- vhddh affi=t theneed to-chmp. 

7.8.4 Types of Change and Level of Resistance 

R -. r- u-se the nat e ýgrl are of &fferent types- m -. hw. g-e and reco-gaise that chm&e 

generate staff resistance and be able to identify different types of resistance. The 

type of change will affect the degree of resistance and consequently different 

stratcgics-must bc dcvsed for d. cmt changc. 

7.8.5 Different Strategies 
+ ImplemerA. &--. -ff. ý-rent- st-r- ategie eal 'd ! en+ . C, =Stance. 

7.8.6 The Nature of Change and Staff Perceptions 

is afte, ". the mWore mtht-, ri than +. k,. - se--&I-e --"-id The nature ch %, - Wli-, LL*AkL -h- 

recognise the importance of staff perceptions of change. The aim must be to 

minii-nise the actual change and staff perceptions of change whilst maximising staff 

comprchcnsion-Gf the nccd for changc and the 1-cncfi*, tto-bc a-ecrucl. f;, L.,,, rriL the proccss. 

'Ile actual change (e. g. the different procedures) and the source of change (e. g. the 

employment of consultants) will be crucial in the author's opinion. 
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7.8.7 Coincidence of Perceptions 

Aim- at a- -- o 1-n al G len"l- Gf senior. managle-ment's. andl stafTs. perceptions ol Lii-, Ue%-. d for 

change so as to reduce staff resistance. 

7.8.8 The Comprehensive Approach and Change Management 
i A1.1" :,, I I-VI 

ý., The comprebensrre approach +.; o-%-, h=ge imp'-ementattiion appears to. the autbor to -be a I U1.1 UiV L" i U16.1 
worst case scenario in change management. Necessary change (i. e. because of client 
pressure to achieve I. S. O. 9000 accreditation) has been achieved but at a high price. 

'af + Strong st f rcsistancc has bccn c, -ig!, -, ndc. -, Ld aund an i.. ffCCL41,, VC s-sl-crn has '--cri 
.7 )t Uý61 

produced and which has not produced any evidence of real organisational 
improvement or innovation. Necessary change has been achieved with few benefits 

A. and many 6,1 LOU,,, uAsadvantagcs. 

7.8.9 Effective Communications 

Senior mix-i-anagey-Lnent nrast effil-ecIAL-Velly corrurnunica-te perception of the need for 

change to staff who may have a different perception. Any negative perceptions of the 

need to achieve accreditation to I. S. O. 9000 must be dispelled. 

7.8.10 Improvement of Procedures 

The optim um. approach to implementation must encourage refinex-nent and 
improvement of procedures by those staff members who do the work. In any change 

process the people who will implement the change must be canvassed for their views 

to gain as vvidc --. -. a-. igc of thc cxisting pcrec, -, t, -. ons as possiblic. 

7.8.11 Change Management and Corporate Culture 

- manager's stylle, o-irch=ge in-anagement =--. d t-h-- corpora-tý Incompatib,, I, itýy-'-ket-iN, ee. -. " 
culture of an organisation may well generate even more resistance than would 

normally be generated in the process of change. Managers of change must compare 

their o-;, m stylc. of maragcmcrt with the contwaaa-I sctting olf"Iffic organisation thcy, 

are attempting to change. This is highly relevant to the employment of consultants 

and the inherent imbalance between consultants' knowledge of Q. A. and their 
f, 4,, q tics. 'cdgc olftlr. ic intimacics of a particular com-painy's acti vi know, 
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7.8.12 Pro-Active and Preventive Change 

Organisationa-I --h=, -,. - should be, q. -,, here-vw,, pro-act-tive and in 5 

nature rather than reactive. It should be similar to the philosophical basis of Q. A. and 
both are compatible and in fact complimentary. 

7.8.13 Factors Found to Create Staff Resistance 

The following 
tors were found in the a-ut"I'lor's urv 

staff and therefore strategies must be decided upon to eliminate or reduce the effects 
of them: 

a. The employment of consultants whose techniques increased manual sizes and 
appeared te- camuse wantagonilsrin 

b. The incorporation of standard procedure notes provided by consultants which 
CM SyS4 mwyapp.. arasir. A' L iLo"in. WAA L I %J& ,af whi. in 

C. Large manual sizes which de-motivated staff. 

Pre-accreditation analytical activities which de-motivated staff. 

C. '",, L,, c conipircluens., 
I- f', ' 4-1 

,c approach '-cr-ascd m--u, --l s-z- -J dc-motiv,, I-c Ild Ailwil v "t d staff. 

7.8.14 Motivating Characteristics 

Points, of encouragernent were also identified the mithor will incorporate in the 

optimum implementation model. They include: 

a. Small sized manuals (relevant to an organisation's size). 

Incorporation of notes from previous systems. 

C. The path of least resistance approach which developed strong analytical 

C-. -Pproay, -, hc. - in ItInC, post-accrcditation n,. r-. nod. 

Gaining accreditation which appears to create a momentum for the 

.Yý 
&WIJ L4wliý Ytl " W. li. de, vellopment. offanallytical approactlos post-a-c-rcditattion 
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7.8.15 Camouflaging Change 

It would appear. beneficial to, j. -IfFniot c=ou-, O,. age fli-4-me r. at,,., -e of ch=--ne, to, 1-ast UU bý L .ýI 

portray the change as less dramatic and positively beneficial to staff and a company. 
Great care must be exercised in such indoctrination exercises in that staff must never 
lose confidcncc in. -,, Llhc .,, cracity of ma., iagc. -. i%! -.. -. L and itits cow=atiication stratcgics. 

7.8.16 Benefits Maximization 

..,. e results of chang% should be,, naY,: imi-. #M YN ,4.. offiaet +,, '.. -Ie r%ft-- nega-w- and wholly or V-" VV ... 7 

partially unavoidable effects of resistance. Given the fact that change can be often 
dramatic or even traumatic for an organisation and that considerable resistance may 
be creaued towardsthe attempt-d cli-n-ge if zippears log"al SAW i a, %., -2 AV i%. L.. "L-o -Ittempt to n-. aximi; -: )e the 

advantages to be gained ftorn the change. The optimum analytical approach to 

implementation will attempt to do this by improving organisational effectiveness 

-s objccl,,. v?, -, s, NN?, hcrcas thc comprchcnsivc approach, by dint of thc supcHficia-lity of it 

namely simple possession of the I. S. O. 9000 standard, does not. 

7.8.17 Analysis of Possible Resistance 

fonr of Tbe ana-lys.,! %-if possibll%e resistance creallbion is! V. -L. and is a 

preventive mechanism. The importance of this pre-emptive analysis cannot be 

overstated given that the change process may be damaged by unforeseen or 

unwnticipatcd rcsistancc. 

Pre-implementation analysis of potential resistance must form the basis of a strategic 

,., . fl, rý . 4- VV III. Y I 
4 

Lllýl arp-0=1111 [o changc, TInc discovcljL r 
of who is and -1- *s +I-- 

-IF 
basis of reducing or eliminating resistance. 

The tactics of this strategy should include: 

a. Analysing the possibility of resistance occurring when management plan a 

changc. 

Developing strategies to reduce it in the indoctrination period at the beginning 

of a process. 
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C. Identification of resistance when it occurs and responding flexibly towards it 
duming tiiC cha,. q6-%., pre., Iccc.,: s. 

7.8.18 Change Feedback and Development Loops 

Overt tresistann-ce must be recognised -as a fand=ntall compo-ent -1 .. b f "ch=ge 
feedback and development loops" which encourages staff discussion of problems 

associated with a change. This identification of problems can be the first stage in a 

managar being ablc to altcr staff "-. cptions of w %, JL%. PUJL%v a VV ILWLi fth-s-prob1cm-whic mayc. cntually 
remove them as causes of resistance. This type of loop is the basis of the analytical 

approach to implementation. Staff are encouraged to analyse their activities and 
procedures wift1h, a view tC improving IL"e. M.. fhiS, I-Vill 0-4 . 1e. "k 3 'itate -Il- i SSA 

L 

chaxiging 
procedure but the staff involvement in the change process may reduce resistance to it. 

The discussive feedback loop is, the author believes, a vital component in the 

development of a scnsc of ownership of a change am. ongst staff members i. e. the new 

process becomes their process rather than an unwanted thing foisted upon them by 

management. 

7.8.19 The Importance of Discussion 

Manager-. Mikust 9: b am. pOrtance of discusswn =-d t1he formation of "cilmnge. 1. %,. og. ndse t... 

management feed back and development loops" to encourage this. It takes great 

managerial confidence to accept that their original appraisal of the need and nature of 

k., 1___ are the of st-4, r charge mniz-be -0-wed in some --,. n ct, and M. 3.4. t yuk., a ý_A %, azF 

resistance. Resistance may not always be a negative consequence of change. It can 

be a fail-safe analytical mechanism. 

7.8.20 Change and the Motivational Challenge 

the w 17-, e- f hn, - bee- fail-Aunde- 
.y the .. tiv Lo - '_ -"%., " athorl's sur,,,; -. --o a-tio al ge, -, - 

both the comprehensive and the analytical approach. The pre-implementation 

indoctrination of staff perceptions may consequently be viewed as having been poor. 

'if staff p%erc%eptionsa had b%e%en StTongly infliluenced by indoctrinafion pro5. amm; es then 5.7 

manual size may not have been such a strong determinant in influencMig staff 

positively or negatively in the use of their systems. Staff were clearly not convinced 
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of the overriding importance of achieving accreditation and resistance to the whole 
i Tt 

4 process was stiIIII at a high 1- ver, th - drop his ,a .3 JLLI JL%, Vw., JL Y il"ItervIsting to uiv 
apparently high level of resistance in the post-accreditation period when large 
numbers of respondents changed large portions of their procedures (45% of 
r, -.,. -; pondc-. i*i, s amcndcd moL.. than 5101% of Ithe --cdur%-- and 470ý- of r-spondcras Hi pr.... o %4 V/ Ii %, Jaki L. 5 
amended at least 20% of their procedures). Some barrier to acceptance of the new 
systems was apparently cleared upon gaining accreditation and staff appear to lose 

r 'k --n an thc highcx 11c,,, cls- 
of rcccsistancc, 

wl. -. cn they wcrc fumily in control, -Af"tthc syst. 1.1 ..,, 
d its 

operation. The "fait accompli" of having accreditation seemed to release resistance 
by staff and engender usage. 
'Ibc author has progrcssivcly rccogniscd that poox- quafity st". ffffl 

A 
prior tc. 

implementing a change would appear to be at the root of a substantial proportion of 
resistant behaviour and that often too little attention is paid to staff indoctrination. 

m, --. y ca%, ctior. -of tII-Ic fact %A! 13 ba r-PLc-4-; 

- thiat much -a-,, igc is %1"isis" char. gc i.. -. brOught 

about by a crisis and necessitating a rapid implementation of change. 

However successful organisational change which is planned must, the author 

c, .I L.,,. cs, bc firmiVY 1UL----I -r, a wciL L"JL %W 
bI -Ir 'I Ia'%W%A VI corccived and structurcd indoctrinationi, stratcgy 

which aims to maximise staff awareness of the need for change and the benefits to all 

this will accrue. This is an important lesson to be leamt for the development of a 
QIAIL. irnplcmcnta-tion and cvolluttion modcl. 

Management's role in change indoctrination is to convince their staff and, most 
r thc bcL -1 -opcratui on in -1 importantly thcir consultants, o. LAL%W Cf-L of closc co angc Its WAR 

management. Consultants must be indoctrinated to adopt the correct approach. This 

pre-supposes active involvement of senior management in the implementation 
, ýj Q 'a?. + -P 4-2 !:. -P r 

process and their fial. 1 cOmimlitmerra to the proc-evevs .a pL" . of a s"ategy fo, quality 

improvement. Teamwork must become a reality not a catchword. 

7.8.21 A Strategic Perspective 

It must be recognised that Consultants -nnay become tOO focused on dhe techniCa! "itie-s 

of change rather than on the overall success of the change project. They may adopt a 

tactical rather than strategic perspective. Lawrence (1991, p. 82) found this and 

,. N, a-. ned of its dangers. It must b-C, emphasised that mwagement mmust use consulf. ants 
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as an implementation resource rather than as the initiators of change. Management 
i-V, c thc s pbwfloso nrust dr. changc ar. dkt IpI. h,: -c a 1, 

bas 
i s. 

7.8.22 The Social Aspects of Change 

ence 0 Lavwe . 1.991ý ; denti"ý-Affie social aspects of - ange to be -c-, - 'I I AAýu A"I I. ch ge , ýý A A- UMPOIrt, ", Mt th. = 
the raw technical detail. The human relationships and conditions pertaining to any 

change are held by him to be paramount in determining resistance or lack of it. 

7.8.23 A Participative Approach and the Path of Least Resistance 

Tine characteristics and effect-s- --. r the more pi-TtLiCipative -p- A ,--,, ro, -,, c th, i de n +,,;. fl. ee inbo th. 

Ronkin and Lawrence's (1952) and Coch and French's (1948) studies bears 

remarkable similarities to those identified in the author's study and classified as the 

- cs-istan-c-c - -, i. c. the Itrainsfer of pproced-Jurc r. OtCS - path Of Icast 
-A 

c" appxOact 4. orn a 

previous system which was a popular manoeuvre and highly motivating for staff. 

This combined with a lack of pre-accreditation analysis and often a relatively short 
-A: +_+; -, period of finnic taken t. O -chic-,, C accriditation. ensured that minini-irium disruption to the 

social or human relationships environment had occurred to staff. 

7.8.24 Consultants and the Social Aspects of Change 

A %. & %ý., i ý1_ _11r%, A. -L s of imposing consult "r, e Conversely the effect. =nts and the r standard proce +s 

maximised the disruption of the social aspects of change even when the techrucal 

aspects might have been relatively minor i. e. converting an existing system of 

-at - 1000 to bc -s ac.! -rcdi4 tion to ISO. - to onC that cnable. documcinted proccdurCS 

achieved. 

7.8.25 Disruptions to Social Arrangements 

the c sl: - the dial"Uption of the 
ornprchensrve appioach --amwn - characteristics OfF 

social aspects of change irregardless of the technical aspects of the change. The 

analytical approach attempts indirectly to take account of the social aspects of change 

Y -, JL I iii by its analytical methodology which -,, ",. couragcs stafft to analys. -I thcr M. " activitics 

and change their procedure notes correspondingly. It attempts to maximise staff 

feelings of "ownership" of the work processes and therefore of their Q. A. system. 

.Y %4%11/ L incrf- Thc. ir activc participation in thc tsystcm d-vc1opment nnay c, -Lg. -, nd, -, r i -ascd 

feelings of professional self-worth and job enrichment and satisfaction. However the 
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author did find that the analytical approach failed the motivational challenge, perhaps 
by vntac, of thic increas%. U worildload gc,. ticra-+Lcd by prC-accL IJL Y -A - rcd-tation organisalb-onall 
analysis and the change in social aspects this change of approach engendered. 

The importance of the disruptions to the social arrangements sustained or threatened 
by change were, the -author believes, evident in hiss survey and the difik, -cnccs in "the 

approaches i. e. the comprehensive, analytical and path of least resistance. 

7.8.26 Sustaining Social Arrangements and System Ownership 

in the development of ffie opti=am impletne. -nta-ttion- =d evolution model the a-athor 
will attempt to maximise the sustaining of beneficial social arrangements and 
minimise the threat of disruption to them. 

The author believes that Lawrence explicitly expresses the sense of "system 

oNvncrsl,. ip" allludcd to by, artnongs, %. V T7 11 A ;, W%, t others Hu cs and Will*. -ms (19111). P-oplc havc Y gh 

a strong sense of "ownership" about what they know and perfon-n i. e. their "system 

of operation or performance". The actions of people outside of these social 

T-7 + -4-in ar. .1. ccmcd - rangemcnts far, work- will bc. dic -. 1 , ,. 
hrcatcning and dc-mobivati g. 

7.8.27 The Role of Consultants 

. i%, - ta qC aff be! eves ha a legitimate az ce' "st The autho. w1cogry can mad-bebbvveeri m. rrenc. - 
specialists" and the role of Q. A. consultants. Lawrence's descriptions accurately 

reflects many of the characteristics of the employment of consultants. Hughes and 
I-h, cir Diagram of Ynowlcdgc Continuum, thc Williains 

(1 
19191, P. 10) idcnti-Ificd, in 4L 

LL k- 

problem of lack of specialist process knowledge that Lawrence thought to be a vital 

component in the relationship between specialists and operators. 

The problem of consultants lack of intimate knowledge of the activities of an 

LaV -C on I. S. O. 91000 implaincr. ta-tion and lL4.,. c actions th-cy organisation thcy arc to ad , 
41.3 

take as a consequence of this, namely imposition of standard procedure notes, is in 

the author's opinion, a major, if not the major source of staff resistance to the change 

c I. S. O. 900101 acc. -cditation odh. cn consultants arc vNýTought by -ttcmpting aclucl., 

employed. The mere fact of employment of Q. A. consultants must be recognised for 
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what it truly is, a fimdamental disruption of the existing social arrangement of a 
company. 

The impact on staff perceptions of the employment of consultants maybe lessened if 
nA --- 

14- + Cr, 
.. ip'li C to ss 

nsul ts j managcnic, it crnphasisc &,.. ir rolk. a ý, U UA" 
loycd o unp, . c. j. 

system to achieve accreditation. However the imposition of standard notes by 

consultants will test the indoctrination strategy adopted by management to the full. 

7.8.28 Minimizing Social Disruption 

As the eemployrne'DA -+A -- -ts and the ; Of Cmnsul.. = incio. rp-orati-on off'standward nnoftes appe ars to; 

disrupt existing social arrangements conversely the incorporation of notes from a 
previous system and the adoption of the "path of least resistance" approach to 

1--mcritation ap-p, -.. ---Lv, +L.. causc 
--minin-aal 

dis tion oLixib impl. +o cxi-". --- social arr. -n-cmcnts 

and consequently cause considerably less staff resistance to implementation and 
higher motivation to use their systems. 

7.8.29 System Documentation 
I)0 f- r% C, of sys -w- ýhwu .tI he documentation SteM proc-ed. k4re notes sh-Uld n( t C-Ur WithOl"It cona-U1.111'a 

with the operators who perform tasks. There must be co-operation to maximise the 

benefit of documentation. The knowledge and skill of operators must not be 

;0 Id, 0 ff -, c s woul appcar. t4 ovc-flLooked in ftc- do-CumcAnt"wUNn 

and evolution proccss. 
TiIJA 

author, to be a suitable remedy for the apparent antagonism caused, amongst many of 

the author's survey population, by the employment of consultants and the imposition 
1 1- +U T4 .S c ArOCy-Co A- 

upon a sysil. n-. of standard proccdurc notes providIcd by dicrn. ii, " f/. coo ,. hich 

consultants should be aware of and utilise and if they are not then senior management 

should be and insist upon its use. 

7.8.30 Time and the Change Process 

'6 nudy 4-be implemnenta-tio.. proCess! ) mus. be Tlie change process itself (ir. the st I" t 

I-3.. ý .k 

given enough time to prevent staff from feeling pressurised by the pace of change. It 

is another example of Lawrence's social aspects of change. 
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7.8.31 The Pace and Nature of Change 

The pace and naVaree of cha--n-, -, -- may be, alf"Ifected by thee ar. " ?l hic, e of thle ch=ge 
goal. In the author's survey achieving accreditation appeared to act as a catalyst in 
reducing resistant behaviour and encouraged higher system amendment. This is a 
topic ,, NhicIh the author bcIIi-cvcs warrants furthcr investigation. 

A strategic rather than tactical perspective must be encouraged in consultants which 
prIC-supposcs acttivc in-volvenacnt lby semor mmnagc m. cnt rathcr thar, a plat. -Isivc ArOlc Icd 

by consultants in the change process. 

7.8.32 Communication Strategies 

Efffective rather than deffective communication stratt'g, Ot les must be adopted. A, -ly St"IT 

perceptions that specialists or consultants are trying to overawe them with technical 

detail in a change process will inevitably create resistance to the change. Such a 

s. tualion Is, in thC, al"ho czIlam V 
1; -- ---4-1- r's opinion a prim- -- -plc --Fa 

defcc4tiv- co rmirrurac. -tion 

strategy. 

Clarity, honesty and simplicity are vital in communications between staff and change 

11ge 's I� an initiator. s. Booth. the need for a 
ChIal 

4-14n 
(Ithe 

mechanic ; -,, f the ch ge must be 

explained. Lawrence (1991, p. 84) believes operator understanding of a change has a 

direct bearing on that operator's productivity and is therefore of vital importance. 

The author believes Lawrence emphasises the need for a feeling of "system 

ngst- -owards t' csscs "Icy arc invocd in. Hc ;. dcntilics ownc, r. ship" am. %. 0 staff t lic procc, v III L" IV 

the unique ability of humans to make informed judgements on their processes. If 

operators are well motivated and empowered these powers of judgement may lead to 

process improvements, il: a commuarnnClat on straft. 'ef"'r cre., ates lines for corm-nu-rucaltion 

inter-change. 

Lawrence links process comprehension amongst operators with system or process 
Ml- 

-ear which. ikad I-I ovvmcrship and judgmental lb-chaviO may Ic to S-yStCM lILIpr0'! V'CMC L. 

This proposition of system ownership is one that other authors (Hughes and 

Williams, 11991) befie-ve is -,, ital in system unprovement. 
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7.833 Senior Management and Their Role in Change 

(1-991, p. 8841) stresses the supper-asori role of -enio- --agerne. -A Y. 1) 1 .. - 
controlling a change process by gauging operators' levels of readiness for the various 
stages of the process. This will be affected by their understanding of the 

req! x; rcmc. -. *,, s of spcciallists or consultants which rw,; st bc comr,?, nunicattcd 
thern. 

This again pre-supposes active involvement of senior management in the change 
ft ; 

ý- 
, 
P] procCss as a primary rcspons,, b, -Ii+, y. In I. S. A(DI. ý. WO 

implem. 
-MUtlit 

.. 
ri -,,! 

L.. 
ar 4 

,: rl-IO e- that to 

manage the change process involved effectively, senior management must be 

proactive and take the project management role rather than delegate all responsibility 
down to tbuc crnploycd Q. A. consultants. . 3cUl.... I cI- or managcmcnt must l-ad and control 

the whole process not be led by their consultants. Consequently this requires a full 

understanding of the concepts and techniques of Q. A. 

7.8.34 Correct Diagnosis of Resistance 

14 -ce (lxlhen it occurs) or better still -Ccurate foree a-sti. ng of Correct dagn. -s;,. s of resist=- / V. LAAA ý-I 
possible resistance which may occur must be followed by effective remedial 

strategies. 

7.8.35 The Change Initiator as Project Manager 

P T! n" L -. 1 The change iinitna-tor nmust -act -as a pr,, -, j, --+ ---a-nag ý a-.,,.; e-, successfial 

implementation and the planned results not just the change. 

7.8.36 Sincere Participation in Change Processes 

The opt4. mu--. n implernent-alion a-ppronich vdifll attem-ppt to h, -.,, -,,, -., ss the ---iI%, fL of sincere +S 

participation i. e. the development of staff commitment or ownership of their new 

system rather than a compliant culture. Policies involving insincere or token 

-- vic- -d by st ff as man-pulati. - managc"al "mind isk of L, %, %, %j ,a participation run il being iv 

games". 
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7.8.37 A Tactical Approach to Change 

n The compre'. h. -enasivC approach utili-sing co-11'sultan-fts. emplloý--"=-A is " +, '=! A-"- L"ct, "! apprf'"CII-71, 
the main feature of which is the attempt to overcome resistance rather than to avoid 
it, minimise it or resolve it. This is, in the author's opinion, one of the major 

Mrcnc s t-av., ccn 4 --c L'ý i di C, thc compra %. h -- vC an" b JLJLOI danalýlic- ap-pr 

The former is a tactical approach to quality in which little or no recognition of or 

attcmpt to rcdu-. -, c poSsib-IC, rcsistanc-c appcars, U., bc, madc. Thc comprohC-DISIP., C 

approach is a short-term coercive tactical approach often necessitated by CrIsis 

change (i. e. the requirement of clients for organisations to possess the I. S. O. 9000 

T part - n, R. ,, c-, r"u', L: -, catc)%. 11hic analýtic, " .7%, % -1 approa by compansson, 1. Q. a p... "icipati't. '. 11ong-I nr. 

strategic approach evolved from a conscious managenal decision based on a desire to 

improve organisational effectiveness. 

The author believes other authors advocate the adoption of a participative approach 
4-I 

-Is r-- -ppor co to chan,,,.. initiatives which the authot bcIi , cs ffim-Ily su ts his .... ntention that the 

analytical approach or rather the optimum implementation approach, based on a 

participative analytical methodology, is the best implementation approach for 

achieving not just accreditation to ALIS. O. 190100 but more im. portantly Continuous 

improvements to organisational effectiveness. 

7.8.38 The Dangers of a Coercive Approach to Change 

The Opinions of Kotttter aund Schlesinger appear to reflect the ffindingas of the -author's 

survey in that a coercive approach which attempts to overcome all resistance rather 

than attempting to minimise it will de-motivate staff. The techniques of the 

_U 
40 1 

'L 5 comprchcnsiv. -I approach impIc"inc. -ita-Ition did -c-ticratc Ibigh I. C., VCIS of staff 

resistance and consequently de-motivated staff 

7.8.39 Organizational Analysis as the Cornerstone of Successful Change 

,. sis -as Kotter -and Schllesinnger (1991) (a-m. ongst others) ad.,,,, oca-te orga-nisa-tionm-l ammlysi 

the comerstone of successful change. Without this initial parameter you cannot 

effectively define what and how you wish to change. This is the author believes, 

finthcr justification of thc author's bclxicf in thc prunracy ofthe analy, 41.41cal approach to 

implementation or an optimum approach derived from elements of both of the two 
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approaches identified by the author but based finnly on the need for organisational X- 
anallysis bc it prc- or PO-OL=accrcd itation. 

7.8.40 Prioritization in Change Processes 

Kotter and ISIchlesinger (11991) also recognise ffie need to identily tbe ; po y the iniportance a-Lid 
urgency of problems which would entail some form of cruciality analysis which will 
be another key aspect of the author's optimum approach to implementation. A major 
flaw of the comprc. Incr. sivc. approach. is that proccd-urcs. manruals . --"-c inflatcd by th%c, 
inclusion of non-important procedures which have minimal effect of organisational 
operation. 'I'he author's survey has identified manual size as a key factor in 

-& ýIlrl 0-F dacr, mining staff molavation to usc 
dic. 

0 ., Ld thc rclatrs, c *p-c -1- 4- systcnI-L- 3- im w4an. 
different procedures will influence manual size therefore some fonn of cruclality 
analysis is important, a fact recognised by Kotter and Schlesinger. 

In conclusion the author believes that this review of some leading authors on the 

managcMcnill olfc, haingc. has provAded highly i'lluminabing info. -..., -,, fion lvv-Iiich ov>. Lp'lains IV 
the major fmdings of the author's survey. 

The "social" aspects of change as defmed by Lawrence and the work of the other 

wlý. ", LL,, y CVU -4 -1- 1 ACr 
-1 , y. I 

ijStS 
iS 4x th urný c Hum an Human Rclations sCbooll th%-, o L in thc a or's s 

beings are highly adaptable as evolution has proved. The Human Relations school 
has illustrated, the author believes, the primacy of the social aspects of any change. 

U : ý-4-1 +--I, . 

than 4-hc actwu tcchnical crictails of a ci cs appcar far morc important- L ,. -. csc socAaII .. i., c. A.. 

change. 

The author believes that this phenomenon and its effects were clearly evident in his 

i , or. o. f, -, o*,, -s ftom a pre-vio. I III survey popul"ation. Tb%- prefýr%-, "Ce for the, us syrst. e- 

compared to the inclusion of standard notes provided by consultants reflects the 

importance of social aspects of change. The technical aspects of either set of notes 

ct tuc socidall rcla-11tionsnips whiwli was dramatic appcars Icss important than the cffc,.,, s on th 

and produced greatly differing results in terms of staff motivation. 

The author further believes that this chapter has illustrated a difference in emphasis 

between the Hurnan Relations Itheorists (i. e. Mayo, Lavuemice, (Coch and Fron-chh, 
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Kotter and Schlesinger et al) and the more contemporary authors on change 

managcm. c, nt, (namcly O'Cormor, Carn-111,11ý -M r, 
frormcr 4 

Y xk%ý 16, ICCALIy 

uch., vc ffic 

"social" aspects of change are paramount whereas the latter appear to concentrate on 
the situational factors. 

The author believes the optimum approach to implementation must incorporate both 

44- 
... c. sc-, t1hetors i. c. dual cm-phasis ont social aspccts of clhangc but allso on +L. ', -, c nccd 
for an analytical approach towards the given situational or contextual factors. 

In this chapter the author has corroborated many of his conclusions from the data 

,. If, -u, - 'c, -, S1-i%VS F the optimunn an. --, L--- - chaptcr and further 
.Y 

OAO %ý Cli. act r" OJL 

implementation and evolution model. This model will be presented later and ftuther 

explanation given where appropriate. 

In the next chapter the author will present the findings of an interview programme 

AI iginal survcy - - arnp at- I Acspondcnts. T Js ct-d witlt a sc1.1cc4 'on of on I condU . VT L tc dS 1%, pop-A 6 his 

will be to ftu-ther investigate certain aspects of the proposed model in the light of the 

analysis of the survey data, and the examination of several authors on the topic of 

change managemC. IM conduct.. 'ed in- dhis chapter. 
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Chapter Eight 
Interviews 

CHAPTER EIGHT 

INTERVIEWS 

8.1 INTRODUCTION 
In this chapter the author will analyse and discuss the data obtained from a sample of 

six interviewees selected from the original survey population. The interviews were 

conducted to further investigate topics and some of the conclusions derived from the 

author's survey data and to ffirther reinforce or otherwise, the proposed 

characteristics of the optimum implementation model. 

The author primarily investigated the findings of his own data generated by his 

survey and did not directly attempt to investigate the findings of other research which 
form part of this work. However, some data regarding other research has inevitably 

been generated in the interview process. 

The interviews were all commissioned in February 1999 over a three-week period. 

The data analysis and write-up occurred over the next six-months 

8.2 THE INTERVIEWS 

8.2.1 The Interviewees 

The selection of interviewees from the author's survey respondent population was 

made with a selection matrix of the following criteria: 

1. Willingness to be interviewed 

2. Availability to be interviewed 

3. Achievement of system effectiveness measurement criteria 

These criteria have been discussed fidly in Chapter 2.5.2. as stated in this earlier 

section the predominant criteria in interviewee selection was their willingness to be 

interviewed without which the whole interview process would have been impossible. 

The author's first choice interviewees all agreed to be mterviewed. 
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The size of an organisation was found by the author to be a major determinant of 
both the willingness to be interviewed and the subsequent duration and content of 
interview. The larger the organisation the greater the willingness to be interviewed 

and the longer the duration of the interview. This is a reflection, the author believes, 

of the greater resources of larger organisations and the workloads imposed on senior 
staff. 

All interviewees gave of their time and towards the end of the questioning provided 
highly interesting and illuminating views on current trends in construction 

procurement and the affects these trends may have in the evolution of quality 

management systems. These will be presented in the section on topics for future 

research. 

The interview population of six was deemed sufficient to investigate ftu-ther the 

trends and correlation identified from the survey data but the author was prepared to 

increase the number of interviews if the original six provided data that was 

ambiguous. This proved to be unnecessary. 

The interviewees were all either the original respondent who had completed the 

author's postal survey questionnaire or the person responsible for quality if the 

original respondent no longer worked for the company. With one exception all the 

interviewees were either directors or quality managers. 

8.2.2 The Management of the Interviews 

The interviewees were initially contacted by mail-shot to enquire if they were still 

willing to be interviewed as they had indicated on the author's questionnaire. Next 

the selected interviewees were telephoned to finally ascertain their willingness to be 

interviewed and appointments made. All the interviews were conducted in early 

February 1999. 

8.2.2.1 Pilot Interview 
The first interview was treated as a pilot study and certain revisions to both questions 

and interview technique were made by the author. The interviewee was given a copy 

of the original survey questionnaire. 
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8.2.2.2 The Interviews 
The interviewees were given copies of their original survey questionnaires and 

allowed time to re-familiarise themselves with their responses. 

The interviews were all taped using a desktop microphone so as to be as unobtrusive 
as possible. Each question was asked and time given to the interviewee to formulate 

their responses, which were then taped. 

The questions for the interviews are illustrated as in the Appendices. Not all 

questions were asked to each interviewee given that some respondents had not 

employed consultants or utilised notes from a previous system or standard notes 

provided by consultants. 

Although the author attempted to follow the formulated questions, interviews, by 

their very nature, require spontaneous expansion of questions and topics and this 

occurred where necessmy. 

The author had an information checklist on which were marked the important topics 

that the author was interested in and required. This checklist was utilised to prevent 

questions being asked to which answers had been given in earlier responses. 

The need to stop overly verbose interviewees, which the author was prepared to do, 

did not arise as the interviewees' responses were all highly pertinent and extremely 

mteresting. 

8.3 THE INTERVIEWEES AND THE INTERVIEW PROCESS -A 
GENERAL COMMENTARY 

The quality of responses was remarkably consistent amongst the six interviewees 

with one exception. The responses were both interesting and a valuable research 

exercise. Five of the interviewees were clearly intimately involved in their 

organisations' implementation process and this reflected their senior positions in their 

organisations and the size and resources of their companies generally. One of the six 

interviewees did not conform to this general pattern. Although this interviewee, had 
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been intimately involved in the implementation process the interview responses were 

much less indicative of extensive understanding and involvement in the process. 

The chance of less useful qualitative data was one of the major perceived 
disadvantages of a large-scale interview programme, in the author's opinion. 

The possibility of obtaining poor responses at a not inconsiderable logistical cost 
(both financial and time) was a major consideration when deciding upon the 

methodological pattern of the author's research. To have attempted to conduct an 

extensive regional interview programme and subsequently to have obtained a 

significant number of poor quality responses would have been a poor use of 

resources. With interviewees who have a lack of knowledge of the subject matter an 
interview becomes a series of almost leading questions. The data derived from such 

overly structured (by necessity) interviews may not be as useful or illuminating as 
those from more knowledgeable interviewees. 

Ironically, in the author's case, the exception in the chosen interviewees, whilst 

providing less interesting responses corroborated many of the author's proposals 
from the original questionnaire. This interviewee was from a small company who 
had employed consultants and achieved accreditation, which their clients demanded, 

in a very short period. Their consultants had 'bolted on' a procedure manual almost 

exclusively consisting of standard procedure notes provided by the consultants and 

procedure notes from their previous system. The small organisation had 

commissioned a negligible amount of post-accreditation amendment of procedures 

since achieving accreditation six-years ago. In effect, their quality system was 

moribund. They had achieved positive staff willingness to use their system because 

their new procedure manual was fundamentally procedures firom their previous 

system and because staff liked this transfer no great measure of resistance was 

evident. 

This interviewee corroborated one of the author's main conclusions concernIng the 

dangers of adopting the 'path of least resistance' approach to implementation (see 

Chapter 6.2.19.1). Whilst the incorporation of procedure notes from a previous 

system appears to cause positive staff willingness to use their systems, this 
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willingness may be created at a high price, i. e. the development of very weak or 
moribund analytical approaches to system development in the post-accreditation 
period. 

Although the paucity of responses from this interviewee corroborated many of the 
author's findings it does illustrate a major danger in the framing of a research 
methodology. The use of an extensive qualitative programme of interviews without 
the initial use of a strong well designed questionnaire could easily result in an 
expensive use of resources, which could produce flawed or poor quality data. 

8.4 THE INTERVIEW QUESTIONS 

The author will frame this section around the discrete sections of the interview 

questions, but considerable overlap occurred during the interview. The author 

attempted to maximise continuity of interview, which often resulted in a topic being 

discussed out of sequence when compared to the interview question fonnat as 
illustrated as an Appendix. 

8.4.1 Section 1. General Questions 

In this initial group of questions the author attempted to investigate further 

management motivation to achieve accreditation and the level of commitment and 

involvement of senior management in the process. The questions in this section were 

of a general, less specific nature to allow a degree of general discussion, so as to 
gwarm up' the interviewees before the more specific questions in the later sections. 

8.4.1.1 Question 1. Why did you want to achieve accreditation? 
Two motivational influences were paramount amongst interviewees: 

a) Client pressure 

All interviewees had experienced client pressure to achieve accreditation and the 

interview sample reflected the universal mandatory nature of I. S. 0.9000 

accreditation that now exists in the construction industry and which was evident in 

both the author's survey and the published literature. 
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Consistency 

This second motivational theme was also expected by the author but was particularly 
important to the interviewees who had multiple divisions or regional offices. Often 
different regional entities operated in differing ways and the creation of a single 
company wide national system was of great importance to companies. Again this 
finding reflects the published literature. 

An interesting point was raised by one of the larger organisations in that they found a 
North/South divide in staff attitudes to systems and authority, with staff in the North 

of the country more resistant to an authoritarian approach. This perhaps reflects the 

greater traditional Trade Union militancy in the North of the UK. 

One interviewee did mention the need to improve quality as well as consistency of 

performance and a mandatory requirement for the standard. 

8.4-1.2 Question 2. Could you comment on the overall effect of achieving 
LSO. 9000 accreditation upon your business? 

This question was posed to elicit if any quantification of the costs and benefits of 

achieving accreditation to I. S. 0.9000 was made by the interviewees. It would also be 

indicative of a truly analytical approach to implementation if the approach was based 

upon an analytical cost to benefits evaluation. 

There was no evidence of truly analytical approaches in evaluation of the 

costs/benefits relationship amongst the interviewees. They 'felt' or perceived rather 

than calculated the benefits. "Improved business opportunities", "procedures 

streamlining", "hold-up market share" or system consistency were typical responses. 

No analytical evaluation was evident. 

8.4.1.3 Question 3. What was senior management's attitude to the 
implementation approach? 

Senior managerial commitment to any implementation attempt is held in the 

published literature, to be of vital importance. 

Senior management appeared in three of the six interviews to have been highly 

committed and the impetus behind implementation. The small-scale contractor's 

300 



Chapter Eight 
Interviews 

M. D. decided on implementation but delegated responsibility for the process and 

appeared very detached from the whole process, which reflects this company's 

approach. Interestingly the three large contractors interviewed all had experienced 

problems with both senior and middle management's commitment to the 

implementation process. One interviewee described the problems associated with 
that as "traumatic". Senior management were clearly resistant to a 'perceived' 

change to existing working patterns and this affected their commitment. If senior 

management feels thus then it would appear, to the author, vital that resistance 

recognition and reduction strategies must be employed and devised in any 
implementation process. 

8.4.2 SECTION 2: THE ENWLOYMENT OF CONSULTANTS 

8.4.2.1 Question 1. You employed consultants - why was this? 
One simple answer predominated amongst those interviewees who had employed 

consultants to achieve I. S. 0.9000 accreditation. They did not possess the 

implementation skills, in particular to formulate the procedure manual 

For all these interviewees the choice as to whether to employ consultants was 

Hobson's Choice. This fact would appear to the author to lead to a situation where 

the consultant's influence on implementation approach adopted was unacceptable. 

The development of in-house understanding and knowledge of the implementation 

process and tactics would reduce this total reliance on consultant's skills. 

8.4.2.2 Question 2. You did not employ consultants - why was this? 

Two interviewees did not employ consultants and both these organisations did have 

the in-house intellectual resources and commitment to the implementation process. 

Ownership of the system and the danger of consultants attempting to mould a 

company to their requirements were cited as the reasons for not employing 

consultants. These firms could afford the full-time employment of a skilled quality 

manager. 

8.4.2.3 Questions 3&4. What did your consultants do for you in the pre- 

accreditation and post-accreditation periods? 
Only one interviewee stated they had had active input by consultants in post- 

accreditation procedure amendment. This was the small scale contractor whose 
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system was effectively moribund. All four interviewees had had some assistance 
from consultants in system maintenance in the post-accreditation period but there 
appeared to be no significant analysis and improvement of procedures by consultants. 
They simply prepared companies for the bi-annual or annual external audit. 
Consultants were partially involved in bureaucracy maintenance but not apparently in 

organisational development. 

Consultants appeared to be used as implementation resources in both the pre- and 
post-accreditation periods. The consultant's skills in achieving accreditafion were 

utilised. They do not appear to have encouraged any development in organisafional 

effectiveness. 

8.4.2.4 Question 5. Could you comment on the working relationship that 
existed between your consultants and your stam. 

This question was difficult for interviewees to answer given that the interviewees 

were generally the contact person between the company and the consultants. 

Consultants had little or no contact with staff members, they only had contact with 

the quality project leader who was responsible for the documentation process. 
However it does appear that because little contact appears to have occurred between 

staff and the consultants then the latter certainly did not have much contact with the 

system users and develop intimate knowledge of the companies' activities. 

Some resistance to the employment of consultants was apparent but again because 

consultants basically interacted with one or two people, antagonism was not wide- 

spread as the majority of employees had no contact with consultants. Some 

managers did have 'prickly' relations with consultants. 

8.4.2.5 Question 6. What was your consultant's approach to implementation, in 

particular the documentation of procedures (comprehensive prescriptive 
or selective discretionary)? 

The four interviewees who employed consultants followed a more analytical 

approach in their documentation approach. Three of these four (excluding the small 

scale contractor) clearly led the documentation process with consultants advising as 

to the requirements of I. S. 0.9000. One iriterviewee, found that consultants had a 

tendency to 'enlarge and enhance' procedures and another found that "the company 
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was fitted to the standard to allow it to achieve accreditation using the consultants", 
although the approach was changed to fitting the standard to the company when the 
services of consultants was dispensed with. 

The two interviewees who did not employ consultants were also asked about their 
implementation approach and one followed a more analytical approach. However, 

the national consultants' system was in effect moribund by 1999 and they had 

adopted a comprehensive approach initially but then tried to make their 'huge' 

procedure manual 'easier to use and more friendly' because staff could not spare the 
time to use their comprehensive system. 

The large international contractor who had not employed consultants had a hybrid 

system because they had merged two companies, one which had a comprehensive 

system and the other which was more discretionary. The eventual system formed 

after the two companies merged was a more analytical one. This large contractor 

attempted to minimise the size of their manual and reduce bureaucracy. However, 

they did find that staff preferred a reasonable level of prescription: i. e. they did not 

want too much discretion left to them, This large contractor attempted to combine 

the minimisation of bureaucracy with a reasonable degree of procedural prescription. 

Three of the four interViewees who had employed consultants had in effect used them 

only as implementation resources. The consultants had attempted to fit the 

companies to the standard and had a tendency to inflate the system size if allowed to. 

These three interviewees clearly resisted this and led the process of implementation 

using the consultants to provide the specialist technical knowledge of the 

requirements of I. S. 0.9000. Each of these three interviewees had systems that were 

very actively amended in the post-accreditation period. Consultants had not 

encouraged or been involved in the development of this analytical approach to 

system amendment and improvement. 

The six interviewees recognised that a more analytical approach to implementation 

led to a less bureaucratic system which staff found easier to use. This philosophical 

recognition was not (in the majority) engineered and led by consultants, but rather by 

the companies themselves. 
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8.4.2.6 Question 7. What effect on staff motivation to use their systems was 
there because of this selective discretionary/comprehensive prescriptive 
approach you adopted? 

The large international contractor did find that adopting a looser discretionary system 
de-motivated staff in that they preferred a tighter prescriptive system. The national 
consultant did find staff had certain 'Orwellian' sentiments about 'Big Brother', but 
this initial resistance was overcome. 

All the interviewees believed that after some initial resistance staff became 
(comfortable' with their systems because they had fundamentally docw-nented what 
they did and followed the 'path of least resistance' in implementation. Paperwork 

was kept to a minimum and staff responded positively toward this. They realised that 
their new system was in fact what they had always done. 

8.4.2.7 Question 8. The initial research findings appear to suggest that the 
incorporation of standard procedure notes from consultants appear to 
de-motivate staff in the use of their systems because of the inflation of 
manual size. Could you comment on this? 

All the interviewees were concerned with the minimisation of the bureaucracy of 

their procedure manual size as they believed this was a de-motivating characteristic. 

Two of the three interviewees who had incorporated standard notes provided by 

consultants were aware of the danger of inflation of manual size and actively 

customised procedures to reduce this. 

8.4.2.8 Question 9. Who led the implementation process? Was it consultants 
providing the philosophical leadership or were they only used as an 
implementation resource? 

Five of the six companies interviewed clearly provided the philosophical leadership 

in the implementation process. The sixth company, because of limited human and 

financial resources (the small contractor) appeared to have achieved I. S. 0.9000 

accreditation for the badge only and in this case their consultants appeared to have 

had much greater philosophical influence. 

The author has recognised that this philosophical leadership appears to be the crucial 

element in the development of active evolutionary quality systems. Four of the five 

interviewees who clearly led the implementation process themselves have developed 
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very active systems where procedure amendment since initial accreditation and also 

since the author's survey in 1996 has been intense and on going. 

8.4.3 Section 3. Post-Accreditation Amendment - Change 

8.4.3.1 Question 1. How many man-hours were expended in the 
implementation process to achieve accreditation? 

A clear relationship existed between the level of post-accreditation amendment and 

the human resources expended in the implementation process. Ilie four interviewees 

who had a high level of amendment in the post-accreditation period had expended 

considerable man-hours in the implementation process. By comparison the two 

interviewees who had little post-accreditation amendment had expended much less, in 

the case of the small contractor approximately 25-man-days (1-day per week over 6 

months). 

The author recognises that the level of man power expended in the implementation 

process is clearly linked to corporate resources. However the relationship between 

resource commitment and evolution of systems is clear. The philosophical leadership 

by some companies, rather than reliance on consultants for it, has been supported by 

the commitment of adequate resources to develop analytical approaches to 

implementation and evolution of systems. 

8.4.3.2 Question 2. Why did you change so many/so few of your procedures 
after you achieved accreditation? 

Four interviewees had changed a considerable amount of their procedures by 1999, 

i. e. they had very active Post-accreditation amendment of their systems. 

Two interviewees had systems that were effectively moribund in the period after they 

00 
achieved accreditation until 1999. 

One of these was a national consultant and the other the small-scale contractor. 'Me 

latter believed everything was working and therefore no need to change and the 

consultancy simply 'tweaked' their system although they did try to reduce system 

size. The consultants certainly had an ethos of professional pride in their existing 

standards and procedures, which caused them to view Q. A. implementation as 

somewhat unnecessmy. 
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Amongst the four interviewees who had changed considerable amounts of procedures 
it appears they were actively analysing their activities and changing procedures to 
reflect this. 

The requirements of the environmental management and Health and Safety standards 
were also considered and encompassed by interviewees. Bureaucracy reduction was 

a major considerafion amongst A interviewees. 

The development of post-accreditation analytical approaches to the evolution of 

systems to improve organisational effectiveness was clearly evident amongst the 

majority of interviewees. 

8.4.3.3 Questions 3&4. Who changed and what was changed in your 
procedures? 

Five of the interviewees changed the majority of amendments themselves with 

occasional advice from consultants or their accreditation bodies. The small-scale 

contractor was assisted by their consultants. 

The nature of the changes were mainly reflective of changing activities or working 

procedures often driven by the desire to reduce paperwork. Semor management were 
involved in the majority of changes usually by means of periodic meetings. 

Managerial commitment appears to have continued in most interviewees. 

8.4.3.4 Question 5. Did staff willingness to use your systems because of manual 
size change in the post-accreditation period with the amendment of 
procedures? 

All the interviewees believed that staff willingness to use their systems because of 

manual size improved in the post-accreditation period with the amendment of 

procedures. The majority alluded to the development of a sense of system ownership 

amongst staff. 

8.4.3.5 Question 6. Did post-accreditation amendment of procedures reduce or 
increase your manual size? 

All the interviewees reduced the size of their manuals by the amendment of 

procedures in the post-accreditation period and system size reduction and 

bureaucracy reduction was held to be important in developing staff motivation by all 

the interviewees. 
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8.4.3.6 Question 7. What did staff least like about the whole change process involved in implementation? 
Two issues were raised by this question: 

a) additional paperwork and the extra work engendered by this 
b) change and the disruption of existing patterns of work 

Both of these reasons were expected and are often mentioned in the published 
literature on the subject. 

8.4-3.7 Question 8. Did staff provide feedback on amendments? Were they 
active in the change process? 

All the interviewees had staff feedback on procedure amendments although the small 
contractor's staff feedback appears to have been after the changes had occurred and 
not as part of the process. 

A major concern in this feedback process with all the interviewees was the 
development of a sense of system ownership, i. e. that staff felt that the company's 
quality system had relevance to them and their work and it was theirs and they were a 
part of it. One interviewee surnmed this up well, "If they are owning it, they are 

working it and they are improving it. It's when they disown it that you have a 

problem". 

8.4.3.8 Question 9. How would you describe the evolution of your quality 
system since you first achieved accreditation? 

Two interviewees' systems appeared to be effectively moribund with only the 
, Ilk . bsolute necessities of maintaining accreditation commissioned. 

The other four interviewees saw their system evolution as a process of refmement 

and improvement. Bureaucracy reduction was a central plank in this. Analysis of the 

companies' activities and the amendment of the procedure notes to reflect this was 

also important because of the accelerating pace of business change. Interviewees 

stressed that systems needed to be flexible to change to provide customer satisfaction. 

The four interviewees who had developed very strong analytical approaches to 

systems evolution in the post-accreditation period appeared to perceive their systems 

as value adding managerial tools that enabled improvements in organisational 

effectiveness to be achieved. 

307 



Chapter Eight 
Interviews 

'Me companies operating on a national scale were aware of the development of 
information systems and the possibilities of paperless systems, although this is a 
misnomer in the author's opinion as it is just as difficult to flick through pages on a 
computer screen as through paper sheets. A paperless system may have physical 
logistical advantages but may not have any human motivational ones. The 

characteristics of Internet systems appeared to have been held as possible access 
characteristics of future system evolution. 

8.4.4 Section 4. Staff Motivation 

8.4.4.1 Question 1. In your questionnaire you stated you felt staff willingness to 
use their systems had been positively affected by manual size. Could you 
comment on the overall affect of the implementation process upon staff 
motivation? 

Generally the interviewees' staff needed initially to be pushed along the 

implementation route, as would be expected and would be perfectly normal with any 
form of change. As the implementation process progressed staff attitude appeared to 

change. When they saw that the system was meant to aid them in their daily work 

their perceptions of implementation improved. System size and complexity appeared 

to be a recurrent theme in their perceptions. As system implementation and evolution 

occurs staff appear to have become more comfortable with their systems and initial 

resistance appears to have reduced with familiarity. 

8.4.4.2 Questions 2&3. 
Question 2. From my initial findings I believe manual size affects staff 

willingness to use it In particular the relationship between a 
company's size and its manual size. Could you comment on this? 

Question 3. What do you think is an appropriate size for your company's 
manual? 

Manual size and its affect on size motivation to use systems was a major concern of 

all interviewees and the universal sentiment was that manuals should be as small as is 

practical. Large manuals were perceived to do-motivate staff in their use. 

Manual size was considered a vital characteristic in determining staff willingness to 

use their systems. Complexity of the procedures and their refinement and 

improvement also appeared to be crucial to the four interviewees who had developed 

strongly analytical approaches to system evolution in the post-accreditation period. 
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8.4.4.3 Question 4. In your questionnaire response you stated you believed your 
manual size positively affected your staff willingness to use their 
manuals. Were there any other factors responsible for this staff 
willingness to use their systems? 

Interviewees again stressed the fact that staff perceived a reduction in bureaucracy 

and this was a motivating factor. 

Several interviewees mentioned that the framework of previous procedures 
incorporated into the new system was a factor in reducing resistance to the 
implementation process. Staff were happy to have a basic framework of rules to 
follow but with a certain level of discretion within the parameters of this framework. 

8.4.4.4 Question 5. What affect did achieving I. S. 0.9000 accreditation have on 
staff willingness to use their systems, i. e. achieving the standard? 

All the interviewees who experienced the achievement of accreditation agreed that it 

had a positive affect and staff took justifiable pride in the achievement. It also 
ftuther developed feelings of system ownership and relevance to staff. 

8.4.5 Section 5. Path of Least Resistance 

8.4.5.1 Questions 1,2 and 3. 
Question 1. Why did you incorporate your procedure notes from your 
previous system into your new system? 
Question 2. What affect on staff did this have? 

Question 3. My initial irmdings appear to indicate that the transfer of notes from 
a previous system appears to increase staff willingness to use their systems. 
Could you comment on this? 

"Evolution is better than revolution" was the description of one interviewee as to why 

they incorporated notes from their old system into their new one. Staff familiarity 

with the old procedures that they knew worked was cited as the major reason why 

less resistance to the change had occurred. Several interviewees believed their new 

systems were actually improved, refined evolution of their old system. 

Less work generated by the implementation process by incorporating procedure notes 

from a previous system was also important to interviewees. Additional work was 

perceived as a disadvantage in implementation and a source of resistance amongst 

staff 
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The development of a sense of 'system ownership' amongst staff and continuity of 
this feeling was also important to interviewees. Gradual rather than dramatic change 
was considered important, as was staff involvement in the change process itself 
One interviewee did raise the point that if notes from a previous system are not 
incorporated into the new system staff perceive this as criticism of their work, "what 

you've been doing up until now was wrong". 

This is similar to the iinposition of standard procedure notes provided by consultants. 
Staff must be involved in the change process rather than have it foisted upon them. 

8.4.6 Section 6. Problems Identified in Questionnaire Analysis. 

8.4.6.1 Resources allocated to implementation 
The four interviewees who had developed very strong post-accreditation analytical 
approaches in the evolution of their systems had all allocated and continued to 

allocate significant financial and human resources to the implementation and 
evolution of their systems. 

The two interviewees who had in effect,, moribund systems had comrruitted less 

resources in particular the small-scale contractor. The latter was an archetypal 
'badge-hunting' organisation apparently interested only in achieving the standard for 

the logo and not for organisational improvements. 

It appears that the ability to allocate sufficient resources to the implementation and 

evolution of a system will affect the system developed. This is clearly an issue that 

Government sponsored schemes such as the D. T. I. Grant Scheme have not solved. 

8.4.7 Section 7. Concluding Section 

In this section the author inifiaBy asked interviewees for their views, as active quality 

practitioners, on the author's implementation and evolution model. 

After this the author asked question on topics that may be important in the evolution 

of systems and maybe the subject of further research. 
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8.4.7.1 Question 1. After examining the draft modeL could you make any 
comment on it? 

The responses to the author's model were both enthusiastic and positive. Several of 
the interviewees stated many of the characteristics of the model had been adopted by 
them and some should have been adopted. Comments on it included "your approach 
is a more systematic and scientific approach", and "yes on looking at it I do feel there 
are a number of areas where previously they've been overlooked which are included 

within if'. 

One interviewee believed that the implementation model appeared practical and dealt 

with most areas that they dealt with. 

One interviewee did believe that the decision to employ consultants could be made at 

an earlier stage shown on the author's model, but whole-heartedly agreed that they 

should be employed only as implementation resources and not as the philosophical 
leaders of the implementation process. 

8.4.7.2 Question 2. Could you comment on your views of procurement trends in 
the future and the affects these may have on quality systems? 

Two major issues were raised from this question: 

I. 'Me large international contractor explained that the concept of supply chain 

partnerships would dominate the activities of the large-scale contractors. The 

large-scale contracting organisation was effectively withdrawing from 

tradition competitive contracting and developing partnership arrangements 

with their major clients and also with a select band of their suppliers and sub- 

contractors. In part Government initiatives, such as the Public Finance 

Initiative (P. F. I. ) were driving this strategy. In these partnership 

relationships competitive tendering has been replaced by nomination of high 

quality sub-contractors who are allowed to make an agreed profit margin. 

Under such schemes as the P. F. I. the contractor is in effect the owner of the asset 

being built and therefore has a huge interest in the long-term quality of the asset. 
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Similarly to develop a long-term partnership with a particular client high quality 
becomes an absolute priority. 

This trend of longer-term responsibility for the quality of a project will have an affect 
on quality management systems, which must ensure this quality. 

This development of long-term partnerships has been and will continue to be a 
mainstay of design consultants' activity and the inteirviewees were concerned that 
their quality systems should be flexible to ensure client satisfaction. 

2. The other issue raised was regarding the change in sub-contractor's 

employment status. The Inland Revenue ruling on this may force many 

previously classified self-employed sub-contractors to become directly 

employed labour. This will remove a conflict interface and place greater 

responsibility upon contractors for the workmanship of these employees. 
Quality systems may have greater relevance to smaller firms. This subject of 

small firm Q. A. implementation is clearly problematic as illustrated by the 

approach adopted by the small-scale contractor interviewed by the author. 

Both topics identified by this question wifl need further research over the next five- 

years. 

8.4.7.3.1 Question 3. Could you comment on integrated approaches to quality 
e. g. Total Quality Management (T. Q. M. ). 

The consultants interviewed were conscious of the crucial importance of their human 

resources and of the possibilities offered by the techniques of Total quality 

Management. One consultant was actively considering the implementation of some 

such scheme. 

With the other interviewees there was no enthusiasm for T. Q. M. currently, but the 

interviewees were conscious of both client care, i. e. the needs of the client and 

quality of product. The international contractor's whole future business strategy was 

based on producing high quality assets over which they would retain control and 

responsibility under the terms of the Public Finance Initiative. This programme may 
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have a major influence upon infrastructure quality over the next thirty years. Giving 
the contracting organisations design and build leadership immediately removes the 
traditional 'quality chasm' between design and construct functions and responsibility. 
It also harnesses the 'buildability' skills of contractors whilst providing a strong 
incentive for them to innovate whilst maintaining vigorous product quality standards 
as it is to their long-term advantage to do so. 

The author believes that the procurement trends identified in the interview will have 
strategic implications for the construction industry. The evolution of quality 
management systems will be affected because of these trends. 

The international contracting organisation had tried to develop a T. Q. M. based 

approach but found that without the framework of a systems-based approach the 
basic quality culture was not present and they experienced problems because of a 
lack of system framework for several years. Their experiences reflect the majority of 
views in the published literature regarding the relative merits of introducing a 
systems approach or T. Q. M. first. 

8.5 CONCLUSIONS 

All the respondents in the interview sample were selected because they had achieved 

the motivational challenge, i. e. their system size positively afiected staff willingness 

to use it. All had followed the 'path of least resistance' approach to implementation 

and some had incorporated standard procedure notes provided by consultants. The 

difference between them was that some interviewees had high levels of post- 

accreditation amendment of their procedures whereas others did not. It was 

subsequently found in the interviews that some systems were in effect moribund. 

The interview process was utilised to investigate and define the possible reasons 
behind this difference in sYstern development. These conclusions have been used to 

ftirther refine the characterisfics of the optimum model. 
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8.5.1 Section/General Questions 

8.5.1.1 Motivations to achieve accreditation 
Badge hunting or marketing motivations to achieve accreditation were universal 
amongst interviewees. This would have an affect on companies' approaches to the 

implementation in particular smaller fmns lacking in financial and intellectual 

resources. 

Consistency of performance was the other important motivation for interviewees. 

8.5.1.2 Evidence of analytical quantification of costsIbeneflits of implementation 
No analytical approach to the cost benefit relationship was evident amongst 

mterviewees. They felt or perceived benefits rather than calculated and analysed 

them. 

8.5.1.3 Managerial commitment and resistance to change 
Resistance to change (i. e. the I. S. 0.9000 implementation process) was evident 

amongst both senior and middle management which must cast doubt on their 

commitment to the implementation process. These problems with managerial 

commitment reinforce the author's belief in the need for full understanding of the 

relationship between initial motivation and the philosophical background to 

I. S. 0.9000 implementation in particular the difference between a comprehensive 

approach to Implementation and a more analytical one as outlined by the author, 

(Ryall, 1995). 

The evident resistance to change amongst senior management also necessitates the 

earlier adoption of change strategies and evaluation techniques, which include the 

recognition of resistance to change and the adoption of tactics to deal with this. 

8.5.2 Section 2. The Employment of Consultants 

8.5.2.1 The need to employ consultants 
The employment of consultants was unavoidable for the majority of interviewees 

because of their lack of knowledge of the implementation process. This produced a 

situation, in the author's opinion, In which consultants' influence on the 

implementation process could have been highly deleterious for the organisational 

development of companies. 
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Company resources often dictated the employment of consultants - larger companies 
often employed full-time quality mangers - thus company resources may well affect 
implementation approach adopted. 

The level of corporate knowledge of I. S. 0.9000 implementation will determine the 
implementation approach adopted. The greater the knowledge the greater the 
flexibility in the choice of approach, i. e. whether to employ consultants per force or 

not. 

8.5.2.2 Consultants and post-accreditation amendment and evolution 
In the post-accreditation period consultants appeared to be only involved in 

bureaucracy maintenance and not procedure improvement. They did not appear to 

encourage the development of analytical approaches to the evolution of systems. 

Consultants appeared to have been used as accreditation resources, i. e. used to 

achieve accreditation not organisation improvement. 

Consultants appear to have been employed to help create the paperwork system to 

achieve accreditation but not as a resource to improve organisational effectiveness. 

Consultants did not encourage or play an active role in the development of post- 

accreditation analytical approaches to system evolution. Where this happened it was 

the interviewees' own approach to implementation which was responsible. 

Consultants were used as implementation resources who possessed specialist 

knowledge of the standard which the companies did not have. 

The one interviewee, where consultants had a more influential role, (i. e. the small- 

scale contractor) had a moribund system and appeared to the author to be archetypal 

'badge-hunters' with little interest in organisational improvement ftorn the 

development of their system 

8.5.2.3 Consultants and the provision of standard procedure notes 
Those interviewees who had incorporated standard procedure notes provided by their 

consultants were aware of the de-motivating affect on staff of manual size inflation 

and actively sought to avoid this. 
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8.5.3 

8.5.2.4 Consultants and philosophical leadership 
The philosophical leadership behind implementation appears to be the crucial 
element in the development of post-accreditation analytical approaches to system 
evolution. Consultants appeared to be used as implementation resources only and 
had little philosophical input to the implementation approach. 

Where they had a greater influence because of client resources (i. e. small companies) 
the resultant system was not changed a great deal 

Section 3. Post-Accreditation Amendment - Change 

8.5.3.1 Resources utilisation and change 
Philosophical leadership by management of the implementation process appears to 

need the conmitment of adequate hwnan resources if post-accreditation analytical 

approaches to system evolution are to develop 

8.5.3.2 The development of post-accreditation analytical approaches to system 
evolution 

There was clear evidence, amongst a majority of interviewees, of the development of 

post-accreditation analysis and system evolution to improve organisational 

effectiveness. This was company led. 

8.5.3.3 System size reduction 
All respondents were conscious of the de-motivating affect of large procedure 

manuals and attempted to reduce manual size. This confirms one of the author's 

original proposals based on his experience of the case study organisation's system as 

described m earlier work, (Ryall, 1995). Staff perceptions of the additional 

paperwork generated by implementation was a de-motivating influence. 

8.5.3.4 Staff feedback and system ownership 
The interviewees deemed staff feedback on the amendment and development of their 

systems as vital both for system improvement and as part of the process of staff 

developing a sense of system ownership, which was also considered vital. 

8.5.3.5 System evolution 
'Mose four interviewees who actively amended their systems in the post-accreditation 

period saw the evolution of their systems in terms of refinement and improvement. 
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I. S. 0.9000 implementation appears to be an important technique for improving their 
organisational effectiveness and as a value adding managerial strategy. 

The larger companies were aware of developments in information systems and were 
actively contemplating their incorporation in system evolution. 

8.5.4 Section 4. Staff Motivation 

8.5.4.1 Motivation and manual size 
Procedure manual size was universally held, amongst the interviewees, to be a crucial 
characteristic in determining staff willingness to use their systems. All the 

respondents believed manuals should be as small as practical and as straight forward 

as possible. 

8.5.4.2 Motivating characteristics 
Interviewees believed the following were characteristics in motivating staff to use 
their systems: 

1. manual size 
2. familiarity with notes from their previous system 
3. a central framework of procedures within discretionary systems which 

allowed some flexibility to staff. 

8.5.4.3 Achieving accreditation 
The achievement of accreditation to I. S. 0.9000 did motivate staff in system use and 

aided the process of taking 'ownership' of quality systems by staff. 

8.5.5 Section 5. The Path of Least Resistance 

8.5.5.1 The dangers of the path of least resistance approach to iniplementation. 
One interviewee illustrated perfectly the author's fears about the possible affects of 

adopting the 'path of least resistance' approach to implementation (see Chapter 

6.2.19.10). 

An analytically moribund system was developed in the post-accreditation period 

although staff willingness to use their system was positively affected by the fact that 

80% of their new system were procedures incorporated from their previous system. 
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High staff willingness to use their system resulted in a system that was changed very 
little with consequently little effort at system improvement. 

All the author's views on the dangers of consultant employment by small companies 

were encapsulated in this one interview. 

8.5.5.2 The advantages of adopting the path of least resistance approach to 
implementation 

Several advantages were held as important by the interviewees: 

1. Staff familiarity with their existing procedures. The transfer of procedure 

notes from previous systems developed feelings of system ownership 

amongst staff. 
2. Staff pride in their existing procedures i. e. they were not operating 

incorrectly before Q. A. implementafion. 

3. Less work involved in transferring procedure notes rather than drafting new 

ones. 
4. Gradual change causes less staff resistance than does dramatic change. 

Evolutionary refinement and development in preference to revolutionary 

change 

8.5.6 Section 6. The AHocation of Resources 

8.5.6.1 AHocation of Resources 
The ability to commit resources, both financial and human, to the implementation 

and evolution of quality systems does appear to have an influence on the nature of the 

results produced. 'Me intellectual resources may be crucial as these may often 

determine the philosophical approach to implementation and evolution adopted. 

8.5.7 Section 7. Concluding Section 

8.5.7.1 The views of active quality practitioners on the author's implementation 

and evolution model 
The interviewees were enthusiastic and positive about the characteristics of the 

author's implementation and evolution model. 
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8.5.7.2 Future procurement trends and their affect on quality systems 
Greater long-term responsibility for the quality of the assets they build may fall upon 
both large and smaller-scale contractors because of either strategic business decisions 

or employment law changes. The role of quality assurance systems would appear 
central to shoulder this increased burden of responsibility. 

This is a topic of importance for future research. 

8.5.7.3 Interviewees' views on integrated quality programmes, e. g. T. Q. M. 
There was greater enthusiasm amongst consultants for the possible implementation of 
T. Q. M. programmes than amongst contractors. However, customer requirements and 
product quality were important issues for interviewees. They appeared to favour the 

achievement and satisfaction of these goals by means of the more formal structures of 

quality management systems. 

8.6 SUMNMRY 

In this chapter the author has presented and discussed the interviews undertaken with 

the selected sample of questionnaire respondents. 

The findings of this interview programme have refined and strengthened the 

characteristics of the author's implementation and evolution model, which will be 

presented in the final chapter. 

The interviewees' responses have further reinforced the author's belief in his original 

propositions and identified other interesting points. 

It has become clear from the interviews that the four companies who had developed 

the strongest post-accreditation analytical approaches to system evolution had all 

philosophically led their implementation processes. They have consequently 

developed very active systems. 

The other two interviewees had moribund systems. One of these was a small 

contractor who was an archetypal 'badge-hunfing' organisation. In this 
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organisation's implementation consultants appear to have had a great influence In the 

approach adopted. 

The ability to utilise financial and human resources in system implementation 

appears to affect the approach both pre- and post-accreditation. Consequently, small 
firms do appear to suffer disadvantage because of this. 

Amongst the four interviewees with actively evolving systems the philosophy 
adopted towards implementation appears to recognise Q. A. as a value adding 
managerial strategy which is reflected in the resources committed to the process i. e. 
the quality of personnel and time spent both pre- and post-accreditation. 

Important model characteristics proposed by the author and reinforced by the 
interviews include: 

1. Large manuals de-motivate staff in their use and manuals should be as small 

as practical. Q. A. consultants have a propensity to inflate manual size. 
Reduction in bureaucracy and paperwork was unIversally held to be vital. 

2. The adoption of the path of least resistance approach is beneficial in creating 

positive staff willingness to use their systems but it must be combined wIth 

the correct philosophical leadership of the implementation process. This 

leadership recognises that systems' aims are to improve organisational 

effectiveness. 
3. if correct philosophical leadership is missing moribund non-analytical 

approaches to system evolution may develop. 

4. Consultants do not appear to provide philosophical leadership which 

develops analytical approaches to system evolution. This may have had a 

detrimental affect on small firms' implementation as encouraged under the 

D. T. I. Grant Scheme 

5. Staff feedback on system evolution was perceived as vital for system 

improvement and the development of a sense of 'system ownership' amongst 

staff. 
6. Motivating characteristics of systems included: small manuals; staff 

familiarity with notes incorporated into new systems from previous systems, 
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the development of systems which allowed a certain degree of discretion to 

staff and the reduced amount of work involved when incorporating procedure 

notes from previous systems and which also appeared to confmn staff 

competence because of the continuation of these existing procedures' use. 

The author was encouraged by the enthusiastic commen s of interviewees regarding 
his draft of the implementafion and evolufion model. 

After analysis and amendment the author will present the model in the next chapter 

with referencing to each section of this thesis from which the model characteristics 

have been developed. 
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CHAPTER NINE 

ILLUSTRATION OF THE OPTIMUM IMPLEMENTATION AND 
EVOLUTION MODEL 

9.1 INTRODUCTION 

In this chapter the author will illustrate fully the optimum implementation and 

evolution model. This illustration will be based on the lineal progress of the 

research, resulting in the development of conclusions at the end of each chapter, 

which have been presented as characteristics of the model. 

In previous work (Ryall, 1995) the author defined two different approaches to the 

implementation of quality management systems namely the comprehensive and the 

analytical approaches. After the literature review of implementation knowledge and 

experience (see Chapter Four) and the analysis of his questionnaire survey data 

(Chapters Five and Six) the author defined the characteristics of these approaches and 

presented them as a flow chart in Appendix V. 

The author recognises that neither of the approaches was optimal but characteristics 

of both would be part of the optimum implementation and evolution model. 

From the review of seminal works in the field of change management further 

characteristics were defined with particular reference to resistance avoidance or 

reduction. Finafly the author investigated further some of the characteristics 

proposed from the analysis of his survey data. This further investigation was by 

interviews with a selected sample of the original questionnaire respondents. 

9.2 ILLUSTRATION OF THE LINEAL DEVELOPMENT OF THE 

MODEL 

At this point the author will illustrate the lineal development of the characteristics 

that make up the optimum implementafion and evolufion model. 
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A case study of a Public Sector Design Practice and the problems of their quality 
management system. 

A comparative review of two sets of authors' different approaches to 
implementation (Hughes & Williams 1991, and Duncan et al 1990) and the 
definition of two radically different approaches to implementation, namely the 
analytical and the comprehensive approaches. 

All in a previous work, Ryall (1995) 

A methodological study to ascertain the most appropriate means of conducting 
this research programme given the basic proposals developed from the earlier 

work, i. e. Ryall (1995). 

A literature review of the current state of experience and knowledge of the 

implementation process involved in achieving ISO 9000 accreditation. This 

involved partial corroboration of some of the author's proposals and the 

identification of gaps in current knowledge. Chapter 4. 

From the preceding work the development of a survey questionna-tre to 

investigate the author's proposals, which had progressively evolved during the 

proceeding stages. 

The issue and analysis of the survey data identified correlation and trends 

amongst the survey population. The conclusions to this analysis allowed the 

initial definition of the characteristics of the comprehensive and the analytical 

approaches to implementation. The author recognised neither was the optimum 

model. Chapters 5&6. 
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Next an examinafion of seminal authors on the subject of change management 
identified ffirther characteristics of the optimum implementation and evolution 
model and corroborated many of the findings of the author's survey. Chapter 7. 

The author conducted interviews with a sample of his survey population to 

investigate further and refine some of the characteristics of the optimum model 
that had been developed from the author's survey data. Chapter 8. 

Illustration of the optimum and implementation model. Chapter 9. 

important findings have been evolved from this lineal approach and the data 

generated by it. They include: 

1. Large copious quality manuals de-motivate staff from using them. The 

inflation of corporate bureaucracy is a deleterious motivational characteristic 

and results from the adoption of the comprehensive approach to 

implementafion. 

2. Consultants' employment did not reduce manual size and consequently they 

did not have a posifive affect on staff motivation. In fact their employment 

and their tactic of incorporating standard procedure notes into clients' 

systems is a fundamental disruption of the existing social arrangements 

within companies and causes resistance to implementation amongst staff 

3. Consultants have also not played an active role in system amendment and 

improvement in the post-accreditation period. 

4. It is recognised by the author that without the employment of consultants 

many small firms would not have achieved accreditation. However in these 

circumstances consultants influence over the philosophical approach adopted 

in implementation can lead to comprehensive compliant systems where 
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'badge hunting' is the corporate motivation to achieve accreditation. This 

approach can lead to systems that are effectively moribund in the post- 
accreditation period. 

5. Company motivations to achieve accreditation do affect the philosophical 
approach adopted in implementation and consequently affect the efficacy of 
systems in use. 'Badge hunting' motivations often lead to the adoption of a 
comprehensive approach to implementation that increases bureaucracy and 

adversely affects staff motivation. Companies who wish to achieve 
improvements in organisational effectiveness often develop an analytical 

methodology in implementation and system evolution. 

6. The examination of the three system effectiveness measurement criteria (i. e. 

manual size/company size correlation, staff motivation to use their systems 

and the degree of post-accreditation amendment) identified characteristics 

upon which the optimurn implementation and evolution model could be 

based. 

7. However this examination when evolved by the interview process 
highlighted dangers as well as advantages of adopting the 'path of least 

resistance' approach to implementation. It was found that staff motivation to 

use their systems could be, in isolation, an unreliable indicator of system 

efficacy. Staff could be enthusiastic about using their systems because no 

pre- or post-accreditation analysis or amendment had occurred and their 

systems were in effect moribund. Staff motivation to use their systems is 

vital in developing a sense of system ownership but it must be encouraged in 

conjunction with an analytical approach to system amendment and 

improvement. The optimum model will achieve the motivational challenge 

whilst developing an analytical approach to system implementation and 

evolution. 

8. The research has shown that the adoption of an analytical methodology in 

system implementation based on the 'path of least resistance' can lead to 

procedures manuals that are in proportion to the companies' size and scale of 
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activities, high staff motivation to use their systems and active amendment 

and improvement of systems in the post-accreditation period. However, the 

interviews have shown another factor to be crucial in the development of 

strong post-accreditation analytical approaches to system evolution and 
improvement. The crucial factor appears to be the combination of an 

analytical implementation methodology based on the path of least resistance 

approach but with the philosophical leadership of the implementation process 
being provided by the senior management of the companies. This seems to 

be the significant difference. Where senior management provide this 

philosophical leadership strong analytical approaches develop in the post- 

accreditation period, which can only bode well for improvements in 

organisational effectiveness. Where consultants have provided the 

philosophical leadership (often because firms lack the resources to provide it) 

these analytical approaches have not developed. 

Strong analytical approaches to system evolution have occurred because of 

senior management's desire to improve organisational effectiveness. The 

implementation and evolution model will stress this crucial factor in what 

must be a strategic approach to quality management if a simple compliance 

culture is to be avoided. 

In the next sub-section the author will present a 'road map' to the optimum 

implementation and evolution model, which will be followed by the model 

itself 
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9.3 OPTIMUM IMPLEMENTATION AND EVOLUTION MODEL: 
A ROAD" 

Page328 INITIAL MOTIVATION 

Page 329 PHILOSOPHICAL BACKGROUND 

Page 330 MANAGERIAL COMMITTMENT 

Page 331 CHANGE STRATEGY 

Page 332 F- CHANGE EVALUATION 

Page 333 Q. A. PROJECT LEADER 

Page 334 RESISTANCE RECOGNITION 

Page 335 F STAFF INDOCTRINATION 

Page 336 F- PERCEPTIONS OF CHANGE 
-T 

Page 337 COMMUNICATION STRATEGIES 

Page 338 TEAM BUILDING 

Page 339 EMPLOYMENT OF 
CONSULTANTS 

Page 340 F-CONSULTANTS' 
PERSPECTIVE 

Page 341 RESOURCES UTILISED 

Page 342 RESISTANCE ANALYSIS 

RESISTANCE AND CHANGE 
Page 343 FEEDBACK AND DEVELOPMENT 

LOOPS 

Page 344 A SENSE OF SYSTEM 
OWNERSHIP 

Page 345 
F-CHOICE 

OF IMPLEMENTATION 
APPROACH 

THE DOMIENTATION PROCESS 
-T-- 

Page 346 

PATH OF ANTAGONISM Page 347 

USE OF STANDARD 
Page 348 PROCEDURE NOTES 

PATH OF LEAST RESISTANCE 
AND THE USE OF PROCEDURE Page 349 

NOTES FROM A PREVIOUS 
SYSTEM 

PRE-ACCREDITATION ANALYSIS Page 350 

A DISCRETIONARY SYSTEM Page 351 

HIGH STAFF MOTIVA-T-ION---] Page 352 

THE CHARACTERISTICS OF Page 353 
IMPLEMENTATION 

ACCREDITATION ACHIEVED Page 354 

POST ACCREDITA Page 355 
BEHAVIOUR 

THE MOTIVATIONAL Page 356 
CHALLENGE 

POST-ACCREDITATION Page 357 
ANALYSIS 

FEEDBACK 
_7 

Page 358 

SYSTEM EVOLUTION Page 359 

CONCLUSION Page 360 
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9.4 THE OPTIMUM IMPLEMENTATION & EVOLUTION MODEL 

INITIAL MOTIVATION 

DO YOU NEED TO ACHIEVE 
ACCREDITATION TO 

ISO. 9000 

YES 

DO YOUR CLIENTS 
NO REQUIRE CERTEFICATION? 

LNALYSE WHY YOU WISH 
TO ACHIEVE 

ACCREDITAT10N TO 
ISO 9000? 

WHY DID YOU WISH TO ACHIEVE 
ACCREDITATION TO ISO9000? 

Client pressure to achieve it 

To increase staff motivation 

Competitors achieving it 

A need to systematically record 
your activities 

LEVEL OF 
MANAGERIAL 

COMMITMENT TO 
ACHIEVE 

ACCREDITATION 

WILL SENIOR 
MANAGEMENT 
COMMIT THEIR 

TIME AND 
EFFORT TO 

AC14MVF 

NO 

I 

A wish to improve your quafity 

To lower your costs 

A desire to improve the economic 
performance of your company 

Reference: Ch. 4.5, Ch. 6.2.1 & Ch. 8.5.1.1 
MANAGEMENT SIMPLY SAYS GO 

AHEAD AND ACHIEVE 
ACCREDITATION 

Reference: Ch. 4.6 & 4.12.3 

ADOPTION OF COMPREHENSIVE 
APPROACH LIKELY. 

ATTEMPT TO CHANGE MANAGEMENT 
PERSPECTIVE OR ATTEMPT CHANGE 

AFTER ACCREDITATION IS ACHIEVED 

RECONSIDER YOUR DESIRE 
TO ACHIEVE 

ACCREDITATION 

YOU WISH TO 
ACHIEVE IS09000 

YOU DO NOT 
WISH TO 
ACHIEVE 

ACCREDITATION 

END OF PROCESS 

NO 

YES 

OMMUM 
IMPLEMENTA 
ROUTE 

IS09000 
ACCREDITATION IS 

SEEN AS ONE 
ELEMENT OF A 

LONG-TERM 
QUALITY STRATEGY 

WHICH WILL 
ACCRUE BOTH 

REVENUE AND COST 
SIDE BENEFITS 

Reference Ch. 4.5 

NO ACCREDITATION IS 
SEEN BY 

MANAGEMENT AS A 
SHORT-TERM TACTIC 
WHICH WILL ACCRUE 

MARKETING 
_00ý BENEFITS ON THE 

REVENUE SIDE ONLY 
I. E. BADGE HUNTING 
FOR THE ISO LOGO 

Reference: Ch. 4.5 & 

NO 
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PHILOSOPHICAL BACKGROUND 
From Page 328 

The optimum implementation approach will attempt to harness the benefits of sincere participation i. e. the 
development of staff commitment or ownership of their new system rather than a compliant culture. 
Policies involving insincere or token participation run the risk of being viewed by staff as manipulative 
managerial "mind games". 
Reference: Ch. 7.8.36, Ch. 7.6.1.4, Ch. 7.5.4.1 & Ch. 8.5.3.4 

The comprehensive approach utilising consultants employment is a tactical approach, the main feature of 
which is the attempt to overcome resistance rather than to avoid it, minimise it or resolve it. This is, in the 
author's opinion, one of the major differences between the comprehensive and analytical approaches. 

The former is a tactical approach to quality in which little or no recognition of or attempt to reduce 
possible resistance appears to be made. The comprehensive approach is a short-term coercive tactical 
approach often necessitated by crisis change (i. e. the requirement of clients for organisations to possess 
the I. S. 0.9000 certificate). The analytical approach by comparison, is a participative long-term strategic 
approach evolved from a conscious managerial decision based on a desire to improve organisational 
effectiveness. 
Reference: Ch. 4.3, Ch5.2.15 & Ch. 8.5.1.1 

The author believes other authors advocate the adoption of a participative approach to change initiatives 
which the author believes firmly supports his contention that the analytical approach or rather the 
optimum implementation approach, based on a participative analytical methodology, is the best 
implementation approach for achieving not just accreditation to I. S. 0.9000 but more importantly 
continuous improvements to organisational effectiveness. 
Reference: Ch. 7.8.37, Ch. 7.5.4.1, Ch. 6.2.18 & Ch. 6.2.19 

The opinions of Kotter and Schlesinger appear to reflect the findings of the author's survey in that a 
coercive approach which attempts to overcome all resistance rather than attempting to mimmise it win de- 
motivate staff. The techniques of the comprehensive approach to implementation did generate high levels 
of staff resistance and consequently de-motivated staff. 
Reference: Ch. 7.8.38 & Ch. 6.2.19 

The comprehensive approach to change implementation appears to the author to be a worst case scenario 
in change management. Necessary change (i. e. because of client pressure to achieve I. S. 0.9000 

accreditation) has been achieved but at a high price. Strong staff resistance has been engendered and an 
ineffective system has been produced and which has not produced any evidence of real organisational 
improvement or innovation. Necessary change has been achieved with few benefits and many serious 
disadvantages. 
Reference: Ch7.8.9, Ch. 7.3. & 7.4 

To Page 330 
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NUNAGERIAL COMMITMENT 

From Page 329 

Senior management must commit their time and effort to achieve accreditation 
Reference: Ch. 4.6 & Cb. 4.12.3 

Senior management must lead the implementation process rather than consultants even if the latter 
are used. Management or key personnel must fully understand the philosophy and process of 

Q. A. Implementation 
Reference: Ch. 4.7, Ch. 4.12.2 & Ch. 8.5.2.4 

Senior management understand the importance of developing an analytical approach and the long- 
term strategic reasons for this. 

Reference: Ch. 4.3, Ch. 4.5, Ch. 4.12.1 & Ch. 6.3 

NO 

Further induction for senior management II YES 

Management wishes to develop a strategic approach to quality and ISO 9000 implementation, although 
they may adopt a tactical approach to initial accreditation 

Reference: Ch. 4.9 & Ch. 6.3 

To Page 331 
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CHANGE STRATEGY 
From Page 330 

Accept the need for change when necessary and change only what is necessary for increased commercial effectiveness. Reference: Ch. 7.8.1 

Identify what changes are necessary by accurately analysing a company's current position i. e. know where you are, and 
where you want to go. Reference: Ch. 7.8.2 & 7.4.2 

Recognise the situational factors which affect the need to change. Reference: Ch. 7.8.3 & 7.6.2 

Recognise the nature of different types of change and recognise that change wiH generate staff resistance and be able to 
identify different types of resistance. The type of change will affect the degree of resistance and consequently different 
strategies must be devised for different types of change. Reference: Ch. 7.5 & 7.8.4 

Implement different strategies to deal with different types of resistance. Reference: Ch. 7.5 & 7.8.5 

The nature of change is often the more important aspect rather than the scale and recognise the importance of staff 
perceptions of change. The aim must be to minimise the actual change and staff perceptions of change whilst maximising 
staff comprehension of the need for change and the benefit to be accrued from the process. The actual change (e. g. the 
different procedures) and the source of change (e. g. the employment of consultants) will be crucial in the author's opinion. 
Reference: Ch. 7.4 & 7.8.6 

Aim at a coincidence of senior management's and staffs perceptions of the need for change so as to reduce staff 
resistance. Reference: Ch. 7.4.3 & 7.8.7 

Organisational change should be, wherever possible, pro-active and preventive in nature rather than reactive. It should be 
similar to the philosophical basis of Q. A. and both are compatible and in fact complimentary. Reference Ch. 7.8.12 

The results of change should be maximised to offset the often negative and wholly or partial-ly unavoidable effects of 
resistance. Given the fact that change can be often dramatic or even traumatic for an organisation and that considerable 
resistance may be created towards the attempted change it appears logical to attempt to MImmise the advantages to be 
gained from the change. The optimum analytical approach to implementation will attempt to do this by improving 
organisation effectiveness whereas the comprehensive approach, by virtue of the superficiality of its objectives, namely 
simple possession of the I. S. 0.9000 standard, does not. Reference Ch. 7.8.16 

The change process itself (in the author's study the implementation process) must be given enough time to prevent staff 
from feeling pressurised by the pace of change. It is another exarnple of Lawrence's social aspects of change. Reference: 
Ch. 7.8.30 

Lawrence (1992, p. 84) stresses the supervisory role of senior management in controlling a change process by gauging 
operators' level of readiness for the various stages of the process. This will be affected by their understanding of the 
requirements of specialists or consultants which must be effectively communicated to them. This again pre-supposes 
active involvement of senior management in the change process as a primary responsibility. In I. S. 0.9000 
implementation it is clear that to manage the change process involved effectively, senior management must be pro-active 
and take the project management role rather than delegate all responsibility down to the employed Q. A. consultants. 
Senior management must lead and control the whole process not be led by their consultants. Consequently this requires a 
full understanding of the concepts and techniques of Q. A. 
Reference: Ch7.8.33, Ch. 8.5.2.4 & Ch. 7.6.1.2 

To Page 332 
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CHANGE EVALUATION METHODOLOGY 

From Page 331 

Management commission organisational and functional analysis to define their change 
methodology and evaluation mechanisms. For an example of ftinctional and 
organisational analysis see Camell (1992) p. p. 7-34. 

Kotter and Schlesinger (1991) (amongst others) advocate organisational analysis as the 

cornerstone of successful change. Without this initial parameter you cannot effectively 
define what and how you wish to change. This is the author believes, ftuther justification 
of the author's belief in the primacy of the analytical approach to implementation or an 

optimum approach derived from elements of both of the two approaches identified by the 

author but based firmly on the need for organisational analysis be it pre- or post- 

accreditation. 
Reference: Ch. 7.4.2,7.4.2.1 & 7.8.39 

Evaluation methodology techniques could include: 
Behavioural observation 
Statistical measures 
Anonymous surveys 
Time studies 
Quality inspections 
(O'Connor 1993, p. p. 24-25) 

To Page 333 
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A. PROJECT LEADER 

From Page 332 

Appointment of key personnel i. e. quality manager as Q. A. Implementation 
project leader. Project leader must maintain a strategic perspective of the 
implementation process and not become entangled in the techniques and 
tactics of the process. 

The change initiator must act as a project manager achieving successful 
implementation and the planned results not just the change. 
Reference: Ch. 7.8.35 & Ch. 7.7 

To Page 334 
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RESISTANCE RECOGNITION 

From Page 333 

Resistance analysis must be commissioned by management in an attempt to: 

Forecast and predict possible causes of resistance amongst staff and to avoid 
these 

2. Outline mechanisms for the identification of resistance 

3. Outline strategies to deal with resistance if it arises during the implementation 
process 

Management must be aware of major schools of thought regarding resistance, its causes and its 
cures. 
See Lawrence (199 1) social arrangements and Kotter and Schlesinger (199 1) situational variables. 
Reference: Ch. 7.5 & Ch. 7.6 

To Page 335 
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STAFF INDOCTRINATION 

From Page 334 

Senior management committed enough to cover the cost of adequate staff induction and training 
which may eliminate the need for employment of consultants by the empowerment of staff fi7om 
extensive knowledge of the philosophy and process of Q. A. implementation. The training and 
indoctrination process of staff should provide management with a choice regarding the 
employment of consultants or that at least should be the aim of such a programme. 
Reference: Ch. 4.6, Ch. 4.12.3, Ch. 6.2.10 & Ch. 8.5.1.3 
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Illustration of the Optimum Implementation & Evolution Model 

PERCEPTIONS OF CHANGE 

From Page 335 

Management and staff perceptions of the necessity of change must coincide. Change must be seen to be both necessary 
and beneficial. Perceptions of change will be a major determinant of the level of resistance. 

Senior management must effectively communicate their perception of the need for change to staff who may have a 
different perception. Any negative perceptions of the need to achieve accreditation to I. S. 0.9000 must be dispelled. 
Reference: Ch. 7.8-9, Ch. 7.3. & Ch-7.4 

The optimum approach to implementation must encourage refinement and improvement of procedures by those staff 
members who do the work. In any change process the people who will implement the change must be canvassed for their 
views to gain as wide a range of the existing perceptions as possible. Reference: Ch. 7.8.10&Ch. 7.4.3 

It would appear beneficial, if not to camouflage the true nature of a change, to at least portray the change as less dramatic 
and positively beneficial to staff and a company. Great care must be exercised *in such indoctrination exercises in that 
staff must never lose confidence in the veracity of management and its communication strategies. Reference: Ch. 7.8.15 
& Ch. 7.4 

In the author's survey the motivational challenge was seen to have been failed under both the comprehensive and the 
analytical approach. The pre-implementation indoctrination of staff perceptions may consequently be viewed as having 
been poor. If staff perceptions had been strongly influenced by indoctrination programmes then manual size may not 
have been such a strong determinant In influencing staff positively or negatively in the use of their systems. Staff were 
clearly not convinced of the overriding importance of achieving accreditation and resistance to the whole process was still 
at a high level. It is very interesting to note the drop in this apparently high level of resistance in the post-accreditation 
period when large numbers of respondents changed large portions of their procedures (45% of respondents amended more 
than 50% of their procedures and 67% of respondents amended at least 20% of their procedures). Some barrier to 
acceptance of the new systems was apparently cleared upon gaining accreditation and staff appear to lose the higher 
levels of resistance when they were firmly in control of the system and its operation. The 'fait accomph' of having 
accreditation seemed to release resistance by staff and engender usage. Reference: Ch. 7.8.20, Ch. 6.2.13, Ch. 6.2.18, 
Ch. 6.2.19 & Ch. 8.5 

The author has progressively recognised that poor quality staff indoctrination prior to implementing a change would 
appear to be at the root of a substantial proportion of resistant behaviour and that often too little attention is paid to staff 
indoctrination. This may be a reflection of the fact that much change is 'crisis' change, i. e. brought about by a crisis and 
necessitating a rapid implementation of change. 
However 

, successful organisational change which is planned must, the author believes, be firmly based on a well 
conceived and structured indoctrination strategy which aims to maximise staff awareness of the need for change and the 
benefits to all this will accrue. 
Management's role in change indoctrination is to convince their staff and, most importantly their consultants, of the 
benefits of close co-operation in change management. Consultants must be indoctrinated to adopt the correct approach. 
This pre-supposes active involvement of senior management in the implementation process and their full commitment to 
the process as a part of a strategy for quality improvement. Teamwork must become a reality not a catchword. 
Reference: Ch. 7.4.3 & Ch. 7.8.9 
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Illustration of the Optimum Implementation & Evolution Model 

COMMUNICATIONS STRATEGIES 

From Page 336 

Effective rather than defective communication strategies must be adopted. Any staff perceptions that 
specialists or consultants are trying to overawe them with technical detail in a change process will 
inevitably create resistance to the change. Such a situation is, in the author's opinion, a prime example 
of a defective communication strategy. 

Clarity, honesty and simplicity are vital in communications between staff and change initiators. Both 
the need for a change and the mechanics of the change must be explained. Lawrence (1991, p. 84) 
believes operator understanding of a change has a direct bearing on that operator's productivity and is 
therefore of vital importance. 

The author believes Lawrence emphasises the need for a feeling of system ownership amongst staff 
towards the processes they are involved in. he identifies the unique ability of humans to make informed 

judgements on their processes. If operators are well motivated and empowered these powers of 
judgement may lead to process improvements, if a communication strategy creates lines for 

communication inter-change. 

Lawrence links process comprehension amongst operators with system or process ownership and 
judgmental behaviour which may lead to system improvement. 

This proposition of system ownership is one that other authors (Hughes and Williams, 1991) believe is 
vital in system improvement. 
Reference: Ch. 7.8.32, Ch. 7.5 & Ch-7-6 
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Illustration of the Optimum Implementation & Evolution Model 

TEAM BUILDING 

From Page 337 

Team building is necessary and the introduction of the possible 
role of consultants within the team. Possible introduction of 
motivational based techniques i. e. T. Q. M. The development of 
team spirit amongst staff and between staff and management 
should reduce suspicion of the motives of management in any 
change process and may engender a team spirit which should 
have a preventative action on the possibility of resistance 
creation. 
Reference: Ch. 7.5 & Ch. 7.6 

Introduction to the possibility of the employment of consultants 
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Illustration of the Optimum Implementation & Evolution Model 

EMPLOYMENT OF CONSULTANTS 

From Page 338 

Employment of consultants becomes optional. May not be absolutely necessary. 

A company can use its own resources (i. e. key personnel trained for Q. A. ) to 
achieve accreditation. 

Consultants can be used as implementation resources but instructed by comirmitted 
senior management as to what to do rather than senior management being instructed 
by consultants. A full explanation of the role of consultants to staff is vital if false 
and damaging perceptions of this facet of the change process are not to be created. 
To successfully implement a system to ISO 9000 which will improve organisational 
effectiveness there must be a good balance between knowledge of a company and 
knowledge of the standard and process of ISO 9000 implementation. 
Reference: Ch. 4.9, Ch. 5.2.3, Ch. 6.2.15 & Ch. 8.5.2 
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Illustration of the Optimum Implementation & Evolution Model 

CONSULTANTS PERSPECTIVE 
From Page 339 

Incompatibility between a manager's style of change management and the corporate culture of an 
organisation may well generate even more resistance than would normally be generated in the process of 
change. Managers of change must compare their own style of management with the contextual setting of 
the organisation they are attempting to change. This is highly relevant to the employment of consultants 
and the inherent imbalance between consultants knowledge of Q. A. and their knowledge of the mtimacies 
of a particular company's activities. 
Reference: Ch. 7.8.11 

It must be recognised that consultants may become too focused on the technicalities of change rather than 
on the overall success of the change project. They may adopt a tactical rather than strategic perspective. 
Lawrence (1991, p. 82) found this and warned of its dangers. It must be emphasised that management must 
use consultants as an implementation resource rather than as the initiators of change. Management must 
drive the change and its philosophical basis. 
Reference: Ch. 7.8.21 & Ch. 7.6 

The author believes that a legitimate analogy can be made between Lawrence's "staff specialists" and the 
role of Q. A. consultants. Lawrence's descriptions accurately reflect many of the characteristics of the 
employment of consultants. Hughes and Williams (1991, p. 10) identified, in their Diagram of Knowledge 
Continuum, the problem of lack of specialist process knowledge that clearly Lawrence thought to be a vital 
component In the relationship between specialists and operators. 

The problem of consultants lack of intimate knowledge of the activities of an organisation they are to 
advise on I. S. 0.9000 implementation and the actions they take as a consequence of this, namely imposition 
of standard procedure notes, is in the author's opinion, a major, if not the major source of staff resistance to 
the change wrought by attempting to achieve I. S. 0.9000 accreditation when consultants are employed. 
The mere fact of employment Q. A. consultants must be recognised for what it truly is, a fundamental 
disruption of the existing social arrangement of a company. 

The impact on staff perceptions of the employment of consultants maybe lessened if management 
emphasise their role as Q. A. consultants employed to implement a system to achieve accreditation. 
However the imposition of standard notes by consultants will test the indoctrination strategy adopted b-N 

management to the full. 
Reference: Ch. 7.8.27, Ch. 6.2.6, Ch. 6.2.15, Ch. 6.2.18, Ch. 6.2.19 & Ch. 7.5 
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Chapter Nine 
Illustration of the Optimum Implementation & Evolution Model 

RESOURCES UTILISED 
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Chapter Nine 
Illustration of the Optimum Implementation & Evolution Model 

RESISTANCE ANALYSIS 

4- 
From Page 341 

Staff surveys and evaluations to determine levels of resistance and to formulate strategies to deal with this. 
Management's task is to identify and forecast possible areas of resistance creation and to utilise mechanisms to 
reduce this resistance if it occurs or to strive to eliminate the causes of its creation. 

The following factors were found in the author's survey, to cause resistance amongst staff and therefore 
strategies must be decided upon to eliminate or reduce the effects of them: 

a. The employment of consultants whose techniques increased manual sizes and appeared to 
cause antagonism amongst staff. 

b. The incorporation of standard procedure notes provided by consultants which may appear as 
indirect criticism of staff and which inflated system size. 

C. Large manual sizes which de-motivated staff. 
d. Pre-accreditation analytical activities which de-motivated staff 
e. The comprehensive approach increased manual size which de-motivated staff. 

Reference: Ch. 7.8.13, Ch. 6 & Ch. 8.5 

Points of encouragement were also identified which the author will Incorporate in the optimum implementation 
model. They include: 

a. Small sized manuals (relevant to an orgamsation's size). 
b. Incorporation of notes fi7om previous systems 
C. The path of least resistance approach which developed strong analytical approaches in the 

post-accreditation period. 
d. Gaining accreditation which appears to create a momentum for the development of analytical 

approaches post-accreditation. 
Reference: Ch. 7.8.14, Ch. 6 & Ch. 8.5 

The analysis of possible resistance creation is vital and is a form of Q. A. i. e. a preventive mechanism. The 
importance of this pre-emptive analysis cannot be overstated given that the change process may be damaged by 

unforeseen or unanticipated resistance. 
Pre-implementation analysis of potential resistance must form the basis of a strategic approach to change 
management. The discovery of who is resisting and why is the basis of reducing or eliminating resistance. 
The tactics of this strategy should include: 

a. Analysmg the possibility of resistance occurring when management plan a change 
b. Developing strategies to reduce it in the indoctrination period at the beginning of a process. 

C. Identification of resistance when it occurs and responding flexibly towards it during the 

change process. 
Reference: Ch. 7.8.17, Ch. 7.5 & Ch. 7.6 

Correct diagnosis of resistance (when it occurs) or better still, accurate forecasting of possible resistance which 

may occur must be followed by effective remedial strategies. 
Reference: Ch. 7.8.34, Ch, 7.5 & Ch. 7.6 
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Illustration of the Optimum Implementation & Evolution Model 

RESISTANCE AND CHANGE FEEDBACK 

AND DEVELOPMENT LOOPS 

From Page 342 

Overt resistance must be recognised as a fundamental component of 'change feedback and 
development loops' which encourages staff discussion of problems associated with a change. 
This identification of problems can be the first stage in a manger being able to alter staff 
perceptions of these problems which may eventually remove them as causes of resistance. 
This type of loop is the basis of the analytical approach to implementation. Staff are 
encouraged to analyse their activities and procedures with a view to improving them. This 
will often necessitate changing a procedure but the staff involvement in the change process 
may reduce resistance to it. 

The discussive feedback loop is, the author believes, a vital component in the development of 
a sense of ownership of a change amongst staff members i. e. the new process becomes their 
process rather than an unwanted thing foisted upon them by management. 
Reference: Ch. 7.8.18 & Ch. 7.4-6 

Managers must recognise the importance of discussion and the formation of 'change 
management feed back and development loops' to encourage this. It takes great managerial 
confidence to accept that their original appraisal of the need and nature of change maybe 
flawed in some aspect and that these flaws are the cause of staff resistance. 

Resistance may not always be a negative consequence of change. It can be a fail-safe 
analytical mechanism. 
Reference: Ch. 7.8.19 & Ch. 7.4-6 
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Illustration of the Optimum Implementation & Evolution Model 

A SENSE OF SYSTEM OWNERSHIP 

From Page 343 

Stronger staff involvement and development of a sense of system ownership i. e. stronger 
staff motivation to use their system may develop. Key personnel have extensive 
knowledge of Q. A. and intimate knowledge of individual companies. The company 
forms Q. A. implementation philosophy and policy and consultants are implementation 
resources. 
Reference: Ch. 8.5.3.4, Ch. 8.5.24 & Ch. 7.8.26 
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Illustration of the Optimum Implementation & Evolution Model 

CHOICE OF IMPLEMENTATION APPROACH 

From Page 344 

You document only the important things you do and attempt to be preventive rather than 
corrective within the limitations of your resources and implementation. 
Reference: Ch. 4.3, Ch. 6.2.9,6.2.15,6.2.18,6.2.19&6.3 

Manual size reduced as much as possible and positive or neutral correlation achieved. 
Analyse your size of company and compare to your size of manual. 
Reference: Ch. 6.2.9,6.2.18,6.2.19,6.3 & Ch. 8.5.3.3 
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Illustration of the Optimum Implementation & Evolution Model 

THE DOCUMENTATION PROCESS 

From Page 345 

Documentation process. The analysis of activities is vital to eliminate 
the trivial and unimportant activities which do not need to be 
documented. A numeric system to analyse the cruciality of activities 
may be used based on Paretto and cruciality analysis. Companies must 
only document their important activities. The original fimctional 
organisation analysis commissioned by management at an early stage to 
define the parameters of the change process will be at the core of any 
numeric system of prioritisation. Functional and organisational analysis 
should define the activities that a company commissions and the creation 
of a numeric grid which allocates degrees of importance to the 
procedures will enable cruciality analysis to be conducted which 
identifies the most important activities which must be documented in 
the system. 

Kotter and Schlesinger (1991) also recognise the need to identify the 
importance and urgency of problems which would entail some form of 
cruciality analysis which will be another key aspect of the author's 
optimum approach to implementation. A major flaw of the 
comprehensive approach is that procedures manuals are inflated by the 
inclusion of non-important procedures which have minimal effect of 
organisational operation. The author's survey has identified manual size 
is a key factor in determining staff motivation to use their systems and 
the relative importance of different procedures will influence manual 
size therefore some form of cruciality analysis is important, a fact 
recognised by Kotter and Schlesinger. 
Reference: Ch. 7.8.40, Ch. 6.2.18-19, Ch. 6.3, Ch. 8.5 & Ch. 4.3 
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Illustration of the Optimum Implementation & Evolution Model 

PATH OF ANTAGONISM 

From Page 346 

Path of antagonism 
The documentation of system procedure notes should not occur without 
consultation with the operators who perform tasks. 
There must be co-operation to maximise the benefit of documentation. The 
knowledge and skill of operators must not be overlooked in the documentation 
and evolution process. 
This would appear, to the author, to be a suitable remedy for the apparent 
antagonism caused, amongst many of the author's survey population, by the 
employment of consultants and the imposition upon a system of standard 
procedure notes provided by them. It is a process which consultants should be 
aware of and utilise and if they are not then senior management should be and 
insist upon its use. 
Reference: Ch. 7.8.29, Ch. 6.2.18-19, Ch. 6.3, Ch. 7.8.13 & Ch. 7.8.24 
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Illustration of the Optimum Implementation & Evolution Model 

USE OF STANDARD PROCEDURE NOTES 

From Page 347 

You use standard procedure notes firom your consultants if 
necessary but you attempt to achieve staff feedback and 
amendment of these to reduce staff antagonism towards the new 
system. Standard procedure notes from consultants may be used 
if necessary due to a lack of internal resources which could be 
used to document a company's system but a company should 
attempt to achieve staff feedback and amendment of these 
standard procedure notes provided by consultants in an attempt 
to reduce staff antagonism towards these procedures in 
particular and the new system in general. The involvement of 
staff at a very early stage with consultants in the creation of a 
system that uses standard procedure notes and consequently the 
involvement of staff in revision and amendment of these 
standard procedure notes is, the author believes, vital to the 
creation of a system that does not de-motivate staff when they 
use it. Great care must be taken to avoid disrupting existing 
social arrangements amongst staff which Lawrence (1991) 
found to be so important. 
Reference: Ch. 6.2.6,6.2.9,6.2.15,6,2.18-19 & Ch. 8.5.2.3 
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Illustration of the Optimum Implementation & Evolution Model 

PATH OF LEAST RESISTANCE 

AND THE USE OF PROCEDURE NOTES 

FROM A PREVIOUS SYSTEM 

From Page 348 

You incorporate notes from your previous system which motivate staff to use 
the new system. This has been found to reduce staff resistance to the 
implementation process. 
Reference: Ch. 6.2.9,6.2.18-19,6.3, Ch. 8.5.4,8.5.5 & Ch. 7.8.23 
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Illustration of the Optimum Implementation & Evolution Model 

PR-E-ACCRIEDITATION ANALYSIS 

From Page 349 

Limited pre-accreditation analysis undertaken with emphasis on reducing 
manual size and making procedures proactive. Level of analysis must not 
de-motivate staff because of the extra work generated. Better to increase 
level of analysis after accreditation had been achieved. The amount of 
analysis done can be considered as a counter balance to the effect of the 
imposition of standard procedure notes provided by consultants. A certain 
level of analysis of these procedure notes by staff may well counteract the 
negative effects of the imposition of the standard notes. The limited amount 
of pre-accreditation analysis particularly of standard procedure notes may 
well develop the sense of system ownership which is held as vital by many 
authors to the development of an effective system and of any change process. 
The analysis should aim at improvements to the documented procedures thus 
providing improved organisational effectiveness. The emphasis should be 
on improvement of procedures rather than simple compliance with them. 
Ref Ch. 6.2.12,6.2.18-19,6.3 
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A DISCRETIONARY SYSTEM 

From Page 350 

Pro-active procedures produced in a discretionary system of reasonable manual size 
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Illustration of the Optimum Implementation & Evolution Model 

HIGH STAFF MOTIVATION 

From Page 351 

Higher staff motivation to use their system because path of least resistance 
approach causes positive reaction from staff to implementation and 
manual size is kept to a reasonable scale. Pre-accreditation analysis is 
kept to a low level so as not to de-motivate staff but a strong analytical 
approach must be encouraged after accreditation is achieved. 
Reference: Ch. 6.2.18-19,6.3, &Ch. 8.5.4 
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Illustration of the Optimum Implementation & Evolution Model 

THE CHARACTERISTICS OF IMPLEMENTATION 

Lawrence (1991) identified the social aspects of change to be more important than the raw technical 
detail. The human relationships and conditions pertaining to any change are held by him to be 
paramount in determining resistance or lack of it. 
Reference: Ch. 7.8.22 & Ch. 7.4-6 

The characteristics and affects of the more participative approach identified in both Ronkin and 
Lawrence's and Coch and French's studies bears remarkable similarities to those identified in the 
author's study and classified as the 'path of least resistance' approach i. e. the transfer of procedure 
notes firom a previous system which was a popular manoeuvre and highly motivating for staff. This 
combined with a lack of pre-accreditation analysis and often a relatively short period of time taken to 
achieve accreditation ensured that minimum disruption to the social or human relationships 
environment had occurred to staff. 
Reference: Ch. 7.8.23, Ch. 7.4-6 & Ch. 6.2 

Conversely the affects of imposing consultants and their standard procedure notes maximised the 
disruption of the social aspects of change even when the technical aspects might have been relatively 
minor i. e. converting and existing system of documented procedures to one that enables accreditation 
to I. S. 0.9000 to be achieved. 
Reference: Ch. 7.8.24 & Ch. 6.2 

The characteristics of the comprehensive approach maximise the disruption of the social aspects of 
change regardless of the technical aspects of the change. The analytical approach attempts indirectly 
to take account of the social aspects of change by its analytical approach which encourages staff to 
analysc their own activities and change their procedure notes correspondingly. It attempts to 
maxirMse staff feelings of 'ownership' of the work processes and therefore of their Q. A. system. 
Their active participation in the system development may engender increased feelings of professional 
self-worth and job enrichment and satisfaction. However the author did find that the analytical 
approach failed the motivational challenge, perhaps by virtue of the increased workload generated by 
pre-accreditation organisational. analysis and the change in social aspects this change of approach 
engendered. 
Reference: Ch. 7.8.25, Ch. 6.2 & Ch. 6.3 

The importance of the disruptions to the social arrangements sustained or threatened by change were, 
the author believes, evident in his survey and the differences in the approaches i. e. the 
comprehensive, analytical and path of least resistance. 

In the development of the optimum implementation and evolution model the author will attempt to 
maximise the sustaining of beneficial social arrangements and nummise the threat of disruption to 
them. 

The author believes that Lawrence explicitly expresses the sense of 'system ownership' alluded to by, 
amongst other Hughes and Williams (1991). People have a strong sense of 'ownership' about what 
they know and perform i. e. their 'system of operation of performance'. The actions of people outside 
of these social arrangements for work will be deemed very threatening and de-motivating. 
Reference: Ch. 7.8.26 & Ch. 7.4-6 

As the employment of consultants and the incorporation of standard notes appears to disrupt existing 
social arrangements conversely the incorporation of notes from a previous system and the adoption of 
the 'path of least resistance' approach to Implementation appears to cause minimal disruption to 

existing social arrangements and consequently cause considerably less staff resistance to 
implementation and high motivation to use their system. 
Reference: Ch. 7.8.28, Ch. 6.2,6.3 & Ch. 8.5 
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ACCREDITATION ACHIEVED 

From Page 353 

ISO 9000 accreditation achieved 
ISO 9000 accreditation acts as a catalyst for micreased usage and 
amendment of procedures. 

The pace and nature of change may be affected by the achievement 
of the change goal. In the author's survey achieving accreditation 
appeared to act as a catalyst in reducing resistant behaviour and 
encouraged higher system amendment. This is a topic which the 
author believes warrants ftirther investigation. 

A strategic rather than tactical perspective must be encouraged in 
consultants which pre-suppose active involvement by senior 
management rather than a passive role leg by consultants in the 
change process. 
Reference: Ch. 7.8.3 1, Ch. 7.4-6, Ch. 8.5, Ch. 6.2 & 6.3 
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POST-ACCRIEDITATION BEHAVIOUR 

From Page 354 

After accreditation has been achieved the social arrangements 
have returned to their normal status quo that is an absence of 
consultants and at this stage a higher level of usage and 
amendment has occurred. The author believes it is fair to propose 
that the return to normal social arrangements amongst staff and of 
normal working patterns vis-A-vis Q. A. implementation has 
resulted in a much higher use of a system and its consequent 
amendment and improvement. 
Reference: Ch. 6.2,6.3, Ch. 8.5.2&8.5.3 
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Illustration of the Optimum Implementation & Evolution Model 

THE MOTIVATIONAL CHALLENGE 

From Page 355 

The motivational challenge is achieved because path of least 
resistance adoption, manual size and amount of pre-accreditation 
analysis all motivate staff. 
Reference: Ch. 6.2,6.3&Ch. 8.5 
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Illustration of the Optimum Implementation & Evolution Model 

POST-ACCREDITATION ANALYSIS 

From Page 356 

Post accreditation organisational analysis 
If a quality management system is to be both an effective tool for the improvement of the quality 
of management and therefore to improve the effectiveness of an organisation them it must not 
simply be a bureaucratic record of all activities of a company but rather a manual of best 
procedures which is continuously amended and improved as improvements to activities are 
developed. To be a system that is continuously improved and reflects the improvements in the 
activities that a company commissions then as many opinions and views of staff members as 
possible must be utilised in the improvement of the system and this the author believes is vital in 
implementation and post accreditation evolution 
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FEEDBACK 

From Page 357 

Higher level of staff feedback via usage. 
Reference: Ch. 6.2.13,6.2.18,6.2.19,6.3, Ch. 8.5.2.2 & 8.5.3.2 

To Page 359 

358 



Chapter Nine 
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SYSTEM EVOLUTION 

From Page 358 

Higher level of procedure amendment i. e. Change 
Reference: Ch. 6.2,6.3, Ch. 8.5.2 & Ch. 8.5.3 

Development of stronger post-accreditation analysis 

Change management evaluation techniques to be used: 

1. Has accreditation been achieved 
2. Has the motivational challenge been successftdly achieved 
3. Have analytical approaches developed 
4. Are staff prepared for further quality initiatives 
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CONCLUSION 

From Page 359 

The optimum implementation and evolution model will attempt to avoid the pit falls of both the 
comprehensive and the analytical approaches. These are a poor correlation between company size 
and quality manual size which was found to lead to de-motivation and cause high levels of resistance. 
Secondly, both the employment of consultants and the techniques they employ In Implementation In 
particular the imposition of standard notes which may be voluminous and increase the bureaucracy of 
a system. The analytical approach to implementation did achieve smaller manual sizes and stronger 
organizational analysis but failed the motivational challenge, in that staff were not motivated to use 
their systems. The positive characteristics identified in the author's survey and academic research 
have been included such as the path of least resistance approach and the reduction of pre- 
accreditation analysis where possible with a view to reducing de-motiVation. In the later stages of 
this research i. e. the interviews, the author found that although the adoption of the path of least 
resistance approach to implementation improved staff motivation to use their systems, its adoption 
was fraught with danger. The achievement of the motivational challenge (i. e. staff motivated to use 
their systems) could be an indication that staff were happy with their systems because they were in 
effect moribund. There was little or no work involved in system maintenance as little or no 
amendment of procedures occurred. The crucial element in achievm*g strong system amendment 
after adopting the path of least resistance approach appeared to be the philosophical leadership of the 
implementation process. Where companies provided this themselves it was to improve 
organizational effectiveness. Where this leadership was consultant driven little post-accreditation 
amendment occurred. In the pre-accreditation period strenuous efforts will be made to both identify 
possible points of resistance or causes of resistance and to deal with resistance if and when it occurs 
amongst staff. A major facet of this will be to minimise the disruption of social arrangements and to 
transfer the positive perceptions of necessary change that management must hold over to staff. Staff 

perceptions of change (that is the ISO 9000 implementation process) must be of a positive, necessary 
change which brings few disadvantages and brings many advantages to all members of an 
organisation. 
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9.5 TOPICS FOR FURTHER RESEARCH 

The author has identified the following topics for further research: 
I It was observed that the achievement of accreditation acted as a catalyst in 

improving staff motivation to use their systems. The continuation and 

sustaining of this motivational effect would be a useful tactic in influencing 

staff attitudes and research into the possibility of this would be beneficial. 

2. The role of consultants under government sponsored quality initiatives (e. g. 
D. T. I. Grant Scheme) has been shown to have been of little benefit in 

developing analytical approaches to quality management systems evolution 

and improvement. Small companies with limited financial and human 

resources have been shown to be disadvantaged in implementing quality 

management systems. They often must rely for philosophical leadership (in 

implementation) from their consultants who often follow a comprehensive 

approach in implementation. Research into other methods of enhancing the 

intellectual resources of small fii-ms so as to render them less reliant on 

intellectual and philosophical leadership from consultants would be 

advantageous. 

3. In the author's interviews it became apparent that strategic changes M 

procurement trends for both large and smaller firms in the construction 

industry will have dramatic effects upon quality management systems over 

the next decade. The effects of these changes need further study. 

9.6 SUNEYLARY 

This research has produced a practical implementation and evolution model for the 

implementation and development of quality management systems in the construction 

industry in the UK. 

The author's model has been positively and enthusiastically endorsed by active 

quality practitioners in the construction industry. 

The model will develop quality systems that will enable improvements in 

organisational effectiveness to occur and to reduce corporate bureaucracy. Achieving 

accreditation to ISO 9000 will not simply result in moribund compliance cultures. 
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Glossary 

GLOSSARY 

B. S. British Standard 

B. S. I. - British Standards Institution 

C. I. B. S. E. - Chartered Institution of Building Services Engineers 

c. i. O. B. - Chartered Institute of Building 

C. I. R. I. A. - The Construction Industry Research and Information 
Association 

D. O. T. - Department of Transport 

D. T. I. - Department of Trade and Industry 

M. O. D. - Ministry of Defence 

N. A. T. O. - North Atlantic Treaty Organisation 

N. E. D. O. - National Economic and Development Office 

N. H. S. - National Health Service 

P. S. A. - Property Services Agency 

Q. A. - Quality Assurance 

R. I. B. A. - Royal Institution of British Architects 

R. I. C. S. - Royal Institution of Chartered Surveyors 

T. Q. M. - Total Quality Management 

U. K. - United Kingdom 

W. H. C. S. A. - Welsh Health Common Services Authority 
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