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ABSTRACT

This thesis is aimed at analysing the Practices and challenges faced in implementation of ISO
9001:2015 standards in agro food companies of Addis Ababa Ethiopia. The study has employed
a quantitative and qualitative research approach. Both primary and secondary data sources
have been used. The primary data were collected from seven conveniently selected 1SO 9001
certified agro food companies selecting136 employees in a systematic random sampling way and
from seven conveniently selected noncertified companies selecting 33management members with
a systematic random selection technique of sample respondents. A self-administered
questionnaire was used as data collection method. The qualitative data collected through face to
face interviews and FGD from key informants analysed and interpreted. The study confirmed
that there is a slow trend in using this standard as mechanism of improvement in agro food
companies. The other major findings are: Lack of promotion and awareness, lack of
coordination among national quality infrastructure bodies and lack of policy frame work and
economical background of the country are articulated. On the other hand, the presence of weak
quality infrastructure across the country, Lack of support from the government (incentives,
promotion, award, enactment etc), Business priority issues of the companies, Lack of awareness
in benefits of QMS and Lack of understanding in the QMS process requirements executions were
being identified as the main difficulties for the agro food companies not to implement ISO 9001.
Companies which make attempt to get certified to 1ISO 9001 standard has been surging during
the past years and for those already registered seem to face some challenges in implementing it.
The findings are lack of corrective action and preventive action, involvement of people and lack
of continual improvement. Moreover, the weakness of the main enablers for the success of
matured quality system like national widened quality promotion, national quality infra structure,
lack of enactment of legislation and policies and shortage of technology and skills has got a big
impact on the gap that is presented in both trend and challenge of QMS. Hence, working on the
enablers, on the identified challenges and on the main inhibitors is a recommendable issue. For
future by adding some values on the prevailing researches to exhaust the benefit of QMS through
impact and effect by enlarging the scope both in sector and geography is also a recommendable
point.

Key words: Trend, Challenge, Quality Management System, ISO, Agro food Companies
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CHAPTER ONE
INTRODUCTION

This chapter as preliminary part provided an introduction to the research issue. It gave basic
subject matters of Quality Management System, Agro food industries and related concerns
consisting of: Background of the study, statement of the problem, research questions, research
objectives (general and specific), significance, scope, limitation of the study, definitions of key

terms and organization of the study.

1.1 Background

In the past years a number of issues and trends have brought increased attention into safety and
quality considerations in the agro-food sector. These include the expansion of the international
trade of food fueled by advances in production, transport, information technology and other
deployments in the cooperation of supply chains. In order to promote food trade and maintain
consumer’s trust in product quality and safety, quality management is of high importance for
agro-food enterprises. Safety and quality standards, assurance systems and a legislative
framework could build around the business concept of “quality management” (Krieger and
Schiefer, 2006).

The development of management systems with focus on processes is not a new concept, having
begun to receive attention in the eighties. Systems based on “good practices”; encompassing
good agricultural, good hygienic, good manufacturing and good trade practice were developed.
Since the nineties the international standard 1SO 9000 has been popular in the industry. The
reason for the development of the ISO 9000 was the publication of a consistent norm, which
formulates a framework for quality management. In 1993, the European Union officially
recognized the HACCP methodology as a standard production method for food manufacturers to
implement and maintain a production control system. Furthermore, quality systems have been
developed with specific requirements for the agro-food-industry and with the view on supply
chains and networks (Krieger & Schiefer, 2004; Luning et al. 2002).

Quality Management System ISO 9001 has become increasingly popular and having a quality
program in organization that has been used as an indicator that the organization products,

services and operations are well run, reliable and continuously being improved. The reasons why



these practices and standards create pressure to engage in change are because important

stakeholders such as major trading partners and customers value. (Lewis et al, 2009).

Quality Management System’s international standards importance is not confined in a certain
sector it benefits manufacturers, service providers, users, consumers and regulators and supports
sustainable development, so its popularity is relevant today. Meisinger and Wagner, (2006) state
that in majority of organization worldwide, ISO 9001 certification is the most important
management tool for organizations to perform well, resources well utilized and customers well
served. Since its introduction in 1987, the trend shows that 1ISO 9000 standards have received

wide acceptance; the number of organizations certified for ISO 9001 has grown tremendously.

According to the I1SO report, certification achieved 1,138,155 in 2014 with only 25 years. Out of
these certificates issued in 2014 worldwide, the share of Africa is around 10,308 (0.9 %). Even
though Africa started QMS certification in early nineties around 1993 this data shows how
African firms don’t utilize the benefits of implementing the system. However, promisingly the
regional growth of certification is around 5% per annum in the past five years which is the
second growth rate in the world next to Middle East which rate 5.5% annual growth (ISO
Survey, 2014).

In Ethiopia; 1SO 9001 certification has been started in 2002and business firms can utilize
benefits of implementing ISO 9001 QMS and improve their competitiveness in the export market
there by improve their system’s effectiveness and efficiency. However, the degree of utilization
of opportunities of implementing ISO 9001 QMS is very low in developing countries in general
and in Ethiopia in particular (ESA, 2014)

The manufacturing sector makes an important contribution to the Ethiopian economy and
employs about 173 thousand people in the year 2012/2013. The sector had about 2,610
manufacturing establishments in the same year and it can be categorized into eight broad
subsectors namely food and beverage products, textile and apparel products, leather and leather
products, wood and pulp products, chemical and chemical products, rubber and plastic products,
other non-metallic minerals products and metal and engineering products industries. The top two
manufacturing subsector; food and beverage and metal and engineering industries accounted for

51% of the sector’s GDP and the food and beverage sector alone accounted 38% of the



employment in the sector in the year 2012/2013. The manufacturing sector contribution to the
GDP in 2012/2013 was 4.8% (AACCSA, 2015).

The performance of the sector has been affected by low productivity of workers and use of
obsolete technologies which is attributed to the poor state of physical infrastructure, limited
access to finance, limited research and development, poor institutional framework, and
inadequate managerial technical skills (AACCSA, 2015). Nicholas (2006), the former World
Bank chief economist and senior vice president, notes that without addressing market access and
international standards compliance issues, African firms and farmers will be unable to take full

advantage of market opening initiatives such as the U.S.'s African Growth and Opportunity Act.

According to Mateides (2006)QMS will solve these problems because it is a coordinated activity
aimed at guiding and managing the organization with regards to quality, based on the structure of
the organization, the methods, processes and resources necessary for the implementation of the
quality management. Quality as the compliance with the requirements of the customers should
therefore be the focus of each organization because it significantly affects customer satisfaction,
loyalty, and the end result is the prosperity of an organization. Similarly quality management
system can increase the ability to fulfill the agro-food industry manufacturer’s own quality needs
consistent quality follows up useful for identifying and prioritizing areas for continual

improvement (Shemwell, 1998).

Generally, the main focus within quality management systems has been on how organizations
can implement a QMS to the best abilities, and what results they can gain and benefit from it.
Even if the significance of QMS is wide range and an identity for the competition in the global
market the issue is not addressed well by different scholars and private and public sectors and the
government do not give due attention in Ethiopia. Therefore, the aim of this paper is to propose
alternative solution how organizations can prepare themselves for the inherent challenges with an
implementation of a QMS and what strategies should stakeholder’s takes into account to enhance
the trend of QMS certification in Ethiopia.



1.2 Statement of the Problem

Stressing the need for an organization to adopt the practice of quality in the face of increasing
competition and challenging operations cannot be over-emphasized. It is very clear and pertinent
that quality has become a universally defined term of customer perception and expectation rather
than in terms of production specialization and relative increase in customer requirements and
perception. Nowadays, it is extremely difficult to tune on the television set, listen to radio or read
through the pages of newspapers without finding the word “Quality”. This emphasizes the
relevance of quality to both the manufacturer or provider of services and the general public. In
view of this trend, it follows that for organizations to stay in operation, they must adopt quality
control and qualitative managerial principles. This is why the relevance of Quality Management
cannot be over-emphasized in this dynamic, complex, highly competitive and perilous business

environment (Ayandele and Akpan, 2015).

Contrary to the widely spread benefits of implementing quality management system, in Ethiopia
the QMS certification is often characterized by lower participation. According to 1SO report,
about 82 Ethiopian companies gain ISO 9001:2015QMS certificates by different certifying
bodies, which mean only 0.7% of companies out of Africa. The result also put the country in

lower rank compared to countries of East Africa like Kenya and Sudan (ISO Survey, 2014).

Similarly agro-food industry sectors (food and beverage) having the same trend there are around
753 companies are established in the country more than 40% (301) of the manufacturing
industries are located in Addis (Amare, 2015). However, but only not more than 24 of them are
implemented and got certificate of 1ISO 9001 by different certifying bodies in Ethiopia (ECAE,
ISOQAR and DQS, 2016). The data revealed that most of the agro industries in Ethiopia are not
practicing this important system and little is known about it by various industries. However, the

sector is known by a lot of competitiveness

In addition to this; challenges are likely to occur when implementing a QMS. However, the
magnitude and impact of these seems to differ depending on the specific capabilities and
circumstances of the company (Carlsson and Carlsson, 1994) and (Cachadinha, 2009). Although
the problems are specific to each company it is observed that there is a common problem among

the companies which is acting proactively. If companies can plan and evaluate themselves prior



to the implementation of a QMS it is believed that it is possible to anticipate and avoid
challenges/barriers that are likely to occur. However, with various reasons most companies

cannot learn much from these practical examples and suffer by these challenges continuously.

Given the above scenarios, understanding the trend, major challenges and the reasons why
companies in Ethiopia fail to give due attention to the QMS certification may help policy
makers, certifying agencies, consultants etc to come up with innovations to deal with the

problem and help companies to be competent and efficient.

Hence, this study attempted to contribute filling the knowledge gap and to provide an empirical
basis for identifying options to increase the number of QMS certified companies and gave some

directions to overcome the challenges that are observed in agro-food industries in Ethiopia.

1.3. Research Question

The present study was carried out to answer the following questions:
e What are the practices of 1SO 9001:2015 quality management systems implementation
looks like at agro industry?
e What are the major challenges of implementing the quality management system in the
agro industries?

e Why agro food industries hesitate to get ISO 9001:2015certifications?

1.4 Objective of the Study

1.4.1 General objectives

The main objective of the study was to investigate the Practices and main challenges that the
Ethiopian agro food companies face on the implementation of ISO 9001:2015 quality
management systems (QMS).

1.4.2 Specific objectives
The specific objectives of this study were to:

e Analyze the Practices of 1ISO 9001:2015 quality management systems implementation in
agro-food industries.

o ldentify of different challenges in implementation of ISO 9001:2015quality management
systems in agro-food industries.



e Examine why agro industries hesitate to implement 1ISO 9001:2015 quality management

systems

1.5 Significance of the Study

As the international business environment becomes increasingly competitive, customers are
more and more demanding where quality is concerned. The adoption of (QMS) therefore should
be a strategic decision by an organization to ensure delivery of service and/or product that meets
customer requirements. It is in no doubt that 1SO standards offer practical solutions to
technological problems. The active participation and interest of every developed country in ISO's
work means that international standards represent international consensus on optimum
technological solutions to standardization problems (U.N.1.D.O., 2006).

Based on the above rational, this thesis is expected to give some contributions for:

Organizations

Primarily this paper provides the knowledge needed by food and beverage manufacturing
companies how to overcome the challenges faced while implementing 1ISO 9001.

Government

On the other hand the study will give direction for decision making and policy formulation in
both public and private organizations with some key guidelines and targets on the challenges and
trends of QMS implantation and implicate their strategic intervention.

Certifying Agencies and Consultants

Fourth the study will create a plat form for certifying agencies and consultants through the
identification of the core challenges during implementation and providing empirical evidence
why organizations are not that much interested on 1SO 9001.

Researchers

This thesis is expected to provide some information for researchers who intent to examine the
benefit, impact, challenge, barriers, awareness of 1ISO 9001 implementation empirically.

Other Organizations

Other organizations and stakeholders will find the study significant in that, it provides a useful
framework for managing their organizations through ISO 9001 certification, thus understanding
the challenges of quality management implementation will create a plat form for its

implementation and will provide some clue how to tackle the challenges.



In this way, 1SO 9001 certification becomes a motivational tool for the management,

stakeholders, government, certifying agencies, consultants, customers and employees.

1.6. Scope of the Study

Subject scope

The present study looked insight the core challenges of the certified companies face on QMS
implementation and explored the main hurdles which prevent non-certified companies for not to
adopt the best internationally recognized management system standard 1SO 9001 in the selected
agro food organizations.

Geographic scope

The study only circulated around agro food industries which are found only in Addis Ababa.
Spatial scope

Since the research was picked two issues blended together the trend and the challenge it cover
various responsible bodies which have a contribution both on the trend and the challenge. It
incorporated representatives of certifying agencies & government organization (regulatory and
technical), consultants and also managers, middle managers and employees of certified and non-
certified agro food industries are subjected to be part of this study to get a full information and
data.

1.7 Limitation of the Study

The limitation of the research were the exclusion of other agro industries which will have a
negative impact in inferring conclusion on the level of QMS throughout the agro industries in the
Addis Ababa. The rationale behind the selection of certain companies is due to limited budget of
the researcher. There were also other performance indicators for the companies that are not
subject to 1SO certification and overlap of systems. Lack of reliable documents on the research
area, biased reports about the implementation of QMS and lack of experience of the researcher in

the area are also expected to be the limitations of the study.



1.8. Definitions of Key terms

Quality: Crosby (1991) defined the concept of ‘quality’ as “conformance to requirements”,
pointing to the need for conformity assessment in order to ensure that the product complies with
the specified requirements.

Management: According to Zlatanovi¢ (1999), the most used management definition is that of
Henri Fayol. Fayol defined management as the most important process in job performance which
involves managing a company in a broad way, which means estimating, organizing,
commanding, coordinating and controlling.

Quality management: is the process whereby certain operations are performed to ensure the
achievement of the objectives and improve company performance (Juran & Gryna, 1980).

Trend: the progress of QMS certification.

Implementation: is the carrying out, execution or practice of plan, a method or any design,
model, specification, standard, or policy for doing something (Wikipedia, free encyclopaedia).
Dimensions: The constructs or the themes of quality variables that determined QMS implementation
as referred in manual 1SO 9001:2000.

Attributes: The individual elements of the dimension.

Companies/Organisation: This refers to private or public limited agro food industrial which the
research established.

Challenge: any factor that hurdle or prejudice things as proper as expected

Agro food companies: The large-scale production processing and packaging of food using modern

equipment and methods from agricultural products (Amare, 2015)

1.9 Organization of the Study

Chapter one provided an introduction to the area of the research. The chapter described the
background of the thesis and is followed by a problem statement discussion, setting research
questions and objectives of the study, scope and significance of the study the paper. It also

included the limitations of the study.

In chapter two the thesis introduced the structure of the theoretical aspects and present the issues
that are related to the research questions which make up the foundation of the thesis. It covered
the empirical studies as well as the conceptual framework a framework that is related to the

quality management systems.



Chapter three outlined the practical ways of how it intends to carry out the research and
specifically which methods it was chosen. It presented the chosen respondents, how it carries out

the interviews, access and criticism of primary sources.

In chapter four the thesis presented and analyzed the data collected from the structured and semi-

structured questionnaire, interviews and focus group discussion at the case organizations.

Chapter five presented the major findings, conclusion and recommendations for organizations in
general and for stakeholders based on the theoretical framework and empirical findings. The

thesis concludes by suggesting approaches for further research with regard to or subject.



CHAPTER TWO
LITRATURE REVIEW

This chapter sketched the theoretical review, explained the concept and background of agro food
industries and ISO 9001, empirical studies and the conceptual framework that related to the
Practices and challenges of 1SO 9001 ISO 9001:2015implementation. It also gave the

background necessary to evaluate the variables with regards to the variables under the study.

2.1 Theoretical Literature Review

Theoretical literature reviews elaborate the issues related to theoretical background and widen
the researcher understanding to view the worldwide outlook. Therefore, this topic explained
theoretical aspects directed to 1ISO 9001:2015QMS implementations in agro food sector and
related issues.

2.1.1 Back ground of Agro food industry
2.1.1.1 Definition and Concepts of Agro food industry

Agro-industry, understood here broadly as postharvest activities involved in the transformation,
preservation and preparation of agricultural production for intermediary or final consumption,
typically increases in importance with regard to agriculture and occupies a dominant position in
manufacturing as developing countries step up their growth(Wilkinson and Rocha, 2009).Agro
processing could also be defined as set of techno economic activities carried out for conservation
and handling of agricultural produce and to make it usable as food, feed, fiber, fuel or industrial

raw material (Kachru, 2014).

According to FAO (2007) agro-processing industry is a subset of manufacturing that processes
raw materials and intermediate products derived from the agricultural sector. Agro-processing
thus means transforming products that originate from agriculture, forestry and fisheries.” The
Standard Industrial Classification also categorizes the following eleven divisions under the agro-
processing industry: food, beverages, paper and paper products, wood and wood products,
textiles, wearing apparel, furniture, tobacco, rubber products, footwear and leather and leather

products.

10



Specifically the agro food sector can be seen as comprising: (i) products for subsistence and local
markets (basically root crops); (ii) staples for urban domestic markets (predominantly cereals);
(i) traditional export commodities (coffee, cocoa, tea, nuts, cotton); (iv) components of animal
protein diet (dairy products, oils and animal feed) and different meat chains (red meat, pigs,
poultry) for both domestic and export markets; (v) fresh or non-traditional products (fruits,
horticulture, flowers, seafood/aquiculture); (vi) differentiated traditional exports (fair trade,
organics, origin products), which are now oriented also to domestic markets and (vii) beverages

both alcoholic and non-alcoholic(Wilkinson and Rocha, 2009).

2.1.1.2 History of Agro Food Industry in Ethiopia

The history of Ethiopian manufacturing industry is more or less related to the post Ethio-Italy
war (Getenet and Admit,2005). It should be noted, that during the Italian occupation or
aggression, there were small-scale manufacturing producing consumer goods such as soap and
textiles. About 67 percent of the establishments were fully and partially owned by foreigners
(Eshetu, 2003).In the second half of 1940s, there was very few manufacturing industry, which
accounted for only 1% of the national income. Industrialization really begun in the 1950sand was

consolidated in the following three successive five-year developments plans (Getnet, 2003).

After the collapse of the Imperial regime, the Derg nationalized enterprises involved in major
economic activities and the private sector was allowed only to participate in small-scale
industries and handicraft activities. With regard to industrialization, there were not any economic
plans for the first four years (1975-1978). In 1984; the regime issued a comprehensive and long-
term development plan, which came to be known as the Ten-Year Perspective Plan, covering the
period from 1985 to 1994. The development strategy was the same, import substitution
industrialization. The major difference was that during the socialist regime, the strategy was
state-led (Getnet 2003).

The current Government is pursuing “Agricultural Development Led Industrialization” as
opposed to the previous regimes. It is believed that priority to agriculture in the shorthand
medium term will create a big domestic market for industry and supply food and draw material
to industry and this is anticipated to strengthen the inter-sect oral linkages between agriculture

and industry and will lead the economy to the development of industry. The problem, however,
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is that the urban sector of the economy is somehow ignored and the focus on agriculture has not
even emancipated peasants from the havoc of periodic famine. There have been long years of
adverse policies and economic management in which the private sector remained inactive and
where the state sector lacked the dynamism required to foster industrial growth. Ethiopia’s
industrialization effort has succeeded or failed in establishing internal and external

competitiveness (Getenet and Admit, 2005).

2.1.1.3 Contribution of Agro Food Industry in Ethiopia

Industrialization is seen as a motor behind many of the processes usually termed “social
transformation” and “modernization” (UNIDO, 2004). The following features can be isolated as
the important characteristics of industrializations: first, it is not a onetime or sudden occurrence
but rather a sustained process; second, it brings about structural changes or transformations of
national economy, especially, in the composition of output and the pattern of employment; and
third, it requires the application of modern science and technology to the production process. It
is, therefore, an inevitable part of the process of change for the improvement of the per capita
income of a nation. It leads to change in the traditional structure of an economy. In general, it has
significant role in the economic development. The key and dynamic role of this process is played
by the manufacturing sector (Urgaia, 2007).

Specifically the agro-processing sector in developing countries occupies a relevant place in
overall turnover and value added, particularly for the -developing countries. Three indicators are
used in order to measure the importance of agriculture: Agricultural value added percentage
share of GDP, percentage share of agricultural employment (%) and the size of agricultural
production (Radmila, 2013).The African countries included: Ethiopia, Eritrea and Senegal, food
and beverages represent more than 70% of agro-industry and on average, about 52% of total
manufacturing value added corresponds to the agro-processing sector; In agriculture-based
countries the contribution of agro processing to total manufacturing is 66%, while in
transforming and urbanized countries the figures are respectively, 38% and 37%(Wilkinson and
Rocha, 2009).

According to P.A. and D. Kaija. (2007) Practices show that there has been a rapid increase of

production value adding via agribusiness opportunities relative to primary agricultural

12



production. Demand from agro-processing increases as does the effective size of the market for
agricultural products. Traders and agro-processing firms furnish crucial inputs and services to the
farm sector, inducing productivity and product quality improvements, stimulating market growth

and innovation throughout the value chains.

The food and beverages sector is one of the main components of Ethiopia’s manufacturing
sector. The first round GTP (2010-1015) ranked agro processing industries among top priority
industries. Among the large and medium manufacturing processors, which total 2,610
manufacturers, 753 establishments are in the food and beverage subsector and employed more
than 67,000 people (AACCSA, 2015).More than 40%(1044) of the manufacturing industries are
located in Addis. More than 31%(324) of the manufacturing industries fell in the category of
Food and Beverages. Well over 175,000 persons were engaged in the manufacturing industries.
More than 38% (67,000) of these persons engaged were reported to be in the Food and
Beverages Industry Group. Almost 33% of the value added to the national accounts by
manufacturing industries was contributed by Food and Beverages Industry (Amare, 2015)

According to UNIDO’s (2004) strategic plan of the sector, food industries development in
Ethiopia is still very much in its infancy; their products have difficulties in complying with
international standards and the trade balance for processed food products remains substantially
negative, which is an indication of very high, unexploited domestic market potential for food
industry development. Habtamu (2010) major factors contributed for low development of the
sector are low effort to improve process technology, marketing management and conforming to
standards, low labor productivity, intense competition in the world market, small size and type of

ownership.

Even if the sector is bounded by various internal and external constraints it is an important
source of employment opportunities and base of the economy. In view of this, the paper targeted
the sector to assess the QMS implementation to sustain the agro food manufacturing industry

contribution for the country and to enhance their competitiveness in global market.

2.1.2 Concept and Definition of Quality

Quality is not goodness or luxury, or shininess; it is not intangible and therefore not

immeasurable; it is not unaffordable, not originated by the workers, not something that originates
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in the quality department; and quality is not conformity to requirements (Crosby 1991). He
further adds that quality is the responsibility of everyone in the organization and that quality is
measurable. The process of instilling quality improvement is a never-ending phenomenon. In
general there are two approaches to manage the quality of a product or a service. Product quality
deals with the quality of the final product, while process quality deals with the quality of the
processes required to producing goods and/or services.

ISO 9000 defines the quality of a product or a service as the totality of its features and
characteristics that bear on its ability to satisfy stated or implied needs. Quality is the composite
of the culture, attitude and values of an organization that strives to provide the customers with

the products and services that satisfy their present and future needs.

According to 1SO 9000:2005 quality also defined as; Quality is the ongoing process of building
and sustaining relationships by assessing, anticipating, and fulfilling stated and implied need.
Quiality is the attainment of prescribed standards and the degree to which a set of inherent

characteristics fulfill requirements

2.1.3 History of 1SO 9000(Quality Management Concept)

The quality management system developed by the International Organization for Standardization
is highly related to early military systems (Hallstrom, 2000 cited by Sandstrom and Svanberg,
2011). 1SO 9000 can be traced back to the military standards developed by the US Military, the
NATO, and the British military in the 1930’s (Hallstrom, 2000 cited by Sandstrdm and
Svanberg, 2011).1t dates back to World War 2 (WW?2). Before the war, it was customary for
military authorities to inspect large military projects such as the building of war ships. With the
increased demand for these ships in WW?2, the ships had to be produced faster by building them
in pieces first and then putting the pieces together at alter stage. These pieces had to be measured
and controlled by military authorities; therefore the allied forced developed the first "MIL-
SPECS" (Military Specifications) (van Bruggen et al., 2002 cited by Manders 2015).

After WW2, attention to organization’s quality was added to the standards apart from product
requirements and "MIL-Q9858" was introduced. This was the forerunner of"AQAPs" Allied
Quality Assurance Publications. At a certain moment in time the NATO partners agreed for

economic reasons that when they place an order from a member country, military authorities in
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that member country could supervise the production. The path to certification was created. In
1963, the first AQAP which provided requirements for contractual suppliers' organizations came
into existence. When a company wanted to do business with the military, the organization's
quality was first checked by a group of military staff. If the company in question met all the
requirements, it received the AQAPcertificate. This became a requisite for doing business with
the military. It did not take long for civil bodies, certification organizations, to take over the

inspection activities (van Bruggen et al., 2002 cited by Manders 2015).

Because of the positive experience with this quality assurance in military production, the civil
side got interested in it: Why not apply the same approach in business-to-business environments?
Standards were necessary for assuring quality; therefore some countries developed quality
assurance standards based on the military AQAPSs. Because of the continuous increase in cross-
border trade, the necessity to have an internationally accepted set of criteria increased. This
resulted in the ISO 9000 standards (van Bruggen et al., 2002 cited by Manders 2015).

2.1.4 1SO 9001:2015 Quality Management System

A quality management system is the way our organization directs, and controls those business
activities, which are associated with quality. Broadly, it consists of your organizational structure
together with the planning, processes, resources and documentation that you use to achieve your
quality objectives, to provide improvement of your products and services and to meet your

customer’s requirements (1SO 9000).

Quality management systems are not just for big companies only. Since quality management
systems are about how the business is managed, they can be applied to all sizes of companies and
to all aspects of management, such as your marketing, sales and financial activities. It is up to
you to decide the extent of application (ESA, 2011)

Quality management system standards should not be confused with product standards. Most
organizations new to the concepts of quality management systems and in particular the 1ISO 9000

series of standards confuse product or service quality with the concept of quality management.

The 1SO 9000 family of standards can be applied to all organizations regardless of type, size and
product/service provided (ISO 9000:2000).The standards in the family are:
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e [SO 9000:2005 - Quality Management Systems - Fundamentals and VVocabulary.
It provides an appreciation of the fundamental principles of quality management
systems and an explanation of the terminology used in the family of standards.

e [SO 9001:2015 - Quality Management Systems — Requirements
It provides requirements which if meet will enable organizations to demonstrate they
have the capability to consistently provide product/service that meet customer and
applicable statutory and regulatory requirements.

e [SO 9004:2009 - Managing for the sustained success of an organization — A quality
management approaches.
It provides guidance to organizations to support the achievement of sustained success by
a quality management approach. It focuses on how to make a quality management
system more efficient and effective

e [SO 19011:2011 - Guidelines for auditing Management Systems

2.1.5 Conceptual Model of 1ISO 9001:2015Quality Management System

The model of ISO 9001:2000 is presented —in figureland it serves as a framework of how
organization should work in regard to quality and more specifically, what the organization
requires to do (Dale et al., 2007). The model shows five principal elements, which each include a

set of requirements, actions, and processes.

The first element is ‘continuous improvement of the quality management system’ (top box in the
Figure 1), which includes general requirements of a quality management system and
documentation requirements. In this element organization are expected to “establish, document,
implement and maintain a quality management system and continually improve its effectiveness

in accordance with the requirements of this international standard” (BS 1SO 9001, 2000).

The second element is ‘management responsibility’ and covers the demanded level of
management commitment, customer focus, quality policy, planning, responsibility, authority and

communication (Dale et al., 2007).

The third element of the ISO 9001:2000 framework is ‘resource management’ and includes
provision of resources, human resources, infrastructure, and work environment (Dale et al.,
2007).
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The fourth element is ‘product realization’ and covers the planning of product realization,
customer-related processes, design and development, purchasing, production and service

provision, and control of monitoring and measuring devices (Dale et al., 2007).

The fifth and last element of the framework is ‘measurement, analysis and improvement. This
element suggests that organizations should “plan and implement the monitoring, measurement,
analysis and improvement processes needed: (a) to demonstrate conformity of the product; (b) to
ensure conformity of the quality management system and (c) to continually improve the

effectiveness of the quality management system” (Dale et al., 2007).

The model (see Figure 1) takes the view that everything to do with quality starts and ends with
the customer. So the model is customer driven. In the diagram, the customer is shown on both

the left and right. Most often it will be the same customer, but it could be a different one.

CONTINUQUS IMPROVEMENT OF QUALITY

MANAGEMENT SYSTEM
Customer Customer
l:and olher - .- —-— e Managemenl {aﬂd other
interested Responsability interested
parties) ' - ‘ parties)
MRES?DUI'EE l MEEIS;'J;EMEEL |
anagemen analysisand ¢ =---=- -+ ;
i Improvement Suiscion

| Product ’ D Output
Requiremenls » Realisation /—m—v
el Input -

> Value- adding activities
------- - Information flow

Figure 1: Model of a process-based quality management system
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One of the great features of the 1SO 9001:2015version is the increased use of feedback as a
powerful management tool-one that will underpin your business if you are not already using this
technique in your management system. Feedback employs some form of monitoring or
measurement to detect when things require attention. This is used to alert the operator or
manager to do something to bring things back to normal. Indeed, without such mechanisms,

waste will be higher and moral lower; both of which will affect the bottom line.

2.1.6 Quality Management Principles

To lead and operate an organization successfully, it is necessary to direct and control it in a
systematic and transparent manner. Success can result from implementing and maintaining a
management system that is designed to continually improve performance while addressing the
needs of all interested parties. Managing an organization encompasses quality management
amongst other management disciplines.

According to 1SO 9001, eight quality management principles have been identified that can be
used by top management in order to lead the organizations towards improved performance.

Customer focus
Customer is the central point around which any business revolves, and so taking care of their

present and future needs is mandatory for success and strives to exceed customer expectation.

Leadership

Leadership establishes unity of purpose and direction of the organization. Management
commitment is mandatory to ensure that the quality built in through the various processes is
taken forward to all the levels and functions of the organization and maintained throughout.
Providing adequate resources at the right time, to the right extent is an indication of the
management commitment. Paying attention to the employees' issues, making the working
environment friendly and comfortable, providing opportunities for growth, etc.Owill also be the

responsibility of the top management.

Engagement t of people
People at all levels are the essence of an organization and their full involvement enables their

abilities to be used for the organization’s benefit.
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Process approach

A desired result is achieved more efficiently when activities and related resource are managed as
a process.

Continual improvement

This is a pre requisite of any quality movement. Continual improvement to the organization’s
overall performance should be a permanent objective of the organization. In organizations where
quality standards are implemented, the improvement plans are finalized well in advance, in order
to counter the challenges. Proper and timely reviews can reveal the actual status of improvement
and suggest corrective action (ISO 9004:2000). Continual Improvement should get reflected not
only in the quality of the results, but more so in the enhancement of the capabilities to produce

better results in the ensuing future.

Evidence Based Decision Mmaking

In order to facilitate decision making effectively, there is need to deploy certain tools. This will
help to avoid any bias while taking decisions, on account of familiarity or otherwise. The
synergy of the team will also improve when decisions taken are fair. Effective decisions are

based on the analysis of data and information.

Mutually beneficial supplier relationships
An organization and its suppliers are interdependent and mutually beneficial relationship

enhances the ability of both to create value.

2.1.7 The Elements of Quality Management System

Quality is the personification of the culture, attitude and the values of an organization that strives to
provide the customers with the products and services which satisfy their needs. In order to be
successful in implementing a quality management system like ISO 9001:2000, an organization is
obliged to concentrate on the eight key elements (Nayantara 1989).

Ethics: Professional and business ethics demand that the practices followed in an organization do not
harm or bring in damage to others who carry out similar activities. There should not be any attempt
by the management to promote unhealthy competition or bring in enmity with other business houses.
Integrity: The organization has to practice a very high level of integrity within and among the

employees so that they do not resort to malpractices to achieve their objectives. Professional honesty
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and loyalty imbibed and practiced by the organization will improve the belongingness of the
employees.

Trust: A very high level of trust is required for the growth of the organization as the flow of
information in both directions, top to bottom and bottom to top need to be controlled. Moreover the
information explosion has shrunk the boundaries of the world. Maintaining the security of
information as mentioned in the standards like ISMS (Information Security Management System) has
become essential to combat competition.

Training: This is a mandatory requirement for ISO 9001:2000-certified organizations. The training
cycle goes through processes such as identification of training needs, implementation of training,
training evaluation, retraining if required, and eventually going in for multi-skilling or job rotation as
the case may be.

Teamwork: Team work acts as the engine for the enforcement of quality. Tools such as quality
circles, cross-functioning teams, suggestion schemes, etc. serve to promote team work. Team
building is as much an art as it is a science and only those with leadership qualities can build a well-
knit team.

Leadership: In order to achieve success, one has to lead from the front and the leader has to be a role
model who will practice what he/she preaches. Unless the leader exhibits inborn qualities like
empathy, proactivness, impartiality, honesty, and loyalty to the organization, success will remain a
dream for ever.

Recognition: The contributions of the individual employees or of the teams have to be recognized
and rewarded then and there. Non-monetary and monetary techniques may be deployed for
recognizing the efforts depending on the type, volume and the timing of the contribution.

However, the dictum "justice delayed is justice denied" is applicable to recognition of the
contribution too.

Communication: This has an important role to play to achieve organizational success. While grape
vine communication is to be totally discouraged, accessibility of regular employees to the higher-ups,
openness in dealings and real time communication are essential for maintaining the health of the

organization.

2.1.8 Step in Implementation of 1SO 9001:2015

The first step in the implementation of 1SO 9001:2015is to assess the organization's present

status and its culture. A study of the organization's history, its present needs and the existing
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quality of work-life of the employees should precede the discussions leading to the
implementation of ISO 9001:2015. If the present reality does not live with these important
preconditions, implementation of ISO 9001:2015should be kept in silent until the organization
reaches a state where success is visible in the near future. If an organization has a track record of
effective responsiveness to the environment, and if it has been able to successfully change the
way it operates when needed, it will be easier to implement ISO 9001:2015. If an organization
has not been historically reactive and has no skill at improving its operating systems, there will
be both employee skepticism and a shortage of skilled change-agents. If this condition prevails, a
comprehensive program of management and leadership development may be instituted
(Nayantara 1989).

A management audit is a good assessment tool to identify present levels of organizational
effectiveness and areas in which the change is needed. An organization should be basically
healthy, prior to administering 1SO 900 1:2015. If it has significant problems such as a very
unstable funding base, weak administrative systems, lack of managerial skills, or poor employee
morale, 1SO 9001:2015is not recommended at that point of time. However, a certain level of
stress is probably desirable to initiate QMS. People have to feel the need for a change. Kanter
(1983) addresses this phenomenon by resorting to the concept of building blocks which is
present in a predominant way to effect organizational change. These forces include departure
from traditional thinking, a crisis or a galvanizing event, strategic decisions, individual "prime

movers, If any action vehicles.

Departures from traditional activities are those which usually occur at the lower levels of the
organization, and entrepreneurs move away from the normal ways of operating to solve a
problem. A crisis, if it is not too disabling, can also help create a sense of urgency which can
mobilize people to act. In the case of 1ISO 9001:2015, this may be a cut in the funding or a threat
for this, or demands from the consumers or other stakeholders for improved quality of service.
Whenever a crisis props up, an effective leader may intervene strategically by articulating a new
vision of the future to take the organization forward. A plan to implement 1SO 9001:2015may be
such a strategic decision. Such a leader may turn out to be a prime mover, who will take charge

of championing the new idea and showing others how it will lead them where they want to go.
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Finally, action vehicles are needed and mechanisms or structures essential to enable the change

should occur and become institutionalized Kanter (1983).

2.1.9 Steps in Managing the Transition to 1SO 9001:2015

Beckhard and Pritchard (1992) have outlined the basic steps in managing a transition for a
quality management system such as 1SO 9001:2015through identifying the tasks to be executed,
creating the necessary infrastructure, developing the strategies for enhancing commitment,
designing the mechanisms to communicate the change, and allocating the requisite resources.
Identification of tasks would include study of the present state of the art, assessing readiness for
change through a force field analysis; creating a model of the desired state, announcing the
change goals to the organization; and assigning responsibilities and resources. This final step
would include appointing an external consultancy and assigning an individual within the
organization to oversee the whole mechanism. This should be the responsibility of the top

management.

In fact, the activity of designing the transition management mechanisms isto be undertaken by
the top Management. Formation of an organization-wide steering committee to plan and review

the progress will be the most appropriate action in this direction.

To communicate the change, mechanisms other than the routine ones need to be custom-built
and developed. Special meetings of the employees designed as an input or a dialogue session,
where executives also will be present, may be used to kick off the process. Quality management
newsletters may be an effective organ to keep the employees abreast of the activities and

accomplishments of the organization (Nayantara, 1989)

Management of the resources for the change effort is very important and a judicious combination
of IRPs (internal resource persons) and external consultants can give promising results. They will

be receiving training in change management, which they can pass on to others later.

The entire employees should be actively involved in 1ISO 9001:2000 implementation. It may be
noted in this context that implementation would be a complex, interactive, and long drawn-out
process. The leaders will have to maintain their commitment, keep the processes transparent,

provide the requisite support, and hold the personnel accountable for the results. There should be
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total involvement of all the interested parties, which will include stakeholders, shareholders,
employees, banks, public, etc (Nayantara, 1989).

2.1.10 Quality Journey in Ethiopia

International Organization for Standardization, the authorized body for standards formulation,
was founded in the year 1946 with its head-quarters in Geneva, Switzerland. Most countries in

the world are members of 1SO including Ethiopia (Alolayan, 2014)

In Ethiopian context, there are many reasons for enhancing and necessitate the promotion and
application of quality, metrology and standardization. Among the many reasons economic
development and technological progress are the main one. In addition the following are the main
reasons): To fulfill international requirement and regulations, to fulfill national needs and

responsibility and, to support the country export and import trades (QSAE, 2010).

The rate of growth can directly be related to the social and political conditions of the country.
The ideology and relative stability of the government in power at the time significantly
determined the development of the industries. And this, in return, had an impact on the
development of quality concepts. Thus the development of quality concepts in the agro food

processing industries can easily be studied by classifying it into three periods:

I. Before 1973:
This period created most industries and those bodies that are directly involved in the promotion
and regulation of food quality were established in. Good examples of such bodies include the
Quality & Standard Authority of Ethiopia (QSAE) and Ethiopian Health and Nutrition Research
Institute (EHNRI) (Ezra, 2004)

In 1958, a bilateral agreement was made between the Imperial Ethiopia Government and the
Institute Pasteur of Paris for the establishment of the "Institute Pasteur d' Ethiopie™ after the
dissolution of the Medical Research Institute. In addition to the researches and vaccination
services, the institute renders a laboratory service especially for microbiological elements. With
the termination of the bilateral agreement in 1972, the Ministry of Public Health took over the
administration of the institute and renamed it as "Imperial Central Laboratory and Research

Institute .
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Problems related with the standard of imported & exported products ignited the quality and
standard development endeavors in country. These problems include the lack of standards for
electrical equipment and hygiene level of water supply and the lack of building code faced by the

construction projects all over the country.

In 1949, the first legislation, "The Grain Board Act", was passed to regulate the quality of
exported agricultural products such as grains and flour. To address problems in the industrial
sector, a department for standard was set up in the Ministry of Tourism and Industry in 1964. As
the need for standards increase due to the rise of product number and variety, the department of
standard at the ministry was re-established on an organizational level under the name "Ethiopian
Standardization Organization™ (ESO) in 1970. Its objectives were to improve and regulate the

quality of manufactured products and to regulate the export of manufactured products.

In 1972, it published the first 108 standards, which included standards for measurement
equipment's calibration, agricultural products (oil seed, grains, leather and coffee), cement, iron
and steel products and paper. To secure the interest of the country, the Ethiopia Standard
Organization became a member of 1SO and TC in 1972 and The International Organization for
Legal Metrology in 1973 (Ezra, 2014).

I1. During 1973 - 1991:
Since 1974, the country has adopted a centrally planned socialist economy system. Many state
‘owned enterprise set - up, and nearly all the private companies were confiscated or bought by
the government. An enterprise was basically a factory or production unit where the production
was assigned according to the central plans. The government has established special departments
to perform both the procurement and marketing functions for industries. Because of quota system
in a non-competitive environment, the majority of companies had no clear quality vision and
mission, and their management lacked the initiative to steer quality activities through corporate

strategies and policies (Ezra, 2014)

Although the establishment goes back to the imperial period, Ethiopian Nutritional Institute
(ENI) has contributed to food quality development in terms of nutrition. It was set up in 1962 as
Children's Nutritional Unit (CNU) and later renamed as ENI in 1978. It makes researches on

nutritional problems of the country and promotes balance diet through books, posters, leaflets etc
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all over the country. To solve the malnutrition and famine problem, ENI played a vital role in
formulating supplement food items that are manufactured on industrial scale. These include food
items locally called "FAFA", "Dubei" and "Edget", which were famous since 1986 (QSAE,
2010).

Both "Imperial Central Laboratory and Research Institute” and ESO were reorganized and
rename as National Research Institute of Health (NRIH) in 1985 and Ethiopian Standard
Authority (ESA) in 1986. The role of the NRIH has grown from a simple laboratory service into
the administration of quality control of food and beverages as well as biological and chemical
preparation and supervision of public health Laboratories and ESO was authorized to develop
standards and regulate quality in both agricultural and industrial sectors. Ethiopia also became a

member of African Regional Organization for Standardization in 1976 (Ezra, 2014).

1. Post 1991:

In 1987, the Ethiopia Standard Institute was renamed and has been raised to a status of an
authority — The Ethiopia Standard Authority," taking the important practices of internal
standardization into consideration. In 1998, The Ethiopia Standard Authority was reestablished
as a Quality and Standard Authority of Ethiopia (QSAE). Ministries and government offices were

also re-structured to accommodate these changes (Ezra, 2014)

Up to 2010, there were a “totally integrated approach” which is all the functions related to
standards, metrology, inspection, testing and certifications are all provided by a single
organization that is Quality and Standard Authority of Ethiopia QSAE. QSAE is also responsible
for administering mandatory standards now it is on the hand of ministry of trade and others.
QSAE as Ethiopian Standard Body has undergone several structural and name changes since its
first birth back in 1970, since 2010it is splitted into four different independent institutions which
are Ethiopian Standard Body (ESA), Ethiopian National Accreditation Office (ENAO), The
National Metrology Institute (NMI) and Ethiopian Conformity Assessment Enterprise (ECAE)
(ECBP, 2009).

Ethiopian Standard Agency (ESA) is a governmental agency which is accountable to Ministry
of Science and Technology, and has a National Standardization council which work together

with the agency, the member of the council is drawn from appropriate Governmental and Other
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bodies and designated by the government. Ethiopian standards agency has three core business

areas which mainly focus on the standard formulation, training and Technical support and

organizing and disseminating standards (Regulation 193, 2010).

The National Metrology Institute (NMI) of Ethiopia is established by the Council of Ministers
regulation No. 194/2010 since 10" February 2011.The Institute is responsible for the
maintenance of Ethiopian National Measurement Standards and Certified Reference Materials
(CRM). It also provides calibration, training and consultancy services in the areas of metrology

and scientific equipment (Regulation 194, 2010).

Ethiopian National Accreditation Office (ENAO) was established as an autonomous federal
government office having its own legal personality. The mandate of ENAO is to accredit, by
formal third-party recognition, the competence of Conformity Assessment Bodies (CABSs) to
perform specific activities, such as test, calibrations, certifications or inspections (Regulation
195, 2010).

Ethiopian Conformity Assessment Enterprise (ECAE): In February 2011, ECAE was
established as a federal owned Public Enterprise, governed by the Ministry of Science and
Technology. ECAE at present is the major conformity assessment organization in the country
providing Testing laboratory, Inspection, and Certification services to the industry and to the
public. ECAE has the headquarters and main laboratory facilities are located in Addis Ababa

and an additional eight branch offices are operational in various parts of the country
(Regulation 196, 2010).

As a result the food processing industries started to make efforts to catch up with the latest
quality concepts. One such effort is the projects for the implementation of HACCP at different
factory with the assistance of UNIDO a number of food processing organizations have embarked
on the implementation of HACCP in their plant. There were also changes to the organizations

directly involved in food quality in the country during this period (Ezra, 2014).

Although the adoption and development of national quality infrastructure for standard
implementation is important, it is equally important to have a certifying body for the
implementation these standards. However, there are finger counted internationally accredited

certifying bodies for any of the international standards in the country (Ezra, 2014).
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2.2 Empirical Studies

Lu and Sohal (1993), based on their study on Australian organizations, have listed the factors
that are likely to contribute to the success of QMS implementation. Identification of the strategic
direction of the business, i.e., of the senior management having a clear and uniform
understanding of the mission, vision and policies of the organization, is very important.
Understanding the customers' expectations and communicating the same throughout the
organization is essential to achieve customer satisfaction and eventually customer delight. A
well-defined plan for the implementation of a Quality Management System, in terms of the time
frame, resources, training and supportive organizational structure, is necessary to achieve
success. The infrastructure for this system will consist of a steering committee, strengthened by

one or more layers of improvement teams.

Mohanty and Lakhe (1998) attempt to identify the critical factors for QMS implementation,
through a survey-based research carried out in Indian industries. Meanings and operational
measures of such critical factors are articulated and developed by involving the industry
managers as the appropriate subjects. Internal consistency and reliability tests are applied to

these measures.

Amar and Zain (2002) performed an empirical study to examine the obstacles encountered by
manufacturing companies in the implementation of quality programs. The authors identified
eleven pertinent factors which act as barriers to implement quality programs in Indonesia. The
factors are: human resource, management, attitude towards quality, organizational culture,
interdepartmental relations, raw materials, machines and equipment’s, information, methods,
training, and finance. The authors reported that several of these eleven factors are found to
hinder quality programs in other parts of the world, and therefore the remedies to these obstacles

could be somewhat similar.

Palo and Padhi (2003), hold that Quality Management System (QMS) is a never-ending journey
of the improvement of work processes. It operates according to the premise that organizations
cannot rest comfortably without continuously improving whatever is being done. The authors
have found that training creates awareness, enhances employees' commitment to quality policy

and strategy, facilitates teamwork, upgrades performance standards, and bolsters the skills and
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abilities of the employees. However, any organization needs to focus more on improving
communication competencies as well as multiple skill development, and imparting customer
value training. Organizing training in the quality management systems needs more budgetary

allocation, commitment and support of, and enthusiasm from, the top management.

Hesham and Magd (2007) conducted an empirical study on a sample of industrial companies in
Egypt. The purpose of their study was to evaluate ISO 9001:2000 implementations in Egypt by
identifying the critical success factors contributing to the success of the standards. Furthermore,
the authors identified the problems associated with ISO implementation. The authors reported
that management commitment was found to be an important factor contributing to the success
implementation of 1SO 9001, while the need to change the existing system to fit ISO 9001 and
workers resistance to implement the standards were viewed as the most important problems

facing the Egyptian manufacturing companies.

German and Landinet. Al (2013), this article analyzes the dissemination of 1SO 9001, the main
global management standards, within Africa. The work refers to the diffusion of 1SO 9001
standard in terms of its certification intensity. In this article, the dissemination of 1SO 9001 in
Africa has been analyzed. The general certification intensity of the continent is of 0.18; in other
words, the proportion of the contribution of Africa to the global GDP of the world is more than

five times superior to the proportion of 1ISO 9001 certificates located in Africa.

Jamal and Theuri (2015) conclude that the implementation progress should be monitored to
ensure that the quality management system is effective and conforms to the standard. These
activities include internal quality audit and management review. However, successful
implementation of 1SO 9001 in organization can be elusive. One of the key reasons for this is
that many organizations overlook the complexity of the implementation processes and the

organizational changes that are needed to ensure the QMS is fully functional.

Ezra (2004), the implementation process of QMS is long and result may not be observed
immediately. It will require trainings, involvement of experts from different field of study and a
considerable amount of investment. With hard and committed effort a profound achievement can
be attained. This includes the reduction in cost of production, better relation with customers and

suppliers, more committed and motivated workforce, internationally competitive products and
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manufacturing establishments, the development of reliable and good supply of raw material
source, and better utilization of manufacturing capacity. In addition Government and non-
government organizations play a pivotal role in the implementation process. Government bodies
such as Ministries (Agriculture, Trade, Industry, Health), Research Centers, QSAE are vital in
coordinating activities such as raw material supply, nutritional development of food items, food
safety, and implementation of quality standards and regulations. These bodies can also be
involved in setting up facilities that promote the implementation of quality like laboratories and
research and training institutes. Non-government organizations have already started to be
involved in this quality concept development process. HACCP implementation program of

UNIDO is a good example.

Daniel (2010) the benefits gained by implementing ISO 9001 QMS in the EFFORT corporate
organizations were improved process and procedures, improved awareness of employees for
quality, provision of better customer service. Even though more than a million organizations
have been certified to 1ISO QMS 9001 standard till date, and also despite the huge number of
research findings revealing the perceived benefits of implementing QMS, there were certain
common problems faced by majority of these certified organizations, which influenced their
business performance by sitting Kumar and Balakrishnan (2011) and summarized these problems
broadly as: Leadership related issues (Inadequate Commitment by Top Management), Lack of
Motivation, Recognition, Organizational learning, Strategic Planning and long term focus,
Strategy Related Issues (Mission, Vision, Values, Strategic Planning, Strategy Mapping,
Cascading down the line, KPIs and Initiatives), Quality System related issues (Weak PDCA
cycle, generic system, internal audit not in depth, non-value adding meetings/trainings and
excessive paperwork),Society oriented gaps (Corporate Social Responsibility, Environmental

Management and Sustainability).

Overall, the review so far is believed to be important input for the proposed study. attempts will
be made to compare the findings of the earlier researchers quoted in the literature review with the
findings of the research scholar in respect of Quality Management Systems followed in selected

agro food organizations. This formed the basis for the study.

All of the above researchers agreed on the following issues: quality has become so important that

the world is uniting around a single quality standard. 1SO 9000 I1SO 9000 is a family of standards
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which relate to QMS and are designed to assist organizations in meeting their customers' and
stakeholders' needs through the implementation of this management system. Challenges are
likely to occur when implementing a QMS, however the magnitude and impact of these seems to
differ depending on the specific capabilities and circumstances of the company (Carlsson and
Carlsson (1994), and (Cachadinha 2009). Although the problems are specific to each company
we see that there is a common problem among the companies which is acting proactively. If
companies can plan and evaluate themselves prior to the implementation of a QMS it is believed

that possible to anticipate and avoid challenges/barriers that are likely to occur.

2.3 Research Gaps

Despite studies tried to elaborate various issues that are rotated around ISO 9001 QMS
implementation. However, there are some research gaps are observed and to list down some of
them:

i. Most of the studies focused mostly on the specific issue like problems or barriers or benefit
or importance of QMS implementation in the organizations. Beyond from this they did not
investigate the enablers that foster QMS implementation and support to attain a matured QM
and how to create a good national and organizational image.

ii. Researchers are done widely in the rest of the world related to QMS. However, there are
very few studies has been done and available in Ethiopia particularly QMS on agro food
industries.

iii. Even from these few papers in the country there were gaps identified particularly,

a) Most of them are case studies therefore it is difficult to generalize and infer the findings
for other companies and to bring a change.

b) Almost all the papers worked on only certified companies; they did not cover the
noncertified companies to examine the reason not to have the certificate. Hence, the
papers did not give a multifaceted direction for stakeholders how to enhance and improve
the certification method.

c) Some of t hem were used only structured type of questioner and interviews without

incorporating other data gathering instruments like FGD which helps to get critical

information’s from the government, and certifying agencies and other stakeholders.

30



Due to this the researcher tried to investigate all the issues related to QMS implementation
holistically to get a full picture on the Practices and challenges of QMS implementation by

fulfilling the above research gaps.
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2.4 Conceptual Framework

Conceptual framework is defined as the result of when a researcher conceptualizes the relation
between variables in the study and shows the relationship graphically or diagrammatically
(Otieno, 2014).
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1.

Quality Enablers

National widen promotion on quality movement! Integrated and coordinated national
quality program is essential to develop quality awareness among people, customers
and consumers of products and services and among companies, which are producers
and suppliers. This can be done through education by curriculum and through
training.(Daniel and Fasika, 2003)

Building of national quality infrastructure: Develop a plan to put the basic element of
QMS in place: Having identified the gap' the organization then needs to look at the
various methods, both prescriptive and non-prescriptive, of introducing the basics of
QMS (Daniel and Fasika, 2003)

Enactment of legislation and policies; Different authors suggested that government
should intervene to improve the legal framework and to impose some schemes of
control and supervisions to achieve effective implementation of 1ISO 9000 standards
(Zeng et al. 2007)

Transfer of technology, skills and management: The next step is to create, within the
organization, appropriate expertise on self-assessment. In this way these managers will
form the critical mass within the organization to start internal assessor training for the
remainder of management group. Full self-assessment: After a small number of pilots
have been undertaken a decision will need to be taken concerning which model,
criteria and self-assessment process and are to be applied throughout the whole

organization.

ISO 9001-The challenges during implementation
The core elements for the sustainability of the implementation must acquire the following
key issues

i. Top management commitment

The top management should take the initiative to not only to finalize the business strategy,

but also to use quality of the end product as the force to reckon with. The QM has been

implemented successfully in any organization if its top management team is committed to

apply and maintain it, involved in the implementation processes and periodic review is

carried out on it. (Liang,1997).
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ii. Employee Involvement
Employee involvement or engagement has been defined as a heightened emotional and
intellectual connection that an employee has for his or her job, organization, manager, or
coworkers that, in turn, influences him or her to apply additional discretionary effort to
his or her work. So for any strategy to succeed, organizational leaders need employees
who are engaged and connected to their jobs, applying that extra effort willingly to
implement change (Gibbons, 2006).

iii. Continual Improvement
Continual Improvement is the hallmark of a quality management system. Quality circles,
Cross functional teams, suggestion-schemes, brain-storming sessions and case studies
assist the implementation of continual improvement. In order to ensure the future of the
organization and satisfaction of all agencies including the customers, the management
creates a culture for improving the performance of processes and products. This will be
periodically reviewed in the Management reviews and necessary corrective actions taken
(BS 1SO 9001:2015)

iv. Internal communication
Communication is the gateway for transmission of information and transparency and
clarity are essential to avoid grapevine communication. The freedom to communicate will

improve cohesion among the employees (Crosby, 1991).

v. Training

Mature organizations reported high volumes of training in many fields ranging from
general awareness to technical courses. Training differs according to the level of the
employee. Training should enhance the understanding of the business and processes.
Employees should be given the tools necessary to examine these processes, propose
changes to them, and understand the consequences of these changes (Nayantara 1989).

vi. Resources

Bhuiyan and Alam (2005) argue that, implementing 1SO Standards does certainly require
the involvement of several resources, especially human and financial resources. An
adequate financial resource is needed by an organization to offset the related costs

incurred throughout the ISO Standards implementation process, such as fees for
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consultancy services, training fees, costs related to certification processes as well as other
relevant costs.

vii. Maintenance and continual improvement

This element indicates that organizations should “plan and implement the monitoring,
measurement, analysis and improvement processes needed to demonstrate conformity of
the product, to ensure conformity of the quality management system and to continually

improve the effectiveness of the quality management system” (BS ISO 9001:2015).
3. Inhibitors for non-certification

There are various inhibitors that are considered as a reason not to implement QMS. These
inhibitors may vary across sectors but to mention the common ones: Business priority issues (to
have low sense of urgency to apply for QMS recently), It needs high cost to implement QMS,
The lack of support from the top management to have QMS certificate, Lack of skills for
executing the QMS requirements, Absence of organizations to be taken as a bench mark, Lack of
awareness in benefits of QMS, There is less demands of QMS certification from the clients, Lack

of understanding in the QMS process requirement etc.
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CHAPTER THREE
RESEARCH METHODOLOGY

This section briefly explained the research design, research approach, population under the
study, sampling techniques and sample size determination, method of data collection, data
sources and data collection tools, data analysis method, validity and reliability test and ethical

considerations.

3.1 Research Design

A research design is a plan, structure and strategy of investigation so conceived as to obtain
answers to research questions or problems. The plan is the complete scheme or programme of the
research. It includes an outline of what the investigator will do from writing the hypotheses and
their operational implications to the final analysis of data. (Kerlinger,1986 cited by Kumar,
1988). It outlines how information is to be gathered for an assessment or evaluation that includes
identifying the method of acquisition of the data, the instruments to be used, how these
administered, and how the information organized and analyzed (Miles and Huberman, 1994;
Yin, 2009)

The research design employed in this study was descriptive research design. It combined both
quantitative and qualitative data as a means to build the ‘what’ and the ‘why” of the topic’. It
involved a series of rational decisions considering all of the research methods and components

that enable the conduct of the research.

3.2. Research Approach

Several research approaches can be adopted to conduct a research study. A combination of
qualitative and quantitative approaches can build on the strengths and minimize the weaknesses
of both (Dahlan, 2009). This thesis therefore implemented mixed approaches in a concurrent
manner to broaden, deepen, to build and to increase internal and external validity and findings of
the research.Concurrent procedures is in which the researcher converges quantitative and
qualitative data in order to provide a comprehensive analysis of the research problem. In this
approach, the investigator collects both forms of data at the same time during the study and then

integrates the information in the interpretation of the overall results (Creswell, 2003).
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3.3 Data Sources and Type

Both primary and secondary data sources were used for the study. Primary data collected from
QMS implementing organizations, non-certified companies, QMS certifying agencies,
consultants and government organizations. Secondary source of data obtained from different
documents such as internet, books, published materials and magazines which are written in the
area of QMS and agro food manufacturing industries. Secondary data have a benefit of covering

the background work needed to help advance the research study.

3.4 Data Collection Method

The data needed for this study collected from potential agro food companies residing in Addis
Ababa. Before starting actual data collection, the questionnaire prepared and pre-tested for
further revision of the instrument and ultimately to be sure that important issues had not been
left. After this the questionnaire revised and distributed for the employees of certified companies
and management members of noncertified companies in systematic random way. However, the
management members of noncertified companies primarily selected purposively other than the
employees because it is believed that they are capable and appropriate to answer the second
research question which is “why companies hesitate to have ISO 9001 certificate”. After
purposively identified the management group the questionnaire distributed in systematic random
way. Concurrently the interview and the FGD preceded by the researcher through purposive
selection and secondary data collected from various sources like internet, books, published

materials and magazines..

3.5 Data Collection Tools

There are various data collection tools to gather the significant information that are related to the
research questions and the research objectives. Therefore, this study used the following data

collection tools to get the appropriate information:
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3.5.1 Primary Data Collection Tools

3.5.1.1 Structured and Semi Structured Questionnaire

e A self-administered structured and semi structured questionnaire designed for employees
who work on all departments at all levels of certified companies and for management

members of noncertified agro food companies to obtain relevant data separately.

The questionnaires designed for certified and noncertified were completely different since both
were attempted to address different objectives. They were also designed carefully so as to not
miss any relevant information. Among others, five levels Likert Scale question applicable to
obtain the required information. The Likert scale is preferred because it allows measuring the
degree of the respondents in a scale of 1 to 5 (from the least to the most) as to how they disagree
or agree the attributes or factors which presented as questions (Cooper and Pamela, 2003 cited by
Kidus, 2016).

3.5.1.2 Interview

Open ended questions prepared and conducted with purposively selected directorates, division
heads and who have the power to lead, coordinate and support the QMS implementation process
in both categorical companies. This is very vital to exploit the core qualitative aspects of QMS
implementation focusing on the Practices and challenge and to cross check the data gathered

through the questionnaire.

3.5.1.3 Focus Group Discussion (FGD)

Focus group discussion is a rapid assessment, semi structured data gathering method in which a
purposively selected set of participants gather together to discuss issues and concerns based on a
list of key themes drawn-up by the researcher (Kumar, 2005). In this study FGD was held with
managers and selected higher experts that represented certifying agencies, government

organizations, consultants and non-government organization work on QMS related issues.
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3.5.2 Secondary data collection tools

In this study, information from the secondary sources of data have been collected from different
published and unpublished secondary materials which include manuals, regulations, websites

and others have also been used as inputs of main sources of secondary data.

3.6. Sampling Design

In order to enhance generalization and validity taking the adequate and appropriate sample size
and employing appropriate sample design needs special care and emphasis (Kothari, 2004).
There are two major types of sampling design, probability and non-probability methods.
Probability methods differ from non-probability methods in terms of whether elements in the
population had some chance or probability of selection (Saunders et al., 2009). In this study, the
researcher used probability sampling and non-probability sampling blended together to provide

respondents with an equal chance of being selected from the overall population.

3.6.1 Population of the Study

The population of the study incorporated two targets sets of categories. The first was the
population of the companies. According to AACCSA (2015) among the large and medium
manufacturing processors, which total 2,610 manufacturers, 753 establishments are in the food
and beverage. More than 40% (1044) of the manufacturing industries are located in Addis. From
these more than 31% (324) of the manufacturing industries fell in the category of Food and
Beverages. In addition there are around 24 certified companies are presented in Addis Ababa.
Therefore, the organizational population constituted 24 certified and (324-24=300) noncertified
agro food companies which are located in Addis Ababa. The second was the population of the
respondents. From the above organizational population seven certified and seven noncertified
agro food companies were selected. From these 206 employees from certified and 36
management members from noncertified were the respondents’ population. General Managers,
representative of certifying agencies, government organizations, consultants and non-government

organization work on QMS related issues was also constituted in the population of the study.
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3.6.2 Sampling Frame

Sampling frame is the list of all elements in the population from which the sample is drawn (The
SAGE Encyclopedia of social science research methods, 2004 cited by Bersisa, 2015).The
sampling frame for this study was the list of all 24 certified and 300 non certified agro food
companies that are cited in Addis Ababa and also it constituted a list of 206 employees from the
selected seven certified and a list of 36 management members from the selected seven
noncertified companies. Eleven (11) members of selected from certifying agencies, government
organizations, consultants and non-government organization that work on QMS related issues

was constituted in the study.

3.6.3 Sampling Unit

The sampling unit is the level at which the data is collected (Bersisa, 2015 pp 55). The set of
sampling units that was considered for this study were 1ISO 9001 certified agro food companies
and noncertified companies employees, managers and general managers/owners and stakeholders

who participate in quality and standardization like certifying agencies, consultants, government

etc.
Table 1 Distribution of population:
Sampling unit Sampling techniques Total Sample Methodology
population size used
1SO 9001 certified ~ Employees Systematic random 206 136 questionnaire
sampling
General managers Purposive 7 7 Interview

1SO 9001 Management Purposive and random 36 33 Questionnaire
noncertified members
management General managers Purposive 7 7 Interview
members

Source: field survey, 2017
3.6.4 Unit of analysis

The unit of analysis refers to the entity that is being analyzed in scientific research (Dolma, 2010
cited by Bersisa, 2015). In this study the unit of analysis were the employees of certified and
management members of noncertified agro food companies and FGD of stakeholders and the

interviewed of general managers.
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3.6.5 Sampling Techniques

The sampling techniques that were employed in this thesis were probability and no probability.
To take the principal sample the researcher used purposive, convenient and systematic random
sampling. The first step was from 24 certified agro food companies in Addis Ababa seven
companies (30% of 24) were selected in a convenient sampling technique for ease of access as
well as to meet the objective of the research. The second step was selecting another seven
noncertified companies parallel to the certified ones from the total of 300noncertified companies
conveniently. The researcher chosen only seven noncertified companies instead of taking 30% of
300 as similar proportion as the certified was due to lack of time, cost and capacity. Therefore,
for the betterment of the study the researcher put the number of certified companies as a

reference and chosen seven noncertified companies.

The third step was distributing the questionnaire systematic random way for the employees of
certified companies and management members of noncertified companies. In systematic
sampling the sampling frame is first divided into a number of segments called intervals. Then,
from the first interval, using the SRS technique, one element is selected (Kumar, 2005). Hence
by getting a logical number proportionally the respondents were selected.However, the
management members of noncertified companies primarily selected purposively other than the
employees in case of noncertified was because of it is believed that they are capable and
appropriate to answer the second research question which is “why companies hesitate to have
ISO 9001 certificate” as well as the question by itself had an administrative and managerial

character.

In addition 14 general managers from a total 14 companies for interview purpose and 11
participants of a FGD which work on quality and standardization from government body,
certifying agencies, consultants, AACCSA, and Ethiopian Quality Award in purposive manner

were also constituted.
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3.6.4 Sample Size Determination

3.6.4.1 Quantitative sampling: Because of time and resource limitation and its advantage for

the study, from 30 available agro food companies which are believed to be eligible for

certification in the country, a total of 24 are sited in Addis Ababa. From this target population,

seven (30% of 24) was selected as mentioned in the above procedure. In parallel with this, there

are 300 noncertified agro food companies are presented in Addis Ababa from this the same

amount another seven noncertified companies were selected. It constituted a list of 206

employees from the selected seven certified and a list of 36 management members from the

selected seven noncertified companies.

Since the population under the study is considered to be finite, the following formula is

employed to calculate the sample size (Kothari, 2004).

n= N
1+N(e)2
Where, n=sample size

e = acceptable error (precision), and
N is the total population size; hence

a). For certified companies

206
1+ 206(0.05)?

Where, e=0.05 and N=206

n= 136, for certified companies.

b). For noncertified companies
n= 36 _
1+ 36(0.05)?
Where, e=0.05 and N=36
n=33
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3.6.3.2 Qualitative sampling: In order to get reliable and additional information it is better to
discuss face to face with managers and other stakeholders in relation to trend and challenges of
QMS implementation. Hence, purposively selected general managers, representatives of
certifying agencies, government bodies, and consultants were selected as samples that were

appropriate to elaborate a qualitative aspect.

3.7. Data Analysis Method

3.7.1 Quantitative data analysis

The quantitative data were collected and sorted using the data collection tools as mentioned
above, quantitative responses sorted, coded, computed and analyzed using Statistical Package for
Social Sciences (SPSS). Appropriate statistical analysis such as frequencies, percentage and

mean score analyses in aggregate were used. The data presented using tables, graphs and charts.

3.7.2 Qualitative data analysis

Analyzing qualitative data involve reading through the interview and focus group discussion and
other data, coding the data and drawing connection between discrete pieces of data (Kothari,
2004).This study involved analyzing the findings of interview and FGD by rearranging with the
appropriate objective and finally based on content analysis the data were cross checked with

quantitative findings.

3.8 Validity and Reliability

A pilot study was undertaken to enrich the validity of the questionnaire. The rule of thumb is that
1% of the sample should constitute the pilot test (Cooper & Schilder, 2011). So, a preliminary
tests was undertaken with 3 Ethiopian Standards Agency trainers and 2 companies’ quality
managers the formal questionnaire launched for final wording and sentence checking. The quasi-
final version of the questionnaire was then piloted on two agro food companies that are sited in
Addis Ababa. Their feedback regarding their comprehension of the questionnaire was discussed

in detail and suggestions were incorporated into the final version.

To scan the reliability of the responses, the questions framed for Cronbach's Coefficient alpha
test which is is the most common measure of internal consistency. If the value is higher than 0.7

for Cronbach's Coefficient Alpha, the data is suitable for further analysis.
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Table 2. Reliability test result dimensions/theme

No. Dimension Number of Cronbach's Coefficient
attributes Alpha

1 Top management commitment 6 0.892

2 Employee involvement 6 0.732

3 Team working 5 0.894

4 Internal communication 3 0.599

5 Continual improvement 4 0.623

6 Training 3 0.78

7 Resource 4 0.737

8 Maintenance 4 0.571

Source: Own survey 2017 based on (SPSS)

From Table 2 one can realized that top management commitment, employees’ involvement, team
working, training and resource dimensions got a Cronbach's Coefficient alpha great than 0.7 which
indicates there is an internal consistency of the response. However, internal communication
continual improvement and maintenance dimensions got Cronbach'’s Coefficient Alpha value less

than 0.7 which indicates there is no internal consistency of the response.

3.9. Ethical Considerations

Christians (2000) mentions the minimum requirement for a research to undertake in domain of
research ethics is to commence participant awareness regarding subject matter of research,
informed consent, privacy and confidentiality, and accuracy. Therefore, in conducting this
research, the following ethical considerations were taken into account: Respondents informed
fully about the purpose, methods and uses of the research, what their participation in the research
entails and what risks, if any, will exist, The confidentiality of information that supplied and the
anonymity of respondents respected and The independence of the research clear, and any

conflicts of interest or partiality were explained.
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CHAPTER FOUR
DATA PRESENTATION, ANALYSIS AND DISCUSSION

This chapter presented and analysed the data gathered through questionnaires, interviews, focus
group discussions and from secondary sources that included manuals, regulations, websites and
other research findings. The questionnaire was collected from employees of both ISO 9001
certified and noncertified agro food companies that are sited in Addis Ababa. While the
interviews were conducted with the general managers or owners of each companies. A focused
group discussion was conducted with the government bodies, certifying agencies and
consultants, chamber of commerce and Ethiopian Quality Award (EQA) who work on quality

and standardization.

4.1 Response Rate

The total sample size was drawn from the conveniently selected seven ISO 9001 certified and
seven noncertified total of 14 agro food manufacturing industries. All the questionnaires
distributed to employees and management members, interviews were conducted with general
managers (owners) of the companies and FGD had taken with certifying agencies, government
bodies, consultants, EQA and AACCSA. In the case of certified companies where the data
collected, out of the 136 questionnaires administered, 109 were filled and returned, which
represents 80.1% response rate. In the case of noncertified companies out of 33 questionnaires
distributed 22 were returned which mean 66.7% fill and returned. This response rate is
considered satisfactory to make conclusions for the study. According to Mugenda and Mugenda
(2008) observed that a 50% response rate is adequate, 60% good and above, while 70% rated
very well. This collaborates with Bailey (2010) assertion that a response rate of 50% is adequate,
while a response rate greater than 70% is very good. This implies that based on this assertion, the

response rate in this case is beyond good.
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Table 3. Response Rate for the Data Collection

Sample unit Methodology
1 General Interview
managers/
owners
2 Employees Questionnaire
3 Professionals FGD
from different
sectors

Source: field survey, April 2022

4.2 Demographic Characteristics of Respondents

Sample size

Certified Non

certified
7

136 33

Respondent/ participant in frequency
and percent

Certified Non Others
certified stakeholders
7(100%) 5(71.4%) 0
109(80.2  22(66.7%) 0
%)

9(88.9%)

Four relevant demographic variables of the respondents was gathered as background

information. These are sex, position, level of education, and experience of the respondents.

These characteristics of the respondents are summarized in Table5. From this one can easily

understand that respondents with different background were participated in all companies of

which most of them are with the background that enables them to fairly react to the requirement

of this study.

Table 4. Demographic characteristics of respondents

Item
No.
1 Sex
2 Educational
background
3 Work experience
4 Work position

Source: field survey, April 2022

Description

Male
Female
Total
Certificate
Diploma
BA/BSC
Above
BA/BSC
Total

Less than a
year

2-5

6-10
Above 10 years
Total
Manager
Experts
Other
Total

Frequency and percent of

Respondents
Certified Non
certified
80 (73.4) 15(68.2)
29 (26.6) 7(31.8)
109 (100) 22(100)
24(22.0) 0
25(22.9) 5(22.7)
55(50.5) 13(59.1)
5(4.6) 4(18.2)
109 (100) 22(100)
11(10.1) 3(13.6)
51(46.8) 11(50.0)
26(23.7) 7(31.8)
21(19.3) 1(4.5)
109 (100) 22100
23(21.1) 1777.3
59(54.1) 1(4.5)
27(24.8) 23(18.2)
109(100) 22(100)
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The descriptive statistics that is indicated in Table 5ltem 1 presented the respondents in terms of
gender to get a balanced view of both sides. In case of certified companies 80(73.4 %)
respondents were males whereas 29 (26.6 %) of the respondent were females. In case of
noncertified companies 15(68.2%) were males and 6(27.3%) were females. This indicates that
more numbers of male respondents took part in both companies. According to the companies
document the number of males in the organizations are more than females. Therefore, it was

expected that there would be a variation of number concerning sex of respondents.

Regarding educational backgrounds stated in Table 5item 2, certified companies have the
following educational background share. 24(22.0%) have certificate, 25(22.9%) have diploma,
55(50.5%) of the respondents have degree while 4(3.7%) of the respondents were above degree
holders. In the case of noncertified 5(22.7%) were diploma holders, 13(59.1%) degree and
4(18.2%) above degree holders. In both companies the data denoted majority of the respondents
are degree holders which is good for the researcher to get adequate and relevant information
about the questions which had been provided because educated people can easily understand and

answer the question properly.

Table 5 item 3 revealed work experience. In case of certified 11(10.1%) of the respondents have
less than a year work experience while 51(46.8%) have 2-5 years’ experience, 25(22.9%) of the
respondents have above 6-10years’ experience while 21(19.3%) of the respondents has above 10
years work experience. In case of noncertified 3(13.6%) have less than a year experience,
11(50%) have 2-5years experience, 7(11.8%) have 6-10years and 1(4.5%) of them have above
10years experience. From the above data in both categories majority of the respondent fallen
within a range of 2-5 years’ work experience which was well enough to get on valuable
information. This is due to employees who have enough years of experience tend to have more

information compared to employees who have less experience

As far as work position as illustrated in the same Table item 4, in case of certified companies
23(21.1%) were in work position of management, 59(54.1%) were technical experts and
27(24.8%) were others work position like janitor, supervisor etc. This implies that majority of
the respondents were experts. This fact demonstrate that experts expected to be responsible in
day today activities and have a chance to detect the progress of the system and it was good for

the researcher to gather relevant information from these active participants. However, it needs
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careful use of information that was gathered from all respondents through a rational justification,
elaboration and gathering of further information. In case of noncertified the researcher had
chosen management members only due to the characteristics of the question that were provided
to get the appropriate and relevant data.

4.3 Analysis of ISO 9001 Trend

The 1SO 9000 family of standards was launched, in its initial form, in 1987, and underwent
substantial revisions in 1994, 2000, 2008 and 2015 by the International Standardization
Organization (Sumaedi and Medi Yarmen, 2015). Today the ISO 9000 series consist of a set of
standards and represents an internationally consensus of what good quality management
practices are. The 1SO 9000 series has four major standards: 1SO 9000, 1SO 9001, ISO 9004, and
ISO 19011 (Dale etal., 2007).

This section of the thesis was tried to elaborate the first research question and objective and
evaluated the trend of the quality management system in Addis Ababa Ethiopia particularly the
agro food processing companies and to acquire an overview of quality management systems
applied in Ethiopian companies. It mainly used secondary data from various sources but also
primary data have been used through a FGD with certifying agencies, consultants, government

organizations.

4.3.1 Worldwide Overview of 1SO 9001 (secondary data)

As can be demonstrated in Table 6 and Chartl; by late 2014 from a total of 200 countries the
number of ISO 9001 worldwide certifications achieved 1,185.112 all over the world. This
number of certificates compared with the figure for the end of the year 2000 is more than double
(I1SO survey, 2018). Hence, from the secondary data below in Chart 1, one can realize that the
demand of ISO 9001 is very high with continuous growth and non-stopping even if there are ups

and downs in some years.

48



Table 5. Continental distribution of 1ISO 9001

Year 2002 2003 2004 2008 2009 2010 2011 2012 2013 2014

49791 | 66013 | 98032 | 106375 | 111851 | 107922 | 109698 | 112646 | 113815
TOTAL 561766 9 2 5 1 0 8 7 0 5
Africa 4529 3769 4865 8534 8435 7667 8164 9674 9816 10308

Central and South 13679 | 9303 | 17016 | 37458 | 35549 | 49260 | 51685 | 51459 | 52466 | 50256

America
North America 53806 | 40185 | 49962 | 47896 | 41947 | 36632 | 37530 | 38586 | 48579 | 50533
Europe 202878 24242 32073 45533 500286 | 530039 | 459367 | 469739 | 482620 | 483710
East Asia and Pacific 177767 | 1998% | 24093 1 390431 aogage | a3sa77 | 471836 | 476106 | 467320 | 476027
Central and South Asia 9383 | 0162 | 13856 | 44171 | 44432 | 37506 | 33577 | 32373 | 44847 | 45365
Middle East 9724 | 7199 | 12747 | 20469 | 24604 | 18839 | 17069 | 19050 | 20812 | 21956
1200000
1000000
800000
600000
400000
200000
0

Chart 1. Worldwide Overview of 1SO 9001
Source: Own preparation based on 1SO 2014 survey.

I. Continental distribution of ISO 9001(secondary data)

As illustrated in Table 5 and Chart 2 below, the developed nations especially Europe and Asian-

pacific use the system potentially and they tried to exploit the benefit that can be mined from
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ISO 9001.1t is clearly demonstrated that when comparing the number of ISO 9001 issued
certifications and their worldwide distribution by 2014, we can see that the highest demand was
in Europe 483710(42.5%), followed closely by East Asia and Pacific 476027(41.8%), North
America 50533 (4.4%), Central and South Asia45365 (3.9%).Africa accounts an insignificant
number. In this continent, the demand of 1ISO 9001 is very low and it only account 10,308 (0.9%)
of the world 1SO 9001 certificates.

N

= Africa = Central and South America
North America Europe

= East Asia and Pacific = Central and South Asia

= Middle East

Chart 2. Continental Distribution of ISO 9001
Source: Own preparation on the basis of 1SO survey (2014)

1. Country distribution of ISO 9001 (secondary data)

From Chart 3 one can inferred that from the top 10 countries still the higher share of ISO 9001 is
from developed nations even though China embraces the record to make them behind. China is
the country with the largest number of certificates in the world (having a total of 342,800 by the
end of 2014), followed by Italy (with 168,960), and Germany (with 55,363).
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Chart 3 Industrial distribution of 1ISO 9001: country based
Source: Own preparation on the basis of the 1SO survey (2014)
I11. Industrial distribution of ISO 9001(secondary data)

Industries also have their own share to reveal the system importance in each sector. Chart 4
denotes that the most certification (118,652) were issued in the area of metal and metallic
products processing, followed closely by the area of electric and optic components production
(86,728 certifications), then construction (85,250 certificates). Concerning the study area of this
thesis which is food and beverage, it shares lower number of companies 31,182 (2.7%) of the

total industrial distribution.
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Chart 4 Industrial Distribution of ISO 9001: sectror based
Source: Own preparation on the basis of the 1SO survey (2014)
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4.3.2 1SO 9001 Trend within Africa (secondary data)

As indicated on Chart 5, In Africa 1SO 9001certification is not a very important concern for
companies. In this continent, there are 10,308 certifications which is only the 0.9% of the
certifications in the world. It should be remarkable, the number of certificates of South Africa
3,782 (40.08%), Egypt 2,159, (24.32%) and Morocco 815 (6.26%).

In this continent only the share of four countries; South Africa, Egypt, Tunisia, Morocco and
Algeria have more than the 85% of the African certificates. Specifically, in 1995, the 93 %
(1,454) of the African 1SO 9001 certificates were located in South Africa, in 2000 the 72%, in
2005 the 46% and in 2014 the 40%. Moreover, in the Chart 4 revealed that the certification
intensity has gone down from 4.79 in 1995 to 2.06 in 2014. The case of Egypt is totally different
in 1995 there were only 45 certificated companies, the 2.8% of the African ISO 9001 certificates,
in 2014 in Egypt, there were 2,383 certificated companies that is the 24.32% of the African
certificates.

== Algeria =—=Egypt Kenya === Morocco South Africa Tunisia
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Chart 5. Top 6 African Countries ISO 9001Distribution
Source: Own preparation on the basis of the 1SO survey (2014)

On the other hand Chart 4 revealed that, Morocco, Tunisia, Kenya and Algeria have increased
their intensity noticeably during this period (1995-2014) but in a different way. Kenya had the
highest intensity of the six countries in 2014, due to a huge increase from 2011 to 2014. A
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similar diffusion has been in Morocco but its intensity is similar to the average of the continent.
The case of Tunisia is totally different, the number of certificates have fallen down from 1,072 in

2009 to 702 in 2014. In Algeria the number of certificates has increased gradually.

4.3.3 1SO 9001 Trend in Ethiopia (secondary and primary data)

In Ethiopia; 1SO 9001 certification has been started in 2002 and business firms try to utilize the
benefits of implementing 1ISO 9001 QMS and improve their competitiveness in the market by
improving their system’s effectiveness and efficiency. However, from the widely spread benefits
of implementing quality management system, in Ethiopia the QMS certification is often
characterized by lower participation and slow trend. According to ISO (2014) report, only about
82 Ethiopian companies gain 1SO 9001:2015QMS certificates by different certifying bodies,
which mean only 0.7% of companies out of Africa. The result also put the country in lower rank
compared to countries of East Africa like Kenya, Uganda and Sudan (ISO Survey, 2014) as

demonstrated in Chart 6.
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Chart 6 East African Countries ISO 9001 Distribution

Source: Own preparation on the basis of the 1SO survey (2014)
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When the certification trend in Ethiopia was analysed it has consistence growth with an average
annual intensity of 13% as demonstrated in Chart 6. However, when it is compared to other
African countries which relatively have the same economic with Ethiopian, the companies are far
behind both in intensity and number. As mentioned above Kenya has a total of 565 ISO 9001
certified companies with a higher annual intensity among African countries of 24.3%.Among
five East African countries Ethiopia ranks in fourth place. This shows how much companies are
not aware off, interested and used QMS system.

4.3.41S0O 9001 Trend in Addis Ababa (secondary data)

Due to the absence of organized data it was so difficult to analyse the trend of ISO 9001
certification in case of Addis Ababa. However, according to the rough data that is obtained from
three certifying agencies (DQS, ISOQAR, and ECEA) ADDIS ABABA takes the larger
proportion compared to other cities of the country. As indicated on Chart 7 there around 130
companies who got certification in the country as a whole. Out of this around 76 (58.5%) of
them reside in Addis Ababa. Particularly, the distribution of agro food companies got an average
result. Among the top five sectors agro food companies take a share of 35.5% (27). Engineering
and construction takes the highest share 38 (50.0%) among the others.
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Chart 7 Industrial distribution

Source: Own formulation based on certifying agencies report, 2016
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4.3.5 Reason behind for the slow trend of 1SO 9001certificate

In addition to the above secondary data the researcher conducted a FGD to analyse the first
objectives of this thesis with regards to the trend of 1SO 9001 certification in Addis Ababa. Thus,
the following primary data were identified as main causes for the slow trend and lower number
based on the FGD session.
I. Awareness and promotion gap

According to the panellist of FGD, awareness creation and promotion is the main driving force in
current business environment. The primary initiation to perform something comes from the
awareness level what that particular body perceived and understands. Therefore, the current poor
quality situation that exist in our country is primarily emanates from the awareness and
understanding gap towards quality and standardization. According to the panellists this gap may

vary across different sectors accordingly but the following are common;

A. Companies Awareness Gap
Most companies focus on product certification instead of system certification and they do not
realize the significance of system standardization. They perceived that they can achieve the
market demand by ordinary production system without having any system certification like 1ISO
9001 or implementing other system standards.
In connection with the above issue companies believed that the people interest towards quality is
very poor due to this they do not give value for quality in the market instead focus on price.
Hence, companies perceived it is meaningless for them using standards instead they focus on
market price and other competition factors.
In addition companies do not recognize the role of standardization to enhance their
organizational effectiveness and efficiency due to this they only focus on the market issues
instead of enhancing their organizational effectiveness and efficiency. Even the certified
companies their main interest is not to have standardization for globalized ownership and to be
competitive it is for short period bid or tender.

B. Lack of promotion by certifying agencies and consultants
To meet an apex of certification system there must be a coordinated and joint effort of
stockholders like certifying agency, consultant, regulatory body etc. however, there is a wide gap

coordination between these bodies to promote the significance of quality and standardization.
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They all work in disintegrated manner even there is no any opportunity for certifying agencies to
promote their task as well as issues related to quality.

C. Lack of promotion by government, ESA
ESA is the primary authorized body to work on quality and standardization in the country by
coordinating various responsible bodies. According to "Ethiopian Regulation No. 193/2010-
Standards Agency Establishment Council of Ministers Regulation” Article 6 sub article 7it has a
mandate of developing and implementing awareness creation strategies for consumers on quality
and standards. However, there is no clear strategy on awareness and promotion and still there is
an inconsistent awareness and promotion system about quality and standardization through

various electronic, printing Medias or other potential mechanisms.

The panellists also rose that the efforts that are not done to incorporate standardization and
quality in all levels of education curriculum are less. According to them it is possible to
benchmark other countries experience like South Korea and South Africa. When the panellists go
through deeply they revealed the absence of research and development program or system to
promote, develop and get it maturity level on quality and standardization.

They also indicated there is no steady promotion mechanism in international level about the
quality of Ethiopian products to build country image and to initiate Ethiopian companies. Finally
they point out that the system that is designed to promote organizations who implement and get

success through using standards is not that much strong.

Il. Lack of Coordination among National Quality Infrastructure(NQI) Bodies

The national quality infrastructure comprises all the institutes (private and public) required to
establish and implement standardization, metrology, inspection, testing, and certification and
accreditation services to demonstrable and acceptable evidence that products or services meet
requirements, whether defined by the market place or by authorities. NQI institutes also have a
catalytic effect for technology capability and transfer bringing international technologies through
international standards (NQI strategic document, 2009).

However, the panellists depicted that the current infrastructure has human resource deficiencies,
poor promotional activities, poor and time consuming service, poor linkages with relevant
stakeholders. They put their concern as the NQI is an urgent issue that require the leadership of

the government of Ethiopia.
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I11. Economical Factor

As per the panellists economy also another factor with regards to standards. A report of the
European Commission (2001) strengthens this point. 1SO certifications should be weighed
against the number of potential 1SO certifiable enterprises in each country, and by industry
structure of enterprises, in order to ascertain the degree of diffusion within the economy. It is the
entire ratio between the percentage of participation in the number of global certificates issued
and the percentage participation in the world GDP has direct linkage. That is why the ratio
between the percentage shares of the number of certificates issued is less in Africa because the
percentage share of total GDP of Africa is less (Landinet al, 2010).

IV. Lack of regulation and policy framework
Establishing proper policy framework and strengthening government’s supervision are the major
required tools to perform any activity. Panellists from FGD confirmed that currently Ethiopia has
no quality policy that governs all stakeholders who work on quality and standardization. They
noted that:

“The government supervises certification bodies by establishing the legal framework.
Certification bodies monitor certified organizations according to the ISO 9001 standard
based on regulation. Only based upon this relationship can a mature certification
market be established? No! It is true that currently, the ENAO, is legally authorized to
accredit bodies operating assessment and certification of management systems but it
lacks capacity and have no governing policy. Therefore, the country is suffering by a
non-direction and a non-destination quality movement ”.

4.4 Analysis of survey data for the hesitation of firms to have certification

The second objective of this thesis was to examine the reasons behind why firms hesitate to have
ISO 9001 certification. The researcher tried to use a survey data through questionnaire and
interview to gather the appropriate information. The questionnaire was distributed for
management members in systematic random technique because the issue had majorly an
administrative character and managers are most likely capable and appropriate to answer this
question. Likert scale was used on the questionnaire to measure the different perceptions of
management members of or that are very nearby in quality related activities about the inhibitors
faced by them for implementing the ISO-9001 QMS in their organizations.
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Table 6 Frequency and percentage distribution of reason not having 1SO 9001 certificate

No. ) > — @ > o
Attributes 58 8 o < > L =
55 5 5 b 52 o
5c < 2 2 5.2 =
n z ) nho
1 Business priority issues (to have low Frequency 1 14 5 1 1 2.56
sense of urgency to apply for QMS percent 45 636 227 45 4.5
recently)
2 It needs high cost to implement QMS. Frequency 3 12 7 3.18
Percent 13.6 54.5 31.8
3 The lack of support from the top Frequency 2 6 2 11 1 3.14
management to have QMS certificate Percent 9.1 273 9.1 50.0 45
4 Lack of skills for executing the QMS Frequency 1 12 2 5 2 2.57
requirements. Percent 4.5 54.5 9.1 22.7 9.1
5 Absence of organizations to be takenasa Frequency 5 5 4 6 2 2.77
bench mark Percent 227 227 182 2713 91
6 Lack of awareness in benefits of QMS. Frequency 1 14 6 1 2.64
Percent 4.5 63.6 27.3 4.5
7 There is less demands of QMS Frequency 2 8 10 2 3.09
certification from the clients. Percent 91 36.4 455 91
8 Lack of understanding in the QMS Frequency 2 12 6 2 2.73
process requirement Percent 91 545 273 91
9 Lack of time to implement QMS/Time Frequency 6 4 9 3 341
consuming Percent 27.3 18.2 40.9 13.6
10 Lack of QMS exposure among staffs Frequency 1 10 3 5 3 2.95
Percent 45 45.5 13.6 22.7 13.6
11 The lack of support from the government  Frequency 1 13 4 3 1 2.55
(incentives, promotion, award, percent 45 591 182 136 45
enactment etc)
12 The quality infrastructure across the Frequency 4 12 4 1 1 2.23
country is not that much supportive to ~percent 182 545 18.2 45 45
build the system of QMS.
13 Law number of certifying agencies and Frequency 5 8 2 5 2 2.95
consultants of QMS
! Q Percent 22.7 364 9.1 22.7 9.1

Source: field survey, April 2022
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It needs high cost to implement QMS.
The lack of support from the top management. .
There is less demands of QMS certification. . I
Lack of QMS exposure among staffs
Lack of skills for executing the QMS. .
Absence of organizations to be taken as a. .
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Lack of awareness in benefits of QMS. I
Business priority issues (to have low sense of. . I —————
Law number of certifying agencies and. .
The lack of support from the government. . ————
|

The quality infrastructure across the country..

Chart 8 Mean score of reason for not having ISO certificate
Source: field survey, April 2022

By examining critically the mean value, the top inhibitors which creates hurdle in the way not to
implement the international standard 1SO-9001 were established in the above Table 6 and Chart
8.

From the data the top five which has got a mean value around 2.5 and less (agreement range)
were taken into account as the main difficulties that block companies not to come the certificate
system. To describe them; The quality infrastructure across the country is not that much
supportive to build the system of QMS, Lack of support from the government (incentives,
promotion, award, enactment etc), Business priority issues (have low sense of urgency to apply
for QMS recently), Lack of awareness in benefits of QMS and Lack of understanding in the

QMS process requirement.

The interview session also strengthen the above findings. The interviewees elaborated the detail
as follow:

Regarding the quality infrastructure across the country there is no clear guideline to govern the
quality system and lack coordination. According to the interviewees different bodies are coming
every time from different government bodies on the same issue with different approach giving
different directives to implement various regulations. Due to this they suffer to move in

consistent manner with regards to quality and other issues.
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In line with this they expose there is a lack of support from the government. According to them
organization which use standards are not promoted, incentivised that much, the enactment

measure is also weak on noncertified companies.

Under business priority issue they reflected that most of them at this time they have a shortage of
working place and equipment. Hence, currently their main focus are to expand their working

place and planting different equipment that make them competitive and productive.

Concerning lack of awareness in benefits of QMS, they portrayed that they do not know the
benefit of QMS even some of them do not know the name of QMS. The other point that is
considered critically is that lack of understanding in the QMS process requirement execution.
According to the interviewees even if they have some awareness about QMS they lack extensive
capacity to execute the requirements. Majorly they are also concerned how to relate the

requirements of QMS with the final product of their company.

4.5 Analysis of survey data on the challenges of ISO 9001 implementation in

certified companies

4.5.1 Analysis of challenges related to Top Management Commitment

Actions speak louder than words, leaders should walk the talk, these are common mantras
repeated among employees and researchers alike. If there is a contradicting message coming
from leadership, employees will select for the status quo. It is therefore, the role of leadership to
communicate the new mission to the employees sincerely and clearly and provide evidence of

genuineness with action (Adam 2015).

The commitment of Top Management can be articulated in several efforts and it varies across
organizations. However, in case of QMS it is considered as excellent if the following attributes
are in practice: Identification of product realisation processes that add value in nature,Check and
reproved the availability of enough resources,Establishment of quality policy & objectives and
communicating them, Established open environment to all employees to participate in meeting
the organization’s goals, Provision of trained human resources and The employees are
appreciated, recognized and rewarded for good work, which is one of the obligations of the top

management. Based on this the subsequent table summarized and presented the responses.
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Table 7. Frequency and percentage distribution of challenges of QMS implementation

related to top management commitment.

No.
Attributes > = 8 >9
2o 3 b= S g5
S 5 3 b °g
h& < zZ a »h o

1 Identification of product realisation Frequency 36 52 11 8 2
processes which are value-adding in  Ppercent 33.0 47.7 10.1 73 1.8
nature

2 Established and communicated quality Frequency 42 50 8 6 2
policy & objectives are

Percent 38.5 459 7.3 5.5 1.8

3 Check and reproved the availability of Frequency 33 55 12 6 2
enough resources Percent 30.3 50.5 11.0 6.3 1.7

4 Provision of trained human resources, Frequency 35 55 8 9 2

Percent 32.1 50.5 7.3 8.3 1.8

5 Established open environment to all Frequency 8 26 7 64 4
employees to participate in meeting the Percent 7.3 23.9 6.4 58.7 3.7
organization’s goals.

6 The employees are  appreciated, Frequency 14 22 9 61 3
recognized and rewarded for good work, Percent 12.8 21 8.3 56.0 1.9
which is one of the obligations of the top
management

Source: field survey, April 2022

Table 7 Attribute 1 presented he data with regards to the commitment of the top management on
identification of product realisation processes which are value-adding in nature in their
organisations. In relation to this 77.7% (sum of agree and strongly agree), 10.1% of the
respondents undecided and the rest 10.1% of the respondents said do not agree (sum of strongly
disagree and disagree). This highly reflects the fact that top management took special efforts on
product realization processes which can add values to demonstrate the required final product of

any label of quality.

The information that is gathered from interview also coincides with this fact. Majority of the
general managers confirm that the efforts that are carried out by the top management to realize
processes which are value-adding in nature is high. Therefore, from the above both quantitative
and qualitative data it can be concluded that an attribute of identifying product realisation

processes which are value-adding in nature has a positive involvement by the top management.

As noted in Table 7 attribute 2 with respect to the commitment of top management in

establishing quality objectives and policy and communicating them, 84.4% of the response is in
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fall under agreement (agree plus strongly agree), 7.1% of the employees’ response fall under the
range of disagreement and 7.3% neutral. This indicates that majority of the respondents
acknowledge the commitment of top management in establishing quality objectives and policy

and communicating them.

From the interview session also the top management has worked hard in order to ensure the
communication of quality objectives, understood and applied across the organization through
different mechanisms like through regular awareness program, trainings, posting in different
places, printing media (monthly newspaper, pamphlets, broacher) etc. Based on the survey and
the interview one can perceived that establishing quality objectives and policy and

communicating them has got a big focus in certified agro food companies.

The other important issue that was raised for the respondents was weather the top management is
committed to check and reproved the availability of enough resources or not. As illusted inTable
7 attribute 3, 80.8% of the employees respond as agree and strongly agree, around 8.2% response
ranges within disagree and strongly disagree and 6.4% remain uncertain. This implies that there
is a commitment of top management towards in checking and reproving the availability of

enough resources.

Interview also validates the above data. General Managers interviewing that one of their main
task is checking and reproving the availability of enough resources. Hence, the data that is found
from interview and questionnaire indicates that the commitment of the top management in

checking and reproving the availability of enough resources is better.

In link with this; Dale et al., 2007 is a supportive study for this issue. However, checking and
reproving the availability of enough resources take in account the organizational structure,

procedures, processes and resources needed to implement quality management.

Moreover the data that is gathered from the respondents is not only towards material resource it
is also directed to the provision of trained human resource by the top management. Table 7 and
Attribute 4 revealed that the majority of the response 82.6% ranges between agree and strongly
agree, 10.1% of them said in the range of disagree and strongly disagree and the remaining 7.3%
undecided on this guestion. From this one can realize that, the organisations’ top management is

committed to avail trained human resource to meet the needs of organisations.
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Likewise, the information from the interview also reapproved the survey. According to the
interview data since QMS needs appropriate trained human power with regard to meet the

quality objectives it is their priority issue to fulfil this.

When the survey goes through further as indicated on Table 7attribute 5, unlike from the above
attributes the respondents reflected their response negatively on the commitment of the top
management towards establishing open environment in which all employees can participate in
meeting the organization’s goals. 21.2% say in the level of agreement,62.4% put their answers in
the range of disagreement and 6.4% undecided. The data clearly reflect that organizations are not
established open environment in which all employees can participate in meeting the
organization’s goals. Nayantara, 1989 also exhaust the lack of open environment. These are
absence of trust integrity and honesty within and among the employees so that they do not resort

to malpractices to achieve their objectives.

However, during interview the managers’ believed that there is an open environment for
employees to reflect their opinion freely but during further investigation the options are

minimum and narrow.

With regards to the top management commitment giving recognition and appreciation of
employees as indicated in Table 7 attribute 6, 23.9% which the sum is of agree and strongly
agree, majority or 57.8% do not agree, and 8.3% of the respondents remain neutral This implies
that organizations are not that much enthusiastic to recognize appreciation of employees for their

good work done.

From the interview; the general managers have agreed on this point partially. They said that they
tried to implement some mechanisms to give recognition and appreciation for successful
employees despite it is not that much satisfactory. Hence, it is possible to conclude that there is a
gap in giving recognition and appreciation for successful employees by the companies. This
study supported by Mahfouz and Saeed (2015). They stated that organizations have lack reward

and motivation system.

To sum up this theme, one can generalized that there is a positive outlook at large by the
respondents and interviewees with respect to the top management commitment in various aspects

as shown in Table 7. However, there are gaps in establishing open environment in which all
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employees can participate in meeting the organization’s goals and giving recognition and

appreciation for successful employees by the companies.

Apart from analysing the challenges of each attribute that are related to top management
commitment it is also important to find out if there exist any association between the questions in
the same group since it helps the top management to prioritize the attribute that are highly

correlated. Hence, correlation matrix was analysed based on the succeeding Table 8

Table 8 Correlations matrix of top management commitment attributes

Attributes 2 3 4 5
Top management identifies the product realization processes which can 532 5e4™ 525 2127
add values (1)
Quality policy and quality objectives are established and communicated by 1 4457 446™ 254
the top management (2)
The top management checked and reproved the availability of enough 1 5327 196"
resources(3)
The top management avail trained human resources meet the needs (4) 1 230"
Top management established open environment in which all employees 1

can participate in meeting the organization’s goals (5)

The employees are appreciated, recognized and rewarded for good work,
which is one of the obligations of the top management (6)

**_Correlation is significant at the 0.01 level (2-tailed).

*. Correlation is significant at the 0.05 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in bracket of
the column section

Source: field survey, April 2022

Table 8 shows that

There is significant relation between all attributes. Which means there is a significant relation
between: “Identification of product realisation processes” and “Establishment of quality policy
and objectives” and “checked and reproved the availability of enough resources” and “Provision
of Trained Resources” and “Recognition and Appreciation for outstanding Contributions” and '
Establishment of open environment” (p <0.05).

From this one can realize that the top management should carefully fulfil all these aspects

simultaneously with equal effort.
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4.5.2. Analysis of challenges related with Employee Involvement

Employee involvement or engagement has been defined as heightened emotional and intellectual
connection that an employee has for his or her job, organization, manager, or coworkers that, in
turn, influences him or her to apply additional discretionary effort to his or her work (Gibbons,
2006). So for any strategy to succeed, organizational leaders need employees who are engaged
and connected to their jobs, applying that extra effort willingly to implement change (Jamal,
2015).

The presence of Employee Involvement gets reflected through attributes such as: Promotion of
innovative efforts, Accepting of ownership and responsibility to solve problems, Actively
seeking opportunities to enhance own competencies, knowledge and experience, Involvement in
objective setting and decision making, Aassociating with establishing individual and team
objectives and Being part of the team, which manages process performance and evaluates the

results

Taking this concept in consideration, assessing the challenges that are related with employee
involvement were carried out in agro food industries and the responses and findings are

summarized and presented in Table 9 below.
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Table 9 Frequency and percentage distribution of challenges of QMS implementation

related to Employee Involvement.

No. _ > _ 3 >
Attributes [ o =S o &
§8 ¢ 5 3 s
55 2 @ 2 5.2
na < b [a) n o
1 | Accept ownership and responsibility to solve Frequency 35 67 1 6
roblems
P Percent 32.1 615 09 55
2 | am actively seeking opportunities to enhance my Frequency 27 54 8 19 -
competencies, knowledge and experience (through
self-improvement program, if any ) Percent 24.8 495 73 174
3 | am associated with establishing individual and team  Frequency 18 31 7 49 4
objectives Percent 165 284 64 45 37
4 | am a part of the team, which manages process Frequency 23 26 8 48 4
erformance and evaluates the results
P val “ Percent 211 239 73 440 37
5 All the members in our unit are involved in the Frequency 13 20 7 64 5
objective setting, objective realization and decision ~ percent 119 183 6.4 587 4.6
making process
6 Our innovative efforts are encouraged Frequency 21 28 5 51 4

Percent 19.3 25.7 46 46.8 3.7

Source, field survey, April 2022

As explained in Table 9 attribute 1, 96.3% of the respondents reflected their agreement (strongly
agree plus agree), 5.5% disagree (sum of strongly disagree and disagree) and 0.9% uncertain
regarding the issue of accepting of ownership and responsibility to solve problems. This clearly
demonstrates that individuals accept ownership and responsibility to solve problems in their

organization.

Most of the general managers that are participated in the interview period also acknowledge the
sense of ownership and responsibility of their employees to solve problems. This implies that

individuals’ sense of ownership and responsibility to solve problems is positive.

In connection to the above attribute Table 9 attribute 2 verified that 74.3% of the response fallen
under the range of agree and strongly agree, 17.4% do not agree and 7.3% neutral in seeking of
opportunities to enhance their competencies, knowledge and experience. This data confirm that
the initiation of the employees is high to enhance their capacity at very opportunities of any tasks

to cop up their profession.
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From the interview session the general managers believed that the issue is somewhat
encouraging even if it is not satisfactory. According to the general managers most of the
employees are dependent on formal training or capacity building programs instead of self-
development in every opportunities or peer teaching or across the department. From this one can
assumed that there is a average initiation by the employee in seeking of opportunities to enhance

their competencies, knowledge and experience

As it is displayed in Table 9 attribute 3, the data specifies that 44.9% of the respondents’ answer
ranges with in strongly agree and agree, 48.7% within the range of disagree and strongly
disagree and the remaining 6.4% uncertain on the basis of they are associated weather with
individual or team objectives. This confirms that employees are not associated with individual

and team objectives.

However, the interview differs from this response. Managers believe that they tried to associate
individuals with their individual and team objectives through on job and out job trainings and

different awareness programs.

In FGD the idea reflected that there is a big awareness gap to associate their objectives with team
objectives. Most of the time they do not know their own particular objective. Even if they know

their objective they lack skill how to relate with team objectives.

The question that was raised in Table 9 attribute 4 has another link with employee involvement
which is whether they are part of the team which manages process performance and evaluates the
results or not. It revealed that 21.1% and 23.9%responded strongly agree and agree respectively.
This shows that 45.0% of the respondent is agreed on the issue, 3.7% said neutral, 51.3% of the
respondents’ replied in the range of disagree and strongly disagree. Therefore, the result indicate
that majority of the respondents do not agreed on the fact that employees to be part of the team

which manages process performance and evaluates the results.

Table 9 attribute 5 presented weather the employees in their unit are involved in the objective
setting, objective realization and decision making process or not. The data confirmed that only
30.2% responded in the range of agreement, 6.4% neutral and 63.3% do not agree on this
attribute. This implies employees are not involved in objective setting, objective realization and

decision making.
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The interviewers also accept this concern partially. Most of the time the objectives are drawn by

the QMS technical team or by the top management.

Table 9 attribute 6distinguishedthat 45.0% of the respondents answered in the range of
agreement, 4.6% neutral and 50.5% answered in the range of disagreement to address the
concern towards the encouragement of the innovative efforts of the employees. This displayed

that the employee are not encouraged in their innovative work in their tasks.

Most of the interview participants also accept the gaps of encouragement of innovative work in
their tasks. Beyond from this there is no system of innovation to participates, encourages, train
and enhance the employee innovative capacity. Mahfouz and Saeed, 2015 study also align with

this finding by indicating the lack of giving recognition for employee innovative efforts..

As a summary from Table 9 one can realized that the presence of certain gaps but in general
employee involvement in these organizations is in a good level. There are some main constraints

in relation to encouragement of the innovative efforts of the employees.

To comprehend if there is any association between the attributes in the same theme of employee
involvement a correlation matrix was conducted and the results are demonstrated below in Table
10.
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Table 10 Correlations matrix of employee involvement

Attributes 2 3 4 5 6
I Accept ownership and responsibility to solve problems (1) 0.117 0.08 .301™  0.161 .209"
I am actively seeking opportunities to enhance my competencies, 1 0.188 0.081 0.147 0.179
knowledge and experience (through self-improvement program, if any.
2
I am associated with establishing individual and team objectives (3) 1 0.166 0.148 0.169
| am a part of the team, which manages process performance and 1 .340™ .296™
evaluates the results (4)
All the members in our unit are involved in the objective setting, 1 0171

objective realization and decision making process (5)

Our innovative efforts are encouraged (6) 1

**_Correlation is significant at the 0.01 level (2-tailed).

*. Correlation is significant at the 0.05 level (2-tailed).
NOTE: the numbers that are given in the above row are the same attributes that is indicated in bracket of the
column section

Source: field survey, 2022
Table 10 shows that

1. There is significant relation only between “Accepting ownership and responsibility to
solve problems” and “Part of the team, which manages process performance and
evaluates the results” and “Our innovative efforts are encouraged”. In addition ‘I am a
part of the team, which manages process performance and evaluates the results’ and ‘All
the members in our unit are involved in the objective setting, objective realization’ and
‘decision making process and Our innovative efforts are encouraged’ (p<0.05)

2. There is no significant relation between “Accepting ownership and responsibility to solve
problems” and “actively seeking opportunities to enhance my competencies and
knowledge and experience” and “I am associated with establishing individual and team
objectives” and “All the members in our unit are involved in the objective setting,
objective realization and decision making process”. (p>0.05).

Therefore, this indicates that organization shall give more attention on the attributes which

are highly correlated with equal effort simultaneously.
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4.5.3 Analysis of challenges related to Team Working

Deming (1981/82) the initiative taken by the top management in team building will be clearly

visible from the way of functioning of the employees. The effectiveness of quality management

also depends on the extent of team working, and closes interpersonal relations increases its

efficiency and he had also stressed that barriers across the departments should be broken, if

quality is to be improved.

To elaborate the dimension ‘team working' the following attributes should be taken in

consideration: Pooling of expertise, Participation in process improvements, Cause and effect

analysis, Shared vision to take decisions and Clear processes interface interaction between each

departments and units. Therefore, to assess the quality attribute of 'team working’ THE

succeeding Table 11 presented and analysed it below.

Table 11 Frequency and percentage distribution of challenges of QMS implementation

related to Team Working.

No. Attributes > — 3 >9
= ® o S > 2
g ¢ 5 § &9
55 © ) 2 S50
n g < z e n o
1 Pooling of expertise and resources Frequency 27 46 17 17 2
helps to tackle variety and complexity Ppercent 248 422 156 156 1.8
of problems
2 There is a team effort to carry out Frequency 28 46 16 15 3
cause and effect Analysis Percent 25.7 422 147 138 2.8
3 Shared vision guides to take decisions Frequency 19 55 19 11 5
on technical matters Percent 174 505 174 10.1 4.6
4 We participate in the process Frequency 30 43 13 18 5
improvements related to quality up Percent 275 394 119 165 4.6
gradation
5 There is clear processes interface Frequency 31 46 14 14 4
interaction between each departments Percent 284 422 128 128 3.7

and units that results cross-functional
participation between the departments

Source: field survey, April, 2022
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According to Table 11 attribute 1, 24.8% and 42.2% said strongly agree and agree respectively
with the total of 67.0% agreement, 15.6% neutral and 15.6% and 1.8% of disagreed and strongly
disagree respectively with a total of 17.4% disagreement towards pooling of expertise and
resources helps to tackle variety and complexity of problems. This implies that organizations are

dedicated to pool expertise and resources to tackle variety and complexity of problems.

The interview session response also matches with the questionnaire response. However, the FGD
session has a different view regarding the above scenario. The panelist argue that in most
companies QMS task is given for a certain individual or team that carries all of the burden to
tackle the problems instead of pooling all expertise or employees to carry out the responsibility

throughout the company.

Related to the above attribute an assessment was also conducted concerning about theteam effort
to carry out cause and effect analysis to tackle a certain problem. According to Table 11 attribute
2, 67.9% of the respondents put their view in the range of agree and strongly agree, 17.7%
neutral and 16.6% put their view in the range of disagree and strongly disagree. This indicates

there is a team effort to carry out cause and effect that are existed in a certain task or problem.

Concerning the effectiveness of the issue of shared vision guides to take decisions on technical
matter, 77.9% in range of agreement, 17.4% neutral and 16.7% in the range of disagreement as
stated in Table 11 attribute 3. This confirms that the extent of using shared vision guides to take

decisions on technical matter is high.

Regarding the participation in the process improvements related to quality up gradation as
mentioned in Table 11 attribute 4, majority of the respondents (66.9%) replied on agreement
level 11.9% neutral and 21.1% in the level of disagreement. This response rate refer there is a

big participation of employees in the process improvements related to quality up gradation.

At the same time question was raised as stated in same table attribute 5 concerning processes
interface interaction between each departments and units that results cross-functional
participation between the departments. 70.6% in the range of agreement, 12.8% neutral and
16.5% in the range of disagreement. This confirms that there is a very good interface interaction
between each departments and units to achieve a result in all cross functional participation

between departments.
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As a summary even though there is a reservation by the FGD panellist concerning pooling of
expertise and resources to tackle variety and complexity of problems, the data reflected a
positive outlook on the topic of team working in agro food companies. However, this study
contradicts with the study of Mahfouz and Saeed that was conducted on 2015. According to their

study there is a big gap regarding team working in general

Besides, to analyse the association of the attributes within the same theme correlation matrix was
conducted. This will give some clue on the subject of in which attributes that we have to focus or

priority. Table 12 gives the values of correlation matrix for team working.

Table 12 Correlations matrix of Team working

Attributes 2 3 4 5
Pooling of expertise and resources helps to tackle variety and ~ .663™ 507  .620™ 581"
complexity of problems (1)
There is a team effort to carry out cause and effect analysis (2) 1 622"  .660™ 595"
Shared vision guides to take decisions on technical matters (3) 1 .699™ 538"
We participate in the process improvements related to quality 1 739"

up gradation (4)

There is clear processes interface interaction between each 1
departments and units that results cross-functional
participation between the departments (5)

**_Correlation is significant at the 0.01 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in
bracket of the column section

Source: field survey, 2022

Table 12 shows that

There is significant relation between “Pooling of expertise and resources” and “Team effort to
carry out cause and effect analysis” and “Shared vision guides to take decisions on technical
matters” and “Participation in the process improvements related to quality up gradation” and
“Clear processes interface interaction between each departments and units that results cross-
functional participation between the departments”. (p<0.05). Hence, companies should give

attention for all attributes that are stated in team working with equal effort concurrently.
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4.5.4 Analysis of challenges related to Internal Communication

Communication plays a critical role in quality management. No doubt, transparency will
contribute to the overall growth of the organisation. Effective communication, cooperation, and

teamwork throughout the organization are essential (Crosby, 1991)

Internal communication has the following attributes in QMS: Communication of feedback on
obstacles faced, Communication on effectiveness of quality management system, and
Communication of on the effectiveness & efficiency of media of communication.
To examine the attributes of internal communication Table 13 was established in the following
manner.

Table 13 Frequency and percentage distribution of challenges of QMS implementation

related to internal communication.

No. Attributes

agree
Neutral

Disagree
Strongly
disagree
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1 We are encouraged to communicate the  Frequency
feedback on the obstacles, we face in  percent
achieving improvement goals
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(o]
w
a
(00)
N
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2 Communication on the effectiveness of Frequency 41 18 12 1
quality management system takes place Percent 339 376 165 119 0.9
across the organization periodically
We have an effective and efficient Frequency 32 47 16 11 3

3 process of Communication of the likes Percent 29.4 431 147 101 2.8
e-mail, office-look out, memos,

communication boards or any other

Source: field survey, 2022

In Table 13 attribute 1, 51.4% of the response fall under the range of agree and strongly agree,
4.6% neutral and 44% fall under the range of disagree and strongly disagree towards the issue of
their level of encouragement by the organization to communicate the feedback on the obstacles
they face in achieving improvement goals. This implies that majority of the respondents agree on
the level of encouragement by their organization to communicate the feedback on the obstacles
they face in achieving improvement goals. However, the data confirms that not less number of
respondents (44%)answered do not disagree. This expresses that organizations should give
attention to this issue and work on exhaustively to improve and attain the desired communication

level.
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On the same Table attribute 2, concerning the communication of the QMS implementation
effectiveness that takes place across the organization periodically, 71.5% of the respondents on
agreement range, 16.5% disagreed and 12.8% within the range of disagreement. This reflects
there is a good communication on the effectiveness of quality management system takes place

across the organization periodically.

To check the effectiveness and efficiency of communication it was provided another question as
stated in Table 13 attribute 3. The result revealed that majority of the respondents which is
around 62.5% agree, 14.7% neutral and 12.9% do not agree. This shows there are effective and
efficient communication tools like e-mail, office-look out, memos, communication boards or any
other that are designed by the organizations.

The findings that are elaborated during interview session also similar with the employees’
response in all aspects of internal communication.

To sum up this theme, there were three attributes provide to the respondents. Accordingly, all the
results have the same future which fallen under a majority of agreement level. Barak Michelle,
2011, supports this study findings regards to internal communication but the effective
communication with customers, employees and stakeholders has become challenging, even when
conducted with same cultural framework. It is essential to think of that business, if the
stakeholder needs are not identified, achieved and communicated to them, the business cannot
flourish on long time, regardless of ISO certification

Moreover to analyze the association between the attributes under internal communication,
correlation matrix was conducted as shown in Table 14.

Table 14 Correlations matrix of internal communication

Attributes 2 3
We are encouraged to communicate the feedback on the obstacles, we face in 0.127 0.038
achieving improvement goals (1)
Communication on the effectiveness of quality management system takes place 1 647"
across the organization periodically (2)
We have an effective &efficient process of Communication of the likes e-mail, 1

office-look out, memos, communication boards or any other (3)

**_Correlation is significant at the 0.01 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in
bracket of the column section

Source: field study, April 2022
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Table 14 shows that

1. There is significant relation between “Communication on the effectiveness of quality
management system takes place across the organization periodically” and “Effectiveness
& efficiency of the process of Communication. (p<0.05)

2. There is no significant relation between “encouragements to communicate the feedback
on the obstacles they face in achieving improvement goals” and “Communication on the
effectiveness of quality management system takes place across the organization
periodically”. (p>0.05)

This implies that companies should give due attention on the correlated issues more.

4.5.5 Analysis of challenges related to Continual Improvement

The present and future direction should be passed through a continual improvement to excel the
desire status of the organization and to compete with the environment. Hence,providing a
framework for continual improvement to increase the profitability of enhancing customer

satisfaction and the satisfaction of interested parties is mandatory (Kungu, 2010).

The attributes of this theme can be shortlisted as follows: periodic reviewing of the system, to
ensure the adequacy and effectiveness of the system implemented, continually improvement
through different strategic interventions and quality tools, Systematic monitoring, evaluation and
validation and Systematically documentation of improvements made and the failures occurring
The findings of quality attributes of continual improvement are established in the consequent
Table 15.
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Table 15 Frequency and percentage distribution of challenges of QMS implementation

related to continual improvement.

No. Attributes > = 3 >9
= ) - = 2 o
s g = g s
=i > ) 2 =2
n « < pd @] n o
1 Top Management is committed in Frequency 17 27 14 51 0
reviewing the system periodically, to percent 15.6 24.8 12.8 46.8
ensure the adequacy and effectiveness of
the system implemented
2 The processes of the organization are Frequency 9 14 7 77 2
continually improved through different Percent 8.3 12.8 6.4 70.6 1.8
strategic interventions and quality tools.
The processes of the organizations Frequency 21 26 10 52 0
3 systematically monitored, evaluated and Percent 19.3 239 101 477 0
validated
4 The improvements made and the failures Frequency 20 46 27 13 3
occurring are systematically documented Percent 18.3 42.2 24.8 11.9 2.7

with the same strength
Source, field survey, April 2022

Based on Table 15attribute 1, around 40.4% in the level of agreement which is the sum of agree
and strongly agree, 12.8% maintain undecided and 46.8% do not agree in relation totop
management commitment in reviewing the system periodically to ensure the adequacy and
effectiveness of the system implemented. From this one can infer that majority of the
respondents disagree in this attribute. Relatively not less respondents agree on this issue but that

top management needs a lot to do on this aspect to continually improve the system.

Data that is sourced from the interview with the general managers confirmed that they
periodically conduct management review. On the other hand, the data that was found from FGD
match with the employees’ response. According to the panelist there is a big gap in conducting

management review periodically according to the plan.

Table 15attribute 2 depicts that 21.1% in agreement level, 6.4% remain uncertain and majority of
the respondents 72.4% do not agree (sum of disagree and strongly disagree) towards the strategic
intervention to continually improve organization using quality tools. This implies that companies
are not capable of intervening through strategic way with quality tools to bring continual

improvement in their organization.
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From the interview hearing general managers have accepted there is a gap in strategic
intervention. What they confess is that instead of intervening through strategic way with quality
tools they mainly focus on day to day market activities and profits. The FGD data also strengthen
this issue; mostly companies do not use strategic mechanism that sated on the standard and the
idea of the consultant and certifying bodies. There is continuous feedback and external audit
periodically by certifying agencies but they are not that much committed to use this feedback and

strategic interventions.

In relation to continual improvement organizations still face another gap with regard to
systematically monitoring, evaluation and validation of processes of the organizations.
According to Table 15 attribute 3 revealed this fact as 47.7% do not agree, 10.1 uncertain and
43.2% ranges between agree and disagree. This shows that the way that companies undergone to
monitor, evaluate and validate of their processes is not systematic. From FGD it is indicated that
companies’ major concern is not the system efficiency instead they focus on the final product

quality or price.

Consequently to assess the continual improvement status another question in this theme was
provided to the respondents. Majority of the respondents fall under the range of agreement which
is around 60.5%, 24.8% neutral and 14.6% do not agree on the improvements that are made and
the failures that are occurring are systematically documented. This reflects companies are

devoted to document the improvements made and the failures occurring systematically.

To come to summary, unlike to the others themes this theme has faced a big gap. Unless there is
continual improvement there would not be a matured system. Continual improvement is
achieved by means of the process orientation approach of standard. This study agreed with

descriptive result of barriers regarding continual improvement by Mahfouz and Saeed (2015).

Furthermore to analyze the association between the attributes under continual improvement a

correlation matrix was conducted as shown in Table 16.
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Table 16 Correlations matrix of continual improvement
Attributes 2 3 4

Top Management is committed in reviewing the system periodically, to ~ 0.012" -0.08 197"
ensure the adequacy and effectiveness of the system implemented (1)

The processes of the organization are continually improved through 1 0.061 0.114"
different strategic interventions and quality tools.(2)

The processes of the organizations systematically monitored, evaluated 1 0.158"
and validated (3)

The improvements made and the failures occurring are systematically 1
documented with the same strength.(4)

*, Correlation is significant at the 0.05 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in bracket
of the column section

Source, field survey, April 2022

Table 17 shows that

1. There is significant relation between “Top Management is committed in reviewing the
system periodically” and “The processes of the organization are continually improved
through different strategic interventions and quality tools”.(p<0.05)

2. There is no significant relation between “Top Management is committed in reviewing the
system periodically” and “The processes of the organizations systematically monitored,
evaluated and validated”. (p>0.05)

From this one can realized that there is a correlation between some attributes. Therefore,
companies should give more focus with equal effort concurrently for those attributes which have
correlation.

4.5.6 Analysis of challenges related to Training

Continuous education and training at all levels is necessary to foster a common language of
quality and to develop employee skills and knowledge. Effective communication, cooperation,
and teamwork throughout the organization are essential and this comes through training. (Juran,
1998).

The attribute of Training can be qualified as follows: Trainings are provided for the staffs based
on the competency gap identified, Frequency of training are good enough throughout the season
and Trainings are selected and relevant to the technical work.

The quality attributes of training are presented and articulated in Table 17 as follow
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Table 17 Frequency and percentage distribution of challenges of QMS implementation

related to training.

No.

Attributes > - 3 >9

S o c £ > 2
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1 Trainings are provided for the staffs Frequency 43 40 12 11 3
based on the competency gap identified percent 39.4 36.7 11.0 10.1 27

2 The frequency of training are good Frequency 20 29 8 50 2
enough throughout the seaseon Percent 18.3 26.6 7.3 45.9 1.8

The trainings are selected and Frequency 33 45 16 9 6
3 relevantto the technical work Percent 30.3 41.3 14.7 8.3 55

Source, field survey, April 2022

As shown in the above Table 17 attribute 1 regarding the trainings that are provided for the
employees is based on their competency or not, the survey revealed that 76.1% accounts the sum
of agree and strongly agree, 11.0% neutral and the remaining 12.8% do not agree This implies
that companies provide enough training for their employees based on their competency gap that
are identified..

Besides, in the case of the frequency of the trainings there was a majority of disagreements.
According to Table 17 attribute 2, 44.9% agree (sum of agree and strongly agree), 7.3% remain
neutral and 47.7% of the respondents do not agree on the frequency of the training that is
provided by their companies. This reflects companies are not that much concerned on the

frequency of the trainings.

Ashire et al. 1996 support this finding and the training strategy assessment scale in any
organization should be measured by availability of training resources, number of training and
retraining times of every employee, employees satisfaction for training and level of employee's

participating in the same training session.

Parallel to this the responses on Table 17 attribute 3 clarify more the issues that are related to
training. Which means 71.3% responded positive (agree and strongly agree), 14.7 undecided and
13.8% do not agree (sum of agree and strongly disagree) on the relevancy of the trainings to their
technical work. This indicates that the trainings that are given for the employees is highly fit with

their technical work.
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Palo and Padhi (2003) findings match with this study but any organization needs to focus more
on improving communication competencies as well as multiple skill development, and imparting

customer value training.

For further analysis of the association among the attributes of training theme a correlation matrix

was conducted as indicated in Table 18 below.

Table 18 Correlations matrix of training

Attributes 2 3

Adequate trainings are provided for the staffs based on the competency gap identified (1) .503"™  .597™

The frequency of training are good enough throughout the season.(2) 1 532

The trainings are selected and relevant to the technical work (3) 1

**_Correlation is significant at the 0.01 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in
bracket of the column section

Source, field survey, April 2022

Table 18 shows that
There is significant relation between “Adequacy trainings” and “Frequency of training”
and“Relevancy of training” (p<0.05). Therefore, companies give attention in all attributes of

training with equal and synchronized effort.

4.5.7 Analysis of challenges related to Resource

Bhuiyan and Alam (2005) implementing 1SO Standards does certainly require the involvement
of several resources, especially human and financial resources. An adequate financial resource is
needed by an organization to offset the related costs incurred throughout the ISO Standards
implementation process, such as fees for consultancy services, training fees, costs related to
certification processes as well as other relevant costs. On the other hand, human resources are

also necessary to execute activities concerning documentation and internal audits.

The attributes that build up resource provision are: Sufficient finance are provided, Availability
of Materials (both equipment’s and machineries), Sufficient and qualified personnel and

Technology intervention in the product realization processes.
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Putting this scenario in mind, the quality attributes of resource were analysed based on Table 19

below.

Table 19 Frequency and percentage distribution of challenges of QMS implementation

related to resource.

Strongly Agree  Neutral Disagree Strongly
No. Attributes agree disagree
1 Sufficient finance are provided to Frequency 31 47 17 14 0
proceed the duties Percent 28.4 43.1 156 119
2 Material (both equipments and Frequency 21 24 4 58 1
machineries) are available to cop up Percent 19.3 22.0 3.7 53.2 0.9
the quality management tasks
There are enough and qualified Frequency 31 52 13 11 1
3 personnel in organization Percent 28.4 47.7 11.9 10.1 0.9
4 There is visible technology Frequency 31 58 12 6 1
intervention in the product realization Percent 28.4 53.2 11.0 55 0.9
processes.

Source, field survey, April 2022

From table 19 attribute 1, 71.5% (sum of agree and strongly agree), 15.6% neutral and 11.9
disagree on the point of the provision of sufficient financial resource to proceed the duties. This
indicates companies are not hesitating to incur enough finance to perform the organization
activities.

In relation to this; Table 19 attribute 2illustrated 76.1% of the respondents agree, 11.9% neutral
and 11% do not agree towards the availability of enough and qualified personnel in organization.
This implies companies massively work on to avail enough and qualified personnel in their

organizations.

In contrast to the above attribute, , 41.3% are in the range of agreement, 3.7% neutral and 54.1%
respond do not agree with regards to provision of material (both equipment and machineries) to
cop up the quality management tasks. The interviewees also agreed on this response. This shows
that even if they incur enough money there is a problem in availing enough materials to cop up

the quality management tasks.

According to the FGD this is due to the shortage of foreign currency. Many agro food
compampanies bring their raw materials and equipments from abroad which need high foreign

currency due to this companies are facing constraints of equipments and raw materials.
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In accordance, question was exposed weather there is a visible technology intervention in the
product realization processes or not. According to the data that is mentioned in table 19 attribute
4, 81.6% agree, 11.0% neutral and 6.4% do not agree (sum of disagree and strongly disagree).
From this one can perceive that agro food companies devoted a lot to fulfill visible technology

intervention in the product realization processes.

In summary there is an encouraging effort that is done by the companies to realize the provision
of resources even though they suffer by external factors that are related to foreign currency. This
result contradicts with Amar and Zain (2002) that identified lack of sufficient funds and financial
support to mobilize QM driven activities such as instituting training programs and providing
quality resources are difficulties encountered by Indonesian organizations in implementing
QMS-1SO 9000.

In order to confirm the association of the attributes a correlation matrix was conducted as

indicated in Table 20 below.

Table 20. Correlations matrix of resource (N=109)

Attributes 2 3 4
Sufficient finance are provided to proceed the duties (1) 227" 4657 .496™
Material (both equipment and machineries) are available to cop up the quality 1 .352  .460™
management tasks (2)
There are enough and qualified personnel in organization (3) 1 .634™
There is visible technology intervention in the product realization 1

processes.(4)

*, Correlation is significant at the 0.05 level (2-tailed).

** Correlation is significant at the 0.01 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in bracket of the
column section

Source, field survey, April 2022

Table 20 shows that
e There is a significant relation among all attributes of resource:Sufficient finance are
provided to proceed the duties and Material (both equipment and machineries) are
available to cop up the quality management tasks and There are enough and qualified
personnel in organization and There is visible technology intervention in the product

realization processes(p<0.05)
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4.5.8 Analysis of challenges related to system Maintenance and Improvement

This period is important if an organization wants to continuously improve and reap the long term
benefits of having a quality management system in place Success can result from implementing
and maintaining a quality management system that is designed to continually improve

performance while addressing the needs of all interested parties. (Nanda, 2005).

Based on this the attributes of quality management maintenance are itemized as: The company
do have internal quality audit program and audit plan that are reviewed periodically, Internal
audit is conducted as per the schedule by competent personnel, Management review is conducted
to ensure the QMS effectiveness and adequacy as per the procedure and Corrective and
preventive actions are planned and implemented to rectify all identified during internal quality

audit.

Taking the above theoretical frame into consideration, the quality attributes of maintenance was

discussed and analysed based on Table 21.

Table 21 frequency and percentage distribution of challenges of QMS implementation

related to maintenance.

No. Attributes > = 5] 29
2w 3 5 > =4 >
S 5 3 b S8
H& < z a) &» s
1 The company do have internal quality Frequency 29 28 14 38
audit program and audit plan that are  percent 26.6 25.7 12.8 345
reviewed periodically
2 Internal audit is conducted as per the Frequency 39 48 16 6
schedule by competent personnel Percent 358 440 14.6 5.5
Management review is conducted to Frequency 35 33 16 22 3
3 ensure the QMS effectiveness and Percent 32.1 30.3 14.7 20.2 2.7
adequacy as per the procedure
4 Corrective and preventive actions are Frequency 19 25 11 54
planned and implemented to rectify all  Percent 174 229 101 495

identified during internal quality audit.

Source, field survey, April 2022

According to Table 21 attribute 1, majority of the respondents 62.3% (sum of agree and strongly
agree) acknowledge the internal quality audit program and audit plan that are reviewed
periodically, 12.8% neutral and 34.5% disagree. This infer that companies of 1SO 9001 certified

agro food companies periodically conduct internal quality audit program and have audit plan.
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Conciding with this Table 21 attribute 2 revealed that 75.8% (sum of agree and strongly agree)
recognize the internal audit that is conducted as per the schedule by competent personnel, 14.6%
remain undecided and 5.5% disagree. This implies companies tries to led the internal audit as per
their schedule by an appropraite perssonel.

Table 21, attribute 3 noted that 62.4% replied in the range of strongly agree and agree, 14.7%
neutral and 22.7% do not agree on the concept of management review. This appeal companies
have given a big attention to management review that ensure the QMS effectiveness and to be in

adequateperiod of time as per the procedure.

In the survey, the respondents were asked to evaluate the status related to corrective and
preventive actions. As mentioned in Table 8 attribute 2, 40.3% of the respondents said agree,
10.1% neutral and 49.5% do not agree towards corrective and preventive actions that are taken
based on the findings of the quality audit. This indicates that there is a gap in companies in using

the findings of the audit to take corrective and preventive actions.

In summary the data revealed that the issues that are related to maintenance can be put in a good
rank. However, the companies are facing a problem with regards to corrective and preventive
actions. The panelists also put their concern on corrective and preventive actions. According to
them there is a gap in using the feedbacks that is given from external examiners to take
corrective and preventive actions. Jamal, 2015 also agree on this point and noted that the
implementation progress should be monitored to ensure that the quality management system is
effective and conforms to the standard. These activities include internal quality audit, formal

corrective and preventive actions and management review.

In order to know whether there is any association between the questions in the theme of

continual improvement, Correlation matrix was analysed in the following in Table 22.
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Table 22 correlations matrix of maintenance

Attributes 2 3
The company do have internal quality audit program and audit plan that are 4817 198" 101
reviewed periodically (1)
Internal quality is conducted as per the schedule by competent personnel (2) 1 .612™ 158
Management review is conducted to ensure the QMS effectiveness and 1 157
adequacy as per the procedure (2)
Corrective and preventive actions are planned and implemented to rectify all 1

identified during internal quality audit.(2)

**_Correlation is significant at the 0.01 level (2-tailed).

*. Correlation is significant at the 0.05 level (2-tailed).

NOTE: the numbers that are given in the above row are the same attributes that is indicated in

bracket of the column section

Source, field survey, April 2022
Table 22 shows that

1. There is a significant correlation between “Internal quality audit program and audit plan”

and “Internal is conducted as per the schedule by competent personnel” and Management

review is conducted to ensure the QMS effectiveness and adequacy as per the procedure.

(p>0.05)

2. There is no significant correlation between “Internal quality audit program and audit

plan” and “Corrective and preventive actions”.

From this one can deduced that there is a correlation between some attributes of maintenance.

These are “Internal quality audit program and audit plan”, “Internal is conducted as per the

schedule by competent personnel” and Management review is conducted to ensure the QMS

effectiveness. Hence, companies should focus in these attributes more.
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CHAPTER FIVE
SUMMARY OF MAJOR FINDINGS, CONCLUSION AND
RECOMMENDATIONS

This chapter presents summary of findings, conclusions and recommendations extracted from the
previous chapter and the researcher point out the fundamental issues in relation to the

implementation of ISO 9001 Quality Management System in agro food manufacturing industries.

5.1 Summary of Major Findings

This study tried to elaborate the Practices and challenges of implementation of quality
management system in the case of agro food manufacturing companies. The following major

findings are observed from the discussion and analysis part:

5.1.1 Findings in Relation to Trend of QMS

+ The certifications of ISO 9001 worldwide achieved a remarkable record especially in
developed nations which is more than doubling compared with the figure for the end of
the year 2000. However, data show that the share African countries are very small when
it compare to the other world. Beyond from this the growth and status of Addis Ababa/
Ethiopian companies is very insignificant.

+ Reasons behind the slow trend and low number of ISO certification in Addis Ababa
/Ethiopia can be characterized by various setups. The prominent ones are the gap of
promotion and awareness, lack of coordination among national quality infrastructure

bodies, economical background of the country and lack of policy frame work.

5.1.2 Findings in Relation to ‘‘why firms does hesitate to have QMS certification”’

+ The national quality infrastructure across the country is not that much supportive to build
the system of QMS, Lack of support from the government (incentives, promotion, award,
enactment etc), Business priority issues of companies, Lack of awareness in benefits of
QMS and Lack of understanding in the QMS process requirement were being the

identified main difficulties for the agro food companies not to have ISO 9001 standards.
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5.1.3 Findings in relation to challenges of QMS implementation

+ Establishing open environment in which all employees can participate in meeting the
organization’s goals and the absence of giving recognition and appreciation for
employees for their good work done are the analysed challenges in agro food companies
towards top management commitment theme.

+ Pertaining to employee involvement dimension; lack of involving employees in objective
setting, objective realization and decision making and absence of encouraging system in
their innovative work in their tasks were the major challenges that are reflected by the
participants.

+ With regards to continual improvement two challenges has got high recognition by most
respondents. The first is companies are not capable of intervening through strategic way
with quality tools to bring continual improvement in their organization. The second the
way that companies undergone to monitor, evaluate and validate of their processes is not
systematic.

+ Less frequent trainings is another challenge that is observed in agro food processing
industries in relation to training dimension.

+ As far as resource dimension companies suffer a lot in absence of provision of equipment
due to shortage foreign currency. Since Many agro food companies bring their raw
materials and equipment from abroad which need high foreign currency.

+ Eventhough companies tried to conduct internal audit asper schedule there is a gap in
taking corrective and preventive actions based on the findings of the quality audit and the

direction of the external auditor.

5.2 Conclusion

This thesis was conducted to assess the trend and challenges of ISO 9001 in selected 14 agro
food organisations in Addis Ababa encircling both ISO 9001 certified and noncertified, spread
over various types of processing, such as oil, coffee, injera, biscuit, flour, cereals, spices,
alcoholic and non-alcoholic beverage that owned by both government and private. Pertaining the
certification, among the certified companies seventy percent of the organizations that were
selected for the study had obtained 1ISO 9001 certificate before five years. The rest thirty percent
had obtained ISO 9001 certificate before three years.
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ISO 9001 is globally a highly adopted system standard. Moreover, the significance of standards
is clearly tangible in all activities of human life. However, findings of this study revealed that
there is an insignificant growth rate observed in Addis Ababa and Ethiopia. The reasons behind
this scenario is; the gap of promotion and awareness, lack of coordination among national quality

infrastructure bodies, economical background of the country and lack of policy frame work.

In Ethiopia that firms are not that much interested to use standards in their day today production
activities. In agro food industries it is almost mandatory using standards to produce quality
products since it is directly linked to human life and health. The reasons can be categorized into
three forms. The first is Attitudinal; an attempt to earn profit without using any standard. The
second is lack of capacity, awareness and understanding of companies towards standards. The
last but not the least is that lack of support from various responsible bodies (unsupportive NQI

system and lack of incentives, promotion, award and enactment).

On the other hand it is known that challenges are likely to occur when implementing a QMS.
However, the magnitude and impact of these seems to differ depending on the specific
capabilities and circumstances of the company. The assessment proved that there is a satisfactory
situation with regards to QMS implementation in agro food companies in Addis Ababa. Out of
34 variables that were subjected to be answered 9 (nine) of them face a clear gaps. Out of these
nine challenges employees involvement, continual improvement and maintenance need a critical
focus. If companies can plan and evaluate themselves prior to the implementation of a QMS it is

believed that it is possible to anticipate and avoid challenges that are likely to occur.

In general 1ISO 90001: 2015 does not get enough attention in the country at all. It is obvious it
needs further investigation and research must be conducted to identify the reasons and to assess
its benefit, impact and effect on different sectors at large. However, to do this it needs a joint and
coordinated effort from all stakeholders that works on quality and standardization. As a final of
final if the limitations are not resolved immediately the country will lose her country quality

image and lack competitiveness in the global market.
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5.3 Recommendations
5.3.1 Recommendations to policy makers /Government

As implicated in the analysis part the country is suffering by a non-destination and undefined
direction of quality movement due to the absence of quality policy. Hence, policy makers should
give attention in developing a quality policy framework as a priority task and oversee and give

guidance for all responsible bodies.

The existing poor and inconsistent awareness creation and promotion system and absence of
strategy results an insignificant understanding in all level of the society. Therefore, to solve it

permanently and strategically the researcher recommends the following ideas

v Develop and implement a strategy on awareness and promotion program to bring its
effectiveness and to exploit all the potential sources of promotion like electronic and
printing Medias

v Education in standards must be escalated to be part of the National Educational policy to
create a sustainable awareness of standardization and quality. National Standard Bodies
take the lion role and convince the central governments to include in curricula in all
levels of education from primary schools to universities and institutions of higher
learning. In parallel with this, securing the fund & plan, designing a responsible body
and keeping continuous innovation shall be done in equal concentration.

v' Magnifying the significance of standard through research and development program is
also a critical issue that should be addressed. Currently there is no any legal body that is
work on the research and development program in a permanent basis. Research and
development will increase the interest of different companies and pull different
professionals to participate in it. Hence, it is vital to work on this or to establish a
responsible body to facilitate it.

v Due to the absence of different civic associations which work on standardization system
the country lack an informant and supporter who implicate and fill various gaps. Hence,
establishing various concerned civic societies who work on quality and standard like

“Association of standard professionals”, public associations, traders associations,
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manufacturers associations and creating a forum that overlook and give direction on
quality and standards.

v Expanding and diversifying the quality award system is also another touchable issue.

The other sensitive issue that must be addressed potentially is that, the National Quality
Infrastructure of Ethiopia. It has been transited from what is known as “Totally Integrated
Model” to “Functional system”. The current NQI is in early stage lacks various gaps. Therefore,

enhancing their efficiency and effectiveness and mounting their coordination is a vital task.

The last but not the least recommendable idea at large is that, standardization has a link with
economy as depicted in the analysis part. Hence, here it is important keeping the growth of the
country in a diversified manner in link with quality and standardization which will build the

national quality image and competitiveness with developed nations.

5.3.2 Recommendations for 1SO 9001 certified organizations

Since there are gaps in relation to employee involvement, continual improvement and

maintenance companies shall work on these issues with special attention.

On the other hand implementing a Quality Management System is not just to get the certificate
or for temporary purpose like bid or tender but putting into use the documented QMS s
essential. The typical objective of having ISO certified is producing products that consistently
meet customer needs, reducing costs and waste and increasing confidence in the production
systems capability. Therefore, before going for certification checking the motive, status and

weakness of the company that must be amended is a recommendable concern.

5.3.3 Recommendations for noncertified companies.

Globalisation of the market economies has urged corporate in all the sectors to concentrate on
maintaining a sustainable competitive edge, which is directly related to the upkeep of quality,
both in terms of the services as well the products. For business managers considering
implementing ISO 9001 it have various benefits. These benefits stem from the signal the
certificate provides in the market and/or from benefits generated by the quality management
system itself: lower cost and/or increased sales. The benefits depend on the market situation as

well as on company performance, and have to be balanced against the cost of implementation.
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Here, the time dimension is important — initially the balance can be negative but most companies
manage to reap benefits over the medium to long-term. The impact on stock value is limited so
this should not be the reason for implementation. Benefits from the system itself depend on the

motivation to implement it, and on management commitment.

5.3.4 Recommendations for certifying agencies and consultants

Based on the finding, consultants and auditors should keep focusing more on employee
involvement, continual improvement and maintenance of 1SO-9001based on the requirements of
the standard.

Certification bodies should also pay attention to employee involvement, continual improvement
and maintenance and they should make sure that the employees are using the quality

management system and take serious measures on due of the professional ethics.

5.3.5 Recommendation for further research

The researcher had recommended three areas for further research

1. Enlarging the subject and geographic scope beyond working on assessment and is
recommendable to extend to impact, effect of ISO 9001 implementation in the overall
country.

2. Studying the relation between various tools like KIZEN, BSC, BPR, QMS etc and their
impact among each other when they are implemented in the same companies is another
recommendation.

3. QMS and Food Safety Management System (ISO 22000) have a similar futurity in their
objective but companies are confusing in which they will work on. Therefore, it is highly
recommendable to work on the difference of the two standards particularly their

implementation challenge and the effect in food companies.
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Appendix |

Questionnaire to be filled by 1SO 9001 Certified Agro-Food Industries Employees

(Both Amharic And English)
A. English Questionnaire

Questionnaire to be filled by the Agro-Food Industries Employees

Dear respondents, | am a postgraduate student of St. Merry University and currently undertaking a
research on “PRACTICES AND CHALLENGES OF QMS/ISO 9001 2015 IMPLEMENTATION”
taking AGRO-FOOD manufacturing industries as a case study for the Partial Fulfillment of Master’s
Degree in Public Management and it is for academic purpose.

Therefore, you are kindly requested to answer the questions honestly and thus you are required to feel
free because the researcher assures you that all written responses are confidential and will be keep
completely in secret. For genuinely doing so by devoting your time and exerting efforts, the researcher
really remains very grateful to you. Meanwhile, the outcome of this study will highly depend on your
sincere and timely response.

If you have any questions or comments, please contact Yosef Mengistu (Mobile 0911543990).

Thank you in advance for your cooperation!!!
General instruction:

* No need to write your name

e Respond to each question by putting (V) mark to your choice and clearly state your ideas in the
blank spaces provided.

e Please, do not leave the open-ended question unanswered.

Part 1: Demographic information

Sex Male

Female

Educational background Certificate

Diploma (Level IV and Level V)

BA/BSc

Above BA/BSc

Less than 1 year

Service year in your Enterprise
y y P 2 -5 years

6 - 10 years

000000000

above 10 years
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Work Position in the company Quality Manager/Quality Management

Purchasing and Logistics Manager

Maintenance Manager

Finance Manager

Expert

0000100

Other (please specify

Part 2
Dear respondents:
This part contains questions related to on “THE CHALLNGES THAT YOUR COMPANY FACE
THROUGH THE IMPLEMENTATION OF ISO 9001- QMS.” Please express your level of
agreement/disagreement in the five point scale.
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Part 2: Questions Related to Challenges of | Strongly
QMS implementation agree

Top management commitment related questions

Top management identifies the product realization
processes which can add values

Quality policy and quality objectives are
established and communicated by the top
management

The top management checked and reproved the
availability of enough resources

The top management avail trained human
resources meet the needs

Top management established open environment
in which all employees can participate in meeting
the organization’s goals

The employees are recognized and appreciated by
the top management for the good work done

Employee Involvement related questions

I Accept ownership and responsibility to solve
problems

I am actively seeking opportunities to enhance my
competencies, knowledge and  experience
(through self-improvement program, if any )

I am associated with establishing individual and
team objectives

I am a part of the team, which manages process
performance and evaluates the results

All the members in our unit are involved in the
objective setting, objective realization  and
decision making process

Our innovative efforts are encouraged

Team Working related questions

Pooling of expertise and resources helps to tackle
variety and complexity of problems

There is a team effort to carry out cause and effect
Analysis

Shared vision guides to take decisions on
technical matters

We participate in the process improvements
related to quality up gradation

There is clear processes interface interaction
between each departments and units that results
cross-functional  participation  between  the
departments

Internal Communication related questions

We are encouraged to communicate the feedback
on the obstacles, we face in achieving
improvement goals

Communication on the effectiveness of quality
management system takes place across the
organization periodically

We have an effective &efficient process of

OO0 00000 LIODOIOIHOO00I0D
OO0 000D OIODDI0IHOO00I0D
00101 00000 PIOOOIOIOHOODDIOD
OO0 00000 PIODOIOIHOO00I0D
00101 00000 PIOOOIOIOHOODDIOD




Communication of the likes e-mail, office-look
out, memos, communication boards or any other

Continual Improvement related questions

Top Management is committed in reviewing the
system periodically, to ensure the adequacy and
effectiveness of the system implemented

0
0
0
0
0

Corrective actions are taken without the undue
delay, to eliminate the causes of nonconformities
in order to prevent recurrence

The processes of the organization are continually
improved through different strategic interventions
and quality tools.

The processes of the organizations systematically
monitored, evaluated and validated

The improvements made and the failures occurring are
systematically documented with the same strength.

Training related questions

W0 0/0

Adquate trainings are provided for the staffs based
on the competency gap identified

The frequency of training are good enough
throughout the seaseon.

The trainings are selected and relevantto the
technical work

Resource related questions

Sufficient finance are provided to proceed the
duties

Material (both equipements and machineries) are
available to cop up the quality management tasks

There are enough and qualified personnel in
organization

There is visible technology intervention in the
product realization processes.

Maintenance and Improvement related questions

The company do have internal quality audit
program and audit plan that are reviewed
periodically

Internal quality is conducted as per the schedule
by competent personnel

Management review is conducted to ensure the
QMS effectiveness and adequacy as per the
procedure

Corrective and preventive actions are planned and
implemented to rectify all identified during
internal quality audit.

0100001000100 ¢lg
0100001000100 ¢lg
010000/000100 plg
0100001000100 ¢lg

010000[000
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A. Ambharic Questionnaire
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Appendix 11

Questionnaire to be filled by 1ISO 9001 Non Certified Agro-Food Industries Employees

(Both Amharic and English)

A. English Questionnaire

Questionnaire to be filled by the Agro-Food Industries Employees

Dear respondents, 1 am a postgraduate student of St. Merry University and currently undertaking a
research on “Practices and Challenges in Implementation of Quality Management System/ISO-
9001:2015” taking AGRO-FOOD manufacturing industries as a case study for the Partial Fulfillment of
Master’s Degree in Public Management and it is for academic purpose ONLY.

Therefore, you are kindly requested to answer the questions honestly and thus you are required to feel
free because the researcher assures you that all written responses are confidential and will be keep
completely in secret. For genuinely doing so by devoting your time and exerting efforts, the researcher
really remains very grateful to you. Meanwhile, the outcome of this study will highly depend on your

sincere and timely response.

If you have any questions or comments, please contact Yosef Mengistu (Mobile 251-911543990 or

email-josyhawe@gmail.com).

Thank you in advance for your cooperation!!!

General instruction:

* No need to write your name

e Respond to each question by putting (\) mark to your choice and clearly state your ideas in the

blank spaces provided.

e Please, do not leave the open-ended question unanswered.

Part 1: Demographic information

Sex Male D)
Female D)

Educational level Certificate > BA/BSc )
Diploma (Level IV and Level V) <> Above BA/BSc D)

Service year in the company Less than 1 year ) 6 - 10 years D)
2 -5 years O above 10 years -
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Work  position in

company

the

Quality Manager/Quality Management <> Purchasing Manager >

Logistics Manager Maintenance Manager <>

Finance Manager (D)

OTHER(please specify)

Part 2
Dear respondents:

This part contains questions related to on “THE REASONS WHY YOUR COMPANY NOT
BEING QMS CERTIFIED”. Please express your level of agreement/ disagreement in the five

point scale.

Part 2: Questions related to reasons not
being certified to QMS, it is because

Strongly
Neutral | Disagree disagreed

Business priority issues (to have low sense of
urgency to apply for QMS recently)

It needs high cost to implement QMS.

The lack of support from the top management
to have QMS certificate

Lack of skills for executing the QMS
requirements.

Absence of organizations to be taken as a
bench mark

Lack of awareness in benefits of QMS.

There is less demands of QMS certification
from the clients.

Lack of understanding in the QMS process
requirement

Lack of time to implement QMS/Time
consuming

Lack of QMS exposure among staffs

The lack of support from the government
(incentives, promotion, award, enactment etc)

The quality infrastructure across the country is
not that much supportive to build the system of
QMS.

Law number of certifying agencies and
consultants of QMS

U ORUCUIOIOICOOUICOR

Please mention other reasons of not having QMS
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Thank you for your committed cooperation, participation, time and consideration!!!

B. Amharic Questionnaire
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APPENDIX I

Interview with certified company’s managers

Basic organizational information

Type of company Public Ownership Private Composite /both
private and public
Type of product (most usual Food Beverage Both

type) company produced

Year established

Major customer sector Government Private Foreigner

How long has the organization | <5 years <5-10 years > 10 years
been implementing QMS

1. What was the Motives for implementing QMS
» To effectively and efficiently control production activities
To minimize poor quality of food processes and products
To enter the international market
For the betterment of the company’s overall management system
As a requirement of the by customer
To fulfill clients’ requests as part of the bidding process
To improve the company’s prestige (e.g. image, reputation)

To improve business performance
For promotion purpose
Please mention if there is other motive

VVY VYV VYV V VYV VYV VYV

2. What is the overview of the practices of QMS in your organization? regarding
maintenance and improvements?

3. What are the efforts that are done by the top management looks like to realize the quality
objectives?

4. Is the company provided enough resource (human, material and financial) to meet the
quality objective /Intended Objectives?

5. Are the employees are well involved in various aspects to realize the quality objectives?
What are the indicators?

6. Are the teams built appropriately to realize quality objectives? What are the indicators?

7. Is there adequate training? is training's technically fit to meet the quality objective?

XiX




8. Does the internal audit and management review very capable to assure the continual

improvement? In what ways can QMS practices be further/continuously improved?

9. What are the external encouraging and discouraging factors?
10. In your opinion, what are the main challenges through the implementation of QMS?

Which challenges are still influencing your operation today?

11. What do you suggest to overcome the challenges of QMS implementation in your COMPANY.

APPENDIX IV,

Interview with Managers of Non-Certified

Basic organizational information

Type of company Public Ownership Private Composite /both
private and public
Type of product (most usual Food Beverage Both

XX




type) company produced

Year established

Major customer

Government

Private

Foreigner

1. Who is your customer? For international or domestic market?

2. What are the activities that your company done to ensure quality?

3. Have you ever implement any kind of system to ensure quality of your organization

system? If yes please mention it?

4. Who is the most responsible for quality in the organization?

5. What is the quality awareness level in the organization?

6. What does it looks like the acceptability of your product by the general public or the

customer?

7. Have you ever asked by customers or clients weather you have QMS certificate or not?

8. Have you ever asked by anyone to be certified of QMS? By whom? When? How many

times?

9. What are things your company forgone (Loose) because of your lack of certification QMS

list?

10. How do you see the commitment of the top management to implement this system?

11. Have you ever discussed about this issue (QMS) in the management or do you incorporate

it in the Annul plan?

12. How do you see the willingness and initiation by the owners?

13. Is there a push by the management and hesitation by the owners?

14. Does your company have a plan to be certified? When? If not why?
15. Would you mind to tell me about QMS and its benefit?

16. What factors (Internal or External) that led you not to implement QMS?

17. What opportunities are there to implement QMS?

APPENDIX V.

QUESTIONS THAT WAS HELD IN THE FOCUS GROUP DISCUSSION

Certification data that is conducted by ISO (2018 ) on QMS
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Numb
er
certifi
ed

86 96 | 106 | 120
Ethio
pia 1 2 3 3 20 | 22 37 25 29 68 | 49 82
Keny 46 29 | 158 | 169 | 183 | 204 | 257 | 264 12 | 178 | 460 | 590 | 565 | 600 | 615 | 607 | 623
QM | 2
S Sudan 10 26 37 | 32 55 82 77 90 71 79 84 | 104 | 109 | 115 92 | 101 | 111

Trend related questions:

1.

4.

What are the reasons for the fluctuation (ups and downs) of the trend of QMS certification in

Ethiopia as can be seen in the above data?

Compared to other African countries particularly east African countries, QMS certification

progress seems slow, please suggest your reasons and views on it?

Is the renewal system is difficult? Since the number of firms who withdraw from the system vary

significantly in various years, and ask why?)

Is there any appreciate for the new entrant firms to step up the QMS implementation?

Why firms hesitate to have QMS certificate?

5. What is the real benefit (business perspective) of registering ISO? (please prioritize the benefits)

6. So, why not the remaining particularly the remaining agro industries (almost 96% or 720

What are the real Challenges while implementing QMS?

companies) hesitate enjoying QMS certification? (PLEASE prioritize the reasons)

7. Do the challenges vary by sector? by geo-boundary? by years of establishment? What are really

particular to agro food industries

8. What are the main external factors that challenges companies who get QMS certificate

o lack of National Widen Quality Promotion through education and training

o lack of a well-organized Building of National Quality Infra Structure

o absence of Enactment of Legislation & Policies

o Transfer of Technology, Skills & Management

o Low number of consultant and certifying agencies

o Others

9. What are the main internal factors that challenges companies who get QMS certificate
o Lack of support from the top management.

o Skills required for executing the ISO Standards.
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Demands from the clients.

High cost to implement QMS.

Lack of understanding in the process requirement.

Lack of time to implement QMS/Time consuming.

Lack of QMS exposure among workers.

Lack of documentation for suppliers, materials and services
Employee resistance or

others

What are the alternative solutions to overcome the challenges that firms face while implementing

QMS and for enhancing trend of certification:

10. What do you comment regarding the certification process up to renewal as a whole in Ethiopian?

11. What things shall be fulfilled /done to upgrade the QMS implementation to create a matured

QMS and to build national image:

O

O

O

O

By firms themselves
by the government
Certifying agencies

Consultancies

12. What do you advice firms for non — registered or dropped outs about this matter? (by capacity?)

13. Additional questions can be raised by the participants (or participant are allowed to raise further

guestions) that are related to the research to incorporate further information.

XXiii



. TECNO
OO CAM@eN Thiw & -
RS o i |

Focused Group Discussion at Mahider Foods PLC

Top Management Interview at Halala Food PLC
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Top Management Interview at Terara Coffee
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