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Abstract: This paper investigates the effects of Quality Management System (QMS) on business operations.
It examines market implications of QMS accreditation on small training providers in KwaZulu-Natal (KZN).
The South African Qualification Authority (SAQA) is a statutory body, regulated in terms of National
Qualification Framework Act No. 67 of 2008 to oversee the development and implementation of the National
Qualification Framework (NQF). They are responsible for accrediting 21 sector-based Education and
Training Quality Authorities (ETQAS) for the purpose of monitoring and auditing training achievements in
terms of the national standards and qualifications. For this study, the ETQAs belonging to 12 different Sector
Education and Training Authorities (SETAs) provided sample frames of accredited training providers in
KZN. Thus, the SETAs are responsible for administering education and training within their industrial
sectors. Of the 39 small training providers that were identified, 31 participated in the study. Respondents
were selected on the basis of their size as well as access to fax facilities and electronic mails. Descriptive
statistics were used to analyse the two objectives. That is, the effects of QMS on business operations as well
as the market implications of QMS accreditation on small training providers. The result indicates that QMS
helps small training providers operate in accordance with business objectives. Hence, QMS effectively
improves businesses operations. However, the majority of small training providers do not take advantage of
QMS accreditation status to market their businesses. Thus, the market implications of QMS accreditation on
small training providers are lacking. The original value of this paper is its approach in uncovering strengths
and weaknesses of QMS on business operations as well as its implications in the market of accredited small
training providers in KZN. Whilst the paper shows a growing historical volume of journals, it provides initial
baseline data upon which to base future work.
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1. INTRODUCTION public and students, to an institution on account of

it having programmes and quality assurance

QMS is a framework recognised by organisations
and governments around the world and has
consequently grown into the de facto standard for
management systems (Quazi and Jacobs, 2004).
Organisations incur significant costs in obtaining
accreditation, making it worthwhile to study the
process to better understand the pertinent measures
of accreditation success. QMS certification
requires a focus on performance measures
underscoring that an organisation’s management
systems is a valuable, non-tangible asset (Piskar
and Dolinsek, 2006). In this study, the analysis
was conducted to evaluate the influence of QMS
accreditation on the market performance of small
training providers. QMS Accreditation is defined
as the approval or certification granted by the
relevant authority, representing the interest of both
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systems that ensure the provision of set
qualifications and educational standards for a
particular period of time (Manyaga, 2008).

QMS in education and training is designed in
accordance with industry quality models of 1SO
9001 (EDUTEL, 2011) and the techniques ensure
quality in skills development. In addition, the
system  establishes continuous  improvement
mechanisms for all the dimensions and processes in
the institutions of learning and, ultimately,
improves their performance (CEDEFOP, 2011).
Thus, the system has been implemented in
educational institutions in many countries around
the world. In the case of Spain, as in other
countries, the use of QMS in education began in
universities, and was later applied to primary and
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secondary schools (Fernandez, Egido and Rafael,
2016). Many institutions of learning apply QMS to
their daily activities (Dumay, 2009). These
systems, adapted to the specific objectives
established by the education institutions as well as
their customers and suppliers (Luneburg, 2010), are
an attempt to establish systematic, structured and
continuous quality assurance processes to ensure
their sustainability and improvement. Whilst the
main objective of the institution of learning is to
guarantee student learning, previous studies in the
quality arena have highlighted quality system
elements that impact on  organisational
performance. Carlsson and Carlsson (1996)
identified better processes and better customer
relations as benefits of implementing 1SO 9000 in
Swedish companies. Lee and Palmer (1999) cite
monitoring day-to-day adherence to documented
procedures and understanding of the corrective
action process as significant challenges. Whilst the
above are specific measurement and improvement
sections of QMS, the following broad QMS
“elements” are relevant for this study:

= 5.0 Management commitment.
= 6.0 Resource Management.

= 8.0 Measurement, Analysis  and
Improvement.

The above broad elements of QMS were chosen for
their relevance to the entire study. The study
investigates the effects of QMS on business
performance.

The increasing widespread application of QMS has
often been surrounded by intense debate since the
relevance they may have in education and the
appropriateness of the models used for the actual
situation in institutions of learning is often
questioned (Doherty, 2008). The research to date
has not unequivocally validated the usefulness of
QMS in institutions of learning (Stensaker,
Langfeldt and Huisman, 2011). While some
studies pointed out that they help achieve
considerable educational improvements (Stensaker,
2007), other papers indicated that their effects were
irrelevant, or even harmful, for educational centres
(Fernandez, et al., 2016). Having discussed the
importance of QMS for accreditation, the next
section presents study objectives. These will be
followed by theoretical framework for this study.
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2. OBJECTIVES

This study examines the influence of QMS on
small training providers in KwaZulu-Natal. The
following are sub-objectives:-

e to investigate the effects of QMS on
business operations; and

e to examine market implications of
QMS accreditation on small training
providers.

3. THEORETICAL CONSIDERATIONS

This section presents the effects of QMS on
business performance as well as the market
implications of QMS accreditation on small
training providers.

3.1 The effects of QMS on business operations

The two opposing developments in lifelong quality
regimes can be observed. On the one hand
structures, accreditation, rules and regulations gain
importance, mainly with the rise of New Public
Management approaches (Manyanga, 2008). On
the other hand, the interest in quality culture as the
underlying concept for organisational improvement
in lifelong performance is a dominant theme in
much of the available management literature
(Loffler, 2005). The important emerging message
is that an emphasis on values, norms and culture in
an organisation is easily combined with the
question of organisational accountability and
performance (Mak, 2011). Thus, there is a need to
introduce an understanding of quality in education
from a more comprehensive perspective than just
analysing single isolated factors.

Reports on the results of a QMS mail survey,
administered in four Far Eastern countries, Japan,
South Korea, Hong Kong and Taiwan, showed the
following benefits of QMS certification: improved
corporate image, quality improvement, increased
customer satisfaction, and improved internal
procedures (Pan, 2003). Juran (1991) wrote that in
order to attain quality improvement of a certain
product or service, a quality leap is needed in order
to decrease weaknesses and reach a new level of
quality control. Unfortunately, management does
not always feel responsible for improvements. If
management does its job well (that is, providing
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long-term company policy, education,
interdepartmental communication and cooperation,
etc.), the system is likely to improve the company’s
market position, and people would be willing to
cooperate and exploit their abilities, knowledge as
well as creativity (Sampaio, Saraiva and Rodrigues,
2011. Owing to many external and internal
positive effects of quality system on the
organisation and company’s business activities, as
confirmed in studies made all over the world,
companies could use the quality system as a
business model for improving their market
performance. Hence, the next section discusses the
market implications of QMS accreditation. This
means that all business decisions regarding vision,
values, mission, company strategy, investments and
business indicators derived from the quality
system, must be supported by data.

3.2 Market implications of QMS Accreditation

The majority of QMS users felt that the advantages
of using QMS outweigh the disadvantages
(Tsekauras, Dimara and Skuras, 2002). Small
organisations that implemented QMS were
motivated by marketing and competitive
advantages (Quazi and Jacobs, 2004). In addition,
McAdam and McKeown (1999) in Quazi and
Jacobs (2004) reported that in Northern Ireland,
QMS certification resulted in the following specific
benefits:

e better control of business;

e increased sales/business;

e reduced costs;

e increased productivity; and
o fewer customer complaints.

The authors also reported that businesses that were
gaining most from Total Quality Management
(TQM) implementation had started with QMS and
focused on both external (e.g. customer
satisfaction) as well as internal measures (Piskar
and Dolinsek, 2006). These organisations also had
full management commitment as well as high
levels of employee participation and training. In the
same vein, Sun (2000) found that in Norwegian
companies, implementation of the ISO 9000
standard was significantly correlated with the
reduction of bad quality products and customer
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complaints, and business performance such as
profitability and productivity. Quazi and Padibjo
(1998) in Quazi and Jacobs (2004) found that QMS
accredited small and medium size enterprises in
Singapore reaped a number of benefits including:

e anincreased customer preference;

e improved company quality image and
competitiveness in the market;

e compliance to customer requirement;

e streamlined
documentation;

procedures and

e increased consciousness for preventive
and corrective actions; and

e provision of a foundation in the pursuit of
TQM.

However, Sun (2000) found that the QMS
certification had little influence on market position
and competitiveness, and had no influence on
employee satisfaction and environment protection.
Contrary to the above-mentioned study, Heras
(2002), in a study involving 400 QMS certified
companies and 400 non-certified companies in the
Basque autonomous community, reported a
positive association between QMS certification and
superior financial performance. Such performance
has a direct link to their market performance. Sun
and Cheng (2002) found that the SMEs implement
QMS because of market and customer demand or
external pressure rather than internal initiation.
Furthermore, they found no significant relation
between QMS certification and improvement of
business performance. In a study of organisations
with less than 250 employees in Australia, Wiele
and Brown (1998) found that most SMEs
seemingly felt forced to go for QMS certification
and did not move further down the quality path.
Goh and Ridgway (1994) reported a very similar
finding on SMEs in the UK. Their study revealed
that the QMS certification was considered the end-
point in the quality journey of the sample
companies. As a result, specific benefits of QMS
certification that have been reported by various
authors are:

e improved quality of work life;

e increased customer preference;
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e improved company quality image and
competitiveness in the marketplace;

¢ higher productivity and export sales;
e  better control of business;

e reduced costs;

o fewer customer complaints;

e streamlined
documentation; and

procedures and

e increased consciousness for preventive
and corrective actions and the like.

As a result of the prominence of the above benefits,
the following QMS “elements” have been chosen
for this section and include:

e 5.2 Customer focus.
e 8.2.1 Customer satisfaction.
e 8.5.1 Continual improvement.

e 8.5.2 Corrective action to reduce customer
complaints.

The above elements were chosen for their relevance
to the second objective of this study. That is, the
assessment of market implications resulting from
QMS accreditation on small training providers in
KwaZulu-Natal.

4. METHODOLOGY

The method of research will be discussed under the
following headings, namely: the target population,
brief background of businesses that participated in
the study, sample, the data collection method used
as well as the measurement and analysis.

4.1 Target population

The population on which this study is based
comprised 39 small training providers accredited
by SETAs. These providers had to operate in
KwaZulu-Natal province. Small training providers
who were previously accredited but had had their
accreditation withdrawn were excluded from the
study. Exclusions also include medium and large
training providers in KwaZulu-Natal.
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Some small training providers were accredited by
more than one SETA. Providers that had more than
50 per cent courses under a particular SETA were
counted once thus avoiding double-counting.

4.2 Brief background of businesses that
participated in the study

Only businesses registered under the three forms of
incorporation (that is, close corporation, private
company and non-governmental organisation
participated to the study. The ratio of business
participation as per their registration was 6:3:1 with
respect to close corporation at 60 per cent, private
company at 30 per cent and Non-Governmental
Organisations (NGO) at 10 per cent, respectively.

4.3 Sample

The ETQASs belonging to 12 different SETAs (that
is, the Manufacturing, Engineering and Related
Services;  Energy;  Construction;  Services;
Wholesale and retail; Education, Training and
Development; Health and Welfare; Bank;
Transport; Agriculture; Media, Information and
Communication as well as Security) provided the
sample frames of accredited training providers
across South Africa.  The respondents were
selected based on their size of business, operating
within KwaZulu-Natal province and access to both
fax facilities and electronic mails. The study only
focused on small training providers whose number
of full-time employees ranged between zero and 50
as in Antonites, de Beer, Cant and Jacobs (2008:4-
5). As aresult, 31 training providers participated in
the study and had employees ranging from two to
23 and averaged at 9.43 employees from the total
participants.  Recruitment of respondents was
undertaken with the aim of ensuring a
representative spread of small training providers
from the different sectors of the South African
economy. A non-probability purposive method
was preferred because of its convenience, its
flexibility, is less time consuming, economical, cost
effective and judgmentally representative (Welman,
Kruger and Mitchel, 2011:57).

The following Table 1 presents the percentage of
the total training providers that participated to the
study as per their SETA accreditation.
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Table 1: small training providers that
participated in the study (as per their SETA
accreditation)

SETA represented in the | Percentage of
study small training
providers  that
participated in
the study

Manufacturing, Engineering | 3.3
and Related Services SETA

Energy SETA 6.7
Construction SETA 3.3
Services SETA 6.7

Wholesale and Retail SETA 6.7

Education, Training and | 6.7
Development SETA

Health and Welfare SETA 6.7

Bank SETA 3.3
Transport SETA 13.3
Agriculture SETA 10.0

Media, Information and | 26.7
Communication SETA

Security SETA 6.7

The highest number of training providers per SETA
accreditations that participated in the study was
from the Media, Information and Communication
SETA at 26.7 per cent, Transport SETA at 13.3 per
cent and the Agricultural SETA at 10 per cent.

4.4 Data collection method

Data had to be collected from 39 owners of small
training providers whose businesses were still in
existence. This was achieved by mailing the
questionnaires through electronic mail. Similarly,
the completed questionnaires were sent back to the
author via electronic mail or fax facility. Thirty-
one questionnaires were returned representing a
79.5 per cent response rate, considered high
compared with the norm for surveys responses
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(Baruch and Holtom, 2008). The main reason for
this high response rate was due to the invitation
letter sent to the small training providers and
consistently following up the questionnaires
through telephone calls.

4.5 Measurement and analysis

In line with research framework, the study
measured eight variables using the questionnaire.
On the variable as to whether QMS implementation
improves  business performance, the study
employed a Likert scale, ranging from 1 (strongly
agree) to 5 (strongly disagree). Regarding the
influence of QMS accreditation on business
performance, respondents had to affirm or not
affirm with the statement using yes, no or unsure.

45.1 Effects of QMS on business
operations. Five items were identified as
having an effect on QMS on business
operations as discussed by Sampaio et al,
(2011) and Pan (2003). These include:
the company operating in accordance with
business objectives; the business is guided
by the vision and mission statements;
QMS guarantees a better quality service to
learners; the company has less quality
problems since accreditation and the
company conducts QMS reviews on an
ongoing basis.

Reliability analysis on the effects of QMS on
business performance reveals a Cronbach’s alpha
value of 0.850. This value is above 0.7 and
indicates an internal consistency and reliability of
the variables on the effects of QMS on business
performance.

4.5.2 Market implications of QMS
accreditation. These variables were
measured by seven items and were based
on market implications of QMS
accreditation (Goh and Ridgeway, 1994;
Sun and Cheng, 2002; Piskar and
Dolinsek, 2006; and Quaz and Jacobs,
2004). These include finding new
customers, demonstrating quality to
potential learners, enhancing
competitiveness, entering new markets,
increasing the market share since QMS
accreditation and reducing customer
complains.
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Reliability analysis on market implications of QMS
accreditation reveals a Cronbach’s alpha value of
0.672. This value is close to 0.7 and indicates an
internal consistency and reliability of the variables
on market implications of QMS accreditation. The
software SPSS (16 Ed) was used to do the data
analysis. Descriptive statistics was used to analyse
the two objectives of the study.

5. STUDY FINDINGS
5.1 Effects of QMS on business operations

Table 2: Effects of QMS on business operations

Vol.4, Issue 5, May 2016

Table 3: market implications of QMS
accreditation

Market implications of | Percentage

QMS accreditation response accepting
the market
implications of
QMS accreditation

Find new customers 44.8

Demonstrate  quality to | 65.5
potential learners

Effects of QMS on business | Percentage
operations response
accepting the
effects of QMS
on business
operations

Enhanced competitiveness 56.7

The company operates with | 100
accordance  to  business
objectives

Entered new markets 46.7
Increased market share 56.7
Reduced customer | 51.7
complains

The business is guided by the | 76.7
vision and mission
statements

QMS guarantees a better | 53.3
service to learners

The company conducts QMS | 48.4
reviews on an ongoing basis

The company has less quality | 76.7
problems since accreditation

The owners of small training providers strongly
believe that there was a good effect from QMS on
business operations. Critical factors as presented in
Table 2 include: companies operating in
accordance with business objectives; businesses
being guided by the vision and mission statements
and they have less quality problems since
accreditation. These factors have bigger percentage
ranges from 76.7 to 100 per cent. Business owners
also indicated that QMS guarantees a better service
to learners at 53.3 per cent.

5.2 Market implications of QMS accreditation

Owners of small training providers affirmed that
QMS accreditation has had positive market
implications.  Critical market-related factors as
presented in Table 3 include: demonstrate quality to
potential learners, enhance competitiveness and
increase the market share. These factors have
bigger percentage ranges from 56.7 to 65.5 per
cent. Business owners also indicated that QMS has
helped reduce customer complaints at 51.7 per cent.

The lowest market implication factors (that is,
those below 50 per cent) include: find new
customers and enter new markets.

5.3 Conclusion

During the course of the study, it became clear that
small training providers benefit from QMS in
improving business operations. However, they do
not take advantage of QMS accreditation to market
their businesses. This has been shown by the small
percentage on the market implications of QMS
accreditation.

Apart from the achievements of QMS on business
operations, the following recommendations can be
made:

1) Small training providers should develop
and implement an effective marketing
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strategy that will help them get new
customers using QMS accreditation status.

2) Businesses should be able to identify new
opportunities and  develop training
programmes that are demanded by the
market. This will help them enter new
markets.

3) Small training providers should partner
with both medium to large public and
private companies. They will thus be part
of an effective supply chain and,
subsequently, get new customers and
increase market share.

5.4. Limitations of the study

The usefulness of the findings is constrained by the
small sample size. Small training providers who
were previously accredited but had had their
accreditation withdrawn were excluded from the
study. However, the respondents were
geographically dispersed within KwaZulu-Natal
and represented a wide range of cross-section of
industrial sectors.

5.5 Future research required

Based on the findings of this study, further research
should focus on the financial impact of QMS
accreditation on Small Training Providers. The
studies should review the economic significance of
QMS accreditation in SA.
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