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ABSTRACT 

 

This research is based on an empirical study of TQM implementation in the Ugandan 

Industrial context. The main focus of the study is to identify critical quality factors for effective 

TQM implementation and to understand how these critical quality factors are deployed and 

implemented by Ugandan Construction firms. The purpose of this study is to highlight the 

benefits of TQM implementation in the Ugandan Construction industry by examining the basic 

principles of TQM in the industry. The impact of TQM implementation of the performance 

indicators was assessed. Quantitative and qualitative methods were used whereby primary data 

was collected from the construction companies through questionnaires and interviews. 

Secondary data was gotten from articles, journals and online resources. The research findings 

helped confirm the benefits that ensue from the implementation of TQM. They helped to 

determine whether TQM is a strategic tool the industry can employ in the quest to remain 

competitive. It also helped to discover that for TQM to be properly implemented, everybody in 

the organization must be involved from the management to the employees and even the 

customers. The research anticipates the outcomes from this research in the form of an 

implementation framework, constructed through the use of practical guidelines, the key steps of 

which are validated and supported empirically. 
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1. INTRODUCTION 

 

Uganda, also known as the “Pearl of Africa” is a small developing country in the Eastern 

Region of Africa with a population of 35 million people. As a developing country, it is not fully 

equipped with knowledge of Total Quality Management (TQM). TQM has only been 

incorporated in the International Companies that are doing business in the country. As such, the 
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native Ugandans are not fully aware of the concept of TQM. Total Quality Management (TQM) 

is a management philosophy which focuses on the work process and people, with the major 

concern for satisfying customers and improving the organizational performance. It involves the 

proper coordination of work processes which allows for continuous improvement in all business 

units with the aim of meeting or surpassing customer’s expectations. It emphasizes on totality of 

quality in all facets of an organization with the aim of reducing waste and rework to reduce cost 

and increase efficiency in production. TQM is applicable to any organization irrespective of 

size, and motives, even the public sector organizations are fast adopting the ideology in order to 

make them effective in meeting public demands. However, the adoption of the ideology by most 

organization has been hampered due to their non-conformance with the procedures and 

principles of TQM implementation. While some organizations run TQM like a program which 

they expect to function and perform the magic all by itself, others have used a halfhearted 

approach to it, by using some bits and pieces of the principles. This has accounted for the failure 

of most organization in meeting up to their expected target from implementing this ideology 

There is a need to continue to buttress the benefits that accrue to organizations from the 

implementation of TQM, especially in developing economies, such as Uganda where the 

adoption of these principles seems far-fetched to organizations. The Ugandan Construction 

industry gives us a true picture of the shortcomings of organizations in their quest to make profit 

at the expense of quality. With the spate of changes going on in the country due to government 

reforms, the nature of competition seems to be changing from what it used to be. The influx of 

foreign and local investors into different sectors of the economy has given rise to intense 

competition, thus the need for organizations to look internally into their operational procedures 

and change strategically to meet up with the challenges. Total quality management (TQM) can 

be best defined as one of the key approaches towards realizing the goal of meeting customer 

satisfaction. TQM defined as both a philosophy and a set of guiding principles that represents 

the foundation a continuously improving organization.” Moreover, he added that “management 

has to outline the quality goals, quality policies and quality plans so that employees are 

constantly reminded that the customers, not the product, is the top priority. This is due to the 

existence of TQM in the construction industry to help firms change from traditional to modern 

management and be more effective. Construction firms should apply TQM as a management 

process to ensure more productive and achieve the current requirement in order to overcome the 

economic, social and cultural needs of a flexible management structure and implementation of 

more modern management as the trend now known as flexibility, portability and the ability to 

take advantage of modern culture. 

The growing interest in quality has reached, due to globalization, several developing 

countries in Africa. It is appropriate, therefore, for studies in TQM implementation to be 

conducted for the benefit of the managers in these developing countries, where the need is 

confounded by a dire lack of Total Quality Management information [1]. Generally, there seems 

to be acknowledged limitations of the findings of some of the earlier studies in their 

applicability across national boundaries [2]. Therefore, the findings of such systematic studies 

will generate a new way of thinking concerning Total Quality Management in the various 

culture contexts. This research addresses a major gap in the literature by empirically 

investigating TQM implementation in a developing country, namely, Uganda. There is a dearth 

of theories and generic models of TQM implementation that are empirically based and 

validated.  

 

 

2. STUDY METHODS 

 

 Three methods of data collection were used for this study—questionnaire survey, semi-

structured interviews and open interviews. Different data analysis was used depending on the 
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methodology and objectives of the research. An overview of data collection and analysis is 

presented. 

 

2.1 Questionnaire Survey 

 

The aim of the survey is to identify quality factors that are perceived by Ugandan 

organizations to be critical to the success of their implementation of the quality initiative. The 

population of ISO-9001 accredited organizations is targeted to obtain a large database of 

information. The data analysis aims to identify and interpret a majority consensus amongst 

respondents in their ratings of the quality factors. Statistical analysis of frequency distribution, 

computing the central tendency and measure of variability of response distributions will be 

employed as the major statistical techniques. 

 

2.2  Semi-structured interviews 

 

The primary effort in this level of investigation is to understand the process of TQM 

implementation that is currently in place. The investigation involves how the identified quality 

factors in the level 1 inquiry are addressed and implemented. Using semi-structured 

interviews, respondents were asked to describe how the quality factors are implemented and 

deployed. A small number of companies was selected for this purpose. Cross-case comparative 

analysis of the results was used to identify the tactics and techniques of the quality factors 

implementation, and to identify the similarities and differences of tactics and techniques. 

 

2.3  Open interviews 

 

 The aim of the open interviews is to explore the critical stages each company goes 

through from the early stages of deciding to implement TQM to when TQM is launched. A 

small number of companies was selected for this purpose. The quantitative research involved 

gathering information from the population of the Ugandan ISO 9001 certified organizations. 

The survey questionnaire aimed at identifying and stratifying the critical quality factors as 

perceived by respondents from various organizations of different size and maturity level of 

TQM implementation. The results of this survey questionnaire were analyzed. The analysis 

revealed that 19 quality factors are perceived as critical and absolutely essential for the 

successful implementation of TQM. These factors were identified and stratified into three tiers 

of criticality, where nine of them are found fundamental to be addressed in the early stages of 

the implementation process. The qualitative research involved two levels of investigations. 

Using semi-structured interviews, more insights concerning the tactics and techniques to 

implement the critical quality factors were presented based on discussing the experiences of 4 

case study organizations. The discussion identified the important prerequisites to successful 

implementation of the critical quality factors. These formed the important tactics and 

techniques to effective implementation of the critical quality factors. 

 The second level of qualitative research involved identifying the foundation 

elements of TQM implementation using the case study approach. The discussion of the 

findings of three case study companies revealed that, in the pre-launch of TQM 

implementation, the companies’ top management realized the tangible benefits of TQM 

implementation, invested time and effortin training and education, demonstrated active 

commitment and involvement, and gained internal stakeholders (company-wide) commitment 

and involvement. 
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3. RESULTS AND DISCUSSION  

 

3.1 Construction 1. Demonstrate top management commitment and involvement 

 

Top management must accept the responsibility for commitment to a quality policy that 

deals with the organization for quality and the satisfaction of customer needs. This 

commitment to quality and leadership must be demonstrated by developing and 

communicating the vision organization-wide [1]. As evident from the findings from the in-

depth interviews, in the prelaunch stage, commitment of top management is achieved when the 

rewards of implementing TQM are realized. That is, the tangible business and operating 

benefits of TQM must be realized by top management as a prerequisite for their serious 

commitment. 

To manage the organization’s quality journey, a quality council led by the General 

Manager is set-up and a full time quality related manager is hired to provide support for the 

quality council. Whenever needed, an external consultant can be appointed to assist in the 

implementation process. 

Senior managers who are members of the quality council are responsible for developing 

a comprehensive policy based on clear vision and mission statements, including the quality 

goals deployed effectively at all levels of the organization. This unites the efforts of all 

employees and determines the corporate expectations [3]. This comprehensive quality policy 

should be communicated effectively to ensure common understanding of the organization’s 

expectations and direction to achieve organization-wide commitment. At the departmental 

level, quality committees headed by the department heads are established to implement the 

quality policy to achieve the organization’s goals. These committees have a direct reporting 

relationship with the quality council through committees’ heads. 

 

3.1.1 Implementation guidelines 

 

Pre-launch stage 

 

(1) Develop a clear belief in the benefits that TQM can bring in to the organization. 

This requires investing time and effort learning about TQM through: 

 

• Reading about TQM. 

• Attending training courses. 

• Attending conferences. 

• Consulting experts. 

• Visiting other organizations for benchmarking purposes. 

 

(2) Ensure consensus agreement of all senior managers. This involves all senior managers having 

belief in the tangible benefits that TQM can bring to the organization. This leads to gaining 

consensus agreement among senior managers concerning planning to implement TQM. This 

requires: 

 

• All senior managers serve at the quality council as members. 

• Attending training courses. 

• Attending conferences. 

• Reading about TQM. 

• Visiting other organizations for benchmarking purposes. 
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The implementation stage 

 

(1) Establish a quality council. The objectives of establishing the quality council are to: 

• Provide strategic direction on TQM for the organization. 

• Establish plans for TQM implementation. 

• Review and revise quality plans for implementation. 

 

Make sure that the council is headed by the general manager with all senior managers being 

members. Whenever possible, include some middle managers as members in the council. 

 

(2) Recruit a quality-related manager to provide support in the planning and implementation of 

TQM. 

 

(3) Demonstrate visibility of senior managers’ commitment to quality and customer satisfaction. 

This requires: 

 

• Serving at the quality council. 

• Participating in developing a comprehensive quality policy. 

• Attending training courses with staff. 

• Delivering training courses to staff. 

• Conducting face-to-face regular meetings with staff. 

• Communicating the vision and mission to staff. 

• Conducting benchmarking visits to other organizations. 

• Participating in celebrating successful quality achievements. 

• Participating in social gatherings and events. 

• Rewarding and recognizing team successes. 

• Keeping regular contacts with customers. 

• Reviewing quality issues at management meetings. 

• Using quality techniques and tools in their daily activities. 

 

(4) Communicate the mission statement consistently. Communicate the mission statement and 

the objectives defining the quality values, expectations and focus to all employees. An early 

implementation step must be the clear widespread communication of the mission. This requires: 

 

• Demonstrating top management commitment and acceptance of the mission. 

• Using face-to-face communication by conducting meetings with all employees. If not 

possible, meet with groups of 20–30 each time. If not possible, use a cascade approach. 

• Conduct question/answer sessions with employees. 

• Encourage open discussions. 

• Reinforce face-to-face communication of the mission by other communication modes such as 

Posters. 

 

(5) Develop a comprehensive quality policy and effective deployment of goals. Develop a quality 

policy that reflects the organization’s mission, including corporate values, expectations and 

focus. This requires: 

 

• Considering the various sources of information in developing the quality policy. 

• This includes the information from customers, employees, suppliers, competitors, society 

and shareholders. 

• Developing the mission into its critical success factors to coerce and move it forward. That 
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is, to develop goals and the methods for achieving them. 

• Defining the key performance indicators as being the quantifiable indicators of success. 

• Defining targets associated with the key performance indicators. 

• Ensuring that appropriate data are collected and recorded. 

• Monitoring progress towards achieving the critical success factors (key performance 

indicators and targets) on a regular basis. 

• Reviewing and modifying the key performance indicators and targets where appropriate. 

• For effective goal deployment, set goals and targets at individual and process level. 

• Empower employees by participating them in the process whenever possible; provide 

appropriate training and necessary resources for effective implementation. 

 

(6) Establish departmental quality committees. Establish quality committees at departmental or 

divisional levels to implement and manage the quality processes at these levels. The 

department/division head, who reports directly to the quality council, heads these committees. 

 

3.2 Construction 2. Ensure employee commitment and involvement 

 

In order to ensure the commitment and involvement of everyone in the organization in 

the quality improvement, top management must enable all employees in the preparation, 

implementation and evaluation of improvement activities.  Practical assistance, training, 

recognition and participation should be given to ensure that all employees, in order to attain 

the quality goals of the organization, acquire the relevant knowledge and experience. The issue 

of employee commitment and involvement as a critical quality factor for successful TQM 

implementation is unanimously addressed by writers (see for example Zairi, 2003; Kanji, 

1990). 

As employees become committed and involved and the entire workforce understands, 

and is committed to, the vision, values and quality goals of the organization, empowerment 

becomes a necessity. Employees need to be aware of the TQM concepts, trained to improve 

interactive skills, problem identification and solving skills, and technical skills. Employees 

need to be informed about the quality initiative and participate in the improvement activities 

and through top-down and bottom-up communication. Teamwork skills are needed to have 

employees work together, and a review of the reward and recognition schemes is another 

important factor to ensure and reinforce employee commitment and involvement. 

 

3.2.1 Implementation guidelines 

 

At the pre-launch stage 

At this stage, as senior managers become committed and involved in preparing the plan for TQM 

implementation, they start to: 

(1) point out the benefits of TQM for the organization in their meetings with middle managers 

and in their memos to them, 

(2) nominate key middle managers to attend seminars, conferences and workshops addressing 

quality issues. 

 

At the implementation stage 

(1) Ensure that the entire workforce understands and is committed to the vision, values and 

quality goals of the organization. Communicate the visions, values and quality goals to all 

employees emphasizing the need for a management system that is based on total quality 

management. This requires: 

• Gathering all employees to attend a face-to-face meeting to announce the need for the 

quality management system. If it is not possible to gather all employees, meet employees in 

groups of 20–30; if this is not possible, use the cascade approach. 
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• Gather all employees to attend a face-to-face meeting to communicate the vision, mission, 

values, expectations and the quality goals of the organization. This, of course, can be done 

in the same meeting to announce the need for the quality system. If it is not possible to meet 

with all employees, meet with employees in groups of 20–30; if this is not possible, use the 

cascade approach. 

• Provide TQM awareness workshops on the concepts and philosophies of TQM. 

 

(2) Provide training for employees in interactive skills. Manage the training program to provide 

systematic training for employees to improve their communication skills, effective meeting 

skills and empowerment and leading skills. 

 

(3) Keep employees informed and get their feedback. Establish top-down and bottom-up 

communication modes to keep employees informed (about the progress being made and 

successes of quality initiatives achieved by individuals and teams), and to get feedback (using 

employee survey, face-to-face meetings, workshops or suggestion schemes). This requires the 

use of a variety of communication modes emphasizing face-to-face communication. 

• Briefings made by the general manager and senior managers. 

• Face-to-face meetings. 

• Question–answer sessions. 

• Posters. 

• In-house news bulletin. 

• Training and workshops. 

• Memos. 

• Employee surveys. 

• Suggestion schemes. 

This might require establishing a committee to review the communication modes and strategies 

and accordingly make recommendations for improvements. 

 

(4) Ensure middle management buy-in. Ensure that supervisors, unit heads and divisional 

managers assume active roles as facilitators of continuous improvement, coaches of new 

methods, mentors and leaders of empowered employees. Middle managers may see TQM as 

another burden without any benefits, and may perceive a vested interest in the status quo. This 

requires: 

• Increasing direct interaction between senior managers and middle managers to provide 

guidance and support, particularly in the early years of implementation, 

• Organizing benchmarking visits to other organizations to feel the benefits that TQM can 

bring to the organization, 

• Providing comprehensive training in the philosophy and concepts of teamwork and the 

techniques and applications of statistical process control in order to assume new roles as 

facilitators of continuous improvement, coaches of new methods and mentors and leaders of 

empowered employees, 

• Participating, whenever possible, in the quality council as members, 

• Reinforcing the behaviors of middle managers needed for their new roles by rewards and 

recognition. 

 

(5) Provide training for employees in problem identification and solving skills, quality 

improvement skills and other technical skills. Provide training in problem identification and 

solving skills, teamwork and decision making to foster continuous improvement. This requires 

the establishment of a systematic approach to quality training which ensures that training for 

quality should have an appreciation of the personal responsibility for meeting customer 

requirements by everyone from the most senior manager to the most junior employee. This 
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requires reviewing the effectiveness of quality training programs on a continuous basis and to 

establish and maintain procedures for the identification of the training needs and the provision 

of the actual training itself. 

 

3.3 Construct 3. Manage by a customer-driven system and processes 

 

Managing by a quality management system will enable the objectives set out in the quality 

policy to be achieved. In this regard, the ISO 9000:2000 series set out methods by which a 

system can be implemented to ensure that the specified customer requirements are met. The 

quality management system should apply to, and interact with, processes in the organization. 

Therefore, managing by customer-driven systems and processes requires deploying the human 

and other resources along the processes to add values for customer satisfaction. 

This approach of managing by customer-driven systems and processes is associated with 

the concept of the internal customer–supplier relationship. Throughout all organizations there 

are a series of internal suppliers and customers. These form the quality chain, which is 

considered as the core of company-wide improvement [4]. The internal customer–supplier 

relationships must be managed to add value to customer satisfaction, which makes measurement 

of capability vital. Many TQM writers have pointed out the importance of focusing on system 

processes and internal customer–supplier relationships and their management. They emphasized 

that TQM is centred on the effective management of processes and continuous customer 

satisfaction [5]. An early stage in the implementation process is to seek certification of a formal 

documented quality system to determine the assembly of components, such as the 

organizational structure, responsibilities, processes and resources for implementing total quality 

management. This also requires a comprehensive identification of customers and customer 

needs and the alignment of processes to satisfy the needs. The effort involves promoting 

internal customer–supplier relationships in the quality chain, recognizing that each person and 

each activity affects, and in turn is affected by, others to deliver values for the customer. In this 

regard, it is very important to understand the core processes and gain process sponsorship to 

ensure that appropriate resources are made available to map, investigate and improve the 

process. Moreover, it is important to break down the core processes into sub processes, 

activities and tasks. This requires understanding customer needs at each level. Quality has to be 

managed—it will not just happen [6]. This means that it must involve everyone in the process 

and be applied throughout the organization. Many people in the support functions of 

organizations never see, experience or touch the products or services that their organizations 

buy or provide, but they do handle or produce things such as purchase orders or invoices. If 

every fourth invoice carries at least one error, what image of quality is transmitted? This makes 

the application of total quality approach to the management of support services and business 

processes important. The setting up of performance measurement procedures to track the 

performance of the processes and for their continuous improvement is a vital component of this 

construct. Clearly, suppliers need to be evaluated and selected on their ability to supply the 

product or service in accordance with the organization’s requirement. 

 

3.3.1 Implementation guidelines 

 

Pre-launch stage 

Seek certification of a formal documented quality management system to ensure that specified 

customer requirements are met. Ensure that the quality management system applies to, and 

interacts with, all processes in the organization. Ensure that the quality management is 

determined by the nature of the process carried out to add value to the customer satisfaction. 

 

Implementation stage 

(1) Identify customer and customer needs. Identify customers in terms of internal and external 
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customers. This requires that everyone understands the concept of the internal customer. Ensure 

that the requirements of the external customer are identified. This requires using various sources 

of information. 

• Sales people and marketing personnel provide inputs. 

• Customer surveys. 

• Customer complaints. 

• Focus groups. 

 

Ensure that everyone in the organization knows his or her internal customer. This requires each 

person to interrogate every interface as follows: 

• Who are my immediate customers? 

• What are their true requirements? 

•  Do I have the necessary capability to meet the requirements? (If not, then what must change 

to improve the capability?) 

• Who are my immediate suppliers? 

• What are my true requirements? 

• Do my suppliers have the capability to meet my requirements? 

 

(2) Ensure that everyone understands the concept of quality chain of internal customer–supplier 

relationship. Introduce the concept of internal customer–supplier at the early stages of 

implementation so that the entire organization understands that each individual and each process 

has internal customers and suppliers. Ensure that this concept is used to add value to customer 

satisfaction. 

 

(3) Apply the total quality approach to the management of support services and business 

processes. Ensure that everyone understands that quality management requires the involvement 

of everyone in the process and is applied throughout the organization. Emphasize that failure to 

meet customer requirements in one part of the system creates multiple problems elsewhere. 

 

(4) Identify the core processes and the subprocesses. Understand the core processes and break 

down the core processes into subprocesses. This requires top management to: 

• Define the most critical processes that impact the ability of the organization to meet 

customer requirements. This requires providing training in process mapping for senior 

managers and middle managers, involvement of employees performing the process; process 

documentation including internal customers and suppliers and their requirements. 

• Assign a sponsor for each core process, preferably a member of the management team. The 

task of the process sponsor is to: 

(1) Ensure that appropriate resources are made available to map, investigate and improve the 

process. 

(2) Assist in selecting the process improvement team leader and members. 

(3) Create an appropriate work environment for the teams’ progress. 

(4) Report progress to top management. 

• Break down the core processes into subprocesses, activities and tasks. Develop the skills of 

people so that they can understand how the new process structure will be analysed and made 

to work. 

• Establish performance measurement of the processes and subprocesses. 

• Establish performance measurement to monitor the performance of processes and to identify 

opportunities for continuous improvement. Ensure that measuring performance is 

meaningful in terms of inputs and outputs of the processes, and in terms of the customers 

and suppliers to the process. This should reflect the needs and wants of customers and the 

process capability. 
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(5) Rely on reasonable suppliers. Evaluate and select suppliers on their ability to supply the 

product or service in accordance with the organization’s requirements. Consider supplier audit 

records and evidence of previously demonstrated ability. Determine the type and extent of 

supervision applicable to the purchased materials/services. 

 

 

4. CONCLUSIONS 
 

A framework for TQM implementation in the Ugandan context has been derived based on 

the discussion of the findings of the investigations of the practices of Ugandan Construction 

organizations and knowledge of the literature. The framework illustrates the relative criticality of 

the critical quality factors and their interrelationships, and the framework is constructed using 

inputs from the TQM Construction organizations, in order to offer Ugandan management relevant 

guidelines for decision making for TQM implementation. In regard to the research questions, the 

pre-existing conditions regarding TQM in the construction industry in Uganda have been 

conveyed earlier. Total Quality Management would go a very long way in straightening the 

processes required to boost the Ugandan construction industry, therefore I would say that it is the 

“midas touch” that managers crave in their search for success. The literature is clear that models 

and frameworks cannot take responsibility from management as to how to implement TQM. 

Therefore, the framework represents a guide for organizations starting their TQM journey. Most 

of the critical quality factors identified and used in the construction of this framework are used in 

other current frameworks of implementation provided by researchers, experts and consultants, 

and national quality awards such as MBNQA and EQA. It is, however, quite possible that a 

single model of TQM is not possible. The changes that occur in organizations’ TQM programs 

over time and in different circumstances (company culture, size, etc) may prevent a single model 

from adequately explaining the phenomena that arise. It is, therefore, recommended that 

organizations complement the implementation guidelines by continually seeking out and studying 

the best implementation practices to understand how others are achieving success in 

implementing and sustaining TQM. This is evident in the continuous evolution of implementation 

approaches such as MBNQA and EFQM. The framework is applicable to organizations in 

various sectors, emphasizing top-down deployment and bottom-up participation as an 

implementation approach to achieve continuous customer satisfaction. 

A framework of TQM implementation has been derived from the findings of the fieldwork 

and the knowledge of the literature. Such a framework contributes a lot to the Ugandan context, 

particularly with the absence of any implementation framework and any national quality award 

model. Moreover, this study adds to the available literature an empirical research that considers 

the TQM system as a whole. Finally, it is evident that TQM organizations aim to excel in certain 

areas, regardless of their place of incorporation 
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