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ABSTRACT

The aim of this research was to establish the &xiEadoption of two quality management systemsedlected
hospitality and catering establishments in Nairibhya. Survey design was used and the target pigulaas
managers in the establishments. A sample size 0fwl& used. Purposive sampling was used to seiect t
managers because adoption of the systems was absuime a managerial responsibility. Interview stties and
guestionnaires were used to collect primary datéchviwas analyzed using descriptive statistics. Fitbim
findings majority of the respondents had knowledf@jeut the existence of quality management systarmfdd
not adopted the systems because of high costsvedah its implementation and lack of informatidtazard
Analysis and Critical Control Point system (HACCWRas preferred than Assured Safe Catering (ASC). The
establishments using Quality management systenmdidgfiged the benefits of the systems that inclusiectess in
production of quality products and increased pabfiity. However the systems had limitations such a
demanding routine of maintenance of standards amwohiing intense documentation. Evidently, quality
management systems are relevant to the hospitatitystry and need to be adopted by operators infdbd

handling sector

Keywords: Adoption, Assured Safe Catering, Catering, HazAmdlysis and Critical Control Point system,
Kenya

1. Background Information
There has been a conscientious effort since thd Bafety Act 1990 to try to reduce the levels adgoisoning

occurring in the hospitality sector, the introdaatiof HACCP (Hazard Analysis and Critical Contraifs)
hygiene management system into the hospitalityniseeample of this effort (James, 1998). The hokpita

industry is responsible for 44 percent of reportedbreaks (Anon, 1997a). There are two main sydiema
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approaches to food safety that have increasingby luesed in industries like pharmaceutical industra@smetic
and in hotels (Foskett, et al 2003). Hazard Analysid Critical Control Point (HACCP) is an inteinatlly
recognized system of managing food safety (Cod8®3Pand its use is advocated in the hospitalitustry.
HACCP identifies potential hazards and faulty pis at an early stage rather than reacting taidefiies in
end-product testing. It focuses on raw material anocess control rather than structure and laydufood
premises (Ehiret al, 1995). The objective of HACCP is to prevent sfiedihazards from occurring in specified
menu items. A HACCP team consists of appointed eyagas familiar with food production and the requieaits
of food safety. A target menu item (or group of ilamitems) is selected by HACCP team and hazards ay
occur in the menu item are determined. In foodiserthe means of control usually include managhmey ttme
and temperature history of food materials durirfggeration, cooking and holding. A HACCP systenbislt by
a facility-specific HACCP team and is based on sepenciples. The resulting plan is a protocol the

production and service of a safe menu item.

Assured Safe Catering (ASC) is another system dpeel for and with caterers to control food safetbpems. It
is based upon some of the principles of HACCP ardlves looking at the catering operation step tep srom
the selection of ingredients right through to tbevice of the food to the customer. With carefudlgsis of each
step of the catering operation anything that mégcathe safety of the food is identified thus tagerer can then
determine when and how to control the hazard. A®@phasizes the importance of safety precautions in
preparation, handling and temperature control otifdt is vital that catering staff are properlgitred if an ASC
system is to work effectively and that record sheeé kept of controls which are in place. AssiBefte Catering
is suitable for small, medium or large cateringragiens and can be applied to traditional, re-loedy, fast food
or new technology catering. Department of Healt99@). The application of quality management pples not
only provides direct benefits but also makes anoirtgmt contribution to managing costs and riskseBie costs
and risk management considerations are importarth®organization, its customers and other inteteparties
(Foskett et al 2003).

1.1 Problem Statement

Quality Management Systems mainly focus on a coatlin of processes used by an organization in food
processing and production to ensure that the degfregcellence specified is achieved. Many reseaschave
also established that there have been no systearadieffective implementation of management systémthe
hospitality industry anywhere in the world (Tayl@008a) and it is widely recognized that theretmaeiers to the
implementation of HACCP and ASC (Taylor and Fo@08). However, little information is readily aladile to
hospitality operators in Kenya making them unawafr¢he requirements and benefits of Quality Managam
Systems. This study therefore aimed at finding th& extent of adoption and awareness of two quality

management systems in the hospitality and catémthgstry in Kenya.

1.2 Research Questions

i. What is the extent of adoption of HACCP and ASGlify management systems in the hospitality
industry in Kenya?

ii. Which quality management system is preferred énhiispitality industry in Kenya?
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iii. What are the levels of knowledge and informatieailable on quality management systems to the
hospitality industry operators in Kenya?

iv. What are the impacts of quality management systemthe operations of the hospitality industry in
Kenya?

v.  What barriers hinder the adoption of quality mamaget systems in the hospitality industry in Kenya?

2. LITERATURE REVIEW

2.1 Importance of quality management Systems

It has been advocated that food production andgpatipn should be managed using a risk-based agipraad a
range of reviews have attempted to quantify thatinet importance of different factors in terms bieit

association with foodborne disease outbreaks (Caeamd Griffith, 1998). Worldwide epidemiologicalsearch
identified major risk factors contributing to fodbrne disease outbreaks (WHO, 2000). TypicallyeHastors
include inadequate heat treatment, inappropriategeé of foods, infected food handlers and crosgacoination
(WHO, 2000), Data on these contributory factorsairgreat importance for assessing risks as thiey afstarting

point for training interventions used for the id&aoation of critical control points within HACCPMcNab, 1998).

2.2. Quality Management Systems

Quality management systems (QMS) means the conanatf processes used to ensure that the degree of
excellence specified is achieved. A Quality Managen8ystem can be expressed as the organizatimoneiuse,
procedures, processes, and resources needed tmeml quality management (ISO 9001:2000). The amtopf
quality management systems should be a strategiside of an organization. The design and impleigon of

an organization’s QMS is influenced by varying reqehrticular objectives, the products provided, ghocesses

employed and the size and structure of the orgtoiza

2.3. Hazard Analysis and Critical
Control Points (HACCP)
HACCP is a process which critically examines eaelges of the process that may appear vulnerablerinst of
producing a hazard into food, then particular ditenis given at that point. The HACCP system wasoduced
as a method of improving food safety managemetitérhospitality industry. HACCP is a risk-basedteyn that
is the international standard for food manufacwirbbusinesses, but it is complex, paper-based agdires
technical expertise and a large amount of resouc@aplement. As a result, it has not met withraag level of
success in the hospitality industry and the majaftchefs believe that it is too complicated, anerand nothing

more than bureaucratic sledge hammer (Forte, 2002).

HACCP process critically examines the food prouurctlow until the food is consumed. Once potentiazards
in the food’s journey are identified, attentiongisen to eliminate or minimize the hazard (Foskettal 2003).
HACCP must not be seen as a sophisticated and aatgul program intended only for large operatorssdme
extent, every food has its critical point which reakfood production so vulnerable. Those involvedood
production must be aware of these stages wheredsapacur and make every effort to eradicate orirmae

them by paying extra attention to hygiene at theciat stages in the production cycle. A progranpefiodic
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monitoring can ensure that these parts of the froduction chain are properly monitored and kefd $§&odex,
2003).

2.3.1. Using HACCP

HACP forms a common approach in the identificatminhazards, critical control points and limits henc
successful application requires full commitment ameblvement of the management and workforce. dunees
multidisciplinary approach with experts in diffeteifelds and application should be reviewed andessary
changes made when any modification is made in tioelyzt, process or any step. (Foskett et al 20T8).
introduce HACCP there is need to identify a flalagram showing the path of the food throughout its
manufacture, product details so that any speciataatteristics that could cause a problem are remedwhere in
each stage there is a likelihood of a hazard otmyrthe risk should then be assessed as highumeali low and

before monitoring and control processes can beamphted (Foskett, et al 2003).

The adoption and implementation of HACCP involveRrihciples as shown in table 1

Table 1: The seven principles of HACCP

Prelmmary procedures Azsemble HACCP team

Deescribe product

Identify mtended use

Construct flow dizagram

Dn-stte confumztion of dow dizgram
Prmeiple 1 Listall potential hazards
Conductahazard analysis

Consider control measures

Prmetple 2 Determme critical control pemts (CCPs)
Prmeiple 3 Estzblish eritical lmits foreach CCP
Prmciplad Establish 2 momitermg system for 2ach CCP
Prmetple 3 Establish correctrve achions

Prmeiple 6 Establish vertfication procedures

Prmciple 7 Estzblish documentztion and record keepmg

Source: Codex, 2003

2.4 Assured Safe Catering (ASC)

This is a system developed for and with caterersotatrol food safety problems. It is based upon eahthe
principles of Hazard Analysis and Critical ContRiints (HACCP). It involves looking at the cateriogeration
step by step from the selection of ingredientstrigtough to the service of the food to the custométh careful
analysis of each step of the catering operatiomhamy that may affect the safety of food is idaetif The caterer
then determines when and how to control the hazZs®€ helps prevent safety problems by careful plagnim
easy steps, it emphasizes the importance of spfetautions in the preparation, handling and teatpeg control
of food, it is vital that catering staff are projyetrained if an ASC system is to work effectivelpd that record
sheets are kept of controls which are in place K€t al 2003). The manager or owner of a cagevinfood
service business has to be able to satisfy eachroes's demands and expectations that food: Arraseerdered,
is at the right temperature, looks appetizing astiets good, gives value for money, but above bihdst be safe.
Food poisoning may occur even when food has begpaped in clean kitchens if the food is not stoprdpared,

cooked and served properly.
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2.4.1 Legislation and Assured Safe Catering (ASC)

Food safety legislation requires that adequate fogiene standards are maintained in catering mesrand that
food intended for consumption is fit. If food istrfd to eat or there are poor hygiene standamlgall action can
be taken resulting in financial loss to the bussnesosure or even imprisonment. If implementedaxtty, the
ASC system provides caterers with a sound basietoonstrate that all reasonable steps have been tak
prevent hazardous food reaching the consumer. J$tera outlined enables the caterer to concentesteurces
on the most effective ways to prevent unsafe famathing the consumer by identifying critical cohoints
Department of Health, (1993)

2.4.2 Establishing an Assured Safe Catering System

Most catering operations follow a similar patterf selection of foods and ingredients, delivery, rate,

preparation, cooking and service. There may berateps of chilled or hot holding, reheating, imediate
transport etc but essentially, most catering operatare very similar. Where possible and whetris tielpful,

records should be kept as these help managers thatdiood safety measures are adequate and wotRewprds
also provide useful information if there is a quémym an health officer or customer. The type ofiipment

available to monitor some critical control point@ynautomatically give records, for example thernnapgic

charts on refrigerators. Where manual checks &eamntat a critical control point and the managelidiesthat it is
necessary to keep records, consideration needs goven to the type of recording sheets neededsé’bbould be
kept as simple as possible, and training must kengto staff to ensure that records are completetectly.

Department of Health, (1993).

3.METHODOLOGY

The study was carried out in Nairobi Kenya, Thesagsh design was a survey design, The target pigrula
comprised of managers from selected star ratedshdtespitals and other catering establishments.idtels and
other establishments were selected through sadtifitndom sampling. This was followed by purposiampling
for the managers which enabled the selection @loredents who were in a position to give the requissponses.
Primary data was collected through the use of ipmstires consisting of both open-ended and clesetkd
guestions while secondary data was sourced froevaat published and unpublished literature. Intarg were
conducted in most cases to gather additional inddion. Data was analysed using the statistical qgekfor

social-scientists (SPSS) and Microsoft excel.

4. RESULTS

4.1 General Information

Majority (77%) of the respondents were managerbatels while 23% were from hospitals and other raage
establishments. The ratings of the hotels werelmifs (37%) of them were 5 star, (13%) were 4 atatt (27%)
were 3 star. The establishments not rated (23%)ided hospitals and other catering operations sschirline
catering services. The need to sample non hotedsoaeasioned by the need for a comparison on ¢imelgrwith
other catering operations. All respondents wemaatagement positions in the establishments , (488t¢ from

non-hotel organizations and they all had the tif@uality Controller”, (40%) were Executive Chefs or their
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assistants mainly in hotels whereas (47%) of tepordents were managers. Staffs in senior managdeveh
were targeted because the implementation of QM&amly a management function and a strategic dmgisi
although it is a multidisciplinary concept that luimes personnel from all fields and departmentsatry
establishment. As depicted in table 1, majority%9 ©f respondents interviewed had knowledge of tloghtwo
quality management systems (HACCP and ASC), 33% lkamw about HACCP, 3% only knew ASC and 7% did
not have knowledge of either systems. This cleanldicates that hospitality operators know that gyal

management systems exist.

HACCP system was the most popular among the regmi&advho knew about the systems. The small pergenta
that was not aware of the system was insignificetajority (60%) of the respondents did not use QiSpite
the fact that they have knowledge, reasons citeldded: costs involved and the size of their esghbients. 40%

of the organizations used quality management systehhis indicates that the systems were not readily
implemented and used in the hospitality industtigalgh there was adequate awareness of their Béstélost
organizations that used the systems cited theiar@dges ranging from legal protection, productibrywality
products, customer satisfaction and internatioaabgnition.For those that had the system, all (100%) of them
used HACCP system hence, it was evident that HA@&@#&the most popular quality management systenmgmo
hospitality operators. This could be attributedhe fact that most of the organizations got to krabaut it from

the same standardization bodies. HACCP system i mpopular among other industries like Fisheries| #he
Codex Committee of Food Hygiene had been activedynpting the use of HACCP for food safety in cormjtion
with the revision of Codex codes of hygienic preeti HACCP was also discovered to be important in

international trade hence crucial in attractionteoeers travelling from international markets. (Cod2003)

Table 2: General information

Variable Category Per centage (%)
Rating of establishments 3 star 27%
4 star 13%
5 star 37%
Not rated 23%
Position held by respondent Quality controller 13%
Executive Chef 40%
Hotel Managers 47%
Awareness on quality management systems HACCP 33%
ASC 3%
HACCP & ASC 57%
Not aware 7%
Organizations using either of the systems — HACCRIC HACCP &ASC 57%
None 43%
Levels of knowledge and information available tspitality Management 50%
Operators Standardization bodies 50%
Other forms of information they had on the systéney had Consultants 40%
in place Auditor and 40%
Standardization bodies
Internet 20%
Whether they intended to adopt the system in future Yes 50%
No 50%

Source: Data Analysis
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4.2 Levels of knowledge and information available tsgitality operator

Half (50%) of the respondentsbtained the informatioon the QMS they use fro standardizatn bodies like
Danish Standards an80O Certification organizatio. The other half (50%) gdheir information from top leve
managers before the system vimplementec this was attributed to the fact thedoption and implementation

QMS is astrategic management decisir
4.3 Other forms of information they had on the systtirag had in plac

On investigation ofhe knowledge and information available to hosjitalperatorsfrom the establishments that
used QMS, 40% of thenuse auitors like Kenya bureau of standards (KEB&h)d ISO Certificatiol
documentation for information on the systems thag, 209 relied on the internet for additional informatiand
40% depended on consultants like SGS for theirinédion. Additional inforration was realized to be of utmc
importance to the success of the systems to eriseyewere operating efficiently, aided in monitariprocess
establishing corrective actions and verificationtled procedure 60% of the respondents that did not the
systems were asked to explain how they manage sorerguality production. 28% of them concentrated
monitoring of the foods and beverages at everytpafirproduction to ensure hygiene standards aretaiaed
and products of the highest qualitroduced, 17% rely on their competent staff for thepiality products an
argued that for any organization to succeed the Iséal to be adequately trained and experiencedfde#sed or
medical examinations of footb ensure quality probably becauses a government requirement, to av
contamination of food by infected food handlers agb to guard against legal liability in case @bdd relatec
complaints. 11% focused on maintaining high stadslaf hygiene, since hygiene was a major compoofefood
processing, production, service and storage whibé Lised supervision and briefings as their mearensiiring
quality products. 22% said quality was as a restheir organization’s operating procedures thategned the
operations and handlingf all food products and equipment based on priesiet by the organization. It
important to note that regardless of the measuresplace by the establishments almost all wéreedirectly
or indirectly requirements of or part of existingdQ and hence more information should be made availat

them in order to adopt the systems.
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Figurel. How organizations that do not use QMS ensurdymtion of quality produc (Source: Data analysis)
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4.4 Efficiency of the system

From figure 2, 44% of #arespondentwere content with the systems they had becaus@mplaints had arise
meaning their customers were satisfied with thdityuaf their products presenting no need to adopt other, 229
was because the system ensyseztuction of qualityproduct based on the standardstsethe organizations c
the level of quality. Howeverfrom these findinc the standards could have met set procedures buhet
customer expectations. 28% were those represerysems that ensured organisational dards were
maintained. Again, organizational standards cowtinecessarily mean customer needs, wants and teiipes
and hence created a gap between provision and texipec A smallpercentage (69d)ad the systems becaus:
was a regulatory requirement. ias then concluded that most of the organiza sought to ensure quali
production for a variety of reasons ranging fronstomer nees to organizational needs but to a minimal ex

because of local authority or government rations.

4.5 Organizations without QMS

Among the emblishments without QIN, 50% intended to adopt the systems in tiea future because these
systems had many advantagehijlevthe othe((50%)had no intention of adopting the systebecause of various
reasons ranginfyjom the small size of the operaticto the costs involved in the adoptiohthe systen. HACCP
system was identified as the most popular amongitadisy operators because most of the informatwailable
to the operators on quality management waHACCP and most of the other operators in the ingussed it.
Those that had not yet decided thequality management systertts adopt cited reasons such as manage

laxity and lack of adequate information on the sys.

4.6 Factors that hindered tragloption of Quality Management Syste

From the findings, 22%f the organizations d not intend to adopt QMS because of the small sizbeir units,
and did not require QMS, 22%sere hindered bthe costs involved,34% due tiack of informatiol while 22%
had no intentions of adopting QMS because the systbey had were satisfory. These finding indicated tt

there was reluctance in adopting QMS due to vanieasons. The results of the findings are as slwwigure 3
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4.7 Challenges faced by organizations in the adoptif the QMS systems

It was evident from this research that the adoptib@uality management systems was not a smoottepsofor
organizations. 20% of the respondents cited cdstangial) in adoption of the systems as a majallehge.
Training of staff, purchase of new equipment arfdriéshment of the establishment and in some cssting up
a laboratory for inspections were some of the factbat created financial strains in adoption of \0% felt
that management commitment was a challenge. In sogamizations especially where the adoption ofstfsem
was not a management initiative, getting them kocate funds for the process and training timestaff was a
major challenge as they viewed the process as aecassary expense. 30% faced staff resistancadaimple
reason that the concept was new in the hospitaddystry and involved intense training hence, statff some
units were reluctant to adopt the system. The aggbrdoy staff was discovered to be very cruciahim @adoption
of the systems. 30% cited inadequacies in termignofvledge and information as their challenge whinkans
there was not enough information available after gistem was adopted and this required intensarasand

training after implementation.
4.8 Rate of success of QMS in quality managemehpeofitability

Majority (70%) of the respondents revealed that QMSe very successful in terms of improving andntaning
the quality of products which shows that the gyalittheir foods and beverages were influencedtivesy by the
system while 30% rated the system as successfylality management. Majority (60%) of the respondeiso
felt that QMS were very successful in increasingfifability of the organizations while 40% rated @Vas
successful in increasing profitability. This me#mat profits increased considerably with the immatation of

the system. Results are as shown on table 3.

Table 3: Rate of success of QMS in quality management aofitaiility

Variable Category Per centage (%)

Quality improved asaresult of QM S Successful 30%
Very successful 70%

Increasein profitability from use of QM S Successful 40%
Very successful 60%

Source: Data analysis
4.9 Challenges faced by organizations in the impletation of the QMS systems

Maintaining of standards required once the systemdopted was rated by 40% of the managers asigges
challenge faced by organisations in the implememadf QMS. QMS require constant monitoring, vexdfiion
and documentation to be maintained so that theeisys kept at the required level of operation. 2figéd
the audit process required to be carried out fersystems as a challenge. A constant audit ofytsters is done
by internal and external auditors and failure taalby the requirements at the audit lead to lpgasecution or
revocation of the permit of operation. 30% indichtkat the dynamics involved in the implementatamsed a
challenge since the adoption and implementatioHAECP involved a detailed 7 Principles each of vahmgust
be followed in detailed. This posed one of the g®achallenges in the implementation process. b0%he

respondents revealed that difficulties associatigl the documentation requirements of HACCP, whesreh and
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every step in HACCP requireid be documented and records kept for audit andention purpose was an
intense process especially if donenmally. Results are shown in figure 40% of the respondents attributed
good quality of their products to the QMS they ys2@% associated the prevention of hazards and
protection to the system. #mall percentage (10% attached the satisfami of their customers to the syst
while 20% associated it with international recoigmitof the organizatiorAnother10% attributed other benefi

such aemployee satisfaction and competitive advantadbdsystems they ust The results are shown figure
5
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Figure4: Challenges faced by organizations in Figureb: Analysis of the ovell benefits of QMS
to the implementation of the QMS systems organizations that used the systt
Source; Data Analysis Source; Data Analysis

Majority (97%) of the respondents agreed that QMS were bene¢ while only 3% didnot share this opinion
mainly because theyere not aware of arof the systems.

5. CONCLUSION

From thesdindings it was evident that not mahospitality establishmentsad adopted thQMS despite being
aware of their existencehe processes invold in implementation, benefits and disadvantage®spelt out. |
was discovered that the HACCP system was the namflar among hospitality operatoland that majority of
the respondents rated the systembeaweficial. However, it is important to n that like any other system, QN
had flaws and in order to succeed hospitality apesamust work around them to fully reap their HieeThe
study recommendadoption of Quality Management Syste and training on the syster to be introduced by
hospitality training institutiondn addition, tandardization bodies and consultants shautte awareness on 1
systems through organisedining and workshop:Finally, regulatory bodies like &ya Bureau cStandards and

tourism organizations should gatolved in training on the QM
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