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Abstract. This study addresses the need to understand the drivers behind the
adoption of Cost of Quality (CoQ) management in Morocco's agrifood sector,
emphasizing its relevance to competitiveness and sustainability. Employing
qualitative analysis through semi-structured interviews and content analysis
using NVivo 14 software, we identified key drivers, including cost efficiency,
improved quality and customer satisfaction, regulatory compliance, competitive
advantage, sustainability awareness, financial justification, and performance
monitoring. The findings contribute to the theoretical understanding of CoQ
adoption in emerging markets and provide practical recommendations, such as
establishing cost-tracking systems, integrating CoQ with regulatory and
sustainability frameworks, leveraging digital tools, and promoting continuous
training. The study also recommends stronger engagement from educational
institutions to integrate CoQ principles into professional development and
curricula.

Keywords: Quality Management; Prevention Costs ; Internal Failure Costs ;
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1 Introduction

In an era of intensified globalization and economic liberalization, businesses face grow-
ing competitive pressures nationally and internationally, requiring them to continuously
enhance their performance and maintain a sustainable competitive advantage [33]. As
markets become increasingly dynamic, companies must strike a balance between cost
efficiency and quality improvement to remain competitive. This challenge is particu-
larly pronounced in industries such as agrifood, where product quality and compliance
with standards are crucial for maintaining consumer trust and market access [4, 67].
Quality management in this sector is shaped by strict public and private standards that
define compliance requirements for food production and distribution [68]. While public
standards are legally mandated, private certifications, such as the British Retail Con-
sortium (BRC) and the International Food Standard (IFS), act as voluntary yet vital
benchmarks for suppliers seeking access to major retail networks. Despite their volun-
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tary nature, these standards have become de facto requirements for market entry be-
cause of their widespread international use and recognition [2]. While certification may
incur costs, it enhances market access, reduces trade barriers, and fosters stronger rela-
tionships between suppliers and retailers [62].

Historically, achieving higher quality was associated with increased costs. Today,
however, modern business strategies prioritize cost optimization without compromising
quality, positioning Cost of Quality (CoQ) management as a strategic imperative [82,
89]. With the rise of Total Quality Management (TQM), CoQ practices have evolved
into essential tools for enhancing performance and minimizing financial waste [14, 23].
Concurrently, the growing emphasis on quality and the development of advanced qual-
ity management tools have amplified the relevance of monitoring quality-related costs.
However, traditional cost accounting systems often fail to support timely and adequate
decision-making in complex and dynamic business environments. As such, the adop-
tion of robust CoQ systems capable of delivering accurate and actionable data has be-
come increasingly necessary [14]. These systems enable firms to assess the financial
impact of quality initiatives, thereby improving resource allocation and strengthening
competitive advantage [66]. Empirical studies across various industries highlight the
importance of CoQ management in promoting long-term profitability and sustainability
[77, 84].

Despite the increasing significance of CoQ, research in this field still has substantial
gaps. In Morocco, research on CoQ management lags behind international advance-
ments [38, 39], particularly in the agricultural and food sectors. Although the general
literature on quality cost management is well-established, studies on the agri-food sec-
tor remain limited [23, 67]. Due to the lack of existing studies, [23] highlighted the
necessity for further research. [41] Suggested that future research should identify the
drivers and barriers to CoQ adoption, indicating a critical gap in the literature.

In response to these gaps and calls for further research, this study explores the drivers
of CoQ management adoption in the Moroccan agrifood sector. As a relatively under-
explored area, it presents a valuable opportunity for further investigation. With the
growing reliance on private standards and the financial challenges associated with qual-
ity management, identifying the key drivers behind CoQ adoption is essential for im-
proving industry practices and competitiveness. Therefore, this study is one of the first
to investigate the drivers of CoQ management adoption in the Moroccan agrifood sec-
tor, thereby distinguishing it from previous research and contributing to the literature
on quality management. Specifically, the study aims to answer the following research
questions:

e RQI. How do Moroccan agrifood companies implement and adopt CoQ manage-
ment?

e RQ2. What are the primary drivers behind the adoption of CoQ management in Mo-
roccan agrifood companies?

This article is structured as follows: Section 2 presents the theoretical framework
guiding the study. Section 3 outlines the methodological approach. Section 4 discusses
the main findings, and Section 5 concludes by highlighting the study’s implications,
limitations, and recommendations for future research.



Drivers of Cost of Quality Management in the Moroccan Agrifood ... 227
2 Literature review

2.1  Cost of quality and its models

Cost of quality (CoQ) management, as outlined by [28], involves systematically iden-
tifying, classifying, and analyzing expenditures related to both achieving and failing to
meet quality objectives. It includes conformance costs—those allocated to prevention
and appraisal activities—as well as non-conformance costs, which result from failures
such as rework, customer complaints, and lost revenue. CoQ models serve as tools to
help define cost categories and systematically identify and allocate cost elements ac-
cordingly [14]. [74] highlighted that the PAF model is not the only framework used to
analyze CoQ. Indeed, various models have been proposed for quantifying CoQ, each
distinguished by specific cost categories or activities in the literature, and have been
designed, debated, and employed, as shown in Table 1. Initially proposed by [74], this
table has been expanded and updated by [42].

Table 1. Generic cost models and cost categories

CoQ Model Cost/Activity Categories

P-A-F Models Prevention, Appraisal, Failure

Crosby model Conformity + non-conformity

Opportunity or intangible cost Prevention+ Appraisal +Failure + opportunity con-
models formance+ non-conformance + opportunity

tangibles+ intangible P-A-F (Failure costs include op-
portunity costs)

Process cost models Conformity + non-conformity
ABC models Value-added + non-value-added
Loss of sales revenue due to poor quality + process in-

Taguchi loss function model efficiencies + losses when a quality characteristic devi-
ates from a target

Source: Adopted from [42].

o PAF Model (Prevention, Appraisal, Failure): The traditional PAF model, proposed
by Juran (1962), categorizes quality costs into prevention, appraisal, and failure costs
[34]. However, this model has been criticized for lacking a universal quality meas-
urement standard, making its application challenging across various contexts. While
Juran played a key role in shaping this model, Feigenbaum (1956) was the first to
introduce the classification of quality costs into three categories: prevention, ap-
praisal, and failure, laying the foundation for the PAF framework [34]. These two
figures are widely regarded as the pioneers of the traditional CoQ approach. [11]
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highlight the absence of clear criteria for assessing quality, while [45] and [75] ques-
tion the model’s validity, arguing that it favors inspection over prevention, which is
crucial in a competitive environment.

e Crosby’s Model: [22] later introduced a quality cost calculation method similar to
the PAF approach but with a distinct emphasis on defining quality as "conformance
to requirements." His model classifies quality costs into conformance and non-con-
formance costs. Conformance costs encompass the resources allocated to achieving
defect-free outcomes from the outset. In contrast, non-conformance costs arise from
failures to meet customer expectations, resulting in rework, corrections, or scrap.
The CoQ in Crosby’s model encompasses both the cost of conformance (prevention
and control measures that ensure first-time-right production) and the cost of non-
conformance (losses resulting from deviations from expected standards) [87].

e Opportunity cost model: Opportunity cost is now recognized as a key concept in
management sciences, representing the potential benefits forgone when choosing
one investment over another. [72] identified three main components of opportunity
costs: inefficient use of installed capacity, inadequate materials, and insufficient ser-
vice quality. They express total CoQ regarding lost revenue and unrealized profits
[38].

e Process cost model: The process cost model, initially developed by [71] and later
applied to quality cost calculation, focuses on processes rather than individual prod-
ucts or services. This model systematically identifies and analyzes costs associated
with processes, offering a structured approach to quality cost management [51]. It
differentiates between conformance costs—expenses incurred to ensure compliance
with standards from the outset—and non-conformance costs resulting from failure
to meet these standards. By measuring these costs at each stage, the process cost
model helps organizations determine whether high non-conformance costs warrant
increased prevention efforts or if high conformance costs suggest the need for pro-
cess redesign [65, 74].

o ABC model: The Activity-Based Costing (ABC) model, developed by [21], differs
from traditional CoQ models by precisely tracing activity costs and identifying qual-
ity cost drivers. It aims to eliminate non-value-added activities and improve pro-
cesses to prevent defects. [85] proposes integrating ABC with CoQ, enabling more
effective quality cost management through a shared database [21, 38, 74, 85]. On the
other hand, some authors argue that the ABC approach should not be regarded as a
CoQ model. Instead, it serves as an alternative method for identifying, quantifying,
and allocating quality costs among products, thereby enhancing the effectiveness of
quality cost management [14].

e Taguchi’s loss function model: Taguchi’s model estimates the hidden costs of qual-
ity, often likened to the submerged part of an iceberg, significantly impacting a com-
pany's profitability and reputation [81]. These costs, associated with deviations from
functional product targets, are evaluated using the Quality Loss Function [28].

In this study, the PAF (Prevention, Appraisal, Failure) model was selected as its theo-
retical foundation, as it remains the most widely recognized approach in this domain
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despite criticism [4, 10, 14, 18, 55, 64, 79]. The following section will provide a detailed
classification of its cost components.

2.2 PAF model classification

The original quality cost theory was first introduced in the mid-20th century as a com-
plement to quality assurance programs [76]. Juran (1951), credited with introducing the
concept of quality costing, laid the groundwork for this approach. Feigenbaum (1956),
known for his contributions to quality management, was the first to categorize these
costs into three distinct groups: prevention, appraisal, and failure (PAF). Through their
collaborative work, they developed the traditional CoQ model [73], which classifies
quality costs (CoQ) into four primary categories:

e Prevention Costs: These costs are incurred to ensure compliance with quality re-
quirements [10]. They cover the implementation and monitoring of total quality con-
trol systems and quality improvement programs [26]. Additionally, they encompass
quality planning, product marketing and design, procurement, customer analysis,
workforce development and training, and system development [47].

e Appraisal Costs: These costs are related to measurement, assessment, or auditing
activities aimed at maintaining quality consistency. They include initial inspections,
verifications, process or service audits, testing, calibration of measurement and test-
ing equipment, incoming material inspections, and supplier monitoring [43].

o Internal Failure Costs: These costs arise from actions taken to manage products that
fail to meet quality requirements before they reach the customer [63]. This category
includes the cost of rework or correction, scrapped materials, overtime expenses to
compensate for production losses, and reinspection costs [3].

o External Failure Costs: These costs emerge when defective products are mistakenly
delivered to customers[1]. The extent of external failure costs escalates with the
number of defective units reaching customers [19]. This category encompasses war-
ranty claims, product liability costs, and losses resulting from decreased sales [18].

2.3  Research gap

In recent years, the strategic significance of Cost of Quality (CoQ) management has
gained increasing recognition, leading to extensive scholarly research [83]. Over the
decades, various studies have examined CoQ because of its essential role in optimizing
costs and improving quality. Empirical data indicates that quality-related costs are too
significant for companies to ignore, especially in today’s competitive marketplace [59].
[23] noted that interest in CoQ has intensified over the past decade, underscoring its
growing importance across various industries.

Despite this increasing attention, research on CoQ implementation within the agri-
food sector remains scarce [29, 60]. Studies suggest that few companies have adopted
quality costing in practice [32, 34]. While prior studies have examined CoQ applica-
tions in various industrial contexts, there have been limited efforts to assess its adoption
in agrifood companies. [67] underscored the need for comparative analyses of CoQ
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system implementation across different food companies. [23] observed that CoQ is uti-
lized not only in manufacturing and services but also in fields such as construction and
the agri-food sector. Nevertheless, its application remains restricted within these indus-
tries. This research gap highlights the need for further investigation to gain deeper in-
sights into the use of CoQ in underexplored sectors [18, 60].

The lack of comprehensive studies on CoQ within the Moroccan agrifood sector
further widens this gap. Research on CoQ in Morocco is lagging behind international
advancements [38, 39], with current investigations primarily focusing on industrial sec-
tors such as the automotive industry [80] and wiring [5], or broader industries [10, 39],
rather than the agrifood sector.

Additionally, the exploration of key determinants of CoQ remains underdeveloped,
with calls for future research to pinpoint the key determinants that drive the implemen-
tation of quality cost management programs [23, 41].

3 Research methodology

This study explores the drivers of Cost of Quality (CoQ) management adoption, as per-
ceived by quality managers within the Moroccan agri-food sector. Adopting an induc-
tive, exploratory qualitative approach enables the capture of nuanced insights from par-
ticipants' organizational experiences [37]. The chosen methodology ensures clarity by
minimizing researcher bias and uncovering context-specific elements that drive com-
panies to adopt CoQ management [16]. The following sections will elaborate on the
research design, data collection procedures, and data analysis techniques employed to
gain valuable insights.

3.1 Research design:

The Grounded Theory (GT) method was used, a qualitative research approach that sys-
tematically generates theories based on empirical observations rather than preconceived
hypotheses. GT’s iterative nature, characterized by continual data comparison and anal-
ysis, makes it especially effective in revealing hidden relationships and motivational
patterns that influence organizational behavior [30, 35]. Recent quality management
research has successfully employed this approach to uncover practical drivers affecting
quality-related initiatives [6-8, 8].

3.2 Data collection

Semi-structured interviews served as the primary data collection method due to their
ability to elicit detailed and contextually relevant responses [53]. The structured yet
flexible interview format enabled meaningful dialogue, allowing participants to elabo-
rate on the organizational drivers influencing their CoQ adoption decisions. Interviews
were conducted from March to June 2024 with ten purposefully selected quality man-
agers, ensuring relevance and depth of insights. Table 2 provides a comprehensive de-
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scription of participant codes, roles, years of professional experience, and whether or-
ganizations are adopting CoQ management. Snowball sampling facilitated access to
these key respondents, who had specialized knowledge and experience in quality man-
agement practices [49]. Qualitative studies often employ smaller, more specific sam-
ples to gain rich insights rather than broad generalizability [17, 56]. The sample's ho-
mogeneity justified data saturation at ten interviews, as small, homogeneous groups of
around ten participants can offer sufficient depth and reliability.[15, 20, 50]. Ethical
considerations, including informed consent, confidentiality, and anonymization of par-
ticipants (coded as R1 through R10), were rigorously upheld to foster open discussion
and encourage participants to express their views and experiences thoroughly and in
detail, as noted by [53]. To enhance the study's reliability and rigor, we followed the
protocol outlined in [61], sharing transcripts for participant verification and correction.
Both authors independently analyzed transcripts to ensure data authenticity and con-
sistency [25].

3.3  Data analysis:

Data were analyzed using Grounded Theory coding processes, leveraging inductive
reasoning facilitated by NVivo 14 software for efficient organization and systematic
categorization of emergent drivers [30]. The analytical procedure involved open, axial,
and selective coding stages, allowing researchers to iteratively refine and consolidate
key themes directly derived from interview transcripts. NVivo’s node-based framework
significantly supported this process, enhancing rigor and reliability in identifying con-
sistent patterns [13, 25]. Comparative intra- and inter-case analyses, guided by proto-
cols of [90], further reinforced transparency and accuracy in extracting the principal
motivators behind CoQ management implementation [90]. Following the guidelines set
by [58], data synthesis involved extracting and organizing information using clear ta-
bles (condensed matrices) to highlight and validate key themes associated with CoQ
management adoption drivers through content analysis.

Table 2. Participants’ profile

Case Code Position Experience (in CoQ Measure-
years) ment

R1 Quality Manager 9 No

R2 Quality Manager 9 Yes

R3 Quality Manager 5 No

R4 Quality Manager 6 Yes

RS Quality and Health, Safety, and En- 10 Yes

vironment (QHSE) Manager
R6 Quality Management Director 12 No
R7 Quality and Health, Safety, and En- 9 No

vironment (QHSE) Manager
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R8 Quality and Health, Safety, and En- 10 Yes
vironment (QHSE) Manager

R9 Quality Manager 12 Yes

R10 Quality and Health, Safety, and En- 12 Yes

vironment (QHSE) Manager

4 Findings

Figure 1 presents a word cloud generated using NVivo 14 software, which visually
represents the main themes emerging from the interviews. This figure highlights the
most frequently mentioned keywords by the interviewees during the research process.
By displaying words based on their occurrence and relevance, the visualization pro-
vides an insightful overview of the textual data, which is regarded as an effective
method for such representation, as suggested by [52].

Fig. 1. Word cloud of the most frequently used words in the interview
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Figure 1 presents a word cloud, offering a visual representation of the most salient terms
found in the interview data. The prominence of terms such as “cofits” (costs), “qualité”
(quality), “produits” (products), “clients” (customers), “employés” (employees), and
“entreprise” (company) reflects the core themes shaping discourse around quality man-
agement in the Moroccan agrifood sector.

The strong presence of operational and economic vocabulary, including “reduction”
(reduction), budget, and “ressources” (resources), suggests a pragmatic focus on inter-
nal efficiency and cost control. Words like “clients” (customers), “satisfaction” (satis-
faction), and “produits” (products) highlight a customer-oriented approach, where
meeting expectations drives quality efforts. This perspective is supported by references
to “engagement” (commitment), “formation” (training), and “pratiques” (practices), in-
dicating the importance of staff involvement and internal alignment.
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The appearance of “norms” (standards), “processus” (processes), “systems” (sys-
tems), and “audits” (audits) reveals the influence of regulatory frameworks and struc-
tured compliance mechanisms. Simultaneously, terms such as “durabilité “(sustainabil-
ity), “sensibilisation” (awareness), “environnement” (environment), “déchets” (waste),
and “sociale” social indicate a growing integration of environmental and social respon-
sibility into quality thinking.

Finally, frequent mentions of performance, “analyse” (analysis), “investissement”
(investment), and “croissance” (growth) reflect a strategic dimension, where quality
initiatives are closely linked to measurable outcomes and long-term value creation.

4.1 Theme 1: CoQ management implementation in Moroccan agrifood
companies

This research reveals an encouraging increase in CoQQ management adoption among
agri-food companies in Morocco. The analysis reveals a 60% CoQ adoption rate among
participants, which is higher than the 35.5% reported in broader Moroccan industries
[10]. This elevated adoption rate indicates an increasing recognition of the importance
of effectively monitoring and managing quality-related costs. Theme 2 of this study
will provide a deeper analysis of the main drivers of CoQQ management adoption within
Moroccan agrifood companies.

The analysis further highlights the critical role of quality certifications in ensuring
sustainability and market competitiveness. Moroccan agri-food exporters rely on inter-
nationally recognized private standards as strategic tools for accessing foreign markets
and facilitating trade. While primarily focused on safety and quality, these standards
also address welfare, labor conditions, environmental protection, and sustainability is-
sues [54]. According to participants, 90% have adopted the British Retail Consortium
(BRC) certification for food safety and regulatory compliance, followed by Sedex
Members Ethical Trade Audit (SMETA) (70%) for ethical labor practices, Global Good
Agricultural Practices (GLOBALGAP) (50%) for sustainable agriculture, and Global
Good Agricultural Practices Risk Assessment on Social Practices (GRASP) (40%), an
extension of GLOBALGAP emphasizing fair working conditions. Additionally, Inter-
national Featured Standard (IFS) (20%) ensures food safety compliance, especially in
French and German markets [48]. In comparison, the Food Safety Modernization Act
(FSMA) (10%), another GLOBALGAP extension, is required for U.S. market access,
reinforcing food safety and traceability. HALAL (10%) certification ensures adherence
to trade and market-specific regulations, aligning products with Islamic law.

Latouche and [48] highlight that private standards, developed by major retailers, are
now essential for market entry, influencing supplier relationships and global trade.
While not legally mandatory, they are often contractual in B2B agreements. These cer-
tifications ensure compliance with food safety, quality, and social and environmental
standards, thereby enhancing the competitiveness of Moroccan agri-food companies.
Non-compliance can significantly raise export costs.

These six companies implementing CoQ management typically align their produc-
tion processes with strict quality standards while striving to reduce costs associated
with internal and external failures. A distinctive feature of CoQ management in these
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companies is its integrated, organization-wide approach, which involves all depart-
ments in a cross-functional manner. These findings align with previous research indi-
cating that CoQ management is generally incorporated across multiple business pro-
cesses in Moroccan companies, though the extent and depth of implementation may
vary [10]. CoQ management necessitates active engagement from all business units,
highlighting the importance of expanding cost-reduction efforts beyond production to
other areas where non-quality costs are incurred [5]. Additionally, an essential compo-
nent of effective CoQ management is collaboration with accounting teams, as precise
cost assessments depend on considering factors such as equipment maintenance and
operational labor costs[70]. This holistic perspective ensures rigorous monitoring of
quality costs, fostering greater coherence and efficiency in quality management. As a
result, companies enhance their competitiveness and long-term sustainability.

These six companies implementing CoQ management utilize the Prevention, Ap-
praisal, and Failure (PAF) classification to track and optimize quality-related costs sys-
tematically. The indicators used to evaluate CoQ management are organized as follows:

e Prevention costs: These include expenditures on employee training related to quality
standards, professional development costs, market research costs to determine cus-
tomer requirements, costs of aligning production with quality specifications, costs
associated with establishing and maintaining quality management systems, mainte-
nance expenses for equipment, and internal compliance audit costs. These findings
align with recent research highlighting how such preventive investments, like train-
ing and system maintenance, correlate with reduced failure rates in agri-food com-
panies, where leadership commitment amplifies their impact on overall QMS effec-
tiveness [29, 60, 67, 79].

e Appraisal costs: These encompass the costs of quality inspection devices and equip-
ment, analytical testing expenses in laboratories, costs of testing and inspecting raw
materials and finished products, expenses related to inspection and supervision per-
sonnel, internal testing and inspection costs, supplier evaluation and verification
costs, hygiene and maintenance expenses, and costs associated with the calibration
of measurement equipment. Effective appraisal costs support continuous improve-
ment and performance monitoring of quality management systems [32]. Their link
to internal failure costs highlights hidden inefficiencies, emphasizing the importance
of regular audits [9, 44]. Their effectiveness depends on systematic integration into
decision-making [29]. As research shows, appraisal activities are crucial for early
defect detection and process stability [67, 78], which is especially important in sec-
tors such as the agrifood industry, where early detection of defects can prevent dan-
gers to consumers and workers [12].

o Internal failure costs: as described by participants—refer to the net costs of waste
and losses from defective or non-compliant products, additional labor costs to rectify
quality issues, expenses related to replacing or repairing defective products, rein-
spection costs for rework and recalls, productivity losses due to non-quality, labora-
tory analysis costs for identifying defect causes, and costs of destroying or disposing
of non-compliant products. Respondents consistently highlighted that controlling
these indicators, such as waste and reinspection efforts, helps reduce inefficiencies
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and serves as a tangible sign of operational discipline. This perceived reduction is
viewed as a key indicator of effective quality management system (QMS) imple-
mentation, where quality principles are not only documented but actively translated
into daily practices[27].

o External failure costs: as described by participants, include costs related to potential
declines in future sales due to reputational damage, expenses for handling customer
complaints and claims, costs of compensations or refunds to clients, costs associated
with replacing non-compliant products, and expenses for field services, including
customer visits and after-sales support. However, consistent with [79], respondents
acknowledged that quantifying such costs remains particularly difficult in the agri-
food sector, mainly due to fragmented traceability systems, informal cost reporting
practices, and the inherent complexity of value chains. This highlights a critical need
for improved managerial practices and robust cost-accounting methodologies tai-
lored to the sector's specificities.

4.2  Theme 2: Drivers for adopting CoQ management in Moroccan agrifood
companies

This theme explores the drivers of adopting CoQQ management in Moroccan agri-food
companies based on interview data analyzed through content analysis of participants’
quotes, as shown in Table 3. The findings demonstrate a nuanced understanding of CoQ
implementation, revealing that the drivers of CoQ management can differ among com-
panies based on their specific circumstances, contexts, challenges, and desired out-
comes. Several key drivers emerged, categorized broadly as strategic and operational.

e Cost reduction:

A central motivation driving the adoption of CoQ management is the reduction of
overall costs. Participating companies consistently emphasized the desire to minimize
waste, enhance operational efficiency, and mitigate losses associated with defective
products. This was a recurring theme across interviews, highlighting the perceived im-
pact of internal failures on resource utilization. CoQ management facilitates this by
clearly articulating the impact of quality on the bottom line, enabling data-driven deci-
sion-making regarding resource allocation and improvement investments [23]. This ap-
proach enables more strategic cost reduction, moving beyond reactive measures to a
proactive, data-driven process. Furthermore, CoQ can contribute to refined pricing
strategies [57] and reduced expenses in product design and production [88]. Effective
tracking and measurement of quality costs are crucial for overall expense reduction and
enhanced effectiveness of quality programs [24, 32]. CoQ has a direct influence on a
company's financial performance, and even a slight reduction can lead to a substantial
increase in profitability [14].

e Enhancing quality and customer satisfaction:

Enhancing product quality and customer satisfaction also emerged as a significant
driver. Moroccan agri-food companies recognize the strategic importance of high-qual-
ity products in fostering customer loyalty and strengthening brand reputation. CoQ
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analysis is crucial in linking improvement initiatives with associated costs and customer
expectations, creating a synergistic relationship between cost reduction and enhanced
customer benefits [63]. This allows organizations to prioritize corrective actions and
improvements that directly address customer needs [40]. While quality-related costs
may not directly translate into quality improvements, they provide valuable data for
feedback and continuous improvement within quality systems [5]. Effectively manag-
ing these costs can improve tangible product and service quality, increasing customer
satisfaction [32]. Furthermore, in-depth analysis of quality costs can help pinpoint the
root causes of quality issues, guiding targeted improvements that enhance customer
satisfaction and loyalty [9].

e Regulatory compliance:

Compliance with local and international standards and regulations is another key
driver. Agri-food companies recognize the importance of adhering to these require-
ments to avoid penalties and maintain market access. This proactive approach acknowl-
edges the potential for quality issues to escalate into safety concerns, legal challenges,
and stricter regulatory oversight [36]. Integrating CoQ principles enables companies to
proactively identify and mitigate risks, ensuring adherence to industry standards and
fostering a culture of regulatory compliance [82].

e Gaining competitive advantage:

Competitive advantage, achieved through differentiation based on product quality
and reliability, is also a significant driver of growth. Moroccan agri-food companies
aim to gain market share by offering high-quality products at competitive prices. CoQ
management plays a strategic role in supporting cost leadership and enhancing compet-
itiveness[31, 82, 88]. Effective management of quality-related costs contributes to in-
creased competitiveness and customer satisfaction, key indicators of business success
[32].

e CoQ management and the pursuit of sustainability:

Increasingly, Moroccan agri-food companies recognize the link between CoQ man-
agement and sustainability goals. Reducing non-quality, minimizing waste, and opti-
mizing resource utilization are essential to sustainable practices. CoQQ management sys-
tems facilitate the visualization of connections between activities and quality costs, en-
abling strategic cost management and creating opportunities for innovation and sustain-
ability [82]. [46] emphasized the importance of measuring quality-related costs for on-
going improvement and sustainability. Similarly, [14] believed that understanding qual-
ity costs is becoming increasingly significant in the context of globalization and corpo-
rate social responsibility. Effectively managing these costs leads to decreased waste
generation and optimized resource use while fostering employee morale and engage-
ment through demonstrable cost control [32].

¢ Financial justification and performance control:
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CoQ management is a valuable tool for justifying the financial benefits of quality
management initiatives and for controlling performance. It enables companies to vali-
date investments in quality systems and effectively monitor quality performance. CoQ
provides the financial rationale for quality-focused strategies, lending credibility to in-
vestments in quality infrastructure [69]. CoQ has become an essential management tool
for assessing quality performance [67]. Measuring quality-related costs is now widely
adopted and considered central to general management and strategic planning [86],
serving as a reliable indicator of quality and overall firm performance [32]. On the other
hand, [14]Biadacz (2020) argued that implementing quality costing alone does not di-
rectly enhance competitiveness or financial performance. However, a quality cost man-
agement (QCM) system enables management to optimize quality control, identify high-
cost areas, and improve the analysis and resolution of non-compliance issues. There-
fore, CoQ data can be a key input for reviewing quality management systems (QMS)
and facilitating performance evaluations based on financial insights[32] , enabling com-
panies to identify and address areas of financial loss and improve transparency.

Table 3. Quotes of participants highlighting drivers for adopting CoQ management in Moroccan
agrifood companies

Drivers Quotes associated
Reduction of over- "Reducing overall costs by identifying and eliminating inef-
all costs ficiencies," R2.

"Whenever we propose new equipment, staff training, or a
change in procedures, we evaluate how it can reduce costs re-
lated to failures and overall costs. " RS.

"Reducing the financial impact of non-quality through pre-
ventive actions and continuous improvement” R10

Quality improve- "Improving product quality through prevention and ap-
ment and customer sat- | praisal measures to enhance customer satisfaction and reputa-
isfaction tion," R2.

"Export clients are strict. A rejected container means not only
lost sales but also additional transport costs and damage to rep-
utation. This pushed us to strengthen quality checks, reduce risks
at the source, and improve customer satisfaction.” R4.

"Improving customer satisfaction and retention by consist-
ently delivering high-quality products"” (RY).

Regulatory compli- "Complying with industry-specific regulatory requirements
ance to ensure market access" (R4).

"By integrating regulatory control into our CoQ system, we
ensure compliance and avoid penalties” (R5).

"Ensuring compliance with regulations to avoid non-quality
costs such as penalties” RS.
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Competitive ad-
vantage

Sustainability and
awareness

Financial justifica-
tion for quality man-
agement and perfor-

mance control

"Investing in preventive actions enhances our competitive-
ness to gain market share," R4.

"Our CoQ initiatives allow us to differentiate through con-
sistent quality and reliability,” R5.

“Controlling quality costs gives us a competitive edge by of-
fering quality products at competitive prices," R9.

"Reducing non-quality and waste/losses, and optimizing the
use of resources, which is essential for our commitment to sus-
tainable practices.” R2

" By tracking and analyzing our internal failure costs—like
rejected fruits or excess packaging—we can identify where re-
sources are being wasted. This motivates us to refine our pro-
cesses, conserve water, minimize energy consumption, and opti-
mize our inputs. This is directly linked to environmental respon-
sibility." R9

"Managing costs helps us minimize our environmental foot-
print and avoid unnecessary overproduction, which supports the
sustainable commitment,” R10

"By analyzing where our main losses come from—whether it
is during sorting, packaging, or logistics—we can better priori-
tize our budget toward preventive actions rather than corrective
ones." RS.

"When we present quality as a cost-saving and value-adding
function, not just a control mechanism, it becomes easier to get
support from the general manager or financial director."R9

"Provides factual and financial justification for the compa-
ny's quality approach, thus lending credibility to investments in
the quality system."” R10
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5 Conclusion:

This study provides a comprehensive examination of Cost of Quality (CoQ) manage-
ment adoption in Moroccan agrifood companies, addressing a notable research gap in
the current literature. Through the identification of key drivers—such as cost efficiency,
quality improvement, regulatory alignment, competitive differentiation, sustainability
awareness, financial rationale, and performance control—this research underscores the
multifaceted nature of CoQ and its integration into organizational strategy. The findings
reveal that companies embracing CoQ are better positioned to optimize resource allo-
cation, reduce quality-related losses, and enhance operational performance.

The study contributes to the body of knowledge by shedding light on an underex-
plored context—the Moroccan agrifood sector—thereby extending the geographical
and sectoral scope of CoQ research. It reinforces the importance of embedding CoQ
principles into strategic and financial planning, utilizing digital tools for real-time cost
monitoring, and fostering cross-functional alignment to ensure effective implementa-
tion.

From a managerial standpoint, the research highlights that CoQ should be recog-
nized as a strategic lever rather than a cost burden. Managers are encouraged to institu-
tionalize CoQ metrics within performance dashboards, promote a culture of continuous
quality improvement, and align CoQ efforts with broader corporate objectives. Leader-
ship commitment and interdepartmental collaboration are essential to ensure the sus-
tainability of such initiatives.

From an educational perspective, the teaching sector plays a critical role in strength-
ening future adoption. Business schools, engineering faculties, and vocational institutes
should integrate CoQ concepts into curricula and practical training. Equipping students
with robust competencies in quality cost analysis and strategic quality management can
create a pipeline of professionals capable of leading quality transformations across sec-
tors.

Despite its contributions, the study faces certain limitations. The qualitative nature
of the data and the limited sample size constrain the generalizability of findings. Future
research could adopt mixed or quantitative methodologies to validate and expand upon
these results across different industries and regions. Additionally, while this study fo-
cused on the enablers of CoQ adoption, further investigation into the barriers—whether
financial, organizational, or technical—is essential to provide a more comprehensive
understanding of CoQ diffusion in developing economies.
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