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Abstract

The implementation of TQM in monufocturing industries is linked with its key foctors which are responsible for
ochieving effective results. The purpose of this study is to identify key factors of TQM implementation ond impocts. This
study identifies nine key foctors of TQM implementation ond four foctors of TQM impoct from the extent literature
which con help industry to ochigve business excellence. The ninge TQM implementotion key foctors are Top monogement
commitment & involvement, Policy deployment, process control ond improvement, Resgorch ond development, troining
ond educotion, mointoining suppliers' empowerment ond relotionship, customer relotionship, employse empowerment
ond involvement, evaluation ond assessment whereas key TQM impact foctors were excellence ond performonce in
Customer satisfoction, Employee satisfaction, Product quality ond Product performonce.

Keywords: Totol Quolity Monagement, Quolity Awords, Business Performonce, Customer Sotisfoction, Employee
Monogement, Top Monogement Commitment ond Involvement, Policy Deployment, Troining ond Educotion, Employee

Empowerment ond Involvement, Product Quality

Introduction

Orgonizations corry out quality monogement ond
improvement progrommes for o ronge of objectives. The
successful implementation of TQM in monufocturing sector
would promote exports, attract foreign direct investment,
improve busingss performonce, ochieve o competitive
odvontoge, ond customer ond stoff satisfoction (Mogd,
2014). These benefits are importont for all orgomizations,
especially in developing countries, such as Nepal, where the
general quolity level is relatively low ond need to be
increased in the chose of effective inter-orgomizational
cooperation.

During the process of implementation, orgenizotion has to
face different difficulties and often foils to get benefits from
quolity monogement implementotion. Fotopoulus et al.
(2009) ond Kumor €t ol. (2009) discussed the impoct of
TQM proctices on quolity monogement results ond explains
the relationship between different TQM  proctices  like
leadership,  strotegic  quality  plonning, employee
monogement & involvement, supplier monogement,
customer focus, process monogement, continuous
improvements ond their effect on quolity monogement
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results in the form of morket benefits like increose in
profits,  improved competitive position, improved
performonce ond increosed soles. While customer
satisfaction is meosured by decling in customer complaints,
increose in loyolty, and customer retention rote.

Acquiring knowledge of quality moanogement
implementation in oounique, ond influencing, orgonizationol
environment ond situotion is o relevont issue for
investigation. This study is focused on obtaining key foctors
of quality monogement implementation olong with its
impoct ond is expected to provide new insights into the
implementation process in order to improve orgonizotions
ability to meet their internol and external objectives.

There is a consensus that TQM is a way of monoging on
orgomization to improve its overoll effectiveness ond
performance (Zhong €t ol., 2000). There is less ogreement as
to whot the primory constructs of TQM ore, or what the
overall concept of TQM is. No uniform view of TQM exists
today. So for, TQM hos come to meon different things to
different people (Hockmon & Oldhom, 1995). This study
oimed ot identifying TQM implementotion constructs,
developing on instrument for meosuring these constructs.
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This study may be beneficial to the proctitioners who ore
using or plonning to use the TQM proctice in their industries.

TQM concept from Quality Gurus

TQM gurus have highlighted the importonce of the theory to
effective monogement. W. Edword Deming is considered the
founding fother of the TQM ond is perhops the most fomous
of quality gurus becouse of his contribution to the creation of
quality principles. Deming hos focused on the following
four points 1) idea of internal ond externol customers or
stokeholder satisfaction ii) concept of continuous
improvement iii) thought of common ond special voriotion
on quality problem iv)  monogement ond worker’s
responsibilities. Deming believes in continuous
improvement. He also believes that the consumer is the most
importont port of o production line. Megting ond exceeding
the customers’ requirements is the tosk thot everyone within
the orgomization needs to occomplish with total
commitment. Furthermore, Deming believes in the use of
statistical process control (SPC) charts as major method for
solving problems.

Like Deming, Juron worked extensively with quolity
monogement ond perhops he hos best summed up in his
‘quality trilogy’ of quality plonning, quality control ond
quolity improvement (Juron & Gryno, 1993). Juron’s
emphosis in this respect is in three main oreos: chonging
monogement behavior through odopting quolity, troining
ond then spilling down new oftitudes to supporting
monogement. Juron hos focused on responsibilities,
training, education ond reword ond encouragement for
quolity.

Philips Crosby suggests for the continual meosurement to
determing conformonce to requirements (Crossby, 1979).
He also focused on the cost of quality which is meosuroble
ond is equoal to the expense of nonconformonce—the cost of
doing things wrong (Crosby, 1979). Crosby’s quality
philosophy is that there is on gconomics of quality. Tt is
always cheoper to do it right first time (Crossby, 1979). He is
a concept developer of Zero Defect progrom. Crosby hos
given emphosis on monogement ond hos stoted thot
monogement leads workers to a.quality outcome. Perfection
is the stondord to oim for through plonning, process ond
continuous improvement.

Kaoru Ishikowa helped thousands of componies including
IBM, Bridgestong ond Komotsu to turn out higher quality
products ot much lower costs. His book "What is Total
Quality Controll " The Japonese Way, Prentice Holl, Inc. wos
o best seller business books (Pradhon, 2014). Ishikawo hos
developed couse ond effect diogrom (also colled the
"Tshikawa" or "fishbone" diogram) with which monagement
leader mode significont ond specific advoncements in
quality improvement. With the use of this diogrom, the user
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con seg oll possible couses of aresult, ond hopefully find the
root of process imperfections. Ishikawa also showed the
importonce of the seven quality tools: control chort, run
chort, histogrom, scatter diogram, Pargto chart, run chort ond
flowchort. Additionally, Ishikawo, explored the concept of
quality circles, o Japonese philosophy which he drew from
obscurity into world wide occeptonce.

Armond V. Feigenboum is best known for originating the
concept of Total Quality Control (TQC). He viewed quality
os o strotegic business tool thot requires involvement from
gveryong in the orgonization ond promoted the use of quality
measurement ond evoluated tool. Feigenboume hos focused
on quolity leodership, Modern quality technology ond
Orgonizotional commitment. The concept of “Totol Quality
Control” wos used os the foundation by Joponese for their
proctice colled Compony-Wide Quality Control (CWQC)
which begon in 1960s. Feigenboum’s ideos olso hove
become importont elements of the Maolcom Boldrige
Noationol Quolity Aword Criterio.

Quality Awards

Quuolity owords or Business excellence aword in ling with
Totol Quolity Monagement ore installed ond operated by
several countries for improving orgonizationol performonce
excellence. They aim to encouroge the simulotion of
excellence exhibited by the aword winners. Some of the
countries have their own notionol owords for quolity ond
performonce excellence uniquely developed in their own
woy, but mony hove either opplied directly the original
awoard thot is developed elsewhere, or with little adjustments
in the internationolly opprecioted quality awords developed
by other countries. Most of the quality owords were based on
the Europeon Quoality oword, Molcolm Baldridge National
Aword ond Deming oword. Most importont observation is
that ol these awords ore designed bosed on the opplication of
Total Quality Monagement. All these owords con also be soid
os internationol quality awords os they ore open globally to
oll countries. The quality oword of Nepal NS quality oword
ond FNCCT quality eward is also included under study since
study proposed in the context of Nepal.

The oldest Prestigious Award is the Deming Application
prize (Deming Prize) of the union of Japonese Scientists ond
Engineers (JUSE). Initioted in 1951 ond nomed ofter W.
Edwords Deming, the Deming Prize hos long been
recognized os on indicator of excellence in business (Izadi et
al., 1996). It is opplied onnually to find the foremost quality
compony in Jopon. The aword criteria cover all ospects of
TQM from Policy to orgonization ond monogement,
education ond disseminotion, collection disseminotion ond
used of information of quality, omalysis, stondordizotion,
control, quolity ossuronce, results ond plonning for the
future.
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The Molcolm Boldridge Notional Aword is the Americon
equivolent of the prestigious Joponese Deming Prize. The
oword is nomed for Molcolm Boldrige, who served os
Secretory of Commerce from 1981 until his tragic deoth in o
rodeo occident in 1987. The Moalcolm Baldridge Notional
Award recognizes quolity improvement among
monufocturing, service ond busingss. The oword criteria
reflect the following seven categories: leadership,
information onalysis, strotegic quolity plonning, humon
resource development ond monogement, monogement of
process quality, quolity ond operotionol results, ond
customer focus ond satisfaction (Izodi et al., 1996).

The Europeon Quality Aword oims to recognize
orgonizotions thot ore paying exceptional attention to total
quality, ond to encouroge others to follow their exomple. The
orgomization which seeks the Award is ossessed on the
following four criterio: customer sotisfoction, employee
satisfoction, business performonce, ond the orgonizotion’s
impoct on society (Sallis, 2002)

The NS quality oword is on onnual aword provided by Nepal
Bureou of Stondords & Metrology (NBSM) to Nepalese
Industries for the good quality monagement system ond
product quality achievement. It motivotes the product of
high quality goods occording to relevant Nepalese stondords
ond enables to compete more efficiently in the regional (or
global) markets. There are two types of aword; ong is "NS
Quuoality Aword" whereos the next is "Runner Up" letter of
appreciotion. The aword criteria reflect the following gight
categories: Leadership, Customer focus, process ond system
monogement, Humon resource monogement, information
monogement, Corporate social responsibility, performonce
ond improvements, Infrostructure and housekeeping.

FNCCI Notional Aword is onother quolity aword in Nepol
which wos instituted by the Federotion of Nepolese
Chomber of Commerce ond Industry (FNCCI) in the year
2001. The oword is based on o comprehensive model
focusing on the orgomizotion proctices and performonces
under ning different criterio, which ore further divided into
thirty-one sub criterio. The criteria are developed to suit the
Nepalese business environment considering the conceptual
criteria found in the Deming oword, Malcolm Boldrige
aword ond EFQM oward. Prizes ore given onnually in goch
of three coategories; Lorge, medium ond small scale
orgonizations. The best in goch three cotegories will be given
the Notional Excellence Aword. The nine criteria of
performance excellence to evaluate for awards ond prizes
are: Institutionol policy, plonning ond commitment,
orgonizational form, work plon development oand
deployment, Operotionol informotion disseminotion ond
utilization, employees' development, work system ond
stondordization, customer satisfoction ond relationship,
employee satisfoction, performonce results ond future plon.
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Review of empirical research

Although there ore mony empirical reseorches ovoiloble
under TQM implementation ond impoct, this study hos
selected few but mostly cited, chronologically ordered 24
reseorches which have been discussed below.

Gorvin (1983) published the first empirical investigation of
quality monogement foctors. Ning US ond seven Joponese
window air conditioner monufoctures were exomined.
Quuolity monagement proctices ond their associoted impoct
on performonce were studied. Gorvin used selfreport
questionnaires ond on-site observations. The monagement
proctices examined included: quality prograommes, policies,
ond monogement ottitudes; quality informotion systems;
product design; production ond employee policies; ond
supplier monogement. Surrogote measures exomined were
ossembly ling reject rote ond the rote ofter delivery service
calls.

Saroph €t ol. (1989) conducted one of the first empirical
efforts to volidote on instrument for integroted quality
monogement. They hod developed 120 requirements for
orgomnizotionol quolity improvement. The constructs were
generoted from the literoture review of quality monogement.
A foctor onolysis produced eight foctors of quality
monogement that meosure the quolity proctice of on
orgonization, which were: role of monagement leadership
ond quality policy; Role of the quality deportment;
Product/service design; Process monogement; Supplier
quality monogement; Quolity doto ond reporting; Employee
relationships; ond Training.

Motwani €t ol., (1994) examined quality practices in India
using on empirical opprooch. They synthesized literature of
quality concepts ond identified quality foctors which create
on orgonizotionol evaluotion framework. On the bosis of
concept developed they conducted a field survey to examing
the level of conformance for identification of practices in
Indion menufocturing. They hod derived the following nine
key foctors: Top monogement; Quality policies; role of the
quality department; Troining; Product design; Vendor
quolity monogement; Process design; Quality doto;
Feedback and employee relotions.

Flynn et ol. (1995) has used poth onalysis to determing the
relation and construct of total quality monagement proctices
ond its performonce. Their study mode link between quality
monogement practice, quality performonce ond competitive
odvontoges. The study wos done on 3 industries with 42
plents in US which contains roughly two-third world closs
plonts. And the information wos token from top & middle
level monoger ond shop floor workers. Poth onalysis wos
used to test the proposed model with multiple regression
onolysis ofter determining the path coefficients, which were
decomposed into their various effects. After trimming the
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model they had proposed the following ten TQM constructs,
Top monogement support; Customer relationship; Supplier
relationship; Workforce monogement; Work ottitudes;
Product design process; Process flow monogement;
Statistical control feedbock; External quolity performonce;
Competitive advantoge.

Ahire &t ol. (1996) scientifically developed ond tested
constructs which represent on integrotive Quality
monogement philosophy. They hod detailed onolysis of the
literoture ond identified 12 constructs of integroted quality
monogement strategies. They had conducted empirical
study of 371 monufocturing firms which validate twelve
constructs which were: Top monogement commitment;
Customer focus; Suppliers’ quality monogement; Design
quolity monagement; Benchmarking; SPC usoge; Internol
quality informotion usoge; Employee empowerment;
Employee involvement; Employee training; Product
quolity; Suppliers’ performonce.

Black ond Porter (1996) had mode o self assessment
framework to moke orgonizotions more effective in the
development of totol quality systems. They had identified
ten critical components of TQM, which are: supplier
portnership; People ond customer monogement; customer
sotisfoction orientotion; external interfoce monogement;
communicotion of improvement information; strotegic
quolity monogement; operotionol quolity plonning; quolity
improvement meosurement systems; teomwork structure
for improvement; ond Corporate quality culture.

Zhong €t ol. (2000) hod done extensive review of the
literature ond found 11 constructs of TQM implementation.
They hoad employed various methods of test ond validated
these constructs using the doto from 212 Chingse
monufocturing componies. The gleven constructs of TQM
implementation were: Leadership; Education ond troining;
Employee porticipotion; Supplier Quolity Monogement;
Product Design; Process control ond improvement;
Customer focus; Vision ond Plon Stotement; Evaluation;
Quuolity system improvement; ond Recognition ond Reword.

Conca €t al. (2004) conducted o study to identify criticol
success foctors of TQM ond empirically tested with the
onswers of 108 ISO certified firms in Spain. The purpose of
this study wos to identify the foctors of TQM ond clossify the
relative importonce of goch of them in a successful TQM
implementation ond olso measure the readiness of the
monufocturing industry to adopt it. The study investigoted
the degree to which TQM proctices were adopted in the
monufocturing industry ond identified the impoct of
different foctors on successful TQM implementation. The
study hod identified the following critical factors of TQM:
Leoadership; Training; Specialist troining; Supplier
monogement; Process Monogement; Customer focus;
Leorning; Continuous Improvement; Quality plonning; ond
Communication.
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Projogo ond Sohol (2004) exomined the relotionship
between TQM ond innovation performonce ond compore the
nature of this relationship ogoinst quality performonce. The
empiricol dotawere obtoined from asurvey of 194 monogers
in Australion industry encompassing both monufocturing
ond non monufocturing firms. The result suggested thot
TQM significontly ond positively relotes to both product
quality ond product innovotion performonce although it
oppears thot the mognitude of the relotionship is greoter
ogoinst product quality. The constructs they had used were:
Leadership; Strategic plonning; Customer focus;
Information and Analysis; People Monogement; Process
Monoagement; Product Quality; Product Innovation; ond
Process Innovation.

Silo. ond Ebrohimpour (2005) explored the relationships
omong TQM foctors such os leadership, strategic plonning,
customer focus, information ond onalysis, humon resource
monogement, process monogement, supplier monogement
ond the results from adopting such proctices such as humon
resource results, customer results, orgonizationol
effectiveness ond finonciol ond morket results.

Lin &t al. (2005) conducted o comporative study between
Toiwon ond Hong Kong Monufocturing componies. The aim
wos to investigate supply chain Quolity Monogement ond
orgonizationol performonce. The results showed thot
Quuolity Monogement Proctices ore significontly correloted
with the suppliers’ participation strategy ond this influences
tongible business results ond customer satisfoction. They
had used the following constructs: Top monogement
leadership; Troaining; Product/service design; Supplier
quolity monogement; Process monogement; Quolity doto
reporting; Employee relations; Customer relotions;
Benchmarking; learning; Supplier porticipotion; suppliers
selection; Satisfoction level ond Business results.

Tori (2005) studied 106 ISO 9000 certified firms of Spoin to
identify the components of TQM implementation. The totol
construct used were divided into factor oriented ond result
oriented constructs. The foctor oriented construct were:
Customer focus; Process monogement; Leadership;
Suppliers monogement; Leorning; Quoality Plonning;
Continuous improvement; Employee monogement.
Similorly the result oriented constructs were: Customer
satisfoction; Staff indicotors; Quality performonce; Social
impoct ond Employee satisfoction.

Yong (2006) determines the following TQM proctices:
process monogement, employee empowerment ond
teamwork, customer sotisfoction menogement, quality gool
setting ond measurement, supplier’s cooperation ond quality
tools training which hos positive effects on customer
satisfoction ond thot the adoption of TQM principles is on
effective meons by which componies con goin competitive
advontoge. The implementation of the TQM practices also
helped compomies to improve their image, employee’s
satisfoction ond quality aworeness.
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Jitpaiboon ond Roo (2007) used the meto-emoalysis opprooch
to exomine issues regording the TQM meosurement
reliobility ond the relationships between TQM proctices ond
orgonizationol performonce. They had verified thot the
quality monogement not only helps componies to improve
their internol environment ond effectiveness but also their
externol stotus. They had used the following TQM
constructs: Top monogement support, strategic quality
performonce, supplier quolity, benchmarking, employse
training, customer focus, employee involvement.

Dos €t al. (2008) hos identified the constructs of TQM ond
the meosurement instrument for newly industrialized
countries (in the context of Theilond) in monufacturing
sectors to evaluote the TQM implementation process ond to
target improvement argos. They had constructed ten TQM
constructs (nine implementation constructs ond ong
outcome construct) using detailed literoture review.
Empirical reseorch of 275 questionnaires of selected ISO
9000 certified monufocturing componies hos conducted.
Exploratory foctor onalysis was done to ensure that items in
each scole reflected sufficiently the scope of och construct.
These 10 constructs were: Top monogement commitment;
Supplier quolity monogement; Continuous quality
improvement; Product innovation; Benchmoarking;
Employee involvement; Reword ond recognition; Education
ond training; Customer focus and Product quality.

Arumugom &t al. (2008) explored the relotionship between
TQM proctice ond quality performonce with speciol
emphasis on ISO 9001:2000 certified monufocturing
orgonizations in Moaloysic. The findings reveoled that totol
quality monogement proctice were found portiolly
correlated with quolity performonce. It is also found that
customer focus ond continual improvement were perceived
as dominont TQM proctice in quolity performonce. The
construct they hod used os o TQM proctice were:
Leodership; Process Monoagement; Informotion Analysis;
Customer focus; Supplier relotionship; Quality system
improvement; Continuol improvement ond People
involvement.

Fotopoulos &t ol. (2009), surveyed 370 Greek componigs to
determine the relotionships between the TQM foctors ond
orgonizational performonce. They found that, leadership,
process monogement, service design, humon resource
monogement, customer focus, Education ond Training, ond
supplier quolity monogement ore critical success foctors in
TQM implementotion. They opplied questionnoire method
ond used exploratory ond confirmatory foctor cnolysis to
assess the meosurement model reliobility ond volidity. The
relationships between the latent constructs were examined
through Structural Equation Modeling.

Kumor gt ol. (2009) studied the various foctors importont for
total quolity monogement implementotion ond its relevonce
in various monufocturing orgonizotions in the context of
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Indion monufocturing orgonizations. They had collected 75
questionnaires from various sectors such os cutomobile
engineering, textile engineering, electrical ond electronics
enginegering, light weight engingering ond heavy weight
engingering from Indio. The different foctors used in their
study were: Customers’ satisfoction; Monogements’
effective participation; Employees’ effective participation;
Reword schemes; Communicotion system; Vendors’ power;
Statistical quality control; Fost result techniques; Quality
plonning ond cost involved ond Analytical techniques.

Zokuon €t ol. (2010) investigated the relationship between
TQM implementation ond orgomizational performonce
using structured gquotion modeling. They hod studies the
quality performonce of SMEs in the Portuguese
orgomizotions. The constructs they had used were: Quality
Leadership; Customer focus & Satisfoction; Quality
informotion & Analysis; Humon Resource Development;
Strategic Plonning Monogement; Suppliers Quality
Monogement; Quality results; Quality Assurance;
Satisfoction Level : customer ond employee; Business
Result: Productivity, number of successful new product,
cost performonce ond profitobility.

Hoong €t ol. (2010) Studied 222 monufocturing ond service
componies ond used Structural Equation Modeling to study
the relationship between implementation of TQM ond
orgonizationol choracteristics in o newly industrialized
country in south gast Asio. They found that lorger componies
hod higher implementation level ocross almost oll proctice
of TQM. TQM proctices were stotisticol more significont in
Monufocturing componies compored to service componies
ond the firms having higher level of innovation olso showed
higher level of TQM practice implementotion. The
constructs used by Hoong €t al. (2010) were os follows: Top
monogement commitment; Employee involvement;
Employee empowerment; Education ond training;
Teamwork; Customer focus; Process monogement;
Information and onalysis system; Strotegic plonning; Open
orgonization; ond Service culture

Volmohommodi (2011) used seven TQM criterio. nomely
leadership, process monogement, suppliers, customer focus,
employee monogement, communication ond quality
information system ond tools & techniques to study the
impoct of impoct of TQM implementation. Sixty five self
aodministered questionnaire were collected from monogers
of Tronion menufacturing SMEs to study their orgonizationol
performonce. The study found thot the leadership plays on
importont role in enhoncing orgonizationol performonce of
the Tronion monufoacturing SMEs. The study olso observed
the significonce relotionship between TQM practices ond
orgonizationol performonce.

Phon €t ol. (2011) hos done empirical study on relationship
between quolity monogement proctices ond competitive
performonce in Joponese monufocturing componies. They
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had gathered dota from two surveys including the common
somple of twenty seven Joponese monufocturing componies.
The study used the eleven quality monogement proctice
constructs to determing the degree of TQM implementation
ond then impoct on different dimension of competitive
performance between two periods. The quality monogement
proctice ond competitive performonce used in this study
were os follows:

QM Practices

Top monogement leadership
Formal strotegic plonning

Training

Smoall group problem solving
Employees suggestions

Cross functional product

House Keeping

Process control

Informotion feedback

Customer involvement

Supplier quolity involvement
Competitive performances

unit cost of monufocturing
conformonce to product specification
On-ing delivery performonce

Fost delivery

Flexible to chonge product mix
design Flexible to chonge volume
Inventory turnover

Cycletime

Speed of New product introduction
product copability & performonce

Customer support ond service

186

Article Section

Bhari €t al. (2012) has used Structural Equotion Modeling
ond Confirmotory Foctor Analysis with the help of Amos to
validate eleven constructs of TQM implementation
extrocted from literoture of TQM. They found thot
implementation of TQM has positive ond significont
influence in shoping the orgonizationol culture of the
compony. The construct used by Bhari €t ol. (2012) were:
Leadership; Suppliers quolity monogement; Vision plon
stotement; Evaluotion; Process control improvements;
Product design; Quality system improvements; Employee
porticipation; Recognition ond reword; Educotion ond
training; Customer focus.

Munizu (2013) hos done empirical study with data of fifty
five big ond small scole fishery industry. The doto hos been
collected from monogers of those firms ond hos used poth
onolysis to volidote the constructs. The study showed the
TQM proctice hos positive ond significant effect both on
orgomizational performonce ond competitive advontoge. The
different constructs had cotegorized under these three
categories: TQM proctice, Competitive advontoge ond
Orgomizotional performonce. Under TQM proctice they hod
included Leodership; Strategic plonning; Customer focus;
Informotion & Analysis; Pegople manogement; Process
monogement; ond Suppliers monogement. Similorly under
competitive advontoge they included Cost Price; Delivery
dependability; Product Innovation ond Time to market. On
the some way in orgomizational performonce they adopted
Return on Investment (ROT); Morket share and Soles.

Key factors of TQM implementation and Impact

In this study, to identify the key factors of TQM threg
category of TQM construct hos been used. They ore: concept
of quolity gurus; quality aword models ond empirical
research findings. In order to provide a cleor picture of the
key factors of TQM, all the factors (constructs) ore listed in
the table below, according to quality gurus, quolity owords
ond empirical studies ond most repesoted hos token
consideration os a foctors of TQM implementation in this
study.
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Table ] : Comparison of different scholars and award constructs

TQM Implementation
constructs
{l.eadership
Quality Mgmt
Product Design
Education and trainings

Quality
Gurus

Policy Deployment/Strategic

Top Management Commitment
Research & Development /

7

Relationship
focus
Empowerment
information
Benchmarking
Reward and Recognition
Culture

Suppliers Empowerment &
Employee Involvement and
Continuous improvement
Evaluation & Assessment /
Society and Environment
Statistical process control
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TQM concept covers o brooder scope of TQM in
comparison with their constructs. From above toble this
study hos token ning most repeoted constructs in this study.
They ore Top monogement commitment & involvement,
Policy deployment with process control ond improvement,
Research ond development, troining ond educotion,
maintoining  suppliers’ empowerment ond relationship,
customer relotionship, employee empowerment ond
involvement, ond evaluation ond assessment. Implementing
each construct is through o set of TQM proctices. The

detoiled explonations of these constructs ond the set of
proctices that support their implementotion ore described
below.

TQM implementation constructs
Top Management commitment & involvement

Leadership is defined os the ability to positive influence
people ond system under one’s omthority to hove «o
meoningful impoct ond achieve importont result (Bhot,
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2007). The top monogement should have the qualities of
clarity of wvision, long-term orientation, cooching
monogement style, porticipative chonge, employee
empowerment, and plonning and implementing
orgonizationol chonge. According to Bhat (2007), importont
role of top monogement ore: Define ond communicating
business direction, ensuring goal ond expectotion ore met,
reviewing businegss performonce ond toking oppropriote
oction, creating o work environment thot promotes
creativity, innovotion ond continuous improvement,
soliciting input ond feedback from customers, ensuring
effectiveness of employee contribution, motivating,
inspiring ond energizing the employees, recognizing
employee contribution ond providing relioble feedback. The
Europeon Quality Aword (2005) ond the Molcolm Boldrige
Quoality Aword (2005) recognize the crucial role of top
monogement in creating the goals, volues ond systems that
guide the pursuit of continuous performonce improvement.
Therefore, the TQM literature reveals the top monogement
as o noticeable determinant for successful TQM
implementoation.

Policy Deployment

Policy Deployment is a structured process for gstoblishing
long ronge quality goals, of the highest levels of the
orgonization ond defining the meons to be used to reoch
these goals (Bhat, 2007). Policy deployment is the process
of defining the brood mission vision ond goals for the
compony ond then determining the meons to be used to reach
these goals. A vision statement describes how o firm wonts to
be seen in its chosen business. All employees should be oble
to realize how they con contribute to the vision. A firm
should have along-term vision stotement. A quality policy is
a guideling for the action to be token in order to reach the
quolity goals (Bhat, 2007). Similorly, o quality policy
describes how afirm wonts to be seen regording its quality. A
variety of employees should be involved in the development
of the vision statement ond quality policy, which in return,
should be well communicated to employees ot different
levels to stimulate commitment. In foct, o vision stotement
usuolly coscades down to mission stotements thaot detodl
short-term firm gools or departmentol oims. In order to
realize o vision statement, o firm must moke plon stotements
that support the realization of its vision. Quality
improvement plon should be developed along with the long
term strategic plon.

Employee Involvement & empowerment

Employees are the internol customers. Quality betterment is
not possible without the employee participotion (Prodhon,
Achorya, Yodav, Upadhayoyo, Shoh, & Timolsino, 2014).
Employee involvement refers to ony activity by which
employees porticipote in  work-related decisions ond
improvement octivities with the objectives of topping the
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creative energies of oll employees ond improving their
motivation (Bhat, 2007). By personally porticipating in
quolity monogement octivities, employges ocquire new
knowledge, see the benefits of the quality disciplines, ond
obtain o sense of accomplishment by solving quality
problems. Involvement is decisive in inspiring action on
quolity monagement (Juron & Grynao, 1993). The ronge of
octivities involved in employee involvement opprooches ore
: sharing of informotion; providing input on work related
issues, moking suggestion ond self directed responsibilities
such os setting gool, making busingss decisions ond solving
problems often in cross functionol teoms. Employee
involvement is exemplified by things such os teamwork,
employee suggestions, ond employee commitment. A teom
may well be composed of people from different staff oreas,
everyone having o chonce to contribute ideas, plons, ond
figures. A quolity control circle is agroup of workforce-devel
people, usually from within ong deportment, who volunteer
to meet weekly to address quality problems thot occur within
their deportment (Juron ond Gryna, 1993).

Supplier empowerment and relationship

Orgonization must stop awording busingss based on the low
bidders because price hos no meoning without quality (Bhat,
2007). A continuous supply of row moterials with the
required quolity is basic stoge of monufocturing. Suppliers’
quality manogement represents Industry-supplier
portnership, product quality os the criterion for supplier
selection, porticipation in suppliers, communication with
suppliers, understonding of supplier performonce, ond
supplier quality cudit. Evoluating suppliers is on importont
activity to assure the dependoble high quoality of incoming
materiols in the firm (Feigenboum, 1991). Supplier roting is
atechnique to provide supplier ossessment. Each supplier is
meosured ogainst onother specific supplier or group of
suppliers, for price, quality, delivery, ond other importont
performonce meosures. Industries need to have detoiled
information obout supplier quality information such os
drawings, specifications, ond other necessory dato. It is also
very importont to gstoblish o supplier information feedbock
system, which con be used for giving feedbock to suppliers
about their product performonce. Supplier quality oudit is on
orgonized evoluation of supplier copobilities to furnish
materiols of the necessory quolity ond quontity is on
importont bosis for initiol supplier selection ond ongoing
supplier quality surveillonce (Feigenboum, 1991).

Evaluation & Assessment

Evoluation con identify the voriotion between octual
performonce ond the gool. Evoluating the situation in on
orgonizotion’s quality provides on importont bose to
improve its quolity monagement proctices. Uncontrolled
varionce in processes or in finished goods is the main couse
of quality problems ond must be evaluoted and controlled by
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those who perform the orgonizotion’s frontdine work.
Employee con toke the appropriote oction only if the root
causes of variobility hove been identified. Quality oudit is
systemoatic ond independent exominotion to determing
whether quolity octivities ond reloted results comply with
plomned orrongements, ond whether these crrongements ore
implemented effectively ond ore suitoble to ochigve
objectives. Ong purpose of o quality oudit is to evoluate the
need for improvement or corrective oction. Benchmarking is
meosuring performonce ogoinst thot of best-in—class
componies, determining how the best-in—class ochigve those
performance levels ond using the informoation os a bosis for
our compony’s torgets, strotegies ond implementation (Bhat,
2007). Timely meosurement ond reporting of quality level
doto ore used in ossessing quolity performonce, setting
qualitytevel goals, ond evoluoting corrective-oction efforts.
Qualityrelated indices should be combined with general
employee performonce stondords. A customer satisfoction
survey (customer feedbock) is a vital to abusingss. Through
feedbock, o compony learns how satisfied its customers ore
with its products ond services ond sometimes obout the
competitor’s product or services (Pradhon, 2014). In order to
have on effective evaluation, aquality information system is
truly necessary, os it is on orgonized method of collecting,
storing, onolyzing, ond reporting information on quality to
ossist decision-makers ot oll levels (Jurom ond Gryna, 1993).

Research and Development

Product design is o special octivity which may originate
from the customers’ need or desire. Bosically, it is the
essence of the orgonizations that to fulfill the new wants or
desire of the customers os well os to adjust with the chonges
in the customer’s demond (Pradhon €t ol., 2014). Resgarch
ond development is the promingnt bronch which creote the
product design occording to customer expectotions for
functionol requirements into specific engingering ond
quolity choracteristics, which con be called specifications.
There is aset of practices that con be used to design products.
In order to have effective product design, design engineers
are required to have some shop floor experience such os
processing technology, understonding of performonce of
production equipment, skill for operating production
equipment, ond production process. In foct, product design
storts with morket research. Different deportments with the
coordination of Deportment of Research ond development
should porticipate in new product design. Experimental
design is awidely used tool in product design. Its application
hos significontly reduced the time ond expense needed to
develop the new product, greatly improved the performonce
of the new product, ond led to the success of new product
design. Quality function deployment is olso on importont
ond effective method in product design.

Process Control and Improvement

Process refers to certain unique combinations of mochines,
tools, methods, materiols, ond people engoged in
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production. Process control and improvement connotes a.set
of methodological ond behavioral practices, which ore
implemented to control ond improve processes that produce
products ond services (Juron and Gryna, 1993). In foct,
process control ond improvement con moke the
monufocturing process operate os expected, without
breokdowns, missing materiols, fixtures, tools, stc., ond
despite workforce variobility (Flynnet al., 1994). One ospect
of process control ond improvement is equipment
mointenonce, which ensures thot variotion is kept within
occeptoble bounds, keeping the monufocturing process
running. Stotistical process control is the opplication of
statisticol methods to the meosurement ond onolysis of
variation in ony process (Juron ond Gryna, 1993). A number
of quality tools or techniques con be implemented to control
ond improve processes. These methods include the seven
QC tools ond the seven new QC tools. The PDCA cycle is
essentially the scientific method opplied to continuous
process improvement (Dale, 1999; Deming, 1986). Quality
improvement is not the stotic thing but it is dynomic.
Monogers should always seorch for problems in order to
improvement every octivity in compony for better quality,
increose in productivity ond decreose in cost continuously
(Pradhon etal., 2014).

Customer relationship

Customer relationship con be defined os the degree to which
a firm continuously satisfies customer needs and
expectations. A successful firm recognizes the need to put
the customer first in every decision made. Bosed on
customer comploint information, it is importont to identify
the “vital few” serious complaints that demond in-depth
study in order to discover the basic couses ond to remedy
those couses (Juron ond Gryno, 1993). The results of
customer sotisfoction surveys con be used to toke immediate
action on customer comploints, identify problems requiring
generic corrective oction, ond provide o quontitotive
meosurement of customer satisfoction (Juron ond Gryno,
1993). In-depth marketing research con identify suddenly
arising customer needs. In order to pursue customer focus,
firms should alwoys provide worronties on their products
sold to customers. Thus, customers will reduce their risk in
buying products. In addition, firms should pay sufficient
attention to customer services.

Education and training

Troining refers to the ocquisition of specific skills or
knowledge. Troining progroms should teach employses how
to perform particular activities or a specific job. Education,
on the other hond, is much more general, ond ottempts to
provide employees with general knowledge thot con be
applied in mony different settings (Cherrington, 1995).
Learning is the obility ond willingness of the firm to engoge
in knowledge seeking octivities ot the individual, group or
teom, and orgomizotional levels (Anderson et al., 1994). In
order to have effective leorning octivities, o firm should
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continually encouroge employees to accept educotion ond
training. In order to use various quolity tools or methods
effectively, employees should be trained in these methods.
More training should be given to employees such as quolity
inspectors, supervisors, ond production operators.
Employees should accept quality consciousness education
in order to improve their commitment to quality. Newly
recruited employees should occept more education on
quality aworeness. Newsletter, poster slogon, ond quality
doy ore commonly used for educating ond/or troining
employees (Zhong, 2000). Education ond training hove
foiled if they do not result in a.chonge of behavior (Juron ond
Gryno, 1993).

TQM Impact construct

Gravin (1983) listed eight critical dimension of quality
performonce which were performonce, features, reliobility,
conformonce, durobility, serviceobility, aesthetics ond
perceived quality. Flynn et al. (1995) used perceived quality
morket outcome, percentoge which possed finol inspection
without requiring rework ond competitive advantoges os o
impoct vorioble. They used perceived quolity morket
outcome as o multidimensional construct including
conformonce, reliability, performance, durability,
serviceability ond perception of customer satisfoction as in
Gravin (1983) They defined competitive advontoge s volue
creoted for customer whereas percentoge of items thot
possed final inspection without requiring rework indicates
the plonts ability to control its product rother thon defects
inspected out.

Zhong €t al. (1999) used product quality os TQM impoct
where they used performonce, conformity, reliobility,
durobility, defect rotes, internol foilure cost ond worronty
percentoge. Koynok (2003) used three levels of performance
meosures nomely finonciol, morket ond operating. They
found thot there is positive effect of TQM practice on
finonciol ond morkst performonce is mediated through
operating performonce.

Sila and Ebrohimpour (2005) used orgonizational
effectiveness, finonciol ond morket results os o impact of
TQM implementation. Lin &t al. (2005) hos showed the
relationship between TQM implementation with
satisfoction level of employee ond customer olong with
different business results including productivity, cost
performonce, profitobility, soles growth, earning growth ond
morket shore. This suggestion wos also followed by Zokun gt
al. (2010).

Tori (2005) used foctor ond result oriented constructs of
TQM, where result oriented constructs were customer
satisfoction, stoff indicators, quality performonce, sociol
impacts ond employee satisfoction. The study suggested thot
if the monogement is properly awore obout the different
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components of TQM then only they con develop activities
for implementotion of TQM. Kokkor ond Norag (2007) hos
showed the relationship between contributing voriobles ond
contribution variobles. Using the literoture review they hod
determined ond volidote the following contributing
variobles: product quality, customer satisfoction, morket
performonce, employee satisfoction, business result, cost &
woste reduction, sofety, productivity improvement ond
impoct on society.

Dos et ol. (2008) hos used performonce, reliobility,
durobility, defect rote of primory product os o product
quality. Fotopoulous ond Psomos (2008) used quality
improvement, morket benefit, customer sotisfoction ond
protection of natural ond social environment as on impoct
variobles. Reduction of defect product, obsolete product,
non conformonce, reprocessing, worrontee compensotions
were token os quality improvements. Soles, profit,
performonce ond competitive position were token os morket
benefit instruments. Customer loyoalty, satisfoction ond
comploints were token as morket benefit instruments. Heolth
ond security risk, waste ond pollution ond social issues were
in odditionolly oddressed by Fotopoulous ond Psomas
(2008) thon other previous reseorch.

Reviewing the obove different empirical studies, this study
has selected the following four constructs of impact of TQM
implementation nomely Customer sotisfoction, Employee
satisfoction, Product quolity ond Busingss performonce.
Orgonizotion’s primary purpose is to stay in business, so thot
it con support the stobility of the community, produce
products ond services thot ore useful to customer, ond
provide asetting for the satisfoction.

Customer sotisfoction hos drown much more ottention
nowodays. Different quality guru ond quolity owords also
hod focused on customer sotisfoction. So the customer
satisfoction is token os ong of the firms’ key performonce
meosure. Employee satisfoction is token os on omother
importont port in business success becouse employees ore
token as internol customer ond employee satisfoction con
direct to behaviors by employees thot offect o firm’s
performonce.

Quuality product is ong of the most prominent foctors for
monufocturing industries in the world market. Business
strotegy development must place high priority on product
quolity which is the fundomentol aspect for business
success. Busingss performonce is aindicator to test the effect
of TQM implementation. It reflects the competitive
copability of o firm in the moarketplace ond its finonciol
health ond predicts its future success or foilure. Annuoal sales,
soles growth, profit ond market shore are the prime foctors to
meosure the business performonce.
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Figure: Conceptual framework of the TQM implementation and Impact
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Conclusion

The extensive TQM literoture suggests that TQM covers o
vast spectrum of constructs. The different constructs were
identified in the literature ore based on their own gxperience
in working os consultont, monagers or reseorcher. This study
identifies the nine key factors for TQM implementation ond
four key foctors of impoct of the TQM implementotion. So,
this study con define TQM os o monogement philosophy for
continuously improving performonce ond excellence
(Customer sotisfoction, Employee satisfaction, Product
quolity ond Busingss performonce ) bosed on Top
monogement commitment & involvement, Policy
deployment with process control and improvement applying
Research ond development, odopting training ond
education, maintaining suppliers empowerment ond
relationship, hoving customer relationship, employee
empowerment ond involvement, by using evoluation ond
assessment
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