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Abstract:

This study came to investigate the impact of Total Quality management (TQM) practices and strategies on
organisational performance. TQM is defined as a strategy that essentially aimed to establish and deliver high quality
products and services that cover all customers' demands and achieve a high level of customer satisfaction. This paper
discusses the implementation of total quality management in Pakistan and explores the relationship between the
effective implementation and organisational performance. TQM in Pakistan was implemented in three categories of
implementation methods which are; quality control, quality assurance and continuous improvement. The findings
indicate that TQM has two organisational performances, either is TQM practices effect the organisational performance,
or it hinders organisations to achieve their goals in which this will negatively affect the organizational performance.
Keywords: Total Quality management, organisational performance, high quality products and services, customer
satisfaction.

1. Introduction:

Business environment has undergone tremendous changes and enhancement in quality and has become as one of
the essential strategies that could be implemented in any organisation in order to achieve organisational
competitive advantage. In addition, because of the continuous increase in global labor market, organisations
must improve their product and services quality in order to survive within other competitors. In order to enhance
organisational performance, and for the purposes of improving customer satisfaction; several total Quality
management practices were implemented. Total Quality Management (TQM) is based on; that all organisation
staff should collaborate with each other for the purposes of producing high quality products and services in order
to meet customers' demands. One strategy that could be implemented in order to minimize errors is by
controlling processes of manufacturing.

Total Quality management consists of several quality instruments and technique, in addition to various values
and beliefs that all staff within the same organisation shares (Gharakhani et al., 2013). TQM can be defined as a
strategy that aims to generate and transfer more efficient and superior services, through achieving cooperation
between organisational members (Lakhal et al., 2006).

Although there are several researches that directly handled total quality management practices, but these
practices are still considered vague and unclear (Dean & Bowen, 1994).This could be explained due to the fact
that total quality management has different definitions according to the individual thought about TQM term.
Various studies were conducted in order to distinguish the relationship between practices of total quality
management and the performance of organisations which is the main aim of our research. The scope of the
investigation includes various kinds of industries such as financial, operational and quality performance. Such
studies indicated that there are positive relation between the effective implementation of TQM and the
organisational performance, in which when one organisation applies total quality management practices in
effective way then it's organisational and employees' performance will largely enhanced (Prajogo et al. 2004), its
productivity will increase and its operational costs will decrease(Lam,1995) .

Terziovski (1999) clarified that there is an important influence of total quality management on operational
performance especially at large companies that are specialized in manufacturing processes. Several categories of
total quality management were considered as an essential performance predictors such as leadership, individual
management and focus on customer. This paper discusses on total quality management practices and its
influences on organisational performance.

2. Problem statement :

TQM is still considered new philosophy and its principles and tools are still unfamiliar for a large number of
organizations managers and employees. The existed theoretical research that focused on TQM are still
insufficient to create an in-depth understanding for the term of total quality management ( Thiagarajan et
al.,2001).

Different strategic reasons such as globalization directly enhance the interest of developing countries in quality,
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so focus is on TQM to gain economic benefits at these developing countries. Moreover, customers in different
countries were demanding services and products with high quality characteristics more than ever. All of these
reasons generate the new wave of quality interest at different business organisations all over the world.

Although there are several studies about TQM and its relation with performance (Baidoun and Zairi, 2003),
however this paper will define TQM practices and techniques and its impact on organisational performance
specifically.

3. Research aims and objectives:
This research paper came to find out the following key objectives which are;
1. To explore the TQM practices and technologies
2. To identify the impact of TQM implementation on the organisational performance.
3. To generate a guidelines for effective implementation of TQM practices at organisations.

4. Literature Review:
4.1 Total Quality management:
The quality management concept was recognised since ancient times in Japan in the late 1930s specifically after
the World War II. After that, several firms in the manufacturing sector were focused on enhancing quality and
utilising tools that directly aim to control quality at these firms (Demirbag et al., 2006; Talib et al.,
2010).Furthermore, both USA and UK accepted the idea of quality management (QM) especially in
manufacturing sector in those countries. Subsequently, QM has been recognised widely in several international
standards such as in the ISO 9000 and the idea of QM was largely accepted these standards (Sachdeva et al.,
2007).Several principles were recognised at each TQM practices and the principles are clarified in figure (1);
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Customer Focus
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Mutually Principal 2

Beneficial Leadership
Supplier Driven
Relationship

The eight TOTAL
Principal 7 QUALITY

Factual Principal 3

Apprach to MANAGEMENT Involvemnt of
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Making. PRINCIPLES

Principal & Principal 4
Continual Process
Improvement Approach

Figure 1. Principles of TQM practices (source: Northlink College, 2015)

Various techniques were also proposed for QM practices, in which it is considered as a method to enhance
quality and efficiency of different industries services and products. One of the main internationally accepted
approaches is total quality management (TQM) in which this approach essentially attempts to create a
comprehensive cooperation between all organisation functions in order to fulfill customers' demands in an
efficient way and to achieve all organisational goals.
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Total quality management also engages all organisation staff members in the process of covering customers'
expectation through utilising problem solving methods to enhance the quality of all organisational products and
services. The main focus of total quality management philosophy is to achieve a comprehensive integration
among organisational staff and their functions in order to gain better enhancement, progress and preservation of
products and services quality to achieve customer satisfaction (Talib, 2013).

This managerial philosophy is directly focuses on improving business quality and satisfaction of managers
through enhancing the employee's involvement in decision making processes by utilising teams of quality
improvements and quality circle strategies (Yusuf et al., 2007).

Many literature ((Talib et al., 2012) provide various concept on TQM; however all of them share similar basic
elements. One example is that all TQM considered customer as the key focus in this managerial strategy.
Furthermore, one of the most important elements that ensure the success of TQM practices is the management
commitment. Other essential organisational situations to achieve TQM success are organisational culture and
alterations. Therefore, total quality management is a managerial strategy that aims to enhance organisational
performance and efficiency through enhancing the quality of services and products in the organizations
(Arumugam et al., 2008).

The interest in total quality management practices was largely enhanced in the last two decades and it is
considered as an essential field to study for many scholars (Yusof and Aspinwall, 1999; Arumugam et al., 2008).
Gharakhani et al. (2013) indicated that TQM was largely accepted at different services sectors as a managerial
strategy that essentially aims to enhance performance of organisations. Moreover, TQM is considered as a
comprehensive integration between several models, procedures, individuals and communication processes to
cover all customer demands (Van Ho, 2011).

Talib and Rahman( 2010a) proposed a TQM model which recognised as "Components of TQM” model. They
clarified the main practices that could enhance the performance of organisations as shown in figure (2). TQM
practices include commitment of top-management, focus on customers, training and education, continuous
improvement, supplier management, involvement and encouragement of employees, benchmarking, and quality
information and performance. The outputs are the enhanced productivity and quality, the achievement of high
level customer satisfaction, the improved customer loyalty and on-time delivery. Generally, all TQM models
indicated that each managerial action is consist of planning, implementing And evaluating processes.

4.2 Organizational performance:

One of the main elements to achieve an effective organisational management processes is the performance
measurement. The performance of one organisation can be directly related to its ability to achieve their strategic
and financial objectives (Li et al., 2006). The performance of organisations was largely neglected in past
research, whereas some other (Katou, 2008) who were discussing the organisational performance with reference
to the financial performance only. Stock et al. (2000) were also discussing the organisational performance
through measuring both financial and market harmonic performance which includes the return on investment
measures (ROI), sales profit and growth and market share progress.

One fact must be also mentioned here is that the organisational performance could be measured either depending
on operational performance which is referring to the whole performance of one organisation that includes
financial performance, customer satisfaction and effectiveness of product quality(Brah et al.,2000). Whereas the
operational performance of one organisation is directly handled with the enhanced delivery performance,
flexibility, minimizing costs and errors and enhancing process productivity(Nunnally, 1978).
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Figure 2. Components of TQM model (source: Talib and Rahman, 2010a)

4.3 Total Quality management and organisational performance:
Measurement of performance is considered as an essential element at all managerial approaches. Cost and
quality are the two main measurements of organisational performance which directly affected by the total quality
management practices. Sadikoglw (2009) and Brun (2010), both agreed that applying various TQM practices
such as training, process management, customer management, etc. influence employees performance which then
directly affect the whole organisation performance. Gharakhani also indicated that TQM greatly influence the
organisational performance especially in their financial performance (Gharakhani et al., 2013).
According to the increasing demands to achieve a high quality products and services, organisations have realized
the importance of applying total quality management practices to the production processes in order to minimize
costs and to create products with high quality characteristics. TQM is recognised as a strategy that considered
customers as the main concern, in which it directly aims to provide them with a high quality services and
products through adding continuous improvements in the production processes (Harmon & Peterson, 1990).
Another research who directly aimed to define the conflict that existed between the thoughts of senior managers
on TQM and middle level manager's visions. Soltani and Wilkinson (2010) found that there exist four main
TQM propositions which are affirmation of quality, individual, firm and the senior managers' functions. The
main conclusions that were driven from Soltani and Wilkinson research that TQM is still considered as a new
strategy, and the main utilised approach to implement TQM is the quality control approach (Soltani and
Wilkinson, 2010).
Wen et al. (2009) and Letica (2007) also clarified the impact of TQM practices on the level of customer
satisfaction especially in the sector of public services and from the managers' perspective. The focus were
planning in strategic way, management of processes and employees, leadership, customer concern, and
measuring on both internal and external customers' satisfaction level for the quality of perceived products and
services. This study has indicated that there is a positive relationship between TQM practices, employees focus
with satisfaction levels of customers. The research findings also clarified that there is a strong relation between
manager commitment and satisfaction of customers. On the other hand, some TQM practices such as planning in
a strategic way and management of processes has less effect on satisfaction levels of customers.
Lord& Lawrence (2001) clarified that the management of quality process must start at the beginning of the
project (the organization founding), and ends after achieving the quality standards. Each organisational member
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is also responsible to some extent on the organisational improvements. Quality can be defined as the ability of
products and services to cover customers' demands and achieve high level of customer satisfaction (Waldman
and Gopalakrishnan, 1996).

Lakhal et al.(2002);and Talha(2004)indicated that the practices of TQM is directly contributing in enhancing the
performance of organisations by minimizing costs , enhancing the performance of staff members , and increasing
the degree of customer satisfaction .

Although Saizarbitoria (2006) clarified that TQM directly impact the performance of organisations in positive
way, but Dooyoung et al. (1998) indicated that in some cases the implementation of TQM cannot achieve the
desired organisational goals.

5. Implementation and practices of TQM in Pakistan:
Several methods were utilised to implement total quality management at organisations, and while discussing
these implementation methods we will take Pakistan as an example as Pakistan is one of the main countries that
utilised total quality management practices and implement such practices at a huge number of their organisations
through utilising different implementation methods as discussed below ( Raja et al., 2011). The main five
categories of implementing total quality Management strategies are as follow;

5.1 Zero Level: No control/no customer focus:

Such organizations do not concentrate on achieving customer satisfaction as much their focus on their products
and services characteristics especially their quality characteristics. In some countries such as Pakistan, there is no
charge for poor performance of organisations, in which in some cases, this will lead to customers' misery
(Kamran Moosa, 1998).

5.2 Level One: Quality Control:
At this level, organisations often own several laboratories and measurement departments in order to continuously
enhance the quality of their products and services through testing them and developing their managerial systems
.the statistical process control is the most often utilised approach to conduct such measurements at companies
(Prakash et al., 2010).Quality control methods were largely utilised in Pakistan manufacturing companies in
order to implement TQM practices and strategies as mentioned by Kamran Moosa(1998).

5.3 Level Two: Quality Assurance:

Companies that are governed by this method is directly believe that products is an output for several processes
and quality of these products cannot be achieved without controlling ach process separately. Quality assurance is
largely conducted in several companies through implementing some programs that focused on quality (such as
ISO 9000, ISO 9000-2000, etc), in addition o some managerial tools that are utilised to assure quality (such as
affinity diagrams, Pareto charts, etc.)(Brun, 2010). Hayat Awan (2003) also mentioned that a major part of
Pakistan organisations were used ISO 9000 firstly to achieve effective quality control processes and after that to
assure quality in its organisation, in which the implementation process of this program differ according to the
kind of organisations businesses.

5.4 Level Three: Continues Quality improvements:

The companies that are located under this level believed that the improvement of quality of businesses is directly
connected to the employee's efficiency, commitment and the existence of team work spirit within the staff
members. Several campaigns were planned in these companies in order to enhance quality management
capabilities of functional team members by conducting some practices such as providing them with weekly or
monthly assignments. Several techniques were utilized in manufacturing companies in Australia in order to
achieve continuous improvements of quality such as quality circles, mentality of zero defects and just in time
techniques (Sadikoglu,2010).But Pakistani companies that fall into this category are

very few as mentioned by (Jamshed,2000).

5.5 Level Four: Quality Award Models:
The companies which come under this category are considered as firms dominant on the market and as a
universal champion with their products and services. These companies aim to provide others with a benchmark
for the effective quality performance, and organisations that followed this category are defining quality as the
process of achieving the overall satisfaction of customers. Kaluarachchi (2010) conducted studies on the
influences of models of quality award on services institutions and they clarified that such firms utilised different
tool such as process reengineering, and packages of computer software's in order to enhance their organisational
performance with reference to their quality characteristics . Companies that implement TQM through quality
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award models do not existed in Pakistan as mentioned by Jamshed (2003).

6. Conclusions:

This study is directly focusing on examining the relation between the total quality management and
organisational performance. Several past researches have clarified the relation between TQM and the
organisational performance especially the financial performance. Such researches indicated that when one
organisation implements TQM in effective way, then its performance will be largely enhanced from several
aspects(Hendricks & Singhal, 1999; Ittner & Larcker, 1996).In a review of the literature covering the impact of
total quality management on organisational performance, Saizarbitoria(2006) indicated that there is a positive
direct relation between TQM and organisational performance, However, Dooyoung et al.(1998) indicated that
TQM practices could hinder organisations to achieve their goals. Nevertheless, the main conclusions that can be
taken from this research are that customer satisfaction and quality performance of products and services can be
enhanced by implementing different quality initiatives at organisations. The strategy of TQM that concentrates
on enhancing the customer satisfaction levels will directly improve the organisational performances and that
Leadership commitment is considered a key element for guaranteeing a successful implementation of TQM
practices at organisations. Although this research is directly focuses on distinguishing the relation between TQM
and organisational performance, but several factors directly affected organisational performance were neglected
such as organisation size, culture and level of innovation. Therefore, future researches could study the impact of
TQM on organisational performance in wider scope by investigating the influences of the above mentioned
factors on performance. Another research focus should be carried out to study the implementation of TQM in the
business sector to provide a better understanding of TQM implementation.
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