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ABSTRACT 
 
 Total Quality Management (TQM) is a structured system for meeting and exceeding customer needs and 
expectations by creating organization-wide participation in the planning and implementation of breakthrough 
and continuous improvement processes. It integrates with the business plan of the organization and can 
positively infl uence customer satisfaction and marketshare growth. It is also a system of management and a 
way of working, not a program that an organization simply sets in motion and then walks away from. It is not 
Statistical Process Control (SPC), project teams, employee involvement, or Quality Control. It is a discrete form 
of organizational management that encompasses all levels of the organization in a focused and ongoing effort to 
provide products and services that satisfy customer demands. TQM is also unique because it is a system that is 
applicable across a wide variety of business sectors and functions. 
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Introduction  
 
 During the 1990s, the increasing internationalization and globalization of markets have made it necessary 
for organizations to improve their effectiveness, and to do so many have targeted the area of quality. 
Consequently, TQM programme,s have been attracting the attention of many organizations during this period 
(Waldman, 1994; Siegal et al., 1996), and are likely to remain a key issue for change management into the next 
century (Spector and Beer, 1994; Schalkwyk, 1998). An important aspect of the implementation of a TQM 
programme is that it often leads to major change within an organization (Almaraz, 1994). However, research 
studies of TQM appear deficient in that there has been only limited theoretical exploration aimed at  guiding 
TQM implementations (Almaraz, 1994; Waldman, 1994; Zairi, 1994). Add to this a failure rate of TQM 
programmes reportedly as high as 75 per cent (Spector and Beer, 1994; Jackson, 1995), and TQM becomes a 
very important issue, the popularity of which is in stark contrast to its high failure rate. All of this points to a 
need for more research if TQM is to be effectively applied to manage organizational change. 
 Oakland (1989) argues that “TQM needs to gain ground rapidly and become a way of life in many 
organizations” (p. 15). However, Total Quality Management (TQM) cannot become a way of life in 
organizations immediately. Time is needed in order to integrate the appropriate quality principles and techniques 
into the culture of the organization (Goetsch & Davis, 1994). Time, however, is not the only resource that TQM 
requires. Human resources are equally important for TQM success. Therefore, it could be said that people’s 
awareness of quality is central to TQM’s purpose. For Crosby (1984), quality awareness is not just promoting 
quality within an organization, but it is also spreading information around. He also points out that quality 
awareness extends to the way in which managers act and talk about quality. Thus, quality awareness begins 
from management and spreads throughout the entire organization. Nevertheless, research evidence (Morgan & 
Murgatroyd, 1997) has shown that quality awareness is sometimes limited. Moreover, quality messages can be 
interpreted differently by managers working in different national business contexts. How can TQM become “a 
way of life” within an organization when managers are not really aware of it? Therefore, the purpose of this 
paper is to explore the extent to which managers in a specific national context are aware of the TQM approach. 
 The 1990s will be a decade of intensified competition. A major characteristic that will distinguish those 
organizations that are successful will be total product and service quality. This means that products/services do 
more than meet customer needs. It means that they are produced and/or provided in a continuously improving, 
more timely, cost-effective, and productive manner. From an international perspective, many organizations 
currently hold a signifi cant lead over U.S. organizations in TQM development. This is reflected clearly in the 
indisputable economic success and strength of those businesses that promote and foster TQM as a standard 
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mode of operation. The question for American organizations is not an argument over the merits of TQM, but 
rather how to implement it in a most effective and timely manner. 
 
The Meaning of TQM: 
 
 A baseline technical definition of what TQM is all about has been given by the American Federal Office of 
Management Budget Circular (cited in Milakovich, 1990, p. 209), “TQM is a total organizational approach for 
meeting customer needs and expectations that involves all managers and employees in using quantitative 
methods to improve continuously the organisation’s processes, products and services.” 
 In addition, the American Federal Office of Management (cited in Morgan & Murgatroyd, 1997) defines 
TQM as, …a total organizational approach for meeting customer needs and expectations that involves all 
managers and employees in using quantitative methods to improve continuously the organization’s processes, 
products, and services. (p. 7)  
 According to the latter definition TQM is not merely a technical system. In fact, TQM is associated with the 
organisation itself, which is also a social system. Pike and Barnes (1996) argue that organizations are not only 
technical systems, but also human systems. In addition, Oakland (1993) states that TQM is an attempt to 
improve the whole organisation’s competitiveness, effectiveness, and structure. For Dale (1999), TQM is the 
mutual co-operation of everyone in an organisation and associated business processes to produce products and 
services, which meet and, hopefully, exceed the needs and expectations of customers. TQM is both a philosophy 
and a set of management guiding principles for managing an organisation. (p. 9)  
 From the above definitions, we can identify two important aspects that comprise TQM: management tools 
and techniques as well as management concepts and principles. The techniques refer to what has been referred 
to as the “hard” aspects of TQM, while the principles refer to the “soft” side.  
 
The “Hard” Side of TQM: 
 
 Deming (1986) has stated that “in God we trust - all others must use data.” This statement emphasizes the 
importance of management techniques, tools, and systems that compose the “hard” side of TQM. Using the 
definition given by Goetsch and Davis (1994) management tools are means of “collecting and displaying 
information in ways to help the human brain grasp thoughts and ideas that, when applied to physical processes, 
cause the processes to yield better results” (p. 382). The quality management literature provides a wide range of 
quality management tools, techniques, and systems. Some of them are quite simple, while others are more 
complex.  
 The first TQM tool is the Statistical Process Control (SPC). SPC is a statistical method through which 
managers can control the production or the service delivery process, in order to make shifts attempting to 
improve it (Goetsch & Davis, 1994). As Dale and Oakland (1991) argue the basic objective of SPC is to reduce 
variation, which is inherent in many processes. SPC is one of the most well-known management methods.  
 The second technical aspect of TQM is the ISO 9000 Series. The International Standards Organization 
(ISO) 9000 is perhaps the most popular quality improvement system. It is an international set of documents 
widely known as standards written by a worldwide organization known as the ISO/Technical Committee 176 
(Lamprecht, 1992). This set of standards ensures that a company has a specific quality improvement policy, 
which makes it more competitive in the market. This aspect of competitiveness is one that makes ISO 9000 very 
popular among Greek firms (Tsiotras & Gotzamani, 1996; Vouzas, 1997).  
 Another significant TQM tool is Pareto Analysis. It is a tool through which the management team can 
eliminate problems that occur in the operation processes (Bicheno, 1998). According to Dale (1999), “it is an 
extremely useful tool for considering a large volume of data in a manageable form…” (p. 296). A fourth 
technique is the Matrix Diagram. This is a tool that allows managers to identify, analyze, and rate the 
relationship between two or more variables, and in this way to encourage them to think in terms of relationships, 
their strengths, and any patterns (Besterfield, Besterfield-Michna, Besterfield, & Besterfield-Sacre, 1999).  
 Histograms are also useful TQM tools. Histograms graphically demonstrate the relative number of 
occurrences of a wide range of events (Bicheno, 1998). The most important causes are shown on the diagram 
and correcting actions take place. The Tree diagram, which is also known as systematic diagram method (Dale, 
1999), is a tool through which someone can arrange targets, problems, or customer’s needs in a specific order 
(Bicheno).  
 The seventh technique is critical path analysis (CPA). This tool is associated with managing projects. It is 
related to TQM because project management is critical to the implementation of quality programs within an 
organization (Bicheno, 1998). CPA seeks to establish, through the use of a network of arrows or nodes, a logical 
order of activities in terms of time and importance for the completion of a project (Bicheno). 
 The final technique is one of the classic TQM tools called fishbone or Ishakawa diagram. The fishbone 
diagram is used to identify causes of a problem without using statistical methods (Bicheno, 1998; Goetsch & 
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Davis, 1994). According to Goetsch and Davis, the fishbone diagram serves as an excellent reminder for the 
things that have to be done. 
  
The “Soft” Side of TQM: 
 
 The investigation of the “soft” side of TQM resulted in the identification of nine (9) key principles most 
commonly found in quality management literature . The first of these principles is that TQM, in contrast to 
previous quality management initiatives, involves everyone in an organization. It is widely accepted that the 
increase of employees’ participation in the overall quality strategy brings an increased flow of information and 
knowledge, and contributes in the "distribution of intelligence" to the bottom of the organization for resolving 
problems (Powell, 1995). As Morgan and Murgatroyd (1997) note, the “total” element of TQM implies that 
every organizational member is involved in quality improvement processes. In addition, Oakland (1989) points 
out that “… [TQM] is essentially a way of organizing and involving the whole organization; every department, 
every activity, every single person at every level” (p. 14). 
 The second principle is associated with continuous improvement. According to TQM theory the best way to 
improve organizational output is to continually improve performance (Dale, 1996; Goetsch & Davis, 1994; Ho 
& Fung 1994). Quality improvement is not a task that has an end, as it is not static. The emphasis is on seeking 
improvement opportunities, not just holding the status quo. The focus is on planning, prevention, and 
anticipation (Dale, 1996). According to Oakland (1989), in order “to maintain a wave of interest in quality, it is 
necessary to develop generations of managers who…are dedicated to the pursuit of never-ending improvement 
in meeting external and internal customers needs” (p. 296). In addition, Juran (1988) notes that quality 
improvement requires the establishment of a quality council, which is the driver, to ensure that improvement is 
continuous and never-ending. Quality improvement can be achieved if an organization develops a management 
philosophy of continuous.  
 Quality experts like Deming, Juran, Scholtes, and Crosby state that organizations must approach quality 
improvement from a long-term perspective: They also warn us that achieving some quality improvement can 
breed complacency (cited in Longenecker & Scazzero, 1996). A third principle of TQM is related to the concept 
of teamwork (Conti & Kleiner, 1997; Hill, 1991; Lawler, 1994; Waldman, 1994; Wilkinson, Marchington, 
Goodman, & Ackers, 1992). Within the context of TQM, teamwork is an important outcome and a condition for 
continuous improvement (Coyle-Shapiro, 1997) Teams are generally viewed as more powerful and effective 
work entities than individuals. Teams, according to Lawler should be catholic, including employees from all the 
hierarchical levels, layers, and from all the departments of the enterprise. Scholtes (1992) argues that teams are 
needed for all organizations in order to make them work more flexibly and to develop mutual trust among 
members. In traditional management approaches each department needs to take care of its own problems. In a 
TQM context the whole organization needs to care about quality improvement and not just in a 
departmentalized way. In this respect, organizations need cross-functional work groups that will deal with inter-
departmental management problems.  
 Empowering the employee is another important principle of TQM. According to Besterfield et al. (1999), 
Empowerment is an environment in which people have the ability, the confidence, and the commitment to take 
the responsibility and ownership to improve the process and initiate the necessary steps to satisfy customer 
requirements within well-defined boundaries in order to achieve organizational values and goals. (p. 77)  
 Wilkinson (1998) argues that TQM offers ways in which empowerment of employees can support an 
organization's efforts not only in quality improvement, but in empowerment as well. Its approach places the 
responsibility for an organization's processes in the hands of those who know these processes best, and helps 
them to participate directly in the organization's mission or purpose. In particular, the plan-do-study-act cycle 
lies at the heart of the improvement process and represents the key to employee empowerment in that process.  
 According to Cleary (1996) while employers seek the commitment and empowerment of their employees, 
increased control over the work process is a cornerstone of TQM. Under TQM, continuous improvement is 
undertaken by those involved in a process and this introduces elements of bottom-up issue identification and 
problem solving. As a result, TQM may empower employees by delegating functions that were previously the 
preserve of more senior organizational members and as a result institutionalize participation on a permanent 
basis (Hill, 1991; Vouzas, 2004). Teams within organizations help employees become involved in issues that 
were previously top-management’s responsibility (Morgan & Murgatroyd, 1997). Gatchalian (1997) argues that 
empowered employees know how to better incorporate their skills in day-to-day work tasks, and thus, they can 
exercise better judgment and a sense of responsibility. 
 The fifth basic concept of TQM is continuous training. Oakland (1989) believes that training is the single 
most significant component in trying to improve quality. He points out that “quality training must be continuous 
to meet not only changes in technology, but also changes involving the environment in which an organization 
operates, its structure, and perhaps most important of all the people who work there” (p. 263). According to 
Dale (1999), continuous training contributes to the establishment of “a common language throughout the 
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business” (p. 11). A study by Mathews et al. (2001) found that “top managers and shop-floor workers receive 
more training in the areas of “soft” quality tools, quality awareness and customer focus than in statistical 
approaches. Middle managers and quality specialists receive most quality-related training”. Furthermore, 
effective TQM implementation calls for a training policy, which will be part of the overall quality strategy and 
aims at improving the necessary skills for continuous quality improvement (Brown, 1994; Marchington, Dale, & 
Wilkinson, 1993; Patel, 1993; Walley & Kowalski, 1992). According to Motwani, Frahm, & Kathawala (1994), 
the future of training on issues related to quality should emphasise better training evaluation processes. 
Organizations spend a lot of money on training and, thus, need to check whether training is meeting strategic 
goals. He also supports the view that training can be evaluated by specific indicators like customer satisfaction, 
market share, and employee performance.  
 The sixth element is customer satisfaction. In a total quality context customer satisfaction is the driving 
force for an organization to improve its performance (Moore, Hopkins, & Hopkins, 1998; Zairi, 2000). Juran 
(1993) argues that there are two different kinds of customers: the external (clients, government regulatory 
bodies, the public) that defines the quality of the service delivered and the internal (employees, different 
departments) that defines the quality of the processes associated with the delivering of services. Both external 
and internal customers have needs. A contemporary approach to quality such as TQM stresses the importance of 
satisfying those needs (Centre for the Evaluation of Public Policy and Practice, 1992). According to Rampersad 
(2001) “to realize customer satisfaction, everyone within the organization should consider continuous 
improvement as something normal” and urge organizations to make an inventory of customers’ data, customers’ 
complaints, and benchmarking in order to improve the customer orientation. Lagrosen (2001) states that 
although customer focus is revered, methods for developing a deeper understanding of the customers' situation 
are not sufficiently integrated into TQM.  
 The above principles of TQM require top management commitment and support. Dale (1999) argues that 
top managers “have to take charge personally, lead the process, provide direction, exercise forceful leadership, 
including dealing with those employees who block improvement and maintain the impetus” (p. 10). In addition, 
Torrington and Hall (1998) argue “senior managers need to define the quality objectives of the organization to 
provide direction and clarity and to communicate these continually within the organization” (p. 300). According 
to Ahire and O'Shaughnessy (1998), companies with high top management commitment have the ability to 
produce high quality products, in contrast with firms with low top management support.  
 Beyond management’s commitment and support to TQM, an open and democratic/participative 
management style is identified. The importance of management style in TQM has been pointed out by Crosby 
(1979). Later authors argue in favor of a more democratic management style. For example, Morgan and 
Murgatroyd (1997) note that the fundamental difference between TQM and other management approaches “is 
that it is more democratic” (p. 15). Additionally, Goetsch and Davis (1994) claim that the most appropriate style 
of management within a TQM context is the participative one, which “…involves soliciting input from 
empowered employees” (p. 224).  
 Finally, a supportive organizational culture is the common denominator of all the “soft” aspects of TQM 
(Atkinson, 1990; Coulson-Thomas, 1992; Grant, Shani, & Krishnan, 1994; Sousa-Poza, Nystrom, & Wiebe, 
2001; Van Donk & Sanders, 1993). In other words, quality culture binds together all of aforementioned TQM 
concepts. As Hill (1991) points out it nurtures high-trust social relationships, and it develops a shared sense of 
membership as well as a belief that continuous improvement is for the good of everyone within the organisation. 
Similarly, Corbett and Rastrick (2000) argue that organizational culture affects and alters employees’ actions 
and perceptions of all aspects of their work in order to include quality. In addition, Sinclair and Collins (1994) 
support the view that culture acts as a force for cohesion in organizations and therefore can support or inhibit the 
process of change towards TQM application.  
 In conclusion we can argue that in exploring the concept of TQM we can identify two major components: 
the “what” and the “how” of TQM (Goetsch & Davis, 1994). As the component of “what” diverges in almost 
every single study and textbook, the “how” component distinguishes TQM from other quality management 
approaches and includes basic principles that are generally accepted. These principles and concepts comprise the 
“soft” side of the TQM approach (see Table 2). Nevertheless, as Wilkinson, Redman, & Snape (1993) argue, the 
TQM gurus focused on the “hard” side of TQM by emphasizing the importance of statistics and operations in 
the quality assurance process within organisations. In this respect, TQM is a whole management theory that 
includes both “hard” and “soft” aspects. The question that rises, however, is whether managers are equally 
aware of both sides of it.  
 
Managers’ Awareness Towards TQM: 
 
 Although, the above distinctive elements of the “soft” and “hard” side of TQM are well documented, little 
has been said about how one can assess managers’ awareness and understand them. The extant literature 
consists of a few qualitative studies that have examined managers’ attitudes towards TQM (Brennan, 1991; Hill, 
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1991, 1995; Tsiotras & Gotzamani, 1996). For example, Taylor (1995) found that awareness of ISO 9000 was 
very high among executives in his study in Northern Ireland. Almost nine out of ten executives (88%) had heard 
of the quality systems standard ISO 9000, whereas an earlier study revealed only 32% awareness. He also 
mentioned that activities related to quality were frequently misunderstood, and often quality was equated with 
the checking activity of quality control or interpreted in the context of product grade or excellence.  
 Particular interest on the awareness and perceptions of managers on TQM is related to middle management 
level (Dopson, Risk, & Stewart, 1992; Institute of Personnel Management, 1993; Vouzas, 1997; Wilkinson et 
al., 1993). Ishikawa (1985) considers middle managers to be the key people in quality management and the key 
players in breaking the status quo. He calls this layer of management “traffic policemen”. 
 He believes that middle managers are at the crossroads: They have to obtain crucial information and acquire 
the ability to make judgements based on a broad perspective.  
 Research has shown that even though middle managers want to participate in the early stages of TQM, top 
management has no trust in them (Vouzas, 1997). Wilkinson et a1. (1993) argue that lack of commitment from 
middle management has been the case in nine out of ten organizations they studied. The study also suggested 
that the effect of TQM on middle managers was substantial; made their jobs more demanding; and emphasized 
team work, people management skills, and technical knowledge. Another study by Marchington et al. (1993) 
suggests that middle managers are concerned with a loss of authority or increased workload associated with 
TQM. Collard (1989), on the other hand, found that in order for middle managers to be role models in a TQM 
environment they need to upgrade their communication and presentation skills, skills for working with groups, 
and group leadership skills. Furthermore, middle managers’ beliefs and attitudes regarding the quality approach 
to organizational change seemed to be more related to organizational context rather than the type of organization 
or the role of the middle manager (Collard, 1989; Hill, 1991, 1995; Ishikawa, 1985).  
 The majority of the latter studies were based on the assessment of managers’ awareness towards a specific 
principle or practice of TQM like ISO 9000, teamwork, training, etc... However, this often resulted in missing 
the whole picture of TQM. Moreover, different individual perspectives make the measurement of the awareness 
of the two sides even more difficult. The variety of perspectives is derived from many factors such as age, 
educational background, and the level of managerial experience. The above factors are related to the human side 
of the organizations. On the other hand, there are factors closely related to the organization itself that alter the 
perspective of TQM, such as the size, years of existence, and the specific domain that they operate.  
 In conclusion, as the “hard” side of TQM includes a wide range of techniques, systems, and tools. The 
“soft” side is sometimes the missing link that makes the implementation of TQM paradigm less successful. 
 
Conclusions: 
 
 The foundations of TQM were laid by Deming (1986), Juran (1988; 1992) and Crosby (1979; 1984), and it 
began to be widely used in the Western industrialized world in the late 1980s, arguably as a response to 
competition from Japan, and later the whole Pacific Basin (Macdonald, 1998). However, because of differences 
in culture, politics and company philosophy, there is a lack of total agreement on the understanding and 
application of TQM (Martinez-Lorente et al., 1998), although, for the purposes of this study, TQM may be seen 
to imply such issues as leadership, zero defects, continuous improvement, mistake-prevention, process and team 
work (Duffin, 1995). TQM emphasises that each step of the production process is seen as a relationship between 
a customer and a supplier (whether internal or external to the organisation). Suppliers have to meet customers' 
agreed requirements, formal and informal, at lowest cost, first time every time. Since TQM frequently uses 
scientific methods, including statistical process control, it may be argued that process change is central to the 
concept of TQM. This view is supported by a number of researchers. For example, Peters (1994) suggests that 
TQM programmes always involve addressing key business processes, and constructs a five-level ``road-map'' to 
help the implementation of TQM: 
(1) operational sub-process improvement; 
(2) intra-process improvement; 
(3) inter-process relationship improvement; 
(4) process redesign; and 
(5) total process re-conception. 
 Lee and Dale (1998) suggest that TQM is closely related to business process management. Waldman (1994) 
and Schalkwyk (1998) suggest that the main purpose of TQM is to continually improve organizational 
processes, resulting in high quality products or service. Similarly, for Zairi (1994), ``TQM is a corporate-wide 
process and has to involve all levels of employees.'' This view is also supported by Hill and Collins (1998), Bal 
(1998), Almaraz (1994), Spector and Beer (1994) and Burgess (1995). In short, TQM is best suited to helping 
with the design of organizational processes so that quality products or services can be provided. However, 
improving organizational processes also relates to other organizational dimensions in terms of the four 
interrelated types of organisational change. First of all, organisational processes flow within organisational 
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structures. Nevertheless, it could be argued that TQM pays little attention to what sort of organizational 
structure should be designed to enable people to produce quality products (Jackson, 1995), and further, that 
TQM accepts existing processes and traditional structures as its starting point (Burgess, 1995), thereby 
obscuring the idea of teamwork and autonomy (Flood, 1993, p. xii). 
 Consequently, a performance management system has been argued to be one of the key issues to be tackled 
(Sinclare and Zairi, 1995). Schalkwyk (1998) contends that the traditional performance management system is 
predominantly financially focused, which is not in line with the TQM philosophy and thus can severely 
undermine TQM efforts. He suggests ten principles to guide the design of a performance management system to 
support the implementation of TQM. Waldman (1994) argues that the traditional organizational performance 
management system in Western economies is based on individualism, which appears to be largely unworkable 
and incompatible with TQM philosophy and activities. Therefore attention should now be turned to developing 
a performance management system focusing on team appraisal and rewards, which is in line with the team-
based philosophy of TQM. Harrington (1998), on the other hand, maintains that: only measuring and rewarding 
teams is a sure way to achieve mediocrity but measuring and rewarding individuals honestly and fairly results in 
world-class performance. Whatever the case, process change is unlikely to be effective unless structures change 
to support the new processes. TQM also focuses on cultural change, concerning the commitment of employees 
to the idea of quality and teamwork, which is seen as difficult to achieve (Almaraz, 1994; Laszlo, 1998). 
Possible features of incompatible cultures may include value and norms oriented towards short-term production 
and quick fixes, discrete activities and pursuing departmental goals, and fundamentally the traditional 
individualism based organizational culture in Western economies (Waldman, 1994). If these are not addressed 
properly, fragmentation, and the improvement of one process at the expense of another is a likely outcome 
(Gardner and DeMello, 1993). However, TQM seems to have little to say about how to achieve cultural change 
in line with its team-based philosophy (Jackson, 1995). As a result, TQM will inadequately address the 
wellbeing (such as job satisfaction, work motivation and organisational commitment) and work related 
perceptions (including goal and process clarity, openness of communication, extent of participation and 
innovativeness, and degree of autonomy) of participants (Kivimaki et al., 1997). 
 Finally, TQM seems to say little about organisational politics (Flood, 1993, p. xii), which might lead to 
some groups benefiting and others suffering (Jackson, 1995), and to ideological control, manipulation and 
mistrust (Flood and Jackson, 1991, p. 20). 
It may therefore be concluded that TQM is mainly concerned with process change, whilst addressing to a lesser 
extent cultural change. It says little about how to manage structural and political change, and the interactions 
between different types of organizational change. However, implementing TQM programmes often leads to 
major changes in people, culture, technology, and structure, resulting in a transformed organization (Almaraz, 
1994; Waldman, 1994; Spector and Beer, 1994; Hill and Collins, 1998). If this is the case, TQM seems to be an 
impoverished approach where different types of organisational change are surfaced. If various types of 
organisational change and their interactions are not addressed properly, the implementation of TQM might 
easily lead to change being ``[broken] into small pieces and then managing the pieces'' (Duck, 1993), and to 
``[manipulating] the parts of systems without regard to how their manipulations affect the whole through 
interactions of the parts'' (Ackoff, 1995). So the result will be that ``these companies (that undergo change 
programmes) achieve dramatic improvements in individual processes only to watch overall results decline'' 
(Hall et al., 1993). Consequently, many organisations have abandoned TQM because of its bureaucracy and 
over-focusing on process, cultural mismatch, and financial pressures (Cassidy, 1996). 
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