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Abstract Recent studies on total quality management (TQM) show that there is sudden shift in the
application of TQM from manufacturing to service organization and voluminous studies have been
undertaken in it. TQM has taken a strong place in all sectors and emerged out as an approach for
process improvement, waste reduction, business optimization and quality performance. Additionally,
numerous researchers and academicians have acknowledged the applicability of TQM for sustainable
competitive advantage especially for service organizations. In light of this, the purpose of the present
study is to understand the concept of TQM as applicable to the service system. It also explores the
literature on TQM in service organizations as well as reasons for its failure. Lastly, the study provides
systematic guidelines for effective implementation of TQM in the service organizations. The findings of
study provide a better understanding of TQM, its practices and present the reasons for growth of
service organizations. Results also highlight some major outcomes from the latest studies on TQM in
service organizations. Finally, the study proposes a ten step approach for effective implementation of
TQM in the service organizations. This study provides a framework for better understanding the
fundamentals of TQM in service organizations and seeks an in-depth knowledge of TQM theory to the
service managers and practitioners. Some managerial implications and scope for future study are
presented at the end.

Keywords Total Quality Management (TQM), TQM Practices, Service Organization, TQM Failure,
Implementation

1. Introduction

Total quality management (TQM) is a management philosophy that empowers every member of the
organization. TQM encourage each individual to participate, contribute and offers to present
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suggestions for improvement. It is intended to promote continuous and sustained improvement in
quality and performance, and develops an attitude of quality culture (Talib et al., 2012). Its basic
principle is that the cost of prevention is less than the cost of correction. TQM address overall
organizational performance and recognizes the importance of processes (Seetharaman et al., 2006).
For TOM to be successfully adopted by an organization there needs to be a perceived need for
change in that organization.

From past few decades, TQM has been extensively discussed in the literature and can be seen as a
management philosophy characterized by its principles, practices, and strategies that emphasizes
upon continuous improvement in quality, increased involvement of employees, commitment of top
management, employee empowerment, teamwork, benchmarking, leadership, rewards and
recognitions, feedback and relationship with suppliers (Dean and Bowen, 1994; Ronnback and Witell,
2008). Most of the studies on TQM have been undertaken in the manufacturing sector and have later
spread to service organizations (Gustafsson et al., 2003; Rénnback and Witell, 2008). The growth of
service industries has resulted in an increased focus on the implementation of TQM principles in
service organizations and in delivering high-quality service to customers (Schneider and White, 2004;
Rénnback and Witell, 2008).

There are several research studies that examine the impact of TQM on industry performance,
business performance, small and medium size enterprises (SMEs) performance and measurement of
quality in service organization in addition to a number of research studies that investigate critical
success factors (CSFs) of TQM in different service organizations by (Talib and Rahman, 2010a,b;
Talib et al., 2010; Talib et al., 2011a,b; Yasin et al., 2004; Lee et al., 2010; Kumar et al., 2011;
Ramayah et al., 2011; Hendriks and Singhal, 2001a,b; Eriksson and Hansson, 2003; Gustafsson et
al., 2003; Khamalah and Lingaraj, 2003; Yusuf et al., 2007, Jannadi and Al-Saggaf, 2000; Wali et al.,
2003; Lewis et al., 2005). These studies are intended to help managers implement TQM principles
and practices more effectively by recommending the practices to be adopted in their service
organizations so as to improve organizational performance and gain customer satisfaction.

The TQM approach integrates three basic fundamental aspects: commitment, involvement and
continuous improvement. Commitment in the sense to take pledge for never ending improvement in
quality and services to the customer, involvement means involvement of all the team members in
achieving a common goal (i.e. from top to bottom), work as a single unit for better results and think
about continuous improvement by looking any error and defects, and eliminating it on spot. TQM
addresses the issues of customer satisfaction and guidance on implementing the marketing concept.
The 1980’s brought about a business process of continuous improvement to satisfy customer’s need
(Churchill and Paul, 1994). If TQM is to be successful in an organization it must be actively supported
by senior management. (Schein, 1991) identified one of the common causes of failure of TQM
programs as being a lack of top management commitment. If employees are confident that top
management strongly supports a TQM initiative they are more likely to become involved in that
organization’s TQM efforts. Successful employee empowerment and involvement are essential
components of any TQM program. To introduce TQM, an open cooperative culture has to be created
by management (Crosby, 1979; Deming, 1986). Employees have to be made to feel that they are
responsible for customer satisfaction. They are not going to feel this if they are excluded from the
development of visions, strategies, and plans. It is important that they participate in these activities for
complete success of TQM implementation.

The scope of the present study comes from the fact that the buzz words ‘quality’ and ‘services’ plays a
crucial role in the development of country through enhanced gross domestic product (GDP)
contribution and employment in the service organizations (Talib and Rahman, 2013; Talib et al.,
2011a). With the ever increasing competitive and tough market conditions, service organizations are
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concerned about their customer needs and requirements, and to satisfy them. This study therefore,
makes an important contribution in gaining the knowledge of TQM and service system concepts, and
other related issues of TQM in service organizations.

Due to these facts, the motivation for this study was made. Thus, the purpose of this study is to
provide an understanding of the TQM and service system. It also examines the literature on TQM in
service organizations with the special emphasis on aim of the study, methodology used and major
outcomes. The study also investigates the reasons of TQM failures and proposes a ten-point program
for successful implementation of TQM program as recommended by quality experts and practitioners.
The focus will be on various service organizations across the world. The research methodology
adopted was based on extent literature review. Secondary data is collected through literature review
from reputed journals, articles, books, magazines, websites and findings are reported. The next
section presents the research objectives of the study.

2. Research Objectives

After critically reviewing the current literature and exploring the need of the present study, the
research objectives were framed. The key objectives of the present research are:

= to understand the concept of TQM as applicable to the service system;

= to explore the literature on TQM in service organizations;

= to find out the reasons for TQM failure in service organizations;

= to understand the need of TQM practices for its successful implementation in service
organizations;

» to propose guidelines for effective implementation of TQM in the service organizations.

3. Total Quality Management

The concept of quality management (QM) is quite old and originated in Japan after the Second World
War in late 1930s. The emphasis was then on improving quality and using quality control tools in the
manufacturing sector (Demirbag et al., 2006; Talib et al., 2010). Later, the QM concept moved to
USA, UK, and other countries and was applied initially in the manufacturing sector. Since then, the
idea of QM has been growing fast. It has now taken shape in a series of international standards in the
ISO 9000 series (Sachdeva et al., 2007; Demirbag et al., 2006; Talib et al., 2010). Numerous
approaches of QM were suggested in order to help industries improve efficiency and competitiveness
through improvement of quality. One of the most popular and often recommended approaches is the
philosophy of TQM that seeks to integrate all organizational functions to focus on meeting and
surpassing customer’s requirements and organizational objectives. Also, TQM delights customers
(both externally and internally) by meeting their expectations on a continuous basis as it involves
every one with the organization to work for continuous improvement in all products or processes
through a problem solving methodology.

TQM is concerned with the integration of all the efforts in the organization towards quality
improvement, quality development and quality maintenance to meet full customer satisfaction at all
economical levels. TQM enhances quality of work and employer satisfaction through participation and
involvement and consequently the image of the organization. It develops participative culture where
each employee can directly participate in areas relating to his work and decisions concerning his
work. It is organized through quality circles on voluntary basis and quality improvement teams (Yusuf
et al., 2007).

As per the research study conducted by (Talib et al.,, 2012), they found that there are several
definitions of TQM given by different authors of quality. An essence of these definitions share many
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common elements. First, they share the customer is the centre of attention and driving force in the
TQM philosophy. Second, they consider management commitment as an essential component for
success of TQM. Last, they consider cultural and organizational changes as necessary conditions for
TQM success. To summarize, TQM is a management philosophy that helps organizations to improve
their overall performance and effectiveness in achieving quality status at global level (Zhang et al.,
2000; Yusof and Aspinwall, 2000, 2001; Arumugam et al., 2008). Further, (Dahlgaard et al., 1998)
contended that there is no standard recipe for a good TQM program. For the last two decades, the
awareness of TQM has considerably increased and it has now become a well-established field of
research for academia (Yusof and Aspinwall, 1999; Arumugam et al., 2008).

Voluminous work has been done and is still being undertaken on different facets of TQM in the
service sector. Based on the available literature some selected body of this research is discussed and
presented in Table 1. In general these studies suggested that TQM has been widely accepted as a
management approach for enhanced performance and occupied a central stage for service
organizations regardless of the nature of the business they are in. Further, TQM is a compilation of
various processes, systems, committed people, transparent communication and culture for customer
satisfaction. TQM is infinitely variable and adaptable. TQM had many parameters to work out its
strength. (Talib and Rahman, 2010a) furnished a model called “Components of TQM”, as depicted in
Figure 1. The model articulates that these quality factors will enhance the organizational performance.
Various practices of TQM have been shown such as top-management commitment; customers focus;
training and education; continuous improvement and innovation; supplier management; employee
involvement; employee encouragement; benchmarking; and quality information and performance
whereas the output is shown in terms of improved productivity and quality, on-time delivery, customer
satisfaction, service quality, and increased customer loyalty and relations. Management action in
planning, implementation and evaluation is very much required according to this model. (Talib and
Rahman, 2010a) also provide the most essential components as shown in Figure 1 which require the
management attention for improved business performance.

Table 1: TQM Studies on Different Issues in Service Sector

Author(s) Areallssue(s)
Singh and Sushil, 2013 TQM Enablers for Airline Performance
Mansour and Jakka, 2013 Relationship between TQM Elements and Employees’ Attitude
Talib et al., 2013a Relationship between TQM and Quality Performance
Yang and Yang, 2012 Integrated Model of TQM
Ooi et al., 2011 Relationship between TQM Practices and Service Quality
Corredor and Goiii, 2011 Relationship between TQM and Firm Performance
Talib et al., 2011b Relationship between TQM and SCM Practices
Lee etal., 2010 Relationship between TQM and Product Innovation
Zu et al., 2010 Relationship between TQM and Organizational Culture
Antony, 2009 Relationship between Six Sigma and TQM
Bhat and Rajashekhar, 2009 Barriers to TQM Implementation
Mehra and Ranganathan, 2008 Relationship between TQM and Customer Satisfaction
Curkovic and Sroufe, 2007 Total Quality Environmental Management
Lee, 2005 Relationship between Ergonomics and TQM
Svensson, 2005 Relationship between TQM and Leadership

4. Understanding the Service System

Services have been defined in many ways but with no general agreement as to what really constitutes
services. (Cowell, 1984) highlights the American Marketing Association’s definition of services as:
activities, benefits or satisfactions, which are offered for sale, or are provided in connection with the
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sale of goods. According to (Stanton, 1986): Services are those separately identified, and essentially
intangible, activities that provide want of satisfaction and that are not necessarily tied to the sale of a
product or another service. To produce service may or may not require the use of tangible goods.
However, when such use is required, there is no transfer of the title to these tangible goods.
(Gummerson, 1987) suggested that “Services are something that can be bought and sold but which
you cannot drop on your foot”. (Kotler, 1993) defines services as any kind of performance that one
party can offer to another that is essentially intangible and does not results in the ownership of
anything. Thus, through different definitions it is understood that services have four important
characteristics; they are intangibility, perishability, inseparability and heterogeneity (Mohanty and
Lakhe, 2002). The service system, therefore, is an integration of all these components, involving a
large number of white-collar staff working with a purpose to satisfy the varying needs of customers.
Figure 2 shows a TQM model for service organization. It is a general model suitable for any service
system and is being implemented effectively. Further maodification in this model can give improved
results and better organization’s performance.

Service system exists because it helps client in meeting their own needs, it offers alternatives that are
superior to self-service in cost, time and convenience, and it meets a wide variety of psychological
and physiological needs.

5. Growth of Service Sector

The growth of service sector is due to the fact that service organizations cover a broad spectrum.
Such organizations often interact directly with large number of customers. The multiple varying needs
and conflicting priorities of such customers have to be recognized and dealt with. Some of the
reasons of growth of service sector are:

» increased mechanization and automation at every level within service organizations;

»= increased specialization within the economy has led to greater reliance on specialist service
providers;

= advent of new technologies and rapid development of information communication technology
(ICT) and computerization;

= change in market environment and customers’ life style has created demand for new kind of
services;

= improvement in quality of life, entertainment, travel, and hospitality services;

» increased involvement of the government, private and non-government agencies;

» highly labor intensive sector and provides substantial employment (CSO, 2010);

= in developed countries such as USA, UK, Japan, France, Singapore, Germany, China and
Australia, service sector shares a major contribution to the economy in terms of GDP (The
World Bank Group, 2010);

= the net annual income generated by this sector is steadily increasing from last five years and
will further rise in coming years (The World Bank Group, 2010);

= it captures and represent almost all the critical features of customer-perceive quality and the
key dimensions of excellence that management may encounter.

6. TOM in Service Organization

The widespread interest in using TQM to improve organizational performance started in the
manufacturing sector and later spread to service organizations. TQM is better viewed as a
combination of principles, practices and techniques (Dean and Bowen, 1994). To be able to compare
industry sectors, organizations and even individuals, the object of comparison must be the practices
(Gustafsson et al., 2003). However, it is necessary to understand the unique characteristics of
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services for an effective implementation of TQM in a service organization. Common TQM
practices/CSFs of service organizations with successful quality programs includes: top-management
commitment; customer focus; continuous improvement and innovation; training and education;
benchmarking; quality information and performance measurement; employee involvement; employee
encouragement; and supplier management (Talib and Rahman, 2010a; Talib et al., 2011c; Sila and
Ebrahimpour, 2002; Mahapatra and Khan, 2006; Zhang et al., 2000).

Though the service sector lags behind manufacturing in the adoption of TQM (Yasin et al., 2004; Brah
et al., 2000; Hug, 2005) but the increasing importance of the service sector in terms of employment
potential and contribution to national income forms a backbone of social and economic development
of a country and is emerging as the largest and fastest growing sector in the world economy. It is
widely believed that its principles are equally relevant to service organizations as both use facilities as
inputs to satisfy customer’s needs.

Study conducted by (Talib and Rahman, 2010b) discusses and provides an overview of TQM
implementation, its impact on different service industries, investigates the various CSFs and
processes of TQM implementation, and its effects on different service industries. Five service sectors
were chosen for the study they are: health-care, food supply and distribution, education, banking and
information technology sectors. For this purpose extensive literature review was done and a
framework for TQM implementation in service system was constructed and proposed for better
organization performance.

An empirical study on identification and measurement of critical success factors (CSFs) performed by
(Issac et al., 2006) reported some critical dimensions responsible for improvement of quality in
software industry, also (Wali et al., 2003) presented an exploratory study and identified 12 different
CSFs that are responsible to implementation of TQM in Indian organizations. Similarly, study
conducted by (Ueno, 2008) identified 7 features which are most crucial in supporting service quality,
these management practices could be seen as the predominant attributes in the promotion of service
quality.

Further review of TQM literature in service organization has been summarized and presented in Table
2.

Table 2: Research Studies on TQM in Service Organizations as Reported in the Literature

Authors

Main Purpose of the Study

Approach

Major Findings

Sarathy, 2013

Determining the important factors
that influence the TQM practice in
real estate industry

Questionnaire
survey and AHP
methodologies

Employee involvement, top
management commitment,
employee customer focus,
plays very important role for
TQM practice in
organizations

Sahu et al., 2013

Identification of critical factors of
TQM, for use in a framework that
addresses sustainable quality
improvements in technical
institutes

Literature survey
and content
analysis

The identified critical factors
of TQM provide a
comprehensive guideline for
an effective and efficient
implementation of TQM in
technical institutes

Talib et al., 2013a

Investigating the relationship
between TQM practices and
quality performance in Indian
service companies

Questionnaire
based survey plus
factor, Pearson’s
correlation, and
multiple regression

Quality culture was
perceived as the dominant
TQM practice in quality
performance. The other
practices such as quality
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analyses

systems, training and
education, teamwork, and
benchmarking showed a
positive relationship with
quality performance.

Talib et al., 2013b

Identification and ranking of key
practices of TQM and developing a
reliable and valid instrument for the
successful implementation of TQM
program in Indian ICT industry

Questionnaire
based survey,
descriptive
statistical, and
factor analyses

Ten TQM practices found to
be most important out of 17
practices identified from
literature. Also, the
instrument measures were
found to have satisfactory
psychometric properties

Yapa, 2012

Investigation on the use of TQM
tools, techniques and concepts
among Sri Lankan service
organizations

Literature review
and questionnaire
survey

41 per cent of the
organizations have
implemented TQM. There is
a lack of thorough
understanding of TQM
philosophies and techniques
among the managers

Lam et al., 2012

Examination of relationship
between TQM, market orientation
and service quality in the
Malaysian service industry

Structural equation
Modeling (SEM)

TQM has a positive and
significant relationship with
both market orientation and
service quality

Koilakuntla et al.,
2012

Estimation of TQM factor ratings

Analytical Hierarchy
Process (AHP)

Top-management
involvement score highest
and training, employee
involvement and process
approach have scored
second high

Harrington et al.,
2012

Identification of the quality and
productivity problems, and
improvement opportunities that
face the construction industry of
USA

Literature review
plus interviews and
surveys

There is a lack of good
research for improved
approaches and
construction work is
considered to be an
undesirable profession

Lee, 2012 Implementation of quality programs  Questionnaire Two of the most widely used
in health care organizations based survey quality programs used in
South Korea hospitals were
quality control and TQM
Sitetal., 2011 Examination of association Questionnaire TQM dimensions such as

between TQM practices and
service quality in Malaysia’s
commercial banking industry

based survey and
multiple regression
analysis

leadership, strategic
planning, information
analysis and human
resource management are
significantly and positively
associated with service
quality

Baird et al., 2011

Examining the relationships
between organizational culture,
TQM practices and operational
performance in Australian business
units

Questionnaire
Survey, multiple
régression
analyses, and SEM

The cultural dimension is
the most important factor in
enhancing the use of TQM
practices. While supplier
quality management,
process management, and
quality data and reporting
were found to help to
achieve the operational
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Talib etal.,, 2011d  Understanding the mutual
interaction of TQM barriers and
identifying the driving barriers and

the dependent barriers

Interpretive
structural modeling
(Ism)

12 TQM barriers are
identified through the
literature review and expert
opinion. The research
shows that there exist two
groups of barriers.-one
having high driving power
and low dependency and
other having high
dependence and low driving
power

Fotopoulos and
Psomas, 2010

Determining the relationships
between the TQM factors and
organizational performance

Questionnaire
survey, exploratory
and confirmatory
factor analysis,
SEM

The TQM factors top-
management, employee
involvement in the quality
management system,
customer focus, process
and data quality
management and quality
tools and techniques
implementation significantly
affect the companies’
performance with respect to
their internal procedures,
customers, market share
and the natural and social
environment

Sit et al., 2009 Investigation of relationship
between TQM practices and
customer satisfaction (CS) as
perceived by managers’
perspectives in Malaysia’s service

sector

Structural analysis

Leadership, customer focus,
information and analysis,
and human resource focus
are found to have significant
and positive association
with CS as perceived by
Malaysian service sector’s
managers

Chen and Chen,
2009

TQM measurement model for the
biotechnology industry in Taiwan

Fuzzy analytic
network process
(FANP)

The study proposes a new
TQM measurement model
for the Taiwanese
biotechnology industry

Claver-Cortés et
al., 2008

Studying the association of TQM
with managerial factors and
verifying whether more TQM-
committed hotels achieve higher
performance

Questionnaire
survey, cluster and
regression
analyses

Managerial factors are
significantly developed in
hotels with a stronger TQM
commitment, which also
shows higher performances

Moghaddam and
Moballeghi (2008)

Overview of TQM in the library and
information sectors

Literature review

TQM is increasingly being
applied in the service
sector, including libraries

7. TQOM Failures

Many organizations have been using TQM to improve firm performance and they are quite successful
in implementing it, there are also some cases where organizations have failed to reap the benefits of
TQM due to their different focus in its implementation (Brigham, 1993). Results do not always come
quickly. It is generally acknowledge that the longer organizations work at TQM, the more successful
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they will be. Two to three years into implementation have been quoted in the literature as the period
after which some tangible benefits of TQM are more likely to be evident (Thiagarajan and Zairi, 1997).
The success of implementing TQM in an organization is ultimately judged by its customers.

A TQM initiatives is therefore, considered a failure if it fails to delight customer and add value for
customer satisfaction (Thiagarajan and Zairi, 1997). It is not surprising to note that these are as many
TQM failures as there are success stories. Some of the common reasons for TQM setbacks and
failures are:

» inadequate attention to different CSFs/QM practices during TQM implementation in the
service organizations;

= failure to develop an implementation framework that fits to a specific service organization,
instead a more generic model or a copy of a system that was successful for another
organization was used;

» lack of top and middle management commitment, unrealistic expectations and time-frame,
and cost of TQM implementation, under-reliance on statistical methods, and failure to
develop and sustain a quality-oriented culture;

= high expectations of quick results from TQM initiatives;

= management reluctance in imparting training and education programs to employees for
better understanding of TQM philosophy and use;

= Jack of consensus, lack of employee empowerment, poor planning, lack of communication,
management causing confusion, cross functional teams are not employed, and lack of
direction and purpose;

* no targets, no attitude to attain higher productivity, lack of continuous improvement culture,
lack of coordination between department, employee’s resistance to change, and best
practices of other companies are not benchmarked may be some of the other major reasons
that causes the failure of TQM efforts.

Besides this there are several studies that have attempted to identify the major reasons for the failure
of TQM efforts (Talib et al., 2011a,d; Ljungstrém and Klefsjo, 2002; Tamimi and Sebastianelli, 1998;
Bhat and Rajashekhar, 2009; Helms and Mayo, 2008; Huq, 2005; Mosadegh Rad, 2005).

8. Introduction to TQM Practices

Studies on TQM suggested that the successful implementation of TQM will result in improved
communication, increased productivity, improved customer satisfaction, and competitive advantage
(Prajogo and Sohal, 2003; Antony et al., 2002; Tsang and Antony, 2001). Also, a strong competitive
pressure has forced service organizations to adopt QM tools and techniques to offer higher quality
products and services as a way to delight and keep their customers intact. Many organizations have
implemented TQM and identified TQM practices/CSFs for better business performance in order to
improve their position in the global market which has now become an important research area in
TQM.

8.1. What are TQM Practices?

A literature review of the previous studies on TQM evolved that researchers and academicians have
defined TQM practices in different ways although they are complementary to each other (Prajogo and
Sohal, 2003; Terziovski and Samson, 1999). In general, the TQM practices can be defined as “the
critical areas which an organization must accomplish to achieve its mission by examination and
categorization of their impacts” (Oakland, 1995). On the other hand, according to (Boynton and Zmud,
1984) TQM practices are those vital constructs that must go well to ensure success for a manager or
an organization, and therefore, they represent those managerial or organizational areas that must be
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given special and continual attention to bring about increased performance. (Brotherton and Shaw,
1996) defined TQM practices as “the essential things that must be achieved by the company or areas
which will produce the greatest competitive leverage”. They emphasize that TQM practices are not
objectives, but they are the actions and processes that can be controlled by management to achieve
the organizations goals. The definition given by (Boynton and Zmud, 1984) is more universal which is
equally applicable to all sectors. The importance of defining the TQM practices for implementation is
to increase the success rate, reduce delivery time, and prevent disillusioned state with continuous
improvement programs (Fryer et al., 2007). Alternatively, it can be said that the TQM practices are
those vital few requirements that must be present in an organization to help it to attain its vision, and
to be guided towards its vision (Wali et al., 2003). Hence, better management of such practices will
result in improved quality and increased financial performance for the organization.

Further, an extent review of the previous studies on TQM key practices/CSFs for the successful
implementation of TQM have been examined by several researchers and quality experts and are
presented in Table 3. These studies have provided different sets of practices considered essential to
the success of TQM implementation. This leads to inconsistencies in previous research which made it
difficult to reach a conclusion on the practices of TQM (Ooi et al., 2008; Hoang et al., 2006). As such,
no study has identified a common set of practices for successful implementation of TQM. Though
there are some Quality Award models such as Malcolm Baldrige National Quality Award (MBNQA,
2005); European Quality Award (EQA, 1994); Deming Prize (1996); Kanji Business Excellence Model
(KBEM), (Kanji, 2001) etc., which provide a useful framework for organizations and help in
implementing TQM as well as evaluating their business performance results. According to Bayraktar
et al. (2008), the following CSFs of TQM were identified: leadership, vision, measurement and
evaluation, process control and improvement, program design, quality system improvement,
employee involvement, recognition and award, education and training, student focus, and other stake
holders focus. (Kanji and Wallace, 2000) go on to identify ten TQM practices: top-management
commitment, customer focus and satisfaction, quality information and performance measurement,
human resource management, employee involvement, teamwork, process management, quality
assurance, zero defects, and communication. In a study, (Brah et al., 2000) have identified the
following 11 constructs of TQM: top management support, customer focus, employee involvement,
employee training, employee empowerment, supplier quality management, process improvement,
service design, quality improvement rewards, benchmarking, and cleanliness and organization.

The above mentioned literature review suggested that there are numerous TQM practices that can be
identified as being crucial to the successful implementation of TQM (Table 3).

Table 3: Research Studies on TQM Practices in Service Organizations

Author(s) Number of TQM Practices Qutcome
TOM
Practices
Kumar et al., 7 Management commitment, customer satisfaction, Understanding
2011 continuous improvement, teamwork, employee’s benefits and
empowerment, training, feedback, and effective shortcomings in
communication TQM
Lee etal., 6 Leadership, strategic planning, customer focus, Product innovation
2010 information and analysis, people management, and

process management

Sadikoglu 8 Leadership, training, employee management, Innovation and
and Zehir, information and analysis, supplier management, employee
2010 process management, customer focus, and performance

continuous improvement
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Talib et al., 17 Top-management commitment, customer focus, Quality
2010 training and education, continuous improvement and performance
innovation, supplier management, employee
involvement, information and analysis, process
management, quality systems, benchmarking, quality
culture, human resource management, strategic
planning, employee encouragement, teamwork,
communication, and product and service design
Fotopoulos 10 Leadership, strategic quality planning, employee Increased
and Psomas, management and involvement, supplier organizational
2009 management, customer focus, process management, performance
continuous improvement, information and analysis,
knowledge and education, and quality tools and
techniques
Teh et al., 6 Leadership, strategic planning, customer focus, Role conflict of
2009 human resource focus, process management and employees
information analysis
Sitet al., 6 Leadership, process management, human resource Customer
2009 focus, customer focus, information analysis and satisfaction
knowledge management, and strategic planning
Teh et al., 6 Leadership, strategic planning, customer focus, Impact on role
2008 human resource focus, process management and stressors
information analysis
Saravanan 12 Top-management commitment and leadership, Quiality and
and Rao, benchmarking, customer focus and satisfaction, operational
2007 service marketing, social responsibility, human performance
resource management, employee satisfaction,
service culture, servicescape, continuous
improvement, technical system, and information and
analysis
Singh et al., 5 Top-management leadership, customer focus, Successful
2006 supplier relationships, employees, and business implementation of
processes 1ISO 9000
standards
Prajogo, 7 Leadership, strategic planning, customer focus, Increased quality
2005 information and analysis, people management, performance

process management, and product quality

9. Guidelines to Effective TQM Implementation

Successful implementation of TQM program in service organization can be achieved by adopting a
set of TQM practices and developing a model or framework based on these practices to get maximum
benefits and desired outcome. The set of practices chosen depends upon the nature and
characteristics of the service organization which is responsible for successful implementation of TQM
program. For effective implementation of TQM and better results, following ten basic steps are

identified.

i. Adoption of state-of-art and advanced technologies instead of following traditional culture by
the top-management in the organization. Thus, top-management commitment is crucial to

SuUcCcCess.

ii. Developing quality awareness, imparting training and education on the principles and core
concept of TQM to the employees, changing their attitudes and mind set towards quality
culture, and commitment of never ending the continuous improvement and innovation in the

organization.
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iii. Set the objectives or goals by involving employees at all levels and define them. This will act
as the indicators of success in terms of mission.

iv. Develop and document the approach to TQM and make sure that it is being practiced in the
organizations and should not remain on papers only.

V. Identify the key TQM practices for the organization and create an environment to implement
and restrain them by force.

Vi. Prioritize the key TQM practices into different categories and focus on most important
practices/categories responsible for improving the organization performance.

Vii. Further, breakdown the key TQM practices into sub-categories, activities, or tasks and form
improvement teams.

viii. Continuously monitor and control the process in response to the difficulties observed from
feedback mechanism in the changed process.

iX. Develop quality improvement teams to solve the quality related issues in quick time without
delays. Communicate all the relevant activities, progress and result to the team members and
management.

X. Frequently review and improve the quality plans and measure performance.

Without a strategy to implement TQM the effort will lead to frustration of employee and thus, leads to
the total failure of the TQM implementation. Therefore, all the employees should have prior
knowledge of TQM and must be educated and trained before TQM is initiated for implementation.
Implementation of TQM takes time as well as effort, and organizations must not regard TQM
approaches as quick-fixes.

10. Conclusion

This research study has successfully presented a vast array of literature on TQM, its practices and
other facets of TQM in service organization, thereby accomplishing all the objectives of the present
study. This effort is more systematic in explaining the fundamentals and components of TQM. The
study covered theory, concepts of TQM, its practices, service system together with the reasons of
TQM failures, and approach to TQM implementation. By covering all the key issues as articulated by
the objectives of the present study, this study makes a real contribution in:

= understanding the service system and the reasons for its growth;

= understanding TQM in service organization and its impact;

= understanding the role of TQM practices in service organizations;

» Knowing what causes ‘TQM failure’?

= Understanding how TQM can effectively be implemented for better result?

From the review, it is concluded that organizations that want to implement TQM effectively must have
patience because TQM takes a long time to get implemented and to have fruitful results. It requires
major changes in cultural aspects as well as employee mindset in an organization. Further, the
outcome of this study suggests that TQM is widely applied in the service sector and responsible for
improved economy. Its implementation is associated with greater customer satisfaction and more
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rigorously it is being implemented, the better the business performance. The present study can help
service managers in better understanding of TQM and service quality concept, and their
implementation in their organizations by considering the top-management commitment and customer
focus as most important principles for service organizations. It will also help them to motivate and
create a vision for the change.

Although this study successfully achieves the set objectives, there are opportunities for further
research. Further in-depth investigation needs to explore other critical issues of TQM implementation
like performance measurement, total environmental quality management (TEQM) as well as “hard”
and “soft” issues of TQM specially the “hard” factors should be studied in details for better
understanding of tools and techniques of TQM to measure the efficiency and effectiveness of service
organizations In addition to this, there is a need to explore the TQM in those areas or sectors where it
has been neglected or very little work has been done. Such areas can be identified and process of
TQM implementation can be done. Some of these areas are: mobile service providers, transport
services, police and security system, internet service provider, real estate, retail services, non-
financial services and many others where TQM concept can enrich the working style, service quality
and performance.
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