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Abstract

This review is aiming to investigate the integration of people, planning and process in a Total
quality management (TQM) setting prompting organizational performance and their competi-
tiveness. In order to compete for a good market position, organizations need to implement effec-
tive management strategies such as TQM. The term TQM is explained as “managing the entire or-
ganization so that it excels in all dimensions of products and services that are important to the
customer”. However, TQM model goes beyond product, process and service quality. The objective
of this review is to develop an understanding of TQM and its possible influence on organizational
performance and competitiveness. This review will be looking at entrepreneurial orientation (EO),
market orientation (MO), and organizational competitiveness attributes. As quality is a mixture of
many interconnected efficiencies that makes the difference at the end. Likewise, quality is an or-
ganization’s first step towards market competitiveness. EO is an important factor which could lead
to various advantages and added value if adequately implemented in the organization with other
supportive strategic management initiatives. It is identified that the problem of organizations not
accomplishing the anticipated performance through EO and MO is due to the deficiency of organi-
zational inappropriate schemes and worthless practices. In addition, EO as alone is insufficient
resource to enhance performance and achieve competitive advantages. In addition, organizational
internal resources (resource base view (RBV)) are important for organizational performance.
Continuous premium quality leads organizations to avail sustainable competitive position in the
market. TQM, EO (internal resources) and MO (external resources) contribute to organizational
intangible capabilities that lead organizations to achieve their desired performance and competi-
tiveness. This review will look into and conceptually find why even there are sufficient literature
on TQM, EO and MO available, but still the previous research have unable to provide a unambi-
guous and strategic avenues for practitioners to accept.
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1. Total Quality Management

The phenomenon of total quality management (TQM) in organization is a deep-rooted theory which is identified
and recognized to be very important for the guidance and to analyze business quality and productivity related
issues. These issues were addressed by previous research [1]-[6] via a theoretical framework to understand the
quality and productivity related issues and helping organization to concentrate only on the key problems when
the concern is only to improve the quality, productivity and performance. Nadarajah and Latifah [7] have noted
that continuous improvement for organization become an important matter for organizations. In the same con-
text TQM is being debated for more than two decades by frequent researchers such as Edwards Deming, Joseph
Juran, Philip Crosby and Kaoru Ishikawa for the aim to find a way out for organizational to continuously im-
prove their productivity and performance to successfully suite their customers. According to the International
Academy of the American Society for Quality (IAASQ) has defined TQM as:

“The management approach of an organization centered on quality, based on the participation of all of its
members and aiming at long-term success through customer satisfaction and benefits to all members of the or-
ganization and to society.” [2].

TQM might be explained as an incessant struggle for quality improvement and excellence by producing the
correct set of approaches and skills in employees to make it at level best to avoid defects and satisfy the end
customers regularly, Lakhe and Mohanty [8] and Oakland [9] explained TQM as:

“Total Quality Management (TQM) is an approach to improving the effectiveness and flexibility of business
as a whole. It is essentially a way of organizing and involving the whole organization; every department, every
activity, every single person at every level.”

In addition, Zaire and Simintiras [10] defined TQM as:

“Total Quality Management is the combination of the socio-technical process towards doing the right things
(externally), everything right (internally) first time and all the time, with economic viability considered at each
stage of each process.”

Some of the common examples of continuous process improvement approach are TQM. TQM are initiatives
which enable organization’s process improvement initiatives and this is due to inadequacies reported in their
productivity or performance [2] [10] [11], business process management (BPR) [12] and etc.

Previous research on the impact of TQM on organizational performance exclusively concentrate on firm’s re-
sources (theory of resource base view (RBV)) [13], theory of competitive advantage (such as Porter’s competi-
tive Wheel, Diamond) (Bakan & Dogan [14]; Bridoux [15] and System theory (Belogolovsky & Bamberger
[16]). On the similar note, [10] aimed to investigate the many frequently cited Gurus and researchers who have
contributed significantly to TQM in term of practice and theory in previous 10 decades. His findings suggested
that TQM can be debated, but the theory and its expanded attributes have significantly contributed to the quality
and productivity excellence in the industry. The author have suggested, that what is important is the TQM thinking,
and that is the reason there are mange researchers who have addressed the difficulties and prospects that TQM
offers. The credibility of TQM is no longer challenged and cannot be examined at all since it has been established
in many countries in the world, that competitive advantages can be created and continued by obeying through the
acceptance of TQM thinking. For example, countries like, the USA has improved its competitive position by
inspiring the adoption of TQM thinking, not just in the private sector but also in government services and the
public sector as a whole. Similarly, Japan has ruled the world’s economy for over 50 years by transforming its
industry on TQM based thinking.

The study of TQM and business performance points out the presence of an essential association concerning
the two. For example [6], conducted a study in Greek on 90 food companies, and found that the dualistic pers-
pective of TQM (i.e. hard and soft TQM) in food companies have a different set of finding. The soft perspective of
TQM have a significant effect on worker benefits, quality improvement and customer satisfaction. On the other
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hand, the hard perspective of TQM have an indirect impact on quality improvement. The authors have concluded
that quality improvement is also a noteworthy feature that directly influences business performance. In addition, a
study was conducted on 99 service organizations in Sri Lanka by Yapa [16], and found that there is an enthusiasm
among managers in implementing TQM in their organizations. 41 percent of the organizations have realized the
importance of TQM and the importance of implementing TQM in their organization. It is also revealed that there
is a contradiction and of lack of understanding of TQM ideology and procedures between the managers. Conse-
quently, there is a requirement for introduction of TQM related small training programs by training institutes and
universities. Another approach might be the introduction of TQM related programs in to the MBA and BBA de-
gree programmes. Furthermore, a study conducted by Harrington ef al. [2] to investigate the productivity and
quality problems and rooms for improvement found that there has been a slow variation over from quality control
(QC) to TQM in construction industry.

Apart from all the positive things about TQM, there are some problems in implementing TQM in organizations.
For instance, [8] discussed a case of a TQM application in a firm in Bombay, India. They found that biggest issue
in implementing TQM, particularly in developing country is firstly insufficient knowledge and info about TQM;
secondly, uncertainties of workforces about management’s intentions; thirdly, failure of management to maintain
commitment and interest over a long term period; fourthly, difficulty in gauging the usefulness of TQM; fifthly,
poor internal communication; sixthly, difficulty in measuring customer prospects and satisfaction; and lastly,
inadequate training resources.

On the similar note, a research was conducted on 41 Indian quality award winning industries by Bhat and
Rajashekhar [17], found that the barriers of TQM implementation, is that there is no benchmarking of other firm’s
employees and practices and are resistant to transformation in these industries. Similarly, Mosadeghrad [ 18], also
investigated the barriers to TQM successful implementation by critically review 54 empirical studies on TQM
found 54 issues to effectively implement TQM. It is found that there is an ineffectual TQM package, unsuitable
TQM execution methods and an unsuitable environment for executing TQM are the underpinned motives for
TQM failure. However, the author have also found that TQM implementation failures can also be due to inade-
quate training and education, absence of workers’ involvement, deficiency of top management livelihood, insuf-
ficient resources, poor leadership, deficiency of a quality oriented culture, deprived communication, shortage of a
plan for transformation and worker opposition to the change.

Pinho [5] aimed to investigate the synergistic relationships between TQM and performance. The author used
1200 Portuguese manufacturing SMEs secondary data taken from the Dun & Bradstreet and EXPOENTE (Por-
tuguese consultancy firm) databases. It was exposed that there is a substantial relationship between TQM com-
ponents and SME performance. The inclusive association for organization was that orientations allocated a
strong grounds for building significant competitive advantage and consistence performance. In addition, Joiner
[19] conducted a study on motor vehicle parts and accessories industry, found a positive significant association
concerning the degree of implementation of organization performance and TQM practices. On the similar note,
Talib et al. [20], after doing a comprehensive literature review came to know that for Indian service sector firm’s
TQM and quality performance could help management and managers for efficient decision making and enhance
their organizational performance.

2. Entrepreneurial Orientation

Figure 1 which has been adapted from [21] EO has been associated with organizational performance, Previous-
ly, Entrepreneurial orientation (EO) is well elaborated by researchers as the portion of firm level entrepreneur-
ship. EO has been related with OP, whereby the greater the EO, the greater the level of performance. In addition,
EO is defined as the ideology which explains “how a new entry is undertaken”, it is a consideration of how a
firm operates. EO is a firm level variable. In addition, [21], conducted a study on 111 respondents from Dubai
police department found a significant influence of EO and TQM on organizational performance. It is also re-
vealed that TQM partially mediates between EO and organizational performance.

The findings of this study showed that organizations should always take into consideration that before plan-
ning to implement any strategy or new practices, they have to develop the supportive culture. Without the sup-
portive culture, any organizational changes can be deemed a failure. In addition, TQM can help entrepreneurial
organizations to gain the competitive advantage that differentiate the organization from its rivals and enhance its

market position.
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Figure 1. EO has been associated with organizational performance.

Baba [22], conducted a study on 101 SMEs in Labuan. The author investigated the association between EO
dimensions (autonomy, risk taking, competitive aggressiveness, innovation, pro-activeness), and organizational
performance (customer performance, product performance and sales growth), explored that SMEs risk taking,
aggressiveness and pro-activeness have significant association with OP. The author discussed that it might be
due to the organization involvement in this study are micro and small, therefore these organizations are operated
in autocratic way to make sure survival. Furthermore, [23] conducted a study on 124 executives from 94 firm,
found that there are dual dissimilar approaches to entrepreneurial decision making that may have dissimilar in-
fluence on organization performance. These dissimilarities are specifically due to the way how firms associated
to the external environment. The authors have further indicated that the dimension of EO most of the time vary
independently somewhat than co-vary. This suggested that the degree to which an entrepreneurial approach to
strategy building is beneficial will often depend on the environmental or organizational conditions underneath
which such choices are made. Al-Swidi and Mahmood [24] also conducted a study on 201 samples from bank
managers in Yemen, found organizational culture moderates the relationship between TQM, EO and OP. They
further explained the phenomenon by informing that among the bank there are lack of efficiency and these banks
are not customer or market focused. In addition to that, Yemeni banks’ managers lack the entrepreneurial abili-
ties to take the benefit of the obtainable business opportunities.

In addition, Amin [25], conducted a study on Saudi Arabian electronic and electrical sector’s 200 SMEs and
250 food and beverage SMEs found EO’s dimensions such as risk taking, innovativeness and pro-activeness
have a significant connections with SMEs’ performance. Similarly, [22] conducted a study on SMEs, noted that
sub dimension of EO such as risk taking, innovation, pro-activeness and competitive aggressiveness have sig-
nificant association with organizational performance. Furthermore, Wiklund and Shepherd [26], conducted a
study on Swedish incorporated companies, noted that EO appreciates OP, but their analysis noted that empirical
finding are mixed. Their finding suggested that small and medium businesses facing critical restrictions in terms
of financial limitations and a consistent environment benefit the most by acquiring an EO. In a simplified under-
standing, EO is not the luxury of firms during high growth with limited financial capital, but EO could be uti-
lized to overcome resource and environmental restrictions. They informed that frankly speaking these firm in
these situations can perform better if they have more EO as stated in Figure 2.

3. Market Orientation

Hassim et al. [27], conducted a study on 398 SMEs in Malaysia, found that innovativeness and EO have a posi-
tive significant influence on OP. On the other hand, the authors have noted a negative influence of MO on OP.

The authors further revealed that external environmental factors do have a moderating influence on the asso-
ciation between MO and OP. They suggested that the entrepreneurs of how their EO, MO and organizational
innovations could impact their OP. EP is positively and significantly connected to MO and it is known as an
important input to MO. For SME, EO is more proactive with some specific market intelligence to look at the
existing market opportunities. MO also positively impact the innovation behaviour as it encourages the organi-
sation to seek addition knowledge in order to expand, improve and change the existing business processes, ser-
vices and production. In addition, external environment factors do have a moderating influence on the relation-
ship between MO and OP. The market instability, competition intensity and technological capabilities elements
of the environmental factors do have an important influence on the MO and OP association as stated in Figure
3.

4. Market Orientation and Organizational Performance

Kwon [28] conducted a study on 168 Korean multinational companies (MNC) subsidiaries operating in China



A. Alsughayir

Total quality management

Organizational
performance

Entrepreneurial orientation

Organizational

culture
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Figure 3. The effects of entrepreneurial orientation on firm organisational innovation and market
orientation towards firm business performance. Hassim, Nizam, Talib, & Bakar (2011).

and India found that the role market orientation is significant in foreign subsidiary performance. The author,
noted that foreign subsidiaries, which hold greater technology advantages capabilities and keep active network
associations with native key entities such as governmental authorities, suppliers, and distributors, customers, are
found to actively dedicate themselves to MO. Furthermore, Shoham et al. [29], performed a meta-analysis using
a quantitative approach. They summarize the empirical studies of the indirect and direct relationship influence of
market orientation on three outcomes. The finding have suggested that the direct, indirect, and total influences of
MO on OP were all significant. This might be because the managers are aggressive in strengthening and imple-
menting a market orientation in their organizations. In addition, Gonzalez et al. [30], conducted a study on 183
firms located in the Castillay Leon region, in Spain, found that there a significant relationship between entre-
prencurship and MO. Even these orientations might be executed separately, firms give emphasis to entrepre-
neurship in a situation when they are market driven. As a result, the strong connection and complementarities
between entrepreneurship and MO decrease the struggle involved in the combined implementation of both
orientations. These both orientations also showed a strong connection with performance, such that each contri-
butes precisely. On the similar note, Green ef al. [31], conducted a study on 173 manufacturing organizations in
U.S, found that market orientation was found to be a positive predictor of both financial and marketing perfor-
mance. The author concluded that practicing managers are required not to follow a specific organizational
structure in grounding for implementing a MO. On the other hand, managers required to distinguish that imple-
mentation of a MO does lead to enhanced financial and marketing performance.

5. Market Orientation, Entrepreneurial Orientation and
Organizational Performance

In another study conducted by Gruber ef al. [32] on 170 Austrian exporters found that both market-orientated
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and entrepreneurial-oriented strategies have positive performance influence in emerging markets. Therefore, the
foremost contribution of their study is that market orientation and entrepreneurial orientation does have an im-
pact on firm performance, because strategies that have been proven successfully in advanced markets can be
transferred to emerging markets. However, [33] conducted a study on Kenya Wildlife Services (KWS)’s 60 em-
ployees, found that while implementing TQM the biggest change is to cascade the program at the most lowest
level of the pyramid. It is the duty of management to make sure TQM responsiveness to all staff levels. They
informed that in general setting firm use TQM approaches that encourage their current organizational culture
thus leading to unproductive TQM enactment.

6. Market Orientation, TQM and Organizational Performance

However, a study carried on 141 Turkish textile manufacturers by Demirbag et al. [ 1], noted that MO has a sig-
nificant influence on the degree of TQM execution, but the authors found no significant influence on OP. In ad-
dition the authors, have explored a significant relationship between the extent of TQM implementation and OP.
The author also revealed that MO has a significant impact on OP, when TQM is mediated. It would be beneficial
for SMEs to insert TQM as a management facilitating tool for enhancing OP. Similarly, a study conducted by
Zelbst et al. [34], on 104 U.S based manufacturing managers, supervisors, and quality professionals. The authors
found that market-orientation directly and positively influence on just-in-time (JIT), TQM, and agile manufac-
turing (AM). JIT positively and directly impacts TQM which in turn positively and directly impacts AM. AM
positively and directly impacts both organizational and logistic (LP). The authors also revealed that the findings
of the relationship between JIT and TQM have no direct effect on OP was surprising and it could be explained
as JIT alone is subject to disruption from, for example, poor quality. In addition it could also be concluded that
without TQM, JIT may actually negatively influence OP if inventory levels are reduced to the point where con-
sumers do not distinguish had equate variability or products are unobtainable for purchase. Furthermore, Wang
and Chen [35] conducted a study on 588 hotels in China, found that TQM has positive influence on hotel per-
formance. Moreover, MO also impact hotel performance positively. They authors also informed that there is a
mediation effect of MO between TQM and hotel performance. Their research have identified that certainly
TQM has influence on Market orientation. In addition it is also found that market orientation has a mediating in-
fluence between TQM and Chinese hotels performance. Therefore, these hotels have to consider MO or TQM as
a platform for enhancing hotel’s performance.

7. Market Orientation, TQM and Service Quality

Lam, Lee, Ooi, and Phusavat, (2012), aimed to investigate the association TQM, MO and SQ in the 150 firms in
Malaysian service industry. The authors found that TQM has a positive significant connection with both MO
and SQ. Furthermore, it was exposed that MO is an important attribute to influence service quality. It is con-
cluded that TQM implementation plays a significant role and it could improve the market orientation of a ser-
vice companies in Malaysia.

8. Market Orientation, Service Quality and Organizational Performance

Similarly, a study by Pantouvakis [36] aiming to examine the impact of market orientation (MO) and service
quality (SQ) logic on business performance of 400 shipping firm in Greece. The author found that apart from
what is perceived by majority of manager inside and separated from maritime zone, entire shipping firms are in-
tensely market-oriented and that SQ and business performance are thoroughly correlated to each other. In addi-
tion, Ramayah et al. [37], conducted a study on Malaysian 175 service organizations, noted that MO has an im-
portant impact on OP and service quality. However, authors noted that there is a significant influence of service
quality on organization performance. Remarkably, their research found that service quality partly mediates the
relationship between MO and OP (Table 1).

9. Implication

This review has very important implication for researchers, practioners and academicians. Firstly the above re-
view look into entrepreneurial and market orientation towards TQM implementation. The literature have sug-
gested that execution of TQM practices will definitely influence organizational performance. Secondly, the
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Table 1. Barriers to successful TQM implementation strategic.

Strategic Barriers

Contextual Barriers

Unjustified TOM programme
YOM adoption barriers
Unrealistic expectations
Deficient leadership Poor management
Lack of top management support
Management turnover
Middle management resistance
Inappropriate planning
Lack of constancy of purpose
Lack of long-term view
Lack of vision and clear direction
Conflicting goal and priorities
Placing a poor priority on quality improvement
Experience of previous failed change initiatives
Lack of government support
Political uncertainty
Human recourses barriers
Lack of employee interest
Lack of employee commitment and involvement
Incompetent employees
Employees resistance in change
Lack of good human resources
Inadequate empowerment at all levels
Employee shortage and increased work load
Lack of employee training and education
Lack of employee motivation
High employee turnover

Lack of recognition of rewards

Inappropriate organizational culture
Difficulties in changing organizational culture
Lack of team orientation
Poor and ineffective communication
Poor coordination
Lack of employee trust in senior management
Problem solving mindset
Lack of innovation
Political behaviors
Diversity of workforce
Mindset barriers
Procedural barriers
Lack of process focus
Lack of proper process management
Lack of customer focus
Lack of supplier involvement
Bureaucracy and paperwork
Lack of evaluation and self-assessment
Incompetent change agent or quality consultant
Ineffective corrective actions
Time consuming quality improvement efforts
Structural Barriers
Inappropriate organizational structure
Lack of organizational flexibility
Lack of physical system
Lack of information system
Lack of financial support

Time shortage

Source: adapted from Mosadeghrad, (2014).

above literature will contribute to knowledge in TQM regarding the implementing practices and relationships
between EO, MO, TQM implementation and organizational performance. Thirdly, managers and management
are required to focus on the TQM practices to attain better levels of satisfaction in the industry which can permit
an added advantage over other industries in retaining the competitive environment. Fourthly, this review could
propose organizations to look from EO, MO, TQM and OP perspective, thus these attributes could encourage
employee gaining continuous improvement. Finally, in general this review has provided an important contribu-
tion in developing a better understanding of the TQM practices and quality performance.
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10. Recommendation

The above review recommends that an empirical evidences are required to further under the extent of TQM im-
plementation. Therefore it is expected that the finding will hopefully prove that the greater EO, MO will en-
hance OP via TQM practices. It would be interesting to further test and validate the association between EO,
MO and TQM. It is also recommended to test these variable from different theoretical approaches such as
“Structural Equation Modeling” (SEM).

11. Summary

The argument came across the previous reviews is “Why would relationship exist between EO, MO, TQM and
firm performance?”. Researchers assume that the theoretical underpinning behind these relationships is based on
the belief that firms will gain advantage by concentrate on something unique, for instance, responsiveness syn-
onymous to being proactive, innovativeness, and the extent of boldness such as risk taking [38] and accordingly
continuously sustaining and remaining competitive. Nevertheless results on studies investigating EO, MO, TQM
and OP relationship are mixed, some find positive relationship, some find it negative while and some find no re-
lationship. This gives the sign that the connection is quite complex. So now the question is how can EO, MO,
and TQM be measured? It is specified that no precise measurement tool has been famous to measure EO at any
segment e.g. societal, organization or individual levels [39]. On the other hand, Al-Swidi & Mahmood [24] have
also recommended to conduct a longitudinal and case study research design to comprehensively investigate the
impact of strategy implementation like EO and TQM. Though the EO measure has been noted successful, when
it was associated with a performance and organization’s strategic variables [40]. Based on above literature re-
view developed in this investigation, it is identified that there is some disagreement concerning the connection
between EO, MO, TQM and the organizations’ performance. There are, however, many researchers such as
[3]-[5] [11] that identify the existence of a positive association between a TQM and the organization’s perfor-
mance. On the other hand, there are many researchers such as, [22] [23] [32] [41] as well who have noted a pos-
itive association between EO, TQM and organization’s performance. However, there are various researchers
such as, [1] [29] [34]-[36] [42] [43] as well who have noted a positive relationship between MO, TQM and or-
ganization’s performance. Similarly there are very few researchers such as, [21] [24] [32] have addressed the
relationship between EO, MO, TQM and organizational performance. Therefore, on the basis of above literature
we have identified that regarding the relationship between MO, EO, TQM and performance of the organization,
the previous investigations did not show agreement in the results and there are found to be inconsistencies. In
this exploratory literature review, it was noticed that in both organizations, the implementation of TQM practic-
es allowed for continuous improvements at the all level of organization and it positively influences entrepre-
neurial orientation and market orientation.
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