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Abstract8

Total Quality Management (TQM), adopted by organizations to improve performance, has9

often been reported to have failed. This paper reviews people-related TQM practices,10

organizational culture, organizational justice, and employee work attitudes (job satisfaction,11

turnover intention, and job involvement) to gain further insights into implementing TQM to12

yield anticipated quality performance. Employee work-related attitudes are posited as13

mediators in the relationship between people- related TQM practices and quality performance.14

In a unique contribution, the paper conceptualizes the synergistic effect of people-related15

TQM practices and other people-related factors (organizational culture and organizational16

justice) as predictors of enhanced employee work-related attitudes and quality performance.17

18

Index terms— people-related TQM, organizational culture, organizational justice, employee attitudes, quality19
performance, mediations, synergies.20

he importance of quality to organizations in the present competitive and globalized business environment is21
well understood. Total Quality Management (TQM) was conceptualized as an approach to achieve high-quality22
performance and customer satisfaction. This philosophy, born almost four decades ago, has today penetrated23
diverse business organizations. Through ISO certification systems and other approaches, various business sectors24
implemented TQM on the premise that it provides strategic advantages in the marketplace. This belief is based25
on the prescriptions of the quality gurus (such as Deming, Juran, Crosby and Ishikawa), supported by vast body26
of research on positive impact of TQM on quality performance ??Ahmad et al., 2018;Gupta, Garg & Kumar,27
2018;Nair, 2006;Shafiq, Lasrado & Hafeez, 2017; ??eung, 2008, Zu, 2009). However, amidst the plethora of28
empirical evidence on the positive T implications of TQM, there are also several contradictory views (Benner &29
Veloso, 2008 Montes et al., 2003;Wei et al., 2017). In TQM literature, the social system factors have also been30
described in varied terms such as soft TQM (Rahman & Bullock, 2005;Ooi et al., 2005), peoplerelated TQM31
(Prajogo & Cooper, 2017, 2017) and infrastructure TQM ??Flynn et al., 2005). Previous studies have reported32
that implementation of ’soft’ or peoplerelated TQM will first result in ’soft’, i.e., people-related work attitudes,33
which will, in turn, facilitate the ’hard’, i.e., quality, operational and financial outcomes (Adawiyah, 2012;Rahman34
& Bullock, 2005). The importance of people-related aspects in previous research in explaining inconsistencies in35
quality performance, directs this paper to focus on people-related TQM practices and intermediary people-related36
TQM results, which are the employee work-related attitudes. Although the need for studying the mediational37
role of employee work attitudes was identified (Hackman & Wageman, 1995;Montes et al., 2003), this area has38
not received much attention. This paper attempts to establish the potential mediation effect of employee work39
attitudes in the relationship between people-related TQM practices and quality performance.40

TQM proponents have advocated viewing of TQM philosophy, from a holistic perspective, as an organization-41
wide initiative (Hackman & Wageman, 1995; ??rajogo & Cooper, 2017). Employees who are exposed to similar42
practices and policies under the TQM program are more likely to develop shared perceptions, which culminate in43
a TQM climate in the organization. Powell (1995) examines TQM as a potential source of competitive advantage44
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4 B) PEOPLE-RELATED TQM PRACTICES AND EMPLOYEE
WORKRELATED ATTITUDES

viewed from the resource-based view (RBV) perspective. Nevertheless, there is paucity of studies on synergistic45
effect of TQM practices and other people-related factors in predicting quality performance and employee work-46
related attitudes. This paper argues that there exist synergistic effects of PTQM practices and other non-imitable47
resources in building a competitive advantage. These resources, such as organizational culture and organizational48
justice perceptions acting in synergy with TQM are posited as predictors of augmented employee work-related49
attitudes and quality performance.50

Literature reveals the need to further investigate people-related TQM practices, organizational culture, and51
organizational justice as drivers of employee work attitudes and quality performance. In addition, mediating52
role of employee attitudes and the potential synergistic effect of PTQM practices, organizational culture and53
organizational justice in enhancing employee work attitudes and quality performance needs examination. This54
paper aims to conceptualize above mentioned relationships to address the research gaps.55

Organization of the rest of the paper is as follows. People-related TQM practices, organizational culture,56
organizational justice, employee work-attitudes (job satisfaction, job involvement, and turnover intention), and57
quality performance, are reviewed. The paper, then postulates potential relationships for an integrated model to58
test the proposed relationships. The paper concludes with directions for future research.59

1 II.60

2 Literature Review61

The following sub-sections review the literature on relationships between PTQM practices, employee work62
attitudes, and quality performance.63

3 a) TQM practices and performance64

TQM is an integrated approach to achieving and sustaining high-quality output. As defined by Dean and Bowen65
(1994), TQM focuses on the maintenance and continuous improvement of processes and defect prevention at all66
levels and in all functions of the organization to meet or exceed customer expectations. The association between67
TQM practices and performance has been well-established ?? Quality performance refers to the quality of products68
and services, process variability, delivery, cost of scrap and rework, cycle time, and customer satisfaction (Zu69
et al., 2009). TQM implementation and the resulting performance are explained by scholars, based on Socio-70
Technical Systems (STS) theory of Trist and Bamforth in 1951 (Manz & Stewart, 1997). The STS theory relies71
on the premise of joint optimization between social and technical considerations rather than emphasizing one72
over the other. Maximum performance can be achieved only through joint consideration of social and technical73
aspects (Pasmore, 1995).74

4 b) People-related TQM practices and employee workrelated75

attitudes76

The immediate outcomes of TQM implementation are employee work-related attitudes (Morrow, 1997 The77
growing interest in employee job satisfaction has led to studies on antecedents and consequences in TQM literature78
(Matzler, Fuchs & Schubert, 2004). Chang, Chiu, and Chen (2010) argue that satisfied employees tend to be more79
loyal to the organization and that a loyal workforce is a pre-requisite for successful TQM implementation. Among80
the factors emphasized as drivers of job satisfaction in the TQM domain, are training and development, leadership,81
teamwork, employee participation, and employee empowerment (Ahire, Golhar, & Waller, 1996; Chang, Chiu82
& Chen, 2010; Ooi, Arumugam, & Teo, 2005). On the contrary, some studies do not discover any significant83
correlation between these two variables (Daily & Near, 2000; Mohr & Puck, 2007). The premise that TQM84
poses high pressure working environments (Menezes, 2012) leads to questioning of the association between TQM85
practices and job satisfaction, reporting a negative relationship between process management in TQM and job86
satisfaction (Akdere, 2009). The focus on job satisfaction as an outcome of TQM practices has received increasing87
attention. (e.g., ??hathurika However, studies investigating job satisfaction arising from TQM implementation88
are limited in scope. The impact of increased job satisfaction on quality performance was not empirically tested89
in the TQM context.90

Turnover intention is interpreted as the desire of employees to voluntarily change companies or employers, or the91
desire to willingly terminate the organizational membership that will end the employeremployee relationship (Yue,92
Ooi & Keong, 2011). Yue et al. (2011) also reported on the substantial empirical studies conducted regarding93
the positive influence of TQM practices on turnover intention. Employees’ participation in organizational quality94
initiatives enhance their affective response resulting in higher job satisfaction and greater intent to stay (Gardner95
& Carlopio, cited by Yue et al., 2011). Hence, the implementation of TQM improves turnover intention96
(Guimeraes, 1997). Specifically, human resourcesfocused TQM practices such as employee empowerment and97
teamwork have been found to have a positive and significant influence on employee satisfaction, leading to higher98
levels of loyalty and lower turnover intention (Jun et al., 2006). Despite the widespread consensus that TQM is99
a way of managing organizations to improve quality performance, there is less agreement on the contribution of100
TQM in improving in job satisfaction and turnover intention (Yue, Ooi & Keong. 2011) indicating the need for101
further empirical studies to reinforce the relationships.102
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Job involvement is the level of psychological identification of an individual with a specific job in which he or she103
is engaged ??Wickramasinghe & Wickramasinghe, 2011). On the one hand, individuals, highly involved with their104
jobs, extend more time and effort into their jobs (Huang et al., 2016). On the other hand, employees exhibiting105
low job-involvement tend to leave the organization, withhold work effort, or engage in various undesirable on-106
the-job activities. Job involvement is studied in the TQM context, albeit sparingly. The studies in this area107
include ??aria and Aasari (2006), Ooi et al. (2005), and ??aria and Ahmad (2000), reporting that soft TQM108
practices such as training, teamwork, empowerment have significant relationships with job involvement. However,109
studies investigating job involvement in the TQM context are limited to identifying whether TQM practices act110
as antecedents of job involvement. The Investigation into its consequences in TQM settings shows neglect.111

Based on the literature, employee work-related attitudes, the immediate outcomes of PTQM implementation112
are delineated. The following subsection presents a literature review of organizational culture and its established113
link to employee work-related attitudes and its potential as a driver of performance at the employee and114
organizational level. Combining these dimensions presents four quadrants, each representing a unique cultural115
type, namely group, developmental, hierarchical, and rational (Leonard, 2015). The CVF culture dimensions have116
been shown to influence varied outcomes at the employee and organizational levels. For example, Prajogo and117
McDermott (2011) state that flexibility and control are critical for testing whether underlying cultures prompt118
the pursuit of different strategic goals in terms of quality. Rational culture, oriented towards control and external119
activities, is positively related to product quality. Kim et al. ??2017) reported that authoritarian organizational120
culture (which is comparable with the hierarchical culture domain of CVF), impairs the organizationemployee121
relationship quality and thereby positively influences turnover intention.122

This paper conceptualizes different dimensions of organizational culture as predictors of employee work-related123
attitudes and quality performance. The ensuing sub-section seeks to understand whether organizational justice,124
another important people-related factor in the TQM domain, has similar predictor potential.125

5 d) Organizational justice, employee work attitudes, and qual-126

ity performance127

Organizational justice is an umbrella term used to refer to the perceptions of individuals on the fairness of128
decisions, decision-making processes within organizations and the influences of those perceptions on behavior129
(Lavell, Rupp & Buckner, 2001). Organizational justice has been operationalized as three specific types, namely130
distributive justice, procedural justice, and interactional justice (Bryne & Cropanzano, 2001). The impact131
of organizational justice perceptions on performance is believed to stem from equity theory (Adam, 1963).132
Accordingly, when employees perceive injustice, they seek to restore justice, mainly by altering their level of133
performance. Employees who believe that they are treated fairly are more likely to undertake tasks that go134
beyond the minimum expectations of their position and to work diligently to solve organizational problems135
(Aselage & Eisenberger 2003).136

As stated by ??ryne (2005) and Hamid (2009), fair treatment has significant effect on individual employee at-137
titudes (satisfaction, absenteeism, turnover intention, organizational citizenship behavior, and job performance).138
Mohamed (2014) ??017) reported that organizational justice has a positive impact on improving organization-139
employee relationship quality and thereby has a negative impact on turnover intention.140

The literature shows that organizational justice influences performance indirectly through its impact on141
employee attitudes and behaviors. Studies investigating the direct relationship of organizational justice perception142
to firm performance are scarce. Notwithstanding, more rigorous studies are required to understand the direct143
and indirect influences of perceptions of all organizational justice dimensions on employee attitudes such as144
job satisfaction, turnover intention, job involvement, and quality performance. The literature discussed above145
predicts that organizational justice is an apt driver of employee work-related attitudes and quality performance.146

Based on the literature reviewed above and the discussion thereon, this paper poses the following research147
question.148

6 Research question 1:149

What are the relationships between people-related TQM practices, organizational culture, organizational justice,150
employee work attitudes, and quality performance?151

The following propositions are formulated to test the relationships queried in the first research question. The152
following sub-section discusses the mediating effect of employee work-related attitudes.153

7 e) Mediating effects of employee work attitudes154

Organ (1977) used the Social Exchange Theory (SET) to explain the relationship between employee attitudes155
and organizational effectiveness. The mediating roles of employee work attitudes such as job satisfaction, job156
involvement, and turnover intention are based on SET, which suggests that employees engage in positive or157
negative behaviors in response to positive or negative actions, seen to originate from the organization. Conversely,158
when employees experience dissatisfying conditions, they will react by resorting to counter-productive work159
behaviors (Crede et al., 2007).160
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8 P 8 : EMPLOYEE WORK-RELATED ATTITUDES MEDIATE THE
RELATIONSHIP BETWEEN PEOPLE-RELATED TQM PRACTICES AND
QUALITY PERFORMANCE. P 9 : EMPLOYEE WORK-RELATED
ATTITUDES MEDIATE THE RELATIONSHIP BETWEEN
ORGANIZATIONAL CULTURE AND QUALITY PERFORMANCE. P 10 :
EMPLOYEE WORK-RELATED ATTITUDES MEDIATE THE
RELATIONSHIP BETWEEN ORGANIZATIONAL JUSTICE AND QUALITY
PERFORMANCE.

Soft TQM practices such as participative decision making, employee empowerment, employee involvement,161
and training create a conducive and intrinsically motivating environment. In a TQM environment, favorable162
work attitudes result through the development of a supportive work environment (Flynn et al., 1995), fostering163
teamwork (Zhao et al., 2004) and engagement in more job related pro-social behaviors (Organ & Konovsky, cited164
by Zhao et al., 2004). Based on these premises, it is postulated that favorable employee attitudes resulting from165
the implementation of TQM practices will, in turn, lead to improved performance.166

The relationship between employee attitudes and organizational effectiveness is well supported empirically.167
Employee job satisfaction has been reported as a mediator for many high involvement practices and varied forms168
of performance ?? ??009) also suggest that employee attitudes can be mediators of the relationship between169
organizational culture and organizational effectiveness.170

In TQM literature, the vacuum in the study of the mediational role of employee work attitudes is identified171
by scholars (for example, Hackman & Wageman, 1995;Montes et al., 2003; ??ousef, 2000). The mediation by172
employee work attitudes, including job satisfaction was conceptualized by Montes et al. (2003) and was reported173
as partially mediated by Sadikoglu and Zehir (2010). This paper aiming to conceptualize additional insights in174
this regard to enrich TQM literature relating to mediating effects of employee work attitudes raises the second175
research question as follows.176

Research Question 2: Do employee work attitudes mediate the relationships between people-related TQM177
practices, organizational justice, organizational culture, and quality performance?178

The propositions below are posited to empirically test the potential mediating effects.179

8 P 8 : Employee work-related attitudes mediate the rela-180

tionship between people-related TQM practices and qual-181

ity performance. P 9 : Employee work-related attitudes182

mediate the relationship between organizational culture and183

quality performance. P 10 : Employee work-related attitudes184

mediate the relationship between organizational justice and185

quality performance.186

This paper has posited PTQM practices, organizational culture, and organizational justice as predictors of187
employee-work attitudes and quality performance. Potential mediating effects of employee work attitudes also188
have been suggested with literature supported. The following sub-section discusses the potential synergistic effect189
of the people-related drivers in enhancing the impact on employee-work attitudes and quality performance.190

Synergistic effects of People-related TQM, organizational culture and organizational justice on employee work191
attitudes and quality performance.192

In the face of intense competition in the global market, organizations face pressure to remain competitive.193
Therefore, organizations need to be ahead of the competition in multiple dimensions of performance, including194
product quality ??Kanchanapong et al., 2014). Numerous studies attempted to identify the resources that195
drive excellent operational performance. Under the Resource-Based View (RBV) perspective, it is argued that196
combining different resource bundles may result in synergistic effects on operational performance (Khanchanapong197
et al., 2014). Powell (1995) points out that TQM is one such non-imitable resource that can produce economic198
advantage (Finningan, 1992). TQM creates value through a variety of improvements including, understanding199
customer needs, improved customer satisfaction, improved internal communication, better problem solving, higher200
employee motivation and commitment, stronger supplier relations, as well as reduced defects and waste ??Powell,201
1995).202

TQM in synergy with other practices has been shown to result in enhanced performance. According to203
Pool (2000), TQM implementation, together with a supportive organizational culture, enhances organizational204
learning, suggesting the synergy between TQM and culture. This view suggests that organizational culture is a205
potential resource to pair with TQM to gain competitive advantage. Also, the synergistic effect of procedural206
justice with high-involvement HR practices was studied by Searle et al. (2011). Since highinvolvement HR207
practices (including employee empowerment, training, and teamwork)are comparable to people-related TQM208
practices, this paper posits a potential synergistic effect of people-related TQM practices and justice perceptions209
in enhancing employee level and organizational performance. Many studies investigated the synergistic effect210
between TQM and other technical and operational systems (e.g., Kaur, Singh & Ajuha, 2013; Vupalapatti, Ahire211
& Gupta, 1995; Youseff & Youseff, 2018). However, a vacuum exists in studies of TQM with employee-related212
’soft’ factors. Given the importance of employees as an integral part of organizational competitiveness, it is213
beneficial to identify people-related factors such as culture and justice perceptions, which may act in synergy214
with TQM initiatives to enhance organizational performance.215

Based on the above discussion, there arise the following research questions relevant to the TQM domain.216
Research Question 3: Are there synergistic relationships between people-related TQM practices and organiza-217

tional culture in predicting employee work attitudes and quality performance?218
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Research Question 4: Are there synergistic relationships between people-related TQM practices and organiza-219
tional justice in predicting employee work attitudes and quality performance?220

There is a need to empirically test whether culture, justice perceptions, and TQM exhibit synergistic effects in221
enhancing employee work attitudes and quality performance. The propositions below are posited to bridge the222
identified gaps. P 11 : There is a synergistic relationship between peoplerelated TQM practices and organizational223
culture in predicting employee work-related attitudes.224

9 P :225

–P 13 : There is a synergistic relationship between peoplerelated TQM practices and organizational culture in226
predicting quality performance. P 14 : There is a synergistic relationship between peoplerelated TQM practices227
and organizational justice in predicting quality performance.228

III.229

10 Conceptual Framework230

The paper has, through literature review and discussion, identified research gaps, raised research questions,231
formulated hypotheses to test the potential relationships. Figure ??.1 presents an integrated model, proposed232
for testing employee work-related attitudes and quality performance in TQM settings.233

IV.234

11 Discussion and Implications235

The paper prompts research into scarcely studied areas focusing on PTQM practices predicting employee work-236
related attitudes and quality performance. This contribution opens out a new dimension to the TQM domain,237
and empirical testing in varied contexts. The paper extends the extant TQM literature by incorporating concepts238
from the domains of organisational culture and justice. Dean and Bowen (1994), comparing the TQM literature239
with management theory, called for the extension of TQM by drawing from management theory and that TQM240
and management theory should be informed by each other on areas of theory and CVF is a contribution towards241
this end.242

Contributing to the need to focus on the immediate outcomes of TQM implementation (Morrow, 1997),243
the paper also suggests future research on relationships of employee work attitudes (job satisfaction, turnover244
intention, and job involvement) with people-related TQM practices, organizational culture and organizational245
justice. TQM, given its mission of advancing organizational performance, is prescriptive in orientation (Dean246
& Bowen, 1994). Sitkin et al. (1994), commenting that TQM is led by practitioners rather than researchers,247
proposed that future research on TQM use theory from existing organization literature and translate predicting248
employee work related attitudes.249

There is a synergistic relationship between people related TQM practices and organizational justice in 12 In line250
with the concept of RBV, it is postulated that organizational culture and organizational justice complementing251
people related TQM produce synergistic effects in driving competitive advantage, including quality performance.252
Future studies based on this perspective may yield valuable insights into the potential of such synergistic effects253
in enhancing employee and organizational performance. to TQM approaches. This paper serves to make a254
theoretical contribution by conceptualizing TQM above the prescription level to understanding of organisational255
behaviors. The mediational roles of job satisfaction, turnover intention, and job involvement are theorized through256
the SET and are positioned as a path to explain the quality performance. TQM was suggested as a non-imitable257
resource creating a competitive advantage. At the outset, the paper identified that the synergistic effects of TQM,258
along with other non-imitable practices of the organizations were not addressed in the TQM literature. This259
paper makes a significant contribution to narrow the gap by suggesting a framework for studies in this direction.260

Moreover, this paper presents a universally applicable model to empirically test the factors driving quality261
performance and employee work attitudes. Transcending the boundaries of the traditional determinants of quality262
performance, the paper posits organizational culture and organizational justice as drivers of quality performance263
and employee work attitudes, which is a noteworthy theoretical contribution. The model extends previous studies264
by adding job involvement as an immediate outcome of TQM implementation.265

On the practical side, the paper attempts to shift the focus of managers of TQM from a highly technical to266
a social orientation. The importance of employees at all levels in maximizing TQM results has been pointed267
out, highlighting specific employee attitudes requiring focus. Achievement of quality performance is through the268
mediating effect of employee work attitudes. Therefore, management attention on crafting and implementing269
strategies to enhance job satisfaction, job involvement, and to mitigate turnover intentions is imperative.270

V.271

12 Conclusion and Future Research Directions272

This paper has achieved its objectives, starting with comprehensively reviewing the PTQM practices, organi-273
zational culture and organizational justice. The potential in predicting in predicting employee work attitudes274
and quality performance, is also postulated. Employee work attitudes are conceptualized as mediators in the275
relationship between people-related TQM practices, organizational culture, organizational justice, and quality276
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12 CONCLUSION AND FUTURE RESEARCH DIRECTIONS

performance. The synergistic relationship between people-related TQM practices, organizational culture, and277
organizational justice are proposed as predictors of employee work attitudes and quality performance. Based278
on foundations of sociotechnical systems theory, organizational justice theory, competing values framework of279
organizational culture, social exchange theory, and resource-based view perspectives, the paper provides an280
integrated approach for employee work attitudes and quality performance. The paper uniquely contributes to281
theoretical issues underpinning quality performance and employee work attitudes.282

Organizations invest considerable resources on TQM implementation, and failure of the initiative to yield283
anticipated results will lead to loss of confidence in TQM philosophy. In light of the insights of the critical role284
of organizational culture and organizational justice in achieving quality performance, managerial focus towards285
embedding a conducive culture is imperative. Enriched quality performance is achieved through a focus on driving286
team working and developmental orientation through continuous improvement team activities. Also, putting in287
place policies and practices for fair distribution of rewards is a prerequisite for change initiative programs such288
as TQM.289

This paper has suggested only three employee work attitudes as mediators, i.e., job satisfaction, turnover290
intention, and job involvement. Other work attitudes, such as commitment and motivation, were identified291
(Montes, 2003). Future studies are recommended to look at the roles of more work attitudes to gain a292
comprehensive understanding of how TQM works in organizations.293

A research study linking the people-related TQM practices, organizational justice, organizational culture, and294
quality performance mediated by employee work attitudes is currently undertaken on the apparel industry in Sri295
Lanka. The findings will further reinforce the value of this paper, both in theory and practice. A subsequent296
publication will present the findings. motivating employees by integrating TQM philosophy in a supportive297
organizational culture. 1

Figure 1: (

Figure 2:

Figure 3:
298
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al., 2000;
A conducive environment is created where the ”hard”
TQM is easily implemented. The PTQM practices of
focus in this paper follow the study of Prajogo and
Cooper (2010, 2017) and Ooi et al. (2005). They include
top managementcommitment,employee
empowerment, employee involvement, training, and
teamwork.

; Prajogo & Cooper, 2010; Sadikoglu &
Zehir, 2010). Karia and Aasari (2006) stress that TQM
produces positive effects on employees by improving
their satisfaction and commitment and thereby
enhancing organizational effectiveness. Employee
attitudinal outcomes identified in the extant TQM
literature include job satisfaction (Amin, 2017;
Arunachalam & Palanichamy, 2017; Chathurika &
Dileepa, 2016; Chen & Ayree, 2007; Karia & Assari,
2006; Molina et al., 2014; Mosadeghrad, 2014; Ooi et

Figure 4:

Figure 5:

Figure 6:

The
relationship between multidimensional
organizational culture and performance.
International Journal of Operations & Production
Management, 31 (7), 712-735.

Figure 7:
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