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Abstract. The aim of the study is find out the impact of applying different total quality
management (TQM) practices on the performance of employees in the Lebanese industrial
sector. The implementation of total quality management in Lebanese companies is very narrow
where few companies work to apply Total Quality Management elements and concepts in its
operations. Sanita is a Lebanese company that has applied the principles of total quality
management relatively in all of its operations, so it has a large share of its products in the
Lebanese market. In this quantitative survey designed study, 160 self-administered
questionnaires were distributed for employees working at different career level (Top level
management / Middle level management / Supervisor / Operator /technician / other workers) in
Sanita main branch (Halat -Lebanon) and Sanita factory (Zouk Mosbeh -Lebanon). The survey
concluded various questions related to the dependent variable employee performance and the
independent variable related to practices of total quality management (leadership, teamwork,
training and education, empowerment, communication). Using the quantitative correlation
Pearson test, a strong influence emerged for the implementation of TQM principles on the
performance of employees at Sanita and its factories; thus accepting the main alternative
hypothesis.

Keywords. Total Quality Management, Employee performance, empowerment, Team work,
Leadership, Communication

1. Introduction

Total Quality Management considered being one of the most long-lasting management
innovations in the recent decades. It must be accomplished by management and employees in
all company's activities (Hashmi, 2004).Total Quality Management is a management
philosophy embracing all activities through which the needs and expectations of the customer
and the community and the objectives of the organization are satisfied in the most efficient and
cost effective way. This is approached by maximizing the potential of all employees in a
continuing drive for improvement. This research focuses on the TQM approach in the Lebanese
manufacturing industry at all functional level of an organization. Pradhan & Jena (2017) stated
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that within the context of TQM implementation, there is increasing recognition of the significant
role of employees in achieving the success (According to different resources, there are more
than ten basic elements related to TQM. There are five basic elements of TQM that are related
to employee performance: leadership, communication, teamwork, training and education,
employee empowerment (Wei, Chang, Zhang, Wu &Tang, 2019). In this study, the Total
Quality Management (TQM) that applied in manufacturing industry is studied theoretically
through a case study of the Sanita in the manufacturing industry.

2. Literature review

TQM is recognized as a strategy that considered customers as the main concern, in
which it directly aims to provide them with a high quality services and products through adding
continuous improvements in the production processes (Sadikoglu & Olcay, 2014).). An
extensive review of the literature identifies more than thirty main practices that can be
implemented in an organization as a part of the adopting the TQM philosophy (Fotopoulos &
Psomas, 2009). Although there many studies and books about these practices, there is no
universal practices that can be considered as major principles to be applied in different
industries and cultures (Goziikara, Colakoglu & Simsek, 2019). These practices, moreover,
could be different when directed toward specific stakeholders or operations. For instance,
continuous improvement is directed toward the organizational processes (Saumyaranjan, 2018),
whereas, training and development is more directed toward the employees and enhancing their
performance (Sunyoung, Hye-Seung & Eun-Jee, 2018). This direction doesn’t intent to classify
these practices, keeping in mind that the TQM is interacted chain of functions and practices that
lead overall organizational performance in terms of quality at different levels and areas
(Fotopoulos & Psomas, 2009).

As to employees, literature identified five major TQM practices that are directed toward
the employee’ to improve their performance (Njero & Omondi, 2016). These include
leadership, training and development, teamwork, empowerment and involvement, and
communication (Fig.1). No doubt that the influence of these practices on the employees’
performance differs in terms of the relationship. Hence, some of the practices may directly
impact the performance indicators like technical and cognitive capabilities of the employee;
whereas, other may target the employee’s internal commitment and satisfaction; thus, leading
to the enhance performance in an indirect way.

Empowerment

training

employee

communication
Tam performance

team work ({dependent variable)

leadership

(independent variable)

Figure 1.Relationship between TQM and employee performance
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The success of an organization is reliant on the leader’s ability to optimize human
resources. A good leader understands the importance of employees in achieving the goals of the
organization, and that motivating the employees is of paramount importance in achieving these
goals. Leadership has a great role in the quality management since it forms a basic building in
a strategy seeking improvement within the organization. Leaders are the main providers for the
unity of purpose and those who establish the unity of direction for the organization. To be able
to do so, the leaders have different responsibilities related to the creating a good quality culture
and maintaining the tone within the organizational internal environment. Moreover, leaders are
more capable to set smart objectives and have the required emotional bonds with the followers
to motivate and direct them toward achieving these goals. As a result, having good leadership
is supposed to effectively impact the employees’ performance within the organization leading
to a better overall organizational performance (Gozlikara et. al, 2019). Different studies have
showed a positive direct relationship between organizational leadership and employee’s
performance related to different dimensions of such performance including creativity,
innovation, and motivation.

People are a fundamental building block in any organization adopting a Total Quality
Management approach. According to research, the center point of quality responsibility and
achievement lies in the employee’s capability to do the job and run the process in the right way.
However, the process within the workplace can’t be held by one individual; thus teamwork
would be the efficient approach to tackle the process quality and continuous improvement
(Peris-Ortiz & Alvarez-Garcia, 2014).

No doubt that working in teams has different advantages for the employee, the work
itself, and the whole organizational process. For instance, on the individual level, working in
teams will expose the individual into different experiences and other point of views’ thus,
enhancing the employee mental and practical capabilities which in turn improves the employees
overall job performance. On the job level, working in teams gives the opportunity to boost the
workplace moral and commitment level though different means. These include crossing the
boundaries across different departmental and functional level causing a leniency in the flow of
work within the different structural level of the organization. On the organizational level, a
teamwork embedded and supported in the overall organizational strategy will effectively leads
to better achieve the organizational common goals though enhancing better communications,
trust building, and creating a better

Another main component for adopting a total quality management approach is training
and education. Training and education is an essential element of total quality management since
the key factor of quality is the employee’s capability and understanding of quality (Sunyoung,
Hye-Seung & Eun-Jee, 2018). Although creating and training and education seems to be a costly
and time consuming process; however, no quality environment can be reached without having
a well-trained and educated people. A main concern for having a good training and education
quality workplace environment is the capability of the management to analyze the training
needs and customize an efficient training and education programs for their people (Halawi &
Hayda, 2018). In such a way, the training will be oriented toward the organizational total quality
goals and not done for the sake of training only. Moreover, the training and education shall be
linked to the overall organizational strategy including the mission, vision, and goals.

Human capital, as discussed above, is the key factor in creating total quality
environment. So, for adopting such quality approach and linked to other TQM elements,
employee empowerment and involvement is another essential element in total quality
management. Quality requirement can be built upon but it is built in; thus, quality comes from
within the employees’ satisfaction and commitment to the job (Friedman & Westring, 2015).
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To motivate and encourage this commitment to quality, employees must be engaged to
contribute their inputs and become part of the decision making process (Fatimah, Moelyati, &
Syailendra, 2016). On the other side, employee engagement and empowerment help the
organizations by creating a pool of creative and innovative ideas which in turn make the
difference in building the organizational competitive advantage (Bakoti¢ & Rogosi¢, 2017).
When linked to other elements of TQM, employee empowerment and engagement boost
teamwork and education among employees (G6ziikara, Colakoglu & Simsek, 2019).

The last TQM element considered in this study is communication. Effective
communication is vital element in adopting a TQM philosophy and it comes on the top of other
TQM elements since it constitute the major backbone for implementing these elements.
Different TQM gurus have emphasized the different types of communication intra and inter-
organizational. Moreover, different research has shown a positive relationship between
effective communication and improvement in employees’ performance, organizational process,
and organizational culture. This relationship is due to the motivation that good communication
between employees and their management gives to them (Zahari & Zakuan, 2016). Further,
communication may remove different obstacles and aids in enhancement of good relationships
between people. As stated above, even on quality level with the stakeholders, which is a main
objective when implementing TQM philosophy, communication is very essential element in
creating this network of relationships especially with customers, partners, and the external
environment as a whole.

Sanita

Since its establishment in 1972, Sanita has become a household name related to quality
and good relationships with all its stakeholders. Sanita offers a variety of products including
different hygienic paper products and related cleaning products in Lebanon, Middle East,
African and Europe. Sanita work on implementing different TQM practices including the five
main practices related for employee, discussed in the literature. For instance, teams at Sanita
work to gain trust and customer satisfaction through commitment to the highest product quality
and consistency standards. Moreover, the marketing and research& development (R&D)
department, at Sanita, work to satisfy the growing market needs and develop innovative
products of international standards. Sanita is ISO 9001 certified and its policy is reviewed yearly
to continually meet our quality objectives.

3. The Problem

Many studies over the world researched the importance of TQM and its positive effect
on employee performance but in Lebanon no studies focused on this topic widely (TQM on
industrial companies). According to association of Lebanese industrial list, in Lebanon about
6000 small and medium manufacturing companies have worked in industrial field. Many of the
recognized companies have adopted the TQM practices as part of its continuous improvement
process to provide top quality products and to abide legally to the new governmental laws and
policies concerning being ISO certified. Research literature in the Lebanese industry have
considered the topic of TQM in different areas like education, banking, food services and
communications sectors; however, there is a lack in literature in studies that shed the lights on
the industrial sectors.

4. Methodology

The study is a primary research depending on quantitative data. According to dependent
variable employee performance and five independent variables consists of main practices of
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TQM related to employee (leadership, communication, teamwork, empowerment, training and
education). A cross sectional study done at one point of time during March 2020.

The collection tool used in this quantitative research was a self-administered
questionnaire. Based on TQM main practices related to employees performance, the researchers
developed a questionnaire consisting of thirty one questions from many previous studies. These
questions covered demographic variables and the different TQM practices in Likert-scale
statements.

The human resources manager at Sanita Company allowed that the number of the target
group of employees in the main branch and the factory not exceeding 160 employees from a
total of 420, knowing the calculated sample size at the 95% confidence level is 0.05, employees
due to the current conditions (COVID-19).Convenient sampling was used. The respondents
(The person who answers on interviewer’s questions or the person who provides answers to
written questions in self-administered surveys) worked in Sanita Company located in Halat
Byblos branch and Sanita manufacturer located in Zouk Mosbeh. The study applied a suitable
statistical means to analyze the collected data using statistical package for the social sciences
(SPSS).

5. Theoretical Framework

Based on the above literature review, a conceptual framework is developed and a
research model has been proposed to explore the impact of identified TQM practices and
employees’ performance. The proposed research framework is depicted in Fig.2. This research
adopted the five main TQM practices related to the human resources. In this conceptual
research framework TQM practices act as independent variable, and employee performance as
dependent variable respectively. The main objective of the study is to understand the impact of
implementing the TQM practices on employees’ performance from the employees’ point of
view. Although there more practices of for TQM related to the top management, suppliers, and
customers; this study adopted only these related to the human resources within the organization.
Further, the study conducted at all the employees at different levels of the organization; thus,
those TQM practices related to managerial levels, only, where also neglected. As a result of this
framework, one major alternative hypothesis and five sub-hypotheses were deduced from the
studies in literature.

Frame work

Ha

Implementing TQM e —

Employee
Has Performance

Independent variable Dependent variable

Figure 2: Theoretical Framework
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6. Results

In the first set of Likert scale statements, the questionnaire asked six questions about
performance assessing how Sanita work on enhancing and developing the performance of their
employees. The questions involved different factors related to performance including skills,
competencies, and usage of technology. The result showed that 76% of the employees choose
between agree (34%) and strongly agree (42%), while 15% are neutral and 8% disagree
(Table.1). Therefore, Sanita is working to develop the performance of its employees by
developing employee skills and the use of technology, as it identify weaknesses and strengths,
in addition to the positive relationship between Sanita and stakeholders about 61%. The result
is positive, that mean most of the employees have their answer centered on that Sanita is
constantly working to improve the performance and quality of employees, and raise employee
productivity.

Performance SA A N D SD |N Mean
Frequencies 66 54 24 15 1
Percentages 42% 34% | 15% | 8% 1% | 160 | 4.061

Table 1: Results for Performance

For the leadership variable, the questionnaire asked four questions to assess management
leadership activities, commitment toward strategic objectives and their support to employees.
The results showed that 73.75% of the participants choose between strongly agree (27.35%)
and agree (46.4%), while (16.7%) neutral and (9.07%) disagree (Table 2). Therefore top
management have the ability to clarify the mission and business objectives to employees, and
support employees to develop, also takes care of employee well-being (e.g. welfare, health and
safety provision).The average mean is 3.83, which is Agree.

Leadership SA A N D SD N Mean
Frequencies 43 74 27 15 1
Percentages 27.35% | 46.4% | 16.7% | 9.07% | 0.48 % | 160 3.83

Table 2: Results for Leadership

As for teamwork, questionnaire asked four questions related to evaluate the teamwork
effectiveness at Sanita. Results showed that about 67.35% of the participants choose between
strong agrees (29.85%), agree (37.5%), while 15% neutral and 17% disagree (Table 3).
Consequently, the focus of the answers was on the clear role of each individual working within
a team, as well as the support of employees to each other within the same team to alleviate the
problems and accomplish the goals of the company. The average mean of the four questions
was (3.79) which are agreed.

Leadership SA A N D SD N Mean
Frequencies 43 74 27 15 1
Percentages 27.35% | 46.4% | 16.7% | 9.07% | 0.48 % | 160 3.83

Table 3: Results for Teamwork
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For the variable training and education, participants were asked about the training and education
programs and its aptness with the total quality concepts. Results showed that about 71% of the
participants of the participants choose between strong agree (36%) and agree (35%), while
neutral (23%), and disagree (6%) (Table.4). This result show Sanita continuous learning
program is provided through education and training, and company concentrates on ongoing
development of personnel by establishing extensive training programs that covers all aspects of
TQM. The average mean for the set of questions was 4.02, which is agreed.

Training and | SA A N D SD N Mean
education

Frequencies 58 56 37 9 0

Percentages 36% 35% 23% 6% 0% 160 4.02

Table 4: Results for Training and Education
For empowerment, questions assessed the employee’s capability to take decisions, correct
problems, and be creative when it comes to quality work. Results showed that about 67.22%
of the participants choose between strongly agree (35.65%) and agree (31.57%), while neutral
(19.55 %) and disagree (13.27 %) (Table5). The answers showed that Sanita impose employee
empowerment, where managers delegate authority the responsibility to increase employees’
productivity. The average mean was 3.89, which is agreed.

Empowerment SA A N D SD N Mean

Frequencies 57 50 32 21 0

Percentages 35.65% | 31.57% | 19.55 13.27% | 0% | 160 3.89
%

Table 5:Results for Empowerment

As for communication, the questions evaluated the whole communication process across and
within department, employee-managers communications, and team communication. The result
showed that about 67.22% of the participants choose between strongly agrees (31.9%), agree
(32.85%), while neutral (14.85%) and disagree (20.3%) (Table 6). The employees are satisfied
to discuss work issues with the manager, in addition to the clarity of the way to communicate,
to solve any problem between individuals within the departments. The average mean 3.765,
which is agree.

Communication SA A N D SD N Mean
Frequencies 51 53 24 32 0
Percentages 31.9% | 32.85% | 14.85% | 20.3% | 0% | 160 3.765

Table 6: Results for Communication

7. Hypotheses Results:
As discussed in the theoretical framework, the study hypothesized one main hypothesis: Is there
a statistical significant impact for implementing TQM principles on the employees’
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performance at Sanita. Further, the framework deduced five sub-hypothesis related to the
impact of each of the TQM principles on the employees’ performance. The hypotheses were
tested using Pearson correlation (r2) at significance level oo < 0.05. Results of the correlation
are represented in Table. 7.

Performance
Leadership Pearson Correlation 663"
Sig. (2-tailed) 002
N 160
Teamwork Pearson Correlation 788"
Sig. (2-tailed) .002
N 160
Training Pearson Correlation 879"
Sig. (2-tailed) .001
N 160
Empowerment Pearson Correlation 877
Sig. (2-tailed) 001
N 160
Communication Pearson Correlation 762"
Sig. (2-tailed) 001
N 160
Total quality Pearson Correlation .858™
management Sig. (2-tailed) .001
N 160
** Significant at 0.01 Table7: Correlation Results for Variables

e Hal: There is a moderate statistical positive impact for Leadership practices on
employees’ performance, the correlation is (r2=0.663), which is 0.3< 0.663 > 0.7, at «©
<0.05.

e Ha2: There is a strong positive statistical impact for teamwork practices on employees’
performance, the correlation is (r=0.788), which is 0.75<0.788> 0.1, at o < 0.05.

e Ha3: There is a strong positive impact for training and education practices on
employees’ performance, the correlation is (r?=0.879),which is 0.75<0.879> 0.lat oo <
0.05.

e Ha4: There is a strong positive impact for empowerment practices on employees’
performance, the correlation is (r?=0.877), which is 0.75<0.879> 0.1,atoo < 0.05.

e Hab5: There is a strong positive impact for communication practices on employees’
performance, the correlation is (r>=0.877), which is 0.75<0.879> 0.1, at o < 0.05.

e Ha: There is astrong positive statistical significant impactfor implementing total quality
management practices (Leadership/ teamwork/ training and education/ empowerment/
communication) on employees’ performance at Sanita, r’= 0.858, 0.75<0.858>0.1, at o
<0.05.

8. Discussion of Results

The result of this study showed a very critical consideration for the impact implementing
TQM practices on the employees’ performance at Sanita. When comparing the total average
means for each set of questions related to the different TQM principles, it shows that most of
the means were showing an agreement level with the statements. However, these means were
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all in the range of 3.76-4.02 with communication having the least average mean (3.76) and
training and education having the highest average mean (4.02). Thus, employees’ are agreeing
on the importance of training and education and implying the Sanita is adopting the concept of
training and education for its employees. However, for communication, it seems that employees
are not very satisfied with the communication type and process happening at Sanita. This has
different explanations related to the type of power distance culture in Lebanon. The results of
the average means are confirmed, for a certain instance, in the correlation tests. For instance,
training and education has the strongest impact (r>=0.879) on performance from the employee’s
points of view. However, Leadership comes last in its impact (r?> =0.663) and after it is the
communication (r? =0.762). This shows that there is an issue when it comes to the relationship
between the employees and the upper management. As for the main hypothesis, the impact of
implementing the TQM practices on the employees’ is confirmed in a strong correlation.

Getting deep in the analysis of the questions and their responses, the responses showed
some significant differences in terms of the level of agreement. In the leadership sections, the
question related to the care of the management for the employees got the lower average mean
of 3.30. This presents an issue related to the employees-management relationship. Although
justified before as being related to the power distance culture, it may be a result of the structural
formality found at Sanita and different Lebanese organizations. As for the training and
development, the average mean of the whole set of questions come the higher with average
mean of 4.02 and this shows that the organization is adopting this principle as an essential
element of TQM concept implemented. However, the question on the ongoing personal
developments gets the lowest average of 3.79. This present an issue in training where the
training and development programs are done on the group and team level; but not individuals.
Lastly, in the empowerment set of questions, the question related to capability of taking
decisions (average mean 3.74) and the question of no need to getting approval ( average mean
3.61) comes below the total average mean of 3.89. This also shows critical issues related to
empowerment of employees and could be related to above presented reasons of cultural thinking
and organizational structure in Lebanese organizations.

9. Conclusion

Most of the previous TQM models focused on the impact of TQM towards business
performance only. Based on the previous study, there is still lack of study discussing the impact
between TQM practices and employee performance. Most of the studies related the TQM
practices with the organizational performance. The relationship between TQM and business
performance in previous studies were found mixed (Sadikoglu and Zehir, 2010). The
performance is measured in an overall view of the organization and less study is emphasizing
the employee performance (Jun et al., 2006). Therefore, this study has filled the gap by
emphasizing the employee performance only. This study has proven that TQM has significant
and positive relationship towards employee performance.

Sanita implemented TQM to support its employee performance and increase customer
satisfaction with high product quality and diversity. “What is good for the community is good
for the company”. Sanita plans, activities, efforts and culture are geared towards anticipating,
meeting and satisfying their consumers’ needs and stakeholders’ expectations by implementing
TQM practices and raise employee performance. The result from my study showed a strong
positive impact between teamwork, training and education, empowerment, communication
practices and employee performance in Sanita. Thus, Sanita is applying its principles and
reaching the intended goals of enhancing their performance. However, the result of this study
may have different limitations to consider including the questionnaire distribution procedure.
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For instance, due to the epidemic health situation in Lebanon, the management at Sanita
distributed the questionnaire to their employees; thus, the objectivity and reliability of the
answers could be under doubt. Further, most of the average mean for the different principles
lies in the neutral category, and this may be correlated with the reliability of the respondents
and their tendency to be in the middle.

10. Recommendations

For Lebanese industrial companies, the study confirms the importance of applying total
quality management with all its elements and concepts to human capital in the company. The
application of total quality management increases performance among employees, which
contributes to the continuation of the institution within the very competitive atmosphere in the
markets. These facts are confirmed in Sanita Company which is applying total quality
management concepts to contribute to the success and development of the organization.
However, Sanita shall be more concerned about the principles related to the upper management
including leadership and communication. These two principles are very important when any
organizations seeks strategic sustainability which is a major goal related to implementation of
TQM. Moreover, the element of Teamwork seems to be an issue that the management of Sanita
shall consider to enhance its internal culture and dynamicity of work within the organization.

Managers have an important and significant role in applying Total Quality Management
concepts by setting good and fair training programs for employees, and motivating employees
because the implementing of Total Quality Management contributes to employee development
and increases their loyalty and commitment in their work. Although managers are playing
important roles in the training and development of their employees, as shown in the results, they
need to work on the communication and their leadership capabilities related to their relationship
with employees. On the other hand, for employees, the results of the study confirm the necessity
of permanent learning, increase of experience and work in a team. These principles contribute
to their success in their work and increase satisfaction with them

In this study, the application of the elements of total quality and their impact on
employee performance have been presented; but there are many concepts of total quality and
their implications have not been addressed in this study. The study included five main elements
of TQM related to the human capital have been studied. Further studies within the industrial
Lebanese organizations covering more TQM principles shall be done and on a further scale. In
the recent period, Lebanese companies began to know the importance of applying the principles
of total quality management; however, more research will strengthen this knowledge among
Lebanese managers and employees as well.
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