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Abstract

The concept of quality has been in existence since the concept of Taylorism
championed the attainment of quality through inspection (Connor, 1998).
A boom of this concept in the nineties brought about the Total Quality
Management (TQM) movement, while the creation of the Baldrige award

has motivated more firms to adopt the practice of TQM in their operations.

TQM requires the involvement of every employee in the organization. It
also involves the use of teamwork for continuous improvement. This paper
seeks to investigate how employee involvement and teamwork affects the
concept of quality and how this relates to the employee job satisfaction in

the Ghanaian context.

The analysis of data from 40 employees in four different companies supported
the predictive relationships of Total Quality Management, Teamwork, Em-
ployee Involvement and Job Satisfaction. An interview of the operations
managers of the four firms were used to validate this data. In an attempt
to find the relationship between the said variables, the study established
a discrepancy between available literature and what actually exists in the
Ghanaian context. In conclusion, TQM success was significantly related to

Employee Involvement and Job Satisfaction but not Teamwork.

Keywords: Total Quality Management, Quality, Teamwork, Employee In-

volvement, Job Satisfaction
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Chapter 1

Introduction

1.1 Total Quality Management

Total Quality Management (TQM) is an integrative philosophy of man-
agement for continuously improving the quality of products and processes
whiles maintaining the lowest cost possible, as explained by Ahire et al.
(1996). In order to meet or exceed customer expectations, TQM makes the
most of the involvement of management workforce, suppliers and even the
customers themselves. In today’s world, firms are continuously putting in
measures to gain a competitive edge over their rivals in a bid to increase
their value. Increasing value involves jockeying with competitors, which has
taken various forms from carving niches, reducing prices, benchmarking and
even engaging in best practices. Even though these methods are helpful,
the ability of the firm to effectively manage them is what determines their

efficiency.



1.2 Background

Total Quality Management is a huge area of study that includes various prin-
ciples. Nonetheless, three main principles that resonates are customer focus,
continuous improvement and teamwork. TQM emphasizes these three prin-
ciples to the extent that each principle cannot be used independent of the
other. Therefore, in order for TQM to be achieved in any setting, these three
principles have to be implemented. However, it is necessary to find out how
the integration of these principles affects organizational performance. This
is because, in one way or the other, the implementation of TQM related
practices does affect the manner in which employees work. A substantial
amount of research has been carried out focusing on TQM and related op-
erational outcomes. For example, Deming’s research focused on how quality
affects the productivity and competitive position of firms (Deming, 1986).
Nonetheless, the search of the literature did not show how the adoption
of TQM practices affects the human resource of the organization (Morrow,

1997).

1.3 Problem Statement

As identified by Tata et al. (1999), irrespective of the fact that the im-
plementation of TQM has become popular in the western world, not all
companies have found it easy to successfully implement and manage this
program. While some firms are unable to correlate their organizational con-
text with the kind of TQM programs to be implemented, a few who do so
are unable to sustain it. This is partly due to the fact that, these compa-
nies fail to assess how the implementation of the program affects employee

performance. There is, therefore, the need to find out how TQM is being



utilized in Ghana and how its implementation and use affects the human

resource of the organization.

1.4 Objectives

Main Objective

To assess the effect of Total Quality Management on Teamwork, Employee

Involvement and Job Satisfaction.

Specific Objectives

e To determine how firms in Ghana use TQM in their processes.

e To determine how employees relate in a TQM environment

1.5 Research Questions

The research questions to be answered in obtaining the objectives are:

e How does TQM affect Teamwork, Employee Involvement and Job Sat-

isfaction.
e How do firms in Ghana use TQM in their processes.

e How do employees relate in a TQM environment

1.6 Hypothesis

A hypothesis is a specific statement of prediction, which describes in con-
crete terms what the researcher expects to happen in the study (Trochim,

2005). For this particular study, the hypothesis is:



Implementation of Total Quality Management does increase teamwork, em-

ployee involvement and job satisfaction of employees.

1.7 Significance of study

The significance of this study is

e To contribute to existing literature in Ghana.

e To provide empirical evidence with reference to how TQM affects work
related attitudes such as job satisfaction, teamwork and employee in-

volvement in the Ghanaian context.

1.8 Definition of Concepts

The key terms and concepts in the research have been defined as follows:

1.8.1 Total Quality Management

TQM is a philosophy of management driven by customer needs and expecta-
tions and that is committed to continuous improvement of all organizational
processes (Connor, 1997). According to Edward Deming, in order for man-
agers to improve effectiveness in their production process, they must make
use of statistics to analyze variability in the production process (Robbins

and DeCenzo, 1998).

1.8.2 Teamwork

Teamwork can be described as the collaboration among or between man-
agers and non-managers across business functions, and even includes collab-
orations between and among companies, customers and suppliers (Robbins

and DeCenzo, 1998).



1.8.3 Employee Involvement

Employee involvement (EI) is creating an environment in which people have
an impact on decisions and actions that affect their jobs (Daily & Bishop,
2003). This kind of environment may include factors such as job enrichment,
self-managed work teams, job design and organizational design (Lawler,

1994).

1.8.4 Job Satisfaction

Job satisfaction describes how content an individual is with his or her job.
Brief and Weiss (2001) defined this phenomenon as, ‘a pleasurable emotional
state resulting from the appraisal of one’s job; an effective reaction to one’s
job and an attitude towards one’s job’. The happier an individual is within

their job, the more satisfied the person is said to be.

1.9 Outline of Dissertation

Chapter 1: Introduction
This section intends to provide an overview of the various sections of the

study and introduce the reader to the study and research inquiry.

Chapter 2: Literature Review
The various streams of literature related to the study will be discussed and

reviewed in this section under the following topics:
1. Defining Quality
2. The TQM Concept

3. TQM as a strategic weapon



Chapter 3: Research Methodology

This chapter will detail the step-by-step plan that the researcher used to con-
duct the research. Methodological issues such as research strategy, sample
selection, data collection and data analysis will be addressed in this section.
Highlighted in this chapter would be how the questionnaires were designed,
the methods used for the selection of the firms in the study as well as the

criteria used to select respondents.

Chapter 4: Analysis and discussion of results

Data from the interviews conducted and questionnaires administered would
be captured in this section. A summary of the findings would be represented
here to give a better insight into the research conducted. Graphs and tables
of relevant information will be used to provide a graphical view of the data
obtained about definitions, strategies and challenges of quality. Correlations
would also be used to establish relationships between TQM and employee

relations that may arise from the study.

Chapter 5: Recommendation and Conclusion

Finally, the findings of the research in relation to the literature reviewed
will be used to provide recommendations as to how TQM can be used in an
organization to gain effective results. Conclusions will then be drawn from

the research



Chapter 2

Literature Review

2.1 Introduction

The end of World War II saw America’s industries overwhelmed with suc-
cess, as such, they did not see a need to adopt Dr. Edward Deming’s quality
philosophy. Dr. Deming, was however sent as an advisor to the Japanese
census in 1950, by the MacArthur Government. In a bid to help shattered
post war Japan rebuild their industry, Deming introduced his quality phi-
losophy to the Union of Japanese Scientists and Engineers (Kanji, 1990).
While Deming suggested the use of statistical information and process con-
trol to trace errors, Dr Joseph Juran also stressed the customer’s point of

view of a product’s fitness for use- customer satisfaction.

It took lessons from these two doctors for increase in productivity to be
realized in Japan within months. As a result, Japanese companies have
captured and dominated markets all over the world (Kanji, 1990). This
proves the extent to which quality measures can go a long way to make a

firm highly competitive in any industry. The concept of quality has been



in existence since the era of Taylorism, which championed the attaining of
quality through inspection (Taylor, 1911). There was however a boom in the
TQM movement in the nineties. Lately, this is catching on fast developing
nations. Quality is ‘a disciplined way of identifying and solving problems in

order to improve performance’ (Deming, 1986).

Total Quality management is to obtain total quality by involving every-
one’s daily commitment. The main objective of implementing TQM is to
transform the way organizations work. To a large extent, many people have
adopted this as they believe it to be a very good thing and have lauded
it. According to Mintzberg (1996), it has been observed that the fad of
the nineties was a constant emphasis on the need to improve service quality
and an equally relentless emphasis on customer satisfaction. Mintzberg’s
article describes what this emphasis means for the people who do the work
of organizations and what it does to them. Though some school of thought
have concluded that, TQM may be difficult to implement, others have even
maintained that it is inappropriate for certain organizations due to their

organizational structure.

Nonetheless, not many people have admitted to the fact that TQM could
actually be costly to the organization and its members. Even more so, there
may be situations where the successful implementation of TQM could be
less of a benefit and more harmful to the organization. Connor’s (1997)
article investigated some of the human dimensions of the TQM movement,

and discussed its costs along with its potential benefits.



2.2 Defining Quality

In an attempt to define Quality, Reeves and Bednar (1994) explain that the
concept of quality has been contemplated throughout history and continues
to be a topic of intense interest today. However, in a quest to search for
a definition of quality, various inconsistent outcomes have been yielded. A
great proportion of research have attributed quality to value, conformance to
specifications, conformance to requirements, fitness for use, loss avoidance
and meeting and/or exceeding customer’s expectations. They also men-
tioned the definition of quality from the customer’s point of view, stating
that “only customers judge quality; all other judgments are essentially irrel-

evant”.

Reeves and Bednars article attempts to clarify and explicate definitions of

quality by
e tracing their history or ”roots,”
e examining their strengths and weaknesses, and

e describing the trade-offs inherent in accepting one definition of quality

over another.

Reeves and Bednar (1994) acknowledges the various scholars while tracing
the roots of different definitions of quality and examining their strengths and
weaknesses. They also discuss the changes that occur among variable as a
result of using different definitions and suggest several implications for fu-
ture research about the quality construct. Table 2.1 highlights the strengths

and weaknesses of the various quality definitions.



Strengths and weaknesses of Quality Definitions

Definition Strengths Weaknesses
Excellence Strong marketing and Provides little practical
human resource benefits guidance to practitioners
Universally recognizable - mark Measurement difficulties
of uncompromising standards Attributes of excellence
and high achievement may change dramatically
and rapidly
Sufficient number of
customers must be willing
to pay for excellence
Value Incorporates multiple attributes Difficulty extracting individual

Focuses attention on a firm’s
internal efficiency and external
effectiveness

Allows for comparisons across
disparate objects and experiences

components of value judgment
Questionable inclusiveness
Quality and value are
different constructs

Conformance to
Specifications

Facilitates precise measurement
Necessary for global strategy

Leads to increased efficiency
Should force disaggregation

of consumer needs

Most parsimonious and appropriate
definition for some customers

Consumers do not know or

care about internal specifications
Inappropriate for services
Potentially reduces organizational
adaptability

Specifications may quickly
become obsolete in rapidly
changing markets

Internally focused

Meeting and/or
Exceeding
Expectations

Evaluates from customer’s
perspective

Applicable across industries
Responsive to market changes
All-encompassing definition

Most complex definition
Difficult to measure
Customers may not know
expectations

Idiosyncratic reactions
Pre-purchase attitudes affect
subsequent judgments
Short-term and long-term
evaluations may differ
Confusion between customer
service and customer satisfaction

Table 2.1: Reeves and Bednar’s strengths and weaknesses of Quality Defi-

nitions
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Research conducted for the profit impact of market strategy (PIMS) pro-
gram has led to the conclusion that “in the long run, the most important
single factor affecting a business unit’s performance is the quality of its
products and services, relative to those of competitors” (Reeves and Bed-
nar, 1994). Finally, Reeves and Bednar (1994), conclude that there is no-
universal definition of quality as it has multiple definitions resulting in an
unsuccessful search for a global definition. Nonetheless, it is their belief that

different definitions of quality are appropriate for different circumstances.

2.3 The TQM Concept

The quality movement has one core idea - goods and services must achieve
the highest attainable quality, nothing else will do. Connor (1997) in his
paper highlights the fact that, in order to attain the highest quality, ‘we
must first understand the implications of maximizing organizational quality
and its assumptions’. He further states that, ‘as with most human enter-
prises, the quality movement is not easily captured in a few clever phrases.
It is multidimensional in concept and multicultural in both its origins and
applications. This simply proves that attaining quality involves a lot of work

and every employee’s involvement.

Connor’s article is divided into three parts. Firstly, he talks about what
quality teaches us. According to him, quality teaches us to ‘do it perfectly’
(1997). His argument is that, even ninety nine percent is not good enough
because for large figures, a one percent defect would mean a whole lot. Sec-
ondly, he discusses what quality reminds us. People want to experience

meaning in and from their work and teams are key to organizational effec-
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tiveness. It was evident that, employees who experience meaningfulness from
their work tend to exhibit less absenteeism and turnover because they are
more likely to enjoy higher work motivation and job satisfaction (Connor,
1997). Consequently, they do high quality work. In relation to working in
teams, it is noted that individual contributions to accomplishing organiza-
tional purposes are enhanced through sustained co-operations with others.

This makes teams a key success factor to goal accomplishment.

Finally, he makes mention of the human costs. Indeed, the article argues
that the human costs of TQM are a direct consequence of middle managers’
egos and fears, employee motivations, trival employee participation, and the

coercive nature of team structures.

In conclusion, Connor’s article acknowledges TQM’s potential benefits but
admonishes its adherents not to ignore its potential costs. According to
Connor (1997), these human costs of TQM have not received attention be-
cause most TQM enthusiasts really do not care about the people who do the
work. Their main focus is on customers, process improvement, cycle time,
performance, but people are only means to an end. Even though in many
firms, TQM does its best to improve productivity, these gains come at a
price. The price paid depends in large part on how TQM is implemented.
Nonetheless, the human side of TQM has to be acknowledged and managers
have to understand that they create value only as long as they give the
service provider and front-line workers the wherewithal to do their jobs. It

is therefore necessary to adopt ideal human resource strategies to support

TQM.

12



On the other hand, Williams (2000) explains that, TQM is not a specific
tool, rather, it is an integrated organization-wide strategy for improving
product and service quality. It is characterized by customer focus and satis-

faction, continuous improvement and teamwork.

Customer focus should be a firm’s goal to concentrate on meeting customers’
needs at all levels of the firm, while the firm’s goal is to provide products and
services that meet or exceed customers expectations (customer satisfaction).
Customer focus is a necessity as the ultimate user of a good or service is the
customer. This implies that in order to maintain customer satisfaction, at

least, the exact needs of the customer has to be met.

Continuous improvement deals with the firm’s ongoing commitment to con-
stantly assess and improve the processes and procedures used to create prod-
ucts and services. In the manufacturing industry for instance, this is done by
reducing the variation of a product. The less a product tends to vary from
the quality standard, the higher the quality of the product. It is however
important to periodically ask for feedback in order to achieve continuous

improvement as this is a means of finding out what needs improvement.

Teamwork is described as the collaboration between managers and non-
managers across business functions, and between companies, customers and
suppliers (Robbins and DeCenzo, 1998). In effect, quality is improved when
every individual in the firm works with other employees and has the respon-
sibility and authority to make improvement and solve problems, no matter
how small. Other key players such as suppliers and distributors may be

part of the firm’s team as they also contribute greatly to how the service or

13



good is delivered to the customer (horizontal integration). All three mutu-

ally reinforcing principles aid a firm in achieving Total Quality Management.

In Fundamentals of Management, Robbins and DeCenzo (1998) ask the ques-
tion: ‘Are Continuous Improvement and Quality Control the same thing?’
This study identified that they are not. Continuous improvement as ex-
plained before, is described as a comprehensive, customer-focused program
to continuously improve the quality of the firms processes, products and
services. Whereas quality is described as ‘a disciplined way of identifying

and solving problems in order to improve performance’ (Deming, 1986).

Quality control deals with ensuring that what is produced meets some pre-
established standard. Therefore, quality control refers to monitoring quality,
in terms of weight, strength, consistency, colour, taste, reliability, finish or
any other characteristics to ensure that a product or service meets some pre-
established standard. This implies that quality control may be needed at
more than one point in the production process - from the receipt of inputs,
to work in process to the final product. Assessment at all these points serve
as a quality control measure and aid in early detection of defective parts or

processes in order to reduce or re-work.

This proves that continuous improvement and quality control are different.
Whereas continuous improvement pays attention to preventing mistakes,
quality control emphasizes identifying mistakes that have already occurred.

Therefore, the two take place at different stages in the production process.

14



2.3.1 Evolution of TQM

During the first industrial revolution, mass production was encouraged;
quality shifted to quantity at high speed, consequently destroying employee
skills and craftsmanship. Employees were no longer responsible for the qual-
ity of their work and firms appointed quality inspectors to eliminate defec-
tive goods. It has been implied that the present quality revolution through
the process of Total Quality Management has created the Second Industrial
Revolution for the survival of the fittest (Morrow, 1997). It is necessary be-
cause in this dynamic world, it is important to seek continuous improvement

to methods and processes in order to improve products and services.

Kanji’s article (1990), describes the concept and basic approach to total
quality management. His paper explained and examined quality in the con-
text of continuous customer satisfaction and total quality management by
involving every employee’s commitment to achieving quality at minimum
cost. Different stages of total quality management in practice are suggested
and various techniques to implement these are also discussed. To develop the
total quality management process the organization has to be guided through
the seven basic rules of action and is given by the following principles and

actions as outlined in Table 2.2.

Total Quality Management is now used to describe the quality revolution
taking place in both private and the public sectors. TQM is a philosophy of
management driven by customer needs and expectations and that is commit-
ted to continuous improvement of all organizational processes. According
to Edward Deming, in order for managers to improve effectiveness in their

production process, they must make use of statistics to analyze variability

15



Principles Actions

The approach Management-led

The scope Company wide

The scale Everyone is responsible for quality
The philosophy Prevention not detection

The standard Right the first time

The control Cost of quality

The theme Continuous improvement

Table 2.2: Adapted from TQM: the 2nd industrial revolution (Kanji, 1990)

in the production process (Robbins and DeCenzo, 1998). In effect, a well-
managed organization, according to him, is one in which statistical control

has reduced variability and increased uniformity of a product or service.

Uniformity in turn, results in lower costs, higher quality and predictable
quantity of output. This is a means of achieving what the Chinese call
kaizen - a term for continuous improvement. Today, TQM is more widely
used beyond its traditional definition of customer needs and expectations to
include every individual involved with the organization in anyway (This is

discussed in the subsection below).

2.3.2 Components of Total Quality Management

1. Intense focus on customer- Customers include not only outsiders
who buy the organization’s products or services but also internal cus-
tomers (such as shipping or accounts payable personnel) who interact

with and serve others in the organization.

2. Concern for continuous improvement - TQM is a commitment
to never being satisfied. Very good is not good enough. Quality can

always be improved.

16



3. Improvement in the quality of everything the organization
does - TQM uses a very broad definition of quality. It is related not
only to the final product but also to how the organization handles

deliveries, how rapidly it responds to enquiries and the like.

4. Accurate measurement- TQM uses statistical techniques to mea-
sure every critical variable in the organization’s operations. These
are compared against standards, or benchmarks, to identify problems,

trace them to their roots and eliminate their causes.

5. Empowerment of employees - TQM involves the people on the line
in the improvement process. Teams are widely used in TQM programs

as empowerment vehicles for finding and solving problems.

With the use of TQM, the Chinese demonstrated that it was indeed possible
to make high quality products and also have the lowest costs, contrary to the
earlier management theories, which suggested that low costs were the only
means of achieving increased productivity. Taking a look at a classic case
of what could go wrong when driving down costs is the sole focus, is the US
auto-mobile industry. The seventies and eighties saw products from compa-
nies such as General Motors and Ford rejected by the car-buying public. It
was identified that by factoring in costs of rejects, rework and expensive con-
trols to identify problems, the US manufacturers were less productive than
many of their competitors (Robbins and DeCenzo, 1998). This implies that
the importance of TQM and the implementation of its basic components
such as quality control groups, process improvement, teamwork, improved
supplier relations and listening to the needs and wants of customers should

not be under-emphasized.

17



2.3.3 Implementation of TQM

Yeh (2003) in his article indicated the fact that a successful TQM imple-
mentation requires the engagement of employees in extra-role behaviors.
The focus of the paper was to identify and examine some critical variables
embedded in the organizational system that may enhance or hinder the par-
ticipation of employees in TQM activities. This is in effect, to determine

the human factors that contribute to a sustainable TQM implementation.

Three factors that most strongly predicted employees’ practices of TQM
were: a standardized organizational structure, interpersonal support of the
organization, and employees’ self-efficacy (Yeh, 2003). This emphasizes
Juran’s assertion that a successful TQM implementation requires cultural

changes in an organization. However, a quality culture is the ultimate goal.

With reference to the article, the four major dimensions that needs consid-
eration in sustaining a quality culture as proposed by Schneider et al. (1996)
are: the nature of work, the nature of hierarchy, the nature of interpersonal

relationships, and the focus on support and rewards.

Morrow focuses on three TQM principles; customer focus, continuous im-
provement and teamwork (Morrow, 1997). He highlights the integration of
these principles into an organization and the improved quality of organi-
zational performance associated with that. Morrow (1997) further argues
that, enough research has been done focusing on TQM and related opera-
tional outcomes. Nonetheless, not much has been discussed about how the
adoption of TQM practices affects the human resource of the organization.

A number of people in the industry have sought to operationalize TQM

18



principles, practices and techniques, including Saraph et al. (1989). Their

work identified 8 critical factors of quality management:
e The role of management leadership and quality policy
e The role of the quality department
e Training
e Product/Service design
e Supplier quality management
e Process management
e Quality Data reporting
e Employee relations

Morrow (1997) mentions that even though contextual variable such as in-
dustry classification and organizational size may affect the relevance and
adoption of specific TQM practices, understanding what is meant by cus-
tomer focus, continuous improvement and teamwork from the point of view
of the employees, may provide a more valid and useful method of measuring

progress in TQM implementation.

Team Work

FEmployees do not work in a vacuum, thus the need to inculcate teamwork
into them. This value is integral to TQM as it fosters collaboration between
employees and facilitates participation by all employees to solve problems

quickly (Morrow, 1997).
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A central characteristic of TQM is the use of teams. This is because, it is an
efficient way for the various TQM processes and techniques to catch on and
be applied in the firm. All such techniques and processes require high levels
of communication and contact, response, adaption, and coordination. Thus,
they require an environment where teams can share ideas and implement

improvements that other employees suggest in order to strive for the best.

According to Robbins and Cenzo (1998), teams such as quality circles help
in the achievement of TQM goals. Quality circles are work teams composed
of about eight to ten employees and supervisors who share an area of re-
sponsibility. Their task is to meet regularly to discuss quality problems,
investigate the causes of the problems, recommend solutions and take cor-
rective actions. Even though they assume responsibility for solving quality
problems, rarely, however, are they given the authority to unilaterally imple-
ment any of the suggestions. Instead, they make suggestions to management
who make the final decisions. Nonetheless, they play an important part to

the achievement of quality in a firm making them central to TQM.

Employee Involvement

TQM emphasizes customer satisfaction, employee involvement and continu-
ous quality improvement. Nonetheless, each of these must be used together
in order for its application and implementation to function effectively. How-
ever, according to Lawler (1994), although both employee involvement (EI)
and TQM stress involvement, training and skills development, it is impor-
tant to note that some differences do exist between the two. TQM places
emphasis on work processes and customer outcomes while employee involve-

ment pays more attention to work design and business units for better busi-
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ness involvement and employee motivation (Daily and Bishop, 2003).

What was of interest to the study conducted by Daily and Bishop (2003)
was the fact that within the TQM framework, four elements have been noted
as critical factors in EI development. These factors are management sup-
port, teamwork, training and rewards. There is, however, a lack of empirical
evidence to explain the relationship between the factors and successful EI
programs. The purpose of this particular study, was to address the void
by determining the role of TQM and workforce factors in predicting and

explaining EI success.

A structural model hypothesizing relationships among Total Quality Man-
agement (TQM) workforce factors, Employee Involvement (El), and two out-
come variables, empowerment and organizational commitment was tested.
The analysis of data from 169 employees in two facilities supported the
predictive relationships of teamwork, training, management support, and
rewards with El program success. ‘As hypothesized, teamwork manifested a
pivotal role among the critical factors predicting El success. In addition, El
success was significantly related to the two outcome variables’ (Daily and

Bishop, 2003).

Firstly, by manipulating important TQM work factors, it may be possible
to control employee beliefs about EI success. Also, EI success may lead
to other organizationally valued outcomes. What this means is that, it is
imperative for firms to achieve a more lean and more resourceful organization
by implementing successful employee involvement schemes in order to remain

on a competitive edge.
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Job Satisfaction

Job satisfaction has been defined as, ‘a pleasurable emotional state resulting
from the appraisal of one’s job; an effective reaction to one’s job and an at-
titude towards one’s job’ (Brief & Weiss, 2001). This phenomenon describes
how content an individual is with his or her job. The happier an individual

is within their job, the more satisfied the person is said to be.

The management style and culture of the firm, employee involvement, em-
powerment and autonomous work position, all tend to be influences on job
satisfaction. This implies that all these factors can affect an individual’s
satisfaction of their job. Employees tend to be satisfied with their jobs
when they enjoy the role they play in their job. This is why it is necessary
to find out to what extent employee involvement affects job satisfaction of

employees in Ghana.

2.3.4 ISO 9000

Quality products usually possess three characteristics: reliability, service-
ability and durability while quality services implies: reliability, tangibles,
responsiveness, assurance and empathy. In a bid to ensure that their prod-
ucts and services meet these set requirements, some firms have done their
best to get the ISO 9000 certification. ISO 9000 is a series of five inter-
national standards for achieving consistency in quality management and

quality assurance (Williams, 2000).

The ISO 9000 certification is usually awarded after a quality audit from an
accredited third party. This certification ensures that companies document

the steps they take to create and improve quality (Williams, 2000). Com-
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panies who truly cherish their customers and wish to give them the best in
terms of quality definitely would go in for the ISO 9000. Nonetheless, this
would not only allow them to give off their best to the customers but would
also boost the firm’s reputation as a firm associated with high quality goods

and services.

As quality pioneers, Edward Deming and Joseph Juran helped Japan to
get on track with the quality commitment. Evidently, the Malcom Baldrige
National Quality Awards shows the growing commitment to the quality
revolution in the United States. The list of award criteria below plainly

indicates the extent to which firms have to be committed to this revolution:

e Top executives incorporate quality values into day-to-day management

e The firms work with suppliers to improve quality of their goods and/or

services

e The firm trains workers in quality techniques and implements systems

ensuring high quality products

e The firm’s products are as good as or better than those of its competi-

tors.

e The firm meets customer needs and wants, and gets customer satis-

faction ratings equal to or better than those of competitors

e The firm’s quality system yields concrete results such as increased

market share and lower product-cycle times.

The above listed criteria clearly defines that quality commitment is used to

control the whole value-chain of a firm to prevent any irregularities. This
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emphasizes Philip Crosby’s idea of Getting it right the first time (Crosby,
1979). In order to achieve this though, Crosby (1979) developed a popular
quality program based on what he calls the four absolutes of management

for total quality control:

1. Quality means conformance to standards: this, workers can only achieve

so long as they are aware of the expectations they are to meet.

2. Quality comes from defect prevention, not defect correction: it takes

leadership, training and discipline to get to this point.

3. Quality as a performance standard must mean defect-free work: per-

fect work becomes the only acceptable quality standard.

4. Quality saves money: cost of rework is eliminated when things are

done right the first time.

2.4 TQM as a strategic weapon

Sometimes, it is easy to think that once the quality commitment is present
in a firm, productivity and profits increase. However, the various definitions
of quality that have been given by various scholars sends a clear link between
delivering quality goods and services and exhibiting a competitive advan-
tage in one’s industry - this link is customer service. Clients and customers
are indeed an important aspect of external customers (ultimate consumer
of goods and services produced), it is necessary for employees to serve their
internal customers (someone who uses or depends on the work of another

person or group within the same firm) with care.
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At Hewlett-Packard for example, employees have been made to accept them-
selves as both customers and suppliers. An employee assembling circuit
boards has a person making chips as his supplier and a person who puts
boards into finished components as his customer. This provides account-
ability for results to one’s co-workers, not just one’s supervisors. This shows
the extent to which employee involvement is extremely necessary in order
to achieve quality commitment. ‘It can be in a form of quality circles which
is a group of employees working to solve quality problems. It also shows
that real customer service lies at the heart of efforts to create competitive
advantage for firms’ (Schermerhorn, 1999) . Going the extra mile to ensure
that customers enjoy positive experiences with a firm’s goods or services
can cause them to return, build loyalty and refer other people to the firms.
This is the firm’s first step of achieving competitive advantage as customer

service adds value to the customers’ experience.

Management approach to quality operations are committed to meeting cus-
tomer’s needs-on time, the first time and all the time. This can be achieved
by finding out what they want, where they want it and when they want it.
By doing these things, a firm is assured of producing high quality products
at low cost production and delivered on time to customer. Indeed, the en-
vironmental pressure is on all managers to help firms achieve productivity

while meeting customer’s quality standards (Schermerhorn, 1999).

Recently, more firms are using TQM as a way to build a competitive ad-
vantage. A company’s ability to satisfy a customer’s need for quality, could
be a way for it to differentiate itself from the competition and attract and

maintain a loyal customer base, just as it is done at Hewlett-Packard.
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Figure 2.1: The Plan-Do-Check-Act Cycle.

Furthermore, constant improvement in the quality and reliability of a firm’s
goods or services can result in a competitive advantage that would be highly
impossible for people to imitate. The logic behind this is simple. Product in-
novation can easily be copied by rivals, so leave little or no opportunity for
sustained competitive advantage. Nonetheless, incremental improvement,
which is integral in TQM, becomes an integral part of a firm’s operations
and can develop into a considerable cumulative advantage for the firm. The
search for a never-ending improvement requires a circular approach as indi-
cated in the plan-do-check-act cycle (see Fig 2.1) developed by Dr. Walter
Shewhart (Deming, 1986).

Management plans a change, implements it, checks the results, and depend-

ing on the outcome, acts to standardize the change or begin the cycle of
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improvement again with new information. The cycle tends to treat all or-
ganization’s processes as being in a constant state of improvement. Indeed,

TQM is necessary for an organization to compete effectively.

2.5 Conclusion

In Schermerhorn’s own words, ‘Perhaps, no productivity theme today is
stronger than Total Quality’ (Schermerhorn, 1999). The tastes of modern-
day consumers have somehow shifted. More than ever, people expect qual-
ity products and good customer care as great value in exchange for their
monies. This has left organizations who fail to meet these needs succumb
to the pressures of intense global competition while struggling in this highly
competitive environment (Schermerhorn, 1999). Compliance to total qual-
ity management (TQM) is indeed a necessity as firms feel this pressure to

serve their customers better and increase productivity in the process.

TQM is managing with a firm-wide commitment to continuous improve-
ment and totally meeting customer needs. Being a comprehensive approach
to continuous quality improvement, it is necessary that it is led by top man-
agement and supported throughout a firm - both as a top-down approach
and a bottom-up desire. This includes the efforts of every individual so that
it can penetrate to all aspects of a firm’s operations. To compete in today’s
global economy, firms are increasingly expected to meet ISO certification
standards of quality. The emergence of various infrastructure has eventu-
ally been used to facilitate and sustain quality improvement in many firms
(Cole, 1998). Quality commitment can therefore be recognized as a hall-
mark of any firm that intends to manage its productivity while delivering

the best of quality to its customer base.
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In conclusion, a company’s ability to respond to the requirements of cus-
tomers actually depends on its internal operations and is based on its people.
This should include both internal and external customers. Seeking feed-
back from customers and working on the problem areas helps improve out-
put and maintain long-lasting relationships with customers (Morrow, 1997).
Nonetheless, in order to get the best out of TQM implementation, employee
involvement, quality circles, training, and suggestion programs should be
combined with the widespread use of statistical quality control tools. This
would enable a firm use its employees to yield small, incremental improve-
ments. Also, there is a need to foster a culture of teamwork and employee
involvement in the firm. When employees are allowed to work in teams and
given the responsibility to make decisions in their line of duty, no matter how
small, they tend to be more satisfied with their jobs. Nothing can therefore
be achieved without people and when adopting Total Quality Management

in a firm, it is essential first and foremost to motivate its employees.
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Chapter 3

Research Methodology

3.1 Introduction

Having reviewed the literature in Chapter two, this chapter will focus on
the various methods used to conduct this research. According to Kumar
(2011), research methodology is important to every research as it shows the
plan that the researcher intends to use to conduct his research. Figure 3.1
below shows the graphical presentation of the issues to be addressed in the

research methodology of this study.

Walidity and Eeliability

Researché Eesearch Eesearch Sample Data Data
Purpose —I Approach "' Strate gy —I selection _"' Cellection -I' Analysis

Figure 3.1: Graphical presentation of methodology. Adapted from Foster
(1998)
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3.2 Research Purpose

The purpose of this research is to find out the impact of TQM on teamwork,
employee involvement and how this affects the job satisfaction of employees
in a firm. This research would be exploratory and descriptive as it intends to

explore what exists in the Ghanaian context and describe this to the reader.

3.3 Research Approach

Both qualitative and quantitative methodologies were used for this research.
Qualitative research tends to employ the use of data from interviews, doc-
uments and participant observation in order to gain some understanding of
social phenomena. For this study, some of the interview questions and ques-
tionnaires were structured in this manner. Their less specific and precise
manner was used to acquire varied responses from respondents, whiles pre-
venting them from being confined to pre-determined options. Quantitative
approach to research, on the other hand, is more structured and formalized.
They have been tested for their validity and reliability and can be explicitly
defined and recognized (Kumar, 2011). Some of the questions on the inter-
views and questionnaires were also structured in this manner. They were
characterized by the study variables: teamwork, employee involvement and
job satisfaction. This research employed both approaches, so as to give both

a qualitative and quantitative view of the various variables to be studied.

3.4 Research Strategy

Yin (1994) ascertains that, the research strategy explains how the researcher
collects and analyses data gathered. However, the research strategy depends

on the research purpose. Given the fact that this study was exploratory and
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descriptive, it made use of in-depth interviews of operation managers of firms
who have proven to have some knowledge on TQM. Also, questionnaires
were administered to some employees of these same firms. This enabled the
research, not to only get the views of the managers, which might be biased,

but to get the views of factory hands as well (Bogdan et al., 1982).

3.5 Sample Selection

For the purpose of this study, the operation managers of Kogmens, Darko
Farms, Furnart and ATL were interviewed. This was done by purposive
sampling. The primary consideration in this method is the judgment of the
researcher as to who best provides the information to achieve the objectives
of the study (Kumar, 2011). It is a non-probability sampling technique

which seemed fit for this kind of study.

Also, ten employees from these firms were given questionnaires to fill. The
selection of the employees was also done by an accidental sampling technique.
This procedure employs no systematic techniques to choose respondents or
units of samples. The sample units are those people who accidentally come
into contact with the researcher (Sarantakos, 2005). This non-probability
sampling technique was chosen based on the anticipation that the researcher
may not be able to meet all employees during the visit to the firms. Nonethe-
less, the employees chosen were based on their departments. This was to

help the study acquire an unbiased view from the employees.

3.6 Data Collection

Primary Data collection methods include
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Questionnaires

Interviews

Observation and

Documents

For the purpose of this study, in-depth interviews and questionnaires were
used. Open-ended questions were used to acquire as much detail as pos-
sible from the operations managers. The open-ended questions were used
to prevent the people from being confined by the structure of pre-arranged
questions. The closed-ended questions were used get the respondents to pro-
vide an answer from a group of selected choices. This was further used to

communicate similar meanings and themes across the firms.

3.7 Data analysis

Statistical Package for the Social Sciences (SPSS) was used in coming up
with the statistical analysis for this study with the collected data drawn from
the interviews and questionnaires. This was be done by creating a coded
data capture file in excel which was transfered into SPSS once the collation
of the data was done. The data from the questionnaires and interviews were
then extracted into SPSS. The data was then cleaned up for validation.
The data analysis was then done. SPSS is a statistical software packages
that covers a broad range of statistical procedures (Kirkpatrick and Feeney,
2003). It therefore enabled the researcher to summarize data (e.g., compute
means and standard deviations), determine whether there are significant
differences between groups (e.g., t-tests, ANOVA), examine relationships

among variables (e.g., correlation), and graph results (e.g., bar charts, pie
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Figure 3.2: Plan for Data Analysis.

charts). The final data was displayed in texts, tables and graphs. The
procedure that was followed for the data analysis can be seen in Figure 3.2.

In-depth discussion of the data analysis is presented in the next chapter.

3.8 Limitation

In conducting this study, a number of challenges were encountered as high-
lighted below:

First of all, there was a time constraint that prevented the study from ad-
ministering more questionnaires to the line workers at the various companies
visited. This constraint arose as a result of the amount of time it took to

negotiate with the companies to allow the study with their firm.
Furthermore, there was a difficulty in getting some of the firms to give in-

formation about their operations. In Ghana generally, firms are reluctant to

give information to outsiders for fear of the information being used against
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them and for security reasons. The situation would have been different
if Ghanaian firms regularly publish reviews about their firms.This further

reduced the number of companies that could have been chosen for this study.

There was also limited data on how TQM has been used in firms in the
Ghanaian context. So the researcher had to learn and understand TQM as
well as the possible existing measures that could exist in the various firms
to be able to communicate to the employees in the same language in order

to gain information.

In spite of these difficulties, the study made the best use of the data acquired

to answer the research questions that were presented in the first chapter.

3.9 Summary and Conclusion

This research would be explorative and descriptive and so both qualitative
and quantitative methodologies would be used for this research approach. It
would make use of in-depth interviews of operation managers of firms who
have proven to have some knowledge on TQM. Also, interviews would be
conducted with randomly selected employees of these same firms. The data
collected would be collated in texts, tables and graphs to make it easy for a
lay person to understand. Also, SPSS would be used to aid the analysis of

the data.
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Chapter 4

Analysis and discussion of

results

4.1 Introduction

The purpose of this chapter is to present and discuss the findings of this
research. It presents the data obtained from the study in response to the
specified research questions and objectives outlined in chapter one. This
section is divided into two parts. The first part presents a qualitative anal-
ysis of the data which represents the findings of the in-depth interviews.
The second part on the other hand, covers the presentation and thorough
discussion of the findings of the questionnaires administered to the various
operation managers of the three companies that were chosen for the study.

This represents the quantitative research phase.

4.1.1 Company Profiles

On the whole, four small-medium enterprises were chosen for this research.

These companies were chosen on the basis of them being among the four
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main manufacturing sectors in Ghana. According to Akay and Yuksel
(2009), the four main manufacturing sectors in Ghana are food process-
ing and bakery (food-bakery), textile and garments (textile-garment), wood
products and furniture (wood-furniture), and metal products and machinery
(metal-machinery).Based on this ascertion as well as the ease of access to
information, these four firms were chosen to allow a cross industry analysis

of the firms:
e Kogmens Limited ( Aluminium Company)
e Darko Farms
e Furnart Furniture Works
e Akosombo Textiles Limited

Kogmens Limited are manufacturers of coloured and plain aluminium, gal-
vanized and aluzinic roofing sheets. The roofing sheets they manufacture
include: single panel, circular and general merchant. Darko Farms, one of
the largest poultry-processing companies in Ghana is located in Akropong,
Kumasi. The farm is an agro-industrial complex with a highly integrated

network of production units.

Furnart Furniture Works is a furniture manufacturer that makes use of high
quality wood and high level of production procedures to make their finished
products. The wood they use for the manufacturing of their products is kiln-
dried to extract as much moisture as possible in order to ensure durability of
the finished product. Akosombo Textiles Limited (ATL) a textiles company
in Ghana. The firm’s mission is to clearly establish its position as the leading
textiles company in Ghana, and to distribute excellent quality, fashionable

but reasonably priced textiles in Ghana and beyond.
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4.2 Findings

4.2.1 Operations Managers

The study found out that there were significant differences in the way each
firm defined quality. In manufacturing, where the products were mostly
ordered before production, quality is defined as conformance to specifica-
tions, while in the food processing firm, where the products were made in
large quantities and distributed, quality was defined as excellence: keeping
that particular top-notch standard at all times.In the wood processing firm
however, it was more about durability, as that was the factor that kept old
clients coming back and new or prospective clients interested in their prod-
ucts. Table 4.1 summarizes how each firm defined quality, the strategies each
used to ensure quality and the challenges they had with ensuring quality in

their respective firms.

Defining Quality

From the interviews conducted, it was evident that Furnart and Kogmens
defined quality as conformance to specifications. This definition of qual-
ity facilitates precise measurement and leads to increased efficiency, as ex-
plained by Reeves and Bednar (1994). With reference to the industries in
which these two firms find themselves in, wood processing and metal works,
respectively, it is necessary to produce goods that meet the exact request of
the customer. Therefore, this definition tends to be a good fit. Nonetheless,
Furnart goes further to include durability in their definition. According to
them, this definition of quality is to position them favourably in the minds
of their customers and to keep customers coming back. In effect, this defi-

nition of quality tends to be a great marketing strategy for their firm.
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Quality in Ghanaian Firms

Company Define Quality Strategies Challenges
Kogmens Conformance to Product design Product design
specifications Process Management
Meeting or exceeding
customer expectations
Darko Excellence Quality Policies Resistance to change
Farms Process Management | by people
Training
Supplier Quality
management
Quality Data
reporting
Furnart Conformance to Process management | Resistance to change
specifications Product design by people
Durability Supplier Quality Education level
management
Akosombo | Excellence Quality Policies Process design
Textiles Value Process Management | Resistance to change
Limited Training by people
Supplier Quality
management

Table 4.1: Firms Summary of Quality Definitions, Strategies and Challenges

Darko Farms and Akosombo Textiles Limited on the other hand, defined
quality as excellence. This definition of quality denotes a universally recog-
nizable mark of uncompromising standards and high achievement, making
it a strong marketing benefit to the firm (Reeves and Bednar, 1994). It
is believed that these two firms use excellence due to the fact that their

products are exported outside the boundaries of Ghana.

Strategies Used To Ensure Quality

In ensuring quality, one theme that re-occurred and was common with all
the four firms was, process management. This highlighted the fact that

process management is indeed a critical factor of quality management, as
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Critical Factors of Quality Management
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Figure 4.1: The critical factors used by firms to ensure quality in Ghana

concluded by Saraph et al. (1989). The second most used strategy is the
supplier quality management. The reason why three out of the four firms use
it is because, they believe that the raw materials they get from the suppliers
affects the finished product they churn out to the customer. Therefore,
there is a need to manage suppliers to make sure that the goods received
from them are of high quality. Nonetheless, this study identified that, none
of the firms use Employee Relations Management as strategy for ensuring
quality. Given the fact that literature suggests that it is one of the critical
factors, it was anticipated that at least one firm would use it, but it turned

out otherwise. Figure 4.1 summarizes these results.

Challenges

The main challenge experienced by three out of the four companies is re-
sistance to change by people. This goes a long way to justify the fact that
people do not like change and that the implementation of quality manage-

ment practices may cause people to feel insecure about their jobs.
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Communication of Quality To Employees

All the firms under study openly communicate their commitment to quality
either through their vision or mission statements. Nonetheless, Darko Farms
and ATL go a step further to engage their employees in training activities.
These training activities are a platform for them to continually remind their
staff about their commitment to quality and how each staff member has a

role to play in order for them to achieve this.

According to the operations managers of Kogmens, Furnart and ATL, their
staff had a good understanding of what quality is. However, the operations
manager of Darko Farms maintained that his staff had a very good under-
standing of quality. This is because, in their kind of industries, there is
no room for mistakes and any little mistake could be deadly for both the

poultry they keep and their consumers.

How Employees Work

In Kogmens and ATL, employees work in groups most of the time. Kog-
mens is an aluminium works company with a lot of very heavy equipment
and machinery. Therefore they work in groups to help each other with their
work. Furthermore, working individually could be tiring and stressful, so

there is a need to work in groups.

In Furnart and Darko Farms however, employees work individually. In
Furnart, it is believed that putting employees in groups does not always
help bring out the best in them, as opposed to if they worked individually.
For example, there could be a situation where it might take a group the

same amount of time as it might take an individual to finish a furniture set.
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In Darko Farms, there exist a vast amount of automated machinery in the
slaughtering plant. Employees are assigned to machines and equipments, so
they work individually. However, when it comes to production and giving

of feed to the poultry, employees work in groups.

With the exception of Furnart, employees in the other firms have the oppor-
tunity to move around into other departments to work. This is not possible
in Furnart because the people employed there come with particular skills for
particular roles: carpentry, spraying and upholstery. Therefore, it is impos-
sible to move them around. It is for this reason also, that they do not train

their employees.

Satisfaction Measurement

Furnart and ATL use appraisals to measure customer satisfaction. Darko
Farms does an evaluation of their employees annually. On the otherhand,
Kogmens does not have any structured way of measuring employee satisfac-
tion. However, as a sort of motivation, they give employees scraps, which
they sell and get money from. Also, when a clients comes to pick up his
goods without a loader, employees are allowed to help load the goods into

the car for a small fee, which they are allowed to keep.

4.2.2 Line Workers

As much as the study intended to find the views of the line workers. It also
sought to find out if the perceptions of the operations managers and use
that as a means of validating the responses given by the line workers. The

results of the study is seen in the ensuring sections.
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Descriptives

Company N Mean Minimum Maximum
Excellence Kogmens 10 3.30 2 4
Darko Farms 10 4.50 4 5
Furnart 10 4.00 3 5
ATL 10 4.20 4 5
Total 40 4.00 2 5
Value to customers Kogmens 10 4.20 3 5
Darko Farms 10 4.40 4 5
Furnart 10 4.20 3 5
ATL 10 4.60 3 5
Total 40 4.35 3 5
Comformance to Kogmens 10 4.90 4 5
Specifications Darko Farms 10 4.00 1 5
Furnart 10 4.90 4 5
ATL 10 4.40 3 5
Total 40 455 1 b
Meeting and/or exceeding Kogmens 10 3.70 3 5
expectations Darko Farms 10 3.30 2 4
Furnart 10 4.40 4 5
ATL 10 4.00 3 5
Total 40 3.85 2 5
Other, please specify Kogmens 10 9.00 9 9
Darko Farms 10 9.00 9 9
Furnart 10 9.00 9 9
ATL 10 9.00 9 9
Total 40 9.00 9 9

Figure 4.2: Explanation of Quality by Line Workers

Explanation of Quality

From Figure 4.2, it is evident that, across the industries under study, Darko
Farms ranked the highest in defining quality as excellence. This can be seen
from the fact that the farm recorded the highest mean of 4.5 for excellence.
This is also in line with the answer provided by the operations manager at
Darko Farms. The fact that the responses from both operations manager
and line workers tally, further confirms that Darko Farms does well to com-

municate its commitment to quality to its employees.

The figure further shows that with a mean of 4.6, employees at ATL de-
fine quality as value to customers. Comparing this to the response of the
operations manager (see Table 4.1), employees of ATL saw quality more as

providing value to customers than excellence.
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Both Kogmens and Furnart described quality as conformance to specifica-
tions with a high recorded mean of 4.9 each. This is evidently in line with
what the operations managers of both firms said. This also proved that
in an industry where customers make orders before production is made, it
is important to have every employee understand that in order to satisfy a
customer, there must be a conformance to the specifications provided by the

customer.

Finally, Furnart recorded a mean of 4.4 making it the firm amongst the four
that viewed meeting and/or exceeding customer expectations high in terms
of defining quality. This confirmed the fact that, in spite of the need to con-
form to specifications, there is also a need to meet and/or exceed customer
expectations. This serves as a marketing tool for the firm and increases
positive word-of-mouth about the firm and this can cause an increase in

patronage of their products.

Ensuring Quality in One’s Own Small Way

From the study conducted, it was evident that majority of the Darko Farms
employees attended training as a means of ensuring quality in their own
small way. This can be seen from the high mean of 4.9 recorded for the
firm, see Figure 4.3. ATL employees ranked the second highest in ensuring
quality in their own small way by attending training, with a mean of 4.3.
These responses tally well with the responses given by the operations man-

agers of both firms (see Table 4.1).

By observing Figure 4.3, the study ascertained that majority of ATL em-
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Descriptives

Company N Mean Minimum Maximum
Attending training Kogmens 10 2.20 1 3
Darko Farms 10 4.90 4 5
Furnart 10 1.50 1 2
ATL 10 4.30 4 5
Total 40 3.22 1 5
Inspection Kogmens 10 3.20 2 4
Darko Farms 10 4.40 3 5
Furnart 10 3.10 i 5
ATL 10 4.70 3 5
Total 40 3.85 1 5
Doing a job to precision Kogmens 10 4.70 3 5
Darko Farms 10 3.10 2 5
Furnart 10 4.90 4 5
ATL 10 3.60 3 5
Total 40 4.08 2 5
Adherence to satndards Kogmens 10 4.30 3 5
Darko Farms 10 5.00 5 5
Furnart 10 4.10 3 5
ATL 10 4.70 4 5
Total 40 4.52 3 5
Other, please specify Kogmens 10 9.00 9 9
Darko Farms 10 9.00 9 9
Furnart 10 9.00 9 9
ATL 10 9.00 9 9
Total 40 9.00 9 9

Figure 4.3: How Line Workers Ensure Quality In Their Own Small Way

ployees inspected their products as a means of ensuring quality in their own
small way. This was drawn from the mean of 4.7 recorded for the firm.
However, quite a number of employees from Darko Farms also inspect their
finished work as a means of ensuring quality in their own small way (mean

for Darko Farms is 4.4).

Contrary to this, employees of Furnart saw doing their jobs to precision as
the way by which they are ensuring quality in their firm. This can be seen
by the mean of 4.9 that was recorded in Figure 4.3. Nonetheless, Kogmens
registered a mean of 4.7 making its employees the second highest to use

doing their jobs to precision as a means of ensuring quality.

With respect to Adherence to Standards, Darko Farms employees topped

with a mean of 5.0, while ATL followed with a mean of 4.7. This showed
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Descriptives

Ccompany N Mean Minimum Maximum
Process Design Kogmens 10 4.10 3 5
Darko Farms 10 4.50 3 5
Furnart 10 4.00 2 5
ATL 10 4.30 3 9
Total 40 4,22 2 5
Product Design Kogmens 10 3.80 3 5
Darko Farms 10 3.70 3 5
Furnart 10 3.90 3 o
ATL 10 4.30 3 5
Total 40 3.92 3 D
Resistance to change by people Kogmens 10 2.20 1 5
Darko Farms 10 3.40 1 5
Furnart 10 2.70 1 5
ATL 10 3.30 1 D
Total 40 2.90 1 5
Access to Information Kogmens 10 2.00 1 3
Darko Farms 10 1.60 1 3
Furnart 10 2.10 1 4
ATL 10 3.50 1 5
Total 40 2.30 1 9
Other, please specify Kogmens 10 9.00 9 9
Darko Farms 10 5.00 9 9
Furnart 10 9.00 9 9
ATL 10 9.00 9 9
Total 40 9.00 9 9

Figure 4.4: Challenges Line Workers Face in Ensuring Quality

that a good percentage of the employees in both firms did their best to

adhere to standards, as a means of ensuring quality in their own small way.

Challenges in Ensuring Quality

An observation of Figure 4.4 shows that employees at Darko Farms see pro-
cess design and resistance to change by people as challenges in ensuring
quality, with a high mean of 4.5 and 3.4 respectively, while ATL employees
feel that product design and access to information are challenges in their
firm. This is seen with means of 4.3 and 3.5 respectively. These responses
are evidently different from the responses provided by the operations man-

agers of both firms (compare with Table 4.1).
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Who is responsible for Quality?
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Figure 4.5: Who is responsible for Quality

At Furnart and Kogmens, employees believe that process design is a chal-
lenge, as these recorded means of 4.0 and 4.1 accordingly. These figures
were chosen based on the fact that the various means were weighted in all

the categories.

Standards in Ghanaian Companies

From the study conducted, all respondents of the various firms acknowl-
edged that, there were standards that they adhere to. Each of them also
maintained that they checked their work before sending it to the next stage.
However, when the question of who was responsible for quality was asked,
12% pointed to themselves, while another 12% said, it was everyone’s duty
(see Figure 4.5). This reveals that, of all the employees under study, only
24% of them understood that the commitment to quality should be a collec-
tive one, as suggested by literature. Interestingly, it was 80 percent of the
Darko Farms employees that answered that it was either them or everybody
who was responsible for quality. A summary of this can be seen in Figure

4.5.
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Investigating Teamwork in the Firms
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Figure 4.6: Impact of TQM on Teamwork

4.2.3 TQM and Employee Relations
TQM and Teamwork

As a result of investigating the effects of TQM on teamwork in the Ghanaian
context, the study found no significant impact. From Figure 4.6, it is evident
that teamwork is not affected by the existence of Total Quality Management
in the firms under investigation. Rather, employees tend to work in their
designated roles, be it in teams or not, even though the firms followed the
principles and strategies of TQM. From the figure, 45% of the sample used
did not work in groups, in their line of duty, while 37.5% said they did. The
remaining indicated that sometimes they did work in groups, however, this

was not frequent enough for them to indicate that they do.
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Investigating Employee Involvement
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Figure 4.7: Impact of TQM on Employee Involvement

TQM and Employee Involvement

Investigations however proved that Total Quality Management had an effect
on employee involvement. As seen in Figure 4.7, 28 out of the 40 employees
used in this study, believe that they are a part of the firm, their reason
being that they feel involved in the affairs of the firm. This 70% of the
sample size believe that, their being involved is as a result of the fact that
they have the responsibility and authority to make minor decisions in their
line of duty. Thus, creating an environment which empowers employees and
gives them the opportunity to impact on decisions and actions that affect
their jobs, causes them (the employees) to be actively involved in the firm,

and increases organizational commitment (Daily and Bishop, 2003).

4.2.4 Teamwork and Job Satisfaction

The Pearson Correlation was used to investigate whether there is a rela-

tionship between teamwork and job satisfaction. This measures the linear
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Correlations
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Figure 4.8: Relationship Between Teamwork and Job Satisfaction

association between two scale variables. From Figure 4.8, the correlation co-
efficient reported, -0.179, was negative and not significantly different from
zero. This insignificance was supported by the p value of 0.270. With refer-
ence to the fact that correlation is significant at the 0.01 level, it is evident
that there is no correlation in the two variables under study. This further

suggests that working in groups does not have an effect on job satisfaction.

4.2.5 Employee Involvement and Job Satisfaction

This study saw a connection between employee involvement and employees
belief of being a part of a firm. The study then sought to find out how em-
ployee involvement relates to job satisfaction. From the figure 4.9, a positive
relationship of 0.511 is seen. In simple terms, as one vaariable increases, the
other also increases. This indicates a significant and fairly strong positive
correlation between employee involvement and job satisfaction, since corre-
lation is significant at the 0.01 level (2-tail). Therefore, it is evident that
employee involvement does have an impact on how satisfied an employee is

with his job.
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Figure 4.9: Relationship Between Employee Relation and Job Satisfaction

4.3 Conclusion

This study has proven that, Total Quality Management has no direct effect
on whether or not employees work in teams. Nonetheless, it has an effect
on how involved employees are with their work. TQM gives employees the
kind of responsibility that allows them to feel a part of the firm irrespective

of whether they work in teams or not.

In conclusion, even though it has been proven that contextual variables such
as industry classification and organizational size may affect the relevance
and adoption of specific TQM practices, understanding what is meant by
customer focus, continuous improvement and teamwork from the point of
view of the employees, may provide a more valid and useful method of
measuring progress in TQM implementation (Morrow, 1997). This has been
evident in the way Darko Farms operates as well as their subsequent success

in the industry in which they operate.
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Chapter 5

Recommendations and

Conclusions

This is the final chapter of the dissertation. This chapter would recommend
some changes to the firms used for the study, based on the problems that
were identified. This is to help the firms restructure their Quality Manage-

ment strategies in order to gain the most out of its implementation.

5.1 Recommendations

Based on the problems that were identified during this study, the following
recommendations were made:

TQM needs some amount of supervision as a check and balance to work.
Therefore, it would be advisable for firms who have implemented TQM to
allocate some amount of time and money for supervision. It is almost im-
possible to see the effects of the implementation of TQM if one does not have
any form of checks and balances to see if it is actually working. This can

be done by means of supervision. The supervision also puts employees on
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their toes and makes them adept to using the TQM strategies and adhering

by the quality policies at all times, as seen with Darko Farms.

Another suggestion is to use employee feedback as a means of getting em-
ployees involved in decision making of the firm. This is because, when
employees can vividly see their suggestions being put into the firm’s action
plan, they feel needed and enjoy work more, which may further increase
service quality. The employees tend to be more involved in their jobs as
they feel they are an integral part of the organization. Employee moral then
tends to increase, as workers are motivated by extra responsibility and in-
volvement in decisions of TQM.Employees begin to develop a commitment

to the organization rather than looking at it as just their employer.

5.2 Conclusion

This study has been able to successfully look at the impact of TQM on
employee relations and how this affects job satisfaction of employees in the
Ghanaian context. On the whole, having a knowledge of the quality stan-
dards of one’s firm allows employees to be involved in their jobs and leads
to job satisfaction. However, teamwork does not have a direct relationship

with job satisfaction in our context.

TQM does not actually create profit for the organizations, but if imple-
mented properly, it may identify costly processes and cost-saving measures.
Once fully implemented, the only expense of TQM is the cost of routine
operations. The benefits of Total Quality Management include process and
product improvement, cost-saving, customer satisfaction and organizational

development.

52



In conclusion, Total Quality Management is a system of continuous improve-
ment that involves all workers in a business from upper management to pro-
duction line workers. It is a culture, which when properly implemented and
infused into a company’s practices would not only go a long way to ensure
higher productivity while decreasing cost, but will improve the firms reputa-
tion and also increase employee moral. In order to achieve high performance
with the implementation of TQM, focus on leadership, benchmarking, total
employee involvement, strategic quality and a highly quality vision works
best. As much as TQM gives some short term benefits, majority of its ad-
vantages tend to be long-term and the tangible benefits come into effect only
after it is running smoothly. Total Quality Management is not just a fad, it

is here to stay.
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Appendiz A:
-
o

ASHES]

INTEEVIEW QUESTIONS FOR OPERATIONS MANAGERS
TOPIC: An Assessment of TOM in a Ghanaian Company

1. How wounld von define qoality™

Exrellence | Conformance to specifications I
Vabne ] DMleeting and'or excesding expectatons [
e e A SIS B e e s L s s S

2. What are some of the strategies nsed to ensure quakity?

Choality Policies | Sapplier Chaslity MManssement |
Process Management | Quality data reporting [
Training 1 Employves relation: mansmament [
Product/Service desizn 1
£ S S O SR S :

3. What are the challenges with ensuring quality?
Process Desizn  [] Becistance to chanse by People [
Product Desizn [ Arcess to Information |:|
IS oo o v e P e T O S S

4. In what way has the company visibly shown a commitment to quality?

MizsionVision Stabement d
Banchmarkine (I
Invesiment info quality .

5 In what ways does the company commuomicate its gquest for quality to the employees?
DMlizsion staterment |
Trmin -

6. How well do voun think the emplovees have nnderstocd quality?
WVery zooed [] Fond ] Aloderate [] Poar [] Very Poor []

7. Do emplovees work in grmpé;gteaus? Yes []/iMNe [



8. Are there opportunities for emplovess to move info other departments? Yes [/ Mo [

9. What do ¥you wse to measure employee satizfaction?
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Appendix B:
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A SHESRI

QUESTIONNATRES FORE EMPLOYEESTINE WORRKERS

This guestiommaire It infended fo help the researcher to leon more aboul openaion aciniiies o
e in Ghama, Al igformation recenved would be ket confideniial and wsed oniy for academic
purposes. Thank you fbr your Particiumion.

Unders tmadine Cuality

Please rate the extent to which the following apply, on the scale of 1 to 5 with I=strongly
disagree; 2=dizazree; 3=neufral; 4=agree; 5=strongly agres

1. Using the table below, please indicate how von wounld explain quality.

No. 1 2 3 4 5
a. | E=xcellence

b. | Value to costomers

. | Conformance to specifcations

d. | Mesting and'or excesding expectations

g, Other, ploass specify

1. Usinz the table below, pleaze indicate how vou wouold ensure quality in your own

small way.
Mo, 1 2 3 4 ]
a. | Attendine Training
Inspection

. | Doinz a job to precision
d | Adberence to standards
g Orther, pleass specify

3. What are some of the challemze: vou face in ensuring guality?

MNo. 1 2 3 4 5

8. | Process Diesien

b. | Product Desizn

c. | Pesistance to change by People

d. HAcocess to Information

g Orther, ploase specify 60




11.

. Are there any standards vou adhere to? Yes [] /Ne []

Who is responsible for qualiby? ..o e s

Do vou check vour work before sending it to the next stage? Yes [] / MNo []

How do von ensure that the work vou do i done fo hizh quakity?

Please rate the extent to which the following apply fo vou, oo the scale of 1 to 5 with
I=strongly disagree; 2=disagree; 3=neutral; 4=agree; 5=strongly agree

No. | Statement 1 . 3 d

L

E. | In oy bine of duty, I usnally work in 3 zroup

8. | I prefer to work in groups

10. | I'belisve I som a part of the firm

Job Sgufachion
If you had an opporfonity, would youn change anyvihing about vour job? Yes[ ]/ Mo[]

- Would you recommend vour firm te other people, if they want a job? Yes [/ Nel

e e SRR IR s st e S e s e s s s



