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ABSTRACT

This study showcases Total Quality Management (TQM) as a veritable
management change strategy for enhancing organizational productivity
and performance on continuous basis. The study is carried out through a
survey process involving four manufacturing firms in Lagos Metropolis.
A well designed questionnaire is employed to generate data from fifty
respondents (ten from each firm), through a simple random selection
process. Resultsfromthe study indicate that TQM isa change management
strategy geared towards continuous improvements in organizational
productivity and performance. ajor recommendations given at the end of
the study include: Organizations should embrace change where it is
deemed necessary and manage it effectively to achieve the best results
possible from it. Organizations should continuously seek to achieve the
best level of productivity and performance capable of giving their
customers maximum satisfaction to profitably remain in business.
Keywords: Total Quality Managements, Management Strategy,
Organizational Productivity and Performance.

INTRODUCTION

Organizationsdo not changeuntil external catastrophesbring them near the edge of
annihilation. Thisisunfortunate because at that point they are usually encountered
with liquidity problem and have cynically demoralized personnel. The secret of
successful change seemsto beto create self-inflicted catastrophes so as not to
havethethreat imposed externdly. Thesecanusually becrested by setting aggressive
externd threat-based goal sand then demanding that they beattained aggressively
inashort timeframe (Strausz, 1993). Bennis, Benne and Chin (1964) report that
asamember of an organization, it isnot easy to change something in adesired
directionwithout:
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€) Eventual reversontotheprevioussate;

(b) Consequences somewherein the organization that you did not anticipate;

(© Negative outcomes cropping up that you did not intend.

Oneway to think about starting point for changein an organization isto consider
the number of peopleinvolved. Changemay beaimed at theindividua, pair, small
group, two or more groups, the entire organi zation or at leadersthemselves. The
target for changeeffortswill therefore depend on anumber of questionablefactors:

i Whereisthetension in the system? It is often easier to get people to
changewhen they are experiencing amoderate amount of discouragement. Those
who are contented with theway thingsarewill resist changesthat might increase
tension. Thosewho are suffering agreat deal sometimesal so cling to the statusquo
becauseitistheonly certainty they canidentify. Generdly, however, thosewho are
experiencing moderatediscomfort and tension aremost amenabl eto change (Cohen,
Fink, Gadon and Willits, 1995).

ii. How interconnected is the unit showing the problem with other
units within the organization? Ultimately, al parts of an organization are
interrel ated, someunitsarerel atively independent, compared to others. Cohen and
Gadon (1986) suggest that the greater the economy of an organizationa subsystem,
themorereadily change can beimplemented and thelesswill changesthere cause
problemsfor therest of the organization.

ii. To what extent does the organization operate as a hierarchy? In
strongly hierarchical organizations, where control tendsto betight and top down,
changesthat do not havethe support of those at thetop arelikely to be short-lived.
Bechard (1967) putsthat "the more hierarchical the organization, the higher the
changeeffortshaveto beaimed or legitimized. Inturn, the greater theautonomy of
the subunit, thelessimportant will be the support from the higher levelsinthe
organization." This does not however, imply that change in non-hierarchical
organization isnecessarily easier to bring about, support from thetop isalmost
awayshe pful. Whenthosewho haveto changereceivedear, unambiguous messages
from thetop about thereasonsfor aninevitability of change, they aremorelikely to
goaongwithit (Kanter 1983; Petersand Waterman, 1982).

V. Wherein the systemisthe most readinessfor the change? Toinitiate
change, first try to determine, wherethereisaready inclination for movementinthe
desired direction and then start with the aspect of the problem that isleast likely to
bedirectly resisted (Lawrence, 1969, Bennis, Benneand Chin, 1964; Franklin,
1976). Within an organization, correction of deviationsin performance bringsthe
entire management tasksinto focus. Managers can correct such deviations by
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changing measuresor plans. They can dso €iminate poor performance by changing
how things are done, (Peers and Robnison, 2003). Japanese manufacturers,
according to Peersand Robinson (2003), embracethe quality messagesof Americas
W. Edwardsand Deming and J. M. Juran, following World War 11 and adopted the
changesusheredin. So, by 1970s, Japanese products had acquired unquestionable
reputationsfor superior highquality.

Japanese have over theyearsachieved operational control by seeking their
units continuousimprovements. Companiesworldwide have adopted this point of
view, that operationa control isbest achieved through apersuasve commitment to
quality, originaly caled, "Total Control Quality Management”, (TQM), whichis
seen as essential to strategic successin the 21st century. Aluko (1998) state that
TQM isabusiness philosophy that emphasizesthe need for organizationsto be
customer centered. TQM stresses continuousimprovements of product quality
and servicedelivery al roundsthe organization. The philosophy underlying the
implementation of the TQM strategy isto seeorganizations customersasthevita
key to organizationa success. Organizationsthat are TQM centred seetheir business
through the eyesof their customersand then measure their performance against
customers expectations.

Stumberger (1994) notes that TQM incorporates Business Process
Reengineering (BPR) whichisal about changeimplementation, wherever suchis
deemed necessary within organizational affairs, to actualize set goals of the
organization. Today, many organizationsare adopting TQM and BPR strategiesto
actualizetheir goals. They extend such strategiesfrom frontline officesto back
officesand beyond; to include external partners. They now seeevery staff of the
organization asan important "tool" that should make reasonable contribution to
qudity improvement and customer want satisfaction. Theconcept of Total Quaity
Management (TQM) hasreceived great applause worl dwide asamanagement
changestrategy for enhancing organizationa productivity and performance, hence,
moreorganizationsthat hitherto wherenot TQM compliant arenow embracing the
TQM strategy to moveforward.

Stumberger (1994) emphasizesthat TQM encompasses Business Process
Reengineering (BPR) whichisall about changeimplementation wherever suchis
deemed necessary within the organizational affairs, to actuali ze set organizationa
goals. Some organizations, despite available evidences of therole of TQM in
strengthening organizationa productivity and performancedtill remainindifferentto
the concept. They rather prefer to maintain their status quo, probably because of
fear of eventud reversontothepreviousstate; likely consequencesthat may result
intheorganization (that were not antici pated) or some other negative outcomesnot
intended (Bennis, Benneand Chin, 1964). It isagainst thisbackground that this
Study seeksto determinehow the TQM dirategy can actualy improveorganizationd
productivity and performance. Hence, thekey objectivesof thisstudy include:
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1. Todeterminewhether the TQM strategy isactually amanagement change
drategy

2. To determinewhether the TQM strategy isactually customer focused.

3. To determinewhether the TQM strategy isactually capable of improving
organizationa productivity.

4. To determinewhether the TQM strategy isactually capable of improving
organizationd performance.

METHOD

A survey research processwas adopted in generating primary datafor thisstudy.
The population of the study covered senior and management staff of four
manufacturing firmsacrossLagosMetropolis. A well structured questionnairewith
measuring scalesof Yes(Y) and No (N) was produced and randomly distributed
to 50 potential respondentsacrossfour firms (10 to each firm) and 80% response
rate was achieved. Simple percentage method was used to analyze the primary
datagenerated in the study.

RESULTSAND DISCUSSION

Fromthetablel, itisobserved that out of the 40 respondents mgjority indicated
that TQM isactually amanagement change strategy, whilefew indicate on the
contrary. Similarly, avery significant proportion of thetotal respondentsindicate
that the TQM strategy isactually customer focus, whereasan insignificant few
indicated that itisnot customers focus. Whether TQM strategy isactualy capable
of improving organizationa productivity onacontinuousbasissignificant mgjority
of therespondentswereof the positiveview point whilefew gave negetioveresponse
that itisnot capableof improving organizationa productivity. Similar responsewas
gotten when assessing whether TQM strategy isactually capable of improving
organizational performanceon acontinuously basis. Based ontheforegoing, itis
established that TQM isactualy agod management changestrategy, thestrategy is
actualy cusomers focus, isactudly capableof increasing organizationa productivity
and performance onthe continuousbasis. Hence, it isimportant that organi zational
members see Total Quality Management as a strategic measure capable of
implementing or managing relevant changeswithin an organization, for improved
productivity and performance.
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Table1: Totd Quality Management asastrategic measurefor management change

Details (Q) Yes (Y) No (N) Total

Is TQM actually a management change strategy? 30(75%) 10(25%) 40(100%)
Is the TQM strategy actually customers’ focus? 38(95%) 2(5%) 40(100%)
Is TQM strategy actually capable of increasing

organizational productivity on continuous basis? 35(87.5%)  5(12.5%) 40(100%)
Is TQM Strategy actually capable of improving

organizational performance on a continuous basis? 34(85%) 6(15%) 40(100%)
Total 137(342.5%) 23(57.5%) 60(400%)

Source: Fieldwork 2011
CONCLUSIONAND RECOMMENDATIONS

In thelight of the above, the conclusionisthat TQM is a change management
drategy, geared towardsthe continuousimprovement of organizationa productivity
and performancein the overall interest of the customers; and profitable to the
organization aswell. Rather than beafraid of the unknown, organizations should
embrace changewhenever suchisdeemed necessary withintheir affairsand manage
it effectively to get the best resultsfromit. Organizations should continuously seek
to achievethebest level of productivity and performance capable of giving their
customers maximum satisfaction to profitably remain in business. Organizations
should seetotd quality management asachange management Strategy and commit
relevant resources to its course, to achieve all the benefits associated with it.
Organizationsshould maketotal quality management away of life; and maketheir
customerstheir best friendsthrough guaranteed customer satisfaction; astheseare
profitableto modern organizations.
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