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ABSTRACT

This study reports on a case studyofTQMadoption in searching for answers ofwhy andhow
organizationsadoptsuchapproachestogaincompetitiveadvantageswithinaBangladeshibeverage
company.ItfocusesorganizationalapproachestoadoptTQMasastrategicoptionandthesubsequent
changesinorganizationalset-up.Moreover,usingtheresource-basedtheory,thisstudyexploreswhat
TQMcomponentshelpachievingcompetitiveadvantage.Findingsrevealthatduetothechangein
customer requirements in respect to tastesandquality;and increasedpricepressure led thecase
organizationtoadoptTQM.Theresultshowsthatthecaseorganizationhasbroughtaseriesofchanges
inadoptingTQMincludingappointingaconsultant;encouragingacultureofcontinuouslearning;
developingamechanismofcommunicatinginformation;involvingtopmanagementalongwiththe
employeesintheimprovementprocess;andemphasizingtheuseofteams.Followingtheresource-
basedview,findingsshowthattheadoptionofTQMhelpedthecaseorganizationinidentifyingits
capabilitiesthatfacilitatedtheachievementofcompetitiveadvantage.Thefindingsmayhelpother
organizationstolearnlessonfromthecaseorganizationthroughtheidentificationoftacitresources
thataregeneratedbyaTQMinitiative.
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INTROdUCTION

Increasedcustomersophisticationandtheglobalizationofbusinessactivitiesareforcingorganizations
tore-engineertheircultures,operationsandsystemstosupportcustomer-focusedandquality-driven
competitivebusinessstrategies.Accordingly,organizationsadoptqualitymanagement(QM)practices
includingtotalqualitymanagement(TQM)insupportofstrategicchoices(Ferdousietal.,2016;
Flynnetal.,1995;andPrasad,1998;Powell,1995).TQMisaholisticapproachdirectedtoward
continuousimprovementofthequalityofproductsandservicesaswellastheprocessesinorderto
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meetorexceedcustomerexpectations(Bairdetal.,2011;Prajogo&McDermott,2005;Kiella&
Golhar,1997).It“isanapproachfordoingbusinessthatattemptstomaximizethecompetitiveness
ofanorganizationthroughthecontinualimprovementofthequalityofitsproducts,services,people,
processes,andenvironments”(Goetsch&Davis,1995,p.6).InTQM,thesearchforimprovement
isanever-endingprocess.Thecontinuoussearchforimprovementrequiresthefullparticipationand
involvementofallstakeholdersoftheorganization,includingmanagers,employees,suppliers,and
customers,withoutwhosesupporttheTQMeffortwouldbefruitless(Mersha,1997).Literaturereveals
thatorganizationsadoptTQMtogetvariousbenefitsincludingimprovedinternalcommunication,
betterproblem-solving,greateremployeecommitmentandmotivation,strongerrelationshipswith
suppliers,betterunderstandingofcustomers‘needs,improvedcustomersatisfaction,fewererrorsand
reducedwaste,productivityimprovements,costreductions,minimizationofdefects,andimprovements
inquality(Haar&Spell,2008).

Whiletherearesomestudies(Ferdousietal.,2016;Zhangetal.,2000;Ismail,1998;Islam&
Haque,2012)thathavefocusedontheadoptionofTQM,therearesomestudiesthathavefocused
onidentifyingthecomponentsofTQM(Table1).

However,alargenumberofstudieshavefocusedontheassociationbetweentheadoptionof
TQMandorganizationalperformance(Hungetal.,2011;Fengetal.,2006;Demirbagetal.,2006;
Prajogo,2005;Yusufetal.,2007;Chong&Rundus,2004;Kaynak,2003;Samson&Terziovski,1999;
Terziovski&Samson,1999).Thereareonlyfewstudies(Ferdousietal.,2019;Ferdousietal.2018;
Agus&Hassan,2011;Shenawyetal.,2007;Douglas&Judge,2001;Reedetal.,2000;Flynnetal.,
1995;Powell,1995)examinedtheassociationbetweenTQMadoptionandcompetitiveadvantage.
However,somestudies(Douglas&Judge,2001;Reedetal.,2000;Flynnetal.,1995;Powell,1995)
focusedonidentifyingtherelationshipbetweenTQMcomponentsandcompetitiveadvantage.These
studieshavelookedattheTQMcomponentssuchasinvolvementoftopmanagement,adoptionof
aqualityphilosophy,anemphasisonquality-orientedtraining,afocusonthecustomer,apolicy
ofcontinuous improvement thatsupportsasuccessfulqualityphilosophy,organizationalculture,

Table 1. Literature on TQM components

TQM Components Author’s and Year

Topmanagementsupport
Topmanagementsupport

Ferdousietal.2019;Talibetal.,2013;Zehiretal.,2012;
Abusa,2011;Saleheldin,2009;Pinho,2008;Vijande
&Gonzale,2007;Fengetal.,2006;Hoangetal.,2006;
Demirbagetal.,2006;Sila&Ebrahimpour,2005;Sohail
&Hoong,2003;Sharma&Gadenne,2002;Agus&
Abdullah,2000;Saraphetal.,1989;Powell,1995

Employeeinvolvement
Employeeinvolvement

Ferdousietal.2019;Fotopoulos&Psomas,2010;
Saleheldin,2009;Sohail&Hoong,2003;Sharmaand
Gadenne,2002

Employeeempowerment
Employeeempowerment

Saleheldin,2009;Kapuge&Smith,2007;Sohail&
Hoong,2003;Powell,1995

Customerfocus
Customerfocus

Ferdousietal.2019;Basu&Bholap2016;Zehiretal.,
2012;Kapuge&Smith,2007;Fengetal.,2006;Sila&
Ebrahimpour,2005;Agus&Abdullah,2000;Flynnet
al.,1995

Training
Training

Ferdousietal.,2019;Basu&Bholap,2016;Agus&
Abdullah,2000

Rewardandrecognition
Rewardandrecognition Ferdousietal.2019;Zhangetal.,2000

Culture Bairdetal.,2011;Pinho,2008
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educationandtraining,rewardsystems,andemployeeinvolvementthatfacilitatedtheachievement
ofcompetitiveadvantage.

In thisrespect,Reedetal. (2000)arguethat theprocessofTQMhas thepotential tocreate
sustainedcompetitiveadvantage.Similarly,Douglas&Judge(2001)foundanassociationbetween
theextentofadoptionofTQMpracticesandcompetitiveadvantage.Inthisrespect,Powell(1995)
for instance, examined TQM factors as a potential source of sustainable competitive advantage
andfoundthatanopenculture,employeeempowermentandexecutivecommitmentcanproduce
competitiveadvantage.Similarly,Shenawyetal.(2007)foundanassociationbetweenvariousTQM
factorsincludingtopmanagementcommitment/leadership,teams,culture,training/education,and
processefficiencyandcompetitiveadvantage.

However,thereareonlyfewstudies(Ferdousietal.,2019;Tenaetal.2001;Korankye,2013;Collin
&Elliott,2004;Minetal.2016)thathaveexaminedtheassociationbetweenTQMandCompetitive
advantagefromaresource-basedperspective.Researchershavelongunderstoodthatcompetitive
advantagedependsuponthedistinctiveinternalorganizationalresourcesandcapabilitiesandthe
externalenvironment(Hart,1995).Bothinternalandexternalresourcesarecrucialtocompetitive
success.Thefirmwithvaluableresourcesthataredifferentfromandsuperiortothoseofcompetitors
hastheabilitytocreatecompetitiveposition.Itisstatedthatresourcesmustbebothrareandvaluable
(Reedetal.2000).Theresource-basedviewfocusesontheorganizationsresourcesthatgenerates
operationalsuperiorityorhelpcreateasuperiormarketposition.Accordingtorecourse-basedviewof
competitiveadvantage,organizationscompetitiveadvantagereliesuponcompetitorsnotbeingableto
imitateresources(Reedetal.,2000).Thatmeansitisimportantfororganizationtocreatebarriersfor
thecompetitors.Inthisrespect,Tenaetal.contrasttheextenttowhichtheseTQM-linkedresources
andcompetenciesaresourcesofsustainablecompetitiveadvantage.Korankye(2013)mentionedthat
ifproperlyimplemented,TQMwillbeasourceofsustainedcompetitiveadvantage.Inthisregard
Minetal.revealsthatthatTQMhasasignificanteffectonorganizationsperformanceandsupportthe
resource-basedtheory,theunderlyingtheoryfortheresearchthatviewstheorganizationalresources
asasourceofsustainablecompetitiveadvantage.

However,studies(Ferdousietal.,2019;Tenaetal.2001;Korankye,2013;Collin&Elliott,
2004)thathavefocusedontherelationshipbetweenTQMcomponentsandcompetitiveadvantage
aremostlyempiricalinnature,little(Collin&Elliott,2004)isknownfromaqualitativeperspective.
Therefore,thisstudyaimstocontributetotheliteraturebyprovidingadetailedunderstandingon
theadoptionofTQManditsassociatedcompetitiveadvantageinamanufacturingorganization,in
particular,beverageorganizationofadevelopingcountry.Thebeveragemanufacturersarefoundstill
laggingbehindtheirmanufacturingcounterpartsintermsoftheirstrategiccommitmenttoTQM.The
apparentreluctanceofbeverageorganizationstoutilizeTQMbased-strategiesisalarming,especially
inlightoftheincreasedsignificanceofthebeveragesectortonationalandglobaleconomies.Hence
thisstudyaddressesthefollowingresearchobjectives:

1. ToidentifythereasonsforintroducingTQMbyabeverageorganization;
2. ToexplorehowabeverageorganizationadoptthechangesinimplementingTQM;
3. ToidentifytheTQMcomponentsinachievingcompetitiveadvantage.

MeTHOd

InanattempttounderstandtherealityofBeverageindustry’squalityinitiatives,acasestudyina
largelocalorganizationwasconductedthroughastructuredinterviewapproach.Foodandbeverage
industryareoneofthefastestgrowingindustriesaroundtheworld.Foodandbeverageindustryin
Bangladeshareapotentialsectorandgrowingrapidlysince2000.Thisindustryalonemakesup22%
ofthetotalmanufacturingproductioninthecountryandaround2.45%ofthecountry’stotallabor
force.Thebeverageindustryexperiencedadropin2007becauseofpoliticaluncertainty,slowdown
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ininvestmentandcrackdownonillegalroadsideoutlets.Moreover,fewmoreissuesinBangladesh
areholdingbackthisindustry,suchashighbarriertoentry,corruptioninthecontrollingqualityand
lackoftechnologicaldevelopment.Giventheimportanceofthisindustry,interviewswereconducted
onabeverageorganizationofBangladesh.

Thecaseorganizationwaschosenbecauseofitshighimpactonnationaleconomy.Thecase
organization(hereafterSPLtd.)wasidentifiedthroughavailableinformationinthewebsiteandits
popularityinthebeveragesector.

Participants
Tenrelevantmanagersfromdifferentdepartmentsandtwotopmanagers(Table2)wereinterviewed
usinganinterviewschedule(interviewschedulehasadoptedfromFerdousietal.,2016,seeAppendix).

Procedure
Withpriorpermission,interviewswereallrecordedintheaudiotaperecorder.Withaviewtoadhere
ethicalstandards,firstcontactwasmadeoverthetelephone.Withpriorconsenteachinterviewwas
conductedinthepremiseoftheorganization.Aconsentformwasusedtoobtaintheconsentfrom
theparticipants.Itwasmentionedintheconsentformthattheidentityoftheorganizationaswellas
participantswillbekeptanonymous.Moreover,thosewhowerenotcomfortableinkeepingaudio
record,informationwascollectedbytakingnotes.Interviewswerecontinueduntiltherepetitionof
responses.DatawereanalyzedusingNviVosoftware.However,keepingtheimportanceofvalidity
andreliability issues, interviewswerealsocomparedwith thedocumentscollectedfromvarious
sourcesincludingtheobservation.Alongwiththeinterviewdata,documentswerealsocheckedto
ensurevalidity.Authenticdatasourcesandarchivaldocumentswereusedtoensurethereliability.
Moreover,theauthorizationtoperform‘casestudy’wasobtainedfromtheconcernedorganization.

ReSULTS

The Company Overview and Its Context
SPLtd.aunitofagiantbeveragemanufacturerofBangladeshstarteditsoperationintheyear2006.
SPLtd.manufacturesawidevarietyofBeverageincludingsoftdrinksandjuiceforbothnational&
internationalmarket.WithinashortperiodoftimeSP’ssoftdrinksandjuiceshavereceivedagood
positioninthemarket.

Table 2. List of participants

Respondents Department Service Length

Consultant
Vice-President
Manager1
Manager2
Manager3
Manager4
Manager5
Manager6
Manager7
Manager8
Manager9
Manager10
QualitySupervisor
QualityIncharge

FoodandBeverageUnit
FoodandBeverageUnit
Operation/ProductionDepartment
HumanResourceDepartment
MerchandisingDepartment
QualityControlDepartment
ProductionDepartment
SupplyChainManagementDepartment
QualityControlDepartment
ProductionDepartment
MerchandisingDepartment
QualityControlDepartment
QualityAssuranceDepartment
QualityAssuranceDepartment

---
9years
7years
8.5years
8years1months
7years
6years2months
8years
5years
12years
6years
7years
5years4months
6years



International Journal of Business Strategy and Automation
Volume 1 • Issue 2 • April-June 2020

29

Participantsviewsuggeststhatalongwithstrongcompetitionfromforeignbrands,somelocal
brandswerealreadypositioned themselvesasaproducerofgoodqualityandgreat taste.While
qualitywasakeyconcernforSPLtd.,theexistingpatternofcompetitionwasalsofoundasanextra
pressuretoestablishitspositionundersuchcompetition.Moreover,competitorsledsomemisleading
informationaboutSP’s ingredients,whichcauseda significantdissatisfactionamongcustomers.
Consequently,customersraisedtheirconcernregardingqualityintermsofingredients,dietaryneeds,
healthnutritionetc.Undersuchcircumstances,SPLtd.wasmoreeagertorebuildthecustomers’
reliabilitythroughimprovingtheexistingproductsintoatastier,desirableandqualityproductwhich
isbetterthantheircompetitors.Therefore,theorganizationwasinclinedtoadoptarigorousquality
approachinordertoobserveacompany-wideimprovement.Inlinewiththat,therewasaseriesof
meetingsheldbythecompanytopmanagementinidentifyingabestapproachthatcansignificantly
andconsistentlyimprovequalityofproducts.

Inthisrespect,theVice-Presidentexpressedthat:

As our company was not ready to compromise with quality, we therefore, tried to respond to customers’ 
requirement as quick as possible to rebuild customers’ reliability.

ItisstatedbyQualityControlSupervisor:

While our customers were showing little dissatisfaction about taste and packaging of our drinks, the 
top management realized the need for adopting a quality improvement system [approach] which can 
help in developing customers’ desired product.

AccordingtoManager7,alongwithqualityandtaste,thecasecompanywasalsofacingprice
pressurefromthecompetitorswhichledtoreducetheproductioncost.Therefore,theconcernofSP
Ltd.wasnotonlyforqualitybutalsoforprice.Inthisrespect,thepricepressurewasalsomentioned
asanotherreasonforadoptingTQM.

Transformation to a TQM enabled Structure
Atthebeginning,SPLtd.appointedaconsultantwithpriortrainingandlong-timeexperienceonTQM
implementation.Fromtheorganizationaldocumentsitisfoundthat,atfirsthedevelopedaframework
underwhicheachofthechangeinitiativestookplace.Usingthisframework,theorganizationconducted
aneedassessmentalongwithidentifyingtheavailabilityofresourcestoimplementTQM.Itisstated
bytheconsultantthatthetransformationtoTQMshouldnotbeginuntilitisawarethatthequality
oftheproductmustbeimproved.Theneedassessmentfacilitatedthecompanytoidentifywhatthey
haveandwhattheymightneedtoadoptTQM.Inthisrespect,theconsultantmentionedthat:

it is always important to identify whether any change is required and the organization is fit to 
undertake this change.

InthisregardManager8expressedthat:

our existing structure was not fully ready for TQM adoption. But the consultant eases the entire 
process through his [consultant] guideline.

ParticipantsmentionedthatitwasnoteasyforSPLtd.todevelopaTQMsupportiveenvironment
veryquicklybutaseriesofwellthoughtstepsfacilitatedtheentireprocess.Initially,theconsultant
arrangedseveralmeetingswiththetopmanagersofSPLtd.Thekeyreasonwastolettopmangersknow
theirroleinTQMinitiative.Therefore,itwasimportanttoensuretheirmotivationandinvolvementin
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theTQMadoptionprocess.Inlinewiththat,atfirstthecaseorganizationarrangedseriesofdiscussions
andtrainingsfortopmanagers.Thesetrainingsanddiscussionswererequiredtomakemanagers
knowledgeableaboutthebenefitsofTQM.Moreover,asmentionedbytheparticipants,theother
seniormanagerswerealsoreceivedextensivetrainingonvariousTQMtoolstofacilitatetheentire
adoptionprocess.Itiswidelyobservedthatthetopmanagementtooktheleadershiproletoconsistently
motivatealllevelsofemployeesthroughcreatingaclearvisionanddirection,therebyensuredquality
ateverylevel.Moreover,SPLtd.ensuredsupportamongmid-levelmanagersandworkersthrough
thetopmanagers.Itwasfoundthatthelong-termexperienceoftopmanagerswasfacilitatedthe
company’simportantdecision–makingduringthechangeinitiatives.However,subsequently,thetop
managementdevelopedaveryclearcommunicationandflowofinformationfromthemanagement
boardtothedepartmentalheadsandallotherlevelsofemployees,inordertoensurethateverybody
isinformedofwhatroletoplayintheTQMadoptionprocess.Accordingtotheconsultant,TQMis
ajointeffort,therefore,itisrecommendedtoinformeveryemployeeregardingtheirspecificaction.

Moreover,thediscussionwiththeVice-PresidentofSPLtd.revealedthattheup-comingchanges
wereinformedtotheemployees,becausetheirmindsetandeagernesstochangewerefewessentials
fortheimplementationofTQMeffort.Inlinewiththat,Manager6mentionedthattheemployees
wereforcedtoparticipateinvariousworkshopsandtraining.Participantsviewsuggeststhatthese
workshopsfacilitatedemployeesunderstandingtoagreatextent.

As indicated by Manager 4 and Manager 9, the continuous trainings were the steps toward
establishingaculturewheremanagersandworkerswerestrictlyengagedincontinuousimprovement.
In this respect, Vice-President expressed that the development of a quality culture was highly
emphasizedbytheorganizationwhichledsomechangesintheorganizationalpolicies,procedures
andprocesseswithemphasisofcreatingcustomer-orientedproduct.Itwasbelievedthat,onlyquality
culturecanhelporganizationininstitutingandaccommodatingchanges.Inthisrespect,SPLtd.took
somenecessaryinitiations:(a)attheproductionlevel,workersweregroupedbyspecificqualitytargets
withadailyreportingsystem;(b)employeeswereencouragedtoachievea‘targetrewardpoint’that
canberedeemedeachmonth;(c)asuggestionboxwasopenedforalltoprovidetheirsuggestionsin
particularly,relatedtoqualityproblemandpossiblesolutions;(d)weeklydiscussionsessionswere
arrangedtosharetheirprogress.Inthisregard,Manager8andQualityin-Chargeexpressedthat,
thisforcedroutineengagementassistedemployeestoacceptqualityimprovementascontinuousand
everydayprocess.Amonitoringcellwasdevelopedtoobserveandensuretheemployeeinvolvement
inthequalityimprovementprocess.Tosomeextentforcedaccountabilitywascreatedtoensuretheir
involvement.Participantsviewsuggeststhat:

the forced involvement and target to achieve certain reward points led us to institute a new culture 
of continuous improvement. … this culture had a significant impact on employees.

Basedonchangingneedsandexpectationsofcustomer,SPLtd.conductedanumberofsurveys
onkeycustomers.Inthisrespect,SPLtd.developedafeedbackformtogetfeedbackoftheirproduct
fromthecustomers.Asmentionedbythesupervisor,bigretailoutletswereinstructedtocollectregular
feedbackofthecustomerstogetadditionalinformationregardingcustomerproblemsandpreferences.
SPLtd.alsodesignedaperiodicalsurveywiththesuppliersinordertoensurerawmaterialsquality.
Duringthisprocess,SPLtd.discontinuedfiveoftheiroldsupplierswhileappointedtwonewsuppliers.
AsmentionedbytheManager6,SPLtd.developedateamwiththreememberstovisitsuppliers
onaweeklybasis,therebytominimizelowqualityingredients.Overthetime,therewasastrong
relationshipdevelopedbetweenthesuppliersandSPLtd.Inthisrespect,Manager4mentionedthat:

… It became very easy for us to maintain a close and supportive relationship with a small number 
of suppliers. We had better control on suppliers’ quality than before.
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However,asakeypracticeofTQM,thecaseorganizationwaslookingforaneasydatakeeping
systemastherewasnoformalsystemofkeepingqualitydatainanorderlymanner.SPLtd.usedto
storedatamanuallywithlittleemphasis.Undertheguidelineoftheconsultant,aformalandrigorous
systemwasdevelopedtocollect,sortandanalyzeinformation.Asmentionedbytheconsultant,this
systemassisted thecompanyinmanyways includingmaintainingrecordsof ingredientsquality,
defectratesofproducedingredients,andsupplierresponsiveness.InthisregardtheQualityIn-Charge
expressedthat:

the new data keeping system allowed us to get relevant quality related information that facilitated 
quick decision-making.

Moreover,aprocedurefortestingandinspectionofproductswasmandatorybecausetheexisting
inspectionsystemwasnotthatefficientlikethenewone.AccordingtoManager11,theexistingQC
andQAfacilitatedthenewinspectionprocesstoagreatextent.Underthissystem,thecaseorganization
adoptedvariousstatisticalpracticesinimprovingtheinspectionprocess.

TQM Components and Resource Based View
However,asrevealedbyManger2,thecompany’sdecisionregardingtheadoptionofTQMfacilitated
theirsuccess.Asrevealedfromtheparticipants,theadoptionofTQMcomponentsfacilitatedSPLtd.
toidentifytheirkeycapabilitiesincludingleadership,culture,andteamwork;thosewerealsofound
asthefundamentalcomponentsofTQM.Participantsmentionedthat,priortoTQMinitiative;the
caseorganizationdidnotpayattentiontoidentifytheircorecapabilities.Inthisrespectparticipants
mentionedthat:

…..SP Ltd’s use of various TQM practices helped them realize their existing capabilities those proved 
as key success factors.

Participantsviewrevealedthatthedegreeofsupportandcommitmentbythetopmanagement
was critical for TQM success. As mentioned by Manager 6, the top managers exhibited their
personal interestand involvementwhich ledsignificantmotivationsamongemployees towork
forquality.AsmentionedbyQuality In-Charge, the topmanagement incorporated continuous
trainingfortheemployeesthosewereparticularlyinvolvedinwatertreatmentandsyruppreparation
becauseitwasimportantforSPLtd.toachievehighqualitydrinkswithconsistenttestprofile.It
isfoundthattheimprovedsyrupwithbetterandconsistenttestsignificantlyincreasedcustomers’
satisfaction.AccordingtoManager9,therefinedproductsindifferentsizeofbottleswithextra
dietaryingredientscreatedagoodresponsefromcustomer.Theincreasedcustomersatisfaction
alsoleddemandforSPLtd’sproducts.

Moreover,Manager3expressedthatthedynamiccultureinstitutedbythetopmanagementhad
hugeimpactonqualityofworkandcostofproduct.ItisfoundthatSPLtd’snewqualityorientedculture
playedacrucialroleinqualityimprovementprocess.Astrongcultureischaracteristicallyavaluable
capabilityforanyorganizationandastrongsourceofcompetitiveadvantage.Itwasbelievedbythe
participants,theculturewithcontinuouslearning,qualityorientation,regulartrainingfacilitatedthe
caseorganizationwithmoreefficiencywhichinturnledthemtoproducebetterproductthanbefore.

However,theSPLtdhighlyemphasizedtheroleofteamintheprocessofTQMadoptionas
wellasinachievingsuperiorreturn.Itisalwaysverydifficulttodevelopteamswithstrongbonding
andaclearvisionwhichwasfoundinthecaseorganization.Inthisregard,theorganizationwasvery
successfulindevelopingmultipletypesofteamswithspecialorientationtowardqualityimprovement.
Inthisrespect,Manager5expressedthatthecaseorganizationdevelopedteamsincludingquality
controlteam,qualityassuranceteam,processimprovementteam,andcross-departmentteamsthose



International Journal of Business Strategy and Automation
Volume 1 • Issue 2 • April-June 2020

32

playedcrucialroleinorganizationsposition.Itwasrevealedfromtheparticipantsthatthe‘process
improvementteam’broughtasignificantchangeinthedesignandproductionefficiency,therebyto
enhancethesatisfactionofthecustomers.Moreover,teaminvolvementfacilitatedtheorganizationin
monitoringsuppliers’qualityaswell.Adedicatedgroupofemployeesincludingthememberfromtop
managementusetotracksuppliersactivitiesregularly.Inlinewiththat,manager7,mentionedthat:

prior to TQM adoption there was very limited monitoring of suppliers quality… But through instituting 
team, now we have better control on suppliers quality… I believe that, efficient team played a strong 
role in identifying suppliers’ quality problem.

However,participantsbelievethattheadoptionofTQMhadsignificantimpactoncompany’s
successincludingreducedcost,increasedproductqualityaswellastheenhancedcustomersatisfaction.
HementionedthatwhileSPLtd.wasinalittletroublewithcustomerdissatisfactionwiththeirproduct,
theTQMbroughtsubstantialchangesincustomeropinionregardingSPLtd’product.Moreover,the
focusonreducingcoststhroughimprovementinproductionprocessresultedinimprovedproduct
qualitywhichinturnfacilitatedsuperiorreturn.Table3showstheentirepictureofSP’sTQMadoption
toperformanceimprovement(seeFigure1).

dISCUSSION

ThepurposeofthisstudywastoidentifythereasonsforadoptingTQMandhowthecaseorganization
transformedintoaTQMenabledorganization.Moreover,thestudyfocusedontheTQMcomponents
thatcancreatecompetitiveadvantage.Thestudycontributestotwostrandsofliterature,QMstudies
withinthemanagementliterature,andtheliteratureondevelopingeconomies.Itprovidespractical
evidenceonwhyandhoworganizationadoptQMpracticesinparticularTQM.Thefindingsrevealed

Table 3. TQM adoption to performance improvement

Changes Suggested and TQM 
Components

Adoption of Core TQM 
Practices Observed Improvement Leaded To

1.Appointingaconsultant
2.Needassessment
3.Developingaformal
communicationflow
4.Developingalearningculture
5.Identifyingcustomerneed
6.Developingastrongleadershipbase
7.EmphasizingTeamwork

1.Managingsuppliersquality
2.Formalsystemofmanaging
qualitydata
3.SystemofProcess
management/StatisticalTools

1.Improvedqualityof
ingredients
2.Increasedcustomer
satisfaction
3.Lowercost
4.Improvedtaste

Competitive
Advantage

Figure 1. The framework used by SP Ltd. in the adoption of TQM
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thatthecaseorganizationwasinclinedtoadoptTQMinordertofacethecrisisthatoccurreddue
totheincreaseddemandofcustomersforqualityandbettertasteofproducts.However,theprice
pressureswerealsofoundasanothercompellingreasonforadoptingsuchapproach.Itwasessential
toundertakequality initiatives for continuously improving thequality; and to rebuild customers
trustandsatisfaction.Hence,thestudyrevealsthattheadoptionofTQMwasadirectandimmediate
consequenceofcustomerdissatisfactionandhighcompetition.Findingsindicatethatitisimportant
toassesstheneedbeforeundertakinganynewchangeinitiativesinparticularTQMwhichrequires
hugechangesandcommitmentfromvariouslevelsoftheorganization.Resultsshowthatthecase
organizationtookvariousstepsincludingappointmentofaconsultant,createdacultureofcontinuous
improvement,developedamechanismofcommunicating information; involved topmanagement
alongwiththeemployeesintheimprovementprocess,andemphasizedonteambuildingbeforeand
duringadoptionofTQM.Therefore,itindicatesthattheadoptionofTQMrequiresvariouschanges
whichneedtoundertakesequentially.

ThisstudyidentifiedtheTQMcomponentsthatfacilitatedthecaseorganizationwithhighproduct
quality,andbettertaste,therebyincreaseincustomersatisfaction.Usingtheresourcebasedtheory
ofcompetitiveadvantage;thefindingsrevealthatorganizationsmustbuildtheirowncapabilities
whichwoulddifficultforcompetitorstoimitate.Itwasfoundthatsometacitcapabilitiesincluding
topmanagementleadership,teamwork,andculturewerecriticaltotheorganization’scompetitive
advantage.However,resultsrevealthatpriortotheadoptionofTQMthecaseorganizationwasnot
realizedtheircorecapabilities.FindingsimplythatiforganizationsadoptTQM,theywouldbeable
tofindouttheircapabilitiesbecausesomeoftheTQMcomponentsresideinthecorecapabilities
oftheorganization.However,itisrevealthattheTQMcomponents(thekeycapabilitiesofSPLtd.)
includingleadership,culture,effectivetrainingandteamworkplayedthecriticalroleinadopting
othercoreTQMpracticesincludingsupplierqualitymanagement,qualitydatamanagement,and
processmanagementwhichinturnfacilitatedSPwithcostreduction,improvementofingredients
qualityimprovementoftasteandincreaseofcustomersatisfaction.

Thefindingshaveanumberofimplicationsformanagersofbeverageorganizations.Thechanges
broughtintheSPLtd.servetomakemanagersofotherorganizationawareoftheneedtoadoptTQM
inordertoimprovethequalityoftheproductsandtherebytoachievecompetitiveadvantage.Moreover,
thefindingsassistsimilarorganizationsinthesameindustryandalsootherdevelopingcountriesto
learnandbuildtheconfidenceandbeliefthattheparadigmofTQMisachievableandrewarding.

Thecasestudywasconductedinoneorganizationusingrelevantdocumentanalysisandinterview
datacollectedfromtwelveparticipants.Futurestudymayusethefindingsforotherresearchareas
anduseabroaderrangeofdata.
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APPeNdIX

Interview Guide
1. Canyoupleasedescribeyourorganization’scurrentqualitymanagementpractices?Areyou

usingTQM?
2. WhatisthereasonforintroducingTQM?
3. HowwasyourorganizationintroducedTQM?
4. Whatfactorscausedchanges?
5. Whatdifficultieswereencountered?
6. Wouldyousaythesechangesweresuccessful?Why?Whynot?
7. Whatprocesseswereusedtoinformandfamiliarizethechangesinqualitymanagementpractices

amongsttheemployeesofyourorganization?
8. Whatfactorswouldyousayhavehadthemajorinfluenceontheemployeesofyourorganization?
9. WhatimpacthaveTQMcomponentshadonyourorganization’soverallperformance?
10.WhatisthekeytothesuccessofTQMwithinyourorganization?Whatfactorsareimportant?


