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Abstract 
Total Quality Management (TQM) is a continuous quest for excellence in 
organization, management culture, quality of products and service, 
processes and work attitudes. In Nigeria today, the levels of waste in 
manpower and man-hour, materials and machine time, as well as the 
degree of customer dissatisfaction simply reveal that, not many 
organizations have imbibed the TQM culture in their operations. Some of 
those that are aware of the TQM concept are either afraid to go into it for 
fear of failure or are merely resisting the need to change from their 
traditional management culture and methods of operation. This paper 
therefore gives a vivid presentation of the subject matter with the attempt 
to stimulate the readers‟ interest and appreciation for TQM. The paper 
highlighted the benefits and some strategies for successful implementation 
of TQM in our organizations. 

Introduction 
What is TQM all about? What are its objectives and benefits? According to Betts (1993), TQM is 

an agent that creates a new organizational culture that involves everyone in continuously improving 

organizations‟ management, processes and methods of operation and work, at all levels in order to achieve 

a high-quality product and services that yield that highest customer satisfaction. It is concerned with 

changing attitudes and skills, so that the culture of the organization becomes one of preventing failures and 

errors, with the norm “operating right, first time”. Olabode (1996) agreed with this norm in his statement “ 

In anything you do, you must reduce the chances of failure to zero” The same support comes from Enuha 

(1996) who states that TQM is a continuous, relentless pursuit of perfection in anything we do. Total 

Quality Management (TQM) teaches us that the responsibility for quality is not just that of the quality 

control department. Every organizational member is involved in this drive for excellence. Therefore TQM 

seeks to create a quality culture that permeates all segments of the organization thereby ensuring quality 

decisions at every process of production or stage of work, before the final output stage is reached. In so 

doing, it achieves elimination of errors or defects, through continuous improvement, in order to reduce the 

level of wastes to zero. 

Making TQM Work 

According to Oakland (1989), for Total Quality culture to be entrenched in any organization, the 

individuals must first of all undergo what he called “personal change: - This involves a change in personal 

vision, and a self-conversion to the ideals of TQM. Personal transformation is very essential in laying a 

solid foundation for Total Quality Management. Some organizations‟ CEOs achieve this through a special 

appraisal procedure, which enables them to audit themselves from time to time and improve. 

Team spirit is another key to success of TQM says Rotimi (1996). Top management and the lower 

management must be willing to work together. There must be a total display of team work and team 

building if organization‟s resources and all energies must be harnessed. There must be a creative 

cooperation which assures the development of unity at work at all levels of the organization. The nature of 

team work expected cuts across departmental fortresses because each work process links with another 

process and the work output of one department may form the input of another. Therefore cooperation must 

be both inter-departmental and intra-departmental. In actual fact, the whole organization as a system 

implies that lack of cooperation from any department would certainly affect the whole. 

The importance of good leadership cannot be over-emphasised as another point if TQM must succeed. 

According to Drucker (1989): 

A leader is an energizer and motivator; someone who inspires and guides others; he is 

one who energizes the system and generates the magic that makes everyone want to do 

something extra. 

According to Erinle (1996), the success of TQM depends on leadership motivation. The 

transformation must be led by top management. If there is no good leadership from the top, TQM 

should not be promoted. The journey towards total quality requires the commitment and creativity of 

all employees in satisfying their customer requirements. Employees must therefore be properly and 

effectively led and motivated in order to get their commitment to TQM. 



Appropriate leadership style must be applied at all times. What is appropriate is simply a 

combination of both directive and supportive managerial behaviour suited for the individual or a group 

of persons on the task. 

Training is another key to successful implementation of TQM. Experts agree that the content of Total 

Quality Management (TQM) training should cover the following - 

- An overview of the key concepts and processes 

- Technical skills with particular emphasis on those required to support quality improvement. 

- Interpersonal skills communication and team working 

- Tools for successful implementation 

- Leadership training for top executives and managers 

- Computer Literacy 

- Special topics training specially designed to fit the training needs of the organization. 

It must be emphasized that organizational members must have a good understanding of the job 

for which they are employed. This is a basic requirement for a successful TQM training. TQM training 

is critical because, employees cannot be committed to what they know nothing about. 

TQM thrives in an organization where there is a good work habit, with workers having a very good 

attitude to work. Ejionye (1984) has this impression about the Nigerian workers for example- The typical 

Nigerian worker today is lazy, indolent or couldn‟t care less. 
He avoids work and responsibility but loves wealth and all good 
things of life. He is material oriented, pleasure seeking, 
egocentric and wants to get rich quick. He has lust for power and 
authority— 

According to Ifechukwu (1977), the productivity of the average Nigerian worker is generally 

low and only tends to work productively when closely supervised. He concluded by saying that the 

Nigerian worker is different from workers of the Western world who demonstrate more commitment to 

work. 

If the above impression is true of the Nigerian worker, the need for a total personal change 

cannot be over-emphasized, if TQM must work in our organizations. 

Closely related to the above is the need for a total change from traditional management culture 

to a new one that is built on a solid foundation of sound management principles. Not a management 

culture that leaves quality matters in the hands of the quality department only but that which recognizes 

that every one in the organization is responsible for quality and excellence. Management must change 

from a managerial style that instills fear of failure to an open style which encourages initiatives, 

innovation and reward for success. The organization must develop a disciplined and motivated 

workforce, where participative management is encouraged and results emphasized more than mere 

activity and efforts. 

In his opinion Ejiofor (1985) explained that effort emphasizes inputs while result orientation 

emphasizes output, lie said that without results, activities lose much of their meaning. A complete 

overhauling of corporate culture is therefore one secret of TQM success in any organization. 

Furthermore, TQM must be supported by a reward system that sustains workers‟ enthusiasm 

and commitment in the organization. The worker must be able to perceive a positive relationship 

between his contribution or effort and the rewards he gets. Where this is not the case, the workers‟ 

sense of responsibility would be hampered. This appears to be one reason for the low morale at work of 

the typical Nigerian worker, especially in the public service where in most cases; workers‟ 

promotability does not depend on hard work. This must be corrected by any organization that intends 

to promote or implement TQM successfully. 

Implementation Methodology 

According to Iyayi (2000), every transformation effort or change process requires a 

methodology through which the change ideas are realized in practice. Methodology defines the 

activities that must be undertaken in the implementation process. There seem not to be a one-way 

approach in implementing TQM as this differs from one organization to another. However one basic 

step which is primary is the sharing of the vision among the Top Management Executives. TQM must 

start with the whole management agreeing that the concept is good and worth implementing. Top 

Management‟s acceptance and commitment are very vital to the implementation process of TQM. 



The next obvious attention is that of the necessary education and training. Training cuts across 

the entire organization. Most organizations employ the services of specialized management 

consultants for the training of the Top Management Executives. They undergo series of workshops, 

lectures, audio visual displays and practical assignments related to TQM. Training covers theory, 

benefits and the process of implementation. After the training, Top Management now becomes the 

“facilitators” who are to drive down the message of TQM to the other levels of management down to 

the least paid worker in the organization. Training is done as in-house awareness seminars where 

TQM concepts and benefits are taught in order to stimulate the interest and appreciation of the 

workforce and to ensure their commitment when the change is being fully implemented. 

The services of Management Consultants do not end with this initial training. They continue 

to provide guidance and play advisory role in the implementation process. 

The TQM training is followed by a comprehensive assessment and overhauling of 

organizations‟ management culture and business practices as they affect both the internal and external 

customers. Special areas of attention include work processes, level of wastes, customer requirements, 

communication system, quality of product and services among other parameters. One area that needs 

emphasis is the analysis of work processes. Work is divided into a series of activities or processes 

which results into work output which may form the input for another work process before the final 

end-product. Process study or assessment becomes very vital because of the possibility that some 

processes must have become obsolete and no more relevant; processes may be too many or too long 

resulting in slow output. 

According to Adetola (1997) a one time TQM coordinator in the former Owena Bank, the 

result of process analysis showed that there were so many and long processes which constituted 

bottlenecks in the bank‟s operations and which were the main causes of customer dissatisfaction some 

years ago. 

TQM implementation plan must spell out detail implementation activities as well as the details 

of resources required. One question that often requires an answer in TQM implementation plan is how 

long will the implementation process take? Will the whole organization be involved in the . 

implementation right from start or will one or two departments or a division be used first as “Pilot test”? 

Such was the case of BORDPACK Premier Packaging (BPP) a division of UAC Nigeria Pic. 

BORDPACK didn‟t jump into TQM train. It started gradually in 1992 with a „pilot test‟ improvement 

programme, geared towards improving the wastes and quality in one of its factories. It was the success of 

this pilot test that led to full launch of TQM at BORDPACK in 1994. 

Group Activities 

Cullen and Hollingum (1987) opined that TQM implementation cannot be successful without 

the employment of work groups and teams designed to fulfil different roles in the implementation of 

the change process. Many activity-groups go by different names but the four required to achieve TQM 

are as follows- 

• Quality and Productivity Circle (QPC) 

This is a small group of employees who are engaged in similar activities from different 

departments. They meet regularly under a leader to discuss work problems. Topics may include 

quality materials, machines, processes and safety. The group identifies the problem, analyses it and 

makes recommendations to management. 

• Quality Improvement Team (QIT) 

They deal with matters of interest and concern, which cuts across departments or functional 

boundaries. Membership is cross-functional and from different levels. Issues tackled are specific. 

Members receive training on specialized problem-solving techniques and disband once issues tackled 

are resolved. 

• Quality Task Force (QTF) 

This is a cross-functional group usually set up by management to look at a specific issue which 

is considered important and after which a report is expected. 

• Quality Departmental Group (QDG) 

This is set up by a manager or a Head of Department or section to solve in-house quality 



problems and to identify quality improvement opportunities and make recommendations. Membership 

is restricted to only members of department or section, although others with relevant knowledge and 

skills in other functions can be co-opted. 

Tire nature of responsibilities handled by these workgroups differs from one organization to 

another. The bottom-line however is that of problem-solving and continuous identification of 

improvement opportunities in the organization‟s culture, practices and processes. 

Implementation Phases 

Some TQM consultants have categorized implementation stages into three phases. 

According to Jones (1994), stage one is the training/pilot test phase especially for large corporations. 

Here TQM is limited to a department or a division of an organization. The success of this phase leads 

to the diffusion of TQM through out the organization. 

Stage-two is the „alignment‟ phase which possesses the greatest challenge from the 

management of smaller pilot programme to the task of managing TQM company-wide. The third stage 

he said is the integral phase which is characterized by constant monitoring of management philosophy 

and practices. Complete empowerment and total management commitment; integrity and consistency is 

expected here in order to keep moving towards optimal performances in all aspects of the organization. 

Summary and Conclusion 

The journey towards total quality requires the commitment and creativity of all employees in 

satisfying their customer requirements. The first step in achieving this is the need for self-conversion 

and a total personal change which if successful would have laid a solid foundation for TQM. 

TQM requires effective and the right kind of training for all employees. Competent consultants 

should be employed. Effective training is critical to successful implementation of TQM. If you think 

training is expensive, you are right but ineffective training costs more. 

A good measure of executive commitment to TQM is time spent on customer‟s satisfaction and 

other quality results. One of the true tests of executive commitment is the money and other resources 

committed to TQM. The costs in time and money are high but the pay-off can be enormous. 

A successful total quality strategy requires a defined policy and business objectives, an 

organizational structure to promote leadership, communication and motivation to secure employee 

commitment. 

Total quality require that work groups be empowered and encouraged to take ownership of 

their output, to measure their own performance, priorities, develop and implement improvements. 

Following successful implementation, the projects must be monitored to control progress and costs, 

ensuring that the benefits are gained. Contingency plans may need to be activated to overcome practical 

difficulties arising. The result of evaluation (feedback) often provides improvement opportunities that 

eventually serve as input into the improvement process. Hence TQM becomes an endless journey 

toward excellence. 
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