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Abstract: It has been seen that due to contemporary forces of globalization, technological changes and
changing  customer’s  demands  for  better  quality,  Textile Sector of Pakistan is facing intense competition.
In this turbulent business environment, quality is being considered a key strategic factor in achieving business
excellence and sustaining competitive advantage. However, to achieve high business excellence & performance,
successful implementation of Total Quality Management Practices is the peak prerequisite. Therefore, this study
examines the association of Total Quality Management practices i.e. leadership, employee fulfillment,
continuous improvement, process management, learning, cooperation and customer focus with firm performance
in  the  Textile Sector of Pakistan. The quantitative data were obtained through a questionnaire survey from
175 executives of Pakistan’s Textile Sector. With the help of SPSS, data were analyzed by factor, reliability,
correlation and regression analysis. The results reveal the positive and significant effects of TQM practices
on firm performance. The study generates valuable findings for quality management and top management
executives by highlighting the aspects of TQM which predicts operational efficiency, product & service quality,
employee & customer satisfaction, public responsibility and financial performance. Hence, organizations may
embrace the practice of TQM in search of business excellence.
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INTRODUCTION therefore, is regarded as a business excellence strategy for

Pakistan is one of the leading producers of cotton in acceptable in world markets.
the world. In Asia, Pakistan is the 8th largest exporter of Although, existing literature shows constant
textile products. The contribution of textile sector to the publication of TQM related articles in eminent journals i.e.
total GDP is 8.5%. It provides 30% employment (15 Total Quality Management & Business Excellence [2, 3, 4],
million) to country’s work force of about 49 million. The TQM journal, Journal of Operations Management [5]
However, out of total world textile trade (US$18 trillion), and International Journal of Hospitality Management [6];
which is growing at 2.5 percent, Pakistan’s share is less however, it is only during last ten years that researchers
than one percent [1]. Therefore, Pakistani Government has have started to inspect quality practices in developing
launched National Industrial Policy, implementation countries [7, 8]. This is primarily due to the fact that
framework, 2011 with the mission to transform Pakistan developing countries are now entering in global markets
globally into a factory rather than a shop by increasing and pursuing the improvements in the quality. Similarly,
value-added manufacturing to more than 100% [1]. In within Pakistani context, most of the contemporary
pursuance of it, in Pakistan, Prime Minister Quality Award studies confirms the positive association between TQM
has  been  launched in 2011, in which assessments will be practices and organizational performance in
based on TQM standards parallel to international state manufacturing [9, 10, 11, 12] and service sector (13, 14].
sponsored norms for Performance Excellence. TQM, However,  very  little  effort  has  been made to investigate

improving the quality of Pakistani products to be
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the implementation of quality and excellence initiatives in second, formal quality award models (Malcolm Baldrige
the Textile Sector of Pakistan. Only a few studies like National Quality Award-MBNQA-; European Quality
Hussain, Akhtar and Butt [9] and Masakure, Henson and Award-EQA-; The Deming Prize; Kanji Business
Cranfield [15] are available which give limited information Excellence Model) and third, measurement studies [20-22].
about the adoption of quality and excellence concepts in This theory of TQM provides a structured and
Pakistani Textile Sector [12]. Furthermore, the existing comprehensive approach to organizational management
literature does not give any comprehensive information that aims to improve the product and service quality
about the use of quality and excellence frameworks in through ongoing refinements in response to continuous
Pakistan that incorporated TQM implementation in terms feedback.
of leadership, employee fulfillment, continuous However, different studies used different appropriate
improvement, learning, cooperation, customer focus and operational concepts (called constructs) that best
process management that is mandatory to bring quality describe most TQM initiatives. We reviewed several
enhancements and to sustain competitive advantage in prominent sets of these constructs suggested as requisite
the areas of operational efficiency, public responsibility, management programs or activities, including those
product/service quality, financial performance and offered by Ahire et al.[23] anderson et al. [24], Black and
employee & customer satisfaction. This leads to the Porter [25], Crosby [16], Deming [26], Grandzol and
following research questions of this study: Gershon [27], Juran [28], Saraph et al. [29], ASQC [30] and

Do TQM practices affect the product & service commonality among them. We concluded that the seven
quality performance of Pakistani Textile Sector? constructs proposed by Grandzol and Gershon [27]
Do TQM practices affect the operational efficiency of namely, customer focus, process management, leadership,
Pakistani Textile Sector? learning, continuous improvement, employee fulfillment
Do TQM practices affect the financial performance of and cooperation, either explicitly or implicitly summarized
Pakistani Textile Sector? those contained in all of these prescriptions. These
Do TQM practices affect the public responsibility of constructs are illustrated as:
Pakistani Textile Sector?
Do TQM practices affect the employee and customer Customer  Focus:  Generally,  literature provides
gratification of Pakistani Textile Sector? customer-centered definition of quality. The quality of a

Therefore, the purpose of this study is to scrutinize stated or implied needs of customers. Evans and Lindsay
the application of TQM constructs such as customer [32] study portray customer focus as how efficiently the
focus, learning, continuous improvement, leadership, organization determines the current and future need of
employee fulfillment, cooperation and process customers, their requirements and expectations. Customer
management on firm’s performance dimensions i.e. focus is maintaining close relationship with customers to
product & service quality, operational efficiency, financial understand customers and their needs and supplying the
performance, public responsibility, employee & customer products and services to meeting the customer needs is
gratification in the Textile Sector of Pakistan. The TQM necessary for TQM implementation [33].
conjecture of how and why TQM works is a paramount
matter for the firm’s survival, competition, quality and Process Management: Process management is important
improvement. So, with the findings of this study, because product quality depends on the process quality.
managers can easily come to a decision that in accordance Deming [26] said that improvement in the quality lies in
with their organizational context, which one of the TQM the handling and controlling of the process. Process
dimensions is required to bring business excellence. management deals with how organization applies
Therefore, this study will help managers to inspect the techniques such as statistical process control, prevention
reverberations of TQM constructs on firm business orientation, variation reduction and design quality in its
excellence. processes [34]. 

Literature Review Leadership: Deming [26] and Juran [28] provided that
Total Quality Management: The theory of quality leadership is more responsible than workers to implement
management has been developed from three different a quality process in the organization. Leadership is the
areas: First, contributions from quality leaders [16-19], ability  of management to establish, implement and lead a

the Baldrige Award criteria [31], searching for

product or service is measured on the ability to satisfy
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Table 1: Performance measures definition

Product/service quality It’s a performance measure, to judge the quality of a product/service of one’s own firm as to Brah, Tee and Rao [35]
compare with the others in the market.

Operational efficiency Operational efficiency is achieving the maximum output from given input. In operational Anttila & Jussila, [36]
efficiency the numbers of defects are reduced.

Financial performance The financial performance is reflected by increased return on assets, return on equity and Andersson, Idvall,
earning per share. Perseius, & Elg, [37]

Public responsibility The public responsibility is increasing the firm responsiveness to the social issues and He & Lai, [38]
improves the relationship between organization and the society.

Employee satisfaction Employee satisfaction means how much employees are accepting the work happily. Brah, Tee and Rao [35]
The employee satisfaction results in the improved productivity of the employees and ultimately
performance of the organization.

Customer satisfaction The customer satisfaction is decreasing the number of complaints and increasing the satisfaction Yang, [33]
level of internal and external customers by understanding and fulfilling their requirements.

long-term vision for the organization, driven by changing Performance Measures: The performance of the
customer requirements. This is illustrated by long-range organization has been operationalized by operational
orientation, clarity of vision, participative and empowering efficiency, product & service quality, employee &
leadership style [24]. customer satisfaction, public responsibility and financial

Learning: Organizations knowledge and skills are employee productivity and machine’s efficiency. These
essential for improving quality. Learning is the degree to variables are briefly defined in the Table 1.
which organization identify and develop its knowledge
base, abilities and skills. It is illustrated by companywide Relationship Between TQM Practices and Firm
educational development, process knowledge, training, Performance:  The  literature,  theoretical  and  empirical
foundational knowledge, managerial learning and as well, provides strong positive relationship between
continuous self-improvement [27]. TQM practices and organizational performance. For

Continuous Improvement: The total quality management implementation, such as continuous improvements,
concept aims to satisfy the changing needs of customers quality assurance systems, leadership and support from
by continuous improvements. The organizational top management and training & development leads to
capability to pursue incremental and innovative both financial and non-financial performance in SMEs.
improvements of its products, services and processes and Kumar Garg & Garg [40] empirically found the strong
is exemplified by continuous improvement[24]. positive relation between Employee effective participation

Employee Fulfillment: Concern for employees is another study found that some dimensions of TQM practices
focus of TQM. It aims to motivate employees to improve predict organizational performance to achieve the quality
quality by full filling needs of employees. Employee performance. These findings also conclude that TQM
fulfillment is the propensity of organization to satisfy the implementation lead towards improvement in financial and
needs of their employees continually. This is exemplified non-financial performance of the firm. Ooi et al.’s [42]
by job commitment, job satisfaction and pride of recent study shows that TQM practices such as
workmanship [27]. leadership, customer focus and process management have

Cooperation: The degree to which organization is quality. Ooi et al.’s [43] study shows that TQM practices
engaged in noncompetitive activities internally among such as customer focus is positively related to employee
employees and externally with respect to suppliers. This job satisfaction which helps to generate the customer
is illustrated by systems view of the organization, value. In the same way, Haffar, Al-Karaghouli, and
collaborative organization, trust and elimination of fear, Ghoneim, [44] found that TQM practices such as
teamwork, organization wide involvement, single-supplier customer focus shows a positive impact on the firm’s
orientation, firm-supplier partnership [24]. innovation performance.

performance. Operational efficiency includes the

instance, Pinho [39] found that higher the TQM

& customer’s satisfaction. Similarly, Khan’s [41] recent

positive impact on customer satisfaction and service
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Allen & Kilmann [45] study describes that TQM H2: There is a positive relationship between seven TQM
extrinsic reward practice has relatively higher positive dimensions and operational efficiency.
effect on firm performance than intrinsic reward practice.
Similarly, TQM practices demonstrate strong positive H3: There is a positive relationship between seven TQM
impact on customer satisfaction. To achieve the customer dimensions and financial performance.
satisfaction, TQM practices should be contrived
according to the customer requisite [46, 20, 47]. Jung and H4: There is a positive relationship between seven TQM
Wang [48] proposed that TQM practices such as dimensions and public responsibility.
Leadership, Employee relations; Customer/supplier
relations; Product/process management has a positive H5: There is a positive relationship between seven TQM
impact on Continuous improvement of international dimensions and employee satisfaction.
project management. The study examined that Leadership
& Employee relations are highly positively related while H6: There is a positive relationship between seven TQM
Customer/supplier relations & Product/process dimensions and customer satisfaction.
management are less positively related.

Similarly, Qureshi, Warraich and Hijazi’s [49] study Theoretical Frame Work and Servey Planning
recommends that Leadership has a positive impact on Theoretical Framework: Based on the above
project management performance. The study focuses on hypotheses, the framework is shown in Figure 1.
newness and progress in the process management.
According to Brah, Tee and Rao [35], there is a positive Data Collection and Measurement Scales: Population of
relationship  between quality performance, customer this study consists of the textile sector of Pakistan. For
focus and employee satisfaction. According to data collection purpose, all the 212 member companies of
Valmohammadi’s [8] study, TQM constructs such as All Pakistan Textiles Mills Association were initially
Quality leadership, Process management & Customer targeted. The main reason of targeting this because 100%
focus positively relates with the organizational of the country’s textile exports and more than 50% of the
performance. country’s clothing exports emanate from Member Mills

The purpose of Das, Kumar and Kumar’s [50] study that constitute the All Pakistan Textile Mills Association
was to identify the impact of TQM construct such as [52]). Questionnaire was used as tool for data collection
leadership on firm performance such as product quality. and for ensuring understandability purpose, the
The study further demonstrates that strong leadership questionnaires were distributed by authors of the study
competencies lead towards the product quality. That is by visiting personally. Multi-items measures along with
showing a positive relationship among leadership and demographics were adopted from the study of Grandzol
product quality. Fotopoulos and Psomas’s [51] study and Gershon [27]. Factor solutions and reliability of these
indicates that TQM practices such as employee multi-items measures in Grandzol and Gershon’s [27]
involvement; customer focus & customer satisfaction has study found that each construct has distinct reliable
positive effect on organizational performance. dimension ( >0.70). These constructs presented as

All  these  studies  have statistically significant statements to the executives working in marketing,
results  (p  <  .05)  with positive correlation (r) ranging production, R&D and quality department of Pakistani
from  0.188  to  0.93  and adjusted R square (R ) ranging Textiles  Companies  to  show  their  agreement   on a2

from  0.045  to  0.999. Although the context of these five-point likert scale of 1=strongly disagree to 5=strongly
studies vary from leadership, continuous improvement, agree. Two hundreds questionnaire were distributed and
customer focus, process management, employee and 175 questionnaires out of 200 came back completely filled,
customer satisfaction but it convey the message that yielding response rate of 87.5%.
TQM practices has positive relationship with firm SPSS 17 has been used in this study to analyze the
performance. collected data from executives of textile sector of Pakistan.

By taking into account the above literature, following Factor analysis and reliability analysis (Chronbach’s
hypothesis have been put forward: alpha) are used to test the validity and reliability of the

H1: There is a positive relationship between seven TQM regression analysis are run to find the relationship
dimensions and product/service quality. between the variables.

questionnaire measures. Similarly, correlation and
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Fig. 1: Research Model

RESULTS Correlation Analysis: As indicated in the theoretical

Factor & Reliability Analysis: By using SPSS, principal constructs with performance measures; Table-3 shows the
component analysis (PCA) with varimax rotation, factor means, standard deviations and provides a correlation
loadings of TQM constructs and performance measures matrix. The matrix shows that every dimension of TQM
have been presented in Table 2. One item was dropped construct has statistically significant correlation
from each process management and public responsibility. (**correlation is significant at the 0.01) with every
All of TQM constructs have adequate measure of dimension  of  firm  performance measure. Moreover,
sampling adequacy (Kaiser-Meyer-Olkin-KMO) which Table 3 shows that all the TQM dimensions are positively
ranges from .645 to .710. Similarly, all of performance and significantly correlated with each other. 
measures have KMO ranging from .582to.7220. Moreover,
Table 2 shows that all the seven TQM constructs and six Regression Analysis: To analyze the effects of TQM
dimension of performance measures have acceptable and constructs on the performance measures, we carried out
reliable Cronbach’s alpha values. multivariate  linear  regression   of  total  TQM  constructs

discussion that we looked for the relationship of TQM

Table 2: Factor analysis

Construct Item Name Factor Loading

Leadership  (Alpha=.718) Clarity of vision .576
Long-range orientation .557
Participative change .708
Employee empowerment .793
Plan and implement change .554

Continuous improvement (Alpha=.740) Refinement cycles 1 .678
Refinement cycles 2 .713
Demonstrated improvements 1 .720
Demonstrated improvements 2 .553

Internal/External cooperation (Alpha=.811) Firm-supplier partnership .431
Single-supplier orientation .602
Collaborative organization .568
Teamwork .741
Organization-wide involvement .560
Systems view .725
Trust and elimination of fear 1 .779
Trust and elimination of fear 2 .796

Customer focus (Alpha=.725) Customer-driven focus 1 .591
Customer-driven focus 2 .857
Customer-driven focus 3 .820
Customer-driven focus 4 .681
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Table 2: Continued
Learning (Alpha=.736) Company-wide training .736

Foundational knowledge .753
Process knowledge .686
Continuous self-improvement .652
Managerial learning .657

Employee fulfillment (Alpha=.671) Job satisfaction 1 .680
Job satisfaction 2 .778
Job commitment .647
Pride of workmanship 1 .605
Pride of workmanship 2 .567

Process management (Alpha=.811) Prevention orientation .608
Reduction of mass inspection .648
Design quality .617
Statistical process control .668
Understanding variation .795
Elimination of quotas .770
Understanding motivation .545

Product/service quality (Alpha=.723) Accuracy .583
Completeness .598
Conformance .738
Innovation .807

Operational Efficiency (Alpha=.745) Productivity .675
Scrap/waste .735
Energy/efficiency .720
Material usage .844
Receiving notices .548

Financial Performance (Alpha=.782) Return on investment .715
Market share .815
Capital investment .696

Public Responsibility (Alpha=.749) Environmental complaints .780
Community involvement .780

Customer Satisfaction (Alpha=.707)  Customer surveys .718
Customer satisfaction results .784
Customer inquiries .748
Customer complaints .664

Employee Satisfaction (Alpha=.734) Employee turnover .654
Requests for transfer .768
Absenteeism .750
Grievances/comp .708
Employee satisfaction surveys .593

Table 3: Correlation Analysis
Mean S.D, L C.I E.F P.M I/E.C C.F P.S.Q F.P O.E P.R E.S LRN C.S

L 4.162 .4624 1
C.I 4.088 .5472 .438** 1
E.F 3.857 .5937 .310** .603** 1
P.M 3.907 .5518 .364** .519** .523** 1
I/E.C 3.827 .5993 .287** .445** .484** .623** 1
C.F 3.976 .6382 .398** .468** .524** .664** .555** 1
P.S.Q 4.212 .4829 .964** .357** .257** .328** .292** .399** 1
F.P 4.131 .5473 .565** .747** .364** .435** .228** .316** .371** 1
O.E 3.876 .6590 .324** .745** .883** .443** .518** .507** .262** .353** 1
P.R 3.912 .6520 .284** .479** .768** .555** .330** .415** .252** .382** .476** 1
E.S 3.860 .5796 .312** .498** .504** .890** .600** .606** .285** .368** .459** .491** 1
LRN 3.929 .5934 .334** .413** .591** .675** .505** .539** .305** .339** .449** .619** .701** 1
C.S 3.923 .6342 .318** .409** .603** .627** .479** .534** .290** .309** .473** .611** .622** .973** 1
Note: **Correlation is significant at the 0.01 level; L=Leadership; C.I=Continuous Improvement; E.F=Employee Fulfillment; P.M=Process Management;
I/E.C=Internal/External Cooperation; C.F=Customer Focus; P.S.Q=Product Service Quality; F.P=Financial Performance; O.E=Operational Efficiency;
P.R=Public Responsibility; E.S=Employee Satisfaction; LRN=Learning; C.S=Customer Satisfaction.
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Table 4: Regression analysis

Dependent Variables
---------------------------------------------------------------------------------------------------------------------------------------------------------------------------
Product/Service Quality Operational Efficiency Financial performance Public Responsibility Customer Satisfaction Employee  Satisfaction

Model fit Adj. R  F Adj. R  F Adj. R  F Adj. R  F Adj. R  F Adj. R  F2 2 2 2 2 2

.270 64.400 * .545 205.80 * .302 75.038* .432 131.119* .572 229.563* .618 277.780*

Independent Variables Beta T Beta T Beta T Beta T Beta T Beta T
 TQM total 
Average of seven Dimensions .589 8.025 .740 14.364  .553 8.662 .660 11.451 .758 15.151 .788 16.667

Note: *Significant at 0.05

Table 5: Impact of each TQM construct on each performance measure

Product/Service Quality Operational Efficiency Financial Performance Public Responsibility Customer Satisfaction Employee Satisfaction
Model fit Adj. R  F Adj. R  F Adj. R2 F Adj. R  F Adj. R  F Adj. R  F2 2 2 2 2

.899 219.12 .876 173.78 .663 49.06 .659 48.21 .949 452.44 .808 103.68
P P p p p P

Leadership 0.000 0.006 0.042 0.000 0.000 0.000
Continuous improvement 0.017 0.010 0.003 0.020 0.007 0.003
Employee fulfillment 0.000 0.021 0.000 0.015 0.00 0.000
Learning 0.012 0.007 0.021 0.001 0.001 0.000
Process management 0.000 0.019 0.048 0.020 0.031 0.002
Internal/External Cooperation 0.001 0.033 0.000 0.000 0.022 0.000
Customer focus 0.030 0.024 0.001 0.002 0.000 0.004

with performance measures as shown in Table 4 & 5. The result of current research have confirmed the
Regression models in Table-4 confirm the positive role of view  of  prior  researchers  e.g.  Pinho  [39];  Khan  [41];
all the variables. By analyzing the result of regression Ooi et al. [42]; Qureshi, Warraich and Hijazi [49];
analysis in shape of Adj. R  of each model shown in table Valmohammadi [8]; Das, Kumar and Kumar [50];2

4, we can conclude that TQM constructs with their Fotopoulos and Psomas [51]; Wayhan, McCallum and
various dimensions explained 27.0% of the variance in Golyer [22] that the TQM constructs have positive impact
product/service quality, 54.5% of the variance in on firm performance.
operational efficiency, 30.2% of the variance in financial
performance, 43.2% of the variance in public Theoretical Implications: Previous researches had been
responsibility, 57.2% of the variance in customer conducted to find out relationship among TQM
satisfaction and 61.8% of the variance in employee dimensions and firm performance [39, 41, 42, 43]. However
satisfaction. Moreover, the models’ respective F values internal/external cooperation, learning and employee
are significant at P<.05. Therefore, our all study fulfillment have not been addressed collectively
hypotheses are confirmed. Moreover Table-5 shows that specifically in Pakistani context. Major contribution of this
each construct of TQM is positively and significantly research is that it has examined the impact of seven TQM
related to all the six dimensions of performance. dimensions on six firm performance measures both

DISCUSSION AND CONCLUSION Pakistan. Results of this study are similar with many

This study has analyzed & found the positive and
significant effects of TQM constructs on firm Managerial Implications: It has been seen that during
performance. As a whole, these TQM constructs last two decades, textile sector of Pakistan is facing
explained a larger proportion of the variance in the intense competition due to contemporary forces of
employee satisfaction (78.8%), followed by customer globalization, technological changes and changing
satisfaction, operational efficiency, public responsibility, customer’s demands for better quality. For attaining
product/service quality and financial performance (75.8%, superior performance and competitive advantage,
74.0%, 66%, 58.9%, & 55.3%). As compared with other particular TQM dimensions such as process management,
TQM dimensions, the dimension of learning significantly leadership, employee fulfillment, customer focus, learning,
accounts for variance explained (98.5%) in customer internal/external cooperation and continuous
satisfaction. This implied that for better firm performance, improvement play a very important role [54, 55, 56].
learning will be relied more. On the other hand, as Managers should promote these practices in their
compared with other TQM dimensions, leadership organizations  because  it  does  not  only  improve  the
accounts for (96.3%) in product/service quality. firm  performance  but  also  it  is a valuable source to gain

separately and collectively first time in Textile Sector of

previous researches [51, 27, 53].
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competitive advantage. Thus, managers should have to 7. Mann,  R.,   D.   Adebanjo,   T.   Laosirihongthong
implement TQM practices across all the departments of and  P.  Punnakitikashem, 2011. Awareness and
the organization. Also there is a need to develop impact of  business  excellence  in  Asia. Total
organizational culture that boost learning environment, Quality Management and Business Excellence,
collaboration and possession of latest market knowledge. 22(11): 1237-1258.

Limitations & Recommendations for Future Research: implementation on the organizational performance of
It is a cross sectional study where all data were collected Iranian manufacturing SMEs. The TQM Journal,
at a particular time, so variables and analysis is restricted 23(5): 496-509.
to that particular time. Another limitation is that target 9. Hussain, T., N.A. Akhtar and N.S. Butt, 2009. Quality
sample was Textile sector (weaving) of Pakistan and management: A case from Pakistan cotton yarn
others have been totally ignored so it is not a industry. Journal of Quality and Technology
representative sample of whole population. Also, there is Management, 5(1): 1-23.
a need to analyze the role of TQM dimensions in other 10. Hassan, M., A. Mukhtar, S. Qureshi and S. Sharif,
sectors like small and medium enterprises, nonprofit 2012. Impact of TQM Practices on Firm’s Performance
organizations, telecommunication sector and of Pakistan’s Manufacturing Organizations.
manufacturing sector as a whole. It is clear from the study International Journal of Academic Research in
of Hoang, Igel, & Laosirihongthong [57] that TQM Business and Social Sciences, 2(10): 232-259.
implementation varies by company size, industry type and 11. Hassan, M., S. Hassan, S. Shaukat and M.S. Nawaz,
degree of innovation which has been overlooked in 2012. Relationship between TQM and Organizational
present study. Therefore, future research may address Performance: An Empirical Study of Manufacturing
this research gap. Sector of Pakistan. PJSS, 7(1): 1-22.

12. Shafiq, M., 2012. Implementation of quality
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