INFORMATION TO USERS

This manuscript has been reproduced from the microfilm master. UMI
films the text directly from the original or copy submitted. Thus, some
thesis and dissertation copies are in typewriter face, while others may be

from any type of computer printer.

The quality of this reproduction is dependent upon the quality of the
copy submitted. Broken or indistinct print, colored or poor quality
illustrations and photographs, print bleedthrough, substandard margins,
and improper alignment can adversely affect reproduction.

In the unlikely event that the author did not send UMI a complete
manuscript and there are missing pages, these will be noted. Also, if
unauthorized copyright material had to be removed, a note will indicate

the deletion.

Oversize materials (e.g., maps, drawings, charts) are reproduced by
sectioning the original, beginning at the upper left-hand comer and
continuing from left to right in equal sections with small overlaps. Each
original is also photographed in one exposure and is included in reduced
form at the back of the book.

Photographs included in the original manuscript have been reproduced
xerographically in this copy. Higher quality 6” x 9” black and white
photographic prints are available for any photographs or illustrations
appearing in this copy for an additional charge. Contact UMI directly to

order.

UMI

A Bell & Howell Information Company
300 North Zecb Road, Ann Arbor MI 48106-1346 USA
31377614700  800/521-0600

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



MANAGER AND EMPLOYEE RATINGS OF ORGANIZATIONAL ELEMENTS

RELATED TO TOTAL QUALITY MANAGEMENT

A
Dissertation
Presented to the
Graduate Faculty of
Liberal and Interdisciplinary Studies
College of Arts and Sciences

United States International University

In Partial Fulfillment
of the Requirements for the Degree of
Doctor of Philosophy

in Leadership and Human Behavior

by
Amnart Ano

San Diego, 1997

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



UMI Number: 9804821

Copyright 1997 by
Ano, Amnart Am

All rights reserved.

UMI Microform 9804821
Copyright 1997, by UMI Company. All rights reserved.

This microform edition is protected against unauthorized
copving under Title 17, United States Code.

UMI

300 North Zeeb Road
Ann Arbor, MI 48103

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Abstract of Dissertation
MANAGER AND EMPLOYEE RATINGS OF ORGANIZATIONAL ELEMENTS
RELATED TO TOTAL QUALITY MANAGEMENT
by
Amnart Ano

United States International University

Committee Chairperson: Herbert George Baker, Ph.D.

THE PROBLEM. The purpose of the present study was to assess the degree of
difference between manager and employee perceptions of the organizational elements of
the Department of Physical Education of Thailand and to determine how closely these
perceptions were related to the Malcolm Baldrige (TQM) Standards.

METHOD. A Total Quality Management questionnaire was used to collect
data. Scores were tabulated, and means were calculated for each subgroup. A scale
alpha test was used to test the reliability of the TQM questionnaire and multivariate
analysis of variance was performed to test for significant differences between manager
and employee perceptions on seven main variables.

RESULTS. The results revealed no statistically significant differences between
manager and employee perceptions on the seven main organizational elements (seven
dependent variables). The mean score for managers and employees was 4.83 and
4.69, respectively, and the mean for combined manager and employee ratings was

4.76, on a seven-point Likert-type scale.
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The ratings were at the neutral or fair level. Thus, both managers and
employees see room for organizational improvement with respect to the Malcolm
Baldrige National Quality Award criteria. The analyses revealed no significant
differences between manager and employee perceptions on the seven main
organizational elements. These results indicate that managers and employees hold
highly similar perceptions on how closely their organization met the Malcolm Baldrige
National Quality Award (TQM) criteria and on the way their organization functions.
This should greatly facilitate their working together cooperatively in the day-to-day

operations of the Department of Physical Education.
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Chapter 1
INTRODUCTION

Over the past few years, Total Quality Management (TQM) has become a major
business theme for American manufacturing firms desiring to improve their
productivity, competitive edge and productivity levels (Wooden, 1994). TQM has
gained wide acceptance in the business world as an institutional transformation
philosophy. Its success in business and industry cannot be ignored. Higher education
can benefit from the triumphant quality revolution which has swept the U.S. Although
the private sector adopted quality management strategies earlier than did the public
sector (French, 1994), a wide range of public organizations have also joined the trend.
TQM has recently attracted a great deal of attention and is now considered a viable
management strategy in education (Bax, 1994). The purpose of the present study was
to compare managers' and employees' perceptions of the organizational elements of the
Department of Physical Education of Thailand related to seven quality dimensions of

the Malcolm Baldrige Award criteria.

Background of the Problem

The Department of Physical Education of Thailand is a public organization
controlled by the Ministry of Education. It is responsible for the administration,

management, and promotion of sports, health, scouts, Red Cross youth, and studeat
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patrols for schools throughout Thailand. There are three general objectives of the
Department:

1. Administration and coordination of activities enhancing the development of
physical education, health, recreation, sports, sport science, health science, scouting,
Red Cross youth, and student patrols.

2. Administration of projects related to the management of physical education,
health, recreation, sport science, and health science.

3. Any other projects assigned by the Ministry of Education or the Council of
Ministers (Sapapong, 1996).

Recently, a number of activities involving job modification and revision of work
relationships have been described as efforts to improve the quality of work life.
However, some organizations, such the Department of Physical Education of Thailand,
continue to experience many problems. These problems are similar to those faced in
Sweden-- absenteeism, turnover, alienation, boredom, employees' failure to work on
the right job, and inability to work with new or different tasks when the organization
changes its structure (Cohen, et al., 1980). Furthermore, employees are undisciplined
in their work. The organization also lacks objective goals and, at times, the external
environment exerts great influence upon the organization, including policies of top
management and the Council of Ministers (Sapapong, 1996).

Another problem is that employee morale has decreased. Nearly all employees
earn low incomes, but pay high costs for daily living. Moreover, it requires extended
periods of time for employees to claim their benefits, including bonuses and

2
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compensation for overtime. In other Departments, on the other hand, employees have
higher morale than in the Department of Physical Education (Sapapong, 1996). These
issues suppress employee devotion to the organization and cause absence from work
and an increase in the number of supplemental jobs taken in order to earn more money
(rather than focus upon one’s actual career).

The problem which exists in other countries is a decrease in the rate of
industrial growth. During the last decade in the United States, new waves of concern
have been generated about ways for American organizations to remain competitive
(Raymond, 1986). Throughout American history, at no time has the need for
improved productivity and quality in both manufacturing and service organization been
more apparent than it is today. This need is evidenced by the considerable body of
research literature which deals with the productivity crisis in America (Ruffner &
Ettkin, 1987).

Similarly, the Department of Physical Education of Thailand has faced this
crisis both internally and externally, including budgets shrinking at unprecedented
rates, programs and services being cut, customer decreases, and plummeting employee
morale. As a result, administrators are in search of creative reform through Total
Quality Management. Furthermore, in recent years, a competitive era has emerged;
quality is important and has become critical in the performance of all organizations.
The success of the organization is the ultimate goal of management. Thus, Chief
Executive Officers (CEO) and managers are key to the successful management of
organizations which adopt and maintain TQM in all areas of the organization.

3
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Statement of the Problem

Research in the application of the Malcolm Baldrige National Quality Award
(MBNQA) criteria to the management of public organizations in Thailand has not been

carried out. The present study is a step toward correcting that situation.

Burpose of the Study

The purpose of the present study was to compare managers’ and employees’
perceptions of the organizational elements related to the Malcolm Baldrige criteria
(Total Quality Management).

Theoretical Framework

The theoretical roots of Total Quality Management have grown deep into the
history of U.S. industrial research. American psychologists have pioneered research
into the human relations approach, participatory management, and an understanding of
workers and customers. Researchers also include industrial engineers Frederick
Taylor and Frank Gilbreth, who redesigned jobs and developed training programs and
selection methods to enhance employee efficiency. Thus, there was merging of
psychology with applied interests and concerns for increasing industrial efficiency
(Muchinsky, 1993).

In May 1990, the International Conference Board summarized the key issues

and terminology related to TQM:
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[
.

The cost of quality as a measure of non-quality (not meeting customer
requirements) and a measure of how the quality process is progressing.

2. A cultura] change that appreciates the primary need to meet customer
requirements, implements a management philosophy that acknowledges this
emphasis, encourages employee involvement, and embraces the ethics of
continuous improvement.

3. Enpabling mechanisis of change, including training and education,
communication, recognition, management behavior, teamwork, and customer
satisfaction programs.

4. Implementing TOM by defining the mission, identifying the output, identifying
the customers, negotiating customer requirements, and developing a “supplier
specification” that details customer objectives.

5. Management behavior that includes acting as role models, use of quality process

and tools, encouraging communication, sponsoring feedback activities, and

fostering and promoting a supportive environment (Ross, 1995).

The quality gurus. Ross (1995) stated that “Quality Gurus” are at the root of
Total Quality Management. Three “Gurus” have developed the principles of Total
Quality Management: Deming, Juran and Crosby. Deming, the best known of the
“early” pioneers, is credited with popularizing quality control in Japan in the early
1950s. Today, he is regarded as a national hero in that country and the father of the
world-famous Deming Prize for Quality. He developed 14 universal points for

management, summarized as follows:
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9.

10.

achieve it.

11.

12.

13.

14.

Create consistency of purpose with a plan.

Adopt the new philosophy of quality.

Cease dependence on mass inspection.

End the practice of choosing suppliers based solely on price.
Identify problems and work continuously to improve the system.
Adopt modern methods of training on the job.

Change the focus from production numbers (quantity) to quality.
Drive out fear.

Break down barriers between the departments.

Stop requesting improved productivity without providing a method to

Eliminate work standards that prescribe numerical quotas.
Remove barriers to pride of workmanship.
Institute vigorous education and retraining.

Create a structure in top management that will emphasize the previous 13

points every day.

Juran was invited to Japan in 1954 by the Union of Japanese Scientists and

Engineers (JUSE). His lectures introduced the managerial dimensions of planning and

organizing and focused upon the responsibility of management to achieve quality and

the need for setting goals. Juran defined quality as fitness for use in terms of design,

conformance, available, safety, and field use. Thus, his concept more closely

incorporates the point—of--view of the customer. Juran developed 10 steps for quality

6
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improvement:

1. Build awareness of opportunities to improve.

2. Set goals for improvement.

3. Organize to reach goals.

4. Provide training.

5. Carry out projects to solve problems.

6. Report progress.

7. Give recognition.

8. Communicate results.

9. Keep score.

10. Maintain momentum by making annual improvement part of the regular
systems and processes of the company.

Crosby, author of the popular book Quality is Free, argued that poor quality in
the average firm costs about 20 percent of revenues, most of which could be prevented
by adopting good quality practices. He developed the following quality principles:
Quality is defined as conformance to requirements, not goodness. The system for
achieving quality is prevention, not appraisal.

I. The performance standard is zero defects, not “that’s close enough”.

II. The measurement of quality is the price of non-conformance, not indexes.
Moreover, Crosby stated that quality is free because the small costs of prevention will
always be lower than costs of detection, correction and failure.

Deming also developed his own 14 quality points:

7
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1. Management commitment. Top management must become convinced of the
need for quality and must clearly communicate this to the entire organization by written
policy, stating that each person is expected to perform according to the requirement or
cause the requirement to be officially changed to what the company and the customer
really need.

2. Quality improvement. Form a team composed of department heads to
oversee improvements in their departments and in the company as a whole.

3. Quality measurement. Establish measurements appropriate to every activity
in order to identify areas in need of improvement.

4. Cost of quality. Estimate the costs of quality in order to identify areas
where improvement would be profitable.

5. Quality awareness. Raise quality awareness among employees. They must
understand the importance of product conformance and the costs of non-
conformance.

6. Corrective action. Take corrective action as a result of steps 3 and 4.

7. Zero defects planning. Form a committee to plan a program appropriate to
the company and its culture.

8. Supervisor training. All levels of management must be trained in how to
improve their part of the quality improvement program.

9. Zero defects day. Schedule a day to signal to employees that the company
has a new standard.

10. Goal setting. Individuals must establish improvement goals for themselves

8
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and their groups.

11. Error cause removal. Employees should be encouraged to inform
management of any problem that prevent them from performing error-free work.

12. Recognition. Give public, non-financial appreciation to those who meet
their quality goals or perform outstandingly.

13. Quality councils. Composed of quality professional and team
chairpersons,
quality councils should meet regularly to share experiences, problems, and ideas.

14. Do it all over again. Repeat steps 1 through 13 in order to emphasize the
never ending process of quality improvement.

Thoughtful executives and managers tend to examine new organizational
theories and practices with both hope and skepticism. Executives and managers are
eager to find new approaches to puzzling and persistent problems, but they are also
wary of innovations which all too often promise much and deliver only frustration and
disappointment. Managers have learned to ask questions: Is this really a new concept
or just a new label for something we already know about? Is this something that will fit
my organization? How can I explain it to my colleagues and, especially, my boss or
board? (Schmidt & Finnigan, 1992)

These questions are particularly sensible when exploring the concept of Total
Quality Management. Although most of the elements of TQM are familiar to
American managers, in combination they provide a new way of thinking about
managing an enterprise and for applying a new and different culture and tradition.

9
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Achieving a consistently higher quality of products and services for customers requires
a significant difference in the way in which managers and employees view their roles,
responsibilities, and relationships. TQM involves changes in organizational culture,
with greater emphasis on collaboration and teamwork.

There are three conclusions from the theory and practice of TQM by some of
American’s leading companies and governmental agencies:

1. The current world competitive situation makes the examination of TQM a
“must” for any enlightened executive or manager.

2. TQM is deeply rooted in American organizational theory and management
practice.

3. The accomplishments of the Baldrige Award winner (and the “also - ran”
applicants as well) dramatize the power of the TQM process and American companies’
competence to implement it (Schmidt & Finnigan, 1992). The growing momentum of
the quality revolution creates some urgency for executives and managers to clearly
understand the implications of TQM and to assess its appropriateness for their
organizations.

Corporate culture. These needs require changes in behavior. Fifty years ago,
Japan and Germany suffered the worst defeats in recorded history, with their values,
their institutions and their cultures discredited (Drucker, 1992). But today’s Japan and
Germany are unmistakably Japanese and German in culture. In fact, changing
behavior works only if it can be based upon the existing “culture.”

Japan is the best example for other countries in Asia. Japan can work

10
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independently of all non-Western countries, as it has become a modern society.
Drucker (1992) noted that the modern Japanese corporations and universities are
thoroughly “Western” in form. But they were used as containers, so to speak, for the
mutual obligations and loyalties of a clan society (e.g, the lifetime commitment of
company to employee and employee to company, or in organization, groups workers of
autonomous firms held together as “vassals” by mutual dependence and mutual
loyalty). As a result, Japanese companies have become extraordinarily successful in
world markets due largely to the business discipline and management process embedded
in Total Quality Control. Using a marketing strategy based upon understanding and
meeting customer needs with quality products and services, they penetrated one market
after another (Schmidt & Finnigan, 1992).

When considering the application of this theory in Thailand, it can be useful
because there are minimal differences in culture between Thailand and Japan.
Thailand and Japan are in the same geographical region, and the main religion in the
two countries is Buddhism. Similarly, TQM can be applied in Thailand in the way it
was in Japan for mutual obligations and loyalties of a clan society, such as working

together and working as a team, mutual dependence, and mutual loyalty.

Importance of the Study

The present study was important because it is an original study of management

in Thai public organizations and was related to the quest for Total Quality Management

11
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in those organizations. Moreover, the study provides an instrument for use by chief
executive officers, managers, and employees contemplating the introduction of Total
Quality Management, or its progress in their organizations.

The results of the present study provide unique information as contribution to
the literature on public organizations; no identical or similar research was found in the

review of the literature.

Research Question

The present study addressed the perceptions of managers and employees of the
Department of Physical Education of Thailand by assessing the degree of differences
between managers’ and employees’ perceptions of the organizational elements related
to Total Quality Management. Thus, the research question was: Do managers and
employees differ in their assessment of how closely their organization meets the

Malcolm Baldrige criteria?

Scope of the Study

The present study focused on the Department of Physical Education of Thailand.
The subjects included 250 randomly selected individuals (60 mangers, 190 employees)

employed by the Department of Physical Education of Thailand

Definiti o

The following definitions established a reference point for terminology utilized

12
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in the present study. Other terminologies are defined as they occur in the text.

Managers. Managers are those persons who work as director or assistant
director, including the Chief of the Bureau. These managers are authorized by formal
or legitimate right to influence others, including the decision making for the overall
management process, directed toward the accomplishment of organizational goals.

Employees. Employees are physical education officers having a 3-9 degree
position level, including staffing and instructors in the College of Physical Education.
These persons were not authorized to command or influence others, including the
decision making for the overall management process.

Productivity. Productivity is the efficiency or effectiveness of individuals,
groups, organizational units, entire organizations (the Department of Physical
Education of Thailand) which results in the output motivation and individual
performance to serve people as well as coordination with other organizations.

Customers. Customers are those persons who use any service and participate
in any activity offered by the Department of Physical Education of Thailand, including
students who attend the Colleges of Physical Education and Sport Schools which belong

to the Department of Physical Education of Thailand.

S | Organization of the Stud

This chapter provided an introduction to the Malcolm Baldrige National Quality
Award. Chapter 2 provides a review of the literature pertaining to quality issues in the
organization, measuring quality, and the Malcolm Baldrige National Quality Award

13
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related to TQM. Chapter 3 describes the research methods employed in the present
study, including the research design and the procedures utilized in the data collection.
Chapter 4 describes the statistical analysis relative to the study’s purpose. Finally,
chapter 5 includes a summary, followed by conclusions, a discussion, and

recommendations for the further research.

14
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Chapter 2

REVIEW OF THE LITERATURE

The review of the literature in this study focused on the quality issues in an
organization, basic concepts of TQM, measuring quality, TQM in public organizations,
and the Malcolm Baldrige National Quality Award. These issues are important to the
organization, and can be affected to benefit of the organization if managers or

administrators can operate more efficiently.

Ouality Issues in an Organizati

Ross (1995) noted that Dr. Deming, the best known of the “early” pioneers, is
known for his popularization of quality control in Japan in the early 1950s. Today, he
is regarded as a national hero in that country and is the father of the world-famous
Deming Prize for Quality.

In the 1980s, there was much talk of a productivity crisis within organizations,
especially those in the United States. Increased high labor costs reduced the
competitiveness of U.S. goods in the international marketplace, when compared with
products produced in lower-wage countries, such as Korea and Taiwan (Fisher, et al.,
1993). Moreover, the rate of increase in output-per-market-hour slowed dramatically
in the 1970s and early 1980s. There was a phenomenal yield in Japan, Italy, France,
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and Germany. They had substantially higher rates of productivity growth throughout
the 1970s. Only the United Kingdom has experienced a slower growth rate.

Strauss (1974) noted that concern about productivity has prompted a great deal
of research and innovation in recent years. In 1986, productivity rose in more than
75% of the industries surveyed by the Bureau of Labor Statistics. In 1987, it rose
again in more than two-thirds of the industries. In the early 1980s, when Japanese and
German goods were widely acknowledged to be superior in quality to many
domestically produced goods, a major concern developed. Customers became
increasingly sensitive to quality and U.S. organizations were at a loss as to how to
respond. There was a frantic and often unsuccessful rush to copy Japanese
management practices in the hope that these practices would automatically raise
quality. Since then, a great deal of research, consultation, and management attention
has been developed, refined and widely adopted (Dobyns & Mason, 1991). Thus, it is
fair to say that there has been a revolution in thinking about quality in organizations.
Quality improvement is now recognized as absolutely essential because standing still on
quality is tantamount to falling behind one’s competitors at home and abroad (Schlicher,
1977).

Quality demands are being imposed not just by the end consumers of
manufactured goods but by intermediate consumers as well. Many large organizations
now demand that their suppliers have a second quality process for ensuring that quality
is a high priority, that it is built into products, and that it is continuously improved
(Crosby, 1979). For instance, General Motors Corp. required that Velcro USA not
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just meet quality standards for binding tape used in automobile manufacturing but also
implement a Total Quality Management process and philosophy (Scherkenbach, 1988).
Dobyns and Mason (1991) argued that new concern for quality in the organization is
not restricted to manufacturing industries but has taken root in the service sector as
well. It can be argued that quality is even more important in that sector because
services are rendered to clients in real time. There is no chance to inspect and correct
errors before the product reaches clients. The service produced is intangible, and it is
consumed the moment it is produced (Fisher, et al., 1993). Furthermore, most guality
improvements affect all sectors and are directed toward providing better service to
customers, whether those customers are internal or external to the organization or
whether the product they require is tangible or intangible.

Some of the new approaches to improving organizational performance have
relied heavily upon computer-controlled manufacturing, statistical methods, and new
arrangements with suppliers, such as just-in-time delivery systems (Schultheis &
Sumner, 1995). However, many approaches emphasize human roles in improving
organizational effectiveness, either alone or in conjunction with some of the above
methods. Any major change emphasized in productivity or quality impacts employees’

jobs and is critically dependent upon employees for success (Huber, 1986).

Quality Defined
Juran and Gryna (1980) stated that an essential requirement of a company’s

products is that they meet the needs of those members of society who will actually use
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them. This concept of fitness for use is universal. It applies to all goods and services
without exception. The popular term for fitness for use is quality and a basic
definition becomes: quality means fitness for use.

There are many definitions of quality, however. In an organization, two basic
approaches can be defined. First, quality can mean conformance to specifications.
This means the product or component has zero defects if it is within the tolerances
specified in advance (Shing, 1986). For instance, a filled 500- gram box of cereal is
acceptable if it contains between 497 and 503 grams of cereal. Note that this measure
has no reference to customer wishes. All boxes may be perfectly filled, but if
customers want to buy much smaller or much larger boxes of cereal, the perfectly filled
500-gram boxes will not sell (Fisher, et al., 1993). Second, quality is defined as
“meeting customer requirements.” Polls measure customer satisfaction with the
product’s features and value. Petrick and Furr (1995) stated that most progressive
organization now defines quality as meeting or exceeding customer expectations.

The phrase “total customer satisfaction” is used to incorporate both meeting and
exceeding customer expectations over time. Scherkenbach (1988) noted that the
foundations of the quality movement were developed in the writings of Deming, who
asserted that manufacturing must produce quality rather than attempt to create quality
by a final inspection. Deming defined quality as a predictable degree of uniformity
and dependability at low costs and suited to the market (Ross, 1995). Juran (1989)
defined quality as fitness for use in terms of design, conformance, availability, safety,
and field use. An increasingly common definition of product quality is that a product
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must conform, in some sense, to a measurable standard or requirement. Garvin (1988)
noted that quality is the degree to which a specific product conforms to a design or
specification. Crosby (1992) agreed with that, defining quality as conformance to
requirements, not as goodness. Gavin (1987) proposed eight attributes of quality: 1)
performance , 2) features, 3) reliability, 4) conformance, 5) durability, 6) service
ability, 7) aesthetics, and 8) perceived quality. Based upon these attributes, Gavin
believed that improving scales of quality allows manufacturers to focus on and compete

with individual attributes such as a product po