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Abstract

MSMEs have been competing with multinational companies both at home as well as export market for
years due to globalization of the economy and liberalization of import regulation. After the liberalization
process, these aspects have become imperative for very survival of MSMESs. The aim of the research is to
study the problems and challenges during implementation of TQM practices in MSMEs. Inspite of
problems and challenges to deploy TQM practices in MSMEs, TQM practices are being implemented. In
response to the pressure of an open market economy, most of the MSMEs have adopted TQM practices.
MSMEs should consider TQM as an innovative tool for improving operational -and organizational
performance in today’s dynamic manufacturing environment. The study has contributed to the practical
and academic knowledge of Total Quality Management in MSMEs.
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Introduction

Due to rapid globalisation taking place, there is aggressive competition in the international market. Global
competition has made organisations face challenges to successfully compete in today’s international
market. The stress of competition is being experienced with the increase of its magnitude and worldwide
participation in trade and commerce after the formation of WTO. In today’s scenario, there is lot of stress
on manufacturing industries to regularly provide products of world class quality and that too at a price
which is competitive to provide worth for money. As a result of this competition, the economic growth of
a nation has taken place. After analysis of the impact of domestic competition, it was concluded that
performance of trade is considerably impacted by domestic competition in terms of world export share.
Competition is an aspect which is very closely related to competitiveness. Whereas competition is an outer
and situational aspect whereas competitiveness is a chief characteristic of anything which can be enhanced
and improved. In the present-day viewpoint, competitiveness has turned out to be a primary driving force
in economics like gravitational force in physical science. There is an attempt to increase competitiveness
in various countries and regions. It involves competitiveness of various countries, industrial sectors and
independent units. The fiscal power of a nation or business or organization in relation to its competitors in
the economy of international marketplace where there is free movement of commodities, services, people,
skills, and ideas across physical boundaries is described by competitiveness. In the worldwide
competitiveness game, extremely competitive entities emerge as the winners.
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To be and remain competitive, not only domestically but also globally, is the greatest challenge for an
industry these days. The enhancement of competitiveness, which is a multi-dimensional concept, can be
done in many ways. Most suitable way of creating long lasting competitive advantage for business is the
quality way, which is an effectual and recognized method. Many renowned instances of countries and their
organizations can be given to support the fact that competitiveness has been achieved by employing the
methods and concepts of quality.
Total Quality Management (TQM) happens to be the latest management concept in
globalized and rapidly varying business environments. These days, the organizations are treating TQM as
the supernatural power to improve organizational performance, creating learning organization, alteration
of both the employees and the management interaction and behavior. Various previous studies have
established that TQM creates profound impact on performance of both large as well as Micro small and
medium enterprise (MSME). Numerous researchers have also considered the concept of Standardization
of Quality (1SO 9000 standards certification) related with the TQM. This study aims to examine problems
and challenges during implementation of TQM practices in MSMEs and whether particularly in India.

Research objective

To study problems and challenges during implementation of Total Quality Management practices in
MSMEs

Total Quality Management

In the Global marketplace, increased levels of competition have resulted in quality, which has turned out
to be of huge importance to the organizations and consequently, Total Quality Management (TQM) has
become a key management issue. A considerable number of industries are applying TQM, and the topic is
the subject of many books and papers these days. Today TQM appears to be a well-accepted system of
management. However, two decades ago, terminology was not used. Before discussing the origin of TQM,
it is necessary to understand the terminology. This is not an easy task since every writer on this subject has
their own definitions, by and large devising it to suit their own beliefs, prejudices and business and
academic experiences. The result is a proliferation of unique definitions and confounds comparisons and it
adds to the difficulties of understanding an analysis. Even with the publication of an international definition
of TQM in I1SO 8402 (1994) there is ample evidence that writers and researchers do not stick to this
definition and create their own unique offering. Moreover, as Hackman et al. (1995), Christian et al. (995)
stated many interventions not related with TQM that are being encompassed under TQM banner. Despite
the divergence of views on what constitutes TQM, there are several common elements running through the
various definitions. Several writers have tried to define the different dimensions that shape TQM, including
Ahire (1996), Dale et al. (1999), Flynn et al. (1994), Darrell (2003) and Eaton et al. (1998).

Important factors of TQM implementation

The past decade has seen MSMEs focus on Total Quality Management (TQM). Despite the current
competitiveness of the business climate, every organisation desires and strives to survive and be successful
to expand and grow. Total quality management (TQM) is a technique of managing to enhance efficiency,
profits, market share, cohesiveness, flexibility, and competitiveness of a firm. But, for that, careful planning
and good management quality is required for their products and services. The following factors are
considered as essential and crucial for achieving successful TQM execution within any company.

1. Management commitment
Management commitment is of utmost importance in an organization. Every employee should be aware of
TQM policies. Vision of the organization should be clear to deploy TQM successfully.

2. Customer focus

It means degree to which an organisation focusses on and continually satisfies customer requirements. Such

organisations are expected to be successful as they give priority to customer requirements and maintain

close relationship with the customer. It helps determine the customer’s taste, colour, and preferences.

Therefore, it is necessary to get the customer closely involved in the product design and development with

valuable input to every stage. The customer allows an organisation to exist, thus prioritising customer is
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one of the major factors of the framework of Total quality management. Every element should focus on
total customer satisfaction for both internal and external customers.

3. Employees involvement and participation

TQM environment or culture needs committed and skilled employees, who all can fully participate in the
activities performed to improve the quality. MSMEs must encourage all its employees at all levels to take
responsibility. They must also boost them to communicate well toward refining the quality at all production
stages. Since managers and supervisors hire the employees, so they should consider the employees as
intelligent and capable having effective ideas.

4. Training and education

Training and education in any field are utmost important in determining the success of implementation of
Total Quality Management. MSMEs should consider that empowerment and involvement is not that
effective unless employees receive formal, systematic training on Total Quality Management. Education
and training programs should target everyone working in the organisation. It is the responsibility of
everyone to get involved in such training programs conducted by the organisation. The training programs
help employees from the top management to the labour-force to understand the philosophies of TQM.

5. Communication

Communicating is a path towards TQM, leading to reduce one’s fear and confusion. Good communication
is a bond that holds together the Total quality management process. Direct communication between
employees and supervisors, face-to-face interaction, and a good feedback system are very significant in
conveying ideas to the management and facilitating TQM.

6. Culture

The culture within a company is nothing but the interaction that takes place between employees within an
organisation. A relationship gets created within the employees by their behaviour. Culture, in other words,
can be described as the beliefs which permeate the company regarding the processes. These processes tell
us how to conduct the business, how the employees must behave, and the way they prefer to be treated.
Total quality management culture consists of a co-operation and openness, which is required to be created
by the organisation management. In TQM culture, all the employees are made to feel considered,; it happens
only if they are involved in the development of the vision, strategies, and plans of the organisation. The
implementation of TQM culture is important because employees are unlikely to behave in an acceptable,
responsible manner unless they see the management shows commitment.

Leaders should be the first to provide the initiative to apply Total Quality Management, as well as support
quality programs.

Problems and challenges in TQM implementation

There are various problems and challenges which MSMEs face during TQM implementation. Being aware
of some of the challenges faced by them within the same or different sectors, MSMEs are contemplating
implementation of TQM and can accordingly prepare themselves to meet and address those challenges. It
will make the process of implementation of TQM faster and smoother.

The problems and challenges can be classified into three categories as below.
1. Employees related
2. Management related
3. Due to lack of employee empowerment.

1. Employees related:

Factors related to employees are as follows:
a. Employees are not trained to implement TQM practices.
b. Responsibility and accountability of employees are not defined.
c. Resistance to change among employees is there.
d. Training provided is not focused.
e. Employees are not well equipped to tackle problems.
f. Quality action procedures are not clear.
g. Cross functional teams are not active.
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2. Related to Management: Factors related to management are as follows:
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Time constraint.

Inadequate resources for implementation of Total Quality Management practices.

Inadequate Customer focus.

Improper coordination with suppliers.

The workforce is not committed to quality.

Frequent turnover of the employees.

Employees are not adequately rewarded/recognized for their contribution towards quality
improvement.

Lack of understanding regarding implementing aspects of Quality Management tools by middle
level managers.

Difficulty in changing the quality culture of the organization.

Processes are not benchmarked.

High cost of implementation of TQM outweighs benefits.

Frequent turnover of middle and top management.

. The best practices / products are not benchmarked.

Quality activities are driven more by cost reduction than by customer satisfaction.

The top management and leadership are also a few obstacles faced by some of the responding
organizations. There is a degree of high positive association between the quality of management and
the performance of the industry. Non-co-operation of top management is one of the several major
critical factors for non-implementation of effective Total Quality Management. Successful quality
performance requires top management to be dedicated to the goal.
Lack of employee empowerment:

a. Quality practices start at the grass-root level. To build a culture of quality across the industry, it is

highly essential for employees to be encouraged at all levels. Such a culture can be established by
giving due importance to quality at every level.

b. In Japanese industry, during production, in case of non-conformity of any process/product, even a

worker is empowered to stop any production line. Similar type of empowerment is required in
related Indian MSMEs to be successful in implementation of Total Quality Management practices.

Research Methodology

Data collection method

Primary data is collected by different methods:

Surveys: In surveys, a questionnaire is prepared to collect data from various respondents.

Interviews: It involves physical or virtual conversation between researchers and respondents to collect

data.

Secondary data is collected by referring journals, magazines, and newspapers.

Data analysis is done using statistical methods like mean, mode, ratios, percentages, and hypothesis
testing.

The responses of all participants were gathered and analysed. The result showed that based on the
respondents which agree and strongly agree. Most critical challenges are quality objectives being driven
more on cost reduction than on customer satisfaction (68.9%), cross functional teams are not active
(65.5%), quality action procedures are not clear (66.4%), process are not benchmarked (64.7%) and
improper coordination with supplier (65.8%). Similarly, comparatively fewer challenges based on the
responses, were workforce not committed to quality (48.9%), difficulty in changing quality culture of the
organization (52.5%), employees are not adequately rewarded/recognized for their contribution towards
quality system (52.7%), frequent turnover of employee (54.3%) and higher cost of implementation of TQM
outweighed its benefits (55.8 %).
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Response of factors for identifying Problems and Challenges in the Implementation of Total Quality Management Practices

Level of problem and challenge (in %)

Sr. No Attribute Strongly Disagree Neutral Agree Strongly
disagree agree

1 Employees are
not trained for 7.3 4.8 24.2 49.1 145
TQM practices

2 Time 3.7 9.1 28.5 44.2 145
constraint.
Inadequate

3 resources for 7.4 11.0 25.2 41.7 14.7
implementation
of TQM
practices

Responsibility
and

4 accountability T 9.1 23.8 37.2 22.6
are not defined.

Resistance to
5 change among 3.0 12.7 27.9 40.6 15.8
employees.

Inadequate
6 Customer 9.8 11.6 21.3 38.4 18.9
focus

Inadequate
7 empowerment 6.2 7.3 28.5 40.6 16.4
of employees

Inadequate

8 commitment
from top and 6.6 8.5 28.5 38.8 17.6
middle
management.

Focused
9 training is not
adequate. 3.6 13.4 22.6 42.1 18.3

Employees are
10 not well
equipped to 54 12.3 20.9 38.7 22.7
tackle
problems.

Quiality
11 procedures are
not clear. 4.0 11.3 18.3 47.9 18.5
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12 Cross
functional 4.9 8.6 21.0 41.4 24.1
teams are not
active.

13 Inadequate
focus on the 11.0 8.6 22.1 34.4 23.9
customer.

14 Improper
coordination 9.0 9.6 15.6 39.2 26.6
with supplier.

15 Inadequate
training for the 9.7 7.3 22.4 32.1 28.5
employees.

16 The workforce
is not 3.9 11.7 35.5 23.4 25.5
committed to
quality.

17 Frequent 4.3 8.3 33.1 34.4 19.9
turnover of the
employees.

Employees are
18 not adequately 3.7 4.8 38.8 30.9 21.8
rewarded
[recognized for
their
contribution
towards
quality
improvement.

19 Lack of
understanding
regarding 3.7 8.6 28.8 33.1 25.8
implementation
aspect of

TQM tools by
middle

level managers.

20 Difficulty in 2.4 14.6 30.5 28.7 23.8
changing the
quality culture
of the
organization.

21 Processes are 3.0 15.8 16.5 415 23.2
not
benchmarked.

22 High cost of

implementation
of TQM 2.9 11.2 30.1 34.5 21.3
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outweighs
benefits.

Frequent
23 turnover of 7.3 13.9 20.0 38.8 20.0
middle and top
management.

The best
24 practices /
products are 7.3 7.3 24.4 39.0 22.0
not bench
marked.

Quiality
activities are
25 driven more on
cost reduction 7.3 15.1 8.7 38.6 30.3
than on
customer
satisfaction.

Conclusion

Implementation of TQM can be a complex process that requires careful planning and  coordination. It
involves changes at all levels of the organization and across all the functions from production to customer
service. This can make it difficult to manage the implementation process and to ensure that all aspects of
TQM are aligned with the principles of TQM.

Measuring the success of TQM can be challenging. Unlike other business strategies the benefits of TQM
may not be immediately clear, and it can take time to see the results. This can make it difficult to assess
the effectiveness of the strategy and to maintain momentum and commitment over the long run.
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