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INTRODUCTION 

Local governments are facing a formidable array of challenges (Glaser 1993) and many 
local governments are "nearing a state of fiscal and service delivery crisis" (Marlowe and Nyhan 
1993, 1).  Moreover, productivity growth rate in local governments is declining (Marlowe and 
Nyhan 1993), funds are diminishing (Whitten 1989), thousands of employees have been laid off 
(Osborne and Gaebler 1992), and citizens are demanding more services with less taxes (Mali 
1990).  According to Mali (1990), 71 percent of cities who responded to a survey (n=20) reported 
that citizens are demanding more government services, but with lower taxes.  Further, citizens 
confidence in government is extremely low (Newell 1988; OPM 1992; and Osborne and Gaebler 
1992).  Over 60 percent of Americans voters believe that most of their taxes is wasted by 
government (OPM 1992).  In 1992, only 14 percent of the American people had a great deal of 
confidence in government (OPM 1992), and only 5 percent of American surveyed indicate that 
they would choose government as their preferred career (Osborne and Gaebler 1992).  In brief, 
government "needs fixing" (Walters 1992). 

To cope with the challenges they are facing, a large number of local governments have 
implemented TQM and many have documented positive results (Box, Joiner, Rohan, and 
Sensenbrenner 1991; Brown 1992; Buckwalter, Chesnut, and Parsons 1993; Carlisle 1990; 
Contino and Giuliano 1991; Galloway 1992; Luther 1993; Pfister and Wart 1993; Ream 1992; 
Sarno, Kolak, and Moore 1990; Stewart 1988; and, Walters 1992).  Governments that have 
implemented TQM effectivelly have experienced reduced waste and overall cost of quality 
(Becker, Golomski, and Lory 1994; Buckwalter, Chesnut, and Parsons 1993; and Ritter 1991); 
increased employee morale (Moore 1990); reduced absenteeism (Moore 1990); improved 
organizational effectiveness (Buckwalter, Chesnut, and Parsons 1993; and Walters 1992); 
improved productivity (Becker, Golomski, and Lory 1994; Carlisle 1990; and Mead, Rasmussen, 
and Seal 1986); improved employee sensitivity to customers--citizens--(Carlisle 1990); and 
major annual savings (Brown and DeCrease 1991; and Moore 1990).  

Unfortunately, organizations that have achieved positive results from  TQM are in the 
minority.  The majority have not obtained the hoped-for results. Failure has been common 
(Eskildson 1994; Goodman, Bargatze, and Grimm 1994; Harari 1993a, 1993b; Merron 1994; 
Sherwood and Hoylman 1993; Steele 1993; Walker 1992; and, Walters 1992).  Titles such as: 
"When TQM Goes Nowhere"; "Ten Reasons Why TQM Doesn't Work"; "10 Reasons Why Total 
Quality Is Less Than Total"; "Why Does Total Quality Fail in Two Out of Three Tries"; and 
"Why TQM Fails and What To Do About It" are becoming common in  journals. 

The current trend of TQM implementation raises the question of why some organizations 
fail at TQM while others succeed? Identification of factors that cause TQM to fail or succeed are 
critical if the benefits that TQM promises are to be realized.  Yet, very little empirical research 
has been done to identify the organizational and behavioral preconditions required for effective 
TQM implementation.  Therefore, the purpose of this study is to investigate the role of 



organizational culture in impeding or promoting the implementation of TQM in small US cities. 
 

Total Quality Management 
TQM is defined as "fitness for use" (Juran 1989);  "conformance to requirements" 

(Crosby 1979, 1984); "meeting the customer's needs and expectation, present and future" 
(Deming 1986);  "a way to continuously improve performance at every level of operation, in 
every functional area of an organization, using all available human and capital resources" 
(Brocka and Brocka 1992, 3); "a philosophy that focuses attention on customers' wants, a set of 
techniques that are needed to institutionalize a system, and a leadership necessary to keep the 
organization operating according to the philosophy of customer service" (Kramer 1993, 16); "an 
organizational strategy and accompanying techniques that result in the delivery of high-quality 
products and/or services to customers" (Lee, Luthans, and Hodgetts 1992, 44); "everything of 
value to a public service organization and the end users of its services... [and] a set of principles, 
tools, and procedures that provide guidance in the practical aspects of ensuring quality in 
services" (Keehley 1992b, 10-11); "meeting the agreed requirements of the internal and external 
customers now and in the future" (Robson 1989, 71); "a set of concepts and tools for getting all 
employees focused on continuous improvement, in the eyes of the customer" (Schonberger 1992, 
17); "knowing your customer, both internally and externally" (Powell 1989, 44); "a total 
commitment to a customer-oriented and customer-satisfaction culture" (Hensler 1994, 166);  and 
"organizational equivalent of truth" (Harrison and Stupak 1993, 11).  This study adopts the 
definition used by the GAO is adopted because it accentuates the commonly agreed-upon 
primary elements of TQM.  GAO (1991b, 41-42) defines quality management as: 

A leadership philosophy that demands a relentless pursuit of quality and the 
stamina for continuous improvement in all aspects of operations: product, service, 
processes, and communications.  The major components of quality management 
are leadership, a customer focus, continuous improvement, employee 
empowerment, and management by fact. 
 

Organizational Culture 
Harrison and Stokes define organizational culture as "the pattern of beliefs, values, 

rituals, myths, and sentiments shared by members of an organization" (Harrison and Stokes 1992, 
1).  It is "made up of those aspects of the organization that give it a particular climate or feel.  
Culture is to an organization what personality is to an individual.  It is that distinctive 
constellation of beliefs, values, work styles, and relationships that distinguish one organization 
from another" (Harrison and Stokes 1992, 13).  They distinguish between different types of 
culture: (1) power; (2) role; (3) achievement; and (4) support.  Table 1 summarizes the main 
characteristics of these four types of organizational culture.  This study adopts Harrison and 
Stokes' (1992) definition of organizational culture which is commonly adopted in the literature 
(Atkinson 1990; Cartwright and Cooper 1993; and Hebden 1986). 

 
 
 
 
 
 



Table 1 
Types of organizational culture 

 
Type 

 
Characteristics 

 
POWER 

 
Leadership is based on strength. 
 
Motivation is based on rewards and punishments.  
 
Decisions are made by the leader. 
 
Autocratic and hierarchical form of organization. 
 
Minimum attention is given to the customer. 

 
ROLE 

 
Bureaucratic and hierarchical form of organization. 
 
Employees are motivated by extrinsic rewards (Theory X). 
 
Heavy reliance on rules and regulations. 
 
Employee participation is limited.  Impersonal procedures. 
 
What people do is more important than the people.  

 
ACHIEVEMENT 

 
Mission-driven organizations. 
 
Employees are motivated by the achievement of goals. 
 
Emphasis on teams' commitment to achieve goals. 
 
High level of participation in a pursuit of the goals. 
 
Underorganized. 

 
SUPPORT 

 
Mutual trust between the individual and the organization. 
 
People believe that they are valued as human beings. 
 
Highly motivated employees. 
 
High level of cooperation between members. 
 
People are assumed to work and contribute (Theory Y). 

Source: Developed by the author based on Atkinson's (1990); Cartwright 
and Cooper's (1993); Harrison and Stokes' (1992); and Hebden's 
(1986) descriptions of the four types of orgizanication culture. 

 
TQM & Organizational Culture 

It is essential for any organization attempting to implement TQM to transfer from the 
existing culture to a quality culture where the primary value is improving quality in a continuous 
basis.  Otherwise, the TQM initiative will not deliver the hoped-for results due to the fact that 
employees will revert to the old ways of doing things, and the efforts to improve quality and 



productivity would, therefore, be wasted.  Kravchuk and Leighton (1993) investigated the role of 
organizational culture and leadership in determining the success of TQM implementation in state 
government.  They concluded that "successful implementation of TQM in state government is 
contingent on strong managerial leadership and receptive administrative culture" (Kravchuck and 
Leighton 1993, 71).  Similarly, Brown and Alan (1992) investigated TQM initiatives in Western 
Australian organizations and concluded that developing a quality culture was a critical 
component of these initiatives.  The link between organizational culture and TQM is being 
realized and gaining great attention in recent years (Atkinson 1990; and Pindur, Kim, Reynolds 
1993).  "In 1986, ASQC surveyed 600 managers across the country asking the importance of 
several contributing factors in developing quality.  Ten percent responded that organizational 
culture was the most important ingredient contributing to quality.  In 1988, they performed a 
similar study of 600 different managers.  This time, 40 percent replied that organizational culture 
was the most important component producing quality" (Covey and Gulledge 1992, 70). 

According to the organizational culture concept, if TQM initiatives are to be successful, 
organizations must establish a quality culture that highly values teamwork (Atkinson 1990; and 
Vinzant and Vinzant 1993); employee involvement, participation and empowerment (Carr and 
Littman 1993; Robson 1993; and Sirota, Usilaner, and Weber 1994); open communication 
(Johnson 1993b); organizational democracy (Hurwitz 1992); cooperation rather than competition 
(Sashkin and Kiser 1993; and Ubling 1994); risk taking, learning, and creative thinking (Cocheu 
1993); preventing errors, mistakes, and defects rather than inspecting for them (Crosby 1979; 
Juran 1989; and Robson 1988); customer satisfaction (Atkinson 1990; Hagan 1994; and Nordin 
1993); and long-term focus on continuous improvement (Carr and Littman 1993; and Hurwitz 
1992). 

In a quality culture, the organization must have a common vision that is shared by all 
members of the organization (Carr and Littman 1993; and Weber 1994); view defects and 
problems as opportunities for improvement (Carr and Littman 1993; and Robson 1988); reward 
and recognize employees when results are achieved (Sashkin and Kiser 1993); use quality 
information for improvement rather than judging or controlling people (Hurwitz 1992; and 
Sirota, Usilaner, and Weber 1994); and must base its decisions on objective data (Carr and 
Littman 1993). The quality culture must replace the "test and fix," and "if its not broke do not fix 
it" values with a detect and prevent culture (Robson 1988).  The  "the way we do things around 
here" and "cover yourself" values are incompatible with the quality culture and must be replaced 
with a quality culture that views continuous improvement as essential to the success of the 
organization and problems as opportunities for improvements.  

 
RESEARCH METHODOLOGY 
Respondents and Data Collection 

The International City/County Management Association (ICMA), through its Director of 
Research, Haywood Talcove, provided a listing of all US cities with populations between 50,000 
and 125,000 and council-manager forms of government.  Of the 242 cities in the US that met 
these two criteria and that were in the ICMA data base, 142 were contacted in summer and fall 
1993 by telephone and 80 by mail to solicit their participation in the study.  Twenty cities were 
not contacted in advance due to erroneous phone numbers and/or incorrect mailing address.  

Packets were sent to the 78 cities that agreed to participate in the study and to 20 other 
cities without advance notice.  The packets included a questionnaire to be completed by the city 



manager, and a set of 20 questionnaires to be completed by other employees.  In total, 98 cities 
received the packet.  After five waves of mailings and telephone calls, complete and usable data 
were received from 56 cities (23 percent of all council-manager cities in the US with populations 
between 50,000 and 125,000). 

 
Instrumentation 

Two questionnaires were used were used to collect data for this study.  The first 
questionnaire was used to collect data from city managers. The core of this instrument was 
developed and used by the United States General Accounting Office (GAO) to collect data on 
TQM implementation in civilian and DoD installations.  Minor modifications were made, such as 
the elimination of questions which relate to the activities and efforts of the FQI.  Other items 
were added to measure such variables as management's perceptions of employee participation. 
The questionnaire measures the level of TQM implementation based on the implementation of 
TQM activities.  It also asked city managers about the level of TQM implementation success 
based on their perceptions, and their perceptions of employee participation. 

The second questionnaire was used to collect data from employees. It contains portions of 
instruments which are already in existence and have been used and tested.  Without jeopardizing 
the validity of the original instruments, some modifications were made for the purposes of this 
study. The questionnaire measures the level of TQM success based on employees' evaluation. It 
also asked employees about their perceptions of employee participation. 

 
Variables and Measurement 

Total Quality Management. To determine the level of TQM success and/or failure, 
cities were first categorized as (a) did not implement TQM; (b) implemented TQM in all units of 
the organization; (c) implemented TQM in one unit or more; and (d) implemented TQM but 
discontinued. For those who implemented TQM (b and c), four indexes of TQM implementation 
were used.  The first three indexes used data collected from city managers and the fourth index 
used data collected from employees and administrators other than the city manager. 

In index 1 of TQM implementation, level of success was based on self-reported TQM 
activities that had been undertaken by the city.  The GAO's (1992) instrument and the criteria for 
the Presidential Award For Quality were used to calculate the level of success.  The Presidential 
Award For Quality assigns a weight for each element of TQM.  In each element there are several 
activities that collectively determine the extent to which the element has been satisfied.  The 
elements together determine the level of success.  The TQM elements, their weights, and the 
number of activities in each, respectively, are:  leadership (20, 11); strategic planning (15, 6); 
customer focus (35, 4); training and recognition (15, 9); employee empowerment (20, 6); 
measurement and analysis (15, 5); quality assurance (30, 2); and results (50, 5).  The maximum 
possible points and total number of activities are 200 and 48, respectively. 

Since TQM requires several years to reach full implementation and produce ultimate 
results and most of the cities that responded did not start TQM implementation until 1992 and 
1993, 1993 (when the data were collected) is too soon for an evaluation of the success of the 
TQM programs in many of the surveyed cities.  Thus, the step-by-step plan and timetable for 
implementing total quality that was developed by the Westinghouse Engineering Technology 
Department, the step-by-step plan and timetable developed by the GAO for implementing 
TQM(GAO 1991), Fort Lauderdale, FL quality improvement efforts (Moore 1990; and Sarno, 



Kolak, and Moore 1990), Juran's (1989, 1992), and Juran and Gryna's (1993) approaches to 
implementing quality were used to adjust the success measures for "maturity" of the cities' TQM 
programs.  Activities that are not usually undertaken during the first year of TQM program were 
eliminated from the scoring of cities that implemented TQM in 1993, and activities that are not 
usually undertaken during the first two years were eliminated from the scoring of cities that 
implemented TQM in either 1992 or 1993.  Alternatively, activities that had been undertaken 
were not eliminated even if they should not have been initiated until later in the implementation 
process.   Based on the weight, number of activities in each element, and the adjustment for 
maturity, the scale of TQM was computed to determine the level of success.  The sum of the total 
points for each element determines the level of success using the following scale:   above 120 
points indicates "a world-class TQM approach"; between 90 and 120 points indicates "a well 
developed TQM approach"; between 60 and 90 points indicates "a well planned TQM approach"; 
between 30 and 60 points indicates "the beginning of a sound TQM approach"; and below 30 
points indicates "the beginning of TQM awareness" (United States Office of Personnel 
Management, Federal Quality Institute, 1992). 

In index 2 of TQM implementation, level of success was based on the city managers' 
views of positive results achieved from TQM implementation.  Managers were provided with a 
scale (0 = "very unsuccessful" to 100 = "very successful") and asked to indicate how successful 
or unsuccessful their cities were in achieving positive results as a result of TQM.  To be 
compatible with TQM Index 1 for comparison purposes, scores were multiplied by 2. 

The level of success in index 3 of TQM implementation was based on the city managers' 
evaluation of the level of TQM implementation.  Managers were provided with a scale (0 = "very 
unsuccessful" to 100 = "very successful") and asked to indicate how successful or unsuccessful 
their cities were in implementing TQM, regardless of whether they achieved positive results or 
not.  Final scores were multiplied by 2 to render the scale compatible with previous scales of 
TQM level of implementation. 

TQM Index 4 determines the level of success based on employees' evaluations of TQM 
activities.  Ten items from Tagliaferri's (1991) Total Quality Management Survey were selected.  
These items measure TQM on 8 dimensions:  quality processes (1 item); quality results (2 items); 
human resource utilization (1 item); teamwork (1 item); communication and information (1 
item); customer focus (2 items); continuous improvement (1 item); and leadership (1 item).  
These items are measured in a five-point Likert type scale (1 = "strongly disagree"; 
2 = "somewhat disagree"; 3 = "uncertain"; 4 = "somewhat agree"; and 5 = "strongly agree").  The 
maximum possible points when only the positive responses ("Strongly Agree" and "Somewhat 
Agree") are considered is 50.  The level of success is determined as follows: the sum of the 
positive points divided by total possible points is multiplied by the total weight (200). 

Organizational Culture.  To assess the culture of the organization, Harrison and Stokes' 
(1992) instrument for Diagnosing Organizational Culture, was adopted.  The instrument consists 
of 15 items.  For each item, there are four choices representing four types of organizational 
culture (a = Power, b = Role, c = Achievement, and d = Support).  Using the forced-choice 
method, employees were asked to rank the choices (a, b, c, and d) based on ranking keys 
(4 = "most dominant, most preferred, and was most dominant" to 1 = "least dominant, least 
preferred, and was least dominant) three different times.  The first time to identify the existing 
culture (the dominant view); the second time to identify the former culture (the dominant view 
three years ago) (this variable was added to the original instrument by the researcher); and the 



third time to identify the preferred culture (the most preferred alternative).   
The existing power-oriented culture score was computed by adding the "a" scores in the 

existing culture column.  The procedure was repeated two times to compute the preferred power-
oriented culture score and the former power-oriented culture score.  The same procedure was 
followed with respect to the role-oriented culture, achievement-oriented culture, and support-
oriented culture.  The existing culture index was computed by adding the "c" and "d" scores in 
the existing culture column and subtracting the "a" and "b" scores in the same column.  The 
procedure was repeated two times to generate the preferred culture index and the former culture 
index.  

 
Hypotheses 

a) The greater the difference between the existing culture scores and the preferred 
culture scores, the less likely it is that TQM implementation will be successful. 

b) The greater the difference between the existing culture scores and the 
former culture scores, the more likely it is that TQM implementation will 
be successful. 

c) The more supportive the culture is, the more likely it is that TQM 
implementation will be successful. 

d) The more positive the culture is, the more likely it is that TQM 
implementation will be successful. 

e) Cities with TQM programs are more likely to have supportive organizational 
culture than cities without TQM. 

f) Cities with TQM programs are more likely to have positive organizational culture 
than cities without TQM.  

 
RESULTS 
Responses 

Complete and usable data was received from 56 cities (23 percent of all council-manager 
cities in the U.S. with populations between 50,000 and 125,000).  "Complete and usable data" 
means that a city returned the city manager's questionnaire and at least five complete employees' 
questionnaires. Any less of a response resulted in the city's data being discarded.  The highest 
response rates were from cities in the south (20 cities, 36 percent), west and north central regions 
(17 cities each, 30 percent).  The lowest response was from the northeast (2 cities, 4 percent). 

 
Hypotheses Testing 

Hb2  The greater the difference between the existing culture scores and 
the preferred culture scores, the less likely it is that TQM 
implementation will succeed. 

The average difference between the existing culture score and the preferred culture score 
for all the cities that had TQM programs underway was 48.7.  This difference was correlated with 
the four measures of TQM success, and the results yielded a very high and statistically significant 
correlation (F = .74, p < 0.001) between the difference between the existing organizational 
culture and preferred culture and the level of TQM success as measured by employees' 
evaluations of their TQM programs (TQM Index 4).  The results show that the smaller the 
difference between the existing culture and the preferred culture, the more successful TQM 



implementation as perceived by employees.  With respect to the other three indexes of TQM 
success, no statiscally significant relationships were found between them and the difference 
between the existing organizational culture and the preferred organizational culture.  The results 
support the hypothesis that the greater the difference between the existing culture and the 
preferred culture, the less likely it is that TQM implementation will be successful as perceived by 
employees. 

Hb3  The greater the difference between the existing organizational 
culture scores and former organizational culture scores, the more 
likely it is that TQM implementation will succeed. 

For the 26 cities that had implemented TQM, the average difference between the former 
and existing organizational culture was 7.5.  That is a change from the former culture 
(mean = -21.7) toward the preferred culture (mean = 34.5) by 7.5 points (the mean of the existing 
organizational culture was -14.2).  The difference between the existing and former organizational 
culture was correlated with the four measures of TQM success.  The results yielded a statistically 
significant and positive correlation (F = .28, p < 0.05) between the differences and the level of 
TQM success as measured by the activities that had been undertaken (TQM Index 1).  The results 
show that the greater the difference between the existing culture and the former culture, the more 
successful TQM implementation was.  With respect to the other three indexes of TQM success, 
no statiscally significant relationships were found between them and the difference between the 
existing and former organizational culture.  The results support the hypothesis that the greater the 
difference between the existing organizational culture and the former organizational culture, the 
more likely it is the TQM implementation will be successful as measured by the activities that 
had been undertaken.  

Hb4  The more supportive the culture, the more likely it is that TQM 
implementation will succeed. 

As indicated earlier, the existing culture index was computed by adding  the achievement 
and support scores and subtracting those on the power and role scales.  This provides a measure 
that reflects the general level of empowerment, support, cooperation, and trust within the 
organization (Harrison and Stokes 1992).  The existing culture index was correlated with the four 
measures of TQM success, and each type of the existing culture was also correlated with the four 
measures of TQM success (Table 2).  The results yielded a statistically significant and positive 
relationship between the organizational culture and the level of TQM success as evaluated by the 
employees (F = .77, p < 0.001) (Table 2).  The results presented in Table 2, show that the higher 
the score in "power", the less successful TQM was based on employee evaluation and on the 
TQM activities that had been implemented (F = -.78, p < 0.001, and R = -.41, p < 0.05, 
respectively).  Similarly, the higher the score in "role", the less successful TQM was based on 
employee evaluation and the TQM activities that had been undertaken (F = -.78, p < 0.001, and 
F = -.38, p < 0.05, respectively).  On the other hand, the higher the score in "support", the more 
successful TQM implementation was based on employee evaluation (F = .73, p < 0.001).  These 
findings support the hypothesis that the more supportive the organizational culture, the more 
likely it is that TQM implementation will be successful. 



Table 2 
Correlation matrix of organizational culture 

and the four measures of TQM success 

 
Measures of TQM Success 

 
Existing Organizational Culture 

 
Existing 
Culture 
Index 

 
Power 

 
Role 

 
Achieve-

ment 

 
Support 

 
 TQM Index 1 
(Based on Activities Undertaken) 

 
-.41* 

 
-.38* 

 
.00 

 
.21 

 
.28 

 
 TQM Index 2 
(Based on Managers' Perception of 
Results Achieved) 

 
-.2 

 
-.14 

 
-.21 

 
.04 

 
.11 

 
 TQM Index 3 
(Based on Managers' Perception of 
TQM Implementation) 

 
-.1 

 
-.1 

 
-.29 

 
-.2 

 
-.04 

 
 TQM Index 4 
(Based on Employees' Evaluation of 
TQM Implementation) 

 
-

.78** 

 
-

.76** 
 

.23 
 
.73** 

 
.77** 

* p < .05 
** p < .001 

 
A multiple regression using the "stepwise" method was applied to test the extent to which 

variations in organizational culture explain variations in employees' evaluations of TQM 
implementation.  When the existing organizational culture index was entered into the equation, 
the results yielded a very high and statistically significant relationship between organizational 
culture and TQM implementation (R2 = 49, Multiple R = .70, F. = 23.2, p < 0.001).  The multiple 
regression results show that variations in organizational culture explain 49% of the variations in 
the level of TQM success as evaluated by the employees.  The results demonstrate that cities with 
successful TQM implementation, as evaluated by the employees, tend to have higher scores on 
the organizational culture scale more than cities with less successful TQM programs.  The line 
representing organizational culture tends to go up as the TQM score goes up. 

Finally, cities that had implemented TQM were grouped into three categories on the basis 
of the Presidential Award for Quality and employees' evaluation of their TQM implementation 
efforts.  The first group consisted of 6 cities ("World Class TQM Approach"), the second group 
consisted of 15 cities ("Well Developed TQM Approach"), and the third group consisted of 5 
cities ("Well Planned TQM Approach").  The classification was made for further comparison 
between the three groups with respect to their cultures, the results of which are presented in 
Table 3.  The scores show that the dominant culture in cities with successful TQM programs and 
cities with less successful TQM programs is role oriented.  However, the organizational culture 
of a city with more successful TQM efforts has more emphasis on support and empowerment and 
less emphasis on power than in a city with less successful TQM efforts (Table 3). 

 
 



Table 3 
Classification of cities based on level of 

TQM success and the types of their culture 

 
Categories 

 
Types of Culture  

Existing 
Culture 

Scale 

 
Powe

r 
 
Role 

 
Achie

ve-
ment 

 
Suppo

rt 

 
World Class TQM Approach 

 
33 

 
40 

 
33 

 
33 

 
  - 4.5 

 
Well Developed TQM Approach 

 
37 

 
41 

 
34 

 
32 

 
- 11.7 

 
Well Planned TQM Approach 

 
45 

 
46 

 
30 

 
27 

 
- 33.1 

 
To test the significance of the difference between the three groups with respect to their 

cultures, a One-Way ANOVA test was applied. The results yielded a very significant difference 
between the three groups with respect to their existing culture (R2 = 7, F = 10.9, p < 0.001).  The 
results illustrate the differences between cities with successful TQM implementations and cities 
with less successful TQM efforts.  The demonstrate a positive relationship between 
organizational culture and the level of TQM success as evaluated by employees.  That is, when 
the score of organizational culture goes up toward support, empowerment, trust, and cooperation, 
the score of TQM level of implementation goes up as well.  Thus, the hypothesis that the more 
supportive the culture is, the more likely it is that TQM implementation will succeed is accepted. 

Hb5  The more positve the culture is, the more likely it is that TQM 
implementation will succeed. 

The extent to which the organizational culture was perceived as positive or negative by 
city managers was measured by four items on a 5-point scale.  The mean of cities that had 
implemented TQM was 3.27.  The means of city managers' perceptions of their culture were 
correlated with the four indexes of TQM success.  The results yielded a high and statistically 
significant and positive relationship between organizational culture and the level of TQM success 
based on managers' perceptions of positive results achieved from TQM implementation (F = .52, 
p < 0.01), and managers' assessment of their TQM implementation (F = .41, p < 0.05).  TQM 
level of success based on employees' evaluation and based on the activities that had been 
undertaken did not correlate with organizational culture at p < 0.05. 

With respect to organizational culture, the t-tests show that the existing 
organizational culture of cities with TQM was not more supportive than cities without TQM.  
Both groups were in the minus level with respect to the existing organizational culture, and both 
were far from the preferred culture by employees.  In fact, the gap between the preferred and 
existing organizational culture was larger in the case of cities that had TQM.  It is possible that 
the expectations of employees in cities that had implemented TQM were raised by the 
implementation of TQM, and thus the preceived gap is wider.  However, improvement from the 
former culture toward the preferred culture was higher in the case of cities with TQM.  The 
results show that cities with TQM moved from -21.66 (former organizational culture) to -14.15 
(existing culture).  A t-test comparing the two groups on the differences between former culture 



and existing organizational culture yielded high and significant difference between cities with 
TQM and cities without TQM (t = 2.02, p < 0.05). 

Despite the significant improvement from the former culture to the existing 
culture in the case of cities with TQM, the overall results suggest that both groups had 
more emphasis on controlling and constraining employees than on supporting and 
empowering employees (Harrison and Stokes 1992).  Table 4 presents the types of 
former, existing, and preferred cultures in cities with and without TQM.  It shows that 
cities with TQM, as well as cities without it, formerly had a power-oriented culture (41.29 
and 40, respectively), currently have a role-oriented culture (41.68 and 41.59, 
respectively), and their employees would prefer an achievement-oriented culture (48.19 
and 47.15, respectively).  It should be noted that scoring very high in a power-oriented 
culture does not necessarly mean that a city has a power-oriented culture, rather the 
achievement orientation or the support orientation might be missing because the four 
types of culture are not independent (Harrison and Stokes 1992).  

 
Table 4 

Types of former, existing, and preferred 
culture in cities with and without TQM 

 
Cities 

 
Former Culture 

 
Existing Culture 

 
Preferred Culture 

 
P 

 
R 

 
A 

 
S 

 
P 

 
R 

 
A 

 
S 

 
P 

 
R 

 
A 

 
S 

 
With TQM 

 
41 

 
40 

 
33 

 
27 

 
37 

 
41 

 
33 

 
31 

 
22 

 
34 

 
48 

 
43 

 
Without TQM 

 
40 

 
39 

 
33 

 
29 

 
38 

 
41 

 
33 

 
31 

 
24 

 
35 

 
47 

 
41 

P = Power-oriented organizational culture 
R = Role-oriented organizational culture 
A = Achievement-oriented organizational culture 
S = Support-oriented organizational culture 

 
Hd2  Cities with TQM programs are more likely to have a 

supportive organizational culture than cities without TQM 
programs. 

The type of organizational culture in cities that had implemented TQM was role-
oriented (mean = 41) rather than support-oriented (mean = 31).  The findings did not 
support the hypothesis; thus, the hypothesis that cities with TQM programs are more 
likely to have supportive organizational culture is rejected.  It should be noted, however, 
that while it takes years to change the culture, 17 cities (65% of the cities included in this 
study that had a TQM program) started their TQM implementation efforts in 1992 or 
1993, obviously not long enough ago to achieve major changes in organizational culture. 
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