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Abstract 

Although extensive research has been conducted in the field of total quality management (TQM), 

few such studies have been conducted in educational institutions. Specifically, studies consider the 

influence of TQM practices on employees’ job satisfaction and organisational commitment. This 

study investigates the level of implementing TQM practices in the Community College of Qatar 

and the extent to which such practices affect the job satisfaction and organisational commitment 

of employees. Moreover, it considers the mediating role of job satisfaction on the relationships 

between the implementation of TQM practices and organisational commitment. This study relies 

on the model of fit as an underpinning theory to support the framework of the study. A 

quantitative approach using self-administered surveys is used to distribute a pre-validated and pre-

piloted questionnaire to the academic staff of the Community College of Qatar. The study utilises 

SPSS program Version 20.0 to analyse the data. 

 

1. Introduction 

TQM is a systematic quality improvement approach for firm-wide management to improve performance 

in terms of quality, productivity, customer satisfaction, and profitability (Sadikoglu & Zehir, 2010). It has 

attracted the attention of many researchers from different fields whose focus has been on using TQM as a 

tool to maintain competitive advantage and ensure the overall effectiveness of the manufacturing sector 

(Alsughayir, 2014; Motwani & Kumar, 1997). Given its applicability, the literature indicates that there is 

a need to apply TQM in educational institutions (Motwani & Kumar, 1997). Consequently, the concept 

has made its way into higher education institutions (HEIs) in many developed countries. 

The success of several companies in applying TQM principles to avert crisis and boost 

performance has encouraged higher education institutions to follow similar management strategies 

(Carlos, Mendes & Lourenco, 2014). In the US, the success of implementing TQM in large industrial 

corporations has led to its adoption by higher educational institutions. They were influenced by the 

critical state of education in the 1980s in terms of student grades, funding, and complaints from 
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employers and parents. Thus, many higher educational institutions started implementing TQM in the early 

1990s and have been successful in doing so. In UK higher education, the progress of TQM has been 

somewhat slow, with examples represented by only a few new universities. However, these institutions 

have benefited from a TQM process similar to their counterparts in the US, such as improved student 

performance, better services, reduced costs and improved customer satisfaction (Kanji, Malek, & Tambi, 

1999). 

  In addition to the previous consequences of practising TQM, studies have revealed that such 

practices might lead to improvements in moral aspects such as job satisfaction and organisational 

commitment (Alsughayir, 2014; Psomas, Psomas, Antony, & Antony, 2017; Sadikoglu & Zehir, 2010; 

Tarí, Pereira-Moliner, Pertusa-Ortega, López-Gamero, & Molina-Azorín, 2017; Prajogo & Sohal, 2004; 

Sila, 2007). Prajogo and Sohal (2004) and Kaynak (2003) claim that the influences of TQM 

implementation on different types of performance measures vary. Moreover, few empirical studies 

investigate the mediating effect (indirect relationship) of one type of performance measure on the 

relationship between TQM practices and another type of performance measure (e.g., Sadikoglu & Zehir, 

2010; Kaynak, 2003; Prajogo & Sohal, 2004; Sila, 2007). 

Interestingly, the majority of previous literature has been conducted in the industrial sector. To 

date, no advanced statistical methods have been applied to investigate the effects of TQM practices on job 

satisfaction and commitment in higher educational institutions as recommended by the recent study of 

Psomas et al. (2017). This study aims to address this lacuna in the literature by investigating the 

mediating effect of job satisfaction on the relationship between TQM and organisational commitment. To 

do so, it formulates the following questions: 

Q1: What is the level of TQM implementation in Community College of Qatar? 

Q2: What is the level of employees’ job satisfaction at Community College of Qatar? 

Q3: What is the level of employees’ organisational commitment at Community College of Qatar? 

Q4: To what extent can TQM implementation explain the variation in organisational commitment? 

Q5: To what extent does job satisfaction mediate the relationship between TQM and organisational 

commitment? 

2. Job Satisfaction 

Job satisfaction reflects the emotional feeling of employees toward their jobs as a personal evaluation of 

the job’s conditions or the outcomes of having a certain job. Locke (1969) defined job satisfaction as a 

pleasurable or positive emotional state resulting from the appraisal of one’s job or job experiences. It is 
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also defined by Agho, Mueller and Price (1993) as a personal evaluation of conditions present in the job, 

or outcomes that arise as a result of having a job. Thus, job satisfaction refers to the extent to which 

people like and prefer their jobs (Hirschfeld, 2000). 

 

3. Organisational Commitment (OC) 

Organisational commitment refers to the strength of the feeling of responsibility an employee has towards 

the mission of the organisation. Carlos, Mendes & Lourenco (2014) define organisational commitments 

as collaborators’ feelings of connection with the organisation’s goals and values, to the role that they play 

in relation to these, and to the connection with the organisation, with the aim of benefitting it, and not just 

for its instrumental value. In recent years, several studies have been conducted in the field of 

organisational commitment (e.g. Carlos et al., 2014; Mowday, 1982; Meyer & Allen, 1998; Tutuncu & 

Kucukusta, 2007). However, the lack of consensus in the definition of commitment contributes 

significantly to its treatment as a multidimensional construct (Carlos et al., 2014; Meyer & Allen, 1991). 

The multidimensional approach of organisational commitment is the most commonly used 

approach to measure organisational commitment (Carlos et al., 2014). The approach was initially 

developed by Meyer and Allen (1991) and comprises three aspects of organisational commitments, which 

are effective, continuance and normative approaches. 

(1) Affective commitment – reflects collaborators’ affective attachment to the organisation. 

It is ‘the employee’s emotional attachment to, identification with, and involvement in the organisation. 

Employees with a strong affective commitment continue employment with the organisation because they 

want to do so’ (Meyer and Allen, 1991, p. 67). 

(2) Continuance commitment – exchange-based view of commitment denoting the perceived costs 

that collaborators link to leaving their job. Continuance commitment ‘refers to an awareness of the costs 

associated with leaving the organisation. Employees whose primary link to the organisation is based on 

continuance commitment remain because they need to do so’ (Meyer and Allen, 1991, p. 67). 

  (3) Normative commitment – refers to a perceived obligation to remain in the organisation. It 

reflects a feeling of obligation to continue employment. Employees with a high level of normative 

commitment feel that they ought to remain with the organisation (Meyer and Allen, 1991, p. 67). 

4. Literature Review and Hypotheses Development 

The relationship between TQM and organisational performance has been studied extensively (Allen & 

Brady, 1997; Becker, 1992; Boon, Safa, & Arumugam, 2006; Carlos et al., 2014; Daily & Bishop, 2003; 
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Guimaraes, 1996; Karia & Asaari, 2006; Lambooij, Flache, Sanders, & Siegers, 2007). It is argued that 

TQM practices positively influence the organisational commitment (Allen & Brady, 1997). Karia and 

Asaari (2006) conclude that there are significant positive effects of implementing TQM practices on 

organisational commitment. Moreover, Boon et al. (2006) reveal that the effective commitment could 

result from trust and teamwork, which are considered TQM practices. Additionally, it is highly accepted 

that providing employees with training and leadership will lead consequently to improvements in their 

organisational commitment (Becker, 1992; Daily & Bishop, 2003; Davies, Taylor & Savery, 2001; 

Lambooij et al., 2007). Accordingly, the following hypothesis is proposed: 

H1: There is a significant positive relationship between TQM practices and employees’ 

commitment. 

Additionally, the effects of TQM practices on job satisfaction seem to be positive and significant 

(Alsughayir, 2014). For example, employees will feel important and valued when engaging in quality 

improvements or quality circles. Additionally, allowing employees to participate in problem-solving and 

decision-making processes will affect their level of satisfaction positively (Sadikoglu & Zehir, 2010). 

Meanwhile, research has found commitment related to job satisfaction positively (Brooks & Zeitz, 1999; 

Mowday et al., 1982; Tutuncu & Kucukusta, 2007). Moreover, Yiing and Ahmad (2009) state that job 

satisfaction seems to have a significant relationship with organisational commitment. Based on HI and 

previous discussion, the study hypothesises that: 

 

H2: Job satisfaction mediates the relationship between TQM practices and organisational 

commitment. 

 

5. Educational Institutions in Qatar 

Qatar is a fast-developing region, and rapidly growing commercial and industrial hubs and an economy 

that has achieved high economic growth rate. The government of Qatar published the Qatar National 

Vision 2030 in 2008, which reflects the agenda of transforming the state into an advanced country. 

Human capital development is a part of the economic progress of the vision. The Human Development 

Index (HDI) for Qatar rose by 0.64% annually and is recorded at 0.910 by 2009, which gives Qatar a rank 

of 33 out of 182 countries (Human Development Report, 2009). Qatar’s literacy rate rose from 80.80% in 

2004 to 93.1% in 2009, and its per capita education expenditure rose from $66 in 2004 to $3460 in 2009 

(Khodr, 2011). 
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Its higher education sector experienced significant reforms to establish itself as a regional hub and 

prepare its citizens for higher education. These reforms reflect Qatar’s desire to harness its present and 

significant economic wealth and global orientation to drive a future knowledge-based economy (Qureshi, 

Vishnumolakala, Southam & Treagust, 2017). 

Figure (1): Framework of the Study 

 

 

 

 

6. Research Methodology 

6.1. Research Philosophy 

The study adopts a survey questionnaire design for the purpose of theory testing. The data will be 

collected from administrative and academician employees in the Community College of Qatar. The 

questionnaire is adapted from related literature to measure the variables of the study. It contains two 

sections. The first section represents the sample characteristics (Gender, position, experience and 

qualification), while the second section covers the primary variables of the study (total quality 

management implementation, job satisfaction and organisational commitment). 

6.2 Instrumentation 

Total quality management implementation is measured using 64 items adapted from Almurshidee (2017), 

the 20 job satisfaction items are adopted from Martins and Proenca (2012), and the study uses 15 items to 

measure organisational commitment adopted from previous studies (e.g. Mowday, Steers, & Porter, 1979; 

Dunham, Grube, & Castaneda, 1994; Goulet & Frank, 2002). The respondents are asked to rate the extent 

to which they agree/disagree with the statements of the questionnaire on five-point Likert scale ranging 

from 1 (Strongly disagree), 2 (Disagree), 3 (Neutral), 4 (Agree) and 5 (Strongly agree). 
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 Table (1): Number of items for each variable 

Variables  Number of items 

Total quality management implementation 64 

Job satisfaction  20 

Organisational commitment  15 

Total  99 

 

6.3 Pilot Study 

Achieving reliability and validity of the questionnaire means that the questions are clear to the 

respondents, and the response options are comprehensive and appropriate (Watson, 1998). Such 

procedures can be achieved by conducting a pilot study. The pilot study is strongly recommended to test 

the questionnaire (Babbie, 1995; Hair et al., 2007; Watson, 1998). Even though the questionnaire used in 

this study is adapted from similar previous studies, a pre-test of the questionnaire is required. Hair et al. 

(2007) articulate that: 

If a researcher has used a questionnaire in England and is asked to use it in the US it must be 

pretested. And of course, if the questionnaire were translated into French for use in France it 

must be extensively pretested (p. 279). 

 

Hair et al. (2007) suggest that the smallest number for the pre-test should be four or five individuals while 

the largest number should be no more than 30. The reliability coefficient scores are considered poor when 

the alpha coefficient ranges < 0.6, moderate when the range is between 0.6 and 0.7, good when the range 

is between 0.7 and 0.8, very good between 0.8 and 0.9, and excellent when the alpha coefficient range is 

equal to or more than 0.9 (Hair et al., 2007; Nunnally, Bernstein, & Berge, 1967). If alpha > 0.95, the 

items should be checked to ensure that they measure different aspects of the concept (Hair et al., 2007). 

With regard to the current study, both content validity and reliability have been conducted. The 

questionnaire was sent to 5 experts and they agreed that the questions reflect the variables of the study, 

which indicates that the validity is confirmed. The reliability test resulted in Cronbach’s alpha’s values 

ranges from 0.72 to 0.83 more than the required 0.6 cut off criterion that is generally regarded as 

sufficient for empirical research.  
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Variables  Alpha 

TQM 0.72 

Job Satisfaction 0.81 

Organizational commitment 0.83 

 

  After assuring the validity and reliability of the instrumentation, the questionnaires will be 

distributed to the participants of this study.  

6.4 Data Analysis 

Prior to testing the main research questions, the data will be detected to ensure its ability to reflect the 

phenomena under study (data screening). Screening the data considers aspects such as the response rate, 

non-response bias, and outliers. Ignoring such issues can affect the validity of data and, accordingly, the 

results of the study. 

Descriptive statistics will be applied to determine the state of both the research capability and 

competitiveness, as well as the characteristics of the sample. 

 Structure Equation Modelling will be used as a group of statistical methods to investigate the 

relationships among multiple variables, and examine the structure of the interrelationships in a serious of 

equations (Hair et al., 2010). 

7. Conclusion 

The empirical studies on TQM have concentrated on manufacturing companies (e.g., Sadikoglu & Zehir, 

2010; Kaynak, 2003; Prajogo & Sohal, 2004; Sila,2007). Less attention has been given to service sector, 

particularly the educational sector ( Motwani & Kumar, 1997; Carlos et al., 2014). Reviewing the related 

literature shows that there is no evidence of research that has investigated the indirect relationship 

between total quality management implementation and individual aspects such as organisational 

commitment. 

From the practical point of view, the study benefits the decision-makers by shedding light on total 

quality management as a predictive tool to improve the loyalty of staff. Moreover, in evaluating the state 

of total quality management, job satisfaction and organisational commitment will inform the decision-

makers at the College about the current state of these important areas. By doing so, the study directs the 
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decision-makers to the most appropriate practices for improving the performance of staff and the college 

as a whole. 

Finally, methodologically, using the quantitative approach can serve as a base for comparison 

between the findings of this study and findings of other studies, which in turn, will enhance the construct 

validity of the previous studies conducted in different sectors. 
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