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 The main statements of the thesis

1. Management models are culturally fixed, their deployments are connected with changes in

organizational cultures. The relationship between management models and organizational

culture – among the many organizational theories – are best approached by applying

functional perspective since organizations aim at survival by performing the most

important functions.

Based on a close observation of national and international literature it is clearly seen that there

are different solutions in the various organizations operating even on the same technological

level depending on the social and national cultural conditions among which they were

established. It was Hofstede (1993) who pointed out that “ management models and theories

are culturally fixed and cannot be deployed directly in different cultures”.

It was a decisive starting point concerning the disputes over organizational cultures that new

ways, new achievements were searched for with regards to efficiency and excellence thus

grabbing the very essence of the complexity of modern organizations and responding to the

most important challenges of our age.

There are three different perspectives in the center of cultural disputes as it is seen in the chart

below:

Perspectives of Culture

Perspective Organizational paradigm Organizational culture
Rationalism Organization is the tool of

efficient performance.
Organizational culture serves as a
tool to achieve organizational targets.

Functionalism Organization is community that
seeks for survival by performing
the necessary functions.

Culture is a common system of
shared values and basic assumption
that carries out functions concerning
external adaptation and internal
integration.

Symbolism Organizations is a human system
that expresses the complex
pattern of symbolic activities.

Organizational culture is a system of
symbols and meanings created by the
society.

 Scott, W.R. (1992): Organizations. Rational, Natural and Open Systems, 3rd edition, Englewood Cliffs, Prentice

Hall

Functionalism considers organizations as natural systems that set organizational survival as

targets by performing the most necessary functions. Organizational cultures are evaluated on

the basis of to what extent they contributed to organizational survival.

Cultural analyses state the following:

- What does culture do? What functions does it have?

- How does it originate, develop and change?



TQM – Organizational Culture

2

 From the functional viewpoint stated by Schein any organization should solve two basic

problems in the interest of survival:

- survival and adaptation to the external environment

- integration of internal processes to ensure the capacity necessary for  future survival and

adaptations

Organizational culture is the result of the collective learning process and problem solving of

the team to ensure survival. Organizational culture is the cohesive creating consensus within

the organization in the framework of integration that has an outstanding impact on ensuring

organizational survival.

Schein (1992) “ When a team is established for the first time ( or when it first faces a new

problem or a new task) the first proposed solution usually reflects the ideas of only a few

individuals on what is good, what is wrong, what operates and what does not. Whatever is

discussed, it should definitely be an issue which is adequate for each member of the team. As

long as a team does not perform a collective activity ( members have not seen the results yet )

we cannot talk about an established and commonly recognized basis on which the team can

determine what is factual and what is real.”

The successful application of management models is the result of a collective learning process

in which commonly recognized values are changed.

Schein ( 1992): “ The process of the formulating culture is a mental condition that is fully

relevant to formation process of a team to the effect that the essence of group identity is the

commonly recognized patterns of thoughts.  This also applies to the various beliefs, emotions,

values that are considered to be the results of the commonly recognized experiences. The

collective learning process eventually ends up in the pattern of commonly recognized

statements. There is no culture without a team and we can only talk about a certain degree of

alignment of people but not a particular team without a few commonly recognized statements

( without a minimal degree of culture).”

 The relationship between management models – including TQM – and organizational culture

are considered by applying comparative models being extended cultural approaches of

functional perspective.



TQM – Organizational Culture

3

2. The application of TQM is connected with changes in culture in each organization.

During the adopting process of TQM the changes in the features of organizational culture

are traceable.

TQM is a management process together with various disciplines that set the target to fully

satisfy customer needs by continuously improving its own activities and by employing people

fully committed to quality. ( BME TQM Center ).

The key elements of TQM based on the conference of ASQC held in 1990 are the following:

- to change work culture within the system in a way that results in ensuring customer

satisfaction by continuous improvement and development

- to elaborate management environment that includes behavior based on TQM principles,

the application of quality control processes and methods, assisting communication and

feedback activities, and a suitably supporting management environment

- to change the tools of crisis management, trainings, communication, recognition,

motivation, team work, customer satisfaction

- the systematic elaboration and introduction of the basic elements of TQM

- to measure, monitor and analyze the costs and effectiveness of quality, being the

measuring tool of unacceptable quality

Authors  Peters and Waterman say: “ when quality becomes a shared value in TQM

program, then everything else is derived from it ( systems, strategy, structure, style,

professional skills, labor force ). “

Trice Beyer: ( 1993 ): to determine the necessity of cultural changes managers should

consider the following internal organizational issues:

- organizational performance

-  insertion between existing culture and organizational structure

- insertion between existing culture and strategy

- features of top management

When there is more than one criterion indicating the necessity of cultural changes, managers

may depend upon it.

Evaluating the diagrams and the values resulting from the GLOBE questionnaires we can

declare the following things with regards to cultural dimensions:
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- The degree of future-orientation in TQM teams is higher that implies the existence of a

future-oriented way of thinking with a view of future investments, as well.

- The increase in the degree of human orientation indicates that TQM culture encourages

and rewards its members. Human orientation on an organization level is adequate in

correctness, healthy working condition and respect of the other fellow-workers.

- In line with TQM principles there is a difference in the changes of the degree of

performance orientation. As to its essence, performance orientation is a dominant

motivation based on excellence, hard work, calculated risk, pre-planning, setting targets

and regular feedback.

- The degree of collectivity in TQM teams is higher that highlights team loyalty, the

preference of team interest before individual interest.

-  The change in the degree of the distance of power confirms the idea that TQM causes a

decrease in inequalities, members of the organization do not accept the notion of the

unequal sharing of power. The decrease in the degree of the distance of power has an

impact on the elimination of autocratic understanding of management.

- The change in the degree of avoiding uncertainty shows how effectively an organization

attempts to avoid uncertain situations. A higher degree of regulations undoubtedly implies

that these organizations have chosen the most frequently adopted systems in Hungary,

since first they had worked out their quality assurance systems and only then did they

started to introduce TQM.

3. The roles of a manager in the application of TQM is of basic importance.

In her book “ The masters of changes “ Rosabeth Moss Kanter says: “ Changes always

generate threats either if it happens to me or it is imposed on me. But when it is me who

initiate then it really means a chance. A chance to distribute to something and it would be

recognized. The procedure is so simple in all cases: give people a chance and then reward

them.”

TQM projects has to be always directed by the manager. It is a threat to the organization when

cultures opposing changes are teamed up with managers who had never been taught to

generate changes.

Analyzing the occurring frequency of the factors connected with management features studied

in my research work and the given values it is clearly seen in both teams that the following

management  features were emphasized to describe the type of an excellent manager:
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- moral integrity

- decision-making ability

- having visions

- performance orientation

- collective

- diplomacy

- person-oriented

These features coincide with requirements of the literature concerning the ideal

manager which is necessary for the introduction and operation of TQM.

The management behaviors and features considered to be important by the surveyed people

greatly contribute to the roles of the changes in management culture. Nahavandi and

Malekzadeh ( 1993 ) highlight the most important ones:

- ideal ( managers are also ideals, behavior patterns, the given culture is justified by them

on a daily basis )

- rewarding system ( the manager determines rewarding system and holds firmly the

standards concerned with decision-making )

- choosing the staff ( managers are responsible for choosing even the top management,

naturally they select persons whose values coincide with the already-existing culture, it

might as well happen, that they consciously bring someone whose task is to change

culture

- decisions concerning structure and strategy ( affecting strategy and structure the manager

directly influence culture itself ).


