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ABSTRACT: Syrian banks have witnessed an important changed since 2002 with applying the advanced technology.
Industrial bank played a crucial role in developing the industrial sector which provides about 25% to the GDP and this
sector is the main engine of the national economy in Syria. This research aims to apply Total Quality Management to
industrial banks of Syria. A random sample of 120 bank employees from higher and middle management were selected to
investigate the current situation of TQM in the bank and to develop a new suitable TQM Model. The results show the levels
of implementing TQM criteria in the industrial bank, and provide a proposed TQM Model with an implementation plan that
could help other Syrian banks to apply TQM in an effective way.

Keywords: Total Quality Management, Industrial bank, Industrial sector, Syria.

Received: 4 July 2016, Revised 9 July 2016, Accepted 14 July 2016
© 2016 DLINE. All Rights Reserved
1. Introduction

Quality management isimportant to achieving successin every organization. Total Quality Management (TQM) which can be
termed as a management approach and culture of managing an organization (Shahin and Dabestani, 2011) has gained the
attention of theworld over the past few years as one management strategy that can harnessthe successful performance of many
organizations. TQM is a philosophy of organizational management with an emphasis on mutual cooperation which involves
stuffsat every level of the organizational structure with the aim of achievingimprovement in all aspect of the organization (Al-

Shobaki et dl., 2010).
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Practitionersaswell asresearchers have both embraced theideaof TQM and have proven the significant impact the practice has
on overall performance and effectiveness of firms. Asnoted by Prajogo and Sohal (2003), TQM has played abigger role on the
growth of management practices on the practical and theoretical fronts and as such many industries especially in most devel-

oped economies embracing the idea of Total Quality Management.

Dueto changesin the global economy coupled with market forces, the drive for improved quality, productivity and competition
in the world market has been the top most priority of many organizations (Hunt, 1992). The need for total quality management
strategies was however inevitable and therefore the evolution of the concept of Total Quality Management (Beyo-Moriones
and Merino-Diaz, 2001). Sohal and Terziovski (2000) statesthat, over the last decade, TQM has been amajor business strategy
practiced by most leading manufacturing industriesin the world and as such TQM does not only strivefor customer satisfaction
through the provision of services and products that meets customer needs but also continues provision of such servicesin an

improved way (Sohal and Terzivski, 2000).

Thefinanceindustry of Syriawith acritical view showsadeteriorating of quality in service and product provision to customers
of theindustry. TQM practiceistherefore necessary for all banksin Syria. Thisisimportant due to theimminent challenge posed
by the threat of their existence and continuity in the labor market such as the high competition in the global market, the rapid
technological development and the global economic openness. Quality is one of the competitive priorities that all modern
managers seek for and henceit’sareguirement for all administrative management in banksto changethetraditional administra-
tive method and to look for modern management methods. Therefore the adoption of the TQM conceptsand it principlesin an

effective way ensures that banks can meet these challenges and achieve competitive advantage required in the labor market.

The deterioration and challengesfaced by thefinanceindustry call all Syrian banksto search for asolutionsor anew administrative
philosophy that hel psto mitigate these obstacles. The adoption of Syrian banksto the concept of total quality management and
work on the application in these challenges and the steady deterioration of the quality of services ensure positive results as:
M eeting the needs and wants of customers, increasing customer satisfaction as well as continuance and completion.

The adoption of total quality management is an important competitive weapon that can be used by banksto attract customers,
achieve excellence and to become leadersin the banking market. TQM isamanagement concept that have been established on
aset of ideas and important guiding principles so that any banks management can implement it to achieve apositive organization
culture to motivate development in order to achieve customer satisfaction and increase competitiveness.

2.LiteratureReview

Most literature notes the origination of the TQM innovation as far back asthe early 1920s. Stuelpnagel (1993) states that, the
origination of the concept started in 1926 by referring to Crowter’ sbook entitled *’ My Lifeand Work’’ . However, known authors
such as Feigenbaum, I shikawa, Deming, Juran, and Crosby are known asthe founders of theterm. Theterm wasvery popular in
Japan after World War 11 when the country needed industrial transformation. Deming (1982) introduced new quality control
concepts which were adopted by many American manufacturers after the First World War. They began to utilize basic quality
concepts coupled with other management techniques for improved employee motivation and business measurement process
(Weis, 2001).

TQM isbelieved to have emerged as areplacement for Total Quality Control (TCQ) which was coined by Feigenbaum (1961).
TQC wasan effective system proposed for provision of economical products and servicesfor customer satisfaction by integrating
the quality development, quality improvement and quality maintenance at all levels of an organization (Ehigie and McAndrew,
2005). However, the concept of TQC did not include management ideol ogi es such asteamwork, supplier development rel ationships
and people empowerment which are incorporated into the new Total Quality management concept. The combination use of

quality management and philosophies of management wasreferred to as Total Quality Management (Al-Amri, 2012).

Thereisstill no concrete definition of Total Quality Management. Oakland (1991), definestheterm asaway of striving to achieve
improved effectiveness and flexibility of businesses. It involvesameanswhereby each level of an organizationisinvolvedinthe
management process (Oakland, 1990). L akhe and M ohanty (1994) also defines TQM as*’ acontinuous quest for excellence by

creating the right skills and attitudesin people to make prevention of defects possible and satisfy customers/userstotally at all
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times’’. Findings of many studies provide evidence of the positiveimpact of implementing TQM programs. Wali and Boujelbene,
(2011), showed that, organizations that have implemented the use of TQM had improved performance at various levels of the
organization (Wali and Boujelbene, 2010).

The banking industry is often noted as the largest industry that deals with the needs of the population. Through the daily
interaction between customers and banking service providers, the provision of high quality serviceissignificant in the banking
industry (Angur et a., 1999). Banks most often maintain long term relationships with their customers and therefore quality
service provision isimportant for the industry. As one of the largest sectors of any economy, the banking sector reflects almost
all critical features of perceived customer service quality which isessential for achieving excellence in growth of the industry.
Many authors such as Ahmed and Hassan (2003) have suggested the need for research into TQM implementation in the
financial or banking sectorsto investigate the performance of banks and aswell propose the best practicesthat will improve not
only the financial performance of the industry but also maintenance of quality service provision and continual customer
satisfaction.

This study would therefore contributed to the existing knowledge on TQM implementation on the financial sector of Syriaby (1)
Identifying the current leadership in the industrial bank of Syria and it's compatibility with TQM (2) Evaluating the current
strategy intheindustrial bank of Syriaand itscompatibility with TQM requirements (3) | dentifying the current people management
intheindustrial bank of Syriaand it’scompatibility with TQM reguirements (4) |dentifying the current operations management
intheindustrial bank of Syriaand it’scompatibility with TQM requirements (5) Evaluating the current information systemin the
industrial bank of Syriaand itscompatibility with TQM portal (6) Evaluating the current customer focusin theindustrial bank of
Syriaand its compatibility with TQM requirements (7) Evaluating the current devel opment and continued improvement in the
industrial bank of Syriaand its compatibility with TQM reguirements (8) Developing a model used to apply TQM in the bank
under study and compare with the current performance of the bank and contribute in improving banking performance level and
the quality of services of the banks under study (9) Identifying the necessary criteriafor implementing TQM in industrial bank
of Syria(10) Identifying the specific requirement criteria of the proposed model for applying TQM in the bank under study (11)
| dentifying the application impediments of the proposed model and (11) Develop a plan for applying the proposed model of
TQM intheindustrial bank of Syria.

3.Materialsand M ethod

Based on the study nature, a questionnaire was employed as the mode of data collection. A survey was conducted in the
industrial bank of Syriafrom August 1st to September7th, 2015, to investigate the current situation of TQM intheindustrial bank
of Syriaand to develop anew suitable TQM Model. A random sampl e of bank employeesfrom higher and middle management
were selected and then asked to compl ete the questionnaires. Data was collected from these questionnaires, of which, 92 of the
120 administered were completed. The data was then processed and validated before being transferred to the SPSS software
(version 22). Finally, the data was then statistically analyzed.

3.1Mode Specification
In order to answer the objectives of the study, a simple regression model was chosen. The base line model is given below;

Y*it=B04X_+ Bi X, +¢, )

Where: Yit* = Dependent Variable (Total Quality management inindustrial bank) X= Independent Variables (L eadership, Strat-
egy, People Management, Operation Management, Customer Focus, |nformation System, Continual Improvement), i= Banking
Ingtitution, t=time, B0= A constant, 1= regression coefficientsto be estimated.

4. Results

Thefirst part of the analysisisthetest of reliability, followed by the Descriptive statistics and finally the inferential Statistics.
All data analysiswas carried out using the SPSS software (version 22.).

4.1 Test for reliability and validity
Thereliability of scale of variableswas estimated by cal culating Cronbach’sAlpha. The variableswere put to the scalereliability
test, and the Cronbach’s Alpha (o) value obtained was 0.97 (n=92), this shows the high reliability levels of the scales used for
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the recording the scores of variables given by the respondents from the employees at the industrial bank of Syria.

4.2 Descriptive statistics

Tablelshows the mean and the standard deviation of the independent and dependent variables and it can be seen. The means
range for independent variableswas 2.4928 to 2.7808. The standard deviationsrange for independent variables was 0.84429 to
0.92526. The mean of dependent variable was 2.6470 while the standard deviation was 0.78205.Theseval ues show that the TQM
inindustrial bank isapplied at the weak level.

Leadershi Strate People Operation | Customers | Information | Continual | TQM in
p & management | Management | Focus System | Improvement | Bank
Valid 92 92 92 92 92 92 92 92
N Missi
';S'" 0 | 0 0 0 0 0 0 0
Mean | 2.7319 | 2.7808 2.5497 2.6475 2.6025 2.7239 24928 2.6470
S.td'. 92526 | 85125 84101 86921 86698 84429 91485 18205
Deviation

4.3 Inferential Satistics

Table 1. Descriptive statistics

Table 2 presents the sample T-test of independent variables at a test value equal to 3 and confidence interval of the difference
equal to 95%, and it will be noticed that the significance values of T-test isless than significance value of the study at p(0.05),
this shows that there are Significant differences between independent variables (Leadership, Strategy, people management,
operation management, Customers Focus, Information System, Continual Improvement), and the dependent variable (TQM in

bank).

Test Value =3
95% Conhdence Interval of
Sig. (2- Mean the Difference

t df tailed) Difference Lower Upper

Leadership | -2.779 | 91 007 - 26812 -4597 0765

Strategy | 2470 | 91 015 -21920 -.3955 -0429
Peopl

P 536 | 9 000 _45031] 6245 _276]
management

Operation | 5 o0 | o1 000 - 35248 -5325 1725
Management

Customers 1 108 | 91 000 -30752 5771 _2180
Focus
Informati

nlomation 1 5 137 | g 002 - 27609 -4509 1012
System

Continual | ¢ 31| o 000 -50725 -.6967 _3178
Improvement

Table 2. One-Sample Test of Independent variables
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Table 3 shows the Pearson correlations coefficients values between the independent variables (Leadership, Strategy, People
management, operation management, Customers Focus, I nformation System, and Continual Improvement) and the dependent
variable (TQM in Bank). Thiswas used in this test to show if there is any relation between the independent variables and the
dependent variable. From table 3, we can deduce that, significance val ue of the Person correl ations coefficientsfor al variables
was equal to 0 and it’s less than the significance value at p (0.05). The Pearson Correlation values range was equal to 0.858 to
0.920. Thisshowsthereis apositive significant rel ation between the independent variables and the dependent variable (TQM)

within the bank.

ToOM . People Operation Custorner | Tnformatio Continual
Leadership | Strategy Managemen Improvemen
Bank rnAnAZement | 5 Focus n System :
Pearson Correlation 1 8og9™ AT Aoz a1 A58 904" G20t
Sig. i 2-tailed) W0 00 00 00 00 00 S0
o N 92 92 92 92 92 92 a2 92
H Bias 000 =001 A00 00 =002 A00 =001
i Std. Error 26 A24 A22 017 A30 017 017
& Bools : "
& Bootstrap - §5%  Low |\ | g | g6 | s4s 880 | 792 | 868 | s%2
Confiden er
ce  Upp
Interval or 1 9309 e R 49 908 35 47
Table 3. Pearson Correl ations Coefficients Values
Model .
ANOVA ffi t
Model Summary O Coefficients
R-Square F Sig Beta t Sig
Leadership 808 378.910 | .000 .899 5.078 000
Strategy 767 296.719 | .000 876 3.013 003
P |
cop'e 795 349.537| .000 | 892 | 4.476 000
management
Operation 842 478.111| 000 | 917 | 4393 000
Management
Customers Focus 737 252,159 | 000 B3R 4725 000
Infi ti
prormation 818 404.194 | 000 | .904 | 3.075 003
System
Continual 847 496.656 | 000 | 920 | 7.329 000
Improvement

Table4. Simple Regression Analysis Values

Table 4 shows the simple regression analysis between the independent variables (L eadership, Strategy, Propel management,
operation management, Customers Focus, Information System, and Continual Improvement) and the dependent variable (TQM
in Bank), thiswas used to show if there was any effect on the dependent variable from the independent variables. It can be seen
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fromthe Table 4 that, the range of R-Square valuewas 0.737 to 0.847 which impliesthat, about 74% to 85% of the variableswas
explained by the model and therefore could be deemed fit for the study. Also, the Significance value of ANOVA for al variables
was equal to 0 and it’sless than the significance level at p (0.05). The Significance values range of T-test for all variables was
equal to 0 and 0.003 and its less than the significance value of the study was equal to 0.05. Asaresult, it'sfound that thereisa
strong positive effect from the independent variables on the dependent variable.

4.4Theproposed TQM modd

The foundations used to build the proposed model are dependent on the results of study. The proposed model isaworking plan
aimed to help Syrian banks understudy to transfer the concepts and principles of TQM to working practices as shown infigure.
The proposed model is a framework based on integration of several criteria in order to support the main criteria which is
customers focus. The performance system of the proposed model consists of 9 criteria; Leadership, Strategy, continual
improvement, Customersfocus, People management, Operating management, and I nformation System. Looking at figure 1, it
can be seen that the proposed model is centred on theintegration of criteriaof (Leadership, Strategy, and Continual improvement)
and (people management, operating management, Information System) to support the most important criteria of the model
represent with costumersfocus. Thisismost important asit’sthe main focus of Total Quality Management operation. Whilethe
arrowsrepresent theimportance of feedback and exchange of information, they also show the importance of learning, innovation,
creativity and knowledge in order to improve the process of customers focus and thus achieve sustainability and profitability

of the bank understudy.

>
4
Pople

simiegy = S

Leaders ||| A hirmation L)
“ ¢ ‘ Syalen |
Cortinasl Ciperation Lﬂ;r
|repuresserme Wlaragemi
y
L4
<

Figure 1. (Jad) proposed TQM Model in bank

4.4.1 Implementation of theproposed M odel
Theresearcher setsup animplementation plan aimed to correct the criteriain the bank understudy by applying some requirements
that help in implementing the proposed model. This was divided into three phases;

4.4.1.11 eader ship and Strategy correction

From the analysis in the study, the result showed that the mean of the Leadership was equal to 2.731 and the range means of
itemsthat used to scaletheleadership criteriaare between 2.282 —2.902. This phaseisaimed to correct the leadership of the bank
understudy to that of aleadership more suitable and positive to the TQM concept and it principles so that the test value of the
study can be achieved. Here the study proposesthe following (a) Choosing leaderswho have the efficiencies and qualifications
and the training appropriate, (b) Involve all the respective personnel in the bank management through delegation of authority
and teamwork in addition to finding the supported organizational structuresand (c) L eaders must stimulate the employees and
appreciation their efforts and prai se them either physically or mentally to develop their qualifications, skillsand expertise. This
in turn is expected to yield increase relationship between leaders with employees, flexible relationships between different
administrative levels and an increase in employee satisfaction and loyalty.
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Also, the result of the study showed that the mean of the strategy was equal to 2.78 and the range means of items that used to
scalethe strategy criteria are between (2.64 — 2.94).This phaseisaimed to correct the strategy of the bank understudy to that of
astrategy more suitable and positive to the TQM concept and its principles so that the test value of the study can be achieved.
This phase aimed to correct the strategy of the bank understudy to a strategy more suitable and positive to the TQM by
applying thefollowing requirements (a) Strategy should fit the external environment and every respective personnel in the bank,
(b) Strategy should be available to every respective personnel in the bank and (c) Organizational structure suits and supports
the strategy. After successful implementation, we expect a continuity of the good performance and quality in all modes and
various events of the organisation.

4.4.1.2 Customer Focuscorrection

Ascan be deduced from the study results, the mean of the costumersfocuswas equal to 2.602 and the range means of itemsthat
used to scale the costumers focus criteria are between 2.282 — 2.902. This phase is aimed to correct the costumers focus of the
bank understudy to that of a costumers focus more suitable and positive to the TQM concepts and it principles so that the test
value of the study can be achieved. In order to achieve this correction, the organisation must ensure full assimilation of needs
and expectations of customers. More so, the delivery of the needs and expectations of customersto all levelsin the bank must
be ensured with following the appropriate actionsto increase customer satisfaction. Achieving thiswould therefore enhance an
increasein the number of bank customers, increase in market Share and an increase in customer satisfaction about the services
and operations provided.

4.1.1.3 Oper ational and People M anagement cor rection

Another aspect of organisational management isthe management of people aswell asthe operations of the organisation. From
the study results, the mean of the people management was equal to 2.549 and the range means of items that used to scale the
people management criteriaare between 2.173 —2.880 and that of operation management was equal to 2.647 and the range means
of itemsthat used to scal e the operation management criteriaare between 2.152 — 3.097. This phase aimsto find a correction to
both people management and operation management to ensure quality service provision by the banks under study. By providing
appropriate measures to ensure policies of equality and equal opportunities for workers in the bank, creating an institutional
culture that deepens team spirit and mutual cooperation in bank, evaluation of the performance of employees consistently by
the banks management and continuoustraining to improve the performance of employees, we expect animprovement in people
management. Under taking the above mentioned strategy will ensure an increase in the loyalty of worker and increase in the

expertise and skills of workers asit shows by the reports performance as well.

On the side of operational management, we propose that, the banks under study should identify and devel op processes based
on the specific needs of the bank. Also they must ensure employees absorb to their roles and responsibilities, provide indicators
to measure the performance of operation and follow-up operation performance constantly in order to enhance and devel opment.
Itistherefore expected that, after successful implementation, thiswould yield alow rate of errors and deviationsin operations,
ease and speed of operations implementation and improve efficiency of existing operations provided by bank.

5. Discussion

Fulfilling the preconditions of expectations of this analysis, conclusions of this research are based upon adequate data sample
as shown by the results of the Cronbach’s Alphatest showing ahigh reliability of the test method used in relation to the scores
of variables. The inferential statistics on the other hand, provided an insight in the deep differences of values of T-tests using
the sample T-test of independent variables, such as the Leadership, Strategy, People Management, Operation Management,
Customers Focus, Information System and Continuous I mprovement, which comes at a surprise, while confirming these as
significant, and corroborating the dependent, and not incidental character of the variables. Thisresult also speaks of aneed for
cautious consideration of different variables, within the banking management system, as these can show strong disparitiesin
their values and should be therefore considered as individual, independent classes on the top of being a cluster of strongly
interrelated phenomenon. Furthermore, there is a positive significant relation between the independent variables and the
dependent variable (TQM) within the bank, as shown by the Pearson correlation coefficient, which was further confirmed by the
intensity of thisrelationship, as per the R-Square coming from the simple regression analysis, depicting astrong impact of the
independent variables on the dependent variable and leading to confirmation of a strong positive effect of the independent
variablesonthe TQM.
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Although the study does not provide exhaustive answers on the pillars of a successful TQM, as in such case much broader
analysiswould have to be undertaken, the summarizing conclusion from the results can thus be that a success of TQM strategy
in the sample bank isindeed firmly grounded on the variables sel ected, asthe individual valuesin these classes have arelevant
impact on the functioning of TQM, highlighting the importance of Operational Management, L eadership and of the Continuous
Improvement between the chosen variables, being the variableswith the higher explanatory impact. The efficiency of TQM does
indeed find itsbasein theindividual qualities, as described by the independent variables, yet the differencesin the values of the
mentioned independent variables indicate that the landscape of each of the classes may rather less prone to be compared with
the other ones, implying a need for further, more detailed study examining the impact of each of the variable on TQM in a
separated exercise. The general view of the processes within abank, being aresult of thistest, thus points at a colourful, varied
and rather more complex cluster of interwoven processes that may resist to a simple explanation and need to be seen in a
panoramatic perspective, requiring further studiesin thefuture ontheinterplay of different elementswithinaTQM system of a
financial intermediary.

6. Conclusion

Total Quality Management in the past few years has been an indispensible ingredient for the success of many organizations.
However, the Syrian banking sector in recent times is suffering from quality deterioration in terms of service provision. This
study therefore sought to propose a model for the application of TQM in the banking sector of Syria. The research shows the
levelsof implementing TQM criteriain theindustrial bank of Syria, and providesaproposed TQM Model with animplementation
plan that hel psthe Syrian bank and specifically the Industrial Bank of Syriato apply TQM in an effective way.
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