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ABSTRACT   
 
This study focus on the impact of continuous improvement and problem prevention on workers 
of public and private organizations that have implemented TQM practices. The results of the 
study show that organizations that implement some degree of continuous improvement and 
problem prevention, their employees experience some positive impact on job satisfaction and 
organizational commitment. On the other hand, continuous improvement and problem prevention 
lack of significant relationship with job involvement and career satisfaction. Thus, top 
management should pay more attention to continuous improvement and problem prevention, and 
constantly look ahead on how can they correct and prevent problems and make improvements. 
 
INTRODUCTION 
 
Organizations should be well informed the benefits of TQM practices. In other words, 
encouraging TQM practices produce beneficial effect on people. When fully implemented, TQM 
brings good benefits to organization in term of quality, productivity, and employee development 
(Lawler et al., 1995). People are most important resources in dedicating their effort of achieving 
the high level of quality product and service. Moreover, many of the basic elements of TQM deal 
with people such as team work, creativity, innovation, extensive training, high level of 
communication, employee and management trust, and quicker decision making. Without their 
honest self-scrutiny and purposeful analysis, and without their commitment toward common 
goals, the organization may fail to achieve its objectives. 
 
In fact, most of the successful TQM implementations depend heavily on changes in employees’ 
attitudes and activities. The employees who will be affected most directly are the agents of 
change in organization that are involved in implementing TQM or other programs for continuous 
improvement. But what is the impact of these changes on the employees and does TQM provide 
benefit for the employees. The influence of TQM processes will produce positive impact on 
employees, improve level of satisfaction and commitment, and organizational effectiveness. 
Consequently, TQM must focus not just on the quality of product but also on the quality of its 
employees to remain an effective management approach. 
 
Many organizations that adopted quality management practices have experience an overall 
improvement in organization performance such as attitude, commitment, and effectiveness. 
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Butler (1996) found that companies that use TQM practices achieved better employee 
relationship (i.e. employee satisfaction, attendance, turnover, safety, and health). Therefore 
Malaysian companies, private and public, should be committed in the TQM practices and should 
move towards implementing it successfully. 
 
This study examines the impact of continuous improvement and problem prevention practices on 
employee’s work related attitude. Specifically, the study examines the degree of employee’s job 
involvement, job satisfaction, career satisfaction, and organizational commitment as a result of 
the level of continuous improvement and problem prevention practices. 
 
LITERATURE REVIEW 
 
The literatures on TQM practices indicate its definition as formal, programmatic, and behavioral 
(Zeitz et al., 1997). Further, Ross (1993) defined TQM as set of practices such as continuous 
improvement, meeting customers’ requirement, reducing rework, long-range thinking, increased 
employee involvement and team work, process redesign, competitive benchmarking, team-based 
problem-solving, constant measurement of results, and closer suppliers’ relationship. 
 
Clinton (1994) summarized the TQM principles made by forefathers in quality movement, 
Deming, Juran, Crosby, and Feigenbaum, into 5 basic principles namely: focus on customers’ 
needs, focus on problem prevention, make continuous improvements, train employees to 
improve quality, and apply the team approach to problem solving. 
 
Further, Idris et al., (1996) discovered that most important practices, which have been 
implemented were problem solving techniques, production planning and control, statistical 
sampling, quality awareness program and house keeping. Similarly, Oslan (1997) found that the 
most commonly used TQM practices were problem-solving team followed by training for large 
numbers of employees. Powell (1995) also described TQM as an organization wide approach 
that focuses on continuous improvement through the participation of every individual in the 
organization. 
 
Bound (1995) indicated that continuous improvement as a program to reduce order processing 
times, service development cycle-time, service delivery cycle times as well as reducing paper 
work and to find wasted time and cost in all internal processes. Further Bounds (1995) stressed 
that TQM teach managers to engage in root cause analysis. Manager must address the cause of 
the problem within the system to eliminate both the problem and its symptoms. Focusing on the 
problem prevention creates a positive working environment for people which asking why rather 
than asking whom. 
 
Job involvement is related to task characteristics. Employee who has a greater variety of tasks 
and who deals with people at work will feel more involved in the job (Guimareas, 1996; Luthans, 
1995, Kanungo, 1982). Mohrman et al. (1996) indicated that TQM practice is an important part 
of a successfully involving employee in processes that lead to improvement of company 
performance. Therefore, the use of TQM practices creates a culture that encourages employee to 
be more jobs involved and to work together company wide. 
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Job satisfaction refers to an affective reaction of individuals to specific aspects of their job or 
positive emotional status. It refers to employees’ contribution and recognition towards 
achievement of organizational goals (Guimareas, 1996; Weiss, 1967). Therefore, focusing on 
TQM practices will lead to improvement in employee job satisfaction. 
 
Career satisfaction refers to the overall reaction of individuals to their career (Greenhaus et al., 
1990). TQM practices also lead to a particular environment and set of managerial action that give 
direction to employee motivation and the successful accomplishment of goals. They help 
satisfied employees to be motivated to proceed towards achieving their career and goals, utilizing 
their skills and abilities, and improving their quality of work. 
 
Finally, organizational commitment refers to the affective reaction of individual to the whole 
organization and the degree of attachment and loyalty towards the organization (Guimareas, 
1996; Luthans, 1995; Mowday et al., 1979). TQM practices can retain employees and gain their 
loyalty. The successful implementation of TQM will make sure that employees are more likely 
to be motivated to perform and likely to stay with the organization. 
 
METHODOLOGY 
 
The independent variables in this study focus on the TQM practices that contributed to improved 
performance. It includes all the criteria used in the guidelines of the Malcolm Baldrige National 
Quality Award (MNQBA). The same criteria are used in the companies who are recipients of the 
Industry Excellence Award (Quality Management Excellence Award – QMEA Category) of the 
Ministry of International Trade and Industry and the Prime Minister’s Quality Award (PMQA) 
for private sector category in Malaysia. The criteria are: policy on quality management, QCC, 
training, quality audit, other quality improvement programs, top leadership involvement, 
management data and information, human resource management, customer satisfaction, handling 
customers complaints to increase productivity, support services and vendor programs, and 
quality and operational results. 
 
Dependent variables in this study focus on the work related attitude. The indicators of work 
related attitudes are job involvement, job satisfaction, career satisfaction, and organizational 
commitment. Job involvement describes an employee’s ego involvement with job or 
psychological identification with job. It refers to the overall affective reaction of individuals to 
their involvement in job, participation in decision-making, and commitment in quality 
improvement. Job satisfaction refers to affective reaction of individuals to specific aspects of 
their job or positive emotional status; refers to employees’ contribution and recognition towards 
achievement of organization’s goals. Meanwhile, career satisfaction refers to the overall 
affective reaction of individual to their career; specifically refers to the motivated employees to 
proceed towards achieving their career and goals, utilizing their skills and ability and improving 
their quality of work. Finally organizational commitment refers to the affective reaction of 
individuals to the whole organization and the degree of attachment or loyalty that employees feel 
towards the organization. 
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The aim is to demonstrate the practices and to facilitate the development index for TQM 
practices. To provide a general framework for examining the impact of continuous improvement 
and problem prevention on work related attitude, a model is depicted as below. 
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RESULTS 
 
Based on Pearson correlation coefficient between continuous improvement and problem 
prevention with job involvement, job satisfaction, customer satisfaction, and organization 
commitment are tabulated in Table 2. This can be seen that continuous involvement and problem 
prevention is significantly positive correlated to job involvement, job satisfaction, customer 
satisfaction, and organization commitment. 
 

Table 2: Pearson Correlation Coefficient 
 
Item 

Continuous improvement and 
problem prevention 

Job Involvement 0.2121 
p=0.031 

Job Satisfaction 0.293 
p=0.0002 

Career Satisfaction 0.2234 
p=0.023 

Organizational Commitment 0.2954 
p=0.0002 

(df=97, p<0.1, r=0.2540) 
 
Therefore the accepted hypotheses are as follows: 
 

H2  :  Continuous improvement and problem prevention practices lead to 
positive impact on job satisfaction. 

H4  :  Continuous improvement and problem prevention practices lead to 
positive impact on organizational commitment. 

 
DISCUSSION AND CONCLUSION 
 
The study sets out to examine to what extent that continuous improvement and problem 
prevention practices have an impact on the employee’s work related attitude. Further, this study 
intended to examine the contribution of continuous improvement and problem prevention 
practices toward job involvement, job satisfaction, career satisfaction, and organizational 
commitment. 
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Based on the result of correlation analysis, continuous improvement and problem prevention 
practices are significantly positive correlated to job involvement, job satisfaction, career 
satisfaction, and organizational commitment. Therefore, job involvement, job satisfaction, career 
satisfaction, and organizational commitment increase as continuous improvement and problem 
prevention practices increase. It is recommended that top management to review the 
organization’s overall goals to be in line with TQM. Further, human resource department should 
review, improve, and understand the factors related to motivation, training, and retention of good 
employees. They should be influencing the work practices of individual employees. Meanwhile, 
union and employees must support TQM concept. 
 
Continuous improvement and problem prevention lead to positive impact on job satisfaction and 
organizational commitment. Even though these practices could be indirectly contributed to job 
satisfaction and organizational commitment, they are still important practices in implementing 
TQM as based on Pearson correlation. Further, they are significantly correlated to job 
satisfaction and organizational commitment. 
 
The lack of significant relationship between these practices and job involvement and career 
satisfaction suggests that management failed to prove its commitment into these important 
practices. Thus, an important recommendation is that top management must pay more attention 
to continuous improvement and problem prevention practices specifically continuous 
improvement and problem prevention, and constantly looks up how they can correct and prevent 
problems, and make improvements. 
 
Finally, since continuous improvement and problem prevention create a culture that encourages 
employees to gain job satisfaction and organizational commitment, they should be placed 
completely in the hands of top management in ensuring the success of the continuous 
improvement and problem prevention practices. Management should understand that the process 
is to be long lasting and meaningful. 
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