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Abstract

The purpose of the study is to examine the influence of Total Quality
Management (TQM) dimensions on competitive advantage of SMEs in
Nigeria. It examined TOM along three popular dimensions: leadership,
customer focus and continuous improvement quality. The study adopted
a survey design, in which copies of the questionnaire were administered
to 200 employees of twelve (12) selected fast food restaurants in
Benin City. The data were analysed using Pearson matrix correlation
techniques through Ordinary Least Squares (OLS) estimation technique.
The findings revealed that a positive and significant relationship
exists between leadership, customer focus and competitive advantage.
Continuous improvement quality was found to have a negative and non-
significant relationship with competitive advantage. Leadership was
found to have the most significant influence, followed by customer focus.
The study established that leadership and customer focus are key TOM
dimensions which the fast food industry should seriously focus on in the
quest for continuous quality improvement.
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Customer focus, leadership, Total quality management.
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Introduction

As a result of growth and development of the global economy, there has
been a continuous increase in the number of businesses around the world.
This influx is also due, in part, to the reduced amount of regulation and
standardisation in their operations. This upsurge in their population has
generated competitive pressure among the operators of SMEs resulting
specifically from the continuous increase in customers’ demand for
quality goods and services. This situation has given rise to the need for
small business’ product or service uniqueness and competitive strength
(Eniola, Olorunleke, Akintimehin, Ojeka, & Oyetunji, 2019; Esiaba,
2016; Gherardini, Renzi, & Leali, 2017; Jabeen, Shehu, & Mahmood,
2015). SMEs now need to engage in operations that line up with customer
expectations (Eniola, et al., 2019; Ibidunmi, Salau, Falola, Ayeni, &
Ifeanyi, 2017; Imran, Binti, Binti, Shabbir, Salman, & Jian, 2018). They
now have to introduce and develop new actions which will differentiate
them from their rivals in the given locality where they operate.

Studies have revealed that in order for organisations to be distinctive
from competitors, they have to pay adequate attention to their distinctive
resources in a more proactive manner (Ibidunmi, et al., 2017; Imran, et
al., 2018; Eniola, ef al., 2019). Thus, SMEs have to leverage on their
competitive gains by raising the productivity level of their employees
and other aspects of their operations. They also have to consider those
practices which have worked out for many large scale businesses and
adapt these to their business in the best way they can.

TQM comprises a set of management practices that can be used for
improving organisation performance through the constant improvement
of goods, services and business processes by striving to meet or exceed
the expectation of customers and ensuring organisational performance
(Eniola, et al., 2019; Garcia-Bernal, & Ramirez-Aleson, 2015). It is a
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long-term approach that holistically concerns itself with the continuous
improvement in all areas of the company (Esiaba, 2016). Its aim is to
radically transform an organisation through improvement in its systems,
processes, practices and structures (Esiaba, 2016). It has been practised
by some large scale businesses with some degree of success (Imran, ez al.,
2018; Jimoh, Oyewobi, Isa, Waziri, 2019), and researchers are already
emphasising the benefits of the practice of TQM to SMEs (Eniola, et al.,
2019; Jabeen et al., 2015;Jimoh, Oyewobi, Isa, Waziri, 2019).

Eniola et al, (2019) assert that TQM will enable organisations to
attain business success by differentiating their products and gaining
competitive position in the industry. It is also affirmed that TQM brings
about better, faster, cheaper, safer, easier processing products than that
of the competitors with the involvement of all employees under senior
management leadership. The notion of TQM in the running of SMEs
would be expected to yield positive outcomes. It is in the light of this
that this study seeks to investigate the influence of TQM on competitive
advantage among SMEs within the fast food industry.

Statement of the Research Problem

Due to increasing competitiveness across industrial sectors globally,
organisations need to maximise quality, innovation, benchmarking,
delivery dependency, etc., if they are to be successful. Moreover, going
by the mounting pressure from customers for better value from their
purchase, organisations cannot but adopt management practices that
would help them deliver on quality, swifter delivery and lower cost
(George, 2002). As a management technique, TQM plays a crucial role
in influencing competitive advantage of organisations (Reed ez al, 2000).

Ironically, a few studies have related TQM to competitive advantage and
these studies did not fully explore an integrative suite of TQM activities
on competitive advantage. (Addae-Korankye, 2013; Al-Qudah, 2013;
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Esiabe, 2016; Genaparapu, & Prathigadapa, 2015; Jabeen, Shehu, &
Mahmood, 2015).

This study seeks to bridge the existing gaps by investigating the
relationship between three popular TQM dimensions such as leadership,
customer focus and continuous improvement quality on competitive
advantage of small businesses ( within the fast food industry) in Nigeria.

Objectives of the Study

The broad objective of the study is to investigate the relationship between
TQM practices and competitive advantage of fast food restaurants in
Benin City. The specific objectives of the study are to:

1. determine the extent to which leadership influences the competitive
advantage of fast food restaurants in Benin City;

2. ascertain the extent to which customer focus influences the
competitive advantage of fast food restaurants in Benin City; and

3. investigate the extent to which continuous improvement quality
influences competitive advantage of fast food restaurants in Benin
City.

Research Hypotheses

The hypotheses in the null forms are stated as follows:

Hol: There is no significant relationship between leadership and
competitive advantage of fast food restaurants in Benin City;

Ho2: There is no significant relationship between customer focus and
competitive advantage of fast food restaurants in Benin City; and

Ho3: There is no significant relationship between continuous
improvement quality and competitive advantage of fast food restaurants
in Benin City.
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Competitive Advantage

Competitive advantage provides distinctive competencies that
differentiate one organisation from other similar organisations in the
industry. According to Porter, (1985) as cited in Al-Qudah, (2012:63),
“competitive advantage refers to the comparative positional superiority
in the marketplace that leads a firm to outperform its rivals”. This
implies that in order to attain competitive advantage, a small business
should be able to add value to its offerings more than what the rivals are
doing in the locality where the business is operating. Genaparapu, and
Prathigadapa, (2015) identify the sources of competitive advantage to
include the ability of an organisation to provide cost leadership, product
differentiation, and effective people management.

Total Quality Management (TQM) Dimensions for Competitive
Advantage

TQM is a management philosophy that holistically ensures continuous
improvement by all employees under the leadership of effective top
management for the purpose of ensuring superior customer satisfaction
through the provision of quality products, and ensuring improved
performance as end results (Jabeen, et al., 2015).Similarly, Shankar
(2012) defines TQM as a management approach that focuses on quality,
predicated on the participation of all its members, which seeks a long
term achievement through customer satisfaction and benefits to the
members of the organisation as well as the public. It can be inferred
from the definitions that TQM is a set of laid down principles and
culture that guides management in the running of a business. This is
based on constant learning, adaptation to changes in customer demand
and satisfaction through continuous improvement. Genaparapu, and
Prathigadapa, (2015) outline the TQM dimensions to include customer
focus, leadership, team of people, process management, security/system
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approach to management, continuous improvement, reliability and
supplier’s management.

Leadership and Competitive Advantage

The leadership demonstrated by the entrepreneur is arguably the
most dominant among the TQM dimensions (Jabeen, et al, 2015).
This is because the entrepreneur plays a crucial role in ensuring that
there is requisite commitment from organisational members. Effective
teamwork, empowerment and participation in decision making have
been traced to creating a competitive advantage for organisations whose
leadership ensures that such practices become part of the organisation’s
approach towards solving problems (Jabeen, et al., 2015). One of the
ways of ensuring that the leadership is effective for competitiveness is by
aligning all organisational members to the visions, goals and objectives
of the organisation for the purpose of strategic fitness. Genaparapu, and
Prathigadapa, (2015) suggest that management should establish unity of
purpose and direction if they must attain competitive advantage.

Customer Focus and Competitive Advantage

Customer focus, which brings about customer satisfaction, is the ultimate
goal of the TQM philosophy (Al-Qudah, 2012; Jabeen, ef al., 2015). This
is because small businesses exist because of the customers, and TQM is a
customer-oriented approach which places emphasis in ensuring customer
loyalty through repeat purchase.

Continuous Improvement Quality and Competitive Advantage

An SME that pays adequate attention at improving the process and
procedure of its activities is no doubt ahead of other small businesses
that do not. Continuous improvement is possible by ensuring Just-In-
Time (JIT) management for competitive advantage. JIT facilitates the
improvement of quality and management of time. It helps in eliminating
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wastes and unnecessary inventory and scrap in production. Another way
of ensuring continuous improvement for competitiveness is through the
organisation’s Total Productive Maintenance policy. This is a production
driven improvement procedure that is intended to optimise equipment
reliability and guarantee proficient management of plant assets through
employee participation and empowerment, by linking manufacturing,
maintenance and engineering functions (Ahuja & Khamba, 2008).

Methodology

The study utilised the survey research design. The population of study is
made up of 500 employees of 12 selected fast food restaurants in Benin
City. They include Mat Ice, Chicken Republic, Mr Biggs, Glad Tidings,
Omega and Bar restaurant, Kaydees, Mama Ebo, Kada Plaza, Sizzlers,
Great foods, Mc Jerry foods, and Debbies Kitchen. The restaurants were
chosen based on accessibility and level of knowledge of TQM. The Taro
Yamane formula of sample size determination was used to get a sample
size of 200. The questionnaire was conveniently administered based on
proportional allocation of number of employees in each restaurant. Out
of the 200 questionnaires administered, 160 (which constitutes 80%
response rate) were considered valid, hence useful for analysis. The data
were sourced in August 2020.

The questionnaire used for the data collection employed a five points
modified form of Likert type scales with 5 = Strongly Agree (SA), 4=
Agree (A), 3 =Undecided (U), 2= Disagree (D) = agree (A), 1 = Strongly
Disagree(SD) to measure all the items. The criterion for agreement to the
statement is based on an avarage mean value 3.0. Collected data was
analyzed through descriptive and inferential statistics. All data were
coded and the test analyses were done at 5% level of significance using
the Statistical Package for the Social Sciences (SPSS) version 22.0.
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Validity and Reliability of the Research Instrument

To ensure validity of the questionnaire prepared, copies of the
questionnaire were given to colleagues in the research area to critically
examine the applicability of the questions. Pilot study was conducted
by testing and pre-testing the questionnaire with 20 randomly selected
employees of the selected restaurants. Feedbacks were incorporated
and questions were then revised. The final version of the questionnaire
consisted of 28 closed-ended statements. To test reliability of the research
instrument, the researchers used Cronbach’s alpha as a diagnostic
measure. It assesses the consistency of the entire scale. The results of the
reliability analysisas shown in Table 1revealed that all the variables are
above 0.7 or 70% , indicating that the questionnaire is a strong research
instrument for the study.

Table 1:Cronbach Alpha

Variables Number of Items | Cronbach Alpha
leadership 6 0.876
Customer focus 6 0.821
Continuous improvement quality | 6 0.709
Competitive advantage 10 0.791

Source: Researchers’ computation based on the field survey 2020 using
SPSS 22.0

Model Specification

The model for the study was stated functionally as:

CAD =f(LDS, CUF, CIQ) ..co.vvviiiiiiiiiiieennn, (1
Therefore, the model for the study is stated in econometrics term as:
CAD = B0+B1LDS +p2CUF +B3CIQ+E? ......eevenn.... 2)

Where: B0 = Constant; 1 to B4parameters of the independent variables;
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CAD = competitive advantage, LDS = leadership; CUF= Customer
focus; CIQ= Continuous improvement Quality, andE¢ = error term.
Apriori expectation is stated as: 1>0, 2>0, and 3>0.
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iscussion of Results

In Table 2, there is consensus by majority on the statements on leadership
in fast food restaurants as a TQM practice. Respondents however disagree
largely on two statements, hence their means are below the average of
3.0. The mean value of leadership (3.00) indicates that leadership in the
fast food industry is only at the average.

Table 3 reveals responses on customer focus as a TQM practice.
Respondents agreed on all but two of the items on customer focus. Its
mean value of 3.07 is slightly above the mean criterion of 3.0 indicating
that the customer focus in the fast food industry is on the average and
more attention needs to be given to it in order to align effectively with
the demands of TQM.

Table 4 shows the responses on items on continuous quality improvement.
Respondents responded in the negative to all but one of the items. The
mean value of continuous quality improvement (2.07) is below the mean
acceptance mean of 3.0.

In Table 5, respondents were undecided on the items on Competitive
Advantage with a mean value of 3.00.

Table 6 shows the correlation statistics values which are positive.
This indicates that leadership, customer focus and continuous quality
improvement are moving in the same direction as competitive advantage.
It further reveals that there is positive and significant correlation between
competitive advantage with leadership, customer focus and continuous
quality improvement at 5% level of significance. The results also shows
that there is multicollinearity between the dependent and independent
variables. This is evident by the correlation values which do not exceed
0.90 as suggested by Dwivedi (2008).
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Table 7 reveals the results of the estimated multiple regression. The
R-square of 0.777shows that based on the current period during which the
study was conducted, and with respect to the data collected, leadership,
customer focus, and continuous improvement quality jointly explain
77.7% of the systematic variations in competitive advantage of firms
in the fast food industry in Nigeria. This shows a goodness of fit for the
model, and can be used for statistical prediction.

OLS analysis reveals that leadership has a positive coefficient (0.829)

and a significant influence on competitive advantage at 5% level of
significance. These findings indicate that a unit increase in leadership
results in approximately 82.9% increase in the competitive advantage
of firms in the fast food industry in Nigeria. This also indicates that an
effective leadership in the fast food industry influences their competitive
advantage. Therefore, the management of SMEs should practice
a pragmatic leadership approach that ensures that TQM practices
are sustained in solving both present and future problems of their
organisations.

The results of the analysis reveal that customer focus (0.448) is positively
and statistically significant with competitive advantage at 5% level of
significance. A unit increase in customer focus results in approximately
44.8% increase in the competitive advantage of firms in the fast food
industry in Nigeria. This indicates that putting emphasis on customer
focus in the fast food industry influences their competitive advantage.
Customers are often not given enough focus because of the SMEs
tendency of getting too busy with the present demands of their customers
and fail to pay adequate attention to the future requirements of these
customers.

Furthermore, the results reveal that continuous quality improvement
has a negative coefficient (-0.091) and a non-significant influence on
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competitive advantage at 5% level of significance. These findings
indicate that continuous quality improvement is a weak determinant of
competitive advantage of firms in the fast food industry in Nigeria. The
insignificant nature of continuous quality improvement is consistent with
the findings of Jabeen, et al., (2015).

Considering the extent to which the independent variables affect
the dependent variable, the coefficient results reveal that leadership
has the most significant effect on competitive advantage (f1=0.829,
p<0.05), followed by customer focus(f2=0.448, p<0.05), and the
variable with the lowest significant effect on competitive advantage is
continuous improvement quality ($3=-0.091, p>0.05). This indicates
that continuous improvement quality may not be a strong indicator of
competitive advantage when compared with the other two dimensions.
Hence, leadership and customer focus are stronger and more significant
predictors of competitive advantage. This result validates the findings
of Jabeen, et al., (2015) who revealed that management leadership is
the most important TOM dimension that enhances SMEs performance.
The results are however inconsistent with the findings of Mahmood et
al., (2014) who revealed that continuous improvement quality has the
most significant influence on performance. Al-Qudah (2012) on the other
hand revealed that customer focus has the most significant influence on
competitive advantage.

Conclusion

The objective of this paper was to examine the influence of three popular
TQM dimensions on the competitive advantage of SMEs. The findings
have revealed that the leadership role of the management of SMEs is
key to enhancing competitive advantage. It also revealed that other
TQM practices are important to achieving competitive advantage in the
industry.
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Implications of the Study

This study has implications for performance in service-based and
manufacturing industry especially in the areas of developing and
implementing strategies that align with the TQM dimensions. Based on
the findings of this study SMEs need to focus on leadership and customer
focus as key TQM dimensions. This is because it is the firm’s proven
ability to provide leadership and customer satisfaction that could help
them achieve continuous improvement quality. In other words, there
cannot be continuous improvement of quality in the absence of the right
leadership and without a focus on customer’s satisfaction.

Recommendations

Based on the study’s data analysis and empirical findings, it is
recommended that SMEs should emphasise on TQM practices that
include leadership, customer focus and continuous improvement quality
in ensuring superior competitive advantage. First, the right leadership
should be provided which would help in strengthening customer focus
and continuous quality improvement.

Continuous improvement programmes should be adequately planned
and implemented by ensuring that the organisational members are fully
involved. This should be installed as a culture in the organisation. For
this to be possible, SMEs should continuously train and empower their
employees through seminars, workshop and conferences which will keep
them abreast of current happenings in the industry.
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