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This paper examines the mediating role of competitor orientation and inter-functional 

coordination between leadership styles and Total Quality Management (TQM) 

implementation. The empirical data for this study were drawn from a survey of 203 leaders 

from manufacturing and service firms in Addis Ababa and its surrounding cities to examine 

the reliability and validity of the independent constructs; mediating constructs (i.e., 

competitor orientation and inter-functional coordination); and implementation of TQM. 

The data were analyzed using Structural Equation Modeling (SEM) to examine the 

mediating role of competitor orientation and inter-functional coordination between 

leadership styles and the implementation of TQM. The result of this study revealed that 

servant and transactional leadership did have a positive and direct effect on the 

implementation of TQM, while the relationships were further positively mediated by inter-

functional coordination for the servant leadership-TQM relationship and negatively 

mediated by competitor orientation for the transactional leadership-TQM relationship. On 

the other hand, transformational leadership had only a positive and indirect effect on 

implementing TQM through competitor orientation and inter-functional coordination. 

Our sample companies came from different industries (both manufacturing and service 

sectors). Hence, future studies could consider samples from manufacturing and service 

sectors independently to control and reduce the bias resulting from industry differences. 

The results can be beneficial for the current organizational leaders to achieve appropriate 

leadership styles and understand the mediating role of competitor orientation and inter- 

functional coordination between leadership styles and the implementation of TQM. 
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In the current global economy, manufacturing and service firms in developing countries face 

serious competition from domestic and international markets ( Acar et al., 2013; Samat et al., 

2006). The same is true for Ethiopian manufacturing and service firms (Daniel & Fasika, 2003). 

The Ethiopian economy grew at a rate between 8 percent and 11 percent per year for more than 

a decade (ADA & First Consult PLC, 2017). This put the country in the fifth position among 

the top mounting economies in the world. The service sector remained the dominant sector with 

a 47 percent contribution to GDP, while the share of the industry grew slightly from 15 to 16 

percent (ADA and First Consult PLC, 2017). However, the total goods and service exported do 

not exceed 10 percent of GDP, significantly below the 24 percent expected from Ethiopia at its 

level of development (World Bank, 2018). Moreover, many Ethiopian firms are being affected 

by a lack of quality and efficiency and, thereby poor market competitiveness (Kahsay et al., 

2007). 

     The implication of quality is a major concern for several organizations both manufacturing 

and service. The necessity for quality management in Ethiopia has been documented since 

1972, establishing the Ethiopian standard institute. In recent years, numerous efforts have been 

made to encourage quality systems in the country (Daniel & Fasika, 2003). Among every 

quality initiative, increasingly, these organizations have been paying attention to Total Quality 

Management (TQM). 

     The victory in implementing TQM has revealed a direct positive impact on the achievement 

of manufacturing and service firms in both developed and developing countries. TQM is used 

both in manufacturing and service firms (Fotopoulos & Psomas, 2009; Jabnoun & Sedrani, 

2005; Samat et al., 2006; Samson & Terziovski, 1999; Talavera, 2004; Wang et al., 2012);  as 

a method for improving performance and competitiveness. TQM is a management system that 

includes a set of practices for managing an organization (e.g., Pradhan, 2017; Samson & 

Terziovski, 1999; Zhang et al., 2000). Almost all organizations across the globe are influenced 

by the successful implementation of TQM. 

     Due to the significance of TQM to Ethiopian firms, it is crucial to study and evaluate its 

implementation in Ethiopian firms' context, including the investigation of factors relating to it. 

The implementation of TQM is challenging. There are many obstacles to achieving TQM 

implementation success (Lakhe & Mohanty, 1994; Rad, 2006; Stevenson, 1999). For instance, 

changes in some organizational cultures are usually introduced while implementing TQM 

(Gallear & Ghobadian, 2004; Pereira-Moliner et al., 2016; Rad, 2006). Empirical research on 

TQM leadership offers scholars a rich and fertile field for investigation as it is still in its growing 

stage (Barbosa et al., 2017; Kumar & Sharma, 2018).  

     This study is intended to investigate the implementation of TQM and fill research gaps by 

highlighting some managerial practices or organizational factors that may be used to 

strategically improve the implementation of TQM. Some previous empirical studies have 

emphasized the role of leadership styles and organizational culture in influencing the 

implementation of TQM. However, few studies have investigated the role of leadership styles 

in implementing TQM through the mediating effect of different cultural variables such as 

competitor orientation and inter-functional coordination. This led a researcher to ponder this 

study as a central focus and formulated and tested the research hypothesis for this study.  
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Literature Review 

Total Quality Management (TQM) 
Numerous definitions of TQM have been presented over the years as each generation attempts 

to understand what TQM is and what it means to them. Improving every piece of the 

organization's actions and behaviors, improving quality, productivity, and services with a focus 

on meeting customers' requirements at present and in the future is the thinking of TQM. For 

instance, according to Stevenson (1999), TQM refers to "an organization-wide effort to achieve 

quality" (p.101) while Dale (2003) defined it as "TQM is the mutual co-operation of everyone 

in an organization and associated business processes to produce products and services which 

meet and hopefully exceed the needs and expectations of customers" (p.26). This suggests that 

TQM controls the manufacturing process while sustaining the well-being of the human element 

of the organization to label quality as the most priority. Practitioners and researchers try to 

demonstrate that a broad range of components make up TQM. These components are the focal 

and noteworthy achievement factors to promise the triumphant execution of TQM; 

nevertheless, there is no accord yet concerning the exact number and type of components 

(Fotopoulos & Psomas, 2009; Powell, 1995; Samson & Terziovski, 1999; Thamizhmanii & 

Hasan, 2010). 

Leadership styles 
There are numerous definitions of leadership in the academic literature, but House and Aditya 

(1997) present a well-known and plain definition. According to them, a leadership style refers 

to "how leaders express specific behavior"(p. 451). They also speculate that the success, 

approval, and suitability of leadership styles become the function of the analogy with the culture 

in which the leader functions. Leadership style is a process to persuade organizational members 

to grasp goals and track procedures and rules by monitoring and controlling the manners of 

their followers. Leadership is conceptualized and studied as a process, collective role, and 

mental model throughout the organization rather than the characteristics of a person (Yukl, 

1999). The research model of this study includes three leadership styles; transformational, 

transactional, and servant leadership. 

     Transformational Leadership is principally concerned with articulating the plan for change, 

providing support, convincing rationale for the change, building a guiding coalition, and 

increasing a sense of urgency (Kotter, 1995). Servant Leadership is mostly concerned with 

employee participation, solidarity, valuing unity, and human resource development. The 

servant leadership framework is an amalgamation of seven characteristics (Liden et al., 2015) 

including forming relationships, behaving ethically, signifying conceptual skills, putting first, 

empowering, helping followers grow and succeed, and creating value for others external to the 

organization. Transactional Leadership is largely associated with conversing with the team 

members to develop detailed and plain goals and establishing that workers acquire what is 

guaranteed for the purpose accomplished as per the accord, trade rewards for employees' effort, 

and are alert to their endeavor instantly (Bryant, 2003). Conceptually, transactional leadership 

has been illustrated by two distinct components. These are 1) Contingent reward, and 2) 

Management by exception (Bass & Avolio, 1993; Judge & Piccolo, 2004). 
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Competitor Orientation and Inter-functional Coordination  
A competitor orientation appears along with an organization's greater perception of what 

characteristics of the market are working (Kohli & Jaworski, 1990; Jaworski et al., 2002). It 

assists in the acquisition, the ease of transfer, and the development of competitor information 

and knowledge relating to competitors' manners, technological progress, and business 

opportunities internally (Adidam et al., 2012; Cavallo et al., 2021). Competitor orientation 

engrosses assembling information on competitors' activities, offerings, and market potentials. 

Competitor-oriented organizations are eager to discover strengths and weaknesses by openly 

balancing themselves against foremost competitors, and generating the greatest customer value 

higher than other competitors (Ozsashin et al., 2013; Zhang et al., 2007).  It is commonly agreed 

and more likely to achieve superior in terms of employee job fulfillment, esprit de corps, and 

customer contentment, as well as an organizational dedication for competitor-oriented 

organizations (Adidam et al., 2012; Kohli & Jaworski, 1990; Olavarrieta & Friedmann, 1999; 

Ozsashin et al., 2013). 

     The improvement in sharing information, communication, and synchronization amongst the 

diverse functions was believed to occur via strong inter-functional coordination in all 

organizations (Tyler & Gnyawali, 2002). The synchronized behaviors and activities of diverse 

organizational units are decisive in today's passionate market competition (Li et al., 2021). 

Inter-functional coordination is decisive and effective in reacting to market acumen (Simiyu & 

Bonuke, 2018). It also advances the synchronized use of business resources and customer-

related activities (Zhou et al., 2009). This thinking enlightens the potential of the functional 

units to embrace a diverse view and work on incoherent positions and mental models by putting 

away functional interests for the better. Alternatively, inter-departmental divergence might 

occur from the incongruence of goals and responses, and these unrelated organizational goals 

and lack of alliance amongst business functions generate dysfunctions (Harris & Ogbonna, 

2001; Kohli & Jaworski, 1990). 

Theoretical and Hypothesis Development 

Leadership Styles and TQM 
Transformational leadership is an elemental enabler behind an effectual execution of other 

TQM dimensions by presenting behaviors closer to TQM leadership, such as crafting a vision 

and endorsing a change (Kotter, 1995; Rougan, 2015). They launch quality goals and strategies, 

institute a learning environment, inspire, communicate, and authorize employees for a 

triumphant execution of TQM (Kumar & Sharma, 2018). They craft customer focus values by 

enhancing organizational members’ consciousness on how to fulfill customer needs and 

elucidate task requirements to lessen role doubts (Liaw et al., 2010). In this logic, 

transformational leaders might be the least prerequisite to adopting, implementing, and 

sustaining TQM (Kumar & Sharma, 2018). 

     Servant leadership values solidity, employee involvement, collaboration, and human 

resource development as essential to the TQM approach (Dierendonck, 2011; Spears, 2005). 

For instance, empowering leadership as one constituent of servant leadership assists TQM-

related information sharing in a team (Srivastava et al., 2017). It influences customer orientation 

by enhancing job outcomes of employees, crafting an authentic focus and culture of customer 

service (Muller & Smith, 2018); encourage customer orientation through a personal model of 
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service in a supportive, thoughtful, and helpful manner (Kumar, 2018; Maden et al., 2014). 

Largely, TQM and servant leadership share numerous attributes. For instance; reverence, 

attachment, a culture of openness, information sharing, reducing fear, facilitating creativity, and 

innovation (Coetzer et al., 2017; Dierendonck, 2011; Eva et al., 2019; Gallear & Ghobadian, 

2004; Ghobadian et al., 2007; Kumar, 2018; Reinke, 2004).  

     Transactional leadership might be futile for the execution of  TQM due to a lack of flexibility 

and compliance to change contingent upon changes in internal and external environmental 

factors (Khan, 2017). Besides, transactional leadership advances self-interest instead of group 

interest and presents a bigger interest in directions, standard operating procedures, and controls. 

In such an administration setting, employees have inadequate discretion, watched, controlled, 

and driven (e.g., Nikezić et al., 2012), contradicting the execution prerequisites of TQM 

(Cândido & Santos, 2011; Ghobadian et al., 2007). This anticipated theoretical tie between 

transactional leadership and TQM was empirically substantiated. For example,  the minority of 

researchers found a positive relationship between transactional leadership and TQM (Chan et 

al., 2016) while the findings of the majority of the earlier studies have designated that 

transactional leadership has a negative consequence on the execution of TQM (Alharbi & 

Yusoff, 2012; Chan & Ng, 2012).  Thus, it is, therefore, sensible to put forward the following 

hypothesis: 

Hypothesis 1: Transformational leadership has a significant positive and direct influence on the     

implementation of TQM. 

Hypothesis 2: Servant leadership has a significant positive and direct influence on the 

implementation of TQM. 

Hypothesis 3: Transactional leadership has a significant negative and direct influence on the 

implementation of TQM. 

Leadership Styles, Competitor Orientation and Inter-functional 

Coordination 
Transformational leadership is indispensable in crafting a culture of competitor orientation and 

inter-functional coordination (Menguc et al., 2007). It cultivates a culture of competitor 

orientation amongst employees by discussing strategies of competitors and increasing a shared 

understanding of the possible source of competitive threats (Ozsashin et al., 2013). Competitor 

orientation presents top executives with a logical way to assemble and analyze public 

information about rivals and use it to make better decisions (Adidam et al., 2012; Cavallo et al., 

2021; Jaworski et al., 2002; Peyrot et al., 2002). Inter-functional coordination, as one 

constituent of market-oriented culture, helps to augment the communication amongst 

employees as no single person can achieve organizational objectives without the support of 

others, where transformational leadership is believed to be very decisive (Gheysari et al., 2012).  

     Servant-led organizations are characterized by a mission, value focus, creativity, novelty, 

receptiveness, flexibility, dedication to both internal and external services, reverence for 

employees, and diversity (Hamilton, 2008, as cited in Melchar & Bosco, 2010), and take care 

of customers, and their needs (Pless, 2017). The systems that integrate diverse functions assist 

inter-functional coordination, customer, and competitor orientations (Harris, 2000). There was 

evidence that employees who view their managers as servant leaders exhibit higher levels of 
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dedication to customer orientation, competitor orientation, and inter-functional coordination 

(Jaramillo et al., 2009). Servant leadership with empowering behavior motivates employees to 

become more inventive (Zhang et al., 2010) and positively influences employees' malleability 

and self-efficacy (Ahearne et al., 2005). 

     Conversely, transactional leadership tends to encourage institutionalized practices and 

obstruct the improvement of market-oriented culture and its dimensions(Bass & Avolio, 1993). 

Leadership style geared towards expectation specification, procedure setting, and task 

allocation impede all facets of market-oriented culture dimensions (Harris & Ogbonna, 2001; 

Kassim & Sulaiman, 2011) when the objective is responding to shifting customer needs and 

market trends (Jansen et al., 2009). Thus, it is, therefore, sensible to put forward the following 

hypothesis: 

Hypothesis 4: Transformational leadership has a significant positive influence on competitor 

orientation and inter-functional coordination. 

Hypothesis 5: Servant leadership has a significant positive influence on competitor orientation 

and inter-functional coordination. 

Hypothesis 6: Transactional leadership has a significant negative influence on competitor 

orientation and inter-functional coordination. 

Competitor Orientation, Inter-functional Coordination, and TQM 
Crafting superior customer value requires understanding the setting of the accessible and 

prospective competitors in addition to just focusing on customers' present and anticipated 

requirements (Ozsashin et al., 2013). Market orientation covers the ability to build information 

profiles that help a company identify competitors' strengths, weaknesses, strategies, objectives, 

market positioning, and likely reaction patterns. Using these profiles, a company begins to look 

at its strengths and weaknesses versus competitors' strengths and weaknesses (Jaworski et al., 

2002; Peyrot et al., 2002). Moreover, according to  Kasper (2005) "having many competitors is 

important to have a better relative quality than others by doing its utmost, and knowing exactly 

what customers want" (p.19). The benchmarking scale undertaken on customer overhaul 

practices, human resource practices, technological facilities, comparative cost positions, and 

quality procedures of competitors' defines a firm's competitive orientation (Powell, 1995; 

Samson & Terziovski, 1999). Being highly competitor-oriented is indispensable for executing 

TQM because competitors are a benchmark against which prices, costs, and performance can 

be evaluated (Erdil & Erbıyık, 2019). 

     Cross-functional coordination stresses collaboration amongst internal units and functions, 

such as operations, finance, research, and development (R&D), human resources, and 

marketing departments (Carr et al., 2008). An inter-functional scheme advances information 

reliability and permits employees to easily access truthful, real-time information (Carr et al., 

2008; Li et al., 2021). It can fruitfully lessen redundant work and engender a more cohesive 

internal atmosphere through enhanced synergy and aligned goals amongst internal departments 

(Li et al., 2021). The support and collaboration, participative decision-making, and cross-

functional teams were identified as CSF for the successful execution of TQM (Rougan, 2015; 

Tomy et al., 2018). Generally, departmental interaction needs to be in place for TQM to operate 

successfully (Pereira-Moliner et al., 2016).  
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     On the contrary, Mann and Kehoe (1995) organizations encouraging specialty and function-

orientation might have obscurity in fruitfully executing TQM. On the other hand, past research 

confirms that the synchronization of operations with marketing, purchasing, and engineering 

can enlarge organizational success (Carr et al., 2008).  In addition, meager internal 

communication (Lakhe & Mohanty, 1994), organizational disintegration, and disagreement 

consistently resulted from a lack of functional synchronization (Daft, 2010). Thus, it is, 

therefore, reasonable to put forward the following hypothesis: 

Hypothesis 7: Competitor orientation and inter-functional coordination will have a significant 

positive influence on the implementation of TQM. 

The Mediating Role of Competitor Orientation and Inter-functional 

Coordination 
Very few studies empirically supported the relationship between leadership styles (e.g., 

supportive, participative, instrumental, democratic, laissez-faire, and transformational 

leadership), competitor orientation, and inter-functional coordination (Harris & Ogbonna, 

2001; Kassim & Sulaiman, 2011). Literature also advocates that leaders can directly and 

indirectly influence TQM implementation (e.g., Barbosa et al., 2017). Several empirical studies 

have also highlighted the role of a supportive culture in facilitating the effective implementation 

of change programs (e.g., Rad, 2006). Most researchers also implied the relationship between 

leadership style-culture and change implementation (Levene & Higgs, 2018). However, too 

little studies (e.g., Alomiri, 2015) supported the relationship between leadership-supportive 

cultural capabilities and the implementation of change program. So far from Ethiopian context 

very limited empirical studies have been conducted focusing on TQM practices and its effect 

on organizational performance with no emphasis on the role of leadership in TQM 

implementation together with moderators and mediators (Birhanu & Daniel, 2014; Daniel & 

Fasika, 2003). We found no published studies that have included leadership styles, competitor 

orientation, and inter-functional coordination and TQM relationships into one integrated 

theoretical model in organizational contexts. Given the important effects of leadership styles, 

competitor orientation, inter-functional coordination, and TQM on organizational performance 

and eventually organizational survival in the strongly competitive global economy, this 

literature gap has an important practical implication for scholars and managers.  

     Narver et al. (1998) contend that competitor orientation and inter-functional coordination 

are not achievable, lacking an appropriate leadership style. Supportive-related leadership is 

characterized by being more approachable, sustaining a friendly environment, consultative to 

employees, and non-directive role elucidation generates an appropriate atmosphere in which 

competitor orientation and inter-functional coordination are developed, fruitfully executed, and 

sustained (Harris & Ogbonna, 2001; Kassim & Sulaiman, 2011). In probing the mediator factor 

connected to how transformational and servant leadership might influence the execution of 

TQM, we predict that the link between both transformational and servant leadership with the 

implementation of TQM could be positively mediated by supportive culture (e.g., a culture of 

competitor orientation and inter-functional coordination) as the implementation of TQM 

requires a supportive culture to generate success (e.g., Rad, 2006). It is, therefore, reasonable 
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to put forward that a culture of competitor orientation and inter-functional coordination 

mediates the effect of transformational and servant leadership on the implementation of TQM. 

     On the contrary, with transactional leadership, employees have inadequate discretion, 

watched, controlled, and driven (e.g., Nikezić et al., 2012), contradicting the prerequisites for 

the fruitful implementation of TQM (Cândido & Santos, 2011; Ghobadian et al., 2007).  It is 

also substantiated in the literature that crafting a reward for short-term goals might restrain 

experimentation, diversity of opinion, and creative debate (Jansen et al., 2009) underlying 

TQM. In addition, intricate rules, processes with low flexibility, and bureaucracy are 

characteristics of transactional leadership (Bass & Avolio, 1993). Under such leadership, 

unbending rules, focusing on steadiness, avoiding risk-taking amongst organizational members 

as well as uncertainties associated with any change obstructs the development of a new and 

supportive culture for the fruitful implementation of TQM. Thus, it is, therefore, reasonable to 

put forward the following hypothesis: 

Hypothesis 8: There is a significant positive effect of transformational leadership on the 

implementation of TQM through competitor orientation and inter-functional coordination. 

Hypothesis 9: There is a significant positive effect of servant leadership on the implementation 

of TQM through competitor orientation and inter-functional coordination. 

Hypothesis 10: There is a significant negative effect of transactional leadership on the 

implementation of TQM through competitor orientation and inter-functional coordination. 

Method 

Sample  
The hypotheses were tested through surveys of leaders in manufacturing and service firms in 

Addis Ababa and its surrounding cities within a 100km radius. We obtained the entire 

population of the 173 firms that participated in EQA and those certified from an Ethiopian 

conformity assessment enterprise. A simple random sampling technique was used to select a 

sample of 121 using a statistical formula of Glenn (2012) and selected three managers per firm 

purposively with a total of 363 sample respondents. The leaders were drawn from top 

management, middle, and supervisors responsible for various functions including reform, 

marketing, and quality. A total of 312 questionnaires were distributed to 104 organizations. The 

researcher personally delivered the questionnaire to organizations. It was decided that the 

researcher would not be present when sample respondents completed the questionnaires. They 

were asked to answer them at their convenience, and the researcher followed up by phone. By 

doing this, the researcher attempts to avoid putting pressure on respondents, which might have 

led to distorted responses to questions. Responses were received from 203 leaders. Thus, the 

response rate was 65.06 percent. Data analysis was done using SEM with SPSS AMOS 23 to 

test hypotheses. In addition, the mediation tests were analyzed through the bootstrapping 

method of AMOS 23 with Bootstrap ML and Monte Carlo (95% bootstrap CIs). 

Measures 
Transformational Leadership: Transformational leadership was measured with the help of 

items from (Avolio et al., 1999) for the three dimensions of transformational leadership (i.e., 

individual consideration, charisma, and intellectual stimulation). For instance, there are twelve 
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items for charisma with sample items including "Articulate a compelling vision of the future" 

(Avolio et al., 1999, p. 450); four items for intellectual stimulation with sample items included 

"Suggest new ways of looking at how to complete assignments"(Avolio et al., 1999, p. 450). 

The CFA for The first-order factors plus one second-order factor of transformational leadership 

construct fits the data well (Chi-square (χ²) = 376.10 with df = 166, p = .000, RMSEA = .07, 

CFI = .92, TLI = .91 and ChSq/df = 2.26). 

     Transactional Leadership: We measured transactional leadership with the help of items 

from (Avolio et al., 1999) for the two dimensions of transactional leadership (i.e., management 

by exception active (MBEA) and contingent rewards). There are four items for contingent 

rewards (Avolio et al., 1999) and four items for management by exception active (Avolio et al., 

1999). We excluded management by exception passive (MBEP) as it is strongly associated with 

laissez-faire leadership but not with management by exception active and contingent rewards 

(Avolio et al., 1999).  

     Servant Leadership: To measure servant leadership, 14 items scale of Ehrhart (2004) cited 

and used by Mayer et al. (2008) was adapted. Ehrhart (2004) recognized seven servant 

leadership behaviors, such as behaving ethically, helping to grow and succeed, having 

conceptual skills, forming relationships, empowering and putting subordinates first. Slight 

adjustments were made to fit the context of the present study. 

     Competitor orientation and inter-functional coordination: In order to measure perceived 

dimensions of market-oriented culture, the scale developed by Thongsri and  Chang (2019); 

Narver and Slater (1990) and used by some researchers (Asikhia, 2011; Niculescu et al., 2013; 

Harris & Ogbonna, 2001; Ho et al., 2018; Ozsashin et al., 2013; Subramanian & Yauger, 1998)  

was adapted. For this particular study, we took only the two market-oriented culture dimensions 

(i.e., competitor orientation and inter-functional coordination) as both TQM and market-

oriented culture robustly share in common customer concerns marked as customer focus or 

customer orientation. The CFA for the first-order factors for market-oriented culture 

dimensions such as competitor orientation and inter-functional coordination constructs fits the 

data well (Chi-square (χ²) = 49.17 with df = 34, p = .04, RMSEA = .04, CFI = .98, TLI = .97 

and ChSq/df = 1.44). 

     Total Quality Management (TQM): Respondents were asked about the execution of TQM at 

an organizational level. We adopted the scale of Samson and Terziovski (1999) to measure the 

implementation of a firm's TQM in the area of people management, process management, 

information and analysis, strategic planning, and customer focus. For example, there are six 

items for strategic planning with sample items including "Our organization operations are 

aligned with the central business mission" (Samson & Terziovski, 1999, p. 406); seven items 

for people management with sample items including "Quality is the responsibility of every 

employee's" (Samson & Terziovski, 1999, p. 406). The CFA for The first-order factors plus one 

second-order factor of the TQM construct fits the data well (Chi-square (χ²) = 519.25 with df = 

319, p = .000, RMSEA = .05, CFI = .94, TLI = .94 and ChSq/df = 1.62). 

     Control Variables: We statistically controlled the impacts of two variables on our model. 

First, we included industry type. Controlling for industry type is critical for TQM study. As the 

companies in our sample had come from multiple industries, this variable has been revealed to 

affect the extent to which companies stress TQM. As TQM firstly appeared and was broadly 

spread in the manufacturing industry, this industry may have an improved TQM adoption and 
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pleasure than a service industry chiefly on the hard facets while it is identical for the soft facets 

of TQM (Powell, 1995). Second, to elucidate the early adopters' benefit, the time of TQM 

adoption is integrated as the second control variable. TQM practices are allied to time since 

adoption or use. The companies need to assume TQM from long-term perspectives to generate 

bottom-line results. A company that kept its TQM program over an extended time had more 

time to get enhanced payback from it (Cândido & Santos, 2011). 

Results 
Table 1 demonstrates that 76.4% were male while 23.6% were females. This skewed result was 

a reflective of the Ethiopian business climate whereby females accounted for only 24% in 

leadership positions. The analysis shows that about half (50.2%) of the participants were middle 

managers; 30% were top managers, and 19.2% were supervisors. In the context of this research, 

middle managers were considered as the key participants that fit best in terms of their time, 

comprehension of, and commitment to the implementation of TQM. In this study, as illustrated 

in Table 1, 54.2% of firms were from manufacturing, while 45.8 % were service sectors. This 

implies that about the same number of manufacturing and service firms are almost aware of the 

role of the quality issue and make an effort to excel in quality to create and sustain competitive 

advantage in the current consolidated competitive environment. As presented in Table 1, 61.6% 

have been using TQM for the long term, while 38.4% have used it for less than five years since 

its adoption. It implies the majority of the firms had a long year of experience with TQM issues. 

Table 1 

Information Relating to the Gender of the Participants 

 Frequency Valid Percent Cumulative Percent 

 Male 155 76.4 76.4 

Female 48 23.6 100.0 

Total 203 100.0  

  

Top Manager 

 

61 

 

30.0 

 

30.0 

 Middle Manager 102 50.2 80.3 

 Supervisor 40 19.7 100.0 

 Total 203 100.0  

  

Manufacturing 

 

110 

 

54.2 

 

54.2 

 Services  93 45.8 100.0 

 Total 203 100.0  

  

Short Time(for < 5 years since its adoption) 
78 38.4 38.4 

 Long Time(for >5 years since adoption) 125 61.6 100.0 

 Total 203 100.0  

      

     As revealed in Table 2, all factor loadings of the observed items (ranging from .56-.98) were 

significant at p < .001. The composite reliabilities (CR) of the latent variables ranged between 

.79 and .95, which exceeded the recommended criteria of .70 (Hair e al., 2010). In addition, the 

AVEs for the latent variables exceeded .50, ranging between .51 and .70. Consequently, 

according to these results, the measure utilized in this study verified the convergent validity of 

the constructs.   
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Table 2 

Validity and Reliability of the Measurement Model 

Factors No. of items Standardized Loading AVE  CR 

Transformational leadership 3 .82‒.78 .64 .88 

Intellectual stimulation 4 .86‒.78 .67 .90 

Individual consideration 4 .86‒.78 .65 .87 

Charisma-inspiration 12 .81‒.63 .54 .93 

Transactional leadership 2 .97‒.56 .63 .83 

Contingent-reward 3 .84‒.82 .69 .89 

MBEA 3 .79‒.56 .51 .78 

Servant leadership 14 .80‒.65 .52 .94 

Competitor orientation 4 .79‒.67 .54 .83 

Inter-functional coordination 6 .79‒.73 .59 .91 

TQM 5 .90‒.76 .71 .95 

People management 6 .82‒.67 .58 .89 

Customer focus 6 .83‒.71 .60 .91 

Process management 3 .86‒.81 .71 .89 

Strategic planning 6 .86‒.74 .64 .93 

Information and analysis 6 .82‒.67 .58 .92 

 

     We used discriminant validity to gauge how far the latent variables are divergent and to 

know that the latent constructs are not extremely correlated with others (Hair et al., 2010). 

Hence, Table 3 offers support for discriminant validity as the value of the square root of the 

AVE for each construct is larger than its correlations.  

Table 3 

Discriminate Validity Coefficients 

 1 2 3 4 5 6 

1. Transformational Leadership .80      
2. Transactional Leadership .73 .79     
3. Servant Leadership .69 .64 .72    
4. Competitor Orientation .60 .35 .53 .73   
5. Inter-functional Coordination .46 .41 .56 .54 .77  
6. Total Quality Management .66 .62 .71 .67 .70 .84 

Testing Hypothesized Structural Models 
The anticipated model was analyzed via structural equation modeling, and the data is robust 

and reasonably fits the model. The structural robustness of the model across all useful GOF 

measures met a tolerable level (Chi-square (χ²) =884.66 with df = 581, p = .000, RMSEA = .05, 

CFI = 0.927, TLI = .92 and ChSq/df = 1.52).  

     The results of direct path coefficients were analyzed in three sections. First, as shown in 

Table 4, the direct paths from transformational leadership to the implementation of TQM (ß = 

.03, p = .80) were not significant, providing no evidence to support hypothesis H1. Concerning 

Hypothesis 3, which conceived a direct and negative effect between transactional leadership 

and the implementation of TQM, our result proves that the effect is significant (ß = .22, p = 

.02).  However, the direction of the effect is contradictory to what we have hypothesized (ß = 

.22). Thus, hypothesis 9 was not supported. Moreover, our results confirmed a positive and 

direct impact of servant leadership on the implementation of TQM (ß = .22, p < .01), providing 

support for H2.  

Transformational leadership was significantly and positively related to competitor 

orientation (ẞ = .59; p = .000) and inter-functional coordination (ẞ = .25; p = .04), thus 

supporting Hypothesis 8. Table 4 also reveals that servant leadership influenced the level of 
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inter-functional coordination (ẞ = .41; p = .000) and competitor orientation (ẞ = .28; p = .01). 

Moreover, transactional leadership was significant but linked negatively to the competitor 

orientation (ẞ = -.26; p = .05) but no support was found for the significant impact on inter-

functional coordination (ẞ = -.04; p =.66) though the direction of the relationship was negative, 

providing partial support to H6. This means that by concentrating on internal issues and creating 

stiff competition between individuals and departments, transactional leaders might obstruct the 

development of inter-functional collaborations, resource sharing, and concern for the 

movements and actions of competitors. 

The link between competitor orientation and TQM was significant and positive (ẞ = .29; 

p = .000). Likewise, the relationship between inter-functional coordination and TQM was 

significant and positive (ẞ = .32; p = .000). Thus, hypothesis 7 was fully supported. This 

highlights that both competitor orientation and inter-functional coordination are antecedents to 

implementing TQM. 

Table 4 

Direct Effects: Path Coefficient Results 

Direct paths ẞ S.E. C.R. P 

Transformational Leadership →Competitor Orientation .59 .15 3.86 .00*** 

Transformational Leadership→ Inter-functional Coordination .25 .13 1.96 .04* 

Servant Leadership →Competitor Orientation .28 .08 2.54 .01** 

Servant Leadership →Inter-functional Coordination .41 .08 3.95 .00*** 

Transactional Leadership →Competitor Orientation -.26 .22 -1.95 .05 

Transactional Leadership →Inter-functional Coordination -.04 .19 -0.43 .66 

Transformational leadership →TQM .03 .12 0.24 .80 

Servant  leadership →TQM .22 .06 2.72 .00*** 

Transactional  leadership →TQM .22 .17 2.17 .02* 

Competitor Orientation →TQM .29 .08 3.65 .00*** 

Inter-functional Coordination →TQM .32 .06 4.82 .00*** 

Industry Type →TQM -.02 .05 -0.51 .60 

Time of TQM use →TQM .02 .06 0.58 .56 

 Note. (Chi-square (χ²) =884.66 with df = 581, p = .000, RMSEA = .05, CFI = .92, TLI = .92 and ChSq/df = 1.52); 

***p < .001; **p < . 01; *p < .05 

Mediation Test 
According to the results from AMOS for the structural model, the structural model fits the data 

well, and all fit indices lie within the recommended criteria. Our hypothesized model for the 

indirect effects of leadership types on the implementation of TQM through competitor 

orientation and inter-functional coordination also fits the data well (Chi-square (χ²) =955.97 

with df = 616, p = .000, RMSEA = .05, CFI = .93, TLI = .92 and ChSq/df = 1.65). 

     The study found diverse indirect paths. First, the indirect effects between transformational 

leadership and TQM were analyzed through the bootstrapping method of AMOS 23 with 

Bootstrap ML and Monte Carlo (95% bootstrap CIs). Findings showed a significant indirect 

effects between transformational leadership and TQM through competitor orientation (ẞ = .17, 

p < .01) and inter-functional coordination (ẞ = .07, p < .05) (see Table 5). In addition, the 

bootstrapped confidence intervals also established the result, because its 95% confidence 

intervals (CI) did not enclose zero for competitor orientation [Lower =.04; Upper =.56] and for 

inter-functional coordination [Lower =.01; Upper =.20]. Therefore, both inter-functional 

coordination and competitor orientation were regarded as full mediators between 

transformational leadership and the implementation of TQM.  



299                                              Organizational Leadership 11(2022)International Journal of                                                

 

 
 

     Second, servant leadership have a significant indirect effects on the implementation of TQM 

through inter-function coordination (ẞ = .10, p = .003). In addition, the bootstrapped confidence 

intervals also confirmed the result because its 95% confidence intervals (CI) did not enclose 

zero [Lower =.03; Upper = .22]. Thus, inter-functional coordination partially mediates the 

servant leadership and TQM relationships. Nonetheless, servant leadership had non-significant 

indirect effects on the implementation of TQM through competitor orientation (ẞ = .06, p = 

.09). In addition, the bootstrapped confidence intervals also confirmed the result, because its 

95% confidence intervals (CI) contained zero [Lower = -.00; Upper =.19].  This study result 

suggests that competitor orientation does not serve as a mediator between servant leadership 

and TQM. Thus, hypothesis 9 was partially supported.  

     Third, we looked at the indirect path from transactional leadership to TQM through 

competitor orientation, while the assessment of the mediating role of inter-functional 

coordination between transactional leadership and the implementation of TQM was excluded. 

Accordingly, transactional leadership has a significant negative indirect effect on implementing 

TQM through competitor orientation (ẞ = -.12, p = .03). 

Table 5 

Mediation Effects: Bootstrapping 

Direct paths 

Indirect 

Effect 

Direct 

Effect 

Lower 

(95%) 

Upper 

(95%) Mediating Role 

Transformational leadership → competitor orientation→TQM  .17** .03 .04 .56 Full Mediator 

Transformational leadership → Inter-functional coordination →TQM .07* .03 .01 .20 Full Mediator 

Servant leadership → inter-functional coordination →  TQM .10** .28** .03 .22 Partial Mediator 

Servant  leadership → competitor orientation →  TQM  .06 .28** -.00 .19 No Mediation 

Transactional Leadership → Competitor orientation →TQM  -.12* .22* -.57 -.00 Partial Mediator 

Note. ** p < .01, * p < .05. 

Discussion 
Results showed that implementing TQM in Ethiopian firms was affected by multiple 

organizational factors: leadership styles (e.g., transformational, transactional, and servant 

leadership), competitor orientation, and inter-functional coordination. To implement TQM 

effectively, firms need all critical organizational factors. The challenges with regards to 

organizational factors that the organizations are facing, therefore, need to be addressed as a 

matter of urgency. A lack of such crucial requirements such as leadership styles, competitor 

orientation, and inter-functional coordination was particularly worth noting because, without a 

strong and required leadership behavior, competitor orientation, and inter-functional 

coordination base, it is very difficult for organizations to succeed in the implementation of the 

TQM initiative. Having the right combination of leadership behavior is particularly important 

in helping organizations establish a requisite organizational culture for their businesses as well 

as in ensuring effective inter-functional coordination in gathering competitor and customer 

information and sharing the same information among functional units and employees. With 

regards to competitor orientation as well as inter-functional coordination, among others, the 

study showed that developing and sustaining a culture of competitor orientation and inter-

functional coordination will help capacitate organization to be able to implement TQM 

successfully. Without the right combination of leadership behavior and organizational culture, 

firms will certainly find it difficult to implement TQM. 

     The role as a mediator for both competitor orientation and inter-functional coordination is 

in line with previous literature suggesting positive impacts on the implementation of TQM. For 
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instance, Reed et al. (2000) showed that inter-functional coordination enhances the 

implementation of TQM due to information sharing and collaboration.  Likewise, Samson and  

Terziovski (1999) indicated that the degree of benchmarking undertaken on competitors' overall 

practices could play a significant role in implementing TQM. In this sense, transformational 

leadership can be described as a starting point for improvement as opposed to a direct influence 

on the implementation of TQM. It is to say that competitor orientation and inter-functional 

coordination are needed for transformational leadership to influence the implementation of 

TQM. In fact,  a lack of competitor orientation (Erdil & Erbıyık, 2019) and cooperation among 

functional units (Lakhe & Mohanty, 1994) prevents the organization from successfully 

implementing TQM. In short, it seems that a culture of competitor orientation and inter-

functional coordination are conducive to the successful implementation of TQM; and a 

transformational leadership style can play a key role in enhancing competitor orientations and 

inter-functional coordination.  

     In the same manner, the results confirmed that inter-functional coordination mediated the 

link between servant leadership and TQM (ẞ = .10, p = .003). Servant leadership could provide 

the required job resources to assist firms in creating inter-functional coordination. A more 

person and service-oriented leadership motivate an employee more and increase their 

rendezvous and dedication to implementing TQM. Lastly, our study also found that competitor 

orientation negatively mediates transactional leadership's effect on the implementation of TQM 

(ẞ = -.12, p = .03). The negative mediation of competitor orientation provides support for the 

current movements to the more flexible and externally oriented organization, which are 

characterized by identifying competitor's strengths, weaknesses, strategies, objectives, market 

positioning, and likely reaction patterns of competitors (Jaworski et al., 2002; Peyrot et al., 

2002). This finding is in line with previous findings as leadership style geared towards 

expectation specification, procedure setting, and task allocation obstruct all facets of market-

oriented culture constituents (Harris & Ogbonna, 2001; Kassim & Sulaiman, 2011) when the 

objective is responding to shifting customer needs and market trends (Jansen et al., 2009). 

Conclusion 
For an organization to progress in TQM, it is imperative to comprehend the factors influencing 

its execution. Hence, in this study, we examined the role of leadership and cultural factors in 

executing TQM. The empirical literature from this study revealed that both subjects were 

critical determinants of the implementation success of TQM. Moreover, the main goal of this 

work was to examine competitor orientation and inter-functional coordination as a mediator 

between leadership styles and the implementation of TQM by taking samples from both 

manufacturing and service firms. Building on the findings of the current research paper, the 

major conclusion that could be drawn from the results is that the successful implementation of 

TQM is not restricted to leadership styles but also competitor orientation and inter-functional 

coordination. That is, transformational, servant, and transaction leadership styles might not be 

enough to affect the implementation of TQM. First, competitor orientation and inter-functional 

coordination are pivotal determinants of the relationship between transformational leadership 

styles and the implementation of TQM. This study provides insight into the role of 

transformational leadership in enabling the implementation of TQM through indirect means. 

Thus, organizations that would like to implement TQM would do well to ensure that leadership 
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is transformational and that the organizational culture is supportive of the implementation of 

TQM. Second, inter-functional coordination is a pivotal determinant of the relationship between 

servant leadership and the implementation of TQM, while competitor orientation can be a 

negative determinant of the relationship between transactional leadership and the 

implementation of TQM. 

Practical Contribution 
We think that this evidence provides important practical implications. Leadership styles used 

impacts change implementations and organizational performance (Alomiri, 2015; Carter & 

Greer, 2013). In this sense, this study makes implications for firms to invest in leadership 

development to influence TQM implementation. Adopting TQM practices requires leadership 

commitment and support (i.e., decision implying resource investments and creating a clear 

collaboration with customers) (Gallear & Ghobadian, 2004). In the same line of argument, a 

supportive climate (i.e., competitor orientation and inter-functional coordination) for 

implementing TQM practices is nurtured by leaders (Harris & Ogbonna, 2001). Hence, it is 

important to mention that TQM practices will be easier to implement in market-oriented culture 

dimensions (e.g., competitive orientation and inter-functional coordination). 

     This study highlights the importance of competitor orientation in the TQM implementation 

process. The results implied that focusing on the internal aspect alone may not be sufficient to 

implement TQM successfully. Rather, the orientation given to the competitors fundamentally 

drives the implementation of TQM. Moreover, when implementing TQM, awareness of the role 

of inter-functional coordination will help firm managers to plan TQM practices appropriately 

and implement them successfully. Our study has plainly also signified that, in the process of 

using external knowledge for successfully implementing TQM, leaders should facilitate a 

culture of inter-functional coordination, which informs employees so that they remain open-

minded to the inflow of new and fresh ideas and thus build a good collaboration system between 

functional units and departments. However, inter-functional coordination is one of the most 

challenging tasks to handle in an organization as Kohli and  Jaworski (1990) state that barriers 

in terms of deficiencies like communication gap and risk aversion of top management, senior 

managers’ attitude toward change, and inter-departmental conflict can constrain the positive 

role of inter-functional coordination on successful implementation of TQM practices. 

Limitations and Future Research 
This study has its limitations. First, our data were collected using single-source self-reported 

questionnaires. As such, we note that common method bias may be present. Future research 

should consider collecting data from multiple respondents for dependent and independent 

variables. Second, our sample companies come from different industries (both the 

manufacturing and service sectors). Future studies could consider samples from manufacturing 

and service sectors independently to control and reduce the bias resulting from industry 

differences. Lastly, our study used cross-sectional data and cannot account for possible causal 

relationships. Aspects of leadership, competitor orientation and inter-functional coordination 

may develop over time, and their impact on TQM implementation may differ. Hence, 

longitudinal data treatment might yield additional insights into the influences of leadership 
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styles and market-oriented culture dimensions (competitor orientation and inter-functional 

coordination) on TQM implementation.  
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