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ABSTRACT

Soft-hard total quality management comprises ofutiiléy of human resource management-style persbnn
policies to product commitment to quality and a agement ideology that supports cultural change
maxims, continuous improvement and customer satisfa The aim of the study is to determine the
mediator effect of national culture on the relasibip between soft-hard total quality management and
organizational performance in municipalities. A giil@tive research design was adopted to colletd.da
Multiple regression analysis method was used todeon this study. The findings of the study will
contribute to both theory and practice. The resoltsthis study have important contributions and
implications for practitioners and policy-makers threse five developing countries. Empirical evidenc
revealed that soft-hard total quality managemerst tedationship with performance. The findings also
implied that soft-hard total quality management Ipasitively relation with performance and there is
difference in organizational performance mean betnadl these countries.

Keywords: Mediator Effect, National Culture, Quality Managemh Organizational Performance

1. INTRODUCTION Total Quality Management (TQM) practices are
being widely adopted by contractor companies teesol

Hall (1989) proposed a set of parameters to studyproblems regarding quality in the construction istry
cultures comprising a dimension that extends fragh-h  particularly to satisfy the needs of the customiris. no
context to low-context and from the low-contextthe surprise that TQM has now become the major business
high-context category. Hall (1989) stated that high strategy in current management and has currenty be
context communication refers to a type of taken up by companies around the globe. The
communication that relays not just verbal construction industry is being considered as coatpety
communication and includes behavior and para-verbalhaving one of the poorest quality emphases among
cues as according to him, “meaning and context aredifferent manufacturing and service sectors.
inextricably bound up with each other (Hall, 1989). According to Hall (1989), cultures from high-contex
Hence, for communication understanding, one shouldto low-context are represented by the following
examine the meaning coupled with the context aed th countries; Japan, Arab countries, Greece, Spadty, It
code. Context is referred to as the situation, England, France, North America, Scandinavian
background or surrounding that is linked to thergye Countries and German-speaking countries. Hall (1989
situation or even the individual. High context added that people from low-context cultures possess
communications also entails drawing on the commoncommunication style that is consistent with feeding
knowledge of the parties to the communication. while people from high-context culture allow théaseof
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message without directly addressing the problencake
of conflict, high-context cultures are known to reakse
of indirect, non-confrontational and unclear lamggia
that depends on the listener’'s or the reader'd kil
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cited (14,750) times as of February 2010 otheraedsr
using the Hofstede specific four dimensions todatk
his claim of homogeneity of Arab culture and theffiect
in their relations between Soft-Hard TOM and

understanding the meaning from the context. On theperformance in the municaplities. Other reasonstddé

other hand, low-context cultures are more inclitedhe
direct, confrontational and candid approach to guize
that the listener got the correct message intended.

Similarly, other authors like Gudykunst al. (1996)
refers to high context communications as indireatlear,
harmonious, reserved and understated while to tmwext
communication as direct, accurate, dramatic, opkar
and highly dependent on feelings and true integtion

House et al. (2004) conducted the GLOBE study
involving 62 different cultures and 127 investigaton
societies all over the globe through the years fi®@94-
1997. The data collection tool used was the surve
guestionnaire which was distributed to 17, 000 neidd
managers in a total of 951 organizations througt®ut
particular industries namely banking, food proaegsi
and telecommunication.

Trompenaars (1993) created a model in his atteonpt t
study national culture and its impact on business
practices through gathered data from 15, 000 masage
from 47 countries. Trompenaars and Turner (1997)
proceeded to conduct a study with a fellow researon

(1984), applied all of his four deminsions that(gewer
distance, uncertainty avoidance,
individualism/collectivism.) on these five coungjewhile
he did not apply the fifth deminsion (long termenited) on
these countries, for the previos reasons his agyobf his
four deminsions will be used in this research.

The municipalities around the world have a number
of common tasks and functions, such as public mgyie
waste management and control of environmental nealt
The municipalities are also considered part of lloca
governments with their activities vary from one
country to another. For example, in some countries

ythey are responsible for housing and transportation

within the cities, water and sanitation. While ither
countries these activities are assigned to othetose

of government. Most municipalities rely on
government support, self-sources such as taxes and
fines, donations and other sources.

Many developing countries suffer from ineffective
and poor performance of their public sectors, paldirly
service sectors that have direct relationship with
citizens such as municipalities. There are many

the basis of data gathered from 30, 000 managergriticisms directed to municipalities’ performanicethe

working in multinational and international companie
hailing from a total of 45 countries. The study mxaed

the impact of national culture and other factorduding
occupation (Woolliams, 1997). Each dimension was
provided by examples and outcome expectationsdtr b
management and organization. Trompenaars came u
with seven cultural valuing dimensions, of whicbefiare
universalism-particularism, achievement-ascription,
individualism-collectivism,  affectivity-neutrality and
specificity-diffuseness and were taken from thedgtu
conducted by Parsons and Shils (1951) while the
remaining dimensions are adopted from other rekeasc
(Rotter, 1966).

Hofstede’s influential work in the field of culture
resulted in the researchers’ applications in thilfeven
today. He is successful in highlighting cross-awtu
analysis in the field of international businessspite the
criticisms it gained including reliance on old ddteck of
inclusion of the Eastern bloc among others (Sclayart
2008; Fang, 2010), it is still viewed as the most
comprehensive and most valued work in the culture
domain (Sondergaard, 1994) with citations of higkwo
over 54, 000 times up until 2010 (Tung and and ¥keb
2010). Either, Hofstede’'s dimensions which havenbee
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media. While, there is few researches dealt witkirt
performance problems and solutions. However, theze
differences in these countries in the stage of awipg
their public sectors performance by implementindalo
Quality Management (TQM) as mention early. This

search aims to compare between five public sedétor
ive developing countries; Egypt, Jordan, Qatar dsau
Arabia and Turkey. The objective is to discover
differences and similarities between them and tasuee
the effect of national culture on the relationshgiween
soft-Hard TQM and performance.

Researchers have consistently debated on the TQM
practices categorization (Samson and Terziovsk9919
Initially, the Malcolm Baldrige National Quality Aavd
(MBNQA) was utilized as the most popular framewarkl
was considered as a reliable TQM measure (Lee ambyV
2003). In the present research, four out of fiveVIr €bft
factors and all hard TQM factors are adopted from t
seven factors categorized in the MBNQA. The salaatif
soft and hard TQM factors lies is based on their
significance to the public sector-other soft anddha
TQM factors are more suitable to the private sed@or
the basis of literature reviewed pertaining to gual
management in the service sector organizationsgsom
TQM factors have been investigated.
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2. MATERIALSAND METHODS relationships have been investigated the moderating
effect of culture is tested. The first model wiist the
The theoretical framework was shown in the relationship between all the independent variable
following Fig. 1. except without the moderators while the second rode
The study model is depicted Fig. 1 where four  tests the all the soft and hard TQM variable altmg
latent variables are presented namely Soft Totalmoderators as independent variable to test injtiall
Quality ~ Management, Hard Total Quality whether these variable are moderator. Baron andyen
Management, National Culture and Organizational (1986) suggested that to test whether a variabdeldh
Performance. Soft TQM is explained by a total @&fi  pe included as a moderator it must be includech@n t
variables which are management commitment, gquation as an independent variable and test fiextdi
supplier relationship, employee relations, strategi effect on the dependent variable. If the variabde i
planning, education and trair_1ing customer focus. ON¢yund to be significant as an independent variahé
the other hand, Hard TQM is explained by processyanstormation is need to test it indirect effect.
management, quality information and analysis ar?dTherefore the first model will test the direct

strate_gy planning. Qrganizational _perfqrmance IS relationship between soft and hard TQM practiceth wi
explained by four variables namely financial elefmen the organizational performance Equation 1:

customer, internal process and employee and Ndtiona
Culture is presented by four variables which are
Hofstede (1984) popular cultural dimensions OP=3+ b TM+ b ER+

including power distance, uncertainty avoidance, b,EAndT+ b, SR+ QR PM- b QF b SPe
individualism and masculinity.

1)

2.1.Independent and Dependent Variables  Where:

Relationships ™ = Top Managemer_wt

ER Employee Relations

In this study, hypothesis testing is done using E&T = Education and Training
regression model. The first part of the hypothesst SR = Supplier Relationships
will be concern with the direct relationships betweall PM = Process Management
the independent variables and the dependent variablQl = Quality Information and Analysis
which is the organizational performance. After thiect ~ SP = Strategic Planning

Soft TQM practices
Top management commitment
Supplier relationship
Emplovee relations —-
Education and training
Customer focus

Organizational
performance

Hard TQM practices

. Process management '

e Quality information and analysis

National culture
power distance, uncertainty avoidance,
individualism. masculinitv

Fig. 1. Theoretical framework
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3. RESULTS the data set. The variation value indicates that al
o _ answers on the study variables were substantially
3.1. Descriptive Analysis different from one respondent to another, thus)igimg

_— . : - the existence of tolerable variances in responses.
Descriptive analysis describes conditions,

populations and phenomena as they are the purdose g nally, the S:Tegvr;]ess da_nd kurtof5|s of I_the T13
descriptive statistics are to summarize or descailset colnstruct? %rf well be avde km term o noLma ithe h
of quantitative data. Researchers use these #tatist \r/:nuzss gf 1 aer\:\:jnislsw?]ri]ch i#(;tigzltz t%r:t th%trvéegyne tne
describe or characterize the population or sample 9

being studied. Basically, descriptive statistickers to out_ller or extreme v_alues that might jeopardls_e the
' validity of the analysis. Consequently, all thertién

means, ranges and numbers of valid cases of ON%onstructs representing the four variables areyréad
variable.Table 1 shows the descriptive statistics of all b i P Vs 9 ¥
principal constructs while. subsequent analysis.

In this study, the mean and standard deviatioHfer 3.2 Correlationsand Linearity
soft TQM practices were in the range of 3.94 t®4hd ] ] ]
in the range of 1.07 to 1.11, respectively. The mfea Correlatn_)n analys!s was performed for all thirteen
Hard TQM practices was in the range of 4.05 to 406  constructs included in this study to understand the
standard deviation was in the range of 1.03 to.196 relationship between each of the constructs. Thalte
this study, the four dimensions of Culture meanenier ~ ©Of the correlation analysis are presented able 2. The
the range of 4.03 to 4.22 while the standard dieviat results of the correlation analysis prove the exisé of
ranged from 0.88 to 0.98. Lastly, the mean of the the relationship between dependent and independent
performance measure is 4.11 while its standardatievi variables. ForTable 2 it is clear that the correlation
was 0.96. The mean scores for all variables werecoefficients are significant and positive. The lstve
moderately high. There were no low level mean score correlation is between the culture construct Masityl
The moderate high mean scores imply that respoadentand the Quality information and analysis which was
agree that all variables influence the organization 0.34. The highest correlation is between employee
effectiveness of an organization. Among the relations anq customer focus vv_h|ch is 0.90. Aceggdo
independent variables, employee relations have theéCohen's Guidelines of correlation strength any &liso
highest mean compared to other variables while thecorre_latlon coefficient value between 0.3 and 0191_9
lowest was for the education and training. Howetlee, ~ considered of moderate strength and any value highe
mean score for the moderator variable culture showsthan 0.5 is considered of high strength. The raoige
that the highest mean is for uncertainty avoidambite significant correlations was between 0.340 and ©.89
the lowest was for Masculinity. Even though theafs ~ The results of the correlation analysis reveal that
the TQM practices were not as high as employeecorrelation between both dependent variable and the
relation their mean scores of around 4.00 implyt tha moderating variable is significant and positive.
these activities cannot be taken lightly. Organizational Performance positively and

The standard deviations for all variables seeralio f significantly related to all the constructs rangiingm
between 0.88 and 1.11, which simply reflects theas low as 0.37 (Masculinity) and the highest is the
existence of considerable acceptable variabilitthini ~ Employee Relations at 0.88.

Table 1. Descriptive statistics of all principal constructs

Variable Construct Mean Std Deviation Skewness aisto
Soft TQM practices Top management commitment 4.06 1.070 -0.756 0.275
Supplier relationship 4.01 0.960 -0.855 0.571
Employee relations 412 0.993 -0.829 0.140
Education and training 3.94 1.110 -0.645 -0.152
Customer focus 4.03 1.040 -0.994 0.926
Hard TQM practices Process management 4.06 1.030 .3810 -0.148
Quality information and analysis 4.06 1.060 -0.484 -0.201
Strategic planning 4.05 1.090 -0.820 0.536
Culture Power distance 4.19 0.981 -0.539 -0.350
Uncertainty avoidance 4.22 0.883 -0.448 -0.217
Individualism 4.04 0.990 -0.841 0.576
Masculinity 4.03 0.957 -0.454 -0.045
Organizational performance Organizational perforcean 411 0.959 -0.657 0.224
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Table 2. Correlation coefficient

Construct TM SR ER E&T CF PM Ql Ssp PD UA IND MAS PO
™ 1.00

SR 0.81 1.00

ER 0.84 079 1.00

E&T 073 070 0.84 1.00

CF 08i 073 09d o081 1.00

PM 070 o068 077 068 075 1.00

Ql 076 070 083 069 08 077 1.00

SP 078 066 08 072 088 078 0091 1.00

PD 064 060 068 059 067 069 055 062 1.00

UA 049 047 063 059 055 058 047 053 067  1.00

IND 069 069 08d 073 074 o066 073 073 062 063 1.00

MAS 0472 044 045 0572 045 038 034 038 056 0.53 0.51 1.00
oP 086 073 088 076 087 075 082 084 064 0.53 0.72 037 1

*significant at 1% level of significance TM = Topavlagement, SR = Supplier Relationships, ER = Empl&gdations, E&T =
Education and Training, PM = Process Management; Quality Information and Analysis, SP = StrateBianning, PD = Power
Distance, UA=Uncertainty Avoidance, IND = Individism, MAS = Masculinity and OP = Organizational féemance

In addition, the correlation coefficient tests the researcher needs to have at least 300 cases for fac
criterion validity. Criterion validity according t®adri ~ analysis, however, a small sample size (e.g., H3@s)
and Davis (1995) is to check the extents to whichshould be sufficient if solutions have several high
instruments are explain or predict the value oftmo  loading marker variables (above 0.80). Hatial. (2007)
independent instrument. It is also called exteraml ~Suggest that the researcher generally would ndbifac
predictive validity. To achieve this correlatiorstevas ~ analyze a sample of fewer than 50 observations and

done to observe the strength of the relationshipieen ~ Preferably the sample size should be 100 or larger.
all the constructs using Pearson’s r correlation 1he total number of items to measure all the végimb

coefficients. Therefore, the convergent validity is for the current study is 96. For the soft T.QM piethe .
established for the all the constructs. On theeissti constructs are top management (8 _|tems), Suppller
' relationship (8 items), employee relations (15 &gm

linearity (linear relationship of variables), Haét al. ; - -
education and training (7 items) and Customer fqéus
(2007) and Pallant (2010) suggest the use of OB o gy 'Hard TQM practice consists of three congsu

check for the _relations_hip. Wher_l t_he plots shova_'mepn which are process management (4 items), quality
close to the diagonal line, then it is assumed ahatear information and analysis (11 items) and strategic
relationship exists. A visual inspection of the PpiBts planning (9 items). The moderator which is the
indicated the items from the predictor variablesreve national culture consists of 4 constructs power
linearly related to those from the criterion vatesh distance (4 items), uncertainty avoidance (4 items)
. Individualism (4 items) and Masculinity (4 items).
3.3. Factor Analysis The dependent variable which is organizational
Factor analysis is an interdependence techniquét and performance consists of total of 12 items.
is essential in several stages of development and Furthermore, only items with loadings higher than
assessment of measures. The underlying principle of.50 on one factor and low cross-loadings wereneta
factor analysis is the data parsimony and datafor further analysis (Nunnally, 1978). Factor lazglis
interpretations in which items are condensed intouseful to ascertain the convergent and discriminant
common interrelated and meaningful dimensions validity of the scales (Hurley and Hult, 1998).4dliso
(Churchill and lacobucci, 2006). The primary pupas specifies the strength of the relationship betwitems
factor analysis is to define the underlying stroetu and latent construct. According to Hadr al. (2007),
among the variables in the analysis (Haial., 2007). factor loadings of #0.5 or greater are considered
Before proceeding with the analysis, various dater practically significant. Generally, in this studie items
must be considered to check the suitability of shely were not retained if they: (i) did not load intoyafactor
in performing factor analysis. There are two masues  with a value of 0.5 or greater, (ii) freestanditenis (i.e.,
to consider in determining whether a data set itsisie in one factor there is only one item with high €act
for factor analysis (Pallant, 2010). First, is themple loading) and (iii) had cross loading on two factorse
size; as suggested by Tabachnick and Fidell (2a8#), results will be presented as follows.
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Table 3. Factor analysis process for study variables

Number of Bartlett's Variance
Extracted Factors KMO Test of Sphericity Extract¢d) Remarks
Independent Variables soft TQM practices
5 0.941 5254 69.0 Customer focus 1 and 4 and supplie
relations 4dropped- loaded in the wrong factor
5 0.939 4813 69.0 Education and training 5 droppeds loaded
5 0.942 4675 69.6 Customer 3,5 and 6 dropped-loiadid wrong factor
4 0.942 4219 68.0 Employee relations 15 droppedddan the wrong factor
4 0.942 4083 68.0 Employee relations 5 droppedsdaeded
4 0.941 3937 68.0 Final set. 30 items
Independent Variables hard TQM practices
3 0.953 2991 72.5 Quality information and analygm 9,10 and 11
and strategic planning 2,7 and 8 dropped-daozsting
3 0.942 1922 72.0 Strategic planning item 1 ancoppkd-cross loading
3 0.937 1625 73.0 Strategic planning item 5 andityuaformation and
analysis dropped-wrong factor loading and cloading
3 0.927 1250 75.0 Final set. 15 items
M oder ating Variable (National Culture)
4 0.87 979* 66.0 Uncertainty avoidance 1, 3 andopped-
cross loaded and low item loaded.
4 0.852 774* 71.0 Individualism 2 and power 3 dregp
cross loading and wrong facto loading
3 0.787 498* 68.0 Uncertainty 2 and masculinityrdjpged
- cross loading and wrong factor loading.
3 0.75 421* 70.0 Final set. 9 items
Dependent Variable (the adoption of Programming and perfor mance budgeting
1 0.919 1009* 58 Total number of items with loadingre than
0.5is 12 items
First the KMO results, second the scree plot, thirel 4. DISCUSSION

variance explained and lastly the rotated matrixhwi
the factor loadings. In terms of deciding how many 4.1. Regression Analysis
factors to include two criteria will be used namely
scree plot and Eigen value more than 1. Using only
one of these two might lead to inclusion of
unnecessary factors.

Theoretically it was expected that the measuremen
items would group into eight variables that were

identified in the literature. Due to cross-loadingke model. The result shows that all soft and hard TQM
number for the independent variables (factors)@s®d  practices are significant and positively relatedhvthe
to 6 during the stages of the EFA process. The BImb organizational performance. The standardized beta
drops to 6 in the final stage of the EFA process. shows the direction as well as the strength ofpidial

The factor analysis was run on three main variables correlation between each independent variable and
First, the independent variables which consistait 8nd  organizational performance. Frofiable 5 standardized
Hard TQM practices which are formed using 5 and 3beta for the soft TQM practices indicate that top
constructs respectively. Second, the moderatingmanagement has the strongest influence on the
variable, the national culture which consists of 4 organizational performance followed by employee
constructs. Lastly the dependent variable which relations, supplier relationship and lastly edwwatand
consists of one construct only. The analysis wasedo training. Similarly, hard TQM practices standardize
separately for these three variabl&€sble 3 show the  beta indicate that strategic planning is the most
number of factors extracted, the KMO, the Barttetést influential practice followed by quality informatioand
of Sphericity and the variance extracted. analysis and finally the weakest is process managem

Section 3.4 will concentrate on the regression
analysis of the proposed framework and to test the
hypothesis derived from it. However before delvingp
the regression analysis there is some criticaleisthat
fheeds to be addressed.

Table 4 report the regression results of the first
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The tolerance and VIF which test Multicollinearity independent variables. In addition, the F-value clvhi
indicate values higher than 0.2 and less than 10indicates the goodness of fit is significant at 1%
respectively indicating that the model does nofesuf pointing out that the model is good. Furthermore to
from severe Multicollinearity. In term of the goashs check the two important classical assumption of the
of the model the Rand the adjusted’Rndicate that 36 model namely, normality and homoscedasticity the
and 32% respectively of the variation in the three graphs below confirm that the model does not
organizational performance is explained by all the violate any of the classical assumptions.

Normal P-P plot of regression
standardized residual
Dependent variable: OP

1.0
53
3
0.0 & T T T T T
0.0 0.2 0.4 0.6 0.8 1.0
Observed cum prob
Histogram
Dependent variable: OP
Mean = 6.16E-16
20 1 Std.Dev. = 0.972
_ N=127
15 N A_
e
[&]
5
= 10
=
| |
oL 2l N

3002 -1 0 1 23
Regression standardized residual

Fig. 2. Model one residual distribution
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Table 4. Rregression result for model 1

Unstandardized Standardized
Variable coefficients coefficients t-value Toleranc VIF
Constant 3.285 17.753 0.549 1.820
™ 0.850* 0.457* 4.620 0.541 1.847
ER 0.949* 0.433* 4,348 0.930 1.075
E&T 0.247* 0.162** 2.134 0.699 1.430
SR 0.472* 0.287* 3.279 0.630 1.587
PM 0.442* 0.278* 3.016 0.638 1.568
Ql 0.543* 0.333* 3.632 0.881 1.135
SP 0.220* 0.378* 4.836 0.549 1.820
R?= 36%
Adj. R?= 32%
F-value = 9.56*

* ** significant at 1% and 5% respectively

Table5. Organizational performance mean difference
Mean difference

Variable F-value Saudi Arabia Egypt Turkey Jord Qatar
Organizational 22.4*  Saudi Arabia @ ------
performance Egypt 1.07* e

Turkey -0.03 1.11* e

Jordan 1.36* 0.29 1.39* e

Qatar 0.01 -1.1* 0.05 -1.34 0 -

* Significant at 1%

The histogram show that the residual fall in +/-3 not turkey and Qatar. On the other hand Egypt has
standard de_viations as seenﬁig_. 2 below ind_icafting significantly higher mean that turkey but signifitig
that the residual of the model is normally disttéu lower than Qatar. Lastly, turkey organizational

Similarly Fig. 2 which show the P-P plot. According performance is significantly higher than Jordan.
to Pallant (2010) if the observation are lie on line

in the plot this reflect that no major deviationfstie 5. CONCLUSION
residual from normality.

The other classical assumption is homoscedasticity This study was set up to investigate was the
which emphasize that the variance of the error teumst mediating effect of National Culture (NC) on twden
be constant and does not vary with different dependent parts of TQM that Soft-Hard TQM and
observations. organizational performance relationship as reftbdte

. . o the Municipalities in Five developing contries (pgy

4.2. Differencein Organizational Performance Jordan, Qatar, Saudi Arabia and Turkey). HoweverdH

Section 3.5 will test the hypothesis whether thame TQM, related to the system, tools and techniqueX, s
performance across countries are similar or not Th quality factors are those elements of TQM dealdh wit
technique that is used to test the mean differencdong-term natures and is characterized as humanisti
between these countries is one way analysis ofneei  intangible factors that are difficult to directlyeén
or one way ANOVA. The result is reported Trable 5 measured such as top management commitment,
below. The result of testing the hypothesis indisghat  customer focus, teamwork, training and empowerment
there is a significance difference between all ¢hes and effective communication. Essentially, this gtuas
countries in terms of mean of organizational greatly motivated by the inconclusive findings, tie
performance. However this does not show whichrecent relevant literature concerning the relatigms
countries is different and by how much. The secoad between Soft Total Quality Management-Hard Softal ot
of Table 5 shows the significant mean difference Quality Management (Soft-Hard TQM) and the
between these countries. It is clear that Saudbiarhas  Organizational Performance (OP). However, the
higher and significant mean than Egypt and Jordan b inconclusive conclusions about these relationsiizsr,
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2006) have been an important unresolved issue thaHouse, R.J., P. J. Hanges, M. Javidan, P. Dorfmdnva

needs further examination.

In the study, the results of the relationship betwe
the Soft TQM, Hard TQM, National culture and their
association to  organizational performance in
Municipalities in five developing countries are ealed.
Therefore, the recommendation for future studiesois
examine these variables in other different develgpi
countries to help determine their impact on othdblie
organization in other countries, as well as to exenif
their findings are in line with the current studyrmt. In
addition, other studies have pointed to a diffeecincthe
nature of the organizations due to cultural diffees
between different people and this is a differemglahat
could be explored in future studies.
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