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Abstract

Purpose – Although the debate about the interplay between quality management and organizational culture
is long established, extant knowledge about their link is not consistent. This article attempts to fill such a gap
by integrating current perspectives and insights through a literature review.
Design/methodology/approach – A domain-based literature review has been conducted, which followed
the Scientific Procedures and Rationales for Systematic Literature Reviews. The knowledge core consisted of
76 items, which were analysed through bibliographic coupling and co-citation analysis. An interpretive
approach was taken to articulate the study findings.
Findings – The current scholarly debate unfolds through four research streams, which emphasize the need for
joint optimizing quality management and organizational culture embracing a longitudinal perspective. Similarly,
the theoretical roots inspiring reviewed contributions are distributed in four clusters, which rely on the assumption
that organizational excellence derives from the harmonization of quality management and organizational culture.
Practical implications – Quality management necessitates a supportive organizational culture to set the
ground for excellence. At the same time, it modifies the inner traits of the organizational culture. Such cultural
changes should be carefully handled to ensure a dependable quality orientation. Achieving organizational
excellence involves mastering the interplay between quality management and organizational culture.
Originality/value –This article delivers an unprecedented systematization of the scientific literature. It identifies
themain research streams throughwhich the debate on qualitymanagement and culture evolves, shedding light on
themain conceptual roots inspiring recent scholarly advancements.Alongside overcoming the fragmentationof the
extant debate, this review enables the envisioning of an agenda for further developments.
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Introduction and study rationale
Quality management is one of the most important sources of competitive advantage for a firm
(Powell, 1995). Quality management broadly encompasses the system of organizational actions
and techniques intended to achieve business excellence and reliability (Flynn et al., 1994).
Generally speaking, business excellence involves the realization of high-quality outputs which
are fully consistent with the expectations of internal and external stakeholders (McAdam et al.,
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2019). From this standpoint, quality management entails a reconfiguration of organizational
processes and practices (Gunasekaran et al., 2019) to generate a broad, deep and diffused
commitment towards the enhancement of stakeholders’ satisfaction (Kanji, 1990).

Although literature framing quality management in the business setting is vibrant
(Chiarini, 2020), evidence of the organizational and management factors enabling continuous
quality improvement is inconsistent (Aquilani et al., 2017). Nevertheless, scholars argue that
successful quality management relies on the capability to evenly combine tangible (hard) and
intangible (soft) organizational dimensions in the pursuit of excellence (Escrig-Tena et al.,
2018). This is in line with earlier theorization of quality management which maintains that,
alongside a focus on process improvement and reliability, employees’ involvement,
engagement and fulfilment are critical to set the ground for excellence (Anderson et al., 1994).

Inter alia, organizational culture significantly affects the implementation of quality
management (Rad, 2006), facilitating the harmonization of the hard and the soft components
of the business (Naor et al., 2008). Undertaking an anthropomorphic view of the firm,
organizational culture refers to “. . . the shared set of (implicit and explicit) values, ideas,
concepts, and rules of behaviour”, prompting people to function as a cohesive social group and
to perpetuate such cohesiveness (Hudelson, 2004, p. 345). Organizational culture envisions the
firm as a form of human expression and embodies the unconscious mind of the business
(Deshpand�e and Webster, 1989). Culture inherently shapes individual behaviours and
attitudes within the firm, dictating either the success or the failure of quality management
(Gim�enez Esp�ın et al., 2013). In line with these considerations, organizational culture
empowers us to understand the reason why things happen as they do within the firm
(Deshpand�e et al., 1993). Whilst scholarly interest in this research topic is consolidated (van
Donk and Sanders, 1993), literature addressing the interplay between organizational culture
and quality management is discordant (Wu, 2015). Three distinct schools of thought can be
identified. The first one maintains that organizational culture is a driver to quality (Patyal
and Koilakuntla, 2018). However, it is not clear which attributes of the organizational culture
facilitate or hinder organizational excellence. Evidence is disparate, with several studies
emphasizing the contribution of a hierarchical culture on advancing quality management
through control (Shortell et al., 1995) and others stressing that employees’ empowerment and
engagement should be sought in order to realize excellence through flexibility and creativity
(Ababneh, 2021). The second school of thought advocates that the quality orientation of the
firm shapes the organizational culture (Araujo et al., 2019), carving the shared set of values
and assumptions which can be retrieved in a workplace oriented towards excellence (Mas-
Machuca et al., 2021). Third, a contingency perspective assumes that fitness should be
achieved between organizational culture and quality management to pave the way for
business excellence (Krajcs�ak, 2018).

In sum, fragmentation characterizes the scholarly debate on quality management and
organizational culture, preventing us from fully acknowledging the contents and the
direction of the relationship between these two phenomena. This is a major knowledge gap,
which persists even though the organizational culture’s implications on quality management
(Jung et al., 2008) – and, vice versa, the effects of quality management on organizational
culture (Dimitrantzou et al., 2022) – have been widely acknowledged by scholars and
practitioners (Gallego and Guti�errez Ram�ırez, 2023; Tuckman, 1994). This article intends to
fill such a gap, systematizing through an interpretive approach the extant literature focusing
on the interplay between quality management and organizational culture. As compared with
earlier reviews on this topic, which focus on particular sectors (Bloor, 1999), quality
management techniques (Haffar et al., 2022) or organizational contexts (Sony et al., 2020), this
study adopts a broad perspective, providing an integrative representation of the interplay
between organizational culture and quality management. Coherently with these arguments,
the following research question inspired this literature review:
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RQ. How are organizational culture and quality management related?

The article is organized as follows. The next section reports the study protocol followed to
collect, screen and select relevant scientific contributions. Then, the research findings are
reported, which inspire a systematization of current scholarly knowledge about the study
domain, as argued in the discussion. Finally, conclusions are reached, emphasising the
distinctive contribution of this literature review to theory and practice.

Methods
Adomain-based literature review has been undertaken to answer the research question. Domain-
based reviews focus on a substantive research topic, which represents the landmark around
which the effort of systematization is accomplished (Palmatier et al., 2018). Drawing on the
introduction, our studydomain involved the interplay between organizational culture andquality
management, which has been acknowledged as a compelling research topic in the management
literature (Zu et al., 2010). To ensure the reliability and dependability of this review, a structured
research protocol was followed. The Scientific Procedures And Rationales for Systematic
Literature Reviews (SPAR-4-SLR) was adhered to, which permitted the full replicability of the
study design (Paul et al., 2021). Using the SPAR-4-SLR protocol disclosed several advantages as
compared with alternatives, such as the Preferred Reporting Items for Systematic review and
Meta-Analysis (PRISMA). First, SPAR-4-SLR has been specifically conceived for social sciences
(Sreenivasan and Suresh, 2022), while PRISMA finds its most common application in the field of
medicine and health care (Moher et al., 2010). Second, since it is based on a rigid and easily
replicable protocol, the SPAR-4-SLR increased the transparency of this research, adding to its
robustness (Kumar et al., 2022). Third, it has been noted that “. . . PRISMA is a shorter protocol as
it includes four phases, while SPR-4-SLR is amore holistic approach, including all the processes up to
reporting the results” (Tsiotsou and Boukis, 2022, p. 51). Lastly, yet importantly, the SPAR-4-SLR
protocol advanced the rigour of the studymethodology, enabling a dependable justification of the
rationale behind review decisions (Lim et al., 2022).

A hybrid approach was implemented to conduct this literature review, which, in line with
the purpose of mapping and systematizing the study domain, consisted of two components
(Palumbo et al., 2022). On the one hand, a bibliometric analysis permitted the research streams
characterizing the scholarly debate about the interplay between quality management and
organizational culture to be highlighted and its founding roots to be discovered. On the other
hand, an interpretive approachwas embraced to delve into the research streams and discover
their theoretical roots, advancing the knowledge of the study domain. Sticking to the SPAR-
4-SLR protocol, the review was articulated in three stages, namely: (1) assembling;
(2) arranging; and (3) assessing. An overview of these stages is given below.

Assembling
The assembling stage was aimed at compiling the database of items to be considered for
inclusion in our literature review. It consisted of two steps. First, an effort was made to craft
the search string which was most fitting with the study purpose. Second, the most suitable
source to accomplish the literature reviewwas identified. A preliminary screening of relevant
literature was conducted to formulate a search string which was both comprehensive and
coherent with the study aims. In line with the purpose which inspired the literature review,
the search string was articulated in two parts, which addressed the two subjects of our
research: organizational culture and quality management. It was decided to avoid the
inclusion of specific quality management techniques in the search string, such as Total
Quality Management (TQM) or Lean Six Sigma (LSS), in order to avoid contamination of the
study aim, which broadly referred to quality management. The asterisk (*) was used to
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minimize the risk of exclusion of potentially relevant items due to the spelling of the factors
which were targeted by this literature review. The search string agreed by was:

(“organi* cultur*”) AND (“quality manage*”)

Different sources are available to collect items for literature reviews. Alongside the two most
widely used citation databases, e.g. Clarivate Analytics’ Web of Science (WoS™) and
Elsevier’s Scopus®, alternatives have appeared recently, such as Dimensions.ai (Mart�ın-
Mart�ın et al., 2021; Singh et al., 2021). The search string was implemented on these three
sources to identify the most relevant and comprehensive source. The search string was run
for “topic” in WoS™, for “title, abstract, and keywords” in Scopus®, and for “title and
abstract” in Dimensions.ai. The search was accomplished on February 12th, 2023. No
temporal limitations for collecting records were set. However, to enhance the replicability of
the research, only scientific contributions which were published within 2022 were admitted.
Journal articles, book chapters, and proceedingswere included, whilst notes, letters, and other
contributions which did not undergo the double-blind peer review rule were omitted.
Altogether,WoS™ generated 431 items, Scopus® 2,009 items, andDimensions.ai 1,290 items.
The datasets extracted from the three sources were carefully examined and no relevant
missing data affecting the integrity of individual sources were identified. Since Scopus®
yielded the largest number of records, it was used as the main source for accomplishing the
literature review. The items were stored in an electronic worksheet, and they were coded as
per authors, title, publication year, source, and keywords in order to accomplish screening
activities.

Arranging
The exclusion and inclusion criteria guiding the screening of collected items were defined.
A language limitation was set, which enabled the replicability of the literature review to be
enhanced. Only articles written in English were admitted. Altogether, 47 contributions were
excluded based on the language criterion. Three exclusion criteria were formalized drawing
on the aims of this literature review. The records which did not concomitantly focus on
organizational culture and quality management and addressed only one of these topics were
discarded as off topic. Besides, those items which included references to organizational
culture and quality management, but did not comprehensively investigate their interplay in
the pursuit of organizational excellence were discarded as off scope. Lastly, the contributions
which focused on quality management techniques, but did not provide adequate insights to
advance what is known about the link between organizational culture and quality
management initiatives were discarded as off focus. The abstracts of retrieved contributions
were independently screened by the authors, applying the criteria described above. Once the
individual screening was completed, results were compared, and consensus reached as to the
inclusion of relevant contributions. It was agreed to exclude 1,607 articles. Conversely, no
agreement could be reached on 109 articles. Therefore, a third independent scholar proficient
in the study domain was involved to settle this disagreement. As a result, 64 items were
removed from the dataset. In sum, 291 articles were initially selected for this literature review.

The full text of the articles initially selected for this literature review were collected.
A further round of analysis was undertaken to remove contributions which did not
significantly address the study aims, that is to say unveiling the link between organizational
culture and quality management. After individual analysis, a meeting was held to agree the
final list of articles to be included in this literature review. It was agreed to exclude a further
206 items, which were found to inadequately contribute to the advancement of the study
domain. Hence, the knowledge core on which this literature review relied consisted of 85
relevant contributions.
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Assessing
In linewith the hybrid nature of this literature review, the assessing stagewas twofold. Initially
a bibliometric analysis was undertaken, which had two concurrent aims. On the one hand, it
outlined the streams characterizing the extant scholarly debate. On the other hand, it identified
themain conceptual roots onwhich current literature is established. To achieve the first aim, the
85 items selected for the assessing stage underwent a bibliographic coupling,which illuminated
the “hot” topics in the study domain (Gl€anzel and Czerwon, 1996). Two documents are
bibliographically coupled when they cite one or more common references (Kessler, 1963).
Drawing on bibliographic coupling counts, the similarity between investigated items is
calculated. Items are assigned to clusters based on their similarity values. In sum, bibliographic
coupling “. . . links documents that reference the same set of cited documents” (Boyack and
Klavans, 2010, p. 2391). The visualization of similarity technique was used and the analysis
conducted through VOSviewer (van Eck and Waltman, 2010). The minimum cluster size for
bibliographic coupling was set at 8 and the minimum citation link strength was set at 5
(Waltman and van Eck, 2012). This methodology was conducive to retrieving consistent and
tight clusters, providing a compelling and faithful representation of the state of the scholarly
debate. Altogether, 76 items were found to be bibliographically coupled, contributing to four
research streams. To accomplish the second aim, these items underwent a co-citation analysis,
which was aimed at computing the similarity between pairs of referenced contributions relying
on co-citation counts and building clusters based on similarity values (Boyack and Klavans,
2010). Therefore, co-citation sheds light on the cognitive similarity of reviewed items and elicit
the common sources from which they take nourishment (Yun, 2022). It was run through
VOSviewer and targeted the 100 citations with the highest total link strength. It allowed the
identification of three main clusters, embedding the conceptual roots of this literature review.
The combined use of bibliographic coupling and co-citation has been extensively implemented
in previous studies (e.g. Casprini et al., 2020; Ferreira, 2018). It enabled the development of a
comprehensive map of the scientific debate about the interplay between organizational culture
and quality management (Boyack and Klavans, 2010).

An interpretive approach was used to systematize the records rendered by bibliographic
coupling and co-citation analysis. Sticking to the approach recommended by Tranfield et al.
(2003) a non-standardized reporting structure was used to delve into the findings. Open
coding was implemented to systematize the different clusters obtained from bibliographic
coupling and co-citation analysis. Furthermore, axial coding was arranged to find
associations across the clusters and work out a comprehensive overview of the scholarly
debate. After an individual analysis, perspectives were shared, disagreements on the
interpretation of the clusters overcome, and a final report prepared, which inspired the study
findings. Figure 1 includes a flowchart which represents the main steps of the literature
review and graphically describes the process of items’ collection and screening.

Research findings
Publication years of reviewed items ranged from1993 to 2022.Ashighlighted inFigure 2, about
4 in 10 contributions have been published in the 5 years preceding this research (39.5%). More
than 40 different sources were considered in the analysis. Total Quality Management and
Business Excellence, the TQM Journal, the International Journal of Productivity and Quality
Management, and the International Journal of Quality and Reliability Management were the
sources of a third of the items included in this literature review (32.9%). Most scientific
contributions presented the results of empirical research (80%), with themajority involving the
implementation of quantitative methodologies (73.4%). Theoretical advancements covered a
limited part of the dataset (17.1%).Asiawas themost researched continent (39.5%), followedby
Europe (15.8%), North America (15.8%), and Oceania (6.6%).
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On average, reviewed contributions were cited 39 times (σ5 55.5) at the time of this review,
ranging from a minimum of 0 citations to a maximum of 268 citations. Most items were co-
authored by at least two authors (m5 2.6; σ5 1.3, ranging from a minimum of 1 author to a

Figure 1.
The flow diagram
depicting the items’
collection, analysis,
and inclusion

Figure 2.
The distribution of
reviewed items per
publication year
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maximum of 6 authors). Items authored by a single author represented about a fifth of the
dataset (21%). Table 1 displays an overview of the reviewed scientific contributions,
providing a synopsis of their bibliographic data, methods, and findings.

The results of bibliographic coupling
Figure 3 graphically depicts the results of the bibliographic coupling, which delivered 4
clusters. As previously discussed, the clusters embed different research streams
contextualizing organizational culture to quality management. Table 2 summarizes the
clusters’ contents, describing the key themes addressed within and across them. The blue
cluster consisted of 16 items, whichwere published between 2015 and 2022. Theymake sense
of the relationship between organizational culture and quality management, shedding light
on their interplay for the achievement of business excellence. The red cluster consisted of 26
items, which were published between 2010 and 2022. It delves into the link between
organizational culture and quality management, indicating that they should be aligned to
achieve excellence.

The green cluster consisted of 26 items published between 1993 and 2021. It maintains
that the continuous joint optimization of organizational culture and quality management
boosts the long-term viability of the firm. Lastly, the yellow cluster consisted of 8 items
published between 2001 and 2020. It embraces a longitudinal perspective, stressing that
cultural attributes and quality management should be harmonized according to an
evolutionary perspective. An interpretive overview of the clusters is presented below.

The blue cluster–unveiling the interplay between culture and quality management
Scholars agree that organizational culture is a valuable source of competitive advantage: it
enacts a context which is supportive to quality management and expedites the
accomplishment of business excellence (Ali et al., 2017). Nevertheless, evidence of how
organizational culture and quality management interact is discordant (Cebekhulu and Ozor,
2022). Two main perspectives can be uncovered in the scholarly debate. On the one hand,
organizational culture is conceived of as a contingency factor moderating the successful
implementation of quality management by enacting a workplace which either advances or
curbs commitment towards excellence (Lasrado and Kassem, 2020). However, previous
studies found limited evidence of the moderating role of organizational culture. Whilst
organizational culture has been found to enhance hard quality management practices, which
primarily involve technical and information-processing issues (Shuaib and He, 2023), there is
no support of its effects on soft practices, which focus on intangible factors boosting quality
orientation at the individual and collective levels (Kanapathy et al., 2017). Despite inconsistent
evidence, a positive organizational culture is essential to drive excellence, since it prepares the
ground for learning and development across the organization (Maswadeh and Al
Zumot, 2021).

On the other hand, organizational culture and quality management have been claimed to
be directly related, being synergic in paving the way for excellence (Fok et al., 2022a). Even
though the debate on the nature of the link between organizational culture and quality
management is rich, the literature is not unanimous in addressing its contents and direction
(Fok et al., 2021). Inter alia, Hilman et al. (2019) argued that quality management has positive
implications on organizational culture, prompting people to put greater efforts into their
work. The positive effects of quality management on culture depend on the employees’
awareness of quality issues, which nurture their readiness to accommodate quality
improvement practices (Isnaini et al., 2021). Alternatively, Sinha and Dhall (2020) maintained
that organizational culture increases the employees’ propensity to put quality management
into action. An organizational culture upholding the values of openness, collaboration,
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participation, and trust establishes an engaging and empowering atmosphere
(Valmohammadi and Roshanzamir, 2015), which propels forward the introduction of
quality management (Sinha et al., 2016). This advances internal (Shuaib and He, 2021) and
external performances (Golrizgashti et al., 2022), adding to the long-term viability of the firm
(Fok et al., 2022b).

The red cluster–aligning culture and quality management
The assumption that it is not possible to articulate a definitive relationship between
organizational culture and quality management underpins the red cluster (Gambi et al., 2015).
Different values, artifacts, and symbols usher disparate approaches to quality management
(Aziz andMorita, 2016), which relies on the internal or external orientation inspiring strategic
decisions, as well as on the focus on control or flexibility that shapes management actions
(Alofan et al., 2020). A balanced combination of heterogeneous cultural approaches is needed
to set the conditions for a fully-fledged implementation of quality management practices
(Buhumaid, 2022). This calls for an alignment between organizational culture and quality
management (Willar et al., 2016), acknowledging that the underlying cultural orientation of
the firm deeply affects the outcomes of quality management (Ababneh, 2021).

Figure 3.
The results of
bibliographic coupling
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A hierarchical culture based on internal orientation and control is coherent with the
managerial purpose to exploit sources of competitive advantage and augment organizational
performance through qualitymanagement (Gim�enez Esp�ın et al., 2022). It is generally coupled
with a rational cultural orientation accompanying the focus on control with an external
outlook (Patyal and Koilakuntla, 2016). Rationalization reflects the desire to reduce the costs
of conformity and nonconformity, setting a work environment which praises predictability
and consistency (Dimitrantzou et al., 2022). However, an excess of control might have side
effects on quality, reducing the employees’ locus of control and generating neuroticism
(Krajcs�ak, 2018). An extremely hierarchical and rational organizational culture disempowers
people (Haffar et al., 2013b) and undermines the effective implementation of quality
management (Coelho et al., 2022).

Previous research emphasized that organizational excellence requires valuing people and
encouraging them to have an active role in advancing organizational performance (Chang
et al., 2019). From this standpoint, attention to detail and outputs should be coupled with
respect for employees, who should be empowered to partake in continuous quality
improvement (Baird and Harrison, 2017). Consistent with these arguments, the literature
argued that organizations should commit people to quality, enacting a supportive culture
through an emphasis on creativity and innovation (Ng and Hempel, 2020). This involves
shifting from control to flexibility in handling internal dynamics and in managing
interdependencies with external stakeholders (Panuwatwanich and Nguyen, 2017).

Combining adhocratic and group cultures is positively related to the implementation of
hard and soft quality management (Haffar et al., 2022). Such a combination energizes the
organizational setting (Haffar et al., 2013a), leveraging personal valence and self-efficacy
(Knapp, 2015) to engage people in the design and implementation of quality improvement
initiatives (Haffar et al., 2019). It enacts a quality culture permeating the entire firm and
fostering both individual and collective focus on excellence (Gim�enez Esp�ın et al., 2013). This
culture embeds an open system perspectives (Fonseca, 2015), which enables: (1) greater team
orientation and cohesiveness (Firbank, 2010); (2) openness in communication and social
exchanges (Kleijnen et al., 2014); (3) diffused commitment to knowledge sharing and cross-
fertilization (Chi�on et al., 2019); and (4) strong solidarity to overcome conflicts and
fragmentation nurtured by the existence of multiple organizational subcultures (Tenji and
Foley, 2019).

The green cluster–jointly optimizing organizational culture and quality management
Quality management initiates a unique culture within the organization, whose implications
on excellence are ambiguous (Al-Dhaafri et al., 2016). Ambiguity primarily derives from the
coexistence of a focus on control, which is aimed at reliability, and a concern for
empowerment, which nurtures a normative, affective and continuance commitment to quality
(Casey, 1999). Ambiguity is especially challenging when the promise of empowerment
disguises an intensification of control to enhance operational predictability and minimize
errors (Tuckman, 1994). This makes the organization rigid, compromising its flexibility and
impoverishing performances when unpredictable management challenges are faced (Araujo
et al., 2019). The inability to jointly optimize quality management with organizational culture
generates drawbacks on organizational excellence (Carvalho et al., 2019). Side effects are even
more dangerous when the organization shows a strong and pervasive culture which is not
fully aligned with the philosophy underlying quality management. In these circumstances, a
strong culture is conducive to quality ideology, but it does not necessarily stimulate a
collective effort towards organizational excellence (Lewis, 1996a).

It is argued that the success of quality management relies on tailored interventions on the
organizational culture (Rad, 2006). A pluralist perspective should be adopted for this purpose,
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which enables joint optimization of quality management and organizational culture (Prajogo
and McDermott, 2005). It involves enriching the consolidated organizational culture with a
concern for continuous improvement to overcome ambiguities (Lewis, 1996b), and fortifying
weak cultural values which are consistent with the tension towards business excellence
(Yong and Pheng, 2008). In jointly optimizing quality management and organizational
culture, attention should be paid to subcultures (Kim et al., 1995). Rather than being silenced,
they should be aligned with the dominant constructive values upholding quality
improvement (Corbett and Rastrick, 2000). Hence, a cohesive culture should be nurtured
through shared values, artifacts, and symbols (Snyder et al., 2016). Such a culture should be
firm specific (Rold�an et al., 2012), providing continuous stimuli to quality improvement (van
Donk and Sanders, 1993).

This is consistent with the understanding of the firm as a community of people, whose
expectations should be duly contemplated when quality management is implemented (Lewis,
2002). An open culture empowering and engaging people fills the gap between the individual
and the organization (Fu et al., 2015), imbuing the workplace with mutual respect, teamwork,
and integration (Baird et al., 2011). This facilitates social exchanges and information sharing
(Philip and McKeown, 2004) and advances the employees’ job satisfaction (Klein et al., 1995),
encouraging them to partake in endeavours aimed at boosting organizational performance
(Gore, 1999). Alongside paving the way for a supportive workplace (Chung et al., 2010), this
nurtures a collective mindset aimed at sustaining the long-term quality orientation of the firm
(Khalil and Muneenam, 2021). Promoting solidarity (Green, 2012), curbing individualism
(Kaluarachchi, 2010), and encouraging risk taking behaviours (Jung et al., 2008) enable the
joint optimization of organizational culture and quality management, setting the conditions
for business excellence.

The yellow cluster–harmonizing culture and quality management longitudinally
The joint optimization of quality management and organizational culture is a marathon
rather than a sprint. The compatibility between quality management and organizational
culture should be ensured in the long term, taking into account the hard and soft sides of
organizational dynamics (Patyal et al., 2019). Setting an environment which is conducive to
organizational excellence entails balancing different cultural values, approaches, and
orientations, catalysing the contribution of both control and flexibility in the design and
implementation of quality management initiatives (Zu et al., 2010).

Organizational cultures endorsing flexibility have been considered the best starting point
for quality management. Group cultures sustain core quality management interventions.
Besides, adhocratic cultures promote infrastructural quality (Patyal and Koilakuntla, 2018).
The contamination of group and adhocratic organizational cultures with rationality fosters
the continuance of quality management, stimulating error minimization (Stock et al., 2007)
and the continuous improvement of organizational processes (Maroofi, 2012). In the long
term, a hierarchy culture focusing on internal dynamics and aiming at control is expected to
corroborate quality orientation, formalizing and embedding it in organizational dynamics.
However, it should avoid blame for error, which is thought to reduce the employees’
commitment to organizational excellence (Wakefield et al., 2001). Engaging employees in
co-producing quality improvement interventions overcomes reproaching them for errors and
augments job satisfaction (Sahney et al., 2010), aligning the pursuit of business excellence
with the evolving needs of the workforce (Trivellas and Dargenidou, 2009).

The results of co-citation analysis
Figure 4 graphically displays the results of the co-citation analysis. As previously reported,
the 100 cited references with the greatest total strength of co-citation links were included in
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the analysis. Altogether, 4 different clusters were retrieved, which articulates the conceptual
roots on which the scholarly debate investigating the interplay between organizational
culture and quality management relies. Table 3 summarizes the main contents of such
clusters, providing an overview of the foundations inspiring the contributions included in this
literature review.

The red cluster included 29 items published between 1981 and 2013. It advances the need
to revisit the theory and the practice of qualitymanagement, taking amore contingent view of
the firm (Sousa and Voss, 2002). It acknowledges the critical role played by culture in the
implementation of quality management initiatives (Buch and Rivers, 2001). Organizations
overlooking cultural dynamics in arranging programmes and interventions aimed at
continuous quality improvement have been claimed to find relevant challenges and high
barriers in their journey towards business excellence (Abdolshah and Abdolshah, 2011). To
overcome such issues, the soft side of quality should be addressed (Wilkinson, 1992), paying
particular attention to culture, which is an integral component of the firm and a secret
ingredient for excellence (Denison and Mishra, 1995). The competing values framework by
Quinn and Rohrbaugh (1981) represents the most widely used approach to delve into the
distinguishing features of organizational culture.

The green cluster consisted of 24 items published between 1986 and 2018. It is built on the
assumption that quality management is fundamental to enacting a distinctive and durable
source of competitive advantage for the firm (Powell, 1995). However, the impact of quality
management on organizational performance and excellence relies on culture, which acts as a
contextual factor accommodating individual and collective efforts towards continuous
improvement (Sila, 2007). Furthermore, quality management ushers a momentous
transformation of the organizational culture, reshaping core and espoused values in a

Figure 4.
The results of
co-citation analysis
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perspective of business excellence and reliability (Kujala and Ullrank, 2004). Hence, quality
management and organizational culture should be matched to set the conditions for
continuous quality improvement and excellence (Anderson et al., 1994; Barney, 1986).

The blue cluster was composed of 24 items which were published between 1981 and 2017.
It questions the relationship between quality management and culture, pointing out the
ambiguities that characterize their interplay (Green, 2012). Although quality management
and organizational culture are strongly linked, their relationship is not unequivocal, as it is
characterized by mutual influences (Ebrahimi and Sadeghi, 2013). The implementation of
quality management calls for the adaptation of the organizational culture, which should
embrace openness and empowerment to engage people in excellence in a perspective of Total
Quality Management (Samson and Terziovski, 1999). However, the modification of values,
artifacts, and symbols might engender power conflicts and struggles, which put
organizational reliability and focus on quality under stress (Tata and Prasad, 1998).
Awareness of the complicated relationship between quality management and organizational
culture should be achieved, combining both of them in a quality culture (Srinivasan and
Kurey, 2014).

The yellow cluster involved 23 items published between 1977 and 2014, emphasizing the
importance of cultural values in attaining organizational excellence. Although specific
organizational cultures have been maintained to be most likely to unleash the competitive
advantage of the firm (McDermott and Stock, 1999), an effort should be made to spatially
combine different cultural orientations, emphasizing both the contributions of control on
internal reliability and efficiency and the implications of flexibility on resource development
and employees’ empowerment (Quinn and Rohrbaugh, 1983). Quality management advances
organizational cultures, embedding business excellence as a key value inspiring strategic
decisions and management actions (Prajogo and Sohal, 2003). To fully accomplish the
positive implications of quality management on business excellence, a congruence should be
achieved between the extant organizational culture and the firm’s quality orientation, setting
the conditions for a shared and consistent commitment towards quality improvement
(Denison and Spreitzer, 1991).

Discussion
Figure 5 delivers an integrative representation of the study findings. In doing so, it
acknowledges the distinctive contributions derived from the clusters which were obtained
from the bibliographic coupling and the co-citation analysis. Drawing on the results of the
co-citation analysis, the research streams populating the scientific debate about the interplay
between quality management and organizational culture takes inputs from four main
conceptual sources. Consistently with the insights obtained from the red cluster, the first
source relies on a contingency-based view of the firm. Alongside representing a distinctive
trait of the firm, organizational culture can be conceptualized as a contingent factor.
It moderates the effectiveness of quality management, impoverishing its implications when
cultural rigidity obstructs flexibility and boosting the commitment towards business
excellence when people are encouraged in undertaking efforts toward continuous quality
improvement. As highlighted in the green cluster, the second source is consistent with a
resource-based view of the firm. It assumes that a quality culture aimed at achieving and
preserving business excellence nurtures competitive advantage, contributing to the
distinctiveness, relevance, and inimitability of the bundle of resources available to the
firm. The third source embraces a Total Quality Management perspective, which is
emphasized in the blue cluster. Successful quality management is based on the ability to
achieve compatibility between the hard and soft sides of business excellence, which should be
concomitantly addressed to facilitate the strengthening of the quality culture. Finally, taking
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stock from the yellow cluster, the fourth source upholds a configurational view of the firm,
arguing that quality management and organizational culture should be viewed as two tiles of
the effectiveness puzzle. Change management initiatives aimed at making them fit each other
are essential to set the conditions for viable business excellence.

Drawing on these conceptual roots, the scholarly debate addressing the interplay between
quality management and organizational culture unfolds through four main streams, which
were elicited through the bibliographic coupling analysis. As reported in the blue cluster, one

Figure 5.
An integrative

overview of the study
findings
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culture and

quality
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of the most relevant concerns for scholars and practitioners involves unveiling the contents
and understanding the course of the relationship between these two constructs. Whilst
inadequate evidence has been found confirming the role of culture as a contingent factor
influencing the achievement of business excellence, scholars claim the existence of a direct
link between qualitymanagement and organizational culture. More specifically, two different
approaches can be unearthed in the scholarly debate. The first approach argues that
organizational culture nurtures the implementation of quality improvement, encouraging
firms to commit efforts and resources to enhancing their ability to satisfy the expectations of
relevant stakeholders. The second approach maintains that quality management
reverberates on the organizational culture, reshaping the values, artifacts, and symbols
that inspire individual and collective actions in a perspective of business excellence and
reliability. In sum, quality management and organizational culture are tied by a mutual
connection, which makes them interdependent.

The second and the third research streams, which are embodied by the red and the green
clusters, elaborate on these considerations, pointing out the need for alignment and joint
optimization between quality management and organizational culture. Interventions aimed
at advancing the core and infrastructural components of quality management should be
harmonized to the extant organizational culture. An emphasis on control and internal
orientation sets the conditions for process improvement. A concern for flexibility and internal
orientation empowers people and stimulates their commitment to advancing business
excellence. Control and external orientation boost the exchanges between the firm and
external stakeholders, paving the way for reliability. Lastly, flexibility and external
orientation enhance the organizational responsiveness to the stakeholders’ evolving
expectations, improving the long-term viability of the firm. Joint optimization can be
achieved by enacting a quality culture across the firm, which concomitantly relies on
innovation and reliability, as well as on knowledge exploration and exploitation to advance
organizational performance.

Even though it is not possible to identify an unequivocal and clear-cut interaction
between quality management and organizational culture, the yellow cluster envisions a
timewise interpretation of their interplay. Quality management kicks off with a clan
culture, which enables employees and empowers them to actively participate in the design
and implementation of continuous improvement initiatives, co-creating business
excellence. A shift towards adhocracy is needed to take advantage of employees’
empowerment and put creativity at the service of quality improvement. Adhocratic
cultures combine flexibility and an external orientation, enacting a fertile ground for
enhancing both the core and the infrastructural components of quality. An effort aimed at
rationalizing the organizational culture is required to strengthen the individual and
collective commitment to business excellence, focusing on reliability and stakeholders’
satisfaction. Finally, hierarchical cultures permit the full exploitation of the quality
advancements realized in the previous steps, targeting continuous process improvement.
Nevertheless, in order to preserve the employees’ creativity and energies to enact a new
round of quality improvement, the adoption of a hierarchical culture should not
disempower people and limit their action. The firm’s ability to enact such cultural
transition is rooted in the implementation of a quality culture, which represents the secret
ingredient for accomplishing business excellence.

Several limitations affected this literature review. Firstly, Scopus® was used as the data
source to collect relevant scientific contributions. While this decision might have reduced the
comprehensiveness of the research, the large coverage of this dataset and the cross-checks
accomplished to verify its dependability ensure the validity of the review. Secondly, attention
was generally paid to quality management. Therefore, the research findings cannot be
immediately applied to specific quality management techniques, such as Lean Six Sigma and
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Total Quality Management. Nonetheless, the study findings provide interesting
considerations, which can be generalizable to different quality techniques. Lastly, the
interpretive approach used to systematize the results of this literature review might have
affected the objectivity of the findings’ report. However, it permitted the delving into the
reviewed contributions, enabling the delivery of a fresh contribution to theory and practice.

The study implications are twofold. From a conceptual perspective, the interplay between
quality management and organizational culture should be addressed undertaking four
different theoretical perspectives. Merging contingency and resource-based views permits a
nuanced interpretation of the intertwining of qualitymanagement and organizational culture.
Besides, coupling the Total Quality Management perspective with a configurational
approach stresses that business excellence can be achieved only if firms are able to balance
their quality management initiatives with their cultural orientation. Rather than being used
independently, such conceptual perspectives should be harmonized in a comprehensive and
integrated conceptual framework, which led us to frame the interplay between organizational
culture and quality management as an idiosyncratic attribute of the firm, which should be
carefully managed and addressed to achieve a viable orientation towards business
excellence.

From a management perspective, the study findings highlight that it is not possible to
adopt a fix-it approach to handle the interplay between quality management and
organizational culture. Conversely, joint optimization of these two constructs should be
sought. A longitudinal perspective should be embraced to accommodate qualitymanagement
with the extant organizational culture and to deal with the contamination of consolidated
cultural values with the focus on business excellence. Managers should make an effort to
discover the micro-level determinants of the joint optimization of quality management and
organizational culture. This involves acknowledging the multiple subcultures populating the
firm and investigating how they either undermine or facilitate the implementation of quality
management initiatives. Furthermore, attention should be paid to the manifold implications
of quality management on the organizational culture, avoiding the stiffening of the firm
around a hierarchical and rational culture and promoting an adhocratic perspective to
stimulate continuous improvement.

The study findings illuminate three main avenues for further development. Empirical
analysis should be devoted to better understand how quality management and
organizational culture interact to determine organizational success. This involves
designing longitudinal studies, which will overcome the limitations of cross-sectional
approaches, which are still the most recurring methodological outline taken by scholars
involved in this study domain. Moreover, the distinctive characteristics of the quality culture
should be carefully investigated since it has been argued to be the secret ingredient for
business excellence. On the one hand, theoretical advancements are required to pinpoint the
components that build a quality culture. On the other hand, exploratory research is needed to
contextualize such conceptual insights into practice. Last, but not least, additional efforts are
needed to understand the influence of the institutional field and the national culture on the
organizational orientation to business excellence. In an increasingly globalized world,
institutional and national variables seem to lose relevance. However, since they deeply affect
the cultural orientation of people and groups within the organization, their influence on the
organizational readiness to embrace excellence should be comprehensively examined.

Conclusions
This literature review attempted to systematize the current scholarly debate examining the
relationship between quality management and organizational excellence. For this purpose, a
literature review consisting of a bibliometric analysis and an interpretive systematization of
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retrieved scientific contributions was undertaken. The interplay between quality
management and organizational culture is characterized by ambiguity, which derives from
their deep-rooted intertwinement. Achieving business excellence requires a joint optimization
of these two factors. Quality management initiatives should be harmonized with the extant
organizational culture, stimulating employees’ willingness and readiness to partake in the
continuous improvement of organizational processes. Simultaneously, a change of the
organizational culture is necessary to overcome resistances and obstacles and so enact a
quality culture which facilitates the journey of the firm towards business excellence.
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