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Makale Tiiri Article Type Belediyeler hemen hemen her iilkede en yetkili yerel yonetimlerdir. Bu nedenle
Arastirma Makalesi Research Article vatandaglara en iist diizeyde yerel hizmetleri vermekle yiikiimliidiirler. Toplam Kalite
Yonetimi de buna yardimci olacak yaklasimlardan biridir. Bu g¢alismanin amaci
belediyelerde Toplam Kalite Yonetiminin kurulmasi i¢in yapilmasi gerekenleri somut
Basvuru Tarihi Application Date olarak ortaya koymaktir. Bunun igin Analitik Hiyerarsi Siireci yontemi kullal}llmlstlr.
14.02.2022 02.14.2022 Bu yoénteme gore uzmanlara alternatifler sunulmakta ve hedefe ulasmak igin onlar
e o siralamalart istenmektedir. Bu ¢aligmada yapilan arastirma neticesinde sonug olarak
siralama, arastirmaya katilan uzmanlar tarafindan su sekilde yapilmustir; belediye iist
kademe yoneticilerine egitim verilmesi, halkin (TKY) talep etmesinin saglanmasi,
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GENISLETILMIS OZET
Calismanin Amaci

Bu calismanin iki temel amac1 bulunmaktadr. ilki; belediyelerde Toplam Kalite Y&netiminin
kurulmas icin yapilmas: gerekenleri somut olarak ortaya koymaktir. Ikincisi ise; daha ¢ok isletme
biliminde kullanimi olan Analitik Hiyerarsi Yonteminin (Analytic Hierarchy Process — AHP), kamu
yonetimi alaninda kullanimina katki yapmaktir.

Arastirma Sorulari

Caligmanin temel sorusu su sekildedir; belediyelerde Toplam Kalite Yonteminin kurulmasi i¢in
somut olarak hangi uygulamalar hayata gegirilmelidir?

Literatiir Arastirmasi

Isletme sektoriinde tecriibe edilmis basarili uygulamalarin kamu yonetiminde kullanimi her
gecen giin artmaktadir. Ozellikle 1980 yillarla birlikte ortaya ¢ikan Yeni Kamu Yénetimi yaklagimi bu
stirecin somut halde yasanmasini saglamistir. Giinlimiizde bu uygulamalardan birisi Toplam Kalite
Yonetimi (TKY) yaklagimidir. Performans iyilestirme, kamu sektorii reformlarinin merkezinde yer
almaktadir (Vogel ve Hattke, 2018) ve Yeni Kamu Y 6netimi yaklagimi, kamu sektoriinii tepeden tirnaga
etkilemektedir. Kamu yOnetim sisteminin temel bilesenleri olan yerel yonetimler de bu siiregten
dogrudan etkilenmektedirler. Belediyelerde TKY ile ilgili literatiirde akademik ¢alismalarin yapildig
goriilmektedir. Mabele ve Singh (2018) yaptiklar1 calismada Gauteng Belediyesinde, TKY ile ilgili bir
calisma yapmiglardir. Bu calismaya gore yoneticilerinin kiiltiirel degisimi benimseyerek TKY'yi
benimseyebilecekleri sonucuna varmiglardir (Mabele ve Singh, 2018). Arikboga (2016) calismasinda,
Istanbul Biiyiiksehir Belediyesi Gelir idare Miidiirliigii biinyesinde uygulanan TKY uygulamasini
EFQM Miikemmellik Modeli ile incelemistir. Bu modele gore kuruma is ve diger kurumsal siiregler igin
gelenlerin memnuniyet oraninin arttigi gézlemlenmistir. Dur ve Akyiiz (2019), Gerede Belediyesi'nde
TKY'nin uygulanabilirligi lizerine bir arastirma yapmislardir. Belediyelerde mevcut kurum kiiltiird,
merkezi yonetim anlayisi, gorev ve yetki paylasimi sorunu, denetim sorunu, mali sorunlar ve
koordinasyon sorunlar1 gibi faktorlerin TKY nin kurulmasi konusunda olumsuzluklar yarattiklarini
vurgulamiglardir. Karatepe vd. (2018) calismalarinda TKY'yi “en iyi deger” yaklagimiyla
incelemiglerdir. En iyi deger yaklagimi ile yerel yonetimlerin vatandas odakli ve ¢aligmalarinda siirekli
iyilestirmeyi benimseyen bir anlayisa sahip olacaklarimi ifade etmislerdir. Konuyla ilgili olarak bu
alanda farkli belediyelerin incelendigi goriilmektedir. Ancak yapilan literatiir taramasinda TKY'nin
belediyelerde nasil uygulanacagi konusunda yeterli aragtirma yapilmamasi1 dikkat g¢ekicidir. Ayrica
Analitik Hiyerarsi Siireci yontemi ile TKY yaklasimina iliskin yeterli calismanin olmadig tespit
edilmistir. Konuyla ilgili olarak bu ¢aligmanin amaci, belediyelerde TKY'nin kurulmasi igin yapilmasi

gerekenler konusunda bir aragtirma yapmaktir.
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Yontem

Bu calismanin amaci, belediyelerde Toplam Kalite Yonetimi yaklasiminin yerlesmesi icin
yapilmasi gerekenleri belirlemektir. Bu ¢calisma, TKY 'nin nasil uygulanacagina dair bir ng6rii sagladig:
icin teori ve sonuglar agisindan yenilik¢idir. Caligmanin bir diger amaci, Analitik Hiyerarsi Siireci
(AHP) yonteminin kamu yonetiminde taninmasina ve kullanilmasina katkida bulunmaktir. Bu nedenle
oncelikle Analitik Hiyerarsi Siirecini agiklamak faydali olacaktir. Analitik Hiyerarsi Siireci yontemi,
karar vermek icin alternatifleri siralamak i¢in kullanilir. 1970'lerde Thomas L. Saaty tarafindan
gelistirilmistir. Temel amac1 ¢ok kriterli karar vermede alternatifleri siralayarak karar vermektir (Saaty,
1990). Hedefler, kriterler ve alternatifler hiyerarsisine sahiptir. Burada hedefe ulagsmak i¢in kullanilacak
kriterlerin gergeklestirilmesini miimkiin kilacak alternatiflerin listelenmesi amaglanmaktadir (Bkz. Sekil
1). AHP yonteminde alternatifleri siralamak icin sayisal veriler kullanilir. Bunun igin alternatiflere
denekler tarafindan puan verilerek matrisler olusturulmaktadir (Bkz. Tablo 2). Bu sayilar ve konumlari
Saaty (1990) tarafindan Tablo 1'de gosterilmektedir. Bu yontemin Tiirk¢e anlatimli uygulanmasinda
Karakaya’nin (2019) doktora tezinden istifade edilmistir. S6z konusu c¢aligsmada, yontemin uygulama
asamalar1 ve giivenilirlik analizleri detayli agiklanmaktadir. Bu ¢alisma kapsaminda gergeklestirilen
arastirmaya belediye list kademe yoneticileri ve igletme alaninda doktora yapmis iiniversite 6gretim
iiyeleri katilim saglamiglardir. Arastirma kurgusunda hedef; belediyelerde Toplam Kalite Y 6nteminin
kurulmasidir. Bunun i¢in kriter uygulamalar Dahlgaard ve arkadaslar1 (2007) tarafindan belirlenmistir.
Bu calismada, bu kriterleri hayata gecirecek alternatif uygulamalar literatiirden belirlenmis ve konunun
uzmanlarindan bu alternatif uygulamalar1 puanlamalar1 istenmistir. Boylece Dahlgaard ve arkadaslar
tarafindan belirlenmis kriterler hayata gecirilebilecek ve belediyelerde Toplam Kalite YoOnetimi
yaklagimu tesis edilebilecektir. Caligmanin genel kurgusu bu sekildedir. Caligma i¢in etik kurul onay1
Bandirma Onyedi Eyliil Universitesi'nden alinmistir. Toplanti No ve Karar Tarihi: 2022-8 30/09/2022
seklindedir.

Sonu¢ ve Degerlendirme

Kamu ydnetim sistemlerinin temel amaci, halkin refahini saglamaktir. Bu refahin igerigi
giivenlik, saglik, ekonomik gelir, egitim, sosyal gelisme ve diger firsatlar1 icerir. Glinlimiiziin modern
kamu yonetimi sistemlerinde, belediyeler 6nemli bir bilesendir ve ana kamu hizmeti yiiklenicisi olarak
islev gormektedir. Incelendiginde, diinya ¢apinda belediyelerin temel bir yerel kamu otoritesi oldugu
sOylenebilir. Bu yoniiyle kendi yerel cografyalarinda rakipsiz hizmet yiiklenicisidirler. Altyap1 ve
iistyap1 gibi temel kentsel hizmetlerin yam sira belediyelerin temel gorevi kenti ekonomik, sosyal ve
fiziki yonden kalkindirmaktir. Az sayida yiiksek biitgeli proje ortaya koyan belediyeler oldugu gibi,
diisiik biitceyle onemli projeleri hayata geciren belediyeler de bulunmaktadir. Bu durum akillara su
soruyu getirmelidir; “Biitiin bu yetki ve biitcelere ragmen belediyeler yeterince etkin calistyor mu?”
TKY, isletmelerde ve kamu sektdriinde kullanilabilecek etkili bir yonetim yaklagimidir. Kurumsal

kapasitenin en tist diizeyde kullanilmasin1 hedefleyen bu yaklasim ile uygulamanin amaci, sorunlarin
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hizli bir sekilde tespit edilmesi ve etkin ¢bziimler sunulmasidir. Literatiirde 6zellikle belediyeler
alaninda olmak tizere kamu sektdriinde TKY ile ilgili calismalarin oldugu goriilmektedir. Bu ¢alismada,
TKY yaklagiminin diger calismalar1 tamamlayacak sekilde belediyelerde hakim hale gelmesi i¢gin
yapilmasi gerekenlerin ortaya konulmasi amag¢lanmustir. Yapilan arastirma sonucunda, Tablo 4’e gore
“belediye iist kademe yoneticilere egitim verilmesi” ve onlarin bu konuda bilingli olmalarinin
saglanmasi 0,29 puan ile ilk sirada gelmektedir. Fakat aragtirmaya déhil olan konunun uzman kisilere
gore hizmet alan konumda bulunan, miisteri olarak da tanimlanabilecek halkin bu konuda talepkar
olmasi da gerekmektedir (0,25). Bunlara ilave olarak, belediyelerde Toplam Kalite Y 6netimi Miidiirliigii
kurulmasi, 0,20 puan ile onemli bir agirliga sahiptir. Boylece kurum iginde, dogrudan konuya
odaklanmig ve belediyenin kurumsal kapasitesine yardime1 olacak bir miidiirliigiin kurulmasinin faydali
olacag1 ongoriilmektedir. Belediyelere disaridan, merkezi yonetim tarafindan zorlayici bir yontem ile
miidahaleyi on goren ‘“belediye mevzuatinin diizenlenmesi” ve “Yerel Yonetimler Genel
Midiirliigii’niin belediyeleri denetlemesi” alternatifleri ise aragtirmada son iki sirada yer almistir. Bu
durumda sunu séylemek miimkiindiir; konunun uzmani katilimcilara gore belediyelerde Toplam Kalite
Yonetimi yaklagimini hakim kilmak igin Oncelik belediye iist kademe yoneticileri ve miisteri
konumunda bulunan halktadir. Bunun yaninda belediye i¢inde konuyla dogrudan ilgili bir miidiirliigiin
kurulmasi destekleyici bir yaklagimdir. Disaridan bir denetimin bu konuda en son alternatif olacagi 6n
gorlilmektedir. Tablo 3°de ise her bir alternatif uygulamanin, her bir kriter i¢in 6nemi gosterilmektedir.

Bu sonuglar1 da s6z konusu tabloda ayr1 ayr1 incelemek miimkiindiir.
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1. INTRODUCTION: NEW PUBLIC MANAGEMENT AND TOTAL
QUALITY MANAGEMENT

Civil servants at public sector face several challenges when they engaged with the public
(Blijleven and Hulst, 2020) and they introduce new methods to overcome these challenges. In this
context, practices that have been successfully experienced in the field of business sector can also be
used in the public sector. The diffusion of innovations to other organizations is particularly important
for the public sector (Hartley, 2005). Especially with the 1980s, this situation has become more evident
as a result of the New Public Management approach (Voorn at al., 2017) with the paradigm change
throughout the world. Therefore, business principles and techniques have gained importance in public
administration (Sezer and Buyukpinar, 2021). However, the New Public Management approach cannot
be based solely on the logic of business administration. The reason for this is that the public
administration does not act with a profit priority like the business sector. The public administration

structure is an organization built on the basis of social benefit.

Innovation in the public administration sector involves two different interpretations. The first is
to use innovation practices from the private sector, and the second is to improve public policies adopted
by governments (Tonelli, at al., 2019). It is normal for the applications that are considered successful
in the business sector to be used by the public administration. One of the successful management
approaches put forward in the business sector is a philosophy called "Total Quality Management
(TQM)". At its most basic, it can be said that the understanding of "quality management" has developed
in four stages. Before the Industrial Revolution, after the Industrial Revolution, after the Second World
War and after the 1980s. Before the Industrial Revolution, studies were carried out on the relations of
the companies, where a few people worked with their customers. After the Industrial Revolution, studies
were carried out on production standards with the establishment of factories and the transition to mass
production. After the Second World War, the quality, production system and customer satisfaction
studies based on statistical techniques by U.S. and Japanese scientists came to the fore. After 1980, it
has become a basic philosophy that guides businesses depending on the developing technological level

and increasing globalization (Cinel and Karaman, 2021).

Performance improvement is at the core of public sector reforms (Vogel and Hattke, 2018) and
the New Public Management approach affects the public sector from top to bottom. Local governments,
which are the basic components of the public administration system, are also directly affected by this
process. Local governments are public institutions that provide basic services in their geographies. But
decentralized service provision has its own disadvantages (Allers and Greef, 2018). Each country gives
varying degrees of authority, budget and autonomy to its local governments according to its economic,

cultural, social and historical structure. At the same time, public administration organizations like
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municipalities, have political and administrative leaders who is in charge of implement modern

management techniques (Toleikiene, at al., 2022; Ozden, at al., 2021).

It is seen that academic studies are carried out in the literature on TQM and municipalities. In
their study, Mabele and Singh (2018) conducted a study on TQM in Gauteng Municipality. According
to this study, they concluded that managers can adopt TQM to municipality by adopting cultural change
(Mabele and Singh, 2018).

In his study, Arikboga (2016) examined the TQM practice implemented within the Istanbul
Metropolitan Municipality Revenue Directorate with the EFQM Perfection Model. According to this
model, it has been observed that the satisfaction rate of those who come to the institution for business
and other corporate processes has increased. In addition, the Municipality has started to follow many
indicators with this approach that it did not follow before.

Dur and Akyuz (2019) conducted research on the applicability of TQM in Gerede Municipality.
They emphasized that factors such as corporate culture, centralized management approach, task and
authority sharing problem, auditing problem, financial problems and coordination problems create
negativities in the implementation of TQM in municipalities.

In his study, Nohutcu (2005) emphasized the necessity of considering the citizen as a customer
in the implementation of the TQM approach in municipalities. In addition, he stated that factors such as
bureaucracy, paperwork, cumbersome bureaucratic structure, closure, confidentiality, tendency to avoid
responsibility, excessive employment of unqualified personnel, lack of communication and participation

structures that affect local governments, make TQM difficult in municipalities.

Karatepe et al. (2018) examined TQM through “the best value” approach in their study. They
stated that with the best value approach, local governments will have an understanding that focuses on

the citizen and adopts continuous improvement in their work.

These academic studies were also carried out as thesis. It is observed that different
municipalities are examined in these areas. However, in the literature survey, it is noteworthy that there
is not enough research on how to implement TQM in municipalities. In addition, it has been determined
that there is not enough study on the TQM approach with the Analytical Hierarchy Process method.
Regarding the subject, the aim of this study is to conduct research on what needs to be done for the
establishment of TQM in municipalities. The Analytic Hierarchy Process (AHP) method was used to

conduct this research. Therefore, two main objectives / questions were presented in this study:
*To list what needs to be done for the establishment of TQM in municipalities; and

*To contribute to the recognition and use of the Analytical Hierarchy Process method in the field

of public administration which is being used in the business sector widely.
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2. TOTAL QUALITY MANAGEMENT APPROACH

Need for innovation at public level is highlighted on the basis of that society changes (Meijer
and Thaens, 2021). To embed innovation in a public sector it is necessary to create awareness of key
innovative practices (Bason, 2010). One of these practices is TQM. The concept of quality has many
different meanings. Therefore, the quality in use for goods and services can vary from both an individual
perspective and a collective perspective (Marin at al., 2020). Over the years, “Quality Management”
(QM) has shown an impressive update and evolved in response to the needs of organizations. Today,
QM has evolved into new values such as change, creativity and discovery (Fundin at al., 2021). QM is
defined as a management philosophy and its three principles are continuous improvement, customer

focus and teamwork (Gremyr at al., 2021).

TQM approach is based on the concepts of "quality” and "total quality”. However, it is not easy
to make a clear definition on these concepts. Different approaches in management science bring different
perspectives to the concepts. As Aktan (1999) points out in his study, the final "product” considered as
quality is actually a result. It is the other quality components that make this product stand out and these
are: management quality, leadership quality, system quality, process quality, human quality and
equipment quality. Aktan (1999) also states that, "quality" in a narrow sense is "product quality" while
quality in a broad sense is a broad structure which includes work, service, communication, workers,
engineers and managers. In order to establish total quality, quality must be committed to human capital.

The organization, which can process quality for its employees, makes progress in quality production.

The TQM approach has emerged to make quality management dominant in all organizational
processes. Therefore, it is aimed to achieve quality in all elements of the organization (from the first

step to the final product). Quality is a goal here that must be maintained.

The concept of TQM has become popular especially in the 1980s. According to Omachonu and
Ross (2005), TQM is the integration of all processes within an organization to ensure the quality of

goods, services and continuous improvement. The main target here is the customer satisfaction.

Kanji and Asher (1996) define TQM as a continuous improvement process for individuals,
groups of people and entire organizations. They state what makes TQM different from other
management processes is that it focuses on continuous improvement. In this context, TQM is not about
a quick management fix, but about changing the way things are done throughout the life of the

organization. This is possible with the understanding of continuous improvement.

Noronha (2002) drew attention to the "culture” factor in the TQM approach in his study. He
states that the corporate culture shapes the TQM approach or, on the contrary, the TQM approach shapes

the corporate culture. However, the culture which affects the TQM approach here can be corporate

566



A Research on The Establishment of Total Quality Management in Municipalities — Belediyelerde Toplam Kalite Yonetiminin Kurulmast Igin Yapilmast
Gerekenler Uzerine Bir Arastirma
Onur Kemal YILMAZ

culture or national culture. As seen in this approach, it would not be wrong to say that achieving quality

is a matter of culture.

Oakland and Marosszeky (2006) stated in their study that a good quality management system
will ensure that two important requirements are met. The first and expected one is the requirements of
the customer. Thus, it will be ensured that the organization consistently offers the desired product or
service. The second benefit is the organizational requirements. Efficient use of both internal and external
resources (materials, people, technology and information) with optimum cost will be ensured. As can
be observed, an organization which has adopted TQM, actually organizes its own internal structure and

increases its institutional capacity in order to ensure customer satisfaction.

Different components have been put forward by different authors for the TQM approach. It can
be concluded that there are almost as many different total quality component schemes as the number of
studies. The reason of this is that there are different cultural and managerial approaches in different
countries to ensure a total quality approach. Nevertheless, from a technical point of view, it is possible
to compile the principles of TQM from the ISO (International Organization for Standardization) Report.
Accordingly, the TQM principles/components determined by ISO are as follows (ISO.org, 2021);
leadership, process approach, customer focus, improvement, engagement of people, relationship

management, evidence-based decision making.

It is normal that there are factors which prevent the implementation of TQM. In their study titled
"Total Quality Management in the Public Sector", Morgan and Murgatrody (1994) drew attention to the
negative aspects of the implementation of the TQM approach in public administration and compiled

them as follows:

e The nature of the TQM approach hinders its application to public administration;

e The public sector itself is hostile to the TQM approach;

e The professional managers of the public sector approach the TQM concept negatively;

e The concept of customer in the public sector is a problematic concept; and

e The precautionary approach of the public sector is much more complex than the production

sector.

Also, reorganizations can lead to employee resistance (Machteld and Michiel, 2021). It can be
stated that these negativities mentioned above are the results of the traditional public management
approach. It is certain that especially the New Public Management approach has been put forward to
eliminate such negativities. Therefore, bringing effective studies such as TQM to the public
administration is a necessity for social benefit. This is the purpose of this study: to make the TQM

approach dominant in municipalities.
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3. PURPOSE AND METHOD OF RESEARCH

Regarding the subject, the aim of this study is to determine what needs to be done in order to
establish a TQM approach in municipalities. This study is innovative in terms of theory and results as it
provides insight into how to implement TQM. Another aim of the study is to contribute to the recognition
and use of the Analytic Hierarchy Process (AHP) method in the public administration. Therefore, firstly,
it would be useful to explain the Analytical Hierarchy Process.

The Analytical Hierarchy Process method is used to rank the alternatives to give a decision. It
was developed by Thomas L. Saaty in the 1970s. Its main goal is to decide by listing the alternatives in
multi-criteria decision making (Saaty, 1990). It has a hierarchy of goals, criteria and alternatives. Here,
it is aimed to list the alternatives that will make it possible to realize the criterias that will be used to
reach the goal. In other words, it is aimed to list the alternatives that will enable the fulfilment of the
criterion from top to bottom. Thus, the most effective alternatives will be put into practice and the target
will be reached with the criterias that have been implemented. This is the working principle of the AHP

method:

Figure 1. AHP Scoring Chart

Criteria

Source: Saaty and Vargas, 2012

In the AHP method, numerical data is used to rank the alternatives. For this, the alternatives are
given points by the subjects and thus matrices can be formed. These numbers and their positions are
shown in Table 2 by Saaty (1990).

Table 1. AHP Scoring Chart

Importance

Definition Explanation
Degree

1 Equal importance Two activities contribute equally to the objective

Moderate importance of ) ) o
3 Experience and judgment strongly favor one activity over another
one over another

5 Essential or strong importance Experience and judgement strongly favor one activity over another
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An activity is strongly favored and its dominance demons t rated in

7 Very strong importance practice

The evidence favoring one activity over another is of tile highest

9 Extreme importance possible order of affirmation

Intermediate values between o
2,468 ) ) When compromise is needed
the two adjacent judgments

Source: Saaty, 1990.

The AHP method seeks to answer this question: “Can I compare lower-level items in terms of
some or all of the items in a higher level?”. Saaty recommends paying attention to the following
diagnoses when establishing the hierarchy for the AHP model. However, he also states that in the AHP
approach, a particular decision is not considered wrong simply since it does not follow a predetermined
set of procedures. The purpose of AHP is to help people organize their thoughts and judgments so that
they can make more effective decisions. In its simplest form, AHP begins with the traditional concept
of ordinal ordering to stratify a hierarchy and progresses to numerical pairwise comparisons from which

an ordering of items at each level is derived.

According to Unal, there are also criticisms of the AHP method. These are mostly grouped under
the headings that mathematical calculations do not have sufficient prerequisites and the rankings are
arbitrary. However, despite these, it is observed that the model is used by many decision makers. It
should be taken into account that thousands of applications in this field use it in academic studies in the
literature. This shows that AHP is still considered consistent among other alternative sorting methods.
Unal (2012) compiled the advantages of using the AHP method as follows in his study:

e Thanks to AHP, people can organize their different approaches;

e The process provides the opportunity to predict the strength and possible results of relations
from general to specific within a hierarchical framework;

e People can evaluate their approach before verbal expression;

e Since the degrees of strength of the judgments are determined numerically, there is no need
for long discussions;

e Compilation of results by different experts in different places makes it possible to get more
excellent results;

o It facilitates the assimilation of facts for managers;

e It provides ease of use in group decisions;

e It may be easier to deal with difficult problems thanks to ranking and scoring methods;

o It becomes possible to determine the importance of each element in the hierarchy; and

e It provides decision makers with the opportunity to determine alternatives proportional to

their experience.
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According to Karakaya (2020) regarding the sample, the AHP model does not have sample
concerns. The main goal is to get the opinions of experts on the subject on which the AHP model will
be applied, and the numbers should be processed into the matrices. In the literature review, it was also
seen that there are AHP applications in which only one person was taken as a subject (Baskurt, 2021).
The reason for this is that it is sufficient for the subject to be an expert in the AHP application. In this
study, 10 participants were included as a sample. While 5 of the participants are top managers in
different municipalities like Balikesir Metropolitan Municipality, Edremit Distrcit Municipality, Erdek
District Municipality; the other 5 participants have doctorate degree in business administration and work
in a university like Istanbul Commerce University, Bandirma Onyedi Eylul University, Sakarya
University. Thus, experts were consulted in the study for the implementation of TQM in the
municipality. Not all of the participants work in the same municipality or higher education institutions.
Therefore, it is aimed to deal with different value judgments in joint research. In the past, universities
used to keep a certain distance from local and national governments. But this situation changed
especially after the 1990s (Profiroiu and Briscariu, 2021). Therefore, the importance of universities for
the development of public administration has increased. This study also pursues this aim. Ethics
Committee approval of the study was obtained from Bandirma Onyedi Eyliil University. Meeting No
and Decision date: 2022-8 30/09/2022. Here are the details of the research:

e The subject that constitutes the aim of this study:

o To list what needs to be done in order to establish a TQM approach in
municipalities.

e The criterias determined for this purpose are the 5 main items that Dahlgaard et al. (2007)
collected the components of TQM and these are as follows (p. 17):

o Leadership of the Managers

o Focus on Customer and Employee

o Fact-Based Decision Making

o Continuous Improvement (KAIZEN)

o Everybody’s Participation (Internal and External Stakeholders)

e Alternative applications to be carried out for the realization of these criterias have been
determined as follows in the literature review. These alternatives are included in the study
as both internal and external applications, both optional and compelling applications (Conti,
1993; Sallis, 1993; Pekar, 1995; George and Weimerskirch, 1998; Eryilmaz, 2013; Aykac
and Ozer, 2006; Deniz, 2021):

o Training of Municipal Top Executives
o Development of Municipal Legislation
o Establishment of Total Quality Management Directorate in Municipalities

o Public Demand
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o Supervision of Municipalities by the General Directorate of Local Administrations

The ranking of these alternatives for each criterion constitutes the method of the application.
While the criteria are written in the big square in the created tables, the alternatives are written in the
rows and columns (see Table 2). Thus, the alternatives are ranked by comparing themselves, so that all
alternatives for each criterion are compared with each other. In filling the tables, the degree of
importance of the row to the column is scored. This scoring is performed with numbers 1-9 as indicated
in Table 1. If the column is thought to be more important than the row in the table, the number 1/ is

written before the number.

The right side is filled in by the participants in the table. Symmetrical values are written by the
researcher in the left side of the table (See Table 2). All tables brought to this level are then transformed
into a normalization matrix. The normalization table is formed by determining the value of each cell in
the matrix in the total of the column it belongs to. Other main stages were also used to carry out the next
process steps (Karakaya, 2019, Saaty, 1990, Saaty and Vargas, 2012):

Table 2. Scored Example Table

2 N v
5 | = g< £e
) = e 2 T E e
= ' = L 258
= S S8 e EERIT
S8| =8 = S2| Sg5
€2 g s o -3 2= 2
. S5 o T -0 8 o 2 =>0c
Leadership of the Managers S 32 =5 © -3 £ 3 = = E
e 2 g > € 5 o £ °© =5
o X ) o @< I<a5] c @
i E 9 £ 3 £4 ss<
o =8 ES s = Qo _
£ o < o 2 208
c ] L2 & 2 S o8
£ o =8 5 23
© [ 28 L=
= [a] "= S >
it n 2
Training of Municipal Top Executives 5 1 3
Development of Municipal Legislation 7 1/3
Establishment of Total Quality Management Directorate in Municipalities 1/5
Public Demand 1 7

Supervision of Municipalities by the General Directorate of Local
Administrations

In the next step, the row average (geometric mean / weight / w) is taken to obtain the weights.

The Geometric Mean is simply obtained by multiplying all the data and taking the data number to the

root power.

G.M. =nVX1.X2.X3...Xn
After the weights are obtained, it is checked whether the matrices are consistent. If the
comparison matrix is not consistent, the resulting weights cannot be used. For this, the consistency

matrix is formed as a result of multiplying the basic matrix in which the data is processed with the
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relative weight matrix. The raw ratio column is then calculated by dividing the consistency matrix with

the relative weight matrix.

The “A max” value is found by taking the arithmetic average of the obtained raw ratio column.
This value is the main input of the equation that will reveal the final consistency ratio to be obtained in
the next step. The obtained “A max” value is used to create the Consistency Indicator (CI). Consistency
Indicator (CI) = (Amax-n) / (n-1) is calculated with the formula. The “n” value in this formula represents
the alternatives in the research model. Thus, the value of “n” represents 5 different alternatives presented

in the study. Therefore, n=5.

In the next step, the Random Consistency Index (R1) is determined. The value represents a fixed
value determined according to the matrix dimensions. AHP model designer Saaty and Vargas (2012)
described the RI indicator as:

*RI: 1=0, 2=0, 3=0.52, 4=0.89, 5=1.11, 6=1.25, 7=1.35, 8=1.4, 9=1.45, 10=1.49

Since the criteria matrices determined in the study are n=5, the RI value to be put into the
equation is determined as 1.11. In the last step, in which the consistency of the tables filled by the
participants is determined, the CI and RI values are proportioned. Thus, the consistency ratio (CR) is
obtained. According to Saaty, this ratio (CR) is expected to be less than 0.10 (Saaty and Vargas, 2012).

Therefore, matrices exceeding this value were not included in the analysis.

All the steps put forward up to this part explain the process of whether the relevant matrices are
consistent or not. Only consistent matrices were included in the study. Thus, it is aimed to create a
systematic and consistent AHP model. Inconsistent matrices were not included in the analysis. In the
matrix analysis conducted within the scope of this study, 50 matrix tables emerged since 10 participants
were asked to rank for 5 criterias. In the consistency analysis, 4 of them were excluded from the
evaluation, and 46 of them were evaluated to create the result tables. In the next section, the results

obtained are explained.

The overall scores of the alternatives are obtained to obtain the results. For this, the relative
importance weights of the criterias and the relative importance weights of the alternatives according to

each criterion are obtained.

4. RESULTS

The New Public Management offered a ‘product-dominant’ approach to the public sector
(Stephen at al., 2021). Is only “product dominant” approach enough for quality of services? Within the
scope of the study, it has been researched which alternative applications needs to be implemented in
order to establish TQM approach in municipalities. For this, tables were obtained as a result of the

Analytical Hierarchy Process (AHP) method applied with experts in the subject. When the data obtained
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with this method, which is also applied with reliability analysis are examined and the findings are as in
Table 3. According to this table, the weight values of the alternatives that should be applied in the
implementation of the criteria above the table in order to make the TQM approach dominant in the
municipalities are shown. Thus, it is observed which alternative should be applied first for each criterion.
Therefore, with the implementation of alternatives, the criteria will be implemented and a TQM

approach can be established in the municipality.

Table 3. Final Results Table

Leadershio of Focus on Fact-Based Continuous Evervbody’s
Final Table P Customer and | Decision | Improvement rybocy
the Managers . . Participation
Employee Making (Kaizen)
Training of Municipal Top Executives 0.24 0.18 0.14 0.15 0.14
Development of Municipal Legislation 0.10 0.09 0.12 0.09 0.09
Establishment of Total Quality
Management Directorate in 0.11 0.12 0.08 0.15 0.13
Municipalities
Public Demand 0.13 0.15 0.13 0.12 0.19
Supervision of Municipalities by the
General  Directorate  of  Local 0.05 0.05 0.08 0.07 0.04
Administrations

Table 3 presents the two most prominent alternative practices for the implementation of the
criterias are "training of municipal top executives" and "public demand". Other alternatives fall further
down on the basis of criterias. According to these results, the listing of the alternatives proposed to be

put into practice in order to implement the criterias is as in Table 4.

Table 4. Alternatives Listed Within Themselves

Listed Alternatives Percentage Ranking
Training of Municipal Top Executives 0.29 1
Public Demand 0.25 2
Establishment of Total Quality Management Directorate in Municipalities 0.20 3
Development of Municipal Legislation 0.16 4
Supervision of Municipalities by the General Directorate of Local Administrations 0.10 5

The graphical representation of the alternatives are as in figure 2.
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Figure 2. Alternatives Listed Within Themselves
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Municipal Top of Total Quality ~ Municipal Municipalities
Executives Management Legislation by the General
Directorate in Directorate of
Municipalities Local

Administrations

5. CONCLUSION AND FUTURE STUDIES

The main purpose of public administration systems is to ensure the welfare of the public. This
welfare includes security, health, economic income, education, social development and other
opportunities. In today's modern public administration systems, municipalities are an important
component and function as the main public service contractor. When examined, it can be said that
municipalities around the world are a basic local public authority. In this respect, they are unrivalled
service contractors in their local geographies. In addition to basic urban services such as infrastructure
and superstructure, the basic duty of municipalities is to develop the city economically, socially and
physically. While there are municipalities that put forward few projects with a high budget, there are
also municipalities that implement important projects with a low budget. This situation should bring the
following question to mind; “Do municipalities work effectively enough despite all these powers and

budgets?”

The answer to this question is given by the public in the elections. However, this approach is
only a demonstration of democratic rights. The citizens should hold the government to account to deliver
their rights to services (Mdee and Mushi, 2021). In particular, the election of candidates nominated by
political parties does not guarantee the appointment of the most qualified administrators. Although the
elections are held for the fulfilment of local services, it is a fact that people look at the candidate from
which party rather than the skills of the candidate. Under these circumstances, it is necessary to carry
out studies with an academic approach so that the public receives the best local services. Today, it is
observed that the successful applications in the business sector are used by public administrations within

the scope of the New Public Management approach. One of these approaches is the TQ approach.
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Traditionally, public administration is not associated with entrepreneurial spirit since it is characterized
as a rigid, immovable and inert system (Kotnik and Stanimirovic, 2021). So, moving from an

organization orientation to a process orientation is a difficult culture change (Harrington, 1991).

TQM is an effective management approach that can be used in businesses and the public sector.
With this approach, which aims to use the institutional capacity at the highest level, the purpose of the
application is to identify the problems quickly and to present effective solutions. In the literature, it is
observed that there are studies on TQM in the public sector, especially in the field of municipalities. In
this study, it is aimed to reveal what needs to be done in order to make the TQM approach dominant in
municipalities in a way that will complement other studies. For this, according to the research conducted
by including the experts of the subject, it is observed that both in-house works and interventions from
outside the institution should be made in order to realize TQM in municipalities. However, the research
demonstrates that priority studies should be carried out within the municipality for the establishment of
TQM. The components of TQM are presented in the literature review. TQM is possible in the institutions
where these are implemented. In order to bring these components to life, alternative applications have
been proposed in this study.

Accordingly, as can be seen in Table 3 within the scope of the research, among the alternative
practices to be put into practice for the "Leadership of the Managers" criterion, "Training of Municipal
Top Executives" received the highest vote. Other alternative applications were also listed in this
direction. For the criterion of "Focus on Customers and Employees"”, "Training of Municipal Top
Executives" was deemed necessary. In order to meet the criterion of “Everybody’s Participation”,
“Public Demand” was the priority. Regarding the subject, all alternative methods that should be applied

in order to implement the TQM approach in municipalities are shown in Table 4.

Among these alternatives, coercive and supervisory methods (development of municipal
legislation and supervision of municipalities by the General Directorate of Local Administrations) are

at the bottom. Considering the results obtained by listing the alternatives within themselves in general;

e According to the research, training for municipal top executives and making them aware of
this issue comes first with 0.29 points. Thus, those who administer the institution are
expected to be aware of the subject and develop an institutional system. However, according
to the experts of the subject included in the research, the public, which can be defined as the
customer who is in the position of receiving service, should also be demanding in this regard
(0,25). Since the decision maker (council) and executive (mayor) bodies of the municipality
are elected by the public, it is necessary for the people to show them that they expect the
highest level of services.

e In addition to these, establishment of Total Quality Management Directorate in

municipalities has a significant weight with 0.20 points. Thus, it is foreseen that the
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establishment of a directorate within the institution which will directly focus on the subject
and assist the institutional capacity of the municipality will be beneficial. Therefore, a
directorate can be established that will make TQM dominant in the municipality, apart from
the vision and preference of the mayor.

e The alternatives of "development of municipal legislation" and "supervision of
municipalities by the General Directorate of Local Administrations”, which foresee a
coercive intervention to municipalities from outside by the central government, took place
in the last two places in the research. In this case, it is possible to state that, according to the
experts on the subject, in order to make the TQM approach dominant in the municipalities,
the priority is the top level managers of the municipalities and the people who are in the
position of customers. In addition, the establishment of a directorate directly related to the
subject within the municipality is a supportive approach. It is foreseen that an external audit

will be the last alternative in this regard.

It may be useful to compare the results of this research with the studies in question. According
to a survey conducted by Dur and Akyuz (2019), it is observed that the managers in the municipality,
which is the subject of the research, do not give enough support to the TQM practices. In this study, it
is noteworthy that the top executives are determined to be responsible in the first place. Therefore, it is
observed that the problem and the search for a solution overlap in different studies. In their study,
Mabele and Singh (2018) concluded that managers can adopt TQM by adopting cultural change. In this
study, training of the top executives of the municipality was scored in the first place, as well. Ozeroglu
(2015) states in his study that the beginning of the TQM process in municipalities will be with the change
of mindset of politicians and council members. In this study, training of the top executives of the
municipality was evaluated by the experts in the first place, as well. Therefore, the subject expressed by
Ozeroglu in his study is also expressed by the experts of the subject. Nohutcu (2005) states in his study
that the public should be considered as customers by the municipalities and that the municipality should
work for the satisfaction of its customers. In this study, according to the experts of the subject, it was
highly stated that the public should be demanding for the establishment of TQM in municipalities. Thus,
the public will become a customer. Arikboga (2016) stated in his study that the Revenues Directorate
within the Istanbul Metropolitan Municipality has applied a total quality approach and as a result, the
service capacity of the directorate has increased. In this study, the experts of the subject considered it
important to establish a Total Quality Management Directorate in municipalities, as well. Thus, it can
be deduced that even a unit within the institution will contribute to the institutional capacity of the

municipality.

In this study, what can be done to establish a TQM approach in municipalities is listed by the

experts. Much more studies in this area will undoubtedly contribute to the effective local service of the
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public. In future studies, it is recommended to introduce different alternative applications and to

determine the most effective application methods for the establishment of TQM in municipalities.

This paper is explorative. In order to strengthen the validity of the findings and the presented

competence framework, further empirical research is required.

Acknowledgement: | sincerely thank to Assoc. Prof. Gencay KARAKAYA from Istanbul

Commerce University, who assisted me during the processing of the data for AHP method.
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