
THE INFLUENCE OF QUALITY MANAGEMENrr 

INITIATIVES ON HUMAN RESOURCE PRACTICES: 

An Empirical Investigation of Sri Lankan Apparel 

Manufacturing Organizations 

By 

W.N.D. Fernando 
(GS/MC/1 851/2001) 

'!hesis submitted to the University of Sri Jayewardenepura Ihr the 

award of the Degree of Master of Science in Management on 
ID 

November 2006. 

DOI: 10.31357/fmscmst.2006.00308



Author's Declaration 

The work described in this thesis was carried out by me under the supervision of Dr Vathsala 

Wickramasinghe and a report on this has not been submitted in whole or in part to any 

university or any other institution for another degree/diploma 

W.N.D. Fernando 
(GS/MC/1 851/2001) 

Author 



Certification 

I hereby recommend that the thesis was prepared under my supervision by W.N.D. Fernando 

(GS/MC/1851/2001) entitled "The influence of quality management initiatives on Human 

resource practices: An empirical investigation on Sri Lankan apparel manufacturing 

organizations" be accepted in partial fulfillment of the requirements for the degree of Master 

of Science in Management 

Dr Vat: s  la ickrasingl1e •  

Thesis Adviser 

Approved by the Examining Committce. ........................... 

MSc. (Management) Program 
Faculty of Graduate Studies 

University of Sri J ayawardcncpura 
Sri Lanka 



TABLE OF CONTENTS 

Title page 

J)eclaratjon of Author 
 

Recommendation of the Supervisor  
Table of Contents 

IN,  

List of Figures 
x 

List of Tables 
xi 

Acknowledgement xiii 
Abstract 

xiv 

CHAPTER 1 - INTROJ)UCTJON 

.1 Background to the study,  

1.2. Statement of the problem 	 4 
1 .3. Research questions and objective of the study 	 5 
1.4. Scope of the study, 	 6 
1.5. Significance of the study 	 7 
1.6. Limitations of (he study 	 8 
1.7. Chapter outline 	 9 

CHAPTER 2 - LITERATURE REVIEW 

2.1. Introduction 	 10 

2.2 Quality Management 	 11 

2.2. 1 The Four Stages of Quality Management 	 i 

2.2.1 . I Quality I)cvclopment through InSpection 	 17 

2.2.1.2 Quality L)cvclopmcnt through Quality Control 	 17 

2.2.1.3 Quality I)evc]opmcnt through Quality Assurance 	18 

2.2.1.4 Quality Development through TQM 	 19 

2.2.2 Certification of Quality 	 19 

2.2.2.1 The Malcolm l3aldrige National Quality Award 	 20 

2.2.2.2 150 9000 Certification 	 23 

2.2.3 Quality Costs 	 25 
2.3 I lurnan Resource Management for Quality 	 27 

2.3. 1 Level oil uvol "ement in Quality liii tiative 	 29 



2.3.2 Ilk Plannine 31 

2.3.3 Selection and Recruitment 31 

2.3. 	ini 	 m 	Employees4 lra   32 

2.3.5 Compensation 33 

2.3.6 Employee Performance Management System 33 

2.3.7 1-liring and Career Progression 34 

2.3.8 Employee Learning and Motivation 35 

2.3.9 Employee Well-being and Satisfaction 36 

2.3.10 Quality initiatives and HRM in Sri Lankan Apparel Industry 36 

2.4 Sri Lankan Apparel Industry 38 

2.4.1 Contribution to the Economy 42 

2.4.2 Market Dynamics 43 

2.4.3 Employment 45 

2.4.4 SWO'F Analysis of the Sri Lankan Apparel Industry 48 

2.5 Global Trends that Influence Sri Lankan Apparel Industry 50 

2.5. 1 Changes in Consumer Demand 54 

2.5.2 Changes in Competition 58 

2,5.3 Changes in Technology 62 

2.6 Quality Management and Apparel Industry 63 

2.7 Summary 66 

3. CHAPTER 3 - i'IIE()RE'TICAL FRAMEWORK 

3.1 Introduction 67 

3.2 Framework of the Study 67 

3.2.1 Quality Management 82 

3.3 The Nature of Quality Management Practices Adapted 83 

3.3.1 Existence of Quality 83 

3.3.2 Stages of Quality $4 

3.3.2.1 Inspection 84 

3.3.2.2 Quality Control 86 

3.3.2.3 Quality Assurance 8$ 

3.3.2.4TQM 90 

3.3.3 Certifications for Quality 92 

3.3.3.1 Quality Standards 93 

V 



3.3.3.2 Quality Awards and CcrliIcations 	 95 

3.3.4 Quality Cost 	 97 

3.3.5 lools and lecl1niqucs used for Quality l'lanning 	 99 

3.4 The Way in Which Quality Management Influenced the 

Organization 102 

3.4.1 Changes Occurred in the Organization 102 

3.4.2 Results of Introducing a Quality Management System 103 

3.5 HR Involvement in Quality Initiatives 105 

3.5.1 Existence of a 1-IR Department 105 

3.5.2 1-JR Strategies and Policies 105 

3.5.3 Key Personnel Involved in Implementing a Quality Program 108 

3.5.4 Level of involvement by the HR Department in Quality 

Implementation 109 

3.6 Changes Occurred in Managing HR due to Quality Initiatives 109 

3.6.1 Changes in HR Department 109 

3.6.2 Changes in 1-IR Activities 109 

3.6.2.1 HR Planning 110 

3.6.2.2 Selection and Recruitment ill 

3.6.2.3 Training, Education and Development of Employees 112 

3.6.2.4 Compensation 114 

3.7 Influence of Quality Improvement Efforts 116 

3.7.1 Work Systems 116 

3.7.1.1 Organization and Management of Work 116 

3.7.1.2 Performance Appraisal 117 

3.7.1.3 Hiring and Career Progression 120 

3.7.2 Employee Learning and Motivation 121 

3.7.3 Employee Well Being and Satisfaction 122 

3.7.3.1 Work Environment 123 

3.7.3.2 Employee Support and Satisfaction 125 

3.8 human Resource Aspects which arc influenced by Quality 126 

Management Initiatives 

3.9 Summary 127 

vi 



4. CHAPTER 4 - METII0D0LO(;Y 

4.1 Introduction 128 

4.2.Study Setting and I)csign 128 

4.2.1 Population 129 

4.2.2 Sample Selection 130 

4.3. Sources of Data 131 

4.3.1 Primary Data 132 

4.3.2 Secondary Data 132 

4.4 Methods of Data Collection 132 

4.5 Questionnaire Analysis 133 

4.6 Validity and Reliability of the Questionnaire 151 

4.7 Methods of Data Analysis 152 

4.7.1. Descriptive Statistics 153 

4.8 Summary 154 

CHAPTER 5—THE CHARACTERISTICS OF THE SAMPLE 

5.1 Introduction 	 155 

5.2 Type of Organisations 	 155 

5.3 Ownership of the Organisations 	 156 

5.4 Number of Employees in the Organisation 	 157 

5.5 Strategies used by the Organisation in Producing New Products 	158 

5.6 Major Export Markets 	 158 

5.7 I)e(ails of the Machine Operators 	 159 

5.8 Summary 	 160 

CHAPTER 6 - DATA ANALYSIS AND I)ISCUSSION 

6.1. Introduction 	 161 

6.2. Quality Management Practices 	 161 

6.2.1 Existence of Quality Management 	 161 

6.2.2.Stagcs oiQuality 	 163 

6.2.2.1. Inspection 	 164 

6.2.2.2. Quality Control 	 165 

6.2.2.3. Quality Assurance 	 167 

vii 



6.2.2.4. 	TQM 169 

6.2.3.Ccrtiflcaiions lbr Quality 170 

6.2.4.Cost Involved 172 

6.2.5.Tools and Techniques used for Quality Planning 173 

6.3. The Ways in Which Quality Management Influenced the 

Organization 174 

6.3.1 Work Related Changes Occurred after Quality Implementation 174 

6.3.2.Results of Introducing a Quality Management System 175 

6.4. hR Involvement in Quality Initiatives 177 

6.4.1 .Existence of a HR Department I Unit 177 

6.4.2.Key Personnel Involved in Implementing a Quality Program 180 

6.4.3.Level of Involvement by the HR Department in Quality 180 

Implementation 

6.4.4. 	HR Strategies and Policies 181 

6.5. Changes Occurred in Managing HR due to Quality Initiatives 183 

6.5.1 Changes in 1-IR Department 183 

6.5.2 Changes in I IR Activities 184 

6.5.2.1.1-IR Planning 185 

6.5.2.2.Scicction and Recruitment 186 

6.5.2.3 Training, Educatioirand Development of Employees 187 

6.5.2.4. Compensation 189 

6.6. 	Influence of Quality Iniproveinent Efforts 190 

6.6.1. Work Systems 191 

6.6.1 .1 . Organization and Management of Work 191 

6.6. 1 .2. Performance Appraisal 192 

6.6.1.3. Hiring and Career Progression 194 

6.6.2. Employee Learning and Motivation 195 

6.6.3. Employee Well- Being and Satislietion 197 

6.6.3.1 . Work Environment 197 

6.6.3.2. Employee Support and Satisfaction 202 

6.7. 	Summary 204 



7. 	CHAPTER 7 - RECOMMENI)ATIONS OF THE STUDY 

7.1 introduction 	 205 

7.2 	Summary of the Findings 	 205 

7.2.1 Nature of Quality Management Practices Adapted 	 205 

7.2.2 The Way in which Quality Management Influenced the 

Organisation 	 207 

7.2.3 HR Involvement in Quality Initiatives 	 207 

7.2.4 The Changes Occurred in Managing HR due to Quality 

Initiatives 	 208 

7.2.5 Influence of Quality Improvement Efforts 	 209 

7.3 Implications 	 211 

7.4 Further Research 	 214 

Rcfcrc flees 
	 215 

Anncxurc I Questionnaire to HR Manager 	 219 

Anncxurc 2 Questionnaire to Production/Factory Manager 	 224 

Anncxurc 3 Questionnaire to Machine Operator 	 229 

Annexure 4 Cronbach's Coefficient Alpha Interitem Consistency Reliability 

Test 	 233 

lx 



LIST OF FIGURES 

2.1 The four levels in the evolution of total quality management 16 

2.2 Award criteria 23 

2.3 Classifications of exporters by export value 39 

2.4 Contribution to employment 45 

2.5 Geographic distribution of employment 46 

2.6 The changing consumer value equation 56 

3.1 The four levels in the evolution of total quality management - 68 

Modified 

4,1 Classification of apparel industry by size 130 

5.1 Type of organizations 156 

5.2 Ownership of the organizations 156 

5.3 Number of employees in the organization 157 

5.4 Gender of the machine operators according to the department 160 

6.1 Summary of stages of quality management practices 164 

6.2 Key people responsible for driving, steering and facilitating 180 

quality programs 

6.3 Employee motivation 197 

6.4 Impression of communications within the organization 199 

6.5 Accuracy of the inlormatioii 199 

6.6 Satisfaction level of the communication methods 201 

6.7 Employee satisfaction 202 

6.8 Flexibility of the organization with respect to family 204 

responsibilities 

x 



LIST OF TABLES 

2. 1 Quality management theory development 14 

2.2 Classification of exporters by export value in year 2002 39 

2.3 Trends in apparel exports from Sri Lanka 1994 --2003 42 

2.4 Value of total exports 43 

2.5 Major export markets for Sri Lankan garments (Quantity and % Value) 43 

2.6 Contribution to employment 45 

2.7 Number of employees according to the skill level 47 

2.8 Labour cost comparison for the year 1996 47 

2.9 SWOT analysis of the Sri Lankan apparel industry 49 

3.1 Conceptualization of variables 69 

4.1 Classification of apparel industry by size 129 

4.2 Respondent profile 130 

4.3 Classification of sample by size 131 

4.4 Questionnaire distributed to HR manager 134 

4.5 Questionnaire distributed to Factory/Production manager 139 

4.6 Questionnaire distributed to Machine operators 147 

4.7 Cronbach's coefficient alpha interitem consistency reliability text 152 

5.1 Type olorganizations 155 

5.2 Ownership of the organizations 156 

5.3 Number of' employees in the organization 157 

5.4 Strategies used by the organization in producing new products 158 

5.5 Major export markets 159 

5.6 Gender of the machine operators according to the department 159 

5.7 No of years of experience of machine operators 160 

6.1 Quality management system 162 

6.2 Existence of a quality management system 162 

6.3 Inspection 165 

6.4 Quality control 166 

6.5 Quality assurance 168 

xl 



6.6 I'QM 169 

6.7 Quality standards obtained by organizations 171 

6.8 Quality awards achieved by the organizations 172 

6.10 Quality costs as a percentage of turnover 172 

6.11 Tool and techniques used to measure quality 173 

6.12 Changes occurred after quality implementation 174 

6.13 Results of introducing quality management system 176 

6.14 Existence of a HR department /unit 178 

6.15 Number of years in operation of the HR departmentlunit 178 

6.16 Number of eniployees in the I IR department/unit 179 

6.17 Recognition given to HR department and HR staff 179 

6.18 The level 1-IR department get involve in quality initiatives 181 

6.19 Response to HR strategies 181 

6.20 Response to 1-IRM policies 182 

6.21 HRM policies implemented 	' 182 

6.22 Changes occurred in the 1-IR dept/unit after implementation ofa quality system 183 

6.23 Changes occurred to the work in the HR department/unit after implementation 184 

of a quality management system 

6.24 HR planning 185 

6.25 Selection and Recruitment 186 

6.26 'l'raining, education and development of employees 187 

6.27 Compensation 189 

6.29 Organization and Management of work 192 

6.30 Performance appraisal 192 

6.31 1-liring and Career progression 195 

6.32 Employee learning 196 

6.33 Work environment 198 

6.34 Communication methods 200 

6.35 1) iscri m mat ion or Harassment Methods 201 

6.36 Employee support and satistiction 203 

7.1 Sunimarv of I nlluencc of Qual itv Improvement El loris 2 I 0 

xii 



ACKNOWLE1)GEM ENT 

My warmest gratitude goes out to my supervisor Dr. Vathsala Wickrarnasinghe for the 

guidance, encouragement and support given to me during the period of my endeavor to 

complete this thesis. 

My special thanks are due to Prof. H.H.D.N.P. Opatha the former course coordinator of the 

MSc. Program for giving his fullest support in completing this study. 

I would like to extend my sincere gratitude to the team of highly academic and professional 

lecturers who nurtured me throughout the MSc programme to gather a bountiful knowledge 

and experience in almost every sphere of modern business management. 

To all the Production managers, Factory managers, Human resource managers and Machine 

operators of apparel manufacturing companies, who were interviewed and who filled the 

questionnaires in my survey, I extend my heartfelt gratitude for sacrificing their valuable 

time and providing me with useful information and guidance. 

A special message of thanks goes out to all the staff at Penguin Group of Companies and to 

the l)irector General of' Sri Lanka Standards Institution Mrs. S. Weragoda who helped me in 

numerous ways to get information on apparel companies and on quality management. Also a 

note of thanks awaits the librarian and the staff at CIMA resource center, 

My thanks go 0111 to my friends Yasoja, Asha, Upamali, and Sanjeewa for encouraging me 

and helping me to get data and published material 

Last but not least I wish to thank my parents for all the love, support and encouragement 

given to me to bring me up to this position and the dedication and support extended during 

this tiresome period. 



ABSTRACT 

The purpose of this study is to find out the influence of quality management initiatives on 

human resource practices in the apparel manufacturing organizations. The specific objectives 

of the study were to investigate the nature of quality management practices adapted by Sri 

Lankan apparel manufacturing organizations, to investigate the way in which quality 

management initiatives influenced the organizations, to investigate the invoLvement of the 

l-IR departments in quality initiatives, to investigate changes occurred in managing human 

resource due to quality initiatives and to investigate whether quality initiatives influenced the 

work systems, employee learning and motivation and employee well being and satisfaction. 

The global apparel industry is facing many challenges with the phasing out of the Multi-Fibre 

Agreement (MFA) and with the entry of low cost producers such as China, India and 

Bangladesh to the Global Apparel market. The removal of the quota system enabLed buyers 

to procure from the most efficient producers posing a threat to those m:nufacturers 

competing solely on price. '[his scenario also created an opportunity to manuficturers who 

have been competing on quality and supplying garments to the higher end of the market to 

enhance their export volumes. As apparel industry is highly labour incentive improving the 

quality of their human resource will be a competitive advantage. 

The I lurnan Resource Management and Development category of Malcolm E3aldridgc 

Quality Award (MBNQA) and the l'our levels in the evaluation of Total Quality Management 

model by Dale and Plunkett (1990) served in conceptualizing and operational izing variables 

of' the study. In this study three questionnaires were distributed. 30 HR managers, 30 

xlv 



production managers and 87 machine operators respondent to the questionnaire from 30 

organization. The data gathered were analyzed using SPSS II .0 sollware package. 

The findings of the study revealed that majority of the organizations have not moved beyond 

quality assurance level. Only organizations with over 1000 employees have obtained quality 

standards and awards. This empirical investigation revealed that the main changes occurred 

after implementation of quality are reduction in scrap levels and rework levels and the main 

result of introducing a quality management system was giving greater emphasis on on-the job 

training. With the implementation of quality many organisations have set up a separate HR 

department but unfortunately most of these HR departments do not get fully involved in 

quality initiatives. Study revealed that compensation is the 1-IR activity mostly influenced by 

quality management initiatives as employees are paid incentives on higher efficiency, salary 

encashment on their attendance and salaries based on experience and education. 

l'he study also revealed that work activities of the companies are well organized and 

methodical making it easy to implement Quality Management techniques. The study provides 

insight to quality initiatives currently being practiced in the industry, where both Academics 

and Managers of the different Organizations can make use of these findings. 'L'his study also 

reveals the drawbacks and areas where future improvement can be made, where by making 

this study a useful one for the development of the Apparel Industry. 
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