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ABSTRACT 

Employee involvement (EI) has been the focus of considerable research on the 
management of people in organizations, particularly on whether EI results in improved 
employee attitudes and behaviours, and in turn company performance. Although EI 
trends have continued to interest academics and practitioners and are well documented 
in literature, the literature is relatively silent on studying EI schemes in relation to 
gender. This thesis intends to reconcile this gap by examining differences between the 
attitudes of men and women towards EI programmes. A second feature of this research 
is its focus on a non-western context. This is important both in examining the issue of 
gender in attitudes towards EI, and expanding the cross-cultural validity of mainly 
western-oriented research in the broader area of employee participation. 

Given the above issues and the limited empirical evidence in the context of non-western 
cultures, the current study sought to explore the attitudes towards EI in a Malaysian 
context. Quality Circles (QC) and Employee Share Ownership Schemes (ESOS) were 
the focus of the current study of EI. The general aim was to understand the relationship 
between EI and employees' organizational commitment and the effects of gender, 
degree of participation, and management support within a Malaysian context. 

Both quantitative and qualitative research approaches were used in a mixed methods 
study. In the first stage, a survey questionnaire gathered data on employee attitudes from 
217 respondents in three Malaysian public utility companies. This data was used to test 
a series of hypotheses regarding the relationships between attitudes to the EI 
programmes and organizational commitment, as well as the effects of gender, 
participation in programmes, and supervisory support. A second qualitative stage used 
semi structured interviews with management and focus groups with employees to 
explore further the gender dimension and identify both differences and similarities in the 
treatment of women at work and their experiences with EI. 

The research found that there were no significant differences in the attitudes of men and 
women towards EI schemes; nor were there any gender differences in wider work 
related attitudes including organizational commitment, job satisfaction and attitudes 
towards management. Men, however, were still more negative in their general attitudes 
about women and work. The qualitative phase suggested that Malaysian organizations 
need a more democratic culture and better support from superiors in order to make EI 
schemes successful. It was also found that the practices of Malaysian organizations 
mirrored the issues of stereotyping and lack of opportunities available to women as 
compared to those of men, which are found in western literature. Overall, the findings of 
the study served to enrich the EI literature, particularly with respect to the treatment of 
women, and offered valuable guidelines for non-western organizations seeking to 
improve the implementation of EI schemes. 
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CHAPTER ONE 

THESIS INTRODUCTION 

1.1 Introduction 

Employee involvement (EI) programmes have become a popular management technique 

for a number of reasons - as a means of. boosting productivity (Griffin, 1988; Klein, 

1987; Walton, 1985); encouraging innovation and cutting costs (Juran, 1964); improving 

employee well-being (Freeman & Kleiner, 2003); inducing loyalty, reducing conflict, 

and managing waste (Cole, 1990); increasing personal growth, feelings of 

accomplishment, and satisfaction (Cotton et al. 1988; Leana et al., 1992); developing 

more trust in management (Ben-Ner & Putterman, 2003; Jones & Kato, 2005); and 
increasing quality (Ben-Ner & Putterman, 2003). Many studies also have shown a link 

between EI programmes and employee commitment (Guest, 2000,2001; Jones & Kato, 

2005; Lawler 1986; Ramsay et al., 2000; Walton, 1985). Examples include companies 

where equity has been transferred to employees (see Pendleton et al., 1998 or Klein, 

1987), or where team-working programmes or the concept of empowerment have been 

adopted (Lashley & McGoldrick, 1994). 

The topic also has produced a considerable number of literature reviews since 1979 and 
has generated a body of vigorous and continually evolving research. As Ledford and 
Lawler (1994, p. 638) suggest "the attention given to these topics (employee 

involvement and participation) ... [is] evident of broad practitioner interest". According 

to surveys more than half of large firms in the USA, and an increasing number of firms 

in Europe are reported to have initiated a variety of EI participation programmes, such 

as quality circles, self-managing work teams, and task-groups in their work places 
(Cook, 1990; Delaney et al., 1994; Lawler et al., 1992). Lawler, Mohrman, and 
Ledford's (1992) research indicated that the vast majority of large companies use 

employee involvement practices, and that practitioners report these practices to be 
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successful. They also showed that intensity of their use is accelerating with practices 

that represent the greatest degree of change for conventional bureaucratic organizations, 

such as self-managed teams, showing the greatest increase in use. 

In the human resource management literature, employee involvement has assumed a 

central role (Beer et al., 1984; Buchanan & Storey, 1996; Fombrun, et al., 1984; Walton, 

1984; Walton, 1985). It has become increasingly recognised that the need to harness 

employees' loyalty and creative potential is essential for not only organizational 
development but also, as times of recession have shown, organizational survival. In 

short, employee involvement has increasingly become a popular managerial initiative; it 

is an initiative controlled and implemented by management to enhance employee 

commitment and to increase the quality of the product and service (Lashley, 1997; 

Wilkinson, 1998). The popular idea of EI is that it is associated with improved job 

attitudes and behaviours, and therefore operationally functional. 

Although employee involvement trends have continued to interest academics and 

practitioners and are well documented in the literature, the literature is relatively silent 

when it comes to gender. Management theory is, even with an overwhelming amount of 

empirical evidence, according to Wilson (1995), male-oriented because gender is not 

considered as a variable, causing much management theory to be considered gender- 
blind. There is also bias in studies on women in the workplace, where many researchers 

question women's commitment to the workplace (Bergmann, 1989; Hakim, 1996). 

Two types of bias are evident in the literature. Some argue that there are gender 
differences in men and women, but ignore these differences as the organization is 

already gendered as masculine (Hare-Mustin & Marecek, 1988). Other research 
highlights the presence of differences in gender, but those same differences help to 

stereotype women in the workplace (ibid. ). 
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In common with management theory generally, gender issues have not been a central 

concern in EI literature. The present thesis intends to reconcile this gap by examining 
differences between the attitudes of men and women towards EI programmes. Men and 

women may experience EI differently. As argued by Hakim (1996), women may be less 

committed to work and as a matter of preference, would rather stay at home. 

Alternatively, factors other than gender differences per se may keep women at home 

rather than entering the workplace. A goal of the present research, therefore, is to 

examine further why gender differences or similarities may exist in workplace attitudes, 

particularly with respect to how men and women react to EI initiatives. 

A second feature of the present research is its focus on a non-western context. This is 

important both in examining the issue of gender in attitudes towards EI, and in 

expanding the cross-cultural validity of mainly western-orientated research. In Asian 

cultures, as well as most other non-western cultures, the prevalent position is towards 

male-dominated societies or for little or no access for women in the workplace, thus 

reducing levels of participation for women (Woford, 2004). The nature of gender 
differences in this context, particularly when EI initiatives are introduced, is an 
important issue. 

In addition, although the concept of EI has received the attention of both scholars and 

practicing managers in Asian contexts, it must be questioned whether Asian managers 

are equally as enthusiastic as western managers about this refined mode of human 

resource management. Hofstede's (2000) dimensions of culture showed that scores for 

non-western and some western countries varied considerably. As the majority of 

research reported in EI literature comes from North America and Europe, additional 

research conducted with Asian managers and employees is likely to add to the body of 
literature on cross-cultural management practices. 

The main aim of this thesis, then, is to gain an understanding of EI and gender 
differences in the Malaysian context. The choice to focus on EI initiatives in Malaysia 
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provides an insight into management practices in one of the non-western countries of the 

world. EI, in this research, is defined as a process of employee participation designed to 

encourage greater responsibility and accountability, and to encourage job satisfaction 

and employee commitment to organizational success. As well as contributing a cross- 

cultural dimension to the significant body of western literature, then, the study is also 

important to human resource managers in Malaysia who are contemplating adopting EI 

practices widely used in North America and Europe. 

The remainder of this chapter outlines the rationale for the approach taken in this study 

of EI. Firstly, the national focus of the present study - namely the implementation of EI 

initiatives in the Malaysian context - is presented. The importance of cross-cultural 

examinations of EI programmes in non-western countries, and the consideration of 

gender, in this context is discussed. Secondly, the chapter presents the case for focusing 

on one particular posited outcome of EI initiatives, organizational commitment. Thirdly, 

the reasons for the failure of EI initiatives are considered with particular focus on the 

role of leadership style and management support. The chapter then concludes by 

introducing the present study and research objectives, along with a summary of the 

methodology and research settings, and the overall chapter structure of the thesis. 

1.2 Employee Involvement in Malaysia 

1.2.1 The Malaysian context 

With mounting pressure on the private sector in Malaysia, many different schemes and 

principles of managerial efficiency, like Employee Involvement (EI), are being imported 

from western countries. These bring with them the promise of quality improvement, and 

higher levels of employee satisfaction, commitment and productivity (Pun et al. 2001). 

This trend can also be considered within the context of wider economic development in 

Malaysia which has been driven by the Government's objective, articulated in "Vision 

2020", to make Malaysia a fully-developed nation by 2020. When Tun Dr. Mahathir 

Mohamed (Mahathir, 1991) introduced the nation to Vision 2020, it was considered a 
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comprehensive approach to national development that would balance economic growth 

and prosperity with social and moral development. 

Efforts by organizations to improve quality in the workplace have been a vital part of 

the vision to be a fully-developed country. In Malaysia, a popular EI technique was 

quality circles (QCs), introduced in the belief that participation in the workplace was 

central to organizational success (Hassan, 1996). Management interest in QCs increased 

in the 1970s and early 1980s. This was the period when Malaysia began its programme 

towards industrialization, and when many local companies adopted Japanese 

management techniques, as did many western companies. Quality awareness 

programmes and campaigns were of equal importance in the public sector (Hassan, 

1996). The Malaysian Civil Service, a significant part of the national governance 

community, was particularly interested in new techniques that nullified negative 

organizational phenomenon, such as high turnover rates, absenteeism, low or poor 

morale, low levels of commitment, and other disruptions in the workplace (Razali, 

1993). 

Malaysia, thus, provides an interesting context within which to study the effects of EI 

initiatives. In choosing to focus on a non-western context, the study also allows an 

examination of cross-cultural differences which may impact the implementation and 

outcomes of EI. It is reasonable to expect, for example, that managers from different 

countries may define employee participation differently and will have different views as 

to its effectiveness. For example, tradition and levels of participation vary considerably 

across European countries and differ from the American experience (Strauss, 1982; 

Tsiganou, 1991). It is also widely recognised that cultural variations exist between non- 

western and western countries. To take one example, non-western countries tend to 

score higher on power distance, according to Hofstede (2001), which means that 

national culture can impact on organizational culture change and on the commitment, 
job satisfaction and psychological wellbeing of organizational members. According to 

Cartwright and Cooper (1989) organizational cultures which place a high degree of 

5 



constraint on the individual and offer little autonomy are generally experienced by the 

majority of employees as potentially more stressful. Companies that try to import a 

vision of employee participation across countries may find the way blocked by cultural 
differences. As Adler (1991) points out, employee values, attitudes and behaviour vary 

across countries and can sometimes be quite dramatic. 

Conducting such research in Malaysia provides an opportunity to examine possible 

cultural differences in EI implementation from western countries and contribute to the 

wider management literature on the practice of EI across national boundaries. Moreover, 

on a policy level, the present study's focus on EI in Malaysia acts as a potentially 
important contributor to Vision 2020, the programme to develop the nation. The 

findings of the study will provide relevant information for human resource management 

practitioners, employers and policy makers concerned with economic performance. 

1.2.2 Women in Malaysia 

The Malaysian Government, in both the Seventh Malaysia Plan (1996-2000) and Eighth 

Malaysia Plan (2001-2006), had identified women as an important pool of resources that 

can be "mobilised to achieve the national development agenda" (Government of 
Malaysia, 2001) and they have formed a substantial force in the economy since 
independence in 1957. Between 1975 and 1990, for example, female labour force 

participation rates averaged about 45 per cent (Mazumbar, 1994). Between 1995 and 

1997, the rates registered at 43.5 per cent and 45.8 per cent respectively, but declined in 

1998 to about 44 per cent due to the economic recession (Government of Malaysia, 

2001). In 2000, with the economic recovery, this rate increased to about 44.5 per cent. 

Labour statistics on employment distribution by gender within sectors in the Sixth, 

Seventh and Eight Malaysian Plans show that the role of women in business areas such 

as manufacturing, wholesale and retail trades, and finance-based industries was on an 
increasing trend (see Table 1.1). In 1980, for instance, 40.1 per cent of the total women 
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in the labour force were in manufacturing, 29.3 per cent in wholesaling, retailing, hotels 

and restaurants, and 29.5 per cent in finance, insurance and real estate. By 2000, the 

proportion of women in these respective businesses increased to 41.1 per cent, 39.3 per 

cent and 39.9 per cent, respectively. 

In spite of the high level of Malaysian women's involvement in the labour market, 
hardly any Malaysian research has focused on gender issues in the workplace. Most 

research on Malaysia so far has tended to be on women's roles in socio-economic 

studies; for example, the status of women as factory workers in labour-intensive 

industries (Ariffin, 1982 & 1992; Kaur, 1994; Khoo & Pirie, 1984) and on the changing 

role of women in rural economic activities (Ng, 2000). Thus, there is a gap in Malaysian 

literature pertaining to gender in the workplace, and, generally, hence, with respect to 

the way that employee involvement, as one of the schemes introduced by management 

in the workplace, interacts with gender issues. 

Tablel. 1: Employment distribution of Malaysian women by sectors (1980 to 2000) 

Sectors 1980 1985 1990 1995 2000 

Agriculture, Forestry, Livestock & 

Fishing 

39.0 38.4 34.3 28.6 26.8 

Mining & Quarrying 10.3 10.5 12.9 17.9 13.0 

Manufacturing 40.1 43.1 46.4 42.8 41.1 

Construction 7.5 3.4 6.9 6.5 6.0 

Electricity, Gas & Water 7.1 5.6 4.3 9.6 9.5 

Transport, Storage & 
Communication 

29.3 37.7 38.6 12.1 13.1 

Wholesale & Retail Trade, Hotel & 

Restaurant 

6.3 10.4 11.1 38.7 39.3 

Finance, Insurance, Real Estate & 

Business Services 

29.5 35.1 34.2 39.9 39.9 

Sources: Government of Malaysia (1991,1996 and 2001) 
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1.3 The relationship between employee involvement and organizational 

commitment 

It has been argued that the whole rationale for introducing EI is to increase levels of 

commitment so that other positive outcomes are ensured (Marchington et al., 1992). 

Organizational commitment is generally defined as the "relative strength of an 
individual's identification with and involvement with a particular organization" 

(Mowday et al., p. 27). Employee involvement and its linkages with organizational 

commitment have received considerable attention in the literature (e. g. Balfour et al., 
1990; Cotton et at., 1988; Jain, 1980; Leana, et al., 1992; Mowday et al, 1982; Rosen et 

at., 1986; Walton, 1985). Securing organizational commitment of employees to their 

organization is often associated with the `soft' HRM policies of participation (Guest, 

1987; Storey, 1992). This may be pursued in a number of ways, including through some 
form of employee involvement techniques, such as quality circles, team briefings, or 
Employee Share Ownership Schemes (Walton, 1985). This is also thought to be 

expressive of an individualistic `high trust' organizational culture as opposed to the 

collective `low trust' cultures of stereotypical personnel management (Fox, 1974; Guest, 

1987; Tyson & Fell, 1986). 

Yet, doubt has been cast whether EI has any kind of impact on levels of commitment to 

the organization (Guest & Pecci, 1996). Critics have suggested that the rhetoric of EI 

runs ahead of reality (Legge, 1995); a more serious criticism is that EI promises 

autonomy based around commitment while practicing alternative forms of control and 

surveillance (Ramsay, 1977; 1990 et al. ). With both views in mind, this points to a 

mixed picture; the link between theory and practices of EI and organizational 

commitment remains unproven. Despite claims that EI will lead to changes in employee 

attitudes, especially commitment, and in turn, organizational performance, in the 

absence of evidence on employee experiences and attitudes, it is difficult to draw 

meaningful conclusions about the impact of EI in the workplace (Ahlbrandt et al., 1992; 

Byham, 1991; Guest, 1992). While some research has found significant relationships 
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(Barret, 1995; Cotton et al., 1988; ), other findings are less generous in finding links 

between EI and favourable work attitudes (Wagner, 1994). 

With this uncertainty regarding the possible outcome of EI in relation to organizational 

commitment, together with the lack of research on attitudes towards EI, the present 

research aimed to understand the relationship between employee attitudes to EI and 

organizational commitment. Organizational commitment is a relevant study for a 
developing country such as Malaysia given, as shown above the emphasis now being 

placed on improving organizational performance. As argued by Razali (1993), most 

public service organizations in Malaysia are becoming increasingly concerned with the 

need to introduce techniques that can nullify negative organizational phenomena, such 

as costly work disruptions, labour turnover, absenteeism and poor morale. 

Although there has been considerable research on employee involvement, as illustrated 

in the Introduction to this chapter, not only has this research been carried out primarily 
in the west, but it also has been based on the assumption that workers are a 
homogeneous work group; few have considered gender as a variable in their studies 
(Dickens, 1994,1998; Ramsay & Scholarios, 2005). More importantly, no Malaysian 

studies so far have looked at the relationship between employee involvement and 

employee commitment, or used gender as a variable which may explain employees' 
identification with their organizations. 

The second shortcoming of previous research on EI according to Dicken (1998) is that 

even when surveys of employee opinion are undertaken, the results appear abstracted 
from reality and inadequately "located" within an organizational context. Typically, 

surveys differentiate between respondents on the basis of individual characteristics, such 

as age, or length of service, to the neglect of gender. Within an organizational society 

there are attitudes that are independent of social surroundings, and cannot be analysed 
discretely in terms of the workplace. This may include, for example, cultural differences 

and management styles that members bring in from other countries (Jelinek et al., 1983). 
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It is arguably important, therefore, to investigate employee experiences of EI and take 

into consideration a considerable degree of diversity, such as gender. Studies that 

examine employee attitudes, and explicitly locate these within the work context and the 

national, and organizational environment in which EI is conducted, also are desirable. 

The present study attempts to provide such research. 

1.4 Explaining the failure of EI - management support and attitudes towards EI 

Literature demonstrates that most EI failures can be attributed to attitudinal problems 

with either employees or middle managers (Frazer & Dale, 1986) or more generally, 

problems related to organizational culture (for example, Cunningham & Hyman, 1996; 

Snape et al., 1995), especially the lack of a climate of trust and confidence and 

established formal mechanisms for successful implementation. Managers appear to give 
insufficient priority to `softer' people management issues and the skills necessary to 

foster a culture of high commitment and motivation among staff. 

Literature on managerial issues and leadership styles link these problems with the 

failure of EI programmes (for example, Creed & Miles, 1996; Powell, 1990; Sautar & 

Savery, 1991). Research on culture and leadership indicates that an organization's 

success is dependent upon management's understanding the link between leadership and 

culture (Locke, 1997; Miyashiro, 1996; Sagie, 1997). The day-to-day operations within 

an organization are influenced by a set of shared values which are primarily influenced 

by the relationship between leaders and employees (Sagie, 1997; Savery, 1991). 

An important factor influencing respondents participating in EI programmes, therefore, 

is likely to be the democratic style of management. Transformational leadership, 

perceived organizational support for participative decision-making and meeting 

expectations of followers were also found to be significantly related to trust in leaders 

(Dirk & Ferrin, 2002). Similarly, Trethewey (1997) recognises that empowering form of 
EI plays a critical role in constructing and maintaining a strong organizational culture, 
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and, as a feature of the leadership process, `communication style' is seen as being 

critical to transformational leadership. 

Legge's (1995) critique, in relation to empowerment, identifies further ambiguities in 

the `soft' side of HRM. As such, she contrasts the `rhetoric' and `reality' of 

empowerment, where managerial legitimacy undermines participative management. 
Further limitations, paradoxes and contradictions relating to participative management 

were also presented by Clegg & Dunkerley (1980), Mills and Simmons (1995) and 
Thompson & McHugh (2002). Thus, as an increasing body of literature focuses on 

management inadequacies as a source of failure in EI initiatives, this provides further 

reason to examine its operation, particularly with respect to the cross-cultural validity of 

these claims in a Malaysian cultural context. 

In addition to its focus on gender, therefore, the present research also addresses whether 

management support has any influence over employee attitudes towards employee 
involvement, and its relationship towards organizational commitment. Studies have 

identified "them and us" attitudes amongst employees as a consequence of middle 

managers feeling threatened by sharing their `power' with their subordinates. The 

results, however, are inconsistent. Some studies have shown lower `them and us' 

attitudes among participants of share ownership schemes (Bell & Hanson, 1984; 

Hammer & Stem, 1980; Long, 1978a, b; Long, 1980); others show no attitude 
differences between participants and non-participants in employee involvement schemes 
(Baddon et al., 1989; Poole & Jenkins, 1990; Russel et al., 1979); yet others show only a 

small number of participants in employee financial schemes reporting a sense of 

ownership or equality (Dunn et al., 1990; Klein & Rosen, 1986; Kruse, 1984); and other 

studies report mixed results (Bradley & Hill, 1983; Dewe et al., 1988; Forgarty & 

White, 1988). The present research, similarly, would like to understand whether there 

are any attitudinal differences between participants and non-participants in employee 
involvement schemes. 



1.5 The present study 

The general aim of this research is to examine the relationships between EI, 

organizational commitment and gender within the Malaysian context, with an additional 
focus on the role of management support in encouraging more positive employee 

attitudes towards EI and organizational commitment. In order not to repeat the 

weaknesses of previous research, both management and employees, and both 

participants and non-participants of EI schemes, were investigated. The focus was on 
both task and financial participation; specifically, quality circles and employee share 

ownership schemes, respectively. At the same time, this study explored whether there 

were gender differences in the attitudes towards employee involvement schemes, and 

the reasons behind any possible findings. 

Given these general research aims, the researcher derived two research objectives, 

which can be stated as follows: 

Objective One: To investigate the relationship between attitudes to employee 
involvement and organizational commitment in a Malaysian context, considering 

the effects of gender, participation in EI schemes, and management support as 

potential moderators. 

Objective Two: To explore the reasons for gender differences or similarities in a 
Malaysian context with respect to employee involvement (EI). 

1.5.1 Methodology 

Objective One was approached through a cross-sectional survey design in selected case 
study organizations. This quantitative approach allowed a statistical analysis of 
differences between men and women, and participants and non-participants in EI and 
ESOS programmes, with respect to attitudes towards EI and organizational 
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commitment. Objective Two was addressed through an in-depth qualitative analysis of 

the role of gender in shaping attitudes to and participation in EI, and organizational 

commitment. 

1.5.1.1 Research sites 

The research was conducted in three utility companies in Malaysia. These were public 

utility companies for electricity, gas and telecommunications. These were chosen for the 

study as, at that time, it was only public utility companies that had adopted quality 

circles and employee share ownership programmes in Malaysia. The companies were 

similar in that all of them were once public sector organizations that were privatised into 

public listed companies in the mid 1990s and large companies with around 20,000 

employees. Due to privatisation, these companies all provided their employees with 

employee share ownership schemes. They resembled common Malaysian public 

companies, where the majority of the workers (around 98%) are Malays, despite 

Malaysia being a multi-racial country comprised of Malays, Chinese and Indians. The 

companies were all technically-based with many staff having engineering backgrounds. 

Management was male-dominated, while the majority of women were in clerical 

positions. 

The choice of these research sites was significant for the aims of the study. Firstly, these 

were the first privatised companies and the only former-public companies that issued 

employee share ownership schemes (at that period of time). In addition to share 

ownership schemes, they also all had quality circles, which was another form of EI 

which the researcher wished to study. Secondly, they allowed the study of gender 
differences as the vast majority of women workers were at clerical levels and they all 
had similar characteristics within the male-dominated technically-based companies. The 

women, therefore, were relatively homogeneous and could be compared as a group to 

their male equivalents at the same levels. 
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1.5.1.2. Research design 

The study was cross-sectional in design. As opposed to a longitudinal design, cross- 

sectional research designs lack the ability to effectively interpret causal processes of a 

phenomenon that occurs over time. However with due consideration of the economic 

and time constraints associated with this research, it was not possible to undertake such 

a design. 

In trying to understand the relationship between employee involvement and 

organizational commitment, and more specifically, the effects of gender, degree of 

participation and management support (Objective One), a positivist paradigm, based on 

mainly quantitative methods, was felt to be appropriate. Quantitative method is 

appropriate when looking at relationships between attitudinal and behavioural variables, 

where these can be relatively objectively measured and compared. Furthermore, the 

sample provided by the three Malaysian organizations was sufficient for the findings to 

be generalisable to the population of the three companies of the study, as well as any 

other companies in Malaysia with similar characteristics and backgrounds to these 

utility companies. This is important as the research findings can be relevant to policy 

applications in the Malaysian context, whereby, companies can utilise findings to gain 

further understanding of the implementation of EI and employee outcomes. 

In order to explore the reasons behind any possible findings of gender differences or 

similarities (Objective Two), the researcher decided on qualitative methods. Although 

gender differences in attitudes could be observed by examining the survey responses, 

understanding gender is a complex phenomenon and the questionnaire as a tool is not 

rigorous enough to capture these complexities. Here the aim was to shed further light on 

gender differences or similarities towards employee involvement schemes that are 

introduced by companies. 
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1.5.1.3 Methods 

In order to examine the relationship between EI schemes and employee attitudes, as well 

as the effects of gender, mixed methods were used. These comprised a questionnaire- 
based survey, semi-structured interviews and focus groups. The survey was for the 

purpose of addressing Objective One, to investigate the relationship between employee 

attitudes to EI and organizational commitment. Qualitative information from interviews 

with managers and focus groups with non-management employees addressed Objective 

Two, where the aim was to explore the reasons for gender differences or similarities in 

the workplace. 

The use of a range of methods is consistent with other studies in the area of employee 
involvement (Marchington et al., 1992; Rudestam & Newton, 1992). Although the 

research was framed primarily within a positivist epistemological framework the data 

derived from the qualitative methods was used to add meaning to the findings. In this 

sense, quantitative and qualitative data were considered to compliment each other 

(Newman, 2003). The researcher felt that the qualitative data would complement the 

study by contexualising the findings, following Bryman's advice that "the research 

technique must fit the problem in hand... " (Bryman, 1984, pp 83,89). The use of 

multiple methods also offers benefits from data "triangulation" (Martin, 1990). 

The research sample for the questionnaire consisted of all levels of employees from the 

three utility companies in Malaysia. The survey was distributed throughout the three 

organizations, randomly, by the companies' Human Resource departments. There were 

31 questions, typically based on a five-item Likert scale (with opportunities for open 

comment), covering employee involvement and organizational commitment related 
issues; quality circles, employee share ownership schemes, views of the organization; 

orientation to work and attitudes towards women at work. 
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In each organization, the semi-structured interviews with managers included the Chief 

Executive Officer, the Director of Human Resources and other HR personnel together 

with senior operations managers. From this, and with the support of company 

executives, the researcher conducted interviews with personnel in the head quarters as 

well as the branches of the Northern and Southern states of Malaysia. Interviews lasted 

for an average of 90 minutes. 

The semi-structured interview comprised key themes to be explored with each 

respondent. For managers and those responsible for introducing and managing the 

employee involvement initiatives, the questioning explored the background, intentions 

for the initiatives and perceived benefits, change in the way the organization was to be 

managed, perceived problems regarding the implementation of employee involvement 

schemes and views as to what contribution employee involvement would make to the 

organization. Having established the managerial intentions for employee involvement, 

interviewees were asked to describe their own attitudes toward the schemes, how they 

perceived non-managers' attitudes towards the schemes, and differences between 

women and men on this issue. 

As for focus groups with the non-managerial employees, in addressing Objective Two, 

the key themes explored were gender issues, their experiences with the schemes, their 

perceptions regarding intentions for the initiatives, perceived benefits, perceived 

problems regarding implementation, and perceived managers' attitudes towards the 

schemes. 

A total of 271 responses across the three companies were received from the survey, and 
9 focus groups and 37 individual interviews were carried out. Altogether, 90 per cent of 

respondents were Malays, which represented well the population of public utility 

companies in Malaysia. 
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1.6 Organization of thesis 

Inclusive of this chapter, this thesis is organised into eight chapters. Chapter Two 

presents a review of the literature on employee involvement (EI) and organizational 

commitment. The specific intention of this review is to understand what effect the 

degree of participation and management support has on attitudes towards EI and 

organizational commitment within a Malaysian context. The chapter begins with a 

conceptualisation and review of alternative models of EI. It then examines empirical 

research on EI programmes and practices in organizations. Issues regarding the 

effectiveness of EI are addressed, highlighting some critics who question the rhetoric of 

EI. Leadership styles, which are an important background factor influencing 

participation in EI programmes, are also discussed. This leads to a discussion of 

organizational culture in relation to employee involvement, and following this, the link 

between EI and organizational commitment. The chapter ends with detailed discussion 

of the various forms of EI, with the main focus on quality circles and employee share 

ownership schemes. 

Chapter Three provides a review of the literature on gender issues in relation to EI 

schemes and organizational commitment. The chapter starts with theory related to the 

construction of gender, and continues with attitudes of women towards work in relation 

to women and commitment in workplace. Gender and culture, as well as cross-cultural 

perspectives, are addressed. The chapter continues to discuss the disadvantaging of 

women in the workplace, raising, for example, issues regarding male dominated 

occupations, part-time employees, and promotion opportunities. The chapter concludes 

with a discussion related to women in non-western, and specifically Malaysian, 

contexts. 

Chapter Four presents the empirical study exploring the relationship between EI, 

organizational commitment and gender in a Malaysian context. The research question in 

this thesis is to understand the relationship between employee involvement and 
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organizational commitment and patterns that affect the degree of participation and 

management support and gender within the Malaysian context. The chapter also 

presents the justifications for choosing a cross-sectional design as opposed to a 
longitudinal design with due consideration of the economic and time constraints 

associated with this research. This chapter describes the research design, selection of 

companies, sample design and pilot testing. The chapter justifies the use of mixed 

methods, to conduct both exploratory as well as confirmatory research. 

In Chapter Five, the quantitative analysis addressing Objective One is presented. The 

research questions and hypotheses for the present study are outlined. Objective One, 

which constitutes the overall framework for the quantitative data analysis, investigates 

whether there is a relationship between employee attitudes towards employee 
involvement and employee commitment. More specific hypotheses are constructed to 

test for differential relationships between participants and attitudes towards EI, 

participants and organizational commitment for both men and women, and perceived 

support and attitudes towards quality circles. These variables are reviewed in Chapters 

Two and Three, and in Chapter Five, a case is developed for each hypothesis addressing 

these relationships. The chapter then provides the sample profile and presents the results 
for each of the hypothesis tests, based on regression analysis, relating to Objective One. 

Chapter Six presents the findings for the analysis of Objective Two. It explores the 

reasons for gender differences in the workplace by examining the qualitative data 

gathered from management interviews and employee focus groups. The reasons for 

gender differences or similarities examined include orientations to work, perceptions of 

women at work, and perceptions of women managers. 

Chapter Seven discusses the research findings presented in Chapters Five and Six. To 

summarise these findings, the hypothesis tests showed a significant difference between 

non-participants and participants in their attitudes towards quality circles. Findings for 

attitudes towards Employee Share Ownership Schemes showed there was a significant 
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relationship between attitudes towards the scheme and organizational commitment 

among participants, but a non-significant relationship among non-participants. There 

was no relationship between Employee Share Ownership Schemes and organizational 

commitment. 

With regard to superiors' support for quality circles, the result was consistent with other 

common findings that quality circles fail due to a lack of management support. 

Moreover, management support seems to act as an important moderator of the 

relationship between attitudes toward EI and organizational commitment in the case of 

non-participants. In this research, there was no significant relationship between attitudes 

towards EI and organizational commitment for participants of quality circles who 

perceived their superior's support, but there was a significant relationship for non- 

participants. It indicates that leaders play an important role for non-members. Findings 

from the focus groups showed that in organizational cultures where managers do not 

readily participate managers refuse to let go of old autocratic styles of leadership. 

Another significant finding concerned attitudes towards women and work, where men 

seemed to have a stereotyped outlook toward women who work. This is probably 
because all three utility companies studied were male dominated utility companies. 
However, there was no significant difference between genders in organizational 

commitment; hence the common belief that women are less committed did not hold. 

Additionally, women's orientation towards work was seen to change over time. In later 

years, their orientation tended to be towards career, which reflected a change from an 
initial instrumental orientation to work. 

Chapter Eight presents the conclusions and implications of this study. The findings of 
the survey confirmed the relationship between attitudes to EI and commitment for non- 

participants but not for participants. The attitudes towards quality circles were not 

related to organizational commitment for participants who perceived their supervisors 
have favourable attitudes towards the quality circle scheme. The attitudes towards the 
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quality circle scheme and organizational commitment were related among non- 

participants who perceived that there is superiors' support towards the scheme. This 

finding emphasizes the importance of top management support especially for non- 

participants observing the scheme. Qualitative findings also showed that this was 

especially so for women, and for workers who through pressures of time and work, 
found it difficult to participate in the EI schemes. With regard to attitudes towards 

women and work, the study also found less favourable attitudes amongst men. There 

was no significant difference, however, in men's and women's attitudes towards 

organizational commitment. 

`Them and us' attitudes still persisted in these workplaces despite the introduction of 
involvement schemes. This reflected divisions between workers and management. The 

importance of management trust before implementing any new programme was evident 
from the present findings. More so, as found in this research, management culture in 

these organizations is still very much of an autocratic style, where a top down 

management style is extensively practiced. Specifically, this suggests that management 

must prepare before implementing any imported programmes. 

The second major contribution of the research is to show that the meaning of 

participation must be considered in the context in which it is to be implemented. 

The findings of the present study also highlight the need for addressing gender issues in 

future management research. And another common problem associated with a 

company's inability to sustain quality circles is the failure of top management to 

incorporate an incentives programme through other human resource functions. The final 

chapter presents recommendations for practice and future research based on these 

findings. 
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CHAPTER TWO 

DEFINITION AND THEORIES OF EMPLOYEE 

INVOLVEMENT 

2.1 Introduction 

The purpose of this thesis is to investigate the relationship between attitudes towards 

Employee Involvement (EI) schemes and organizational commitment. This chapter 

examines the development of issues related to the conceptualisation of EI. The 

chapter begins by examining what EI is, first in general terms and then by 

distinguishing forms of EI that are central in this research, as well as significant links 

between EI and individual outcomes and organizational outcomes. Organizational 

commitment, claimed to be one of the key outcomes of EI, is discussed in depth. 

Cross-cultural issues are also reviewed to understand their effect on the 

implementation and practice of EI, and issues regarding the effectiveness of EI are 

addressed. This discussion highlights some critics who comment on the rhetoric of 
EI and notes the importance of leadership and management style with respect to the 

implementation of EI programmes and practices in organizations. The chapter also 

examines in depth the two forms of EI that are the focus of the present research: 

quality circles (QCs) and employee share ownership schemes (ESOS). This includes 

a definition of QCs, focusing particularly on the reasons for their rise and fall, and a 
discussion of the emergence and outcomes of ESOSs. 

EI is associated generally with a number of human resource management (HRM) 

initiatives, which have increased considerably in recent years. In the HRM and 

organizational change and development literature EI has assumed a central role 
(Beer et al., 1984; Buchanan & Storey, 1996; Fombrun et al., 1984; Walton, 1984). 

EI was known as participation "Apparently paradoxically, in the sphere of everyday 

work relations, the practices have grown and prove much more durable than might 
have been expected" (Harley et al., 2005: 1); and according to Bennet (2002: 11), 
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Employee involvement has now been accepted and understood by world class 

organizations ... These same organizations, working predominantly in the fast- 

moving world of information and knowledge application, recognize the value of 
decisions made at the lowest qualified level and the payofffrom smart workers 

who know their jobs. 

Interest in EI has grown considerably in Europe and North America. The reason for 

introducing EI, championed by the `model of excellence' school in North America, 

derives from the utilitarian principle that EI improves the quality of decision-making 

and productivity (Marchington, 2001). The call for worker involvement in decision- 

making and work itself has a long history (Brannen et al., 1996) but the current 

unprecedented interest appears to be associated with increased competition in 

domestic and overseas markets as well as government regulation. For this reason, 

employees are seen as a source of competitive advantage (Hyman, 1998). 

EI may refer to involvement in the task design, as in quality circles (QCs) or some 

teamwork; gaining of power in decision making, for example, through empowerment 

efforts or joint consultation; and financial participation, such as ESOSs or gain 

sharing (Harley et al,. 2005). EI has been claimed to be beneficial for both employee 

and organization alike. Research on EI and organizational performance suggests that 

giving employees a `voice' on a range of organizational decisions yields benefits to 

both the organization and the employee (Heller et al., 1998). Organizations are seen 

to benefit, as they can utilize the full capacity of the workers, and encourage 

employee commitment to organizational success (Cotton et al., 1988; Lawler, 1986; 

Pendleton, 2005). Employees may benefit through the ability to influence their own 

working environment (Benders, 2005; Jones & Kato, 2005). Most EI literature is 

concerned with goals of binding the employee to the organization and obtaining 
behavioural outcomes of increased efforts, cooperation and organizational 

citizenship (Beer, 1984; Buchanan & Storey, 1996; Fombrun et al., 1984; Guest, 

1989; Walton, 1984). Surveys of managers have shown that EI is typically 

management initiated with the objective of enhancing employee commitment to 

organizational goals (Delbridge & Whitfield, 2001; Marchington, 1995,2001). 
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Despite these developments, as most of these studies are conducted in western 

countries, it is open to question whether companies which try to import the vision of 
EI across to non-western countries would have similar experiences and outcomes. 
Hence, the focus of the thesis is the examination of the Malaysian work context in 

relation to EI schemes and its linkages to commitment. As a result of competitive 

pressures faced by private sectors in Malaysia, principles of managerial efficiency 

are being imported into these sectors, such as EI schemes. The schemes are 

considered to be one of the so-called managerial efficiency practices that bring 

attainable employee commitment, employee satisfaction, quality improvement and 

productivity (Pun et. al., 2001). For most employers, the new emphasis on 

participation marks a search for greater flexibility, productivity and product quality, 

a new model of production, (Freeman & Kleiner; 2003), and management's drive 

towards new production concepts such as continuous improvement and enhanced 

participation. 

In the midst of fast growth rates, there is also a substantial increase of Malaysian 

women's participation in the labour market, being more prominent in the private 

sectors. The impact of industrial work on family economy and household position 
has led to changes in the course of life of Malaysian women (Mansor, 1991). There 

has been substantial research dealing with the issue of gender in Malaysia. However, 

there is a lack of research that examines the participation issue in the workplace; the 

attention of most gender studies has been on the socio-economic aspects of women 
(Mansor, 1991). Even more surprisingly in western literature, besides the vast 

amount of literature on employee participation, there is little importance given to any 

studies trying to find out whether the driving concepts behind EI vary across men 

and women as a workforce. According to Ramsay and Scholarios (2005), most 
literature on the subject of worker participation treats the workforce as a 
homogeneous group, and empirical studies have made almost no effort to correct the 

situation. Consequently, understanding of the way that gender inequalities have an 
impact on women's attitudes to industrial democracy is fragmented. Hence, this 

thesis also examines gender differences or similarities in their attitudes towards EI 

schemes and gender is the primary focus of Chapter Three. 
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2.2 Meaning of Employee Involvement (EI) 

Though the interest in employee involvement (EI) has been increasing among both 

researchers and practitioners, there is no general consensus concerning the meaning 

of the term. It appears that EI means different things to different people (Cotton, 

1993). For example, `employee participation', `workplace democracy, ' `empowered 

employee, ' `work redesign, ' or many others, can replace the term `employee 

involvement'. Ramsay (1980) noted that the literature on participation is vast; yet 

when searching for substance within it, the results are disappointing. He highlighted 

the biggest problems with the literature on EI is the lack of a clear and unambiguous 
definition of its subject matter. Marchington (2005), in trying to clarify the meaning 

of participation, found that it was still problematic even at the start of the 21St 

century. He supported claims by Ramsay that materials referred to the possibilities in 

different practices and approaches, but most of the time had little in common. 

Industrial democracy is regarded as the only true form of participation, offering 

workers an opportunity to take control of the organizations in which they are 

employed. On the other hand, others would define information-sharing as being 

sufficient enough to be included because it is an example of management attempting 

to involve employees by providing data that was previously unavailable to them. Yet 

others would restrict their definition to financial participation, because it gives 

workers a chance to make a direct contribution to organizational success and be 

some part of the ownership. 

Griffin (1988) and Locke and Schweiger (1979) viewed EI as a new terminology for 

a rather old idea. They mentioned that, in the past, EI has been termed `industrial 

democracy', `participation, ' `quality of work life' `team work, ' or any combination 

of the above. They maintained that EI schemes have common objectives: the 
improvement of some aspect of productivity, product quality enhancement, stronger 

employee motivation, reduced workforce alienation, positive work attitudes, more 

willingness to change, enhanced employee development, more information sharing 
between organizational levels, and better employer-employee relations. 
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Despite the lack of agreement over its definition, EI is based on one central 

philosophy; it views workers as capable of learning (Camman, 1984) and 

organizations as learning environments (Cherns & Davis, 1975). This view 

emphasizes that workers are assets, with abilities and ideas that, if given opportunity 
to develop, will result in enhanced personal growth as well as enhancing the quality 

of interaction between workers and clients, from which service effectiveness results 
(Gowdy, 1988). In addition, Lawler (1986) stated that EI is a process of participation 
to utilize the full capacity of the workers, and designed to encourage employee 

commitment to organizational success. 

Strauss maintains that meaningful employee participation in decision-making 

requires that workers are able to exert influence over their working environment. He 

defines participation as `a process that allows employees to exert some influence 

over their work and the conditions under which they work' (Strauss, 1998, p. 15). 

Stohl and Cheney (2001) state the meaning of the term `employee participation'. The 

process should provide workers or their representatives with the opportunity to take 

part in and influence decisions that affect their working lives. As such, an employee 

participation environment creates an alternative network to traditional hierarchical 

patterns. 

According to Marchington (2001), there are two types of participation, direct and 
indirect. Direct participation refers to those forms of participation in which 
individual employees, often in a very limited way, are involved in decision-making 

processes that affect their everyday work routines. Examples of direct EI include 

briefing groups, quality circles, problem-solving teams, self-managed teams and 
financial involvement. As a direct form of EI, financial involvement, which includes 

profit-related rewards, aims to improve competitiveness by educating employees on 
the operation of the business. Indirect participation refers to those forms of 

participation in which representatives or delegates of the main body of employees 

participate in the decision-making, for example in joint consultative committees 
(JCCs), employee works councils (EWC)s and through ̀ worker directors' - all forms 
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that are associated with the broader notion of `industrial democracy' (Bullock, 

1977). 

In most literature, the term `involvement' is seldom used; instead many authors 

adopt the term `employee participation'. Cotton (1993) refers to employee 

involvement, which is not just about taking part in decision-making, but can include 

incentives (gain sharing), group behaviour (quality circles), and training (self- 

directed work teams). According to Marchington et al. (1992) the concepts of EI and 

employee participation are semantically intertwined. Marchington et al. (1992) 

further described employee participation as covering all forms of employee influence 

(for example Industrial Relations, or, joint consultation), whereas EI is described as 

managerial inspired initiative with intention to win employee commitment (for 

example, teams and financial schemes). 

Harley et al. (2005) divided EI into three categories: task involvement, such as 

through quality circles or teamwork; power in decision making, such as through 

empowerment initiatives and joint consultation; and financial participation, such as 

save as you earn (SAYE) schemes, ESOSs and gain sharing. In this study, both the 

concepts of Harley et al. (2005) and Cotton et al. (1988) are adopted in order to 

provide clear delineations and encompass a full range of available EI schemes. 
Their logical argument is that in task involvement, such as quality circles, employees 

are more likely to accept working conditions that they helped to create. This reason 
is closely related to the first; using people's knowledge is likely to increase their 

willingness to use a system that they have helped to develop. Another related reason 
is knowledge utilization; being immersed daily in their work, employees are experts 

at what they are doing. As for financial participation, it gives workers an 

opportunity to make a direct contribution to organizational success and more 
importantly, to rightly take their fair share of company profits. With such a 
definition, financial participation is said to be able to improve the adversarial ̀ them 

and us' attitudes by promoting employee identification and attachment as share plans 
transform employment relationships. 
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This study also treats both EI and participation as an intertwined concept as 

mentioned by Marchington et al. (1992). Hence, in this thesis these two concepts 

will be treated as very similar in meaning. Furthermore, the literature shows that EI 

has been a movement in the past, known as participation. In this study, whenever 

participation is mentioned it refers to direct participation rather than indirect 

participation, as differentiated by Marchington (2000). 

2.3 Models of Employee Involvement 

As indicated above, employee involvement (or employee participation, or worker 
democracy) is a relatively slippery concept. As Schregler (1970: 117) commented, 
"Workers' participation has become a magic word in many countries. Yet almost 

everyone who employs the term thinks of something different". Given these several 

wide aspects of definition, it is not surprising that many models of how employee 
involvement (EI) operates have also been developed. Lewin (1968: 69) defined 

participative decision-making as a situation "in which decisions as to activities are 

arrived at by the very persons who are to execute those decisions". In his model, the 

factors that lead to the success of an employee involvement scheme depend on the 

personality and attitude of those involved; the extent, importance, and visibility of 

the issues addressed; and the quality of the participation process (e. g., clarity of 

goals, amount of useful information available exclusively to the subordinates, and 

the extent to which subordinates can exert control over productivity). 

Sashkin (1976) presented a model that focuses on the psychological targets of EI. He 

differentiated between four types of involvement (participation in goal setting, 
decision-making, problem-solving, and change), and argued that each can produce 

such psychological and cognitive effects as psychological `ownership, ' development 

of shared norms and values, and information flow. These effects then lead to 

increased quality, acceptance and commitment, increased support for involvement, 

and increased capacity of the organization to adapt. Sashkin argued that congruence 
between the type of involvement and the aim of the involvement would lead to more 

effective change. 
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In their well-known review of employee participation literature, Locke and 
Schweiger (1979) presented a model of the participation process. Locke and 
Schweiger's model differentiated between cognitive effects (more upward 

communication, better understanding of the job) and motivational effects (increased 

trust, more ego involvement, group pressure) of involvement. These cognitive and 

motivational effects together were thought to produce higher productivity. 

Schuler (1980) and Lee and Schuler (1982) attempted to incorporate concepts from 

expectancy theory and role theory into employee participation. In Schuler's model, 

greater employee involvement first serves to reduce role conflict and the feeling of 
being considered unnecessary. The more involvement an employee has with his or 
her supervisor and fellow workers, the more chances there are for role clarification 

and role conflict reduction (Schuler, 1980). In addition, employee involvement will 

tend to increase employee expectancy of a link between their performance and the 

potential rewards. As the employee becomes more involved, he or she will learn 

more clearly which behaviours are rewarded more and which are not. Finally, 

reduced role conflict and feelings of being unwanted and the increased performance- 

reward expectancy should lead to greater satisfaction with the work and with the 

supervisor. 

Lawler (1986) reviews work groups, where the principles of participative 

management are employed and employees supposedly feel more involved in the 

organization when their input is requested. As an example, work groups might meet 

with their supervisors to discuss the meaning of the results for the organization as a 

whole and the work group in particular. The process is also said to increase the 

salience of managerial behaviour towards subordinates to organizational 

effectiveness and productivity. Possible positive outcomes from work groups include 

improvements in work methods and procedures, attraction and retention of 

employees, higher quantity and quality output, enhanced decision making (resulting 

from better communication), and smoother group processes and problem solving 

(from enhanced attention to group dynamics). 
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Employee involvement can take many forms. One of the most visible and formal 

approaches to employee involvement is share ownership (Cotton, 1993). Employee 

involvement can be categorized into financial and non-financial schemes. 
Financially- related employee involvement schemes include employee share 

ownership and profit sharing, and non-financial employee involvement schemes 
include quality circles, team briefings and suggestion boxes (Marchington, 1994). 

In an extensive review of worker participation in management around the world, 

Strauss (1982) presented a taxonomy of participation, employing four dimensions: 

organizational level, degree of control, issues, and ownership. In terms of 

organizational level, most American experiments in employee involvement have 

focused on the departmental or individual level, whereas Europeans stress the plant 

or company level. Degree of control refers to whether employees are consulted, have 

joint decision-making rights with management, or have complete control. Issues can 

range from production methods and job content to major investment decisions. 

Ownership refers to how much of the company is owned by the workers. 

Leana (1987) differentiates between employee participation, which she defines as 
joint decision-making between superior and subordinate, and delegation, which is a 

process whereby the manager transfers decision-making autonomy to a subordinate. 
Her distinction is similar to Strauss's (1982) dimension of control; employees can 
have partial control (participation) or complete control (delegation). In addition, 
Leana (1987) emphasized that delegation focuses on individual autonomy, and 

argued that managers delegate to individuals, not to groups. In her criticisms, she 

presented data indicating that managers tend to use the importance of the decision 

and the characteristics of the subordinate in deciding whether to involve employees 
in participative decision-making, or to delegate. She argued that these findings 

indicated that participation and delegation are not simply points along a continuum, 
but rather are distinct and different decisions for managers. 

Bartlett (1986) found that companies reporting success with quality circles had 

mostly introduced similar reasons connected with participation. According to him, 
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the meaning of participation could vary widely, from a long-term approach to 
developing people, or at the other end, the simple feeling that it was worth the 

trouble of trying to involve shop-floor personnel in problem-solving activities. Most 

companies appear to be closer to the latter end of the spectrum. Hence, he focused on 
the contradictory features regarding positive individual and organizational outcomes 
that might not result. 

Tjosvold (1987) defined employee involvement as a subset of group problem- 

solving. From this perspective, involvement can improve organizational 

effectiveness because several persons can improve the information and ideas 

considered and can develop higher quality solutions. For employee involvement to 

be successful, however, the employees must work together effectively. Tjosvold 

argued that cooperative goals and productive controversy are necessary for optimum 

iciency, and described methods to achieve these group processes. (Tjosvold 1986, 

1987). 

Conger and Kanungo (1988) addressed the concept of empowerment. These authors 
developed a 5-stage model of empowerment, in which the use of participative 

management, job enrichment and other management strategies provides self-efficacy 

and confidence, leading to the experience of empowerment. In their approach, the 

crux is the perception of empowerment by the employee; the use of employee 
involvement by management simply helps produce this perception. They also 

addressed factors that lead to the perception of powerlessness. 

From the above review of alternative models, it can be seen that various models focus 

on different outcomes of the participative process. Lewin (1968) focused on attitude 

about the process, Strauss (1982) on the impact on society, Sashkin (1976) on the 

commitment to change, and Conger and Kanungo (1988) on the perception of 

empowerment. The models also employed different perspectives. Sashkin (1976) 

followed a psychological need approach, while Schuler (1980) followed role and 

expectancy theories. Above all, they also differ on how they define participation. Leana 

(1987) defined it as ̀ joint decision-making'; Sashkin (1976) described several different 
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types of participation as well as different methods of participation; and Conger and 
Kanungo (1988) distinguished between participation and empowerment. Locke and 
Schweiger (1979), and Tjosvold (1986,1987) examined how employee involvement 

can improve organizational effectiveness, such as produce higher productivity and 

optimum efficiency. On the other hand, Bartlett (1986) created doubt on the positive 

outcomes for both the individual and the organization. 

2.4 The effectiveness of Employee Involvement (EI) 

Theoretical perspectives have been used to derive a wide range of benefits of 

employee involvement (EI). These may focus on internal rewards and the benefits to 

employees (e. g., personal growth, feelings of accomplishment); the benefits to 

employers (e. g., a more cooperative or committed workforce); or the benefits to 

society (e. g., a more empowered and informed citizen, which may result from 

enhancing employee participation in decision-making). Other forms of EI 

incorporate external rewards, in monetary or other terms (Cotton et al., 1988; Leana, 

1992). 

Cotton (1993) and Ramsay (1996) questioned whether adopting an EI scheme in an 

organization was able to solve such a wide array of problems and concerns. Some 

authors argued that employees should be involved for ethical reasons (Sashkin, 

1984). At the same time, behavioural scientists tried to establish its efficaciousness 
in attaining a variety of management goals, such as increasing productivity. Most 

studies suggest that effective involvement varies with different types of schemes. As 

an example, productivity has no significant impact on gain sharing as compared to 
job redesign; profit sharing has no direct influence on attitude as compared to team 
briefings (Cotton, 1993; Ramsay, 1996). 

In EI schemes, organizational objectives are to be accomplished through a process of 
involving employees in aspects of decision-making that have been traditionally 

reserved for management. As an example for teams, such arrangements are expected 
to produce several outcomes, such as improve motivation and enhance discretionary 
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effort by team members. By participating in teams, members share more 
information, and develop more trust in management, stronger commitment to the 

organization and their goals are more aligned with the organizational goals (Jones & 

Kato, 2005). 

These objectives may also be expected to include improved performance as a result 

of teams feeling more strongly in product quality than about productivity. The 

participatory arrangement in general might be expected to change employee attitudes 

so that team members better understand the crucial importance of quality for 

organizational success. Teams are apt to foster and enhance trust, which has been 

identified as a key component of successful business systems (Ben-Ner & 

Putterman, 2003). In turn, this might be expected to lead to discernible differences in 

the quality of the care and attention that team participants devote to their jobs. 

Ultimately, these changes might produce improvements in quality control. 

As suggested by Walton (1985), the key factor linking increased job satisfaction to 

increased productivity is the worker commitment or integration with the job and the 

firm. As noted above, EI is believed to offer a solution to a host of workplace 

problems ranging from poor interpersonal relationships to inefficient production. 
Despite the often-overemphasized rhetoric, many researchers (Delaney et al., 1994; 

Ledford & Lawler, 1994; Mohrman et al., 1989) have realized that an EI scheme 

cannot actually be a wide solution for so many problems and concerns. 

With such a diverse range of outcomes, most researchers on managerial objectives 

suggest that there is a greater tendency to rely on more general aims rather than to 
focus on more concrete aims such as direct incentives or motivational effects. 
Ramsay (1996: 227) commented: "Such lack of clarity is sometimes reflected in a 
`catch-all' listing of what schemes are meant to achieve". Freeman and Kleiner 

(2003) found that employee involvement barely affects firm productivity but 

substantially improves employee well-being. 
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2.4.1 Failure in EI 

Increasingly the literature in EI has shifted from analyses of various forms of 

participation (Cohen & Bailey, 1997; Cotton et al., 1988; Leana, 1986) to the 

assessments of organizational and behavioural reasons why participation sometimes 
fails (Argyris, 1998). The common reason that led to failure in our previous quality 

efforts was that we did not change the culture or the environment in which all these 

tools and processes were being used. And we had the "flavour of the month" 

mentality (Sam Malone, Worldwide Marketing Manager at Xerox, quoted in 

Brennan, 1994: 36). 

Similarly, Cunningham and Hyman (1996) found that failure in the implementation 

of an empowerment programme was due to a prevailing culture in the organization, 

where management control still persisted and seemed to have tightened rather than 

loosened. According to Hill (1991), "quality circles and middle managers do not mix 

well". It has to do with management attitudes or perceptions (Parnell & Crandall 

2001), whereby managers tend to resist participation (Dale, 1984; Hill & Wilkinson, 

1995; Parnell & Bell, 1994) because it undermines their managerial status (Cotton et 

al., 1988,1993; Hill 1991, Pennington & Hammersley, 1997), autonomy and control, 

and where it is perceived to threaten their job security (Heller et al. 1998; 

Schlesinger, 1982; Klein 1984). As Klein (1984) found, while the majority of 

supervisors see EI programmes as beneficial for employees and the organization, 
less than one-third see such programmes as beneficial to themselves. 

The evidence in Cotton et al. 's (1988,1993) studies showed that the success or 
failure of participative programmes was linked to, among other factors, the 
likelihood that managers will embrace the approach. This was consistent with 
findings from Pennington & Hammersley's (1997) case study of the Rover Group in 

the UK which showed it is not about threatened job security or that of redundancies 

and restructuring concerns among the middle management but more about the 

commitment of top management who often show a lack of enthusiasm for 
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participation efforts compared to previous top management of earlier management 

group. 

2.4.2 Linking culture to EI 

As illustrated above, the concept of culture continues to strike managers and 

management orientated researchers as a key variable in success or failure of 

organizational innovations, such as quality improvement or empowerment. 
According to Detert et al. (2000), a comprehensive set of values and beliefs represent 

the cultural backbone to successful total quality management (TQM) adoption. TQM 

provides a prominent case in point, where culture has been labelled a key reason for 

the non-institutionalisation of new systems and behaviour (Becker, 1993; Klein et 

al., 1995). Similarly, quality circles were said to have been introduced partly as a 

tool for the gradual transformation of the workforce culture (Stavroulakis, 1995). 

However, according to Hill (1991), Heller et al. (1998) and Klein (1984), managers 

tend to feel uneasy, in the sense that QCs are considered as having the potential to 

undermine managerial status, autonomy and control, which have been embedded in 

their `cultural background' as managerial prerogatives. Parnell and Crandall (2000) 

argue that managers have different propensities for participating in EI programmes; 

one of them is the culture of the organization in which the manager operates. 
Cabana (1995) called it "participative design", emphasising structural changes in 

work and the manager-worker relationship required for success. Heckshers (1995) 

argues that a participative programme requires a certain context over and beyond a 

set of techniques or programmes. In his findings, most managers suggested that 

participation has accomplished little and rarely breaks down walls of bureaucracy. 

He further argued that, without the redesign of work, EI efforts can- even have a 

negative effect. And according to Zamanou and Glaser (1994), participative design is 

more than simply introducing decision-making into the current system. It requires 

commitment, fundamental organizational change, and necessitates a serious effort to 

enhance the entire organizational system. Hence, participation must become part of 

organizational culture (ibid). 
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2.4.3 Cross-cultural and participative management 

Triandis (1980) noted the importance of adopting a cross-cultural perspective in 

conducting research on social issues, when he stated that: "For a complete science of 
behaviour we need to tie the characteristics of ecology with the characteristics of 
humans. Cross-cultural studies help us learn how ecology and psychology variables 

are interrelated" (Ibid: p. 35). There has been a considerable debate over Triandis's 

statement pertaining to the transferability of American management methods and 

development programmes to other countries' cultures (Hofstede, 1980; Tainio & 

Santalainen, 1984). Furthermore, Bassett (1991, p.! ) observed that, "Generalisations 

about management and supervision in the cross-cultural context are 

limited... concepts and constructs tend to shift in meaning as we move from one 

culture to another... cross-cultural investigations have considerable utility for 

industrial and organizational psychology". 

Participation by employees in decisions relating to their work in the organization has 

been advocated as a motivational tool by such noted management scholars as 
Argyris (1957), Likert (1961), and Vroom (1964). Employees who are given the 

opportunities to participate would develop a sense of pride in their job. On the other 
hand, the degree to which the employees wish to participate in the organization is 

influenced by their cultural orientation. The influences of cultural variables on 

participative management have been explored in some depth. Hofstede (1983) 

pointed out that power distance, uncertainty avoidance, and individualism are linked 

to participative management. Cultures with low power distance tend to encourage 

participation. The acceptance of participative management in particular cultures 
depends upon its levels of uncertainty avoidance. This helps to explain the popularity 

of informal and spontaneous forms of participative management in such low 

uncertainty avoidance countries as Scandinavia, the Netherlands and the Anglo- 

American countries. 

In contrast, countries with high uncertainty avoidance need formal, legally 

sanctioned forms of participation (Bassett, 1991). Hofstede (1983) also indicates that 
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the individualism-collectivism dimension may partly determine the prevalence of 

participative management. Leadership in a highly individualistic country, such as the 

United States, could be said to be based largely on the premise that each individual 

seeks to satisfy his or her own interest. In contrast, leadership in collectivist 

countries tends to be more group-orientated. Thus, the practice of participative 

management in a particular culture is dependent upon the combination of the 

culture's cultural dimensions. 

Cotton et al. (1992) examined an American multinational company to uncover any 

cross-national differences in managerial attitudes towards employee participation in 

decision making, and the study revealed attitudinal differences among European 

managers as well as among their American counterparts; United States managers 

viewed participation as a tool to improve performance, those in the Netherlands as a 

societal obligation, those in Britain as a threat to management control, and those in 

Spain had mixed feelings. The researchers argued that each country's historical 

experience with employee participation could help to put their results into a 

meaningful context with relevance to the Hofstede framework. 

Hofstede (1983) shows that culture has an impact on motivation as well, as it can be 

related to the individualism-collectivism dimension. Motivation theories, which 

originate from the United States, reflect the individualistic nature of culture. This is 

evident in the presence of needs such as ̀ self-actualisation', and ̀ self-respect' theories. 

In more collectivist cultures, people are more concerned for their group membership, 

where their collective loyalty may be directed towards a larger unit, department or 

organization. Here, `saving face' or `avoiding shame' within their group is a prime 

motivator that is not evident in most western cultures (Hofstede, 1983). 

Garsombke and Garsombke (1993) show some dominant culture factors in Malaysia, 

as well as their managerial implications. These include cultural background, religion, 

social practices and language as cultural differences. Though there are some 

contributions, as there is very little research on Malaysian values that could be 

related to management and organizational behaviour, and given that most studies are 
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historical in nature, the treatment of the concept is largely uncritical. For example, 

with regard to religion, only the predominant religions are mentioned, and it is said 
that their customs and traditions clash with western managerial practices. In reality, 

one can say culture, tradition and custom interfere with religion, as in most parts of 

the world; historically, new religions were brought along with missionaries to places 

where culture, traditions, and customs already prevailed. Hence, religion itself is a 

complex issue as it varies across countries, and culture could be one of the 

intervening factors. As in most studies, Garsombke and Garsombke did not explore 

gender as another possibility of cultural differences. 

Two Malaysian researchers who studied organizational culture (Bashah, 1988) and 

work value systems (Nik Rashid, 1977), both in the Malaysian context, have found 

that cultural differences may result in different work preferences among employees 

of different ethnic groups. Malaysian managers in general prefer superiors who trust 

people, but Malay managers primarily, as compared to Chinese or Indian managers, 

prefer the sociocentric leadership style, i. e. the leader that "gets them working in 

close harmony by being more a friend than a boss" (Bashah, 1988: 118). 

Malaysian positions on Hofstede cultural maps, especially on the Power Distance 

and Collectivism dimensions, are significantly different from those of the United 

States, Great Britain and most western countries, and show that Malaysia is "Large 

Power Distance - Low Individualism" whereas most western countries are in the 

opposite side of the quadrant. This seems to have some reference points in the above 
Malaysian studies. Therefore, attitudes towards employee involvement schemes in 

Malaysia are likely to be different from those in western countries, where such 

schemes were conceived and implemented, and most research has been carried out. 

2.4.4 Issues in the implementation of EI 

Although the virtues of EI are widely supported by it proponents, the uptake by 

companies has invariably been disappointing. Why? This question has prompted this 

study to explore the perception of `progress' in implementing EI schemes. After 
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more than a decade of persistent efforts by companies on what is believed to be the 

vital importance of EI to their performance, there is evidence of a significant gap 
between prescription and practice (Guest et al., 1995). Cunningham and Hyman 

(1996) in their article on empowerment highlighted the problem of implementation. 

Their study in the British NHS shows the reasons for failure as being cultural 

problems with regards to training among some middle managers. These findings and 

others have become a source of increasing concern to both human resource 

practitioners and academics, especially in the face of the apparently ̀ overwhelming' 

factual evidence that `progressive' EI practices are associated with improvements in 

organizational effectiveness or business performance. 

A general theory of EI has continually to address two interlinked problems, those of 

control and commitment, with regard to managing employment relations. Fox (1985) 

argued that, faced with the management problem of securing employee compliance, 
identification and commitment, management were drawn to adopt a range of 

employment strategies including EI. However, many of the early controversies in the 

emergent disciplinary field of `employee democracy' or `participation' have focused 

on the rhetorical identity of EI. Besides the advocates of EI, reviewed in detail 

above, there were others who offered more sceptical counter-arguments. 

One of these sceptical voices was Ramsay (1977,1990) who proposed that the 

economy was a more prominent factor influencing the adoption of participation in 

workplaces. Ramsay (1977) argued that it was a `cycle' phenomenon that emerged 

when management authority was under challenge and it was necessary to gain 

worker's compliance. Ramsay further argued that the conflict inherent in the 

employment relationship set limits on the viability of participation schemes. 

Marchington (1998), in contrast, was saying that there were factors within 

workplaces themselves, such as the managers and the influence of the top 

management, which were affecting adoption and implementation. Nevertheless, 

both Ramsay and Marchington, share the similar view that the context in which 

organizations formulate participation initiatives was important, whilst at the same 
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time one can understand the wider dynamics by reference to how they are ̀ played' 

out in a particular organizational context (Marchington, 1998). 

Harley et al. (2005) examine one recent manifestation of management-inspired 

involvement - high performance work systems. These authors question both Ramsay 

and Marchington's arguments, which are explicable in terms of gaining employee 

compliance while reinforcing management control. The outcome of this study was 

inconclusive: consistent with Ramsay, managers introduce initiatives intended to 

instil employee attachment or goodwill at the expense of their collective loyalties. At 

the same time, actual management activity can be pragmatic, uncoordinated and not 

apparently driven by rationality and consistency (see also Ramsay, 1996; Ramsay & 

Scholarios, 1996). 

The critical test here is what happens to employee attitudes say, in organizations 

where participation or EI is practiced, but where it may be claimed to be more 

rhetoric than reality. In this situation, is there a relationship between organizational 

commitment and participation in programmes such as teamwork, quality circles or 

financial participation? According to the rhetorical approach, the phenomenon is 

more likely to be taken at face value according to labels ascribed to it. 

2.5 Employee commitment 

Ensuring the commitment of employees to their organization is something that is 

eagerly sought after by human resource practitioners, at least in its "softer" 

appearance (Guest, 1987; Storey, 1992). This is said to be due to increased 

competition in domestic and overseas markets, which has led organizations 
increasingly to turn to employees as a source of competitive advantage (Storey, 

1992; Sisson, 1994). Organizations have introduced "soft" and "hard" employee 

relation policies associated with the shift to HRM (; Millward, 1992; Storey, 1992). 

Softer aspects of HRM, based on the encouragement of employee commitment in 

support of management aims, have received particular attention given any proposed 
linkage with improvements in organizational performance (Walton, 1985). The 
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concept of commitment and the assumption that committed employees are beneficial 

to organizations has a long tradition in the management literature (Swailes, 2002), 

and it is the single most useful outcome of HRM strategies in the creation of a highly 

committed workforce (Coopey, 1995; Illes et al., 1990). This had, in turn, led many 

organizations to adopt schemes designed to encourage employee involvement 

(Marchington et al., 1992). This may be pursued in a number of ways, including 

through team working techniques, such as quality circles, performance appraisal 

oriented to employee development, developing a bi-lateral communication process, 

employee share ownership, a commitment to employment security, and forms of 

union/management "partnerships" (Walton, 1985, pp. 48-9). The underlying principle 

is often mutual, in terms of goals, influence, respect, responsibility and rewards, with 

the desired outcome of enhanced employee development and performance (Walton, 

1985, p64). In this view, workers who feel that the organization is committed to 

them are likely to have a positive perception of HRM practices and hence be 

committed to the organization (Eisenberger et al., 1990; Meyer & Smith, 2000). 

Research studies on organizational commitment continued to increase in number 
following the highly influential work of Porter et al. (1974), which set down a 
definition of commitment and introduced the Organizational Commitment 

Questionnaire, a way of easily measuring commitment and with this exploring its 

theoretical network. Organizational commitment is generally defined as the "relative 

strength of an individual's identification with and involvement with a particular 

organization" (Mowday et al., 1982, p. 27). In the same way that employees can 

show varying commitments to broad external foci such as a profession or a union, it 

is also clear that there are several internal foci for commitment above and beyond the 

organization itself (Morrow, 1983). Much of the research in the field of 
`commitment' has focused solely on commitment to the organization and has 

overlooked how relative commitments to other foci are connected to performance 
(Mathew & Zajac, 1990). 
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2.5.1 The bases of commitment 

Bases of commitment represent the reasons why employees are committed in the 

way they are and four bases can be identified. Attitudinal commitment (Mowday et 

al., 1982) centres around belief in organizational goals and values and embraces 
Etzioni's (1975) moral commitment, Kanter's (1968) cohesion commitment and 
Allen and Meyer's (1990) affective commitment. Second, continuance commitment 
is based on identification with an organization due to economic and social ties, and 
includes Becker's (1960) "side-bets" theory concerning the "costs" of leaving an 

organization, Kanter's [continuance/cohesion] commitment, O'Reilly and Chatman's 

(1986) compliance commitment and Allen and Meyer's (1990) continuance 

commitment based on low job alternatives and previous sacrifices that bind 

employees to particular organizations. Third, normative commitment is based on 
feelings of loyalty and obligation to an organization and includes Kanter's (1968) 

control commitment, O'Reilly and Chatman's notion of identification and Allen and 
Mayer's (1990) normative commitment. Fourth, behavioural commitment is based 

on past behaviour that binds employees to organizations (Salanchik, 1977). 

Commitment based on positive attitudes towards the organization (organizational 

commitment) has become the dominant paradigm in the literature, both as a desired 

outcome of HRM practices and as the most commonly used operator in quantitative 

studies. 

2.5.2 The meaning and measurement of organizational commitment. 

Mowday et al. (1982, p. 20), in their model of employee-organization linkages 

highlighted the proliferation of definitions of organizational commitment but 

considered that underlying these definitions was the individual's attachment to an 

organization or social system. Researchers have largely adopted this view such that, 
for the purposes of measurement, high organizational commitment has become 

synonymous with positive feelings towards the organization and its values, in 

essence, an assessment of the closeness between an individual's own values and 
beliefs and those of the organization. The focus of attitudinal commitment is 
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assumed to be the organization and Mowday et al., (1982) used "attitudinal" and 
"organization" commitment interchangeably. Their influential definition of 

organizational commitment as "the relative strength of an individual's identification 

with and involvement in a particular organization" was codified in the 
Organizational Commitment Questionnaire using three dimensions: a strong belief in 

and acceptance of the organization's goal and values; a willingness to exert 

considerable effort on behalf of the organization; and, a strong desire to retain 

membership in the organization (Mowday et al., 1982, p. 27) 

2.5.3 Style of leadership and organizational commitment 

It was suggested as early as 1980s that what was needed to improve business 

management was leadership instead of management (Kotter, 1990). Leadership is 

often regarded as that component in an organization that is instrumental in deciding a 

group's direction and is essential to elicit outstanding performance from others and 
through others (Locke, 1997; Miyashiro, 1996). For competitive survival, according 

to Mathews (1989), organizations should have a co-operative relationship between 

management and the employee. One way to achieve this co-operation is to provide 
the preferred style of leadership of the individual (Savery, 1991), and to provide an 

environment of trust (Creed & Miles, 1996; Dirks & Ferrin, 2000) by showing 

confidence in the workforce. Early behavioural researchers found that a perceived 
democratic style would lead to increased job satisfaction, lower labour turnover and 
increased productivity (Arygris, 1966; Likert, 1967). 

Literature has linked participation with leadership (Sagie, 1997) and particularly 
leader direction or directive leadership. Sagie (1997) argues that the limit to 

participation has a link to non-directive leaders. Similarly, Vroom (1997) argues that 

there is a compatibility between leader direction and participation, but added that 
leaders cannot in reality behave directly and participatory as the same time. Thus, 

Murphy and Fielder (1992) and Vroom (1997) suggest that employee participation is 

less likely to be related to positive work attitudes when coupled with leader direction 

at task level. Hence, participation is more likely to be predictive of favourable work 
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attitudes when tactical leader direction behaviours are minimal than when they are 

maximised (Cassar, 1999). 

According to Drago and Wooden (1991) some demographic variables have also been 

found to influence peoples' attitudes in this area. For example, older people were 
less willing to become involved in workplace participation. Evidence regarding 

gender is more conflicting. Some research suggests that males prefer greater 
democracy (Drago & Wooden, 1991), while others proposed that women prefer a 

more democratic system (Savery, 1991). It is argued that a democratic system is one 
indicator of better relationships between members of the organization, subordinate 

attitudes towards the enterprise and a desire to remain an employee of the 

organization because of a democratic style of leadership (Likert, 1961). And 

according to Mowday et al. (1982) this desire to remain has been viewed as 

reflecting a commitment of that person to the organization. The relationships that 

may exist between various personal and organizational factors and organizational 

commitment have been tested in several studies. Job satisfaction also seems to have 

some impact on commitment and is generally seen to be a different concept because 

"commitment emphasizes attachment to the employing organization ... while job 

satisfaction emphasizes the specific task environment where an employee performs 
his or her duties" (Mowday et al., 1979, p. 226). Mowday et al., (1979) found that 

organizational commitment was generally more related to overall satisfaction with 
the organization than other satisfaction facets. 

The results from different styles of leadership studied by Savery (1994), that is 

consultative, autocratic and democratic, show that people under a democratic style of 

management had the highest level of commitment with the lowest level of 

commitment indicated by the autocratic group. This suggested that an increase in the 
level of perceived involvement in the decision-making process increases the feeling 

of commitment towards the organization held by an individual (Savery, 1994). 

Some researchers (Angle & Perry, 1981; Hrebiniak & Alutto, 1972) have found that 

women are more committed. However, other researchers (Morris & Steers, 1980; 
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Steven et al., 1978) did not find women were more committed, suggesting that 

differences may exist between organizations and between occupations. Angle and 
Perry (1981) suggest that their result was unexpected because the organizational 

commitment questionnaire taps a form of commitment that is conceptually close to 

work involvement and earlier research suggests that women are less involved in their 

work than men. 

In summary, the research on culture and leadership indicates that an organization's 

success is dependent upon management's understanding the link between leadership 

or management style and cultures. For management style cultures in Hofstede (1997) 

it was mentioned that management cultures and scope for competitive advantage in 

cultures does matters. As an example, his study shows large organizations with 

heavy investment tended to have a more employee-orientated style of management 

rather than a job-oriented style. And gender has an impact on management style, 

where for example, women employees are associated with a more open style of 

management rather than a closed system. In short, the day-to-day operations within 

an organization are influenced by a set of shared values known as culture, and these 

shared values are primarily influenced by the relationship between leaders/managers 

and employees. 

2.5.4 The relationship between EI and commitment 

Employee involvement (EI) is associated with the `softer' side of Human Resource 

Management (Guest, 1986). According to Guest, "involvement is considered to be 

more flexible and better geared to the goal of securing commitment and shared 

interest" (p. 687). Similarly, Marchington (2001) added that EI aims to support 

management's goal either directly through performance improvements, or indirectly 

through organizational commitment. The commitment-performance link according 

to Marchington is predicated on a number of assumptions: first, that giving workers 

more autonomy over work tasks will strengthen organizational citizenship, and 

secondly, it will increase workers' commitment to the organization's goals which 

will in turn result in enhanced individual and organizational performance (2001). 
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Guest also framed his model of `soft' HRM and its presumed employee outcomes in 

terms of the psychological contract. This refers to the expectation of employer and 

employee that operates over and above the formal contract of employment (Argyris, 

1960), i. e., the perceptions of the different parties to the employment relationship of 

what each owes the other (Rousseau, 1995). It incorporates the beliefs, values, 

expectations and aspirations of the employer and the employee. Different people 
have different perceptions of the psychological contract, even within the same 

organization, and the content of the psychological contract is specific to a time and 
to a person, and also to the characteristics, and particularly the skill level, of a job. 

An important aspect of the notion of a psychological contract is that it can be 

continually re-negotiated (Herriot, 1992), changing with an individual's, and an 

organization's, expectations, and in shifting economic and social contexts. For this 

reason it may be misleading to talk about ̀ the psychological contract' insofar as this 
implies homogeneity and consensus. There are different types of contracts that yield 
distinct predictions about the behaviour of both individual and organization, and 

affect commitment between employers and employees (Rousseau & Benzoni, 1995). 

Nevertheless, we cannot take for granted that EI initiatives will have the predicted 

effects on psychological contracts and employee attitudes. As argued in section 2.4 

of this chapter, the theory of EI is linked to both problems of control and 

commitment. Management adopt strategies of EI in order to secure employee 

compliance as well as identification and commitment. This leads us to question 

whether EI can be seen as being simply a management strategy for gaining worker 

compliance without ceding significant control? More specifically can it be explained 
by Ramsay's (1977) `cycles' of control thesis? On this point, a paradox results when 

managers, in pursuit of a specific organizational goal, carry out actions that are in 

opposition to the very goal the organization is attempting to accomplish. Critics of 
HRM models have drawn upon the Weberian notion (Weber, 1968) of a paradox of 

consequences arsing from HR policies and practices. New organizational designs 

have, for example, been introduced to improve productivity and employee autonomy 

through EI. On the other hand, the productivity benefits arising from the new 
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organizational forms are accompanied by a number of deleterious consequences on 

the psychological contract, which have the effect of undermining other espoused 

goals and loyalty and commitment. More broadly, there is ambiguity with regard to 

whether the main role of the HRM function is a `caring' or `controlling' one 
(Watson, 1986). 

2.6 Forms of employee involvement (EI) 

The discussion above has considered the linkages from employee involvement to 

employee outcomes and to organizational performance. Organizational commitment, 

which is claimed to be the main outcome of EI, has also been discussed. The aim of 

the remainder of this chapter is to further discuss the various forms of employee 
involvement. Employee involvement is divided into three basic categories according 

to Harley et al. (2005): tasks, power and financial involvement. Task involvement 

refers to efforts such as total quality management (TQM), quality circles and self- 

managed teams; power refers to joint consultation and empowerment; and financial 

involvement is represented by profit-sharing, gain-sharing, share ownership (by 

employees) and "save as you earn" (SAYE) schemes. 

The present research has chosen to focus on task and financial participation, largely 

because of its relatively more common uptake in Malaysian public sector 

organizations. The discussion of forms of EI in this section, therefore, will not 
discuss power, but is focused mainly around task and financial participation with the 

main focus on quality circles (QCs) and employee share ownership schemes (ESOS). 

Nevertheless, it also covers participation practices that represent a new discourse of 
EI in the literature, such as high performance work systems (HPWS) and some forms 

of teamwork, such as QC. 

2.6.1 Forms of EI - teamwork and High Performance Work Systems 

Teamwork has become a prominent topic in the EI literature. Teams are increasingly 

used in organizations (Lawler et al., 1995; Osterman, 1994) and often constitute a 
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fundamental change in the way employees go about their work. The way that teams 

work in organizations proves durable, mainly because teams are effective (Manz & 

Sims, 1993). 

According to Benders (2005) there are different types of teams, from shop floor units 

responsible for ongoing work in organization to temporary project or top 

management teams. In the latter, there is an assumption that teams are associated 

with high levels of autonomy. As an example, socio-technical teams, such as 

`autonomous work groups', or `self-managing teams' can be defined as "a group of 

employees, generally between 4 to 20 persons, responsible for a rounded-off part of 

the production process, and entitled to take certain decisions autonomously" 

(Benders & Van Hootegem, 1999: 615). 

The increasing interest in Japanese models of work and employment led to an 

alternative model being developed that included the ideas of collaboration, 

interdependence and knowledge sharing, from `self-managing'. Such theories have 

been partly transcended to include the concepts of `lean teams' and then later `lean 

factories'. These new terms mean that workers need to acquire many additional 

skills (e. g., simple machine repair, quality checking, housekeeping and material 

ordering) and need encouragement to think actively (Womack et al,. 1990: 99). 

In this Japanese form of work organization, tasks were assigned to work units known 

by a wide variety of names. At the lowest levels, units were called `han' or `kumi', 

which has come to translate into English as `teams' (Benders, 2005). This is closely 

related to quality (control) circles (ibid). Lillrank & Kano (1989) describe quality 

circles (QCs) as small groups of employees from the same organizational unit who, 

on a voluntary basis, use sets of tools and methods to realise a variety of 

improvements on a continuous basis. The notion of `continuous improvement' or 

kaizen in Japanese (Imaik, 1986), generally means `standard operating procedure'. 

Since the mid-1990s, with a decline in the theory and practice of `Japanisation' of 

production and the spread of teams to service contexts, such debates have been 

47 



partly transcended by a focus on high-performance work system (HPWS). There has 

been continuity of some evidence as some of the proponents of the new conceptual 

approach had been promoters of lean production (Pil & MacDuffie, 1996). The 

traditional emphasis on the bottom-line performance benefits of team working was 

offset by location within `bundles' of progressive human resource practices. The 

concept of high performance work system results from the innovative use of human 

resource management practices or `bundles' which attain synergic benefits through 

an interactive and mutually reinforcing impact (Delery, 1998; Huselid, 1995). The 

term `bundles', derived from the argument that while individual practices, for 

example, self-managing teams, total quality management (TQM), or performance 
based pay systems, might be beneficial in their own right, HPWS are the total 

outcome of individual practices combined together (Purcell, 1999). Boselie and 

Dietz (2003), from their review of HPWS, assessed which practices are most often 

included. They found that practices related to employee development and training, 

participation and empowerment, information sharing and compensation systems 

were most commonly identified. Batt (2000) reached a similar conclusion, where she 

stated that HPWSs generally include relatively high skill requirements; work 

designed so that employees have discretion and opportunity to use their skills in 

collaboration with other workers; and an incentive structure that enhances 

motivation and commitment (Batt, 2002: 587). 

According to Appelbaum (2002), HPWSs with these characteristics allow employees 

to "use their initiative, creativity, and knowledge in the interests of the organization" 

(Appelbaum, 2002: 123). The specific aspects of HPWS include such practices as 

information sharing, staff briefings, consultative committees, employee consultation 

of organizational changes, problem-solving groups, and formal teams (Ramsay et al. 

2000). Delaney and Huselid (1996) mention employee participation and 

empowerment, job redesign including team-based systems, extensive employee 

training and incentive compensation as practices that are likely to improve 

organizational performance. 
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2.6.2 Forms of EI - quality circles (QC) 

Teamwork can be seen as closely related to quality circles (QCs). QCs were a 

commonplace topic in the academic literature during the 1980s, but their popularity 
dropped by the second half of the 1990s. Whereby in the mid-1990s, the new 
discourse of high performance work systems had emerged, nonetheless, Benders 

(2005) argues that the concept of teamwork constituted at best a form of partial 

participation as it enhanced employee participation. Although not the only one, it is 

an important explanation for mutual gains between organizations and employee and, 

as reasoned by Manz and Sims (1993), teams are effective and have proven durable 

to organizations. 

QCs are one of many forms of team-based EI initiatives, such as team briefings, 

suggestion schemes, and profit sharing, adopted in organizations since the 1970s 

(Marchington et al. 1992). They are among one of the most popular approaches to EI 

and, according to Lawler and Mohrman (1987), can be a good first step in the 

employee involvement process, leading to other more participative programmes. A 

quality circle represents a participative approach to employee involvement in 

problem-solving and productivity improvement. 

Marchington et al. (1992) classify EI into three categories; downward 

communications, upward problem-solving techniques and representative 

participation. QCs are an upward problem-solving technique giving employees the 

opportunity to exercise influence on decision-making. This EI technique does not, 
however, create sharing of power and theoretically, as a form of EI by consultation 
(Marchington et al., 1992) is not a deliberate management strategy for more 

participative management. 

Sisson (1994) contrasts EI with `participation', defined as employee influence, 

exerted by negotiation and bargaining whether it be collective or individual. It is 

commonly agreed that QCs, as a form of EI, do not necessitate industrial democracy 

and the literature on their adoption and failure shows they have been a marginal 
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experiment in participative management. QC programmes are primarily concerned 

with improvements in work tasks and the working environment. They have been of 

limited range within the organization, often focusing on the lower levels of the 

organizational hierarchy. 

Starkey and McKinlay's (1993) research on the Ford Motor company found 

employee involvement schemes and flexibility were primarily a business response to 

increased competitiveness rather than a fundamental change in management 

ideology. QCs, named "problem-solving groups", were established with the 

threefold objectives of increasing productivity, motivating and involving lower level 

employees and providing a forum for increased informal communication between 

management and the lower level employee. Ford management's assumption was 

that, under changing competitive conditions, the common interests of the company 

were best served by emphasising common goals and mutual benefits, QCs being one 

of the forms (Marchington et al., 1992) of EI to be established. However, Starkey 

and McKinley (1993) have argued that it is difficult to have involvement without 

participative management, saying that "the other side of the coin" of employee 

involvement is participative management that, in line with Banas, is defined as: 

The techniques and skills that managers use to provide employees with 

opportunities to participate actively in key managerial processes (planning, 

goal setting, problem-solving and decision-making) affecting job-related 

matters (Banas, 1988, p. 406) 

Starkey and McKinley (1993) elaborate on Banas's (1988) definition of participative 

management to include both "consultative" and "collaborative" styles. Consultation 

is used to maximise information and commitment, while collaboration is based on 

consensus decision-making and delegation of managerial responsibilities. QCs 

require the active participation of line managers with skills in consultative and 

collaborative styles of management and their long-term survival depends on 

managers devoting some of their time to QC activities. Further, as Marchington et al. 

(1992) have found, there is a further problem that employee relation decisions tend 
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to be downstream from other business issues (Purcell et al., 1987). Senior 

management's approach to QCs has not involved long-term planning and has been 

said to be faddish (Ramsay, 1991), which makes a "collaborative" style of 

management hard to sustain by definition (Banas, 1988). As a form of EI it has 

become harder to justify their continuation when evaluated with more recent and 

popular EI and quality management practices. 

2.6.2.1 Quality circles and TQM 

QC programmes are becoming less popular with employees in the 1990s than they 

were at the outset. Marchington et al. (1992) conducted case studies of 25 

organizations, and found less frequent incident of QCs (five) than customer care or 

total quality management (TQM) programmes (19) and suggestion schemes (15). 

Only three companies out of the 25 companies answered the survey question items 

on QCs; the overall result was that employees in these companies were not happy 

with the way management had responded to employee problem-solving initiatives. 

As stated by Marchington: 

Many employees perceived that the schemes have been introduced in the first 

place in order to satisfy what they saw as management objectives of saving 

money and improving efficiency, rather than increasing job satisfaction or 

providing an opportunity for employees to offer their knowledge and ideas. 

There were number of complaints about the failure of managers to put quality 

circles ideas into practice and of delays in responding to employees' 

contributions (Marchington et al., 1992, p. 36) 

A common line of argument in the literature on QCs is that they are inferior from 

quality management without TQM. Hill and Wilkinson (1995) report Ishikawa 

(1985) who felt QCs were bound to fail where western companies were not 

embarking on TQM, because it avoids establishing "dualistic organizational 

structure" with one part comprising the official management hierarchy and the other, 
informal arrangements created by QC activities. TQM had the advantage of working 
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with the grain of management rather than against it and, according to Hill and 
Wilkinson (1995), top management are far more determined for TQM to succeed 
than they were with QCs. 

Kerfoot and Knights (1995) are less optimistic than Hill about the potential of 

management controlled TQM because they say it is contradictory in requiring 

employees to submit unquestioningly to quality programmes and yet remain as 

active thinking subjects. Similarly, Geary (1994) argues UK management has used 

the Japanese model primarily as an ideological legitimacy and prefers to rely on 

changes in work organization such as job intensification, threats of sacking, and 

stricter disciplinary actions rather than innovative TQM programmes. 

There is evidence that TQM is following a pattern of implementation common to QC 

programmes; for example, Wilkinson et al. (1992) describe TQM initiatives as 

seeming to progress through a similar life cycle of adoption, hope and 

disappointment. After a while, management finds TQM fails to achieve what they 

had expected and employees do not obtain the influence they had hoped to achieve. 

Wilkinson et al. (1992) characterise TQM as presenting a counter-cultural problem 

of British management by requiring power sharing which reduces expert power 

(Giles & Starkey, 1987). Snape et al. (1995) have argued that trade union resistance 

creates implementation problems for TQM because a pluralist industrial relations 

culture will exhibit opposition towards a unitarian, top-down management culture. 

Even if QCs are just ill-conceived TQMs, which is doubtful once implemented, both 

are forms of employee involvement and quality management that raise issues of 

participative management in the workplace. Hill (1991) claims that the proponents of 
TQM have understated the difficulties of winning employee commitment to TQM, 

as traditional working practices and management styles may be inconsistent with 
TQM. Managers, for example, may feel that they have much to fear from TQM, 

given the emphasis on empowering their subordinates (Marchington et al., 1992), 

and evidence suggests that TQM may make managers' jobs more demanding 

(Wilkinson et al., 1993). Schular and Harris (1992) argue that TQM promises to 
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empower front-line employees, giving them more responsibility and information, 

and so undermines middle managers' traditional role in implementing and 

monitoring the instructions of top management. Instead, middle managers are to 

perform the key function of providing leadership and support for front-line 

employees, which would require new skills and attitudes on their part. As for 

employees, TQM means taking responsibilities with the same pay, and there is fear 

that TQM may involve job losses. 

2.6.2.2 Quality circles - theory and outcomes 

QCs first became popular in U. S. companies around the beginning of the decade. 

The strength of the Japanese approach to management was being formally 

acknowledged, and American managers were looking for ways to compete more 

effectively (Griffin, 1988). Ouchi's work (1981a, 1981b) on Japanese management 

practices, for example, was very well received in the United States by managers 
looking for ways to enhance organizational effectiveness. So, too was the concept of 
QCs - Meyer and Stott (1985) estimated that at least 500 U. S firms were using QCs. 

Quality circles, or QCs, are generally defined as "small groups of volunteers from 

the same work area who meet regularly to identify, analyse, and solve quality and 

related problems in their area of responsibility" (Munchus, 1983: 255). They usually 

consist of eight to ten members and meet once a week after working hours. 

Moreover, members of QCs usually receive some form of training in problem- 

solving techniques. Similarly, it can be concluded that quality circles are voluntary 

problem-solving groups of employees from the same work group that meet regularly 
(Geber, 1986; Lawler & Mohrman, 1985; Yager, 1980). Members identify, analyse, 

and solve work-related problems in their occupational area. The structure of a quality 

circle includes a quality control facilitator, a quality circle leader and the circle itself. 

The circles are often given some latitude in the determination of the issues to be 

covered in the decision-making process. Members are expected to receive training in 

problem-solving and group dynamics. The scheme is seen as a formalized avenue for 
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eliciting and managing participation in relevant operational areas. The rationale for 

decision-making groups such as quality circles is based on the notion that those who 

are intimately involved in performing an activity are in the best position to address 

problems in that area. The group method of problem-solving and the participative 

management philosophy associated with it are natural outgrowths of managerial 

practices developed by the Japanese (Huse & Cummings, 1985). 

The theoretical framework for analysing the impact of quality circles is provided by 

the participation in decision-making literature. QCs are seen as a formalised way for 

eliciting and managing employee participation in relevant operational areas (Marks 

et al., 1986; Munchus, 1983). Participation in QCs is viewed as a method for 

enhancing employee attitudes and behaviours. For example, participation in QCs has 

commonly been studied in conjunction with satisfaction and organizational 

commitment. 

It is presumed that employee participation in decision-making would lead to positive 

outcomes such as increased productivity, increased satisfaction, and increased 

commitment (Griffin & Bateman, 1986; Munchus, 1983). Quality of work was also 

expected to be enhanced as a result of employees being given an opportunity to 

participate in problem-solving and decision-making (Mohrman, et al., 1986; 

Hutchins, 1985; Yager, 1980). However, there is little evidence of any vigorous 

examination of whether quality circles actually enhance employees' influence in the 

decision-making process or if, in fact, employees do have a strong desire to 

participate in that process (Ferris & Wagner, 1985) 

Quality circles are accepted as potential contributors to an improved quality of 

working life and as a possible stepping-stone towards greater participation of the 

workforce in making decisions that concern them. Geber (1986) had demonstrated 

the benefits of quality circles in achieving worker involvement in problem-solving, 

showing that these can lead to personal development and greater recognition. Their 

adoption represents a `bottom-up' approach, which is participation from employees, 

rather than a `top-down' one-way communication from management, giving 
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employees the opportunity to exercise influence in decision affecting their work. As 

such, it contrasts with the frequent assumption that problems arise mainly from 

employees' indifference and lack of responsibility. Evidence produced by Guzzo and 
Waters (1982) suggested that the quality circle concept re-establishes the team 

approach to the problems of work, providing an opportunity for additional 

responsibility, job satisfaction, self-development and recognition. 

In addition, though, the broader literature on participation is inconsistent regarding 

the effects of participation on various outcome measures. At one end, it was 

generally believed that participation caused employees to feel more satisfied, 

committed, be more productive and so forth. On the other hand, some other 

researchers are rather sceptical about the positive findings. For example, meta- 

analyses (Miller & Monge, 1986; Wagner & Gooding, 1987) have suggested that 

methodological artifacts explain many of the positive relationships found between 

participation and presumed outcomes. Nevertheless, the relationships have not been 

refuted but simply called into question. Thus, there is still reasonable basis for this 

research expecting positive consequences to result from increased employee 

participation. 

Another set of outcomes that organizations evidently hope to achieve with QCs 

relates to overall organizational performance. Individual outcomes are presumed to 

aggregate to the benefit of an organization, and, more specifically, management 

expects the circles to provide tangible and objective suggestions and methods that 

will lead to such direct benefits as lower costs, improved quality, and more efficient 

work procedures (Griffin, 1988). 

2.6.2.3 Implementation and the failure of quality circles 

Some organizations have looked towards employee participation programmes 
involving quality circles (QCs) to improve overall quality and productivity. Intense 

concern for quality first appeared in the manufacturing segment of the US economy 
in response to the "Japanese miracle" (Dessler & Farrow, 1990). Accordingly, the 
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statistical tools for quality control were developed first in manufacturing 

environments. Many service organizations, lacking the strong global competition 
from other nations that manufacturers face, have not started the change to team- 
based production. However, other service industries have realised that quality is a 

major concern for them as well (Townsend & Gebhardt, 1989). For example, some 
US banks started QCs early in the 1980s. In 1982, Rieker (1982) told of helping 

establish circles in the Bank of America, Republic Bank of Houston, Bank of 
California, and others. 

Some observers maintain that the original emphasis of employer support and 

excitement for QC programmes in the US had diminished by the late 1980s (BNA 

1987). This may be attributed to a number of problems, foremost among which are 

the failure of such programmes to achieve measurable goals, and the mismatch 
between the organizational climate necessary for QCs to work and the management 

styles of many organizations. Some critics claim that many QC programmes have 

failed to yield measurable cost savings for the organization because their bottom line 

was too vague. Hutchinson (1987) believes that some other measuring system must 

be in place if the success of the programme cannot be quantified in monetary terms. 

He believes that QC systems must be accompanied by statistical management 

procedures to track their success. 

Bozman and Gibson (1986) suggest that QCs should include some formal type of 

review of basic conditions that are required for their successful implementation in 

organizations; part of his main focus is again having the full support of top 

management and the development of an organizational climate congruent with 

participative management. In addition, QCs require the close co-operation of middle 

management, and the correction of misconceptions , such as their applicability only 
to the manufacturing sector and as a method for achieving quick results (QCC, 

1986). 

Hill (1991), in examining the management literature on the failure of quality circles, 

also commented on the failure to identify `attitudes' as the basic problem, i. e., 
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primarily, wrong attitudes among middle managers, and secondarily, wrong attitudes 

among other employees. Much evidence in research and practical experience shows 
that much of the opposition to quality circles comes from middle managers. For 

instance, Frazer and Dale (1986) expressed a common belief that resistance from 

middle managers was one of the biggest obstacles that quality circles can encounter. 

Bank and Wilpert (1983) suggested that quality circles should be considered as a part 

of an organizational change programme. Sasaki and Hutchins (1984) support this 

view when they see quality circles as a kind of `organizational development' and the 

theme of circles as a change agent has been argued by Sasaki (1987). If individual 

workers are to feel that they have some control over how their work is to be done, 

this `participative option' is both a means towards improving the quality of working 
life and an end in itself. Among other risks, in this particular change process, some 

perceive quality circles as being seen as merely another technique devised and 
imposed by management. Whilst there is doubtless some validity in the belief that all 

circles arise from a conscious decision of management, where circles are seen by 

employees as a means for cost-saving or a technique for raising productivity, and 

particularly where progress is dependent upon the approval of recommendations by 

middle or even top management, a certain degree of scepticism is however to be 

expected. This comes over clearly in Kieser (1997) who pointed out that there seems 
to be no room for the spontaneous formation of quality circle by employees on their 

own initiative. The argument looks upon the quality circle as a form of participation 
that tried to answer critics of industry's autocratic style of management, where 

managerial authority always remains. 

According to Lillrank and Kano (1989), failure in most other countries to overcome 
dualism and integrate quality circles into the mainstream of managing was one of 

several signals of top management showing a lack of commitment to the quality circle 

programme after an initial period of enthusiasm. The absence of linkages with appraisal 

and rewards may also be interpreted as a signal that top management regarded quality 
improvement as optional extra work that was voluntary, separate from managerial 
duties. 
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Bradly and Hill (1987) describe how one US company did successfully manage the 

integration of quality circle structures through the managerial appraisal and reward 

systems in the early 1980s, so that line managers had an incentive to work with circles. 

Some investigation of how quality circles work in Japan shows that, despite the given 

principle of voluntarism in Japanese literature, Japanese companies in practice do use 

their organizational reward system to put pressure on middle managers to cooperate 

with quality circles. Most managers believed that their performance in supervising 

quality circles was considered when promotions were being determined (Lillrank & 

Kano, 1989, p. 61). This implies middle management needs to be motivated for quality 

circle success. 

They further commented that quality circles could not be transplanted when 

separated from their Japanese environment. They anticipated difficulties in getting 

quality circles to flourish outside the Japanese employment system, whose 

characteristic features were said to be high trust and welfare corporatism that 

encouraged the participation of employees and gave them an incentive to search for 

improvements (Bradly & Hill, 1983). Japanese quality theorists seemed to be aware 

of the pitfalls of taking quality circles out of their cultural context, and Ishikawa 

(1985), for example, was highly critical of the western use of quality circles, which 
he thought was bound to fail. As Cole (1989) pointed out, western companies have 

high interest in promoting workplace democracy whereas, in Japan, quality circles 

were instituted and continue to function to improve products or process controls and 

quality, not to promote workplace democracy. 

According to Lawler and Mohrman (1985), despite QCs distinct advantages, they 

have inherent in their design a number of factors which often lead them to self- 
destruct. One of the major causes of difficulty with the quality circle approach is the 

failure of some companies to think through fully the meaning and implication of 
developing an open and participative management, of which quality circles is a part 
(Robson, 1984). 
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Part of the criticism of quality circles comes from the fact that they have been 

changed considerably from what they were in Japan (Wood et al., 1983). Quality 

control circles, as they are known in Japan, were not intended to motivate employees 

or to democratise the workplace (Marsh, 1992). They were simply a tool, a 

methodology for identifying and solving problems that were related to quality (Shea, 

1986). Although Japanese industry relies heavily on quality circles for international 

competitiveness, many countries found quality circles less popular for the fact that it 

was difficult to transplant. This was due to various misconceptions about their true 

nature, including the idea that workers' motivation for participating in the circles 

was mainly socio-culture, even though the motivation was primarily economic 
(Watanabe, 1991). 

Ramsay (1991,1996) commented that the critical observer would see it as the familiar 

life-and-death cycles of fads and fashions in the world of employee involvement, and 
he viewed the decline as a general feature of employee involvement, rather than due to 

anything specific about quality circles. The optimists would view it as companies 

simply shifting towards more ambitious and integrated programmes. The subject of 

management fads is well covered in the literature with typical definitions forwarded by 

Cole (1999), Huczynski (1993) and Kieser (1997). Their definition is that normally it 

is a new idea but is developed in a vague and previously undefined area; and the users 
being initially enthusiastic can result in a loss of interest in return, if it turns out to not 
be successful as envisaged at the outset. Dale et al. (2001) examined the extent to which 

quality circles follow the path of fad and fashion and found that quality circles fit the 

conditions described. 

2.6.3 Forms of EI - Employee Share Ownership Schemes (ESOSs) 

Employee share ownership is one of the prominent areas of financial participation 
discussed in EI literature. There has been an increase of interest in various types of 

employee financial participation schemes in the 1980s and early 1990s, ranging from 

profit sharing and employee share ownership to employee buyouts of failing firms 

and worker cooperative ventures. These represent an important international trend 

59 



towards sharing both capital as well as authority in organizations, though there is 

also variation in the extent to which financial sharing arrangements are used and 

embraced, both across countries and across industrial sectors within individual 

countries. 

Employee share ownership has been hailed as a "phenomenon of considerable 
importance" (Wilson, 1995). It has been credited with bringing some measures of 

employee control to production, engendering commitment in contexts where it is 

difficult to generate by other means (Pendleton et al., 1996,2005), providing 

opportunities to employees to share in the reward of work (Hyman & Mason, 1995; 

Kelly & Kelly, 1991; Poole & Jenkins, 1990) and thus motivating them to work harder 

(Heller et al., 1998). Moreover, where an increase in involvement in decision-making 

occurs, positive effects upon employee attitudes, including more co-operative 
behaviours between employers and employees, and productivity are anticipated 
(Long, 1978). Specifically, systems of ownership can allow employees the 

opportunity to increase their involvement at their workplace, and improve their level 

of understanding and degree of communication with management (Poole & Jenkins, 

1990). It also shares some of the attributes of human resource management practice 

with the potential "to align the interest of employees with those of the organization" 

(McHugh et al., 2004: 277). 

Share ownership is one of two broad categories of financial participation; the other is 

profit sharing. The main differences are that profit sharing is profit-based remuneration, 

where employees are able to take some share of profit into their income from their 

employer. In share ownership, employees are able to acquire shares, and thus have 

some degree of ownership over assets of their employer (Baddon et al., 1989). 

Employee ownership has been defined as a "plan in which most of a company's 

employees own at least some stock in the company, even if they do not have a right to 

vote, and even if they don't sell it until they leave or retire" (Rosen, Klein & Young, 

1986). The employee share ownership plan (ESOP) is a deferred employee benefit 

plan, similar to a pension fund. Corporations may directly contribute stock to the trust 

rather than funds for purchase. Such contributions, whether fund or stock, are tax- 
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deductible for the company, which makes the ESOP attractive to existing owners who 

wish, for various reasons, to alter their ownership position in the company. The stock of 

the ESOP trust is then allocated to individual employee accounts, usually based on the 

employee's salary level. In some plans, employees may contribute part of their wages 

to the trust to supplement their investment. 

The employee's ESOP trust account increases in value in two primary ways. The 

first is through contribution to the fund, either by the employee or the employer. The 

second is through appreciation in the price of the shares of the company owned by 

the employee. In firms that are publicly traded, stock prices are affected by normal 

stock market activity. For those firms that are privately owned, an annual appraisal is 

made of the firm by an independent appraiser who determines the fair market value 

of the shares. When employees leave the organization, they receive the vested 

portions of their accounts, which may then be sold back to the company at the 

established fair market price. 

Often in firms that are privately owned, employees do not receive voting rights with 

their shares. Instead, since their shares are held in trust, the trustees of the ESOP vote as 

representing the shareholders. In some cases, voting rights may be granted or may be 

limited, according to the terms of the ESOP. In firms that are publicly held, however, 

employees can vote using their shares, as would any stockholder. 

2.6.3.1 Reasons for adopting Employee Share Ownership Schemes 

A number of reasons may explain the increased interest in and usage of financial 

participation from an organization's perspective. According to most researchers in 

the area, the presumed positive consequences have attracted the attention of 

management in workplaces. Some studies are related to providing an insight on why 

some firms adopt financial participation. Some findings show that management is 

trying to foster the virtues of employee share ownership in the form of wider 

attitudinal and motivational changes. Pryce and Nicholson (1988) stated that 

motivating employees was the most important reason for the introduction of share 
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schemes. Ramsay et al. (1982; 1990) and McHugh (2004), in reviewing a number of 

studies, also confirmed that schemes are more of management expectations to appeal 

for employee attitudes towards closer identification with company objectives and 

profitability. In a subsequent study, Gamble (1998) discovered that Tax Reform Act 

(US tax incentives) may have motivated companies to adopt ESOPs for tax purposes. 

There are however studies that report the employees' reasons for joining such 

schemes, without necessarily attempting to place them within a broader theoretical 

framework. For example, Hammer and Stem (1980) found that in an employee buy- 

out of a failing manufacturing firm in the USA, there were three main responses 

employees gave as to why they purchased shares. These were firstly, to save their 

jobs, secondly, as an investment, and finally, because of a basic principle that 

employees should own part of the company. Ramsay et al. (1990), who studied 

companies in the UK with save-as-you earn (SAYE) share option schemes, found 

that employees joined the schemes because of the low risk and high financial 

rewards associated with them. The least contributing factor among their sample was 

attributed to having a `stake or share' in the company. Similarly, French and 

Rosenstein (1984) studied a company operating an employee share ownership plan 

as an employee investment rather than an ownership scheme. Long (1978), in his 

study of a trucking company purchased by its employees, reported that the most 

frequently cited advantage of employee share ownership was again monetary gain, 

with the second most popular response being the feeling of working for oneself as 

well as the company. These types of responses provide some tentative indication that 

employees participating in schemes, which do not confer a sizeable degree of 

ownership, do not in fact give ownership as an important reason for participation. 

Perhaps most popular are the notions that employees join schemes to obtain greater 

participation and influence in the organization or that they join in the expectation of 

a high financial return on their investment. Several researchers have examined either 

or both of these ideas in various ways (French & Rosenstein 1984; Long, 1978; 

Rhodes & Steers, 1980). The findings of these studies point to the conclusion that 

employees are concerned more with the financial aspects of share ownership than 
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with having a greater voice in the company affairs. Similarly, French (1987) 
designed a detailed model of the predicted outcomes of employee share ownership 

assuming only that employees use schemes as a potential investment. 

A second view is that participation in schemes, in principle, is for the workers' right 
to ownership. There are studies that have explored whether workers, in being 

shareholders, see it as their `right' as workers to exercise greater control in the firm 

(Hammer & Stem, 1980). While the underlying reason for joining the scheme was 

not examined in Hammer and Stern's study, the issue of the workers' `right' to some 
form of ownership in their employing organization is not new. Hammer and Stern, in 

conducting their study, examined the outcomes expected rather than feelings at the 

entry point, using hypothetical reasons, rather than actual reasons, and the idea that 

the higher the level of shareholding, the higher the level of influence they would 

want at the workplace. This argument could also be used, however, in explaining the 
decision to participate by focusing on the notion that the more employees feel a 
`right' to ownership in the organization, the more likely they are to want to 

participate in the scheme. This reverses the direction of causation from the 

hypotheses set out by Hammer and Stern. 

Compared to the theme of investment potential or increased influence in the 

organization, less attention has been devoted to a third possibility, that employees 

may be driven to participate in share schemes by a desire for some form of greater 

emotional attachment to the organization. In this sort of circumstance, a strong sense 

of job satisfaction or satisfaction with the firm may lead to a desire to be more part 

of the organization by owning a share in it. Kruse (1984) argues alternatively, that 

employees may be motivated to join out of a sense of loyalty to the company, either 
because they feel they are helping the organization by purchasing shares or because 

they feel that `committed' employees should demonstrate their loyalty through share 

ownership. Very few studies have dealt with this type of reason for participation. 

One exception to this is the research by Klein (1987) who compared three basic 

models of satisfaction with share ownership. These focused on satisfaction derived 
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from being part of the owners of the company, satisfaction with the financial return 

on investment, and satisfaction as a result of greater influence in the organization. 
She found that employees were most satisfied with share ownership when their 

financial return was greater. They were less satisfied when they expected greater 

workplace influence (largely because this desire went unmet). The affective model 

of satisfaction in which ownership is seen as a desirable end unto itself was the least 

supported model. 

Dewe, Dunn and Richardson (1988) also proposed that workers could join schemes 
for various reasons, including affective attachments. They hypothesized that workers 

participate in the schemes either because they believe the schemes will offer 
financial benefits or because they are highly committed to the organization, and their 

positive feelings about the company are expected to encourage participation in the 

schemes. In their case study, they found that workers with more positive attitudes to 

the company were no more likely to join the company share scheme than those with 
less favourable attitudes. They concluded that employees' views about the scheme, 

and whether or not it would have a positive impact in the workplace, were more 
important in the decision to join than how they felt about the company itself. 

2.6.3.2 Evidence of Employee Share Ownership Schemes 

The literature on employee share ownership has provided mixed evidence. For 

example, on the positive side, financial participation was found to be related to 

significant improvements in company performance on the stock market (Richardson 

& Nejad, 1986). Conte and Tannenbaum (1978) similarly found that companies with 

employee ownership were more profitable than comparable firms without such 

schemes. Marsh and MacAllister (1981) reported higher productivity increases for 

Employee Share Ownership Plan (ESOP) companies of medium size. Wagner (1984) 

analyzed thirteen companies that were at least 10% employee-owned, concluding 

that, on specific financial criteria,. performance in these companies was higher than 

in traditional companies. Similarly, Rosen and Klein (1983) showed that companies 

with all-employee profit-sharing schemes outperform similar non-profit sharing 
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companies. Estrin, Grout and Wadhwani (1987) concluded that most of the studies 

suggest that financial sharing, such as employee shareholding, leads to higher 

productivity. In a more recent study, Mauldin (1999) found that companies who 

reported positive increase in total employee retirement benefits after ESOP adoption 
(where, the ESOP was in addition to, not a substitute for existing retirement benefits) 

had a significant increase in sales per employee. 

On the other hand, some researchers (Bhagat, Brickly & Lease, 1984; Edwards, 

1987; Livingston & Henry, 1980) have found that employee share ownership has 

negative effects on company profitability. Tannenbaum, Cooke and Lohmann (1984) 

found that there is no significant difference in profitability and financial growth from 

firms without an employee ownership scheme. And some studies have found no 

effect of share ownership on organizational profits (Blasi et al., 1996; Brooks, Henry 

& Livingston, 1984; Dunbar & Kumbhakar, 1992; Pugh et al., 2000). 

Nevertheless, there is evidence to suggest that attitudes, rather than behaviour, are 

more affected by the introduction of share ownership schemes. A number of positive 
individual level attitudinal and behavioural outcomes have been explored in relation 
to employee share ownership. Blanchflower and Oswald (1987) found profit-sharing 
has a significant effect on employees' attitude to work. Bell and Hanson (1984), who 

studied employees' attitude towards their firms and its objectives, found that those 

who participate in a profit-sharing scheme became more positive and more profit- 

conscious. Tannenbaum (1983) and Long (1978a), in particular, found that employee 

ownership results in an increase in levels of worker participation and control. Long 

(1979), for example, concluded that employee share ownership increases worker 
influence at organizational policy levels. It also increases `organizational 

identification', which, in turn, leads workers to become more interested in the affairs 

of their places of work (Long, 1981: 851). Rhodes and Steers (1980), in their studies 

of worker cooperatives, pointed to improvements in participative arrangements. 
However, some studies on individual firms (Hammer & Stern, 1980) found no 

significant relationship between employee ownership and perceived or desired 

worker influence. 
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A further argument in the literature relates to employee satisfaction and 

commitment. Long (1978a) argued that share ownership may directly affect 

satisfaction, as it is a form of company benefits, as well as being able to increase 

employee influence and involvement. Some studies (Hammer, Stem & Gurdon, 

1982; Long 1978) have found a positive relationship between employee ownership 

and employee satisfaction in individual firms. Another study, by Rosen and Klein 

(1983), suggests that under the right conditions, employee share ownership can lead 

to increased employee satisfaction. However, some other studies reported no 

significant difference in employee satisfaction between shareholders and non- 

shareholders (French & Rosenstein, 1984; Hammer, Landau & Stem, 1981). 

Other findings suggest that satisfaction and commitment would be significantly 
influenced by the degree of the company's contribution to the schemes (the amount 

of shares received). According to Rosen et al. (1986), employees may regard the 

company's financial contribution as an important element in improving their morale 

and satisfaction at work. Similarly, other studies pointed out that employees would 
be more committed to remain with the company, and hence develop an 

organizational rather than an individual or career commitment (French & Rosenstein, 

1984; Hammer, Stem & Gurdon, 1982; Long 1978b, 1980). Nevertheless, some 

studies pointed to the appreciation of financial rewards associated with employee 

share ownership plans was found to be commonly expressed, leading the authors to 

conclude that employees are mostly motivated by the potential financial rewards of 

employee share ownership plans. In summary, the research findings on the 

consequences of employee share ownership remain contradictory, and do not clearly 

point to a conclusive relationship between ownership and employee involvement or 

employee satisfaction and commitment. 

As seen in the above discussions, the whole rationale for introducing EI in the form 

of financial participation, such as employee share ownership is to increase levels of 

commitment so that positive outcomes are ensured. Nevertheless, the research 
findings on the consequences of employee share ownership and organizational 
commitment'remain contradictory. Thus, particular attention in this study will be 
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focused on the relationship between employee share ownership schemes and 

organizational commitment. 

2.6.3.3 Attitudes towards Employee Share Ownership Schemes 

Workers involved in employee share ownership schemes tend to have positive 

attitudes towards those schemes. Bell and Hanson (1984) found that 70 per cent of 

workers in 12 British companies with profit-sharing schemes thought they were `an 

excellent idea'. In a British company that was about to introduce a share-ownership 

scheme, Dewe et al. (1988) found 69 per cent of workers agreed with the idea that it 

was `right for workers to own part of their company'. Fogarty and White (1988) 

found between 88 per cent and 96 per cent of the workers in three British companies 

to be `very much' or `fairly' in favour of their own firm's share schemes. Baddon et 

al. (1989) found that 66 per cent of employees in five British companies were in 

favour of their firm having share schemes, while Poole and Jenkins (1990) reported 

even higher percentages (80%) in favour of different types of profit sharing in 12 

British firms. Rosen et al. (1986) reported that 75 per cent of worker shareholders in 

37 American firms agreed with the statement that they were `proud to own stock in 

this company'. 

Other evidence also shows that financial schemes lead workers to become more 
interested in their company's performance. Bell and Hanson (1984) found that 76 per 

cent of the respondents in firms with share schemes declared a greater interest; 

Fogarty and White (1988) found between 71 per cent and 86 per cent of respondents 
in three firms with such an interest; and Rosen et al. (1986) reported 84 per cent of 

stockholders across 37 companies saying that they were now more interested in their 

company's financial success. Taken overall, the studies suggest that many workers 
do have positive attitudes towards employee financial schemes themselves, and that 

the schemes are associated with greater worker interest in company affairs. 

In addition, there were several studies conducted on `them and us' attitudes; some 

studies showed a lower `them and us' attitudes among participants of the share 
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schemes (Bell & Hanson, 1984; Hammer & Stern, 1980; Long, 1978a, b; Long, 

1980). However, other studies have shown no improvement over time in the `them 

and us' attitudes following the introduction of employee financial schemes (Griffin, 

1988; Long, 1982; Wall et al., 1986). Studies also show no attitude differences 

between participants and non-participants in employee involvement schemes 
(Baddon et al., 1989; Poole & Jenkins, 1990; Russel et al., 1979), and some other 

studies showed only a small number of participants in employee financial schemes 

reporting a sense of ownership or equality (Dunn et al., 1990; Klein & Rosen, 1986; 

Kruse, 1984). Other studies reported mixed results (Bradley & Hill, 1983; Dewe et 

al., 1988; Forgarty & White, 1988). 

2.7 Chapter summary 

Chapter Two has presented a review of the literature on employee involvement (EI) 

and its relationships to employee attitudes and outcomes. The chapter reviewed the 
development of theories and definitions of employee involvement. Theories are 
largely based on motivational theory and models for reinforcing employee 

commitment. This chapter also reviewed concepts and definitions of organizational 

commitment and examined cross-cultural issues in order to understand their effect on 
the implementation and practice of EI. Empirical research on EI programmes and 

practices in organizations, and issues regarding the effectiveness of EI were 

addressed, highlighting some critics who question the rhetoric of EI. Leadership and 

management style were found to be important background factors influencing 

participation in EI programmes, and this lead to a discussion of organizational 

culture in relation to employee involvement, and following this, the link between EI 

and organizational commitment. This discussion highlighted the importance of 

understanding what effect the degree of participation and management support has 

on attitudes towards EI and organizational commitment within the specific 
Malaysian context of the present study. The chapter ended with a detailed discussion 

of the various forms of EI, including its recent formulation within discourses on 
teamwork and high performance work systems. The main focus of the discussion, 

however, was on quality circles and Employee Share Ownership Schemes, which 
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form the primary concern of the present study's examination of EI in Malaysian 

public sector organizations. 
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CHAPTER THREE 

EMPLOYEE INVOLVEMENT AND GENDER 

3.1 Introduction 

As discussed in Chapter Two, interest in employee involvement (EI) or participation 
by academics and practitioners has seen the emergence of a rapidly growing body of 

literature. Management of the employment relationship has changed markedly 

throughout the world in the last two decades in response to the intensified degree of 

competition. This fierce competitive environment is forcing many organizations to 

implement programmes that aim to improve their operations and quality so they can 

serve their customers better than their competitors (Shelton, 1991). Among the major 

elements of this change has been the extension of EI or participation in the 

workplace. These trends have been well documented but the literature is largely 

silent when it comes to considering employees' experiences at different levels of EI 

and in particular when considering gender issues. It is surprising how little attention 

the potential for differential access to participative management practices on the 

basis of gender has attracted in the traditional literature of EI and participation. 

Male bias in management research is a phenomenon that has been commonly noted. 
Wilson (1996) discusses gender blindness and accuses management theory of being 

"male stream"; firstly, because it makes little or no room for any analysis of those 

actual individuals who occupy the role, treating management as an abstract set of 
functions, principles or processes, and secondly, because it fails to recognise gender 

as a significant variable, even in the face of overwhelming empirical evidence. 
Linstead (2000, p. 297) views this gender blindness as an inculcated way of not 

seeing or being unaware and argues that the "founding fathers" of management 
theory were very gender aware but they actively worked to "suppress gender" in 

their theories. He cites Matterson and Ivancevich's (1988) claim that Maslow's 

Hierarchy of Needs theory is built on flawed research, and distinctly gender biased. 

It is as gender blind as the sample used in his research was based on extraordinary 

people, all of whom were male. Similarly, Chusmir's (1990) study of the motivation 
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of managers questioned the lack of research examining gender as a factor in 

management research. Most business colleges teach motivation theory based upon 

the results of studies of men, but Chusmir pointed out that existing knowledge of the 

drives of managerial men might not apply to managerial women who are likely to be 

affected in different ways by their background. 

Managers and researchers often adopt a posture of gender blindness. This attitude 
towards gender is justified on the basis that people are equal, regardless of 

characteristics such as gender. Therefore such an attribute should not be singled out. 
This approach, while appealing philosophically, ignores the reality of the workplace. 
In spite of the literature and attention, many people believe that substantial gender 
bias continues in organizations and that firms do not use diversity effectively (e. g., 
Powell, 1988). Mori sson and Von Glinow (1990) stressed the importance of 
focusing on gender to understand why women face a glass ceiling in management. 
They also mentioned that adopting a gender-blind attitude offers an easy way for 

managers and researchers to avoid gender questions, but does little to address the 

practical realities of the workplace. 

Studies in EI have tended to use demographic factors such as age and level of 

education, and some have also included gender. As an example, Kahnweiler and 
Thompson (2000) collected data from non-management, on actual and desired levels 

of involvement as well demographic factors. With respect to gender, the findings 

showed that males and females do not differ in terms of how much they wish to be 

involved in decision-making. Their findings are similar to the earlier finding of 
Miller and Prichard (1992), where their results also showed there are no gender 
differences on actual and desired decision-making among employees. Nevertheless, 

in many other similar studies of EI, gender is being overlooked. 

The purpose of the present research was to address some of the critical needs 

expressed by those who have synthesised prior EI research. It attempted to tap the 

attitudes of employees, both participants and non-participants, and above all, 
includes gender as the main variable. In this thesis, it is argued that the research in EI 
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continues to operate as gender blind. The researcher tries to avoid this common error 

by including gender as one of the key independent variables in examining the 

relationship between EI and organizational commitment. By testing for gender 

differences or similarities in employee attitudes towards EI schemes, gender is taken 

into account and the common mistakes of oversimplified generalisations about 

responses pertaining to gender are rectified. 

The present chapter, first, considers the nature of gender bias, beginning with the 

construction of gender differences through the effect of social systems. Secondly, 

differences with respect to the work orientations of women are discussed, both 

generally and, thirdly, with respect to possible cross-cultural differences in work 

orientations. Fourthly, gendered organizational cultures and fifthly, the 

disadvantages faced by women are summarised, highlighting, for example, the 

masculine cultures of many organizations and workplaces, and the segregation of 

women into low-skilled occupations and part-time employment. Finally, as the 

present study concerns the nature of EI in a non-western national culture, Asian and 

Malaysian research on women and gender divisions as they relate to workforce 

participation, is presented. 

3.2 Construction of gender 

The term "gender" in psychological and social research reflects feminist efforts to 

distinguish between biological differences and those determined by social and 

cultural forces (Hare-Mustin & Marecek, 1988; Sapiro, 1986). Hare-Mustin and 

Marecek (1988) note that conventional meaning, as well as psychological inquiry, 

has constructed gender as difference, although there is no agreement on what 

constitutes "difference". Sex difference implies the existence of some stable, 

inherent traits, while the concept of gender difference recognises the impact of social 

systems on the differential perceptions of men and women (Ungger, 1990). 

Hare-Mustin and Marecek (1989) suggest that rather than attempt to determine 

which representation of gender is correct, theories of gender should be evaluated in a 
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constructive framework. "Theories of gender, like other scientific theories, are 

representations of reality organized by particular assumptive frameworks and 

reflecting certain interests" (Hare-Mustin & Maracek, 1989, p. 456). In the 

constructive framework, theories of gender, which are constructed as theories of 
difference, can be categorised by one of two competing biases - alpha bias and beta 

bias. 

Alpha bias sees differences in men and women. As an example, it provides a 

rationalisation for excluding women from certain occupations or restricting women 
to lower-status positions within an occupation. The separation of public- 

masculine/domestic-feminine into a "natural" dichotomy comes from biological 

differences that are said to affect orientations towards women's and men's role in 

society (Gutek et al., 1981). The research of Crowford and Marecek (1989) 

emphasises gender differences that characterised a woman as a "problem or 

anomaly". Men's behaviours are set as the norm against which women are evaluated, 

and if differences are observed, they usually are interpreted as a female deficiency. 

Women are then pressed to change their behaviour to conform to a masculine 

stereotype. 

In alpha bias, even if women are given the opportunity to participate, women may 

continue to struggle for participation in EI. This is because then they might be trying 

to compete against the forces that highlight and rationalise the differences between 

men and women. 

Beta bias assumes differences but ignores the differences or minimises them, as in an 

organization already gendered as masculine. According to Mustin and Marecek 

(1988), beta bias occurs any time that generalisations about human behaviour are 

made based on observations that are restricted to males. Beta bias underlies the 

traditional representation of the organization as gender neutral. Acker (1990) 

observes: 
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To say that an organization or any other analytic unit is gendered means that 

advantage and disadvantage, exploitation and control, action and emotion, meaning 

and identity, are patterned through and in terms of a distinction between male and 

female, masculine and feminine. Gender is not additional to ongoing processes, or 

conceived as gender neutral. Rather it is an integral part of those processes ... (p. 146) 

Acker argues that to talk abstractly about "the worker" or "the job" actually invokes 

a traditional masculine image. And Welsh (1992) added, the concept of a job 

assumes distinct boundaries between job and domestic life. The ideal worker is one 

whose central life interest is work and who has few "outside" demands affecting job 

commitment. That ideal worker has been construed as male, given traditionally 

gendered divisions of responsibility for home and family. To ignore a masculine 

orientation in the organizational structure is a form of beta bias. 

Beta organizations are gendered and so bias will prevail in such organizations. One 

may assume that women may find themselves ignored in term of EI because there 

will be less chance to prove themselves; that is, they may take bias for granted and 

accept the masculinity of the organization. This is because people take for granted 

the masculinity of beta bias in the workplace. Thus, women may not find 

opportunities for EI. 

Therefore, its important to study EI with respect to gender so as to see what prevents 

women from participating in EI and what could be done to eliminate the "taken for 

granted" bias in the case of beta bias and the rationalised version in the case of alpha 
bias. 

The organizational hierarchy is based on the presumption that lower-level positions 

carry a lower level of complexity and responsibility; women often predominantly fill 

these positions. Male workers with presumably undivided commitment to paid 

employment are considered more suited to positions of authority. Some even argue 
that women's inferior labour status is not a problem to be solved, but rather 

something women choose freely in their efforts to adapt paid work to household 

responsibilities (Bergmann, 1989; Hakim, 1996). However, job complexity and 
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responsibility are defined in terms of managerial tasks from which women are 

excluded (Acker, 1990). For example, elementary and secondary teachers are 

predominantly women, while men are more likely to fill administrative positions. If 

the allocation of power and compensation is based on job complexity and 

responsibility, classroom teaching must be presumed less demanding than 

administration. There is also evidence that when women enter a traditionally male- 

oriented profession in significant numbers, salaries decline as work becomes 

identified as women's work (Stewart, 1982). 

3.3 Women's orientation towards work 

Women's orientations to work have been viewed basically in a negative way through 

a number of stereotypes; in summary, it has been implied that women are more 

interested in being housewives and having children. The stereotypes of women and 

paid employment have included a variety of sometimes conflicting opinions; for 

example, that women only work for pin money, that they only work in order to find a 

husband, that women do not mind boring work and may even prefer it since they 

have no intrinsic interest in working, and so on (Dex, 1985). The most common 

stereotypes tend to suggest that, compared to men, women are less interested in and 

less committed to work. Women's agency research has maintained that women as 

agents (mothers, spouses, daughters) will have domestic responsibilities which 

influence their commitment and participation in the workplace (Kabeer, 1999). The 

argument is that because of domestic responsibilities, women's ability to participate 

fully in activities in the workplace is restricted. Because of their roles and other 

feminine characteristics, they are in a disadvantaged position compared to men, with 

regard to peer and gender relations. Men, on the other hand, view themselves as the 

`breadwinner', or family sole earner, and thus identify themselves more with their 

work. 

Some studies draw attention to the differences between men's and women's reported 

attitudes, which rely on gender-based explanations of the statistical differences in 

behaviour. Fieldberg and Glenn (1979) showed through the analysis of two case 
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studies that men and women have been treated inconsistently. They analysed the way 

women's and men's orientations to work were explained in Blauner's (1964) 

Alienation and Freedom and in Beynon and Blackburn's (1972) Perceptions of 
Work. They suggested that men were approached via a ̀ job model' whereas women 

were approached using a `gender model'. Although the gender model is considered 

old in organizational literature, it is still considered valuable in understanding certain 

characteristics of work in relation to gender. 

The job model suggests differences in working conditions as a primary independent 

variable in explaining the attitudes and the work commitment of men and women. In 

the gender model, type of job and working conditions were ignored in favour of 

personal characteristics and family circumstances. Thus men are the workers and 
breadwinners who were analysed through the job model and women were examined 
through the gender model as wives or only secondary workers. They also pointed out 
that most studies assume homogeneity among members of each sex, and if there are 

variations, they are ignored. 

On the other hand, in Fagenson (1986) and Kanter (1977), the lower levels of job 

involvement shown by women are attributed to women occupying lower levels and 

disadvantaged positions that are devoid of intrinsic satisfaction and with limited 

advancement opportunities, rather than some gender-related differences. And in a 

study of gender and job involvement, Lorence (1987) reported that gender 

socialization and family responsibilities did not explain the lower job involvement of 

women, and that women tend to be more job-involved than men after controlling for 

differences in autonomy. A study by Brown et al. (1983) found that `the same kinds 

of reasons dominated men's and women's responses' on the question of the reasons 

for being dissatisfied with a job. When examining the question of the importance 

attached to different aspects of work, they found that men and women have similar 

satisfaction scores for all features of work except promotion, women being less 

satisfied with their promotion prospects than men. Brown et al. also found that when 

second and third (and so on) choices were considered in an aggregate form along 
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with the first choices, men's and women's attitudes and priorities appeared to be 

more similar than dissimilar. 

Mottaz (1989) also found that, overall, gender and work satisfaction were fairly 

similar for women and men. The findings of the Women and Employment Survey 

published in Martin and Roberts (1984) show that women have much more positive 

views of work than might have been expected. Judith Agassi (1982) discovered that 

there are minimal gender differences in their orientation or attitudes towards work. 

Differences that did exist were in attitude towards promotions at work and attitudes 

as a result of job content where most women did not find their job to be as 

challenging as compared to men. 

Although the above literature about women's orientation towards work is dated, it is 

still valuable, as there are not many differences between the previous and the latest 

findings. There has been considerable continuous debate, and a controversy, about 

women's orientation to women's employment. These centre on one of the most 

controversial questions; do women want to work outside home or would they rather 

give priority to home life and childcare? Many feminists and socialists would have 

believed this question settled rather long ago. It was triggered by Hakim, where she 

argued that only a small number of women (20 per cent) were `work-centred' in the 

same way men are; most other women are either `home-centred', prioritizing home 

over paid work, or `adaptive', attempting to combine home and children with paid 

work (Hakim, 1996). 

In more recent research Hakim (1996,2000 and 2002) has argued from the point of 

what she has labelled "Preference Theory", and explains her statements on the 

orientation of women who work. Her central argument in preference theory is that 

women are not `homogenous', they don't all feel the same about priorities and 

preferences to work (Hakim 2000: 4). How they wish to live, or whether they want to 

work outside the home, is different for each individual and for different societies as 

well. 
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Hakim posited the classification of women into three groups, based on their work- 
life preferences. The first group are the ̀ home-centered' women, those who consider 
their highest priority to be home and family life. The second group are the non- 

career oriented adaptive women who either did not plan on a career or wish to 

combine their work and their family. These women as a group are highly diversified 

and can include women who do not marry or marry later in life. Hakim stresses that 

their adaptiveness comes from a lack of commitment from the very beginning, even 
though they may work full-time their whole life and achieve a high level of success 
in their career (Hakim, 2000: 166,277). 

Hakim goes on to mention that women in higher grades and positions have 

`invested' in their qualifications, work full-time, work continuously, are just as 
determined and ambitious as their male counterparts, and have concentrated 
themselves in male-dominated or integrated occupations with a high earnings ratio. 
Women who have decided to make their career as a homemaker tend to be secondary 

earners, do not use the qualifications they might have, choose jobs that are more 
`convenient' or fulfil social obligations, rather than as a 'career', tend to concentrate 
in "female" jobs, and have a lower earnings ratio. 

Frequent criticisms of Hakim's Preference Theory have surfaced from other 

researchers who have argued that there are constraints on women's preferences 
based on situations dealing with financial, family and personal situations. Whether or 

not a woman decides to go into paid labour is based on a set of complex incentives, 

ranging from self-esteem and the opportunity to meet other people to economic and 
financial necessity (Crompton and Harris, 1998; Dooreward et al., 2004; Fagan, 

2001; Rose, 2001). The orientation of women towards work is supposed to vary 

according to factors such as family background, economic background, age and 

educational level. Beyond individual preferences, the heterogeneity of women's 

work-life orientation is also dependent on personal or family circumstances 
(Crompton & Harris 1998; Fagan 2001; Rose 2001). Betz and O'Connell (1989) 

stated in their research that gender socialisation explained most of the differences in 

work orientation between men and women. 
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Work orientation for both men and women has become a major subject for 

investigation, and often appears multi-faceted. Traditionally, women are thought to 
have different attitudes than men towards employment, but with an increasing 

number of women entering the workforce these attitudes may be changing. This may 

cause some conflict in generalising about women's attitudes, or in comparing 

women's attitudes with men's attitudes. 

Stereotypes probably suffer regularly from such inconsistencies, if they have little 

empirical support. Also, it is often difficult to pin down exactly what women's 

attitudes towards work are supposed to be. One can only make progress in 

documenting and understanding women's attitudes by empirical examination. 

This study attempts to correct this mistake by trying to understand women's attitudes 
towards EI schemes and, in particular, whether women's attitudes to work differ 

from those of men, whether women are less committed, or whether they are more 

constrained. If they do differ, what are the reasons for the difference? Such an 

approach will enable one to see how far the commonly expressed views are 

stereotypes or correct. 

3.4 Work orientation across national cultures 

A series of cross-national comparative studies were carried out in the 1980s to see if 

there were important cultural differences between societies in the strength of the 

work ethic and in work attitudes more generally (Hofstede, 1980, Harding, Phillips 

& Forgarthy, 1986). However, this research also revealed the male-centred character 

of theory in this field (Hofstede, 1980,1991). 

Kalleberg's (1977) analysis identified six dimensions in work orientations; features 

of work situations that can be of greater or lesser importance to individuals and be 

the source of greater or lesser satisfaction with a particular job or type of work. The 

intrinsic dimension refers to the work task itself, whether it is interesting, 

challenging, and develops and utilises skills. The convenience dimension refers to 
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practical characteristics that make a job `comfortable' for a worker; convenient 
hours, convenient journey to work, pleasant workplace and so forth. The financial 

dimension combines rates of pay, fringe benefits offered by the employer and job 

security, the monetary value of a job. Relations with co-workers emerged as a 

separate dimension and referred to the social character of the work situation, whether 
it provided opportunities for friendly interactions. The career dimension refers to 

opportunities for promotion and advancement in career. Finally, the sixth dimension, 

labelled resource adequacy, refers to practical factors facilitating work performance, 

such as adequate equipment, authority and information required to do the job, 

helpful colleagues and supervision. The six dimensions combine features of paid 

work that may influence decisions to work, or not, with features affecting 

satisfaction with a particular job, the meaning that someone attaches to the work role 

as well as sources of satisfaction with the work role. 

The most successful of the comparative studies was that by Hofstede (1980,1991). 

Surveys of some 120,000 IBM employees around the world provided, in effect, 

carefully matched samples of occupations across 66 countries. Hofstede's analysis 
identified four dimensions of work orientations across national cultures: the 

relationship between the individual and the group (often labelled individualism- 

collectivism); ways of dealing with uncertainty, relating to control of aggression and 

the expression of emotions, which he labels uncertainty-avoidance; power-distance, 

which focuses on the degree of equality, or inequality, between people; and a social 

ego dimension that contrasted dominance, reward and challenge against good social 

relations and job comfort factors, and which he finally labelled the masculinity- 
femininity dimension because it reflected gender differences in work orientations. 

In addition to analyses focused on national culture differences, Hofstede analysed 

work orientations at the occupational level, and then looked for any sex differences 

within occupations. At this level, only two of the four dimensions emerge as 
important. Power-distance emerged even more strongly than at the national level, 

with no sex differential within occupations; education was the main correlate. The 

social-ego dimension was also most salient at the occupational level and displayed 
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sex differences so large that they provided the masculinity-femininity label. This 

dimension reflects apparently universal differences in the work orientations of men 

and women. Also derived from sex role differentiation the ̀ masculine' goals of high 

earnings, promotion opportunities, up-to-dateness and opportunities for training and 

updating contrast with the `social' goals which were thought to be of greater 
importance to women: good relations with colleagues and managers, a friendly 

atmosphere and a pleasant workplace. As secondary earners, women can afford to 

discount the financial and career features of a job in favour of social and 

convenience factors. On the other hand, in countries where more women hold jobs 

and more households have two earners, men too can afford to place less emphasis on 
the aggressive achievement-oriented features of work. Hofstede (1980) shows that 

sex differences are largest among the less educated in lower grade occupations and 

smallest among the more highly educated in higher-level jobs. He shows that work is 

more central in life within countries with high masculinity scores, such as Japan, 

Germany and Britain, whereas in some other Asian countries and in countries with 
high femininity scores such as Sweden, Norway, the Netherlands and Denmark work 
has a less central role in life. These results show men are usually the main income 

earners and their work orientations (and behaviour) show less variation than those of 

women, for whom work is a matter of choice and may either be central or secondary. 

3.5 Gender and organization culture 

The terms "sex" and "gender' are often confused. Sex is biological type. However, 

gender is socially constructed (Garrett, 1987) and subsequently learnt. Because it is 

socially constructed, individuals may tend to be more male or female in a gendered 

sense. The concept of gender can be applied to cultures as having a 

masculine/feminine dimension. It is suggested that masculine cultures are likely to 

be dominated by power relationships, and result orientated. Feminine cultures are 
likely to be more concerned with interpersonal relationships and be process-oriented. 
Power cultures are likely to be experienced by the vast majority of men and women 

as being less satisfying than are task or team cultures which place a greater emphasis 
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on expert knowledge than on positional power and allow members more individual 

autonomy (Cartwright & Gale, 1995). 

Different culture types promote and nurture different managerial styles. Power 

cultures that suggest and epitomise masculinity are characterized by command 

structures and expect employees to "do what they are told without questioning". 
They are also highly politicised environments and operate on the axiom of "survival 

of the fittest" (Alimo-Metcalf, 1993). 

Women's increased participation in the workplace may be influential on 

organizational cultures, at a relatively superficial level. However, the impact of the 

existing organizational culture(s) on women as they seek entry and membership to 

that culture may have an even greater and deeper influence on their experiences and 
behaviour. It is argued that, because the culture of project-based industries is 

inherently "masculine" in orientation, a culture change will not necessary occur 

merely as a result of an increase in the critical mass of women entering this 

environment (Gale, A& Cartwright, S; 1995). 

Research by Gale (1994a & b) finds that men and women converge in their 

perceptions of the construction industry, the industry's culture is masculine, 

education is a "gatekeeper" to that culture and women in construction do not define 

themselves as feminists. Interview data (ibid) suggests that men and women were 
found to converge in the images they hold of the industry as they progress towards 

professional occupations; thus "fitting in" to the culture of construction. She further 

elaborated that those who select a career in the construction industry appear to seek 
the construction culture and are socialised into the construction culture through the 

education system. The culture is characterised by male domination, aggression and 

conflict, gallant behaviour and traditional attitudes. 

Because of "perceived" domestic commitments and responsibilities, women are 

often assumed to be less mobile, less committed to the organization and more 
inclined to be absent from work than men, despite contradictory research evidence. 
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Consequently, women tend to be overlooked in the promotion stakes, are more likely 

to be regarded as "non-professional" and receive fewer training opportunities than 

their male colleagues (Elias & Main, 1982). Authors such as Davidson (1987) and 
Lewis and Cooper (1987) suggest that women's advancement in the workplace is 

affected by the availability of appropriate role models and mentors, and the degree of 

social support both at home and work. 

3.6 The sources of women's disadvantage 

There are various sources that make women disadvantaged at work. Some were 

highlighted in earlier sections, but deserve separate discussion. 

3.6.1 Male dominated occupations - gendered organization culture 

Gale and Cartwright (1995) argued that women encounter problems gaining entry 

and acceptance in the project environment because the culture of traditional project- 
based industries like construction and engineering is "masculine" in orientation. 
Culture is considered to be such a powerfully enduring and pervasive influence on 
human behaviour that it even affects the language, dress code and physical layout of 

the organization (Schein, 1985). While national cultures according to Hofstede 

(1980) may influence the style of work organization and the preferred organizational 

culture within that same national culture, different organizations, different business 

sectors or occupational groups will have different cultures. Payne (1987) stated that 

different organizational cultures, as they serve to create different psychological 

environments, influence achievement and affect satisfaction and the degree of 

psychological strain experienced by individual members. 

Various typologies have been suggested as useful means of describing differences in 

culture between organizations. Hofstede (1980) analysed cultural differences 

between nationalities and suggested that culture has four dimensions: power 
distance, uncertainty avoidance, individualism-collectivism, and masculinity- 
femininity. According to Cartwright and Cooper (1989) culture can impact on 
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culture change and on the commitment, job satisfaction and psychological wellbeing 

of organizational members working in various industries. Their research indicates 

that individuals working in organizational cultures that are incongruent with their 

individual cultural preference or values have a greater propensity to leave and are 

more likely to experience low job satisfaction and psychological ill-health. 

Furthermore, organizational cultures that place a high degree of constraint on the 

individual and offer little autonomy are generally experienced by the majority of 

employees, irrespective of sex, as less satisfying and potentially more stressful. 

Gale (1992) suggests that it is meaningful to describe certain professions and 
industry cultures, like construction, which is demonstrably male in terms of 
horizontal sex segregation, as "macho" or masculine cultures. According to Harrison 

(1972) it is a characteristic of power cultures with regards to terms such as static 
hierarchies, command structures and macho cultures. These power cultures place the 
highest degree of constraint on individuals compared with other culture types. 

A similar study into male-dominated professions in Malaysia by Maimunah (2003) 

gathered data through in-depth interviews with 20 engineers about their subjective- 

career experience. Her study shows that in promotion, women respondents perceived 
that they face some barriers in their career progression. Male engineers have the 

advantage in terms of informal networking and negotiations regarding who could be 

promoted or tipped to be appointed to a new post. Furthermore, gender stereotyping 
formed another barrier for women. Male engineers felt that some areas of 

engineering, such as mechanical, civil and automotive, are male-dominated, while 

women are suited to more sedentary functions such as in a laboratory that deals with 

chemical testing, processes, instrumentation, and design and other jobs dealing with 

computer applications. Added to all the above, the traditional demand of family 

responsibilities are seen as career barriers to women who are engineers. This 

explains the reason why women who built-up their careers in engineering are 

normally those who stayed single or married late (Catalyst, 1999; Gabor, 1994). 
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3.6.2 The masculine nature of management 

Patriarchy is commonly used to describe the context and process through which men 

and male dominated institutions promote male supremacy. This can be through both 

control of access to hierarchical power and characteristics of knowledge claims 
(Nicolson, 1996, p. 22). 

Many commentators claim that significant transformations have occurred in 

terms of women's opportunities and expectations. Some suggest that the end of 

grand (gendered) narratives, universal (gendered) role models and shifts in 

(gendered) public and private power and space, signal a new 'social order' 

whereby the end of masculinity is upon us, with the end of patriarchy and the 

gender order (Linstead, 2000, p. 1). 

However, Wacjman (1998) contends that while the legitimacy of patriarchy has been 

eroded, it is far from being rendered absolute and the material and institutional 

structure of patriarchy is still largely intact. According to Cockburn (1991) women 

cannot escape patriarchy; they can only be liberated through a struggle to change the 

system and for men likewise, patriarchy is not optional. 

Burke and Davidson (1994) argue that managerial and professional women live and 

work in a larger society that is patriarchal, a society in which men have historically 

had greater access to power, privilege and wealth than women. In patriarchal 

organizations dominated by men, the informal rules and masculine discourse of 

management establish the requirements of conformity to the dominant culture 
(Ledwith & Colgan, 1996). Patriarchy forms a backdrop within organizations to 

dominant and traditional forms of management that have developed within a general 

male-dominated social context, characteristically performed or assumed to be 

performed, by men (Hearn, 1994). 

The model of a successful manager has historically been masculine. The very 
language of management is resolutely masculine. Organizations are then a crucial 
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site for the ordering of gender and for the establishment and preservation of male 

power (Wajcman, 1998). Hearn (1994) maintains that it is generally taken for 

granted that it is men who are managers, or at least the dominant group, both socially 

and numerically in management, and so it may be taken for granted that women are 
in second place in management (Marvin, 1999). 

3.6.3 Part-time employment 

Growth in part-time work has occurred throughout most of the industrialised market 

economies, although it has usually not been as extensive as in Malaysia. A study by 

Markey and Monat (1997) shows that there is rarely any specified proportional 

representation, that is from part-timers, and without that, full-timers are expected to 

dominate representative positions because they will be available more often to 

perform these functions, and if the positions are elective. Attendance at meetings 

may also be a problem. Most consultative committees meet during "standard" 

working hours, but if part-timers become members of consultative committees the 

question arises as to whether their duties will be performed during their own time or 

during working hours. If they are paid for extra hours, performing these duties, this 

represents a greater cost for employers, and the part-time employees may still 

encounter difficulties in participating if they have family commitments outside work, 

which is the case with many women part-timers. Similar constraints operate with 

teams, workgroups and quality circles, especially if they are composed of a mixture 

of full and part-time employees, since these also requires meetings. Markey et al., 

(2002) cited that their studies confirm Australian survey results for workplaces and 

employees. Their results offer strong evidence that part-time employees do not share 

the same level of opportunities for employee participation enjoyed by full-time 

employees, and have a lower sense of empowerment in the workplace. Women, 

therefore, do not enjoy the same degree of opportunities for employee participation 

that men do, mainly because part-time employment is predominantly a female form 

of labour market activity. 
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The argument suggests that it is employers who have systematically sought to create 
`poor work' for women. Alternatively, it might be argued that this emphasis is not 

correct: rather women have demanded part-time work to fit with their domestic 

responsibilities, and employers have simply responded to this demand (Hakim, 

1996). Meanwhile, Rubery et al. (1993) suggest that part-time work contributes to 

gender inequality. In their study they found that part-time jobs were poorly paid in 

relation to full-time jobs, but when other differences, such as skill levels, between 

part-time and full-time jobs were taken into account, female full-timers were not 

paid much more than female part-timers. In terms of pay, the major gap is between 

men and women, rather than full-time and part-time employment. Their findings also 

suggests that it is largely in relation to employment benefits and opportunities for 

promotion, rather than pay or job security, that women's part-time work is inferior to 

full-time work. 

These choices by different types of women, argues Hakim, explain otherwise 

surprising findings, such as, for example, the fact that part-time workers, who do not 

enjoy particularly good pay or job security, often say that they are very `satisfied' 

with their employment because it allows them to fulfil their domestic priorities. 
Hakim has described such women as ̀ grateful slaves' (1991). She argued as follows: 

that women were less committed to work than men and that their childcare 

responsibilities were not the main reason for them working part-time. She further 

argued that part time jobs were not necessarily worse, and at the same time women 

were less likely to be in stable employment. 

These claims contradict much of the existing research on women's work (Agassi 

1982; Dex, 1985, Martin & Roberts 1984; Rubery, 1993). This has shown that 

women too have positive views towards work. As compared to Hakim's analysis, 

this suggest that women's roles have not really changed, that the majority are still 
homemakers, and that these women are positively choosing to stay home. Most 

women are in low paid, low grade jobs, and, according to Hakim, that is precisely 

what they want. 
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However, according to German (1996) and Doorewaard et al. (2004), the opposite 

appears to be true. More women are now going back to work full-time after the birth 

of children, and according to them these are not simple `career women' targeted by 

Hakim. Far more women are obtaining qualifications for work at every level and in 

every industry with hardly a sign of lack of interest. 

On the other hand, elsewhere, Hakim herself provides evidence that there are few 

gender differences in term of commitment to paid work between women and men 

who are in paid employment, and that there is little evidence of sex differences in 

work orientations amongst those who are highly educated and in higher grade jobs 

(Hakim 1996: 102,103). She states that `working women's work orientations and 

behaviour have grown closer to men's (Hakim, 1996: 106). At the same time, she 

argued that a significant number of women are not in the workforce, and because 

most studies of work orientations exclude them, the similarities between women and 

men have been overstated. 

Rose (2000) found no substantial differences in the levels of work commitment of 

women who worked part-time and full-time. He also found that levels of work 

commitment amongst full-time homemakers varied according to their future 

intentions in relation to work. Rose's analysis, using the `lottery question' as a 

measure of work commitment, showed that women would continue to hold paid 

work, would continue seek it, or would continue wishing to return to it, even if the 

financial need to do so was removed. 

3.6.4 Sex segregation at work 

Within manufacturing industries, sex roles appear to be clearly defined. The Low 

Pay Unit reported, from a study of clothing manufacturing in Leeds, that men had a 

virtual monopoly of the cutting process, which was considered to be skilled labour 

and a higher-status job than sewing, although men comprised only 15% of all 

workers in the industry. Machining, which was much lower paid, was generally 

carried out by women (Low Pay Unit, 1983). Coyle (1982), similarly, reported that 
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women in the clothing industry were employed as semi-skilled and unskilled labour 

in the assembly process, while men occupied a diminishing range of jobs that are 

accepted as `men's work' and `skilled'. Armstrong, (1982) noted in his study of a 

footwear-manufacturing firm that the moulding and pressing operatives were male, 

while the machinists, and those who trimmed and packed the footwear once it had 

been moulded, were female. Westwood (1984) observed that women in the factory 

where she worked were machinists, pressers, ironers or packers. Men drove vans and 

serviced and repaired machinery. Likewise, in Griffin's (1982) study, the young 

women who found employment in clothing manufacturing experienced similar 

segregation by sex, as did others who went to work as assembly workers in the light 

engineering industry. 

Poliert (1981), in her study of a tobacco plant, noted the division of labour into 

intensive, heavy-machine processes, and labour-intensive processes. Men operated 

plant and machinery, while women performed the labour-intensive work: weighing, 

packing, stripping, and spinning. The rigid division of labour along gender lines 

carries with it two implications for women workers. The first is that `men's work is 

skilled, women's is not. ' Higher grading structures for work carried out by men is 

generally justified on the grounds that the men's work is of a higher skill level. 

Armstrong (1982) notes that women machinists were not considered to be skilled 

operatives by the firm's management, while the male operatives and craftsmen were 

recognized as being skilled or in control of a technical operation. Yet the distinction 

between skilled, semi-skilled and unskilled is unclear. Armstrong (1982) points out 

that the women machinists, for example, operated machines which were more 

complicated than the hand presses operated by the men. In fact, recruitment notices 

specified skilled machinists. Poliert (1981) describes the work processes performed 

by women in the tobacco factory, which showed that speed and precision were 

required, but the work was not recognized as skilled. Manual dexterity, an important 

attribute required for the job, was merely seen as an innate attribute of females. This 

was an attitude adopted by other employers, as Griffin (1982) discovered; one of the 

engineering firms she visited employed young women for monotonous assembly 
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jobs. The firm's manager felt that this ̀ fiddly repetitive work' was particularly suited 
to young women. 

At this point, it might be appropriate to consider the concept of skilled work. The 

question of `skill' is one that requires some re-appraisal. In general, the concept of 
`skill' is regarded as unproblematic: work is either skilled or unskilled, as a matter of 
fact rather than of opinion. However, as Dex (1985) points out, feminist writers have 

begun to draw attention to the fact that the meaning of `skill' is not unequivocal. 
Moreover, in its everyday sense, it excludes much of women's work from being 

counted as skilled. More importantly, the meaning of `skill' is integrally bound up 

with a gender division of labour. 

The perception of certain work being skilled or unskilled therefore acts as a 
legitimate basis for grading structures of pay differentials. This occurs regardless of 

whether the work performed by men is actually higher in skill. As Armstrong (1982) 

points out, some of the `skill' required for operating machinery was minimal; in fact, 

a foreman remarked that he "could train a pair of chimpanzees to do this job. " The 

concept of skill, therefore, appears to be used as a means of justifying a system of 
division of labour where grading structures and pay rates vary between different 

groups of operatives, and where some tasks, especially labour-intensive ones, are not 

perceived as being skilled, frequently because they necessitate some ability which is 

perceived as being a natural female attribute, not in itself a ̀ skill'. 

The second implication following from the division of labour is that frequently the 

work processes are divided in such a manner as to allow the male workers to have 

control over the work performed by women. This does not only occur because 

managers and many supervisors are male. Westwood (1984) explained that, in the 

sewing factory, technical control over the production process was in the hands of 

men. All machinery in the department was serviced, repaired and removed by male 

mechanics. So if the machine broke down, the (female) machinist had to wait for the 

(male) mechanic to arrive in order to repair it. All of the women worked according to 

a complicated piecework system whereby a certain amount of work had to be 
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completed each day in order to earn the basic rate of pay; women therefore suffered 
loss of production, and thus loss of earnings, while waiting for a machine to be 

repaired. 

Secretarial work is notorious for sex segregation, and differing skill levels are rarely 

recognized (Griffin, 1982). Typing, for example, is a skill that must be taught over a 

period of time, and practiced regularly in order to maintain and improve one's 

proficiency. Yet typing tends to be recognized as a skill, as it involves that 

traditional `feminine attribute', manual dexterity. As one secretary pointed out: "I 

mean, however far we go, we'll never be the bosses, will we? We'll always be the 

secretaries to the boss" (cited in Griffin, 1982). Another woman, qualified as a book- 

keeper, obtained a job as a P. A. (Personal Assistant), but found that, despite her 

qualifications, she was treated just like a servant to the boss, and at times almost like 

a substitute wife (or mum! ). 

The choice of factors to be used in a job evaluation scheme can also serve to 

institutionalise discrimination. For example, Walker and Bower (1982) point out that 

many schemes use factors that are biased towards the perception of work and men's 

work, so the selective use of factors can result in women's jobs being placed at the 

bottom of the grading structures. For example, they suggest that working conditions 

and physical strength are usually included in schemes covering manual workers; 
both these factors will appear in jobs performed by men. On the other hand, factors 

associated with work done by women, for example, manual dexterity and 

concentration, may not be used as factors at all. 

Thus, while the process of job evaluation may appear, on the surface, to be a 

scientific process, attaching as it does specific values and weights to particular 

aspects of a job, in fact the process is not at all objective. It permits the incorporation 

of sex-biased perceptions about job content and the value of aspects of a job. In 

addition, there is the question of the job description, usually drawn up by a manager 

or supervisor. While the involvement of a manager or supervisor is important as 

regards stating what is required of the job, as Walker and Bower (1982) point out, 
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there is a possibility of bias being introduced at this point also, because of the 

manager's perceptions of the job, which may be based on gender stereotypes. 
Therefore, there is a strong possibility that job evaluation schemes, however 

objective they may be considered to be in theory, in practice serve to reinforce and 
institutionalize sex stereotypes and gender division of labour. As a result of the 

extent of job segregation, and the re-grading of work, the further separation of 
`skilled' and `unskilled' work widens. 

3.6.5 Promotion opportunities 

Promotion is rarely available for women engaged in low-level `female' jobs, and 

even where women may begin by performing similar tasks to those carried out by 

men, promotion seems less likely for women. As Crompton et al. (1982) noted, "The 

young woman entering employment with the organization with GCE qualifications, 
i. e., not into a `balkanised' labour market, begins apparently as equal to her young 

male colleagues. It is the intervention of her socially defined domestic role as a wife 

and mother which upsets this equal relationship most damagingly and permanently. " 

Whether domestic commitments actually do interfere with the working life of 
individual women or not, the generalisation is already there, and is used as a 
justification for the poorer promotion prospects experienced by women. 

Crompton et al. (1982) did not find quantifiable evidence of discrimination, but it 

was clear that this had been a factor in the failure of women to obtain promotion, 

although another contribution was the attitude of the women themselves: those who 

would like promotion but did not want the added responsibility, or the additional 

working hours, the divided loyalty between home and workplace, or the need to pass 

exams. Yet there were others who did want to have their abilities and efforts 

recognized, but realized that their one disadvantage was biological: "Being a woman 
doesn't help. 

.. they prefer men here, no doubt about it. Because I'm a woman and 

married they think I'm going to have children" (cited in Crompton et al., 1982). 
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Griffin (1982) noted similar barriers to advancement for women that served to deter 

many of her interviewees from moving upwards in their chosen field of white-collar 

work (Crompton et al., 1982). Similarly, with regard to married women, it is 

usually assumed that the husband's occupation is of higher importance; therefore, if 

promotion carries with it a possibility of geographic mobility, women are less likely 

to be considered. In many cases, the women concerned might well turn down an 

offer of promotion if it involved moving or travelling. 

Crompton et al. (1982) pointed out that women tend to remain `on the production 
line' for their working lives. Promotion opportunities seem even less likely, 

especially for women in manual work. Since work processes are very much 

segregated into `male' and `female', where female work is perceived as ̀ unskilled' 

processes, one position frequently held by women is that of supervisor (supervising 

women, or much younger men). 

3.7 Studies from non-western cultures 

General perceptions about Asian culture are that it is male-dominated and that there 

is a lack of access for women. Hutching's (2000, p398) research examining equity in 

companies operating in Thailand, for example, found that organizations were "not 

incurring the time and resource costs associated with introducing policies that could 

potentially help reduce the economic, social and political inequality of women in the 

nation. " Roffey (2002) conducted research on women managers in Filipino 

management and found that their culture valued collectivism and integrity as 

opposed to western individualism. In a small-scale survey in the central business 

area of Manila, industry peers considered women managers to be both strategic 

managers and effective leaders. Overall, Roffey's (2002) research found that the 

expectation of women managers in the country is grounded in cultural role 

expectations and women leaders are associated with values of grace, charm, humility 

and integrity. Similarly, Andaleeb and Woford's (2004) research on participation in 

the workplace in Bangladesh presented an organizational climate with a traditional 
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male-dominance in the organizational setting resulting in adverse effects on 

participation among women. 

3.7.1 Women in the Malaysian labour force 

Studies with a specific focus on women have slowly emerged in Malaysia within the 
last two decades. However, at the early stages they focused on family planning, 

nutrition and health, and later, concentrated on women factory workers and the rural 
labour force (Ariff n, 1995). 

While monetary factors, for economic reasons, may actually motivate husbands to 

encourage their wives in their career, a study by Yahya (1991) brought to surface 

one other crucial point. The majority of husbands are at least at an equal standing 

with their wives in terms of education qualifications attained. At least 70 per cent of 
them have a tertiary education, with some 26 per cent from this group possessing 

post-graduate degrees. There are more post-graduate degrees among women, but the 

effect is tempered by the salary and occupation of the husbands; the men appear to 
be better paid than their wives. Fifty-five per cent of husbands earn more than their 

wives, 6 per cent have the same income, and only 24 per cent of husbands earn less 

than their wives. 

Women in Britain have tended to be located in a narrow range of occupations, 

notably clerical work, semi-skilled factory work and semi-skilled domestic work 
(e. g. waitress, barmaid, home help, war orderly); semi-skilled domestic work is 

likely to be part-time work. The Women and Employment Survey of 1980 revealed 
that 30 per cent of all working women were in clerical jobs, 10 per cent were in 

semi-skilled factory work and 11 per cent were in semi-skilled domestic work. 

Similarly, in Malaysia, women have also become dominant in clerical work and 

semi-skilled factory work, services and sales. The Labour Force Surveys of 2000 

showed that 17.7 per cent of all working women were in clerical jobs, 22.7 per cent 
in semi-skilled factory work and 17.6 per cent in service and sales. The situation 
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was different in 1957 when the male share of employment in these categories was 
higher; 93 percent of total employment was in the clerical and related workers 

category, 90 per cent in the sales workers category and 79 per cent in the service 

workers category. As more women acquired at least a secondary education they 

could compete with men for employment in these occupational categories. In 

addition, the growing importance of the manufacturing and service sectors in 

employment creation since 1980 had changed the nature of tasks associated with 

these occupations, which required different skills and more feminine traits. 

Employers were recruiting more women as they were more suitable for these 

occupations, thus contributing to the increased share of female employment. In 2000, 

nearly half or 47.5 per cent of all these women employed were concentrated in these 

occupational categories. 

The female labour force continues to be an important component of the labour 

supply in Malaysia, accounting for 3.17 million or 33.1 per cent of the total labour 

force in 2000. This is however low compared to the proportion of women who are in 

the working-age group of 15-64 years, which is 48 per cent. The situation was 

different in 1957 when the size of the female labour force in Peninsular Malaysia 

was only 2.04 million or 24.3 per cent of the total labour force. In 1970, women 

accounted for 32 per cent of the total labour force in Malaysia although 50 per cent 

of them were in the working-age group. Nevertheless, the participation rate of 

women has shown an increasing trend during the period 1957-2000 as shown in 

Table 3.1. The female labour force participation rate (LFPR) for Peninsular Malaysia 

in 1957 was only 30.8 per cent. In 1970, the LFPR for Malaysia as a whole was 37.2 

per cent for women and 79.3 per cent for men. Further increases by 2000 for both 

women and men to 83.3 per cent for men and 46.7 per cent for women is largely due 

to the expansion of employment opportunities as well as women's improved 

educational attainment. 
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Table 3.1 : Labour Force Participation Rate by Sex, Malaysia, 1957 - 2000 

Year 1957 1970 1980 1991 1995 2000 

Labour Force Participation Rate (%) 

Male 88.7 79.3 84.8 85.3 84.3 83.3 

Female 30.8 37.2 42.2 47.8 44.7 46.7 
Source: Census of Population and Housing 1957,1970,1980 and 1991; Labour Force Surveys 1995 

and 2000. 

The share of female employment within the administrative and managerial 

occupational category also registered a perceptible improvement, rising from 2.0 per 

cent in 1957 to 20.2 per cent in 2000 (see Table 3.2). The increase is attributed partly 

to the rise in the employment of female diploma-holders and degree graduates, as 

the labour force participation rate of women with a tertiary education had been 

increasing and was 61 per cent in 2000. Among the women in gainful employment in 

2000, at least 16 per cent had a tertiary education while 51.6 per cent had completed 

secondary education. With higher levels of educational attainment, 2.3 per cent of all 

employed females were holding jobs in the administrative and managerial 

occupational category, compared to 4.9 per cent of all employed males. It is 

interesting to note that only 12.5 per cent of the total number of males employed had 

acquired a tertiary education in 2000. According to Idris and Mohd (2003), the 

increase in women's participation is due to factors such as education and social 
factors. There is a significant increase of 60 per cent in the workforce participation 

of women in the period 1995-2000 (Malaysia, Economic Report, 2001). 
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Table 3.2: Share of Employment by Gender within Occupational Categories, 

Malaysia, 1957 - 2000 

Occupational 1957 1970 1980 2000 
Category Males Females Males Females Males Females Males Females 

Professional & 
Technical 

71.8 28.2 66.1 33.9 61.8 38.2 55.4 44.6 

Administrative & 
Managerial 

98.0 2.0 96.9 3.1 91.7 8.3 79.8 20.2 

Clerical 92.6 7.4 74.7 25.3 56.7 43.3 42.3 57.7 

Sales 
Workers 

90.1 9.9 81.8 18.2 75.2 24.8 62.3 37.7 

Service Workers 79.2 20.8 68.2 31.8 67.9 32.1 50.5 49.5 

Agricultural 
Workers 

66.9 33.1 61.5 38.5 62.6 37.8 73.7 26.3 

Production Workers 88.9 11.1 83.4 16.6 78.4 21.6 76.0 24.0 

Total 75.5 24.5 67.4 32.6 68.0 32.0 65.3 34.7 

In another study on women's participation in the workforce, Ismail and Mohd Nor 

(2003) discovered that the rise in the standard of living encourages women to work. 
The education standard of women in Malaysia has risen at least to that of men. More 

girls go to school and universities in order to prepare themselves for skilled jobs. In 

2000,60% of them enrolled in sciences and 30% in technical subjects (Malaysia 

2001). Social factors have tended towards greater independence of women inside 

and outside the family, which their male counterparts have to reluctantly 

acknowledge. Better job opportunities and better pay also induce more women into 

paid jobs. The family income rises and so does their living standard. 

In most cases, women represent the main reserve of labour. However, when women 

regard a salaried job as their source of income, and when married women come to 

depend on wages to meet the financial commitments of their families, this reserve 

diminishes (Ismail & Mohd Nor, 2003)). Women remain more responsive to 

economic fluctuations than men. Likewise, in Malaysia, many of them work in 

industries that are sensitive to fluctuations in the business cycle, such as consumer 
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goods, trade and personal services. Thus, the position of married women is 

particularly vulnerable, as often these women are the first to be cut back when staff 
is reduced. 

Women's contribution to the development of the country (company) is 

unquestionable, and is a fact recognised by all. However, some of the provisions of 

the present legislation show obvious discrimination against woman workers, despite 

the age-old attempts made by various individuals and organization to eliminate it. 

This is indeed a regrettable state of affairs, considering that Malaysian women 

contribute significantly to the labour force in this country (Idris, 2001). 

Furthermore, it is important in Malaysia to understand the reality within the 

workplace in relation to gender, given that the Government of Malaysia has aimed to 

make it into a developed country by the year 2020. In such a mature democratic 

society there is not only equal opportunity within ethnic groups, but also across 

gender. This will help Malaysia to become a role model for other developing 

countries as stated in the third challenge of its `Vision 2020' (Mohamad, 1991). 

3.7.2 The dual role of Malaysian women 

Women in Malaysia, as in many other countries, have two roles. In private, they act 

as wife and mother, while in public, they are employees or self-employed outside 

their house. In attempting to discharge each of the two roles and to reconcile the 

contradictions inherent in them, women encounter various problems. Research on 

the problems faced by women is isolated, sporadic and often not published (Ariffin, 

1994). Ariffin suggested, however, that, although the Malaysian woman is better-off 

than most of her Asian counterparts, she is still far from achieving a position of 

equality and fulfilment as a human being, all of which is made clear, whether based 

on the investigation of statistical data, impressionistic surveys, or the examination 

and analysis of culture values and popular images. 
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In the present situation, with the rapid process of industrialization in most new 

nations, this tends to have tremendous impact on women (Hing, 1986). The impact 

of unprecedented growth in Malaysian's industrialisation has drawn women into the 
industrial sector, as noted by Hing (1986) in "Impact of Industrialization on the 
Social Role of Rural Women". However, being ill equipped with education or skills, 

women workers tend to be concentrated in the lowest rank of urban occupations. For 

most of these women, employment is merely seen as a response to the financial 

needs of the family, and not as a means of widening one's social network. 

Faced with the difficulties of trying to co-ordinate and balance home-life with work, 
the women tend to have more marital problems. The strain of having to cope with 
traditional `wifely' chores and waged-work can lead to marital discord (Daud, 1980). 

Daud's study shows that the divorce rate is higher amongst the poor working class 
families, as contrasted with the more educated and wealthier Malay families in 

Petaling Jaya. 

Notwithstanding all these problems, women have always advocated increased 

participation in the formal sectors, as well in voluntary organizations. In entering the 

wage sector, the division of labour based on sex is more than a mere technical 

division, as seen in section 3.6 of the present chapter, in that it helps enforce 

relations of domination and subordination, creating structures of discrimination and 

privilege. For women, it has both domestic and external effects, which are 
intertwined. The premium placed by society on women's reproductive role has 

militated against women entering the labour force on an equal footing with men. So 

when women do work in the wage sector, the majority are distributed among the 

most poorly paid and static jobs. Thus, women's role in society at large is 

determined to a large extent by their position in the domestic sphere (Ongkili, 1980). 

Throughout their early lives, it is to marriage, and specifically to the role of 

motherhood within marriage, that the media, education and family expectations 

direct women. These ideologies have a marital effect. The type of formal education 

opportunities open to women is limited and orientated to these perspectives. Women 
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are preferred in jobs needing female `natural' capacities, such as endurance for 

tedious, delicate and intricate work. Such an unequal situation arises in part because 

women's employment is seen as secondary to their role as mother, and in part, 
because for women it is in fact secondary, at least while they have domestic 

responsibilities (Hing, 1986). A survey of Malaysian men by Hing (1986) found 93 

% preferred their wives to stay at home, the reason being that the children would be 

neglected. Two-thirds of men and 90 per cent of women themselves thought it 

`unnatural' and just `not right' for men to work in the house while the women went 

out to earn a living. 

3.7.3 Disadvantaging of Malaysian women 

Despite gains made by Malaysian women in recent years, they are under-represented 
in the skilled, high-income earning group. This is, of course, a legacy of the earlier 

structural conditions of Malaysian society, whereby women were perceived as being 

responsible for the production of labour, the rearing of children, and the maintenance 

of the home. Their work was also regarded as ̀ private labour'. 

The exclusion of women from higher levels of society structures renders women 

essentially powerless over decisions which may crucially affect their lives: 

legislative change, employment, planning, social welfare, wage bargaining, medical 

ethics, the content of education, and the practice of religion. According to Jomo and 

Tan (1985) available data suggests that planning of these basic services without 

doubt benefits women, nevertheless, in reality it is dubious. More and more, the 

bureaucracy makes decisions and women have little, if any, control over the 

direction that planning takes within these organizations. In other words, the 

implication is that within the bureaucracy, the `integration of women into 

development' means providing women with services without involving them as 

active participants of the development process, or in control of their lives. Similarly, 

in the case of women in Ireland, Beale (1986) suggests that simply to incorporate 

women into these structures in greater numbers is not sufficient, as the existing 
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structures are patriarchal, and the presence of women in such structures does not 

guarantee any real change in the distribution of power or in decisions that are made. 

Another study, on women and political participation, by Wazir (1982) noted that 

commonly traditional male elites have maintained their power through a multiplicity 

of new-economic and political roles within the existing government machinery; 
female leaders continue to be descendants of highly educated or wealthy families 

from rural areas, or of women who have enjoyed high professional status mainly 
because they come from such families. Thus, Malay female leaders are the 

counterparts of Malay male leaders; in many instances, they are spouses of men who 

are already active in politics and who have ready-made network ties and 

connections. 

Wazir (1982) further comments, "It is logical to assume that since participation of 
Malay females in politics reflects a closed restrictive circuit of patrons and leaders, 

the majority of women would continue to function as followers, even if they have the 

necessary leadership qualities or potential skills of leadership and decision making. " 

The pattern of female leadership has crucial implications for the position of women. 
As a researcher of Wanita United Malay National Organization (UMNO) observed, 
"Despite the participation of women in politics, the role of women did not change in 

essence but rather drew its inspirations and its mode of operation from tradition. The 

participation of women in politics has neither presupposed nor affected change in 

their fundamental role" (Manderson, 1980). 

Male dominance without doubt exists generally in the society. Consequently, it is the 

men who decide what is appropriate for women. Men perceive women's vocation in 

terms of running the households. Some Malaysian researchers blame it on colonial 

policy practice. Karim and Don (1985) said that under British administration, the 

system of education that was set up (and which is still used today) emphasized 

women's nurturing and domestic roles. Because of this, the subjects that girls were 

taught included sewing and needlework and domestic science. In boys' schools, 

subjects like woodwork and metalwork were taught. She did admit that these 
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attitudes towards women's role may well have existed in Malaysian society, but 

pointed out they were institutionalized and reinforced by the colonial administrators. 
She argued that the colonial attitudes fostered the notion that women do not have the 

natural affinity for machines that men have. Consequently, women were not (and 

still are not) encouraged to develop competence and familiarity with machinery. 
Similarly, she argued, the Malaysian education system therefore is partly responsible 
for inculcating attitudes of a distinctive "female model temperament". 

Negative attitudes of factory workers in particular arise from the process of unequal 

trade and production relations (Rohani, 1988). The term `cheap labour' often carries 

with it undertones of condemnation of the workers themselves, women in particular, 

as they are the majority who make up the factory workers' population. 

According to Jomo (1986), the low status of women generally stems from their 

subordination within the family. Although culturally diverse, all the major ethnic 

groups in Malaysia similarly identify domestic work as the responsibility of the 

female. It is such gender typing that determines what is deemed suitable for women 

and, consequently, what roles are to be designated for them within the context of 

national development. Ramachandran and Bharadwaj (1980) point out that the 

prevalent ideology that sees the family as a key source of strength and social stability 

militates against progressive changes in family relations for fear that these may lead 

to social dislocation and unrest. Hence, planners and policy makers are often at pains 
to stress that women should not neglect their traditional roles as wives and mothers 
in their quest for greater social and economic participation. Hence, this made it 

worse for women; the super enhancing of women's roles by policy that reminds 

women not to neglect their traditional roles. 

It seems as if sexual segregation is here to stay. Similarly, in a study by Hakim 

(1996), she shares her view on the assumptions of the conventional sexual division 

of labour: the wife's main task is looking after the home, whether or not there are 

any children at home. When there are children at home, around half of all husbands 

believe that their wife should only work if her job fits in with family life; and she 
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stressed that this view is widespread and does not vary across subgroups. A survey 

conducted among the highest echelon of women leaders in Malaysia revealed that 

none of them would have so engaged themselves without explicit approval from 

their husbands (Wazir, 1982). 

In the light of such perceptions, it is not surprising that many of the researchers are 

responding to policy makers' stereotyping outlook, not to mention these attitudes 

towards what is considered as appropriate roles of women. For example, 
Ramachandran and Bharadwaj (1980) proposed that sexual segregation be accepted 

as "a fact of life" and recommended "the planning methodology should perceive and 
incorporate the significance of women in their economic roles, in their roles as 
home-makers and in the interaction between these two roles". 

The fundamental fallacy of such conceptions lies in the acceptance of ideologically 

defined masculine and feminine roles - the sexual division of labour - and the 

delineation of domestic work, child minding and reproductive labour in general as 

women's work. They fail to recognize that it is this definition of roles that forms the 

crux of women's subordination. The burden of domestic work, which women have 

to bear single-handedly, often forces them to accept discontinuous or part-time work 
instead of permanent, full-time employment. 

In the light of the gender bias argument, it is not surprising that projects in Malaysia 

intended for the development of women, are frequently ill conceived and poorly 

organised (Padmini & Idris, 2003). More often than not, they are mere appendages 

of larger development schemes for men; for example, the Rubber Industry 

Smallholders Development Authority (RISDA) and Federal Land Development 

Authority (FELDA). Much smaller scale projects are known as `one district one 
industry project', where the main participants are the housewives. 

The supplementary nature of these schemes for women means that women's 
domestic roles continue to be regarded as primary, and there will not be much 
impetus to relieve women of some of their domestic tasks. It must be emphasized 
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that greater economic participation of women without concomitant reorganization of 
domestic work only increases the workload of the already overburdened women. It 

has been shown that in many societies women already bear a heavier load than men 
(Krishna, 1982). It should be stated, however, that the impetus for restructuring the 

sexual division of labour within the family should stem from a concern for the 

equality of women, rather than to facilitate their exploitation in the labour market. 

3.7.4 Choice for Malaysian women 

Despite the problems of structural inequalities and oppressive ideologies, there has 

been a considerable growth of women's organizations. Attitudes among women 

continue to change more rapidly than the structure in society. Many women are 

aware of big differences between themselves, their mothers and daughters. Women 

today are much better educated and more articulate, and want to make choices about 
how their lives conform to a particular role. The level of educational attainment is an 
important indicator of the social status of women, because most channels for self- 

advancement are opened through education. Women constituted 60 per cent of the 

total university enrolment in 2000 (Malaysian Economic Report, 2001) and the 
figures have shown some obvious increase over the past years. The corresponding 
figures were 50 per cent in 1995 (Idris & Mohd, 2003), and 55.5 per cent in 2000 

(Malaysian Economic Report, 2001). 

There has been a huge improvement of educational standards in Malaysia, where, 
RM20.1 million has been allocated for the education sector; this represents one 

quarter of the Malaysian Budget for 2004. RM128.6 million has been allocated for 

women and development in the small-scale industrial sector (Malaysian Economic 

Report, 2001). 

Lie and Lund (1994), among exceptional findings about working women in 

Malaysia, point out that young women just like men, would prefer to stay in a job. 

As wages and general satisfaction increase, work takes a prominent place in their 
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lives and is not easily given up. According to the authors, most of these girls have 

more schooling than men and may be job-oriented from the beginning. 

Nevertheless, Padmini and Idris (2003) noted that there was hardly any improvement 

of women's status in Malaysia. The status of women would continuously remain the 

same even if there were a lack of focus on the subject. With the present 
development, it should encourage women to be more active in participation at the 

workplace. However, many other factors affecting women also need to be 

addressed. As explained in Adler and Izraeli (1996), favourable economic and 
demographic conditions, supportive government policies, changing family roles and 

emerging support system have all lead to an increased proportion of women in 

management. Nevertheless, despite the positive outlook, it is still plausible for 

women to remain where they are, if stereotypical perceptions of women's abilities 

and qualifications, and traditional attitudes towards women's family roles still exist. 
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3.8 Chapter summary 

This chapter has addressed the importance of recognising gender in the workplace. 
Most research on the nature and effects of Employee involvement (EI) still remains 
homogeneous with respect to distinguishing between men and women. The chapter 
highlighted some potential differences between men and women and considered the 

nature of gender bias, particularly with respect to the orientations of women towards 

work. Some literature, particularly Hakim, suggests a more patriarchal view of 

women's orientations towards work, maintaining that women are secondary to men. 
Others recognise women as agents: mothers, spouses, daughters. Since the study is 

conducted in non-western cultures and countries, gender culture and cross-cultural 

related issues were also highlighted. The disadvantages faced by women were 

summarised, including the nature of male-dominated organization, the masculine 

nature of organizations, the segregation of women into part-time employment, and 
their disadvantage at work and with regard to promotion opportunities. As the 

present research focus is EI in Malaysia, some Asian and particularly Malaysian 

research on women was considered. 

From this discussion, one may conclude that it is critical to study whether 
differences, similarities or issues such as gender blindness are present in Malaysian 

organizations. Statistical data on Malaysia presented in the chapter suggested an 
increase in the education of girls and an increase in total female participation in the 

workforce, but it remains to be seen if women's involvement in participation 

schemes is similar or different to that of men and what attitude toward women and 

gender is encouraging or preventing this happening in Malaysian organizations. This 

is one of the major issues of interest with respect to EI and gender for this particular 

piece of research. 
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CHAPTER FOUR 

RESEARCH METHODOLOGY 

4.1 Introduction 

This chapter provides an explanation of the research methodology and design of the 

study to understand how participation, management support and gender issues affect 

the relationship between employee involvement (EI) and organizational commitment 
in Malaysia. Research design, according to David and Sutton (2004) refers to a 
framework or plan that guides the collection and analysis of data. Although there is 

no one method that can be claimed better than others in designing research, as 
Churchill (1998) suggests, attempts have been made in this study to ensure that the 

required information for fulfilling the aims of the present study can be accomplished. 

The research aim in this thesis is to understand the relationship between employee 
involvement and organizational commitment particularly with respect to gender 

within the Malaysian context. This general aim was approached through two specific 

research objectives: 

Objective One: To investigate the relationship between attitudes to 

employee involvement and organizational commitment in a Malaysian 

context, considering the effects of gender, participation in EI schemes, and 

management support as potential moderators. 
Objective Two: To explore the reasons for gender differences or similarities 
in a Malaysian context with respect to employee involvement. This lead to an 

examination of perceptions of women's commitment, and and their 

experience in the workplace. 

A two-stage research design was developed to examine these two objectives. 
Objective One, or the relationship between employee involvement and 

organizational commitment, and the effects of moderator variables (i. e., gender, 

participation in EI schemes, and management support for EI) on this relationship, 
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was examined through quantitative research. The three largest utility companies in 

Malaysia were chosen as the research settings for this study and a survey of their 

employees was considered sufficient for being able to generalize findings with 

respect to the effects of EI practices for employees in such companies and companies 

with similar backgrounds and with similar characteristics. This is important as the 

research findings can be of particular relevance to policy applications, whereby, 

companies can utilize the findings to gain an understanding into the issues of 

employee involvement, its effects on organizational commitment and the role of 

gender and management support. 

In order to explore the role of gender further, however, as expressed in Objective 

Two, a second qualitative stage was required. Understanding gender is a complex 

phenomenon and a questionnaire as a tool is not rigorous enough to capture those 

complexities. Bryman (2005) commented that a `scientific' approach in the form of 

surveys and experiments fails to take into account the differences between people 

and objects, but qualitative research, such as interviews, is more appropriate as it 

enables the researcher to get closer to the people under investigation. 

Thus, to capture richer data with respect to possible gender differences in orientation 

and barriers in access to and participation in EI in the three research case studies, the 

researcher used management interviews and non-management focus groups. Zelditch 

(1994) and others, mention that an interview enables respondents to explore complex 

feelings and develop a rapport that the interviewer uses to draw out opinion. 

Interviews provide richness and enable the researcher to probe for a deeper 

understanding of, for example, whether women's interest or disinterest in EI is 

because of their choices or other constraints beyond their control. Hare-Mustin and 

Marecek (1988) suggest that representation of gender should be evaluated in the 

social setting it takes place. This evaluation is better achieved using interviews, as 

the researcher has a chance to capture details of the context within which the social 

construction is developed (David & Sutton, 2004). According to Morgan and 

Krueger (1988), using focus groups is the best method to use when the researcher 

needs to probe gender issues amongst lower level workers. This is because by the 
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nature of their job they are limited in their power and influence and focus groups are 
suitable for probing into their views in a non-threatening and permissive 

environment. 

The research, nevertheless, was framed primarily within a positivist paradigm and 

used qualitative methods to add meaning to the findings. Combining both 

quantitative and qualitative methodology, also has been shown to be especially 

appropriate in studies conducted in the area of EI (Marchington et al., 1994; Ramsay 

et al., 1990; Rudestam & Newton, 1992). For example, Marchington used a range of 

methods to collect data, which included questionnaires to employees and interviews 

with managers in understanding the meaning of participation. Ramsay et al. (1990) 

adopted a multi-dimensional approach using surveys, case studies and interviews in 

studying employee behaviour and attitudes on employee share ownership. Therefore, 

in order to answer the present research questions on EI and gender, mixed methods 

were thought to be appropriate and complimentary. 

4.2 Blending quantitative and qualitative research 

Quantitative and qualitative research differ in many ways, but they can be 

complimentary (Newman, 2003). Qualitative researchers emphasize firsthand 

knowledge of the research setting as it ensures that their research accurately reflects 
the evidence (Becker, 1970). Qualitative research seeks to stress how social 

experience (for example, in the area of feminism and culture) is created and given 

meaning (Nelson et al., 1999). According to Denzin and Lincoln (2005) qualitative 

research involves an interpretive, naturalistic approach, attempting to make sense of, 

or interpret, phenomena in terms of meanings and hoping to get a better 

understanding of the subject. 

In contrast, quantitative studies emphasize the measurement and analysis of causal 

relationship between variables, where a theory is an interrelated set of constructs or 

variables that presents a systematic view of phenomena (Babbie, 1979; Kerlinger & 

Pedhazur, 1973). Quantitative researchers stress objectivity. The techniques 
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employed derive from the natural sciences and are based on the premise that the 

phenomenon can be explained by objective and factual measures that help to keep 

data free from researchers' bias. Quantitative research addresses the issue of 
integrity by relying on an objective technology, such as precise statements, standard 
techniques, numerical measures, statistics and replication (Bryman, 1993; Collin, 

1984) and allowing the generalization of findings. 

However, both quantitative and qualitative researchers are concerned with capturing 

the individual's point of view, and some contribution to society that is worth telling, 

and a variety of forms of media and means are used to communicate their findings 

(Becker, 1986). Blending quantitative and qualitative provides a more rigorous 

method of research. According to Carlton (1997) researchers need to tackle 
important problems according to prevailing standards of rigour, and these methods 

on an "armoury of techniques". 

The combination of the several methods is sometimes called triangulation, and this 

can apply to the combination of qualitative and quantitative data collection (Denzin, 

1989). Triangulation was first used in the social sciences as a metaphor describing a 

form of multiple operationalism or convergent validation (Campbell, 1956; 

Campbell & Fiske, 1959). In these cases, triangulation was used largely to describe 

multiple data-collection technologies designed to measure a single concept or 

construct (data triangulation). However, Denzin (1978, p. 292) introduced an 

additional metaphor, line of action, which characterises the use of multiple data- 

collection technologies, multiple theories, multiple researchers, multiple 

methodologies, or combinations of these four categories of research activities. For 

many researchers, triangulation is restricted to the use of multiple data-gathering 

techniques (usually three) to investigate the same phenomenon. This is interpreted as 

a means of mutual confirmation of measures and validation of findings (Mitchell, 

1986). Fielding and Fielding (1986, p. 31) specifically addressed this aspect of 

triangulation. They suggest that the important feature of triangulation is not a simple 

combination of different kinds of data but the attempt to relate them so as to 

counteract the threats to validity identified in each. 
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More recently, Yin (1994) argued that, triangulation is the process in which three or 

more complementary methodological techniques are applied to study a single 

research problem. Triangulation allows the researchers to interpret the same 
information from different methodological angles. It helps to uncover gaps in data 

gathered from questionnaires, to allow the researcher to detect errors of 
interpretation, omission, and commission when analyzing data. 

However, the use of multiple methods, or triangulation, reflects an attempt to secure 

an in-depth understanding of the phenomenon in question. According to Flick 

(2002), triangulation is not a tool or a strategy of validation, but an alternative to 

validation (p. 227). The combination of multiple methodological practices is best 

understood as a strategy that adds rigor, breadth, complexity, richness, and depth to 

any inquiry (Flick, 2002, p. 299). 

In this study, the approach adopted was mixed method rather than adopting all the 

features of triangulation discussed above. The three methods adopted - (1) 

survey/questionnaires, (2) interview, and (3) focus groups - provided multiple 

measures of the same phenomena. The aim was to minimize the weaknesses of both 

qualitative and quantitative approaches by counteracting the threats to validity 
identified in each method (Fielding & Fielding, 1986). At the same time, as the 

multiple methods mutually confirm and validate findings, it provided more lines of 
insight, and a richer and in-depth understanding of the same phenomenon (Mitchell, 

1986; Webb et al., 1981). 

4.3 Research design 

This study used a cross-sectional research design. Such a design has been widely 

employed in employee involvement and organizational commitment studies. 

According to Bryman (1988), this design enables observations to be made, at a 

single point of time, in order to discover the degrees to which variables relate to each 

other. The utilization of this in the present study entails the following advantages: a 
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truer picture of the phenomenon or the relationship between employee involvement 

and organizational commitment as it exists, without having to create ̀ superficial' 

changes to the environment; the possibility of obtaining more information on the 

relationships between employee involvement, organizational commitment and its 

antecedents or correlates at the same point of time; and the possibility of generating 

generalizations about employee involvement or its relationship with other variables 
from the data collected from the sample of study. 

As opposed to longitudinal study design, cross-sectional research design, however, 

lacks the ability to effectively interpret causal processes of a phenomenon that occur 

over time. It is not possible for instance to employ the former to apply a cause-effect 

interpretation for the relationship involving employee involvement and its correlates. 

Should this basis alone be considered in the choice of research design, then it would 

appear more appropriate to employ longitudinal design to the present study. 

However with due consideration of the economic and time constraints associated 

with this research, it was not possible to undertake such a design. 

4.3.1 Selection of companies 

Babbie (1992) outlined five steps in the practice of sampling: defining the 

population, identifying the population, identifying the sample frame, determining 

sample size, selecting a sampling procedure and selecting the sample. An account of 

what has been adopted in the present study with respect to each of these steps, is 

discussed here. 

The sampling frame contained public utility companies in Malaysia, of which there 

are four. Three companies from these four were chosen on the basis that they comply 

with the researcher's requirements; that is, companies adopting the EI programmes 

of both quality circle and employee share ownership schemes. One of those 

companies deals in electricity, another deals in gas, and the last, with 

telecommunications. These companies are similar in the respect that all of them are 

large companies which were once government organizations but privatized between 
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the recession from 1992-1996. The workforce of each of these companies is about 

20,000 employees - 20,000 in the electricity supply company, 19,000 in the gas 

company and 22,000 in the telecommunications company - with a majority of 98 per 

cent Malays in all three organizations together. This represents a typical government 

organization. Despite Malaysia being a multiracial country with Malays the majority, 

then Chinese and the minority being the Indians, organization such as these are more 

likely to be made up of Malays. These companies have another common 

characteristic in that they are technical companies with most staff having engineering 

backgrounds. Also, the majority of management is dominated by men, and women 

occupy the lowest ranks of the hierarchy. 

At the time the research was conducted, quality circles were widely adopted by both 

private and public companies, and spread all over Malaysia. Nevertheless, employee 

share ownership was a new phenomenon then. Only government owned public 

companies that were undergoing the process of privatization had issued shares to 

their employees. At that time of the research, only these three utility companies were 

privatised from originally government owned public utility companies, and were the 

only companies that issued employee share ownership. With that criterion, they met 

the researcher requirements for a research site which adopted both financial and task 

participation, namely employee share ownership and team working/quality circles. 

These companies are situated in the Kuala Lumpur Federal Territory, the capital of 

the country. The research was conducted within a three months period, between 

November 1996 and January 1997. 

4.3.2 Company accessibility 

With large organizations, it is important for a researcher to demonstrate competence 

and legitimacy within that organization network. To obtain a measure of legitimacy, 

the researcher obtained references and recommendations from various key personnel 

prior to approaching the organizations. Permission for the investigation required a 

formal letter, which was an introduction letter from the researcher's supervisor and 

the researcher's personal introduction letter, both printed on the official stationery of 
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the Human Resource Management Department, University of Strathclyde. With 

those endorsements, the individual companies were contacted. 

The researcher first established a network of contacts within these companies from 

the UK before leaving for fieldwork in Malaysia. Contacts were made initially by 

sending the introduction letter. Secondly, the researcher made many phone calls to 

follow-up on the companies' human resource senior managers. The reason that the 

follow-ups were made from a distance was because the researcher was studying in 

the UK. The request was warmly welcomed by the HR senior managers, and access 

to the company was permitted. 

Similarly, during visits, the companies were very cooperative in responding to the 

requests for access to their employees. Nevertheless, at times the researcher needed 

to do some networking within the company in order to gain access to some senior 

management officials. The formal letter of introduction from the supervisor had been 

useful in getting access to some of these high ranking officials. At the end of the 

survey period, the researcher was allowed access to interview the lower level 

employees, the middle managers, the top senior management, including the chief 

executive officer (CEO) and some directors. The researcher was always treated 

cordially and arrangements were very good for the overall three-month period of 
fieldwork with the companies. This warmly welcome could be because of it is not 

very often for these companies to receive researchers, especially from Phd students. 
Or perhaps they are supportive of PhD students doing their research. Most of the 

companies showed their interest in the study, and one of the companies requested 

that a summary presentation be made to them upon its completion. 
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4.3.3 Population 

The target population of the study is the Malaysian workers from the three biggest 

utility companies in Malaysia that had introduced financial and task-based (quality 

circle) employee involvement schemes to their employees. It was the intention of the 

researcher to include all levels of staff, the senior managers and middle managers, 

and workers. As the study investigated gender issues, the researcher tried to reach 
both female and male workers. The researcher was, by this means, able to explore 
the likelihood that different levels and genders within the organization were 

concerned with different issues, or viewed issues in a different manner. 

4.3.4 Sampling design 

In modem sampling theory, two categories of sampling design are available: 

probability sampling and non-probability sampling. In probability sampling, each 

sampling unit has an equal, non-zero chance of being included in the sample. In the 

non-probability sampling, there is no way of specifying the probability of each unit's 
inclusion in the sample, and there is no assurance that every unit has the same 

chance of being included (Frankfort-Nachmias & Nachmias, 1996). 

For this study, within each company systematic random sampling was conducted. 

The researcher requested the list of salary records of the employees, as this record 

consisted of all employee names of the company and that record was used as a 

sampling frame. Human resource managers of these companies used this sampling 

frame to select respondents using systematic random sampling. A total of 1280 

questionnaires were personally delivered by the researcher to the heads of human 

resource management in each organization. The population of each was around 

20,000 employees, in total the population for this study was 60,000 employees. In 

order to obtain 10 per cent of this population, the researcher would have needed to 

send out at least 6,000 questionnaires. This number was too big in term of costs and 

time for the company to manage. In fact, the human resources managers did request 

a manageable number of questionnaires only. The final breakdown was 400 
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questionnaires for the gas company, 430 questionnaires for the electrical company 

and 450 questionnaires for the telecommunications company. 

The researcher decided that the respondents should consist of random samples of 

managerial and non-managerial employees, such as senior managers, middle 

managers and workers. For reasons of time and cost limitations, it was thought 
impractical however for the researcher to opt to include all employees in the 

companies. Managerial levels were included specially to understand the reasons for 

implementing EI; for similar reasons, both managerial and non-managerial level 

employees were included, to investigate their attitudes towards EI schemes 
introduced by the companies. Similarly, the researcher decided to include both 

managerial and non-managerial employees to study gender differences or similarities 
in attitudes towards EI and in relation to organizational commitment. Nevertheless, 

the researcher emphasized including women at the managerial level as the researcher 

realized that women tend to be fewer in number as they get higher on the companies' 
hierarchical levels. 

4.4 The quantitative phase 

According to Parasuraman (1986) quantitative research is a type of conclusive 

research, descriptive and causal/experimental, which involves large representative 

samples and fairly structured data collection procedures. Since this study seeks to 

generalize the results from three Malaysian companies to others with similar 

characteristics (e. g., large, non-western, former public sector organizations), a 

quantitative approach was adopted. The research sample for the survey research had 

to be representative, controllable and sufficiently large for statistical generalization. 
Moreover, any questionnaire measure used to produce a quantitative estimate of the 

key constructs being measured had to be reliable (Babbie 1990; Fink 1995). This 

section addresses these concerns. 
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4.4.1 Survey questionnaire 

A survey questionnaire is a method of collecting information by putting a set of 
formulated questions in a predetermined sequence in a structured questionnaire to a 

sample of individuals drawn so as to be representative of a defined population (Cox, 

1979). The survey method allows for the use of statistical techniques in which the 

characteristics of the population could be estimated from a small representative 

sample group. Survey data are collected using a set of questions directed to 

respondents. A well-designed questionnaire is therefore necessary for obtaining 

accurate and useful data. In studying employee involvement, various options with 

regard to the level of analysis are possible - the industry, organization or individual 

firm, and the individual. In this study, the individual employee was the unit of 

analysis. 

4.4.2 Development of the questionnaire 

The measures used in the questionnaire were mostly adopted and modified from 

several established sources. The measure for organizational commitment was 

adapted from the Organizational Commitment Questionnaire (OCQ) (Porter, 

Mowday & Steers, 1974). This has been commonly used in empirical studies, by 

both Porter, Mowday and Steer's (1974) and more recently by Allen and Meyer 

(1990). Hackett, Bycio and Hausdorf (1994) and Allen and Meyer (1990) have 

offered statistical evidence supporting the belief that the OCQ represents a uni- 
dimensionally affective-based measure of organizational commitment. 

For measuring job satisfaction, the items developed by Warr, Cook and Wall (1979) 

were used. Nine items were used to represent satisfaction with extrinsic and intrinsic 

job factors (refer to questionnaires in Appendix II, page 8: no. 1,2,3. Page 9: no. 
13,14,15,16,17,18) For `intention to stay', which represents the consequence of 

organizational commitment in this study, three items were developed by Keller 

(1984) (refer to questionnaires in Appendix II, page 8: no. 7,8, page9: no. 9). For 

measures of reasons for working, the item developed by Martin and Roberts (1984) 

117 



was used (Appendix II, page 12 Q. 11 except: `to be respected' and `make social 

contribution by the work you do'). 

With regard to attitudes towards EI most of the measures included in the 

questionnaire were taken from existing sources, although, some were developed by 

the researcher because not all items in the available literature matched with the focus 

of this study. Measures taken from the literature were as follows. For quality circles, 

two items on `greater say over workplace issues' from Kochan et al, (1985) 

(Appendix II, page 3: no. 2,4); four items on `increased satisfaction and commitment' 
from Mohrman, et al., (1986) ( Appendix II, page 3: no. 3,12,14,15); five items on 
`lack of management support' from Collard and Dale (1989); (Appendix II, page 2: 

no. 5,9,10) and one item on `team approached' from Guzzo and Waters (1982) 

were used (Appendix II, page 3: no. 1). 

It was also necessary to consider the meaning of EI for employees in their specific 

organizational context. This necessitates some consideration of orientations to work 
(Brown, 1992; Daniel, 1969; Gerth and Mills, 1991; Goldthorpe et al., 1968; 

Silverman, 1970), which enables the study to focus on the reasons employees give 
for working, as well as their perceptions of the organization for which they work and 

management attitudes to EI. Robertson and Wilkinson (1991, p. 410) also suggested 
that, in evaluating the meaning of EI, greater attention needs to be paid to aspects of 

structure and process elsewhere in the workplace. Through this approach, the results 

gained from attitude surveys can be related to studies of employee involvement and 

participation, and can aid our understanding of its potential impact on employee 

commitment to organization. 

From Goldthorpe et al. (1968), Daniel (1969), Silverman (1970) Gerth and Mills, 
(1991) and Brown (1992), several reasons for management's interest in EI were 

identified, for example, getting people to work harder, improving efficiency, and 

enhancing employee satisfaction. Items were then developed to reflect these themes 

and included in the questions measuring employee perceptions of why management 

adopt EI. The items were: `it makes people work harder', `it gets the employees 
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involved in management decision making', `it promotes better communication 
between employee and management', and ̀ it gets the employee to feel committed to 

the company' (Appendix II, page 5: no. 7,9,11,12). 

For employee share ownership, items drawn from the literature were as follows: one 
item on `them and us' from Kelly and Kelly (1991); one item on `join for 

investment appeal' from French (1987); one item on `greater involvement in 

decision making' from Long (1981) and French (1960); three items on `satisfaction 

and commitment' from Poole and Jenkins (1990), French (1987), French and 
Rosenstein, (1984), Tannenbaum et al (1984) and Long (1978a, b, 1980), and one 
item on `improve the degree of communication with management' from Poole and 
Jenkins (1990) (Appendix II, page 5: 2,5,6,9,10,11). 

The items developed for the purposes of this study regarding attitudes to EI were as 
follows: 

For participants in QCs: 'I dislike managers taking all decisions', ̀ I feel a 

duty to serve the programme', ̀ I can't sit back if by pushing I can achieve 

something', `a chance to get something done', `my manager is open to 

employee suggestions, ' 'I can on my supervisor as a circle leader, ' `I have 

confidence in my section when it comes to getting the job done', `I gain more 

knowledge, "I like the idea of getting chance to compete among the other QC 

teams' (Appendix II, page: 3) 

For non participants in QCs: this list mostly contained the oppositely 

worded questions of the above except: `I can't attend meetings outside 

normal hours', `I don't normally have much to contribute, `I haven't had the 

time yet to join', `it doesn't actually do anything useful', `It is just another 

management fad, it won't last, ' `it takes too much work', `I feel managers 

should do the decisions, ' `only men are listen to in QC, ' only women are 

listened to in the QC. ' (Appendix II, page: 2: no. 3,4,6,7,8,12). 

For participants in ESOS: ̀I think it is something for nothing', `it is too good 

an opportunity to be missed', `it makes my work more challenging' 
(Appendix II, Page: 7-8: no. 3,11,12). 
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For non participants in ESOS: ̀I plan to leave the company soon', `I will be 

in a retirement plan soon', `I don't understand how it works', 'I prefer to 

invest outside the company', ̀ only men are encouraged to join', only women 

are encouraged to join' (Appendix II, Page: 6-7: no. 1,2,5,6,11,12) 

These items were combined to create several scales representing attitudes towards 

EI; the reason for QC non-members not participating; the reasons for QC members 

participating; the reasons for ESOS non-members not participating; and the reasons 

for ESOS members participating (see Appendix II,, Page: 2,3,6,7). An attitudinal 

scale is an instrument that should be robust enough to produce information or data 

eligible to be statistically interpreted. In determining the type of scales to use in this 

study, the level of measurement and desired statistical tools were considered. There 

are three major types of attitude scales according to Kerlinger (1964), namely, 

summated rating scales, equal to appearing interval scales, and cumulative scales. A 

summated rating scale is also known as a Likert-type scale, which is a set of attitude 

items, all of which are considered of approximately equal attitude value (Kerlinger, 

1964). A Likert-type scale was considered appropriate for this study, as the scales 

allow for the intensity of attitude expression - respondents can merely agree or they 

can strongly agree or disagree. The main advantages of this Likert-type scale are that 

it has greater variance results, and it has five or even up to seven responses. Hence, 

the Likert-type scale was used extensively in this research. 

For this Likert-type scale, each item in the questionnaire is scored arbitrarily on 1 

(strongly disagree) to 5 (strongly agree), so that the greater the score, the higher the 

agreement. For example, a scale of employees' opinion about quality circles that has 

15 items is scored on 1 (strongly disagree) to 5 (strongly agree). When the item 

scores are summed (by adding the numerals assigned to responses), the sum 

represents a meaning that can be ascribed to an opinion/attitude towards quality 

circles. The higher the summated score, the more positive or negative (depending on 

how the questions are structured) is the opinion/attitude towards quality circles. 

Once the level of measurement has been established, appropriate statistical tools can 

then be applied to produce data useful for drawing meaningful conclusions. 
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The final questionnaire used in this study consisted of 87 items. These items 

represented the constructs shown in Table 4.1. 

Table 4.1 Questionnaire constructs and items 

Abbreviation Item descriptions Source Items 

QCRNM 

QCRMM 

Reasons for QC non-members not Mohrman, et al. (1986) 

participating 
Reasons for QC members 

Kochan et al. (1985) 

Guzzom and Waters (1982) 

participating 

12 

12 

FSOPN Opinion about ESOS Kelly and Kelly (1991) 11 

Poole and Jenkins (1990) 

FSRNM Reasons for ESOS non-members Long (1981) 11 

not participating French (1987) 

FSRMM Reasons for ESOS members 11 

participating 

PCEFFSCH Views about effects of financial 10 

scheme 
OC Organizational commitment Porter, Mowday and Steers (1974) 10 

Keller (1984) 

JS Job satisfaction Warr et al. (1979) 10 

LACKSUPP Lack of management support Collard and Dale (1989) 3 

RESWORK Reasons for working Martin & Roberts (1984) 6 

4.4.3 Translation of the questionnaire 

Survey questionnaires were conducted in English and Bahasa Malaysia (Malaysian 

language) (see Appendix II). The original English version questionnaire was used for 

the managerial level, whereas the Bahasa Malaysia version was used for the 

workers' level. The questionnaire had to be translated to the Malaysian language for 
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the workers because their educational standard was too low to enable them to 

understand good English. Hence, they felt more comfortable answering in the 

Malaysian language. 

Before it could be administered to employees in Malaysia, it had to be translated into 

Bahasa Malaysia. For this purpose, a university lecturer who is competent in both 

languages translated the questionnaire into Bahasa Malaysia. The translated version 

was then given to another lecturer to back-translate into English. Comparison was 

made between the back-translated and the original versions of the questionnaire. 
Some corrections were made on those items that did not represent the original 
English version when back-translated. 

4.4.4 Pilot testing of the questionnaire 

A pre-test generally refers to testing one or more aspects of the study design, which 
includes the sample design, the research instrument, the data collection, data 

processing, and data analysis. Pilot studies are important, as they are considered a 

miniature sample of the entire study design. Ideally, conducting a pilot study that 
involved all aspects of study design mentioned above would be the best thing to do 

in survey research. However, practically, this is seldom accomplished simply 
because of constraints, particularly with respect to time and economic 

considerations. Similar limitations characterized this research. The pre-test stage in 

this study thus only encompassed the testing of the research instrument, i. e., the 

questionnaire. 

According to Moser and Kalton (1996), there are several purposes of pre-testing the 

research instrument. It avoids investing a large sum of money and effort, only to 

realize later that it fails to accomplish the research objectives, due to unforeseen 

error. It also allows the detection of any bugs or weaknesses, whether in its format, 

phrasing of the item measures, or administration of field work. 
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Nevertheless, the most significant aspect of pre-testing the questionnaires is what 
Bryman (1993) and Nachmias and Nachmias (1997) mentioned concerning the 

question of validity. Although construct validity subsumes all categories of validity, 
face validity is a primary concern in pre-tests of questionnaires as this is about 

whether the participant understands the questionnaires. It addresses why respondents 

should be motivated to respond to it, what motivates them to do so, and generally 

whether participants think it is an appropriate questionnaire. Face validity is about 
how to measure what one intended to measure, wether the researcher believes that 

the instrument is appropriate (Bryman, 1993; Nachmias & Nachmias, 1997). 

Obviously this approach of establishing validity is highly judgmental and prone to 

bias, as there is no precise procedure to evaluate the instrument (Nachmias & 

Nachmias, 1997) and especially when the concept itself is complex and fuzzy 

(Bryman, 1993). Content validity is related to face validity. It is however, also a 

subjective measure and does not constitute a scientific measure of survey instrument 

accuracy. It is rather an organized assessment of survey contents by a reviewer who 

has some knowledge of the subject matter. Despite the weakness mentioned, this 

type of validity serves as a good foundation for establishing further supporting 

strength in an instrument's validity. 

In this present research, pre-tests of the questionnaires were conducted twice: firstly, 

with the initial prepared English language version, and secondly, with the translated 

Malay language version. The pre-test of the English language version of the 

questionnaire was carried out on a sample of 25 Malaysian students of both men and 

women who were pursuing postgraduate degrees in the United Kingdom. In 

Malaysia, these students work in Malaysian companies. These students were chosen 
from those who only had some exposure to at least one of the employee involvement 

schemes being studied in Malaysia, such as quality circles. The Malaysian Language 

version of the questionnaire was carried out on some of the lecturers in the National 

University of Malaysia. 
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A number of meaningful comments resulting from this pre-test helped the researcher 
to improve on the questionnaire. These included suggestions related to not only the 

clarity of the questions posed, but more important than this, certain aspects of the 

employee involvement schemes. As an example, one suggestion was to include time 

as one of the main constraints for employees to participate in quality circles in 

Malaysia. The researcher then added this point into the questionnaire. The need for 

specifying a realistic return time also was realised. The pilot respondents were told 

they were given a two week period, but only seven respondents met this time frame, 

and the rest took almost three weeks. 

4.4.5 Administration of the survey 

The questionnaires were personally delivered by hand by the researcher to the 

human resource (HR) manager of each company. All these companies kept a 

confidential record of the names of their employees. The researcher could only 

advise the HR manager of each company to choose at random the name of 

employees to complete the questionnaire from the list of names available. They were 

requested to distribute the questionnaires by pre-selecting respondent using 

systematic random sampling for the employees in their respective organizations. To 

ensure the survey questions were answered, the purpose of the study was explained, 

and at the same time employees were assured of complete confidentiality. This 

message was included in a personal introduction letter. The introduction letters were 

written in Malaysian national language, which is Bahasa Malaysia. 

The breakdown of questionnaires sent out in each company was as follows; 450 to 

the telecommunication company, 430 to the electric company and 400 to the gas and 

petroleum company. A period of three weeks was given to return the questionnaires, 

because results from the pilot test suggested that 2 weeks was not long enough. The 

respondents were asked to complete the questionnaires on their own, take them 

home, fill them out, and then mail their questionnaire to the researcher's address in 

Malaysia. A self-addressed stamped envelope was included with the questionnaire to 

encourage respondents to return the questionnaires. 
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4.4.6 Reliability and validity 

The essential characteristic of measurement that must be considered to establish 

whether an instrument is appropriate or useful is reliability. To have a reliable 

measure of an attitude, the instrument developed should be able to withstand 

replication when used in other contexts, and be able to produce consistently similar 

results. As Bailey (1982) put it, reliability is a matter of whether a particular 

technique applied repeatedly to the same object would yield the same result each 

time. According to Nunnally (1968), repeatability of measurement is a fundamental 

necessity in all areas of science. A good estimate of the reliability coefficient is 

important, as it provides a useful index of the extent to which results of the 
instrument can be trusted in basic research (Nunnally, 1968). 

Some error is involved in any type of measurement. This error can be in the form of 

systematic bias. Reliability is assessed by determining the proportion of systematic 

variation in a scale. This is done by determining the association between scores 

obtained from different administrations of the scale. To the extent to which 

measurement error is slight, a measure or an instrument is said to be reliable. In 

statistical terms, the concept of reliability refers to the degree of accuracy of the 

estimate of the true score in a population of objects to be measured. 

Cronbach's coefficient alpha is a test of the consistency of respondents' responses to 

all the items in a measure. Cronbach alpha coefficients are based on item-total 

correlations. To the degree that items are independent measures of the same concept, 

they will be correlated with one another (Sekaran, 1984). According to Rust and 

Golombok (1989), Cronbach's mathematical model is very well developed, so that it 

is able to make its increased conceptual clarity and practical precision available to 

psychometrics. It is suggested that internal consistency reliability coefficients 0.70 or 

above are acceptable for basic studies for basic investigations of a human judgment 

type (Nunnally, 1978; Rust & Golombok, 1989). 
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Table 4.2 summarizes the reliability coefficients for the scales used in this study. The 

results show that almost all the scales employed in the present work have Cronbach 

alphas above . 70, with the majority above . 80. Only opinion about the employee 

share ownership scheme needs to be further improved. Therefore, it can be stated 

with confidence that the reliability of the measures is acceptable in the present work. 

Table 4.2 Reliability analysis of questionnaire scales (Cronbach alpha 

coefficients) 
Abbreviation Item descriptions Cronbach alpha 

QCRNM Reasons for QC non-members not participating 0.88 

QCRMM Reasons for QC members participating 0.87 

FSOPN Opinion about ESOS 0.64 

FSRNM Reasons for ESOS non-members not participating 0.75 

FSRMM Reasons for ESOS members participating 0.85 

PCEFFSCH Views about effects of financial scheme 0.83 

OC Organizational commitment 0.80 

JS Job satisfaction 0.77 

Validity refers to the extent to which the indicators accurately measure what they are 

supposed to measure (Hair et al., 1995). In order to secure the validity of the 

questionnaire, four experts in the area of quality circles from the National University 

of Malaysia were involved in the pilot studies of this research, pre-test the research 
instrument i. e., the questionnaire. The experts were chosen from human resource 

managers of four companies that were recently, at that point of time, engaged in an 

employee share ownership scheme. 

Although factor analysis is necessary to establish whether the scales are measuring 
distinct constructs, the researcher chose not to conduct a factor analysis due to the 

small samples (less than 300). Tabachnick and Fidell (1996) mentioned that 

correlation coefficients tend to be less reliable when estimated from small samples, 

with sample sizes of 300 considered good, 500 very good and 1000 as excellent 
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(p. 640). In the present study, the data available was from 271 responses, an overall 

response rate of 21 per cent. The response profile was acceptable despite the 

response rate not being high. It was representative of the population of the three 

companies' employees; that is, it represented adequately the three companies, all 
levels of hierarchy in the company from top management, to middle management 

and the workers' levels as well as both genders. This representativeness is shown by 

the sample profile of the respondents in Chapter 5, Table 5.1. The distribution of 

men and women is comparable for age, marital status, and years of tenure (between 

10-20 years). Regarding the non-response rate, this was most likely to occur at the 

workers level and for women even though women were a larger proportion of the 

total population. Plausibly, this may have been because the workers' level in 

Malaysia is not familiar with answering academic surveys of this kind. Women also 

made up a larger proportion of the workers level. The researcher could only carry out 

a limited number of follow-ups with the HR department of each company due to 

time constraints. 

4.5 The qualitative phase 

Interviews with management provided rich descriptions that enabled a deeper 

understanding of the issues surrounding gender variations in employee attitudes 

towards employee involvement schemes. Interviews may result in more accurate and 
honest responses since the interviewer can explain and clarify both the purpose of 

the research and individual questions. Moreover, the interviewer can follow up on 
incomplete and unclear responses by asking additional probing questions. 

While interviews were the method used to research middle management, focus 

groups were used at the workers level, especially for women employees. The 

researcher anticipated that interviews would not generate much open discussions 

among Malaysian lower level workers, as it is not very common for this level of 

employee to be exposed to interviews by researchers. The non-threatening and 

permissive environment of a focus group is especially useful when working with 

categories of people who have historically had limited power or influence (Morgan 
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& Krueger, 1988). A focus group is a small group of participants selected from a 

well-defined target population, mainly to discuss a set of pre-selected topics under 
the guidance of a moderator. It is also considered complementary to sample surveys, 

a method designed in advance to yield qualitative research perspectives on the topics 

under investigation (Morgan & Krueger, 1993; Wolff et al., 1993). According to 
Wolff et al. (1993), incorporating focus groups into an integrated research design 

with a major sample survey component can enhance the quality of the resulting 

analysis and the confidence that can be placed in it. Van Maanen (1982) also 

suggested that a qualitative approach could produce a description of a given reality 

and the truths it contains and Rudestam (1992) suggested that qualitative methods 

are especially useful for the generation of categories of understanding human 

phenomena and the investigation of the interpretation and meaning that people give 

to events they experience. 

4.5.1 Trust and sensitivity 

Employee involvement is a scheme of common tools being practiced in large 

organizations. As such, the issues surrounding the subject can be highly sensitive. As 

an example, issues surrounding employee share ownership schemes (ESOS) in one 

of the companies under study had caused some difficulty in accessing some 
information. While this study was conducted the company had been receiving some 

generally unwarranted, negative media publicity on their employee share ownership 

scheme. The impact was that it caused trouble for some managers, so they had 

difficulty in sharing information regarding the ESOP with the researcher. 

It was therefore essential to use some of the techniques described by Lee (1993) 

when dealing with behaviour, attitudes and beliefs, which the respondents may not 

wish to admit. In relation to this study, as an example, the respondents were shown, 

at the beginning of the interview, some descriptions which were phrased in a way 

that precluded any individual being identified. As this research was especially 

sensitive when drawing out attitudes on gender, the creation of trust, confidentiality 

and integrity were the major factors leading to the researcher's success in generating 
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useful responses giving assurances about confidentiality and the academic nature of 

the research, as well as building rapport by creating awareness of the interviewer's 

knowledge of the schemes, issues surrounding them, as well as gender issues. During 

the interviews, the respondents' views were not challenged and no hint was given of 

the researcher's view, but clarification was asked for where necessary, along with 

examples or supporting evidence. As Hosseini and Armacost (1993) have 

demonstrated, the very presence of a researcher can lead to intensified social 

desirability effects or non-response, so the interviewer had to tread a fine line 

between neutrality and naivety. 

4.5.2 Interviews with management levels 

The interviews addressed several common gender themes in the workplace, namely, 

perceptions regarding women in the workplace (whether women are the same or 
different from men), women bosses, women and commitment, and women and their 

experience in the workplace (differential treatment, stereotyping, reasons for 

working, and domesticity). They also allowed an analysis of the extent to which 

organizational variables and individual variables moderate employee involvement 

outcomes, as well as perceived superiors' support. In this study, interviews were 

conducted with the managers, from middle management right up to the Chief 

Executive Officer. 

The objectives of the interviews with top management and management levels were 

to gain an in-depth understanding of theories, attitudes and assertions. They are what 
Eden et al. (1983) have said are an understanding of causalities. Fontaine (1989) 

prefers the description perception, being the process by which we define, give 

meaning to, interpret or make sense of the world around us. Easterby-Smith et al. 
(1993) described a situation in which people view the world not as real, but as a 

social construct. To investigate that world, researchers must attempt to understand 

the meaning people put into this world rather than to measure the perceived ̀reality'. 

For that reason, the researcher adopted personal or face-to-face interviews (Dutka & 

Frankel, 1993). This type of interview is able to obtain valid data on attitudes, likes 
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and dislikes, and personal satisfaction. Before the interviews began, the questions 

were tested for clarity on several doctoral students. Contact with interviewees was 
first established through a variety of channels, including telephone calls, letters, 

personal or third-party introductions. 

Another reason for using the interview is that if the initial response to a question is 

not clear to the interviewer, the answer can be probed. The interviewer can use 

explanations or examples if the question is not clear to the respondent. There is 

comfort to the respondent to know that he/she is being asked the same set of 

questions as other people of the same or different gender, religion or race. For 

example, during one interview, the researcher obtained a detailed description from 

two women managers of how they have managed and been managed over a number 

of years, have been exposed to sexual harassment, and have felt disadvantaged at 
their so-called senior level, at the highest level in the organization hierarchy. The 

researcher is culturally sensitive or at least culturally aware, being a Malaysian 

herself, as well as having mixed with many different types and levels of people in 

her working life. She has developed a substantial ability to build rapport with a wide 

variety of individuals, as may be seen from some of the answers given in the results 

section of this thesis. 

Nevertheless, the researcher is aware that socially desirable responses might affect 

behaviour, as an interviewer might affect the interviewee. As an example, the 

researcher being a woman interviewing men in male-dominated companies might 
itself elicit socially desirable responses, especially as a female Muslim researcher, It 

was anticipated that being a woman and `covered' could be a problem when 
interviewing a male, especially as gender was part of the study. This is because 

being `covered' might be seen from a man's perspective as someone who has her 

own values on the subject of gender. Surprisingly, in the researcher's experience, she 

did not face much difficulty; instead she received supportive responses. It is 

proposed that the researcher portrayed herself in such a way that gained the respect 

and confidence of the respondents. Communication skill, knowing the subject area 

well, as well as appropriate dress, helped to gain the confidence of the respondents. 
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It could also be argued that Malaysian working life, especially at middle managerial 
levels and above, is open enough to being neutral in responding to women 

researchers, partly because most managers are graduates. It is also possible that 

because the majority of the working population of these companies was Malay (98 

per cent), and all Malays are Muslim, that it was not out of place for the researcher to 

be a Muslim woman. 

The interview schedule was semi-structured. In total, there were 37 interview 

participants, 27 of whom were male and 10 female, in the three utility organizations 

in Malaysia. The study takes into account several vantage points, including 

managers' motivation in introducing the employee involvement schemes, managers' 

attitudes towards employee involvement schemes, and whether there are gender 

differences or similarities. The interviewees included the Chief Executive Officer, 

the Head of Human Resource Management, the senior managers, and middle 

managers. 

Dutka and Frankel (1993) have demonstrated that occasionally bias is introduced by 

respondents who fear that others in power will become aware of their attitudes. 
Hence steps were taken by the interviewer to ensure that all respondents felt assured 

of confidentiality. This was done by getting employees' permission to record the 

discussion before the start of each session and confidentiality was explained and 

stressed at all times. No personal information was taken from employees 

participating in the discussions, therefore there was no way in which respondents 

could be identified. The result was that, on balance, the interviews yielded robust 

and rich information, which Campbell et al. (1982) contend is the role of research 
data gathering. 

The researcher used a tape recorder. There were no objections from employees 

participating in the discussions to its use. Most respondents felt comfortable when 

this was suggested, with the exception of two cases, where both were managers 

retiring from their present posts. In these cases, notes were taken on paper, and were 

transcribed in full to a word processor. The transcription was done on the day of the 
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interview. The note-taking was intended to be an accurate record of the words used 

rather than to summarize the meaning of the answer. This was to minimize potential 
bias in interpretation. The interview was semi-structured and was designed to add 

richness and in-depth coverage of the same phenomenon; to provide more insight 

into the research objectives, especially issues pertaining to gender. The interview 

was in a way a semi-formal guided conversation, where the researcher/interviewer 

sets the general parameters for responses, constraining as well as provoking answers 

that are germane to the researcher's interest. The pertinence of what is discussed is 

partly defined by the research topic, where interview questions were designed in 

such a way that most of the questions were taken from the main questionnaires, and 

partly by the substantive horizons of the ongoing interview exchange. Hence, despite 

the researcher trying to obtain objective information from the interviewee, the 

researcher realized that her subject lies in the construction of meaning behind the 

respondent. 

4.5.3 Focus groups with non-management levels 

Similarly to the interview, focus groups played an important role in the qualitative 

phase of this study, particularly for women at lower levels of the organization. Focus 

groups are especially important as the study also focuses on issues surrounding both 

participation and non-participation on employee involvement schemes. It was 
intended to analyze the extent to which organizational variables and individual 

variables moderate employee involvement outcomes, and perceived superiors' 

support was chosen as one of the variables in this study. 

The reason focus groups were used was because the researcher had anticipated that 

interviews would not generate much open discussion among the lower level workers. 
Malaysian lower level workers are seldom interviewed by researchers, hence, they 

would not find themselves at ease with such a "formal" method, and they would be 

more responsive within a group interview, where they would feel more "informal" 

and more comfortable having company in the discussion. According to Newman 

(2003) focus groups are applicable for the workers level where focus groups can 
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open-up their views, as it takes place in a group setting and people feel that they are 
informally `interviewed'. The focus group, therefore, was best suited for probing 

gender issues at lower levels. The focus group interview is especially useful when 

working with categories of people who have historically had limited power and 
influence, when conducted in a non-threatening and permissive environment 
(Morgan & Krueger, 1988). Similarly, in this study, the researcher found it was 

useful working with the lower level women, who are labeled in feminist literature as 

the disadvantaged group. According to Murdoch and Pratt (1993) and Cloke and 
Little (1997), it has been emphasized by feminist researchers that the voice of 

women in lower levels tends to be neglected in social research, so the use of a focus 

group is the method that could help them be heard. 

In total, 39 respondents, 21 female and 18 male, participated in the focus groups in 

three different organizations. Some groups consisted of only four members while the 

largest had five participants. These sizes are within the range recommended in the 

literature (Greenbaum, 1998) with the variation reflecting women's availability. Focus 

groups ran for two hours, which reflected the need to balance having sufficient time for 

discussion of issues against moderator and participant fatigue. 

In selecting the participants, the researcher focused on women or men who had 

demonstrated some willingness to participate in a discussion of employee involvement 

schemes, and this could include both participants and non-participants. The human 

resource staff provided assistance in locating suitable and available women and men. 
The researcher decided to have mixed sex groups in each focus group to avoid any 

feeling of suspicion among the respondents that the researcher was trying to `fish' 

about gender issues that could have a negative impact on the harmony of the company. 

Nevertheless, due to the department composition, one of the groups was composed of 

male technicians only as there was no woman available, and another comprised women 

clerks only as no men were available. 

Similar to the interview, steps were taken by the interviewer to ensure that all 

respondents felt assured of confidentiality. Permission to record the discussion using 
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tape recorder before the start of each session and confidentiality was explained and 

stressed at all times. Socio-demographic information was not taken from the focus 

groups, therefore there was no way in which respondents could be identified. The 

researcher also used a tape recorder. There were no objections from employees 

participating in the discussions to its use. 

One limitation observed by the researcher while conducting the focus group was that 

discussions amongst employees who knew each other could potentially impede the 

degree of freedom that employees felt in expressing their views. As an example, in 

one of the group sessions, one of the workers was concerned that some disclosure to 

a higher level might occur from the members of the focus group. To avoid such a 

problem, especially when working with sensitive issues, the researcher had made 

plans to both encourage appropriate disclosures and discourage disclosures beyond 

the legitimate aims of the research. Nevertheless, beyond the researcher's 

expectation, in most of the focus groups, the researcher found that employees readily 

talked about a wide range of personal and emotional topics. The researcher did 

observe that women only and men only groups tended to talk more in depth about 

the opposite sex. Women showed concern about authoritarian managerial style from 

their male superiors and men talked about their disapproval of women technicians or 

engineers. Nevertheless, these views also persisted in mixed groups as well, except 

that these views were expressed in more detail in single sex groups. Another 

noticeable feature from the focus groups was that age was not a barrier for 

respondents to participate. The age of participants ranged from a junior clerk in their 

early twenties to a senior clerk in their forties. It appeared that the junior could speak 
freely of their opinions in the presence of senior peers. Furthermore, the issues raised 

and concerns were similar across ages. 

In the researcher's experience, the focus groups enabled the researcher to find out as 

much as possible about participants' experiences and feelings in relation to the 

research subject. Morgan (1988) mentioned that the ideal focus group would be one 
in which the initial question caught the interest of the participants who would then 

go on to deal with the topic exactly as the researcher would have wished, without 
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intervention. Nevertheless, to avoid conformity, the researcher always strived to 

create an open and permissive atmosphere, in which each person felt free to share 
her or his point of view. At the same time, the researcher always stressed that she 

wanted to hear about a range of different experiences and feelings, and more and 

more questions were being used to probe the topic of discussion, for a subsequent 

point of view. The researcher also showed a genuine interest in learning as much as 

possible about their experiences and feelings; in general, conformity was seldom a 

problem. Another potential problem was that it would be very difficult to determine 

the extent of such bias in this situation, and for the sake of the analysis, the 

assumption must be that employees were being open and honest. As mentioned, the 

use of both quantitative and qualitative instruments should serve as further checks in 

detecting bias. 

The focus group is often cited as an advantageous method for saving time and 

resources (Krueger, 1988; Stewart & Shamdasani, 1990). The researcher's 

experience was that this is not necessarily the case. It can be time consuming, as in 

the process of conducting the initial groups; huge personal resources were demanded 

of the researcher, drawing people in, keeping the discussion flowing and on track, 
building relations between the members, and the researcher as well as among group 

members. This time and attention, however, were not without reward, for both 

researcher and participants. 

Among the obvious rewards of the focus groups that came about from this study are 

that focus group involvement can make what is invisible regarding women's reasons 

for not participating in employee involvement schemes, visible, and the illustration 

exemplifies how focus group participation caused women to make connections 
between their own individual experiences and the experiences of others. Even with 

the mixed group of female and male workers, they were able to discuss their 

attitudes towards EI without much difficulty. In fact, male and female opinions about 

women managers were in conformity; both male and female workers suggested that 

men make better managers than woman. As mentioned by Kitzinger and Farquhar 
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(1999), the focus group method is that group process which can help to explore and 

clarify views in ways that would be less easily accessible in a one-to-one interview. 

Again, similar to the interview, it is a semi-formal guided conversation, the purpose 
being to add richness and depth with regard to the research topic. The discussions 

were within the parameter of survey questions, with more emphasis on gender 
issues. The discussions were recorded and data transcribed and then analyzed using 

conventional techniques. The researcher acted as a moderator, who prompted and 

probed discussions. 

To ensure that the focus group was productive, the researcher ensured that 

distractions from work were kept to a minimum by requesting a proper venue. Most 

of the time, focus group discussions were conducted in meeting rooms with 

refreshments served. In order to enable full participation, the researcher encouraged 

quiet participants, discouraged talkative ones, and was aware of sensitive or ethical 
issues. Overall, the researcher experienced personal closeness among and with 

respondents. The `naturalism' of the discussions was observed with jokes, arguing, 

teasing, and challenges. This contributed to the researcher's own observations, and 

enabled the construction of meaning behind the respondents' answers, which were 

made-up of facts, reflections, opinions and other traces of experience. 

4.6 Limitations of the study 

The researcher was aware that as in some other parts of the world, it is not just the 

words that are important, but also the meaning behind them. Malaysia is a `high 

context' culture, in which meaning is strongly influenced by intonation, posture, and 

expression, as well as timing and the people involved. In such a society, language 

contains many subtleties that have to be understood by those working within them. 

The researcher had to be aware of this and draw out meaning through empathy and 

rapport as well as careful questioning. There are also conventions concerning 

questions and meanings - for example, one must approach each question in a polite 

way, in a certain manner of voice or general approach, and at the same time, one 
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must also-understand what issues are considered sensitive. For sensitive issues, it is 

best to use indirect questions rather than direct, especially when they come from a 

woman. The researcher was also aware, from the Hofstede (1980) studies, that in a 
desire to be helpful, the respondents might feel a cultural need to be hospitable and 

give views that would not offend, even at the expense of truth. 

Another potential problem that may occur in the focus group, highlighted by social 

psychologists working with group decision-making, is conformity (Morgan & 

Krueger, 1997). Having a clear understanding of the type of groups that one is 

working with, however, makes a difference. As a focus group is unlike any other 
kind of group, focus groups almost never push members to make decisions or reach a 

consensus. The issue of conformity did in some instances emerge during the focus 

group interviews, with the tendency for one outspoken respondent from the group to 

dominate. The researcher recognized symptoms of conformity; for example, other 

group members remained silent if they disagreed with an issue. The researcher has to 

be on alert to recognize the presence of a domineering respondent in the group. This 

was addressed by encouraging the rest of the group members to re-evaluate their 

opinions and then delimiting the domineering ones. In doing this, the researcher still 

managed to explore the richness of data from all respondents on various issues 

explored. 

The respondents' current emotional state also can influence his or her expression of 

opinions, attitudes and beliefs. One of the interviewer's skills is to identify current 

emotion, as emotions can sometimes lead subjects beyond the parameter of research 

objectives or data required. As an example, in asking about the prospects of women 

with regard to promotions (in women focus groups only), emotions ranged from not 

seeing any future of any involvement, to loosing faith in ever being recognized in a 

male dominated department, and ending with much crying. In this situation, the 

researcher again needed to recognize the `inappropriateness' of the situation and to 

be able to decide when to call the interview to an end. This is because no useful data 

could be gathered beyond that point, as compared to the richness of data already 

recognized just before the crying took place. Another example from a male interview 
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where emotions were overpowering was a result of conflicts within the management 

team. In these situations, the researcher must not only be able to decide about the 

usefulness of the data to be gathered, but also what is ethical to listen to. 

4.7 Chapter summary 

Several important aspects of research design and methodology have been discussed 

in this chapter regarding the empirical study to understand the relationship between 

EI, organizational commitment and gender in a Malaysian context. The chapter 
described the cross-sectional research design involving all levels of staff, women and 

men at the top-level management, senior managers, middle managers, and workers 
in the three largest utility companies in Malaysia. The chapter justifies the use of 

mixed methods, to conduct both exploratory as well as confirmatory research. This 

approach was based on management interviews, non-management focus groups and 

an employee questionnaire. The chapter also described the determination of the 

population, sample, sample size, and pilot testing of the survey instrument. Further 

data collection procedures and issues involving the interviews and focus groups were 

also discussed. Finally, the potential limitations of the study were presented. 
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CHAPTER FIVE 

QUANTITATIVE DATA ANALYSIS 

5.1 Introduction 

This is the quantitative analysis chapter addressing Objective One which was to 

investigate the relationship between employee attitudes towards employee 
involvement and employee organizational commitment. The chapter begins by 

outlining the research questions and hypotheses to be tested by the quantitative 

analysis. The hypotheses were specifically constructed to test the relationship 
between employee involvement (EI) and organizational commitment and examine 

the effects of the other independent variables, namely, gender, EI participants versus 

non-participants and perceived supervisor support. These variables were reviewed in 

Chapters Two and Three, and here a case is developed for each hypothesis 

addressing these relationships. 

The current chapter also summarises the sample profile, describes the analytical 

strategy, and presents the results for each of the hypothesis tests relating to Objective 

One. The general profile of respondents based on gender differences is illustrated. 

Results of t-tests then follow, to show a comparison of men and women's attitudes 
towards employee involvement (EI) schemes and in other work-related attitudes (job 

satisfaction, organizational commitment, attitude towards management and attitudes 
towards women and work). The rest of the chapter reports the results of the 

remaining hypothesis tests. 

5.2 Development of hypotheses 

The general research aim of the thesis is to understand the relationship between EI 

and organizational commitment and the effects of gender, degree of participation, 

and management support within a Malaysian context. Two research objectives were 
identified: 
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Objective One: To' investigate whether there is a relationship between 

employee attitudes towards employee involvement and employee 

commitment. 
Objective Two: To explore the reasons for gender differences or similarities 
in a Malaysian context with respect to employee involvement. 

As explained in Chapter Four on research methodology, Objective One was 

addressed through quantitative analysis, and hence a hypotheses testing approach, 

whereas the second objective, was addressed using the qualitative methods of 

interview and focus groups. Five hypotheses were derived to examine Objective 

One: 

HI. There are differences between men and women in (a) attitudes towards 

EI (b) organizational commitment (c) job satisfaction (d) general attitudes 

towards management and (e) attitudes towards women and work. 

H2. Amongst EI participants (both for ESOS and quality circles), there is a 

positive relationship between favourable attitudes towards EI and 

organizational commitment. 

H3. Amongst EI non-participants (both for ESOS and quality circles), 
(a) attitudes towards EI will be less favourable than those of participants 
(b) there will still be a positive relationship between these attitudes and 

organizational commitment. 

H4. Amongst EI participants (for quality circles only), the perception that 

superiors have favourable attitudes towards the quality circle scheme will be 

positively related to organizational commitment. 

H5. Amongst EI non-participants (for quality circles only), the perception 

that superiors have favorable attitudes towards the quality circle scheme will 
be positively related to organizational commitment. 
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The literature reviewed in Chapter Two showed the importance and notable features 

of EI, and the strong links between EI and organizational commitment, yet many 

authors also have raised concerns over its real effects and outcomes and its 

limitation. This was the reason for investigating the relationship between EI and 

organizational commitment, one of the main expected employee outcomes of EI 

programmes, in the present study. 

Moreover, in common with management theory, gender issues have not been a 

central concern in EI literature (see Chapter Three). This thesis aimed to reconcile 

the gap by testing for differences between the attitudes of men and women towards 

EI programmes and in their general work-related attitudes. In the present study, the 

attitudes examined were organizational commitment, job satisfaction and attitudes 

towards management. The goal of Hypothesis 1, therefore, was to examine whether 

there were any gender differences in workplaces attitudes, particularly with respect 

to how men and women react to EI initiatives. Further exploration of why 
differences may or may not exist was the focus of the qualitative analysis for 

Objective Two presented in the next chapter, Chapter Six. 

It was expected that different results would be found for participants and non- 

participants of EI schemes. For example, in the case of employee share ownership, 

there were several studies conducted on attitudes of employees towards the scheme. 

One of the benefits of ESOS is `the reduction of them and us attitudes' (Kelly & 

Kelly, 1991: 25), which became the `selling' idea of ESOS from management to 

employees. By reducing `them and us' attitudes, the gap between management and 

employee was lessened and management/employee conflicts reduced (Keller, 2002). 

Studies have shown mixed results, however, with some showing fewer `them and us' 

attitudes among participants of the share schemes (Bell & Hanson, 1984; Hammer & 

Stem, 1980; Long, 1978a, b; Long, 1980), and others showing no improvement over 

time in `them and us' attitudes following the introduction of employee financial 

schemes (Griffin, 1988; Long, 1982; Wall et al., 1986). Studies also show no attitude 

differences between participants and non-participants in employee involvement 

schemes (Baddon et al., 1989; Poole & Jenkins, 1990; Russel et al., 1979); yet others 
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show only a small number of participants in employee financial schemes reporting a 

sense of ownership or equality (Dunn et al., 1990; Klein & Rosen, 1986; Kruse, 

1984); and other studies report mixed results (Bradley & Hill, 1983; Dewe et al., 
1988; Forgarty & White, 1988). 

Thus, in developing Hypothesis 2 and Hypothesis 3, to examine the relationships 
between EI and organizational commitment, the researcher aimed to investigate both 

participants and non-participants of the EI schemes. The focus was on the effects of 

participating or not for both quality circles and employee ownership schemes. 

With regard to the emphasis on management style (Hypotheses 4 and 5), studies that 
highlight problems and failure in the implementation of EI programmes, suggest 

culture to be the probable cause. Literature demonstrates that most EI failures can be 

attributed to attitudinal problems with either employees or middle managers (Frazer 

& Dale, 1986) or more generally problems related to organizational culture 
(Cunningham & Hyman, 1999; Snape, et al,. 1995), especially the lack of a climate 

of trust and confidence and established formal mechanisms for successful 
implementation. Managers appear to give insufficient priority to `softer' people 

management issues and the skills necessary to foster a culture of high commitment 

and motivation among staff. 

An important factor influencing respondents participating in EI programmes, 
therefore, is likely to be the democratic style of management. Transformational 

leadership, perceived organizational support for participative decision-making and 

meeting expectations of employee were also found to be significantly related to trust 
in leaders (Dirk & Ferrin, 2002). Thus, an increasing body of literature focuses on 

management inadequacies as a source of failure in EI initiatives. This provides 
further reason to examine its operation, particularly with respect to the cross-cultural 

validity of these claims in a Malaysian cultural context. This present research, would 
like to understand whether the perceived support or lack of support from managers 
towards the schemes will affect the attitudes of employees towards EI schemes and 
the feeling of being committed to the organization. 
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Each of these hypotheses, although they have been the focus of many other studies 

conducted on western samples of men and women, was examined for a Malaysian 

population. Chapters Two and Three highlighted the problem with drawing 

inferences about non-western management practice from primarily western-based 

studies. Within the Malaysian context, with competitive pressure on the private 

sector, many different schemes and principles of managerial efficiency, such as EI, 

are being practiced. Most of these schemes are being imported from western 

countries. Thus, a further intention of testing these hypotheses was to understand 

whether similar results as those found in western literature can be observed or 

whether Malaysia and in particular Malaysian women, reflect issues particular to a 

non-western culture. 

5.3 Sample profile 

Responses from 271 employees in three Malaysian utility companies (125 women 

and 146 men) are analysed in this chapter. The sample profile of the respondents 
(described in Table 5.1) covered level in organization, age, years of tenure, levels of 

education, marital status, number of dependents and salary scale of the employees. 
As shown in Table 5.1, the sample covered all levels of employees, most of the 

respondents being from worker (153) and middle management levels (95); there 

were 23 senior management level respondents. Table 5.1 also indicates some 

variations between genders. Each of these variables is discussed further below. 
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Table 5.1 Sample profile of respondents by gender 

Men Women 

Organizational levels: 
Senior 8.9 7.8 
Middle 40.7 28.4 
Worker 50.4 63.8 

Age : 
Below 45 years 91.1 90.1 
46-54 8.9 9.1 
55 0 0.8 

Years of tenure: 
Less than 10 years 22.0 38.3 
10-20 years 60.0 50.5 
Above 20 years 18.0 11.2 

Levels of education: 
GCE (SRP) 13.2 0 
O Level (SPM) 32.6 51.4 
College Diploma 0 44.9 
Degree 39.6 0 
Post-graduate 14.6 3.7 

Marital status: 
Married 89.7 81.7 
Single Parents 8.2 3.3 
Single 4.1 15.0 

Number of dependants (under age 16): 
Fewer than 3 14.9 39.0 
Between 3 and 5 66.7 50.0 
Between 6 and 8 17.0 10.0 
Between 9 and 12 1.4 1.0 

Salary scale: per month 
RM215-RM1,704 36.6 68.0 
RM1,710-RM3,000 35.3 26.0 
Above RM3,000 28.1 6.0 

Organizational level 

The job levels of the 271 respondents were as follows: for the 146 male respondents, 

senior managers 8.9%, middle managers 40.7% and workers 50.4%. For the 125 

female respondents, senior managers 7.8%, middle managers 28.4% and workers 
63.8%. In general, the ratio of women respondents to men tends to decrease as the 

organizational level rises. The criterion for including higher organizational levels 

was considered necessary in order to explore attitudes and behaviour according to 

the extent of the individuals' investment in the scheme, as this differs according to 
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the seniority and position in the company; for example, senior managers in the 

higher hierarchical levels received more shares than those in the lower and less 

senior levels. Most of the participants in quality circles came from the workers' 
level, which included most of the women respondents from clerical and secretarial 
jobs, and men from technical jobs. 

Age 

The sample can be described as consisting mainly of individuals in their mid-life and 
in their early and middle career. 91.1 % of the total 271 respondents were below 45 

years of age, 8.5% age between 46-54; and only 0.4% respondents were at retirement 

age of 55. It was also found that 50% of the total respondents were below 37 years, 
indicating that the sample was comprised of young respondents. For variations 
between men and women, ages below 45 between men (91.1% from 146 male 

respondents) and women (90.1% from 125 female respondents) are almost similar, 
but 26.9% women as compared to 13.3% men belong to the younger group, below 

age 30. 

Tenure 

From the 271 total respondents, around one third (30%) reported less than 10 years 

of tenure, around 15% of the respondents indicated tenure above 20 years, whereas 

most of the respondents, 55%, reported 10-20 years of tenure. From 125 female 

respondents, around one third (38.3%) of them as compared to 22% men (from 146 

male respondents) reported less than 10 years of tenure. More men (18%) than 

women (11.2%) indicated tenure above 20 years, whereas most of the respondents, 
50.5% of women and 60% of men, lie in between 10 to 20 years of tenure. In 

general, women show a shorter tenure than men. 

Education 

In educational attainment, generally the greatest percentage of lower level 

respondents was at O-level or equivalent (SPM level in Malaysia), 51.4% women 

(from 125 female respondents) and 32.6% men (from 146 male respondents) 

although men started even at a level lower than that, 13.2% at GCE-level or 
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equivalent (SRP in Malaysia). Generally, the higher level for women was until 

college diploma level (44.9%) and a degree for men (39.6%). 3.7% women and 
14.6% of men respondents were at post- graduate level. 

Marital status 
From the total number of 271 respondents, most of the respondents (87%) were 

married, 6% single parent, and 7% single. From 146 male respondents, 87% of them 

were married, while 81% of 125 women respondents were married. A higher 

percentage of women, 15% of women respondents, than 4.1% of male respondents, 

reported being single. 

Dependants 

From the total 271 respondents, 24.9% of those who were married reported having 

fewer than 3 dependants (under age 16); 59.8% having between 3 and 5; 14.1% 

having 6 and 8; and the minimum of 1.2% having between 9 and 12 dependants. In 

the differences in percentage of married respondents having different numbers of 

dependants, more women (39% out of 125 women respondents) than men (14.9% 

out of 146 respondents) reported having under 2 dependants; most of them, 66.7% 

men and 50% women, reported between 3 and 5; 17% men and 10% women 

reported between 6 and 8; 1% of women reported having 9 dependants; and 1.4% of 

men reported between 9 and 12 dependants. 

Salary distribution 

The salary distribution of the respondents was as follows. From the total 271 

respondents, the salary of the majority of respondents (50.9%) was from RM215 to 

RM 1,704 per month. From 125 female respondents, the majority of them (68%) and 

36.6% of men (from 146 male respondents) had a salary from RM215 to RM1,704. 

In fact, for 13% of women, their salary falls below RM900 (equivalent to £130 

Sterling), as compared to 2.4% of men; 26% of women and 35.3% of men had a 

salary between RM 1,710, and RM3,000, and the salary of 6% of women and 28.1 % 

of men salary was above RM3,000. Again, in general, the ratio of women 
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respondents tends to decrease as the salary increases, and the majority of the women 

were at the lower end of the scale, while the majority of men were at the upper end. 

Racial make-up 
Most respondents (91.3%) were Malays, the minority were Chinese (5.1%), Indian 

(2%), and of other origins (1.6%). 

Table 5.2 presents the mean scores for each of these demographic differences by 

gender. The results of t-tests for the differences between the means are also given in 

Table 5.2. All demographic differences were significant at least at the 95% level of 

confidence, except for job level. Age, education and tenure were significant at the 
99% level of confidence. 

Table 5.2 Comparison of mean scores of demographic variables, by gender 

Women Men 

M SD M SD t-value 
Age 35.79 7.1 37.95 6.04 -2.59 
Education 3.1 1.38 3.6 1.95 -2.28b Dependants 3.11 1.97 4.09 1.88 -3.92a 
Tenure 13.5 8.23 15.2 6.68 -2.05b 
Job 1.44 . 64 1.59 . 65 -1.70 
Basic salary 1729 1686 2563 1617 -3.80a 

Notes. ' p< . 05, bp<. 001 Codin : Education: (British educational equivalents) 1. GCE level, 2.0 
level, 3. A level, 4. College diploma level, 5. University level. Job: 1. non-executive, 2 executive, 3 
senior -executive 

5.4 Overview of analytical strategy 

The unit of analysis in the quantitative phase of the study was the individual 

employee. The statistical techniques employed to analyze the data were t-test, 

correlation analysis, and regression analysis. The t-test was used to test differences 

between male and female respondents with regard to participation in employee 
involvement schemes. 
The main statistical procedure used in the analysis was regression analysis. The 

reason for using regression analysis is because the nature of the research is 
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understanding a relationship between X and Y (where X is attitudes to EI and Y is 

organizational commitment). According to Pedhazur (1997), the "main emphasis is 

on understanding phenomena" (p. 196), where the regression analysis is utilized for 

"prediction", that is when the relationship is derived from a research question 

pertaining to a relationship from collection of variables, (Xs), which "make sense" 

and potentially interpretable as construct. The stepwise procedure was used along 

with the forcible entry procedure in the regression analysis. 

5.4.1 Multiple regression analysis 

Multiple regression analysis was used by investigating the patterns of relationships 
between demographic variables and employee attitudes towards employee 
involvement schemes with organizational commitment (OC). Regression analysis is 

a statistical technique that is utilized to investigate the relationship between two or 

more variables. The emphasis is on the strength of the relationship between the 

variables. Basically, it determines the degree to which one variable can be predicted 
from the other. The relationship is directly related to predictability, i. e., the greater 
the relationship, the greater the predictability (Tabachnick & Fidell, 1989). 

Here, a variable of interest, the dependent variable (Y), is related to one or more 
independent or predictor variables (Xs). The objective of regression analysis is to 

build a regression model or a prediction equation relating the dependent variable to 

one or more independent variables. The model can then be used to describe, predict 

and control the variable of interest on the basis of the independent variables. 

The construction of a simple linear regression model usually starts with the 

specification of the dependent variable and the independent variable. This can be 

represented by the following general form of regression equation: 

Y=a+ b1x1 + b2x2+ 
...... 

b; x; 
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where 

Y= dependent variable 

xI, x2, x;, = independent variables 

a= the Y- intercept, represents value of Y when x's =0 
bi, b2, b;, = regression coefficients , i. e. slope of regression line 

Multiple regression analysis can be conducted by three different methods (Cohen, 

1983). First, in the standard regression procedure, all independent variables are 

assumed to be of equal importance and are entered into the regression equation 

simultaneously. Second, in the hierarchical regression procedure, independent 

variables are added to the regression equation in an order pre-determined by the 

researcher. Finally, in the stepwise regression procedure, independent variables are 

entered one by one on the basis of some pre-determined statistical criterion. 

The choice of a regression procedure depends upon the objective of the analysis. The 

hierarchical approach is suitable when the researcher has theoretical expectations of 

causal ordering. The stepwise technique is suitable when the researcher wishes to 

reduce a large number of variables to a smaller set for some later analysis (Cohen, 

1982). In the present study, it was not possible to identify a causal path amongst the 
independent variables, and since all independent variables were of immediate and 

potentially equal interest, the regression technique was used. 

5.4.2 Assumptions of multiple regression analysis 

Techniques of multiple regression analysis and its associated significance tests are 
based on a number of assumptions (Hair et al., 1995), which are the following: 

1. Normality of Distribution 

It is assumed that the scores of dependent variable (Y) are normally distributed at 

each value of independent variable (X). Kim and Kohout (1975) point out, 
however, that if the sample size is large (as was the case in the present study), 
this assumption may be relaxed. 
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2. Linearity 

It is assumed that each of the independent variables has a linear relationship with 
the dependent variable. Linearity can be examined by looking at the scatter 
diagrams of relationships between each independent variable and dependent 

variable. In the present study, the scatter diagrams of the relationships between 

attitudes towards employee involvement schemes and organizational 

commitment appear to exhibit linear relationships with the dependent variables. 

3. Independence 

The individual values of the dependent variable are statistically independent of 

each other, that is, its observations are in no way influenced by other 

observations. The assumption could be satisfied in the present study because the 

respondents were individually asked to indicate their responses on the 

commitment measures, without collaborating with other respondents. 

4. Metric measurement 
It is assumed that all variables in the regression equation are measured on metric 

scales. This assumption can always be met by the transformation of non- metric 

measures to interval scales through the application of dummy variables. In the 

present research, all the categorial variables (gender, ethnic origin, and marital 

status) used in the regression analyses were re-coded into dummy variables, thus 

satisfying the requirement of metric measurement. 

5.4.3 Tests of significance in regression analysis 

There are several tests of significance that could be applied to the results of multiple 

regression analysis. Two of the most common tests are discussed here: 

1. Test of RZ coefficient 
An important component of any statistical procedure or coefficient of determination 

which constructs models from data is determining how well the model fits. RZ is a 
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measure commonly used for evaluating the goodness of fit of a regression equation. 
It indicates the portion of the variance of the dependent variable that is explained by 

the joint effect of the independent variables. If there is a perfect linear relationship 
between the dependent and the independent variables, R2 equals 1. If there is no 

relationship between the dependent and independent variables, RZ is 0. R2 can also 
be interpreted like an ordinary coefficient of correlation, except that values range 
from 0 to 1, whereas r ranges from -1 +1. This study mostly works with R2, because 

its interpretation is unambiguous (Kerlinger & Pedhazur, 1973). 

A significant F ratio indicates that the increment in R2 is statistically significant 

(Kerlinger & Pedzahur, 1973). The significance of the regression equation is then 

assessed by subjecting R2 to hypothesis testing procedures (null hypothesis that R2 = 
0), using the following F ratio: 

F= (R2 / k) / ((1-R2) / N-k-1) 

where 
N= number of cases 
K= number of independent variables in equation 
Degrees of freedom are: k and (N-k-1) 

For example, if the F ratio is significant, it can be interpreted that the independent 

variables contribute significantly to the variance of the dependent variable. and for 

R2, since the R2 tends to be an optimistic estimate of how well the model fits the 

population, adjusted R2 is usually used to correct the R2 so that it reflects more 

closely the goodness of fit of the model in the population (Norusis, 1990). The 

adjusted R2 is given by: 

Adjusted R2, Ra2 = R2- (k (1-R2)) / (N- k-1) 

2. Test of Regression Coefficients 

If the overall null hypothesis is rejected, one or more population partial regression 

coefficients have a value different from zero. To determine which specific 
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coefficients are non-zero, additional tests are necessary. Testing for the significance 

of the regression coefficients (b's) can be done in a manner similar to that in the 
bivariate case, by using t-tests (Aaker et al., 1995). The significance of the partial 

regression coefficient is tested using the following equation: 

t=b/Sb 

which has a t-distribution with n-k-1 degrees of freedom, and where b is the 

parameter estimate for the particular independent variable, and Sb is the standard 

error of the estimate of that variable. 

When regression analysis is used to compare the relative influence of the 
independent variables that are measured on different units of measurement, the 

regression coefficients are converted to beta coefficients. Beta coefficients (ß) are 

simply the regression coefficients multiplied by the ratio of the standard deviations 

of the corresponding independent variable and the dependent variable (Aaker et al., 
1995): 

Beta (for variable i) = b; (standard deviation of x; )/ (standard deviation of Y) 

Beta coefficients can be compared to each other. The larger the beta coefficient ( ß), 

the stronger the impact of that variable on the dependent variable (Aaker et al., 
1995). 

In testing Hypotheses 2-5, the F-ratio in the regression analysis was used to 

determine whether to reject or to accept the hypothesis. A 95% confidence level was 

used throughout. The F -test is for overall regression, and the t -test is an important 

test for the individual independent variables. If any of the t-tests for the individual 

regression coefficients prove significant, the F for testing all the regression 

coefficients will usually be significant (Chatterjee & Price, 1991). As the F ratio only 
tells about the by chance occurrence of the relationship, one next needs to refer to R2 

to infer the magnitude of relation. R2 measures the proportion of the total variance 

about the mean explained by the regression (Draper & Smith, 1981). But if the F 
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ratio is not statistically significant, on the other hand, magnitude of relation is not 

required (Kerlinger & Pedzahur, 1973). 

In many regression situations, it may be found that the regression of Y on each of the 

independent variables, when added individually and in combination to the regression 

equation after the first independent variable has been entered, may add little R2. The 

reason is that the independent variables are themselves correlated (Kerlinger & 

Pedhazur, 1973, Nunnally, 1968). 

5.4.4 Stepwise and hierarchical regression 

Stepwise regression and hierarchical regression are extra methods to standard 

multiple regression, the reasons for using them being the need to test whether 

additional available predictors increase predictability. In hierarchical regression 

analysis, there is the need to test for the significance increment in variance to some 

variables after others have been accounted for (Pedhazur, 1982; Tabachnick & 

Fidell, 1989). This is brought by entering independent variables either one at a time 

or in a blocks (Pedhazur, 1982; Tabachnick & Fidell, 1989). The analysis proceeds 
in stages, and the information about the variables in the equation can be gathered 
from computer output. In the SPSS package, hierarchical regression is performed 

similarly to standard regression by the Regression program. 

Stepwise regression is an attempt to select the best regression equation. The best 

equation partly depends on the selection of variables in terms of usefulness 

(Pedhazur, 1982). This is brought about by a procedure that selects the significance 

of regression coefficient of the variables in a series of steps. These procedures have a 
feature of introducing or deleting of variables from the equation, one at a time. 

Significance of the regression coefficient introduced in the equation is judged by the 

standard t statistic computed from the latest equation (Draper & Smith, 1981; 

Pedhazur, 1982). The procedure is terminated when the last variable entering the 

equation has a significant regression coefficient, as all the variables are included in 

the equation (Chatterjee & Price, 1991). The forward selection procedure was used. 
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Stepwise regression procedure is different from hierarchical regression, in the order 

of entry of variables. In hierarchical regression, independent variables enter the 

regression in some order specified by the researcher. Importance of variables in the 

prediction equation can be manipulated by the researcher according to logic or 

theory. In stepwise regression, the sample data control order of entry. At each step, 

the variable that adds most to the prediction equation, in terms of specified criteria of 

entry (e. g., F- to -enter, increment in R2), is entered. The procedure is repeated until 

the last block is selected. (Pedhazur, 1982; Tabachnick & Fidell, 1989). Stepwise 

regression is considered especially appropriate for cases when there are a large 

number of potential exploratory variables (Chatterjee & Price, 1991), as in this 

present study, which is partly exploratory in character. 

In this study, the method used was a combination of hierarchical and stepwise 

regression. The set-up for combination of hierarchical and stepwise regression can 

be achieved by specifying block stepwise entry levels for independent variables 

(Pedhazur, 1982). That is, a combination of forcing some blocks into the equation 

and doing blockwise selection. Hierarchical analysis is done by forcing blocks of 

predictors into the equation. The purpose is to note whether blocks that entered add 

meaningfully to the prediction of the criterion. In this study, the following 

hierarchical analysis was done: (1) force into the equation perceived supervisor 

support, and (2) do a stepwise selection on the demographic control variables. The 

control variables were education, age, pay and number of dependents. The reason for 

using this combination of methods is for testing the specific hypotheses. Stepwise 

regression can be useful for the purpose as eliminating variables that are clearly 

superfluous in order to tighten up future research (Pedhazur, 1982). 
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5.5 Hvpothesis 1: There are differences between men and women in (a) 

attitudes towards EI (b) organizational commitment (c) job satisfaction (d) 

general attitudes towards management and (e) attitudes towards women 

and work. 

5.5.1 Comparison of gender attitudes towards employee involvement schemes 

Table 5.3 presents descriptive statistics for the male and female respondents and 

results of t-tests for differences between means for the attitudes towards employee 

involvement schemes (EI) scales used in the research. They measure the attitude 

towards quality circles and employee share ownership scheme in their companies. 
The variables presented in Table 5.3 show all employees' opinion of the schemes, 

attitudes of participants of the schemes, and attitudes of non-participants in the 

schemes. 

No significant gender difference was found for participants' attitudes towards quality 

circles. Significant gender differences were found, however, in non-participants' 

attitude towards quality circles with differences in the direction of higher attitude 

scores for women non-participants (t = 2.76). 

Table 5.3 Comparison of mean scores for attitudes towards employee 
involvement schemes (QCs and ESOSs) by gender 

Women Men 

QC Scheme M SD M SD t- 
value 

1. Opinion about QC 3.71 . 50 3.83 . 40 -1.93 
2. Participants' attitude towards QC 3.95 . 42 3.96 . 36 -. 22 
3. Non-participants' attitude towards QC 2.60 . 62 2.27 . 59 2.76a 

Financial Scheme (ESOS) 
4. Opinion about ESOS 3.18 . 40 3.19 . 42 -. 22 
5. Participants' attitude towards ESOS 3.80 . 50 3.60 . 53 1.83 
6. Non-narticinants' attitude towards ESOS 2.72 . 50 2.55 . 58 1.18 

Note. ' p<. 05 
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5.5.2 Comparison of gender attitudes towards the organisation, job and 

management 

Table 5.4 presents mean scores for male and female respondents and results of Wests 

for differences between those means for three types of workplace attitudes towards 

the organization and the employees' jobs. No differences between men and women 

were found in any of these 

Table 5.4 Comparison of mean scores of attitude towards organization by 
gender 

Women Men 

M SD M SD t-value 

Organizational commitment 3.58 . 65 3.59 . 55 -. 13 
Job satisfaction 3.26 . 60 3.35 . 53 -1.18 
Attitude towards management in workplace 2.86 . 86 2.81 . 76 -. 42 

5.5.3 Comparison of gender scores on attitudes towards women and work 

Table 5.5 presents mean scores for the male and female respondents and results of t- 

tests for differences between those means for the attitudes towards women who 

work. Significant gender differences were found, with the major difference in the 

direction of lower scores (less positive attitudes) held by males towards women and 

work. 

Table 5.5 Comparison of mean scores on attitudes about women and work by 
gender 

Women Men 

M SD M SD t-value 

Attitude towards women and work 2.75 . 79 2.11 . 19 -4.87 b 
Note. ' p< . 01 
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5.5.4 Summary for Hypothesis 1 

Comparisons of the attitude means for men and women found few significant 

differences. The only significant gender differences found were in the non- 

participants' attitudes towards quality circle schemes where women non-participants 

tended to be more positive than male non-participants, and in more negative male 

attitudes towards women and work. There were no differences in any of the 

comparisons for ESOSs, and no differences between male and female participants in 

either quality circles or ESOSs. Thus, Hypothesis 1 could only be supported for non- 

participants of quality circles, and in the case of general attitudes towards women 

and work. 

As a result of the finding that there was no difference between men and women for 

organizational commitment, gender was excluded as an independent variable from 

the remaining regression analysis testing Hypotheses 2-5. 

5.6 Hypothesis 2: Amongst EI participants (both for ESOS and quality circles), 

there is a positive relationship between favourable attitudes towards EI and 

organizational commitment. 

1. Quality Circles 

The results of regression analysis testing Hypothesis 2 are presented in Table 5.6. 

The relationship between positive attitudes towards quality circle among circles 

members and organizational commitment was statistically significant (F=12.642, 

p<. 001, b=. 37, t=3.96, p<. 01). The results, therefore, do support the hypothesis that 

amongst EI participants in quality circle, there is a positive relationship between 

favourable attitudes towards EI and organizational commitment. 
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Table 5.6 Hierarchical regression for relationship between favourable 
attitudes towards Quality Circle scheme and organizational commitment 
among participants (n=92) 

Variable Beta t Adjusted R2 Change in R 

Length of service . 25 2.69 a 
. 074 

Attitudes towards QC . 37 3.96 b 
. 204 . 130 

Notes. F(2.89) = 12.642' p <. 05, ' p <. 001. Control variables entered with stepwise procedure. Only 

statistically significant control variables are shown. 

In Table 5.6, it can be seen that adding X2 (positive attitudes towards quality circles 

to X1 (length of service), resulted in a statistically significant increment to R2. This 

means that of the total variance in the dependent variable (e. g., the organizational 

commitment of the 271 employees studied), 20 per cent is accounted for by the 

combination of length of service and attitudes towards quality circle. In other words, 

a good deal of employee commitment to the organization is explained by the length 

of service and favourable attitudes towards quality circles among QC participants. 

2. Employee Share Ownership Schemes 

Table 5.7 presents the results of the regression analysis for Hypothesis 2 for 

participants in the employee share ownership scheme. The relationship between the 

favourable attitudes towards the employee share ownership scheme among 

participants and organizational commitment is statistically significant (F=10.040, 

p<. 001, b=. 35, t=3.67, p<. 01). The result therefore does support the hypothesis that 

participation in employee involvement schemes can explain the variations in the 

commitment to the organization. 
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able 5.7 Hierarchical regression for relationship between favourable attitudes 
towards employee share ownership scheme and organizational commitment of 
participants (n=88) 

Variable Bt Adjusted R2 Change in R 

Length of service . 28 3.02 a 

Attitude towards ESOS . 35 3.67 b 
. 238 . 112 

Notes. F(3,84) = 10.04' p <. 05, bp<. 00 1. Control variables entered with stepwise procedure. Only 

statistically significant control variables are shown. 

5.7 Hypothesis 3: Amongst EI non-participants (both for ESOS and quality 

circles) (a) attitudes towards EI will be less favourable than those of 

participants and (b) there will still be a positive relationship between these 

attitudes and organizational commitment. 

Table 5.8 presents descriptive statistics for the attitude towards EI both for quality 

circles (QC) and employee share ownership schemes (ESOS) in the case of both 

participants and non-participants to compare the attitudes among them towards EI 

schemes. It also shows a t-test of the differences between means for each of these 

groups. Significant differences were found between the attitudes of participants and 

non-participants, with differences in the direction of higher scores for EI participants 

for both for ESOS and quality circles. Hence, among EI non-participants attitudes 

towards EI were less favourable than those of participants. 

Table 5.8 Comparison of mean scores for attitudes towards employee 
involvement schemes (QCs and ESOSs) between EI participants and 
non-participants 

Participant Non-Participant 

M SD M SD t-value 

Attitude towards QC 3.93 0.30 2.435 0.605 2.052 a 
Attitude towards ESOS 3.70 0.515 2.635 0.54 2.132' 

Note. $ p<. 05 
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1. Quality Circles 

The result of the regression analysis for non-quality circle members is presented in 

Table 5.9. It indicates that the relationship between non-favourable attitudes towards 

the quality circle scheme among non-participants and organizational commitment is 

statistically significant (F =5.883, p<. 05, b =. 29, t= -2.73, p<. 05). Thus it can be 

said that the degree of organizational commitment is related to attitudes towards 

quality circles among non-participants. Despite the less favorable attitudes towards 

EI among non-participants as compared to participants, however, there is still a 

positive relationship between attitude towards EI and organizational commitment. 

All employees had been exposed to some basic understanding of quality circles, and 

reasons for non-participation could be either that they were not selected to 

participate or for some other reasons of their own. 

Table 5.9 Hierarchical regression for relationship between non-favourable 
attitudes towards Quality Circle schemes and organizational commitment 
among non-participants (n=83) 

Variable B T Adjusted R Change in R 
Age 

. 20 1.90 a 
. 035 

Attitudes towards QC . 29 2.73 8 
. 106 . 071 

Notes. F(2,80) = 5.883 'p<. 05 Control variables entered with stepwise procedure. Only statistically 
significant control variables are shown. 

2. Employee Share Ownership Schemes 

The result of the regression analysis predicting organizational commitment for non- 

participants in the employee share ownership schemes, presented in Table 5.10, is 

not significant (t=-1.12). The less-favourable attitude towards share ownership 

among non-participants has no relation to their organizational commitment. 

Table 5.10 Hierarchical regression for relationship between non- favourable 
attitudes towards employee share ownership scheme and organizational 
commitment among non- participants (n=52) 

Variable Bt Adjusted R Change in R 
Attitudes towards ESOS . 16 -1.12 
Notes. F(1,50) = 1.243 Control variables entered with stepwise procedure. No control variables were 
significant 
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5.8 Hypothesis 4: Amongst EI participants (for quality circles only), the 

perception that superiors have favourable attitudes towards the quality circle 

scheme will be positively related to organizational commitment. 

In order to test Hypotheses 4 and 5, a forced entry method of hierarchical regression 

analysis was performed. If the addition of the forced variables results in an increase 

in the amount of explained variance (R2) at a significant level, then it can be 

concluded that the variable affects the relationship between attitudes towards 

employee involvement schemes and the dependent variables. The sign of beta 

weights was used to determine the positive or negative direction (Cohen & Cohen, 

1975). 

The results of the regression analysis testing Hypothesis 4 are presented in Table 

5.11. The relationship between favourable attitude towards quality circles and 

organizational commitment among participants who perceive their superiors have 

favourable attitudes towards the scheme was not statistically significant (t = -1.09; 
ns). The results indicate that an additional variable - the perception that superiors 
have favourable attitudes towards the quality circle scheme - does not add anything 

more to the existing relationship between favorable attitudes towards employee 
involvement schemes and organizational commitment among quality circle 

participants. The hypothesis is therefore rejected. This finding indicates that it does 

not matter to the participants whether they perceive there is superior support of the 

quality circle scheme or not. This may be because their attitudes towards the quality 

circle scheme are already positive (r =. 470). 
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Table 5.11 Hierarchical regressions for relationship between attitudes towards 
employee involvement (QC) and organizational commitment for participants 
and non participants who perceive superiors have favourable attitudes towards 
quality circle scheme. 

Participants (n=92) Non-participants (n=83) 
Variable bT Adjusted Change bt Adjusted Change 

R2 in R2 R2 in R2 
Length of Service . 24 2.538 
Age . 18 1.69a 
Attitude to QC . 39 4.09b . 204 -. 20 -1.81' . 106 
Perceive supervisor -. 11 -1.09 . 205 . 001 . 22 1.92a . 135 . 029 
listens to 
suggestions by QC 
members 
Notes. For participants F(3,88) = 8.839. For non-participants F=(3,79) =5.275 Control variables 
entered with stepwise procedure. No control variables were significant 

5.9 Hypothesis 5: Amongst EI non-participants (for quality circles only), the 

perception that superiors have favourable attitudes towards the quality circle 

scheme will be positively related to organizational commitment. 

Hierarchical regression analysis again was used to test Hypothesis 5. This is also 

presented in Table 5.11. The relationship between non-participant's attitudes towards 

quality circles and organizational commitment among non-participants who perceive 

their superiors have favourable attitudes towards the scheme was statistically 

significant (F = 5.275, p<. 05, b=. 216, t=1.92, p<. 05). Hypothesis 5, therefore, can be 

supported. 

These results indicate that an additional variable - the perception that superiors have 

favourable attitudes towards the quality circle scheme - does contribute to the 

relationship between attitudes towards employee involvement schemes and 

organizational commitment among non-participants. There was a considerable 

change in the adjusted R2 when this variable was added to the equation (2.9%). 

It appears that one of the critical factors in establishing positive attitudes to the 

scheme among non-participants is the manager's values and orientation. The 
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orientation needed is a positive leadership style and a conviction that organizational 

objectives can be achieved through increased employee involvement in the decision- 

making process of the quality circle scheme. 

5.10 Chapter summary 

This chapter addressed the derivation of five hypotheses and the data analysis for the 

hypothesis testing related to Objective One of this study. The statistical procedures 

used were t-tests in order to test for differences between gender (Hypothesis 1) and 

stepwise and hierarchical regression analysis in order to examine the relationships 
between attitudes towards EI and organizational commitment for participants and 

non-participants of EI schemes (Hypotheses 2 and 3) and the effect of perceived 

supervisor support on organizational commitment for participants and non- 

participants of quality circles (QCs) (Hypotheses 4 and 5). The hypotheses tested 

allowed an examination of the integrative impact of all independent and control 

variables in the present study on relationship between attitude towards employee 
involvement and organizational commitment; the independent effect of attitudes of 

participant and non-participants towards EI schemes (QC and ESOS schemes); and 

moderating effect of superior support among attitudes of participants and non- 

participants towards EI scheme (QC only). 

The results indicate that there are few significant differences between the attitudes of 

men and women towards their jobs, towards management or in terms of commitment 
to the organization. The only significant gender differences found were in the non- 

participants' attitudes towards quality circle schemes where women non-participants 

tended to be more positive than male non-participants, and in more negative male 

attitudes towards women and work. There were no differences in any of the 

comparisons for attitudes towards ESOSs, and no differences between male and 
female participants in their attitudes towards either quality circles or ESOSs. Chapter 

Six presents the results of the qualitative phase of the study which attempts to 

explore further potential reasons for these observed similarities and differences 

between men and women in their orientations towards work and EI schemes. 
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CHAPTER SIX 

INTERVIEW AND FOCUS GROUP RESULTS 

6.1 Introduction 

The quantitative study addressing Objective One found few significant differences 

between the attitudes of men and women towards their work (in terms of job 

satisfaction), towards the organization (in terms of organizational commitment) or 
towards management in general. The only significant gender differences found were 
in the non-participants' attitudes towards quality circle schemes where women non- 

participants tended to be more positive than male non-participants, and in more 

negative male attitudes towards women and work. There were no differences in any 

of the comparisons for attitudes towards ESOSs, and no differences between male 

and female participants in their attitudes towards either quality circles or ESOSs. 

The purpose of the qualitative research as explained in Objective Two was to explore 
further gender issues suggested by the quantitative analysis which could not be 

studied sufficiently through a questionnaire. More specifically, the qualitative phase 

of the study was designed to examine the following issues further: (a) attitudes 
towards employee involvement schemes amongst management and employees, both 

participants and non-participants in the schemes; (b) gender issues with respect to 

the effects of perceived superiors' support in quality circles schemes, both on 

participants and non-participants; and (c) the potential reasons for differences or 

similarities between men and women in attitudes towards women at work, 

concerning, for instance, opinions that women are different, attitudes towards 

women bosses, towards women and commitment, and towards women and their 

experience in the workplace (e. g., differential treatment, discrimination, 

stereotyping, reasons for working, domesticity). 

Similar questions were asked of interview and focus group participants (see Chapter 

Four for a full account). Interviews, however, which involved the management level, 

also asked questions on the objectives of employee involvement schemes, since it 
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was management who implemented the employee involvement schemes. For focus 

groups, since by definition quality circles only involved the worker or non- 

supervisory levels, questions focused on reasons for participation and non- 

participation in the scheme. Similar questions were asked for both interview and 
focus groups pertaining to attitudes towards employee involvement schemes and 

gender. 

There were 37 respondents who took part in the interview, 27 male and 10 female. The 

organizational levels included four top management executives, (3 male and 1 female), 

11 senior management (8 males and 3 females), 19 middle management (15 males and 
4 females) and 3 junior managers (1 male and 2 female). The detailed breakdown of the 

respondents by gender and organizational level for each of the three companies is 

shown in Table 6.1. 

For focus groups there were a total of 39 participants, 21 female and 18 male. Out of 21 

females, 7 were quality circle participants and out of 18 males 10 were quality circle 

participants. There were altogether 9 focus groups, with 3 groups in each of the 

organizations. The smallest focus groups were made up of 4 members and the biggest 

group made up of 5 members. There were 13 focus group members per organization. 
The detailed breakdown by focus group and gender is shown in Table 6.2. 

Table 6.1 Interview respondents by gender and organizational level 

Organizational level Com an 1 Com pany 2 Com an 3 
Male Female Male Female Male Female 

Top Management 1 0 1 1 1 0 
Senior Management 3 2 3 0 2 1 
Middle Management 5 1 5 2 5 1 
Junior Management 0 1 0 0 1 1 
Total, by gender 9 4 9 3 9 3 
Total, by company 12 12 
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Table 6.2 Focus group participants by gender 

Com an 1 Company 2 Com an v3 
Male Female Male Female Male Female 

Focus group 1 2 2 4 1 2 3 
Focus group 2 3 1 2 2 0 4 
Focus group 3 1 4 3 1 1 3 
Total, by gender 6 7 9 4 3 10 
Total, by company 13 13 

6.2 Attitudes towards Employee Involvement (EI) 

Employee involvement in general is still a new concept in Malaysia. What concerned most chief 

executives was that the Malaysian economic situation at that time was progressing favourably. Most 

industries were facing fierce competition within the market, and that included the organizations under 

study. Mainly for these reasons, most chief executives felt that they needed to come up with schemes 

that could boost the performance of their staff. They acknowledged that workers need to be 

recognized for their contributions, as opposed to the old style of being tightly controlled 
by management, with narrowly defined jobs. Instead, the broader responsibilities 

encourage contributing, and help to create satisfaction with work. 

In this study, chief executives were asked reasons for having employee involvement 

in the organization, as well as their attitudes towards employee involvement ("What 

are your comments about the employee involvement in your organization? ") 

The response from one organization's CEO was: 
"The environment of company [this company] is changing; what is asked from 

the company today is more than what was asked from the company before 

[Interviewer's note: the company had just changed from governmental control to 

a privatised company]. People have to change quickly enough with the 

environment. The question is, how do we change people; how do we get people 

to work even harder, to help make the organization more responsive? For me (the 

interviewee), rewards are not enough; what is needed is for people to see that 

their contribution is recognized and important; what is important is to train these 

people as drivers/leaders, not followers, involved in the company as an 

employee. Through mechanisms set in place by the company, such as quality 
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circles and ESOS, the employees can be actively involved in the company, which 
leads to loyalty and commitment to the company" (Resp. 1, M, Co 1). 

The vice-chairman of another company in the research made an almost identical 

comment: 

"After our company was privatised in 1989, competitors started up by 1990. 

The first thing we saw we needed to do was to change our vision statement to 

reflect the new situation. Our vision now is to provide the best possible 

customer service; the way to do this is by retraining our people. People, 

products and services of the highest quality, ready to serve the nation, the 

company and the shareholders. Going from an engineering company to a public 

service company is a real paradigm shift. " 

"What I'm trying to say is, I'm trying to get people (in his organization) 
involved; if you scare people, they run away and say ̀ who cares, man'. We 

have to be really tactful here; for support, we have the whole programme of 

reward and recognition, for cooperation we have all these programmes (quality 

circles and ESOS)" (Resp. 2, M, Co2). 

One common shared reason between these two chief executives for having 

introduced employee involvement in their organization seems to be for the reason of 

competitive advantage. Nevertheless, the chief executive (Resp. 2) seems to imply 

more of a tactical measure for handling their problem of high staff turnover. 

A comment from a slightly different perspective, the HR chief executive of 
Organization 3, was regarding employee involvement: 

"In the act of management, creating a better environment so that the best 

performance can take place; creating a high level of trust and commitment is 

the best operating environment. When talking about involvement or 

empowerment, its about giving workers power to decide. What empowerment 

are you talking about when they are working around processes and procedures. 
I worked in a manufacturing company before, there was little room for any 
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decisions by employees. If they worked as a bonder, what decision can they 

make? They will sit with the boss who tells them their target, I don't expect them 

to tell you to do more. That is participation not involvement in decision making, 
because you are a bonder, you are a bonder! Your decision is you want to work 
fast or you want to work slowly, no decision" (Resp. 3, M, CO). 

Respondent 3, the HR chief executive of the third organization, had joined the company 

where formerly he had been the QC 
. consultant to the company. It is rather 

contradictory that, having been a QC consultant, in practice, he was not applying what 

he had been preaching before. The above remarks showed that he did not believe that 

workers have any room for improvement in decision-making in their daily jobs. 

In general, referring to the above three remarks regarding employee involvement, 

which came from top rank executives in each of the three organizations, it seems that 

all three supported the idea of employee involvement in their workplace in order to 

get commitment and loyalty out of their workforce. They also believed that was 

necessary, as a stimulus of change, in order to face the change in their business 

environment. Nevertheless, conventional approaches to management style still 

existed. There was still a strong belief that decision-making must always come from 

the top. In essence, workers are there just to do everyday, basic, repetitive and 

routine jobs that do not need any involvement in decision making. All they need to 

do is to follow the rules and orders that have been set by top management. 

6.3 Attitudes towards quality circles 

Quality Circles were introduced in all the organizations under study. As most chief 

executives mentioned above, for almost a similar reason, they were required due to 

the changes in the competitive business environment. Hence, the idea of employee 

involvement, in getting employees involved and getting recognition, was designed to 

eventually get them to become committed to their work. The qualitative phase of the 

study was designed to explore further the differences in employee attitudes between 

men and women towards the schemes; three themes are the focus here - the 
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perceived objectives of the scheme, the issue of quality circle training and the 

differential access afforded women, and the effect of quality circles on developing a 
"quality control" attitude to work. 

6.3.1 Perceived objectives of quality circles 

Top management views were typified by a very clear comment which came from 

one of the CEOs, when he said: 
"Quality circles are important to get the involvement of employees at the 

lowest level; but if it is not properly directed, it is a waste of time" (Resp. 1, M, 

Col). 

The workers' view from some of the focus group participants, nearly most of the 

women, seemed to accept this reasoning by management. One of the focus group 

participants commented: 

"It is due to the environmental factor, this company needs to compete with its 

competitors" (Resp. 57, F, Col, FG). 

Nevertheless, mostly women respondents in the focus groups claimed they were not 

clear on the purpose of a quality circle, and this was the case even among those who 
had attended quality circle training programmes. A common answer was: "I am not 

really sure why management introduced the quality circle" (Resp. 58, F, Col, FG). 

Quite a substantial number of employees were confused about the real reason behind 

quality circles. They perceived quality circles as nothing more than for the purpose 

of competition, to win a company-wide presentation at what are commonly known as 

company conventions. On these occasions, most teams will come out with a `good' 

project hoping to get recognition from management. In a way, it is quite a 

motivational tool to get employees keen on participating. 

A male technician (focus group) was trying to figure out what was the purpose of 

quality circles: 
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"... to present something to management; some improvement that we made" 
(Resp. 50, M, Col, FG). 

However, the negative impact was that a team unable to come up with a so-called 

`good' project would end up being demoralized, and this would often lead to inactive 

circles or even discourage non-members' participation in the scheme. Moreover, 

women were the majority belonging to this group, the reason being that they were in 

non-technical functions (e. g., clerical). Hence, whatever project they could come up 

with, they could never be able to compete with the technical groups. As some 

realized, cost saving and `real problem solving' projects were the main criteria for 

winning the award. Some similar comments were made by the female clerical staff 

"When management does not accept our recommendations, we just feel we 
have lost motivation to go on. Usually the one that wins in the convention is 

the one that results in a big profit to the company, even though it is just a small 

project. And they always come from the technical department, never from 

clerical" (Resp. 60, F, Col, FG). 

Nevertheless, there were employees who had a clearer concept of a quality circle. A 

male technician whose team has continuously won company awards was able to 

express a clearer reason for quality circles when he said: 
"The meaning behind a quality circle is to be involved in your daily work 

activity, otherwise there is no meaning for having quality circles" (Resp. 55, M, 

Col, FG). 

Most executive respondents shared the same view that the objective of introducing 

quality circles is to involve workers in quality improvement. As one senior manager 
from HQ explained his understanding regarding quality circles: 

"A quality circle is a continuous improvement team ... 
in a way it is also team 

building. A platform on which they can create certain projects related to their 

work. There is a lot of effort from people down below" (Resp. 5, M, Co 1). 

Another district manager saw quality circles as a success in his district performance: 
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"I would say more on the positive side, because we can see after introducing 

all these things, they tend to be more open to us, more innovative; their views 

or opinions tend to be more open rather than just talking among themselves. 

Partly, we can see there is communication going between them and 

management" (Resp. 69, M, Co3). 

What was stressed was that there seems to be a shift in culture in the management 

style towards a more participative management. A study by Kamal (1990) on 
Malaysian organizations shows the Malaysian organizations, in comparison to other 

cultures, were among the highest in power distance. From the perceptions described 

above, Malaysians seem to have a positive attitude towards the idea of workers 

participating in quality circles, as part of EI initiatives. 

Another manager, more or less sharing a similar view commented: 
"A quality circle originates at the top; it's up to the workers to adopt the 

program. It's where the staff can give their ideas to management in a more 

open way, and becomes a way for the employees to give suggestions or 

comments" (Resp. 12, M, Co3). 

A somewhat different view was held by one human resource chief executive: 
"The fundamental problem about quality circle is where you give the 

impression that they can decide, but when they realize the truth that there is 

nothing much in it, it kills the initiative in itself. `We were told we could 
decide, but we really can't' is the prevailing thought among the employees. 
What works (at Motorola) doesn't necessarily work somewhere else" 
(Resp. 3, M, CO). 

Consistent with this, some managers' views were that the ideology behind what 

should be in a quality circle is only in theory, but hardly in reality. Hence, they 

observed, such expectations would dampen the initiative and spirit of the workers. 
Added to that, managers felt that quality circles might only be suitable for some 

organizational cultures, and not fit some others. 
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The employees' misconception about quality circles was realized by some managers: 
"I observed, many have the concept for competition; I feel they had wandered 

away from the real concept" (Resp. 9, M, Co 1). 

Many managers saw the reasons for quality circles as moving towards the 

company's vision. A HR manager from one of the companies explained: 
"Basically, quality circles are to improve services. This programme is a must 

to upgrade us. Secondly, of course, is for our vision itself. This company 

vision is to work for quality" (Resp. 17, M, Co2). 

Some male managers felt that quality circles were not a new concept, and the 

activities were found in their daily jobs. It was common for the technical group to 
discuss among themselves regarding their daily work, working as a team to carry out 

problem-solving activities. The only difference was that the activity was not called a 

quality circle: 

"Quality circle activity was already there, in their (technicians') daily 

activities; only now it is named ̀QC" (Resp. 16, M, Co 1). 

Top management took seriously the introduction of the quality circle programme. 

Allocation was made to key personnel to take the responsibility. These key personnel 

were from the top senior management of the organizations. A steering committee 

was set up to oversee the implementation of the programme, with the senior 

managers (all male) as project managers. As one of them said: 

"We started two years ago to implement quality controls, and I was given the 

responsibility to implement quality controls throughout the company. At that 

time I was the head of Internal Auditing; I still am the head of Internal 

Auditing. At the same time I take care of quality. I have auditors, around 100 

of them, ... 18 of them I put as quality consultants, 6 of them are residing in 

out station, 12 of them here in the head office, so that is how we organize 

ourselves" (Resp. 4, M, Co 1). 
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In addition, quality circle coordinators were appointed across the organizations to 

assist in the detailed implementation of the quality circles. Another senior manager 

who was one of the branch coordinators stated: 
"I am part of the secretariat for quality circles... I monitor the curriculum, 

quality system review as well as working to get commitment from the other 
heads of department in this regional office" (Resp. 22, M, Co2). 

On the other hand, some other managers observed contrasts in the manner of the 

early phase of the quality circle being introduced, compared to the later years after 
introduction. One HR manager (male) commented on the subject of poor 
implementation: 

" By itself, a quality circle is good but the implementation could be 

haphazardly done. Everyone is too eager, and so many programs are presented 
that people tend to forget about earlier programs [laughter]; like there's no 
follow-up on any earlier programs. It may not be fair remark, but I have been 

working at this company for only a year, and found three different programs. If 

people forget the earlier programs, then how can a program be gauged to be 

successful or not. " (Resp. 17, M, Co2). 

A more general remark was in relation to top management's commitment. It is 

considered that whilst some managers were committed to quality, this was by no 

means true of all management. It seems that many were aware that top management 

only paid lip service to quality. One district male manager, in much elaboration, 

explained the scenario: 
"One day, the previous CEO came to the office and said it was time to implement 

quality circles. `Everybody is doing it, the Japanese are doing it, 

telecommunication companies are doing it, why don't we do it? ' It was no 

surprise to us (the interviewee) that once it had been introduced, it was only used 
to utilise the workers' capacities. The management provided the quality circle 

tools, they took bits and pieces of knowledge of what the workers had done 

before, and a year later called it a quality circle. But after 4 or 5 years of this, 

there is still no direction to it; people don't know where they're heading... where 
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are we heading? We are still in the maze in trying to adopt the quality circle 

culture into the company, and what are the expectations? A good example, 

after the convention, some workers got the reward; a trip to Singapore or 
Yokohama because they won a big innovative project... but the end result from 

the so-called big innovative project, it has never been implemented. It's a so- 

called nation- wide program, yet there is no committee to sort of follow-up, to 

look into what will happen after that" (Resp. 65, M, Co2). 

One HR male manager made almost a similar statement: "Quality Circles are flavour 

of the month kind of thing. I would rather go to the core and deal with it than a 

symbolic title, set structure of quality champion, blah, blah, blah, but you still don't 

change the core. The core is the organization itself, changing the attitude" (Resp. 3, 

M, Co3). 

6.3.2 Quality circle training and problems of access for women 

Training was the key element within the programme. The organizations' bulletins 

were used to publicise the programme, with articles on quality circles, quality 

updates and reports on circles that won awards in conventions. 

In relation to training, in some organizations, training teams developed training 

courses mainly for managers and technicians/supervisors within the company, 
hoping that managers and foremen/supervisors would come back to train their staff. 
This was explained by one woman involved in training quality circle key personnel 
in one of the organizations: "The technicians, that is supervisors and some managers, 

are given four days' training, not the staff. And we expect them to train their staff 

with the knowledge they acquire" (Resp. 7, F, Co 1). 

Generally, two problems arise here. First, most training participants came back still 
lacking clarity of the concepts. One technician commented (focus group): 

"The course is far different than the technical courses we were used to, 

learning more management concepts, more new terms as well. It's not easy to 
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learn all of this in four days; we also tend to forget the concept behind the 

training (quality circles) and we also need to refer to the quality circle 
handbook from time to time" (Resp. 27, M, Co2, FG). 

And another technician (focus group) commented: 
"There are so many (quality circle) concepts that I am still uncertain about; we 

all took the course, but when it comes down to actual practices, it differs in 

how much of it each of us really understands; we still need to consult the QC 

handbook and then we discuss everything as a group. " (Resp. 28, M, C2, FG). 

The second problem was that, even those who are clear about the concepts, 

especially the managers, are not committed to training their staff. Generally, staffs 

were selected from each department to attend a short quality circle training 

programme. It was a short training period, they mostly still came back with lack of 

clarity. However, the quality circle management team did not see it as a problem, as 
they had a high expectation from the managers and supervisors to pass their 

knowledge to their staff, for the sole reason that they were all working in the same 
department. As one observation from a quality circle managing coordinator, the 

woman already mentioned, shows this was not happening, 

"It is very common for the workers to complain about not receiving proper 

support from their supervisors. I ensure that all of the employees attend quality 

circle training, but when they return to their workplaces, they're still not clear as 
to what is going on. The most common remark is that they don't get proper 

support from their bosses" (Resp. 7, F, Co 1). 

One district, female member of staff commented (focus group): 
"Our boss had attended quality circle training, even quality circle conventions 
held in head office, but we gain nothing from him" (Resp. 31, F, Co3, FG). 

In another organization, the vice-president, who was a key person involved with quality circles, 

stressed that 100% of the employees had attended quality circle training. But the researcher later 

found out many more were still not sure of what quality circles were all about, and many more had no 

chance to attend the training, especially the female staff. In fact, generally, from all these 
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organizations under study, the researcher found that women were at a disadvantage as far as quality 

circle training was concerned, as were the majority of non-managerial and non-technician levels. As 

mentioned above, only managerial and technical groups were mainly chosen to attend quality circle 
training. For clerical staff, they were chosen only at random, to represent their department (focus 

group). "We don't know much about quality circles", seemed to be common saying from women staff 

in answering the question from the researcher. This was confirmed explicitly by one of the 

junior district managers: "... There is a lack of training within the female staff' 

(Resp. 66, F, Co3) 

The disadvantage among women staff can also take another form, not just from their 

position in the workplace, but at home as well. The disadvantage is among those 

who are married, especially those with children under school age. As one woman 

quality circle training co-ordinator observed: 
"Married ladies they are not very interested in attending all quality circle 
training activities, merely for the reasons of their children, unless we do it 

during school holidays. Whereas men, especially the technicians, are glad to 

take a break to attend courses away from their fieldwork... "(Resp. 7, F, Col). 

And another almost similar comment from a male manager: 
"There is a gender issue in training, we found there are problems within the 

non-technical ladies. The problem of sending them for quality circle training, 
is that they can't leave their children" (Resp. 12, M, CO). 

6.3.3 Quality circle training and "quality control" attitudes 

Nonetheless, training did initiate `quality thinking' and provided an awareness of the 

quality concept as management was trying to convey. The training covers areas of 

quality concepts and the use of quality techniques. These included evolving ideas 

through `brainstorming, ' problem-solving techniques through `fish-bone diagrams, ' 

`doing things right first time, ' `quality customer service, ' and presentation skills. The 

training was given by key responsible senior management, as well as outside 

established consultants. Quality co-coordinators were appointed throughout the 

country; these individuals identified examples of best practice in their areas, and 
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these chosen examples were recommended for conventions. The selected project 

teams were rewarded, and their projects often were implemented. Male participants 

explained what the quality circle course was about (focus group): 
"In the process of quality circle training, the indirect effect is that attitudes 
have changed. So, it's good and it's effective. Our relationship with the 

customer has changed, we feel much closer" (Resp. 55, M, Col, FG). 

Another explanation came from a male technician quality circle member (focus 

group): 

"We are put into various quality teams within our sections, each one with 

different functions, not just technical. Every year we have a competition with 

these other teams to design a project that will increase the quality of the job" 

(Resp. 56, M, Co2, FG). 

The above comments tend to suggest that at least some staff were enthused by the 

ideas, concepts, and even the ideology behind it. It would appear those customer 

service concepts, and the emphasis on teams, were welcome, and began to generate 

new meaning for some staff of ways in which to understand the work they 

performed. 

There were some other staff who took quality circle much more seriously. A female 

clerk from one of the branches elaborated (focus group): 
"The company is facing a lot of competition at present. Quality circles are a 

way to improve the quality of products and services for the company. If we 
don't give quality service to our customers, they will leave us and go to our 

competitors. This is what really matters, working for quality so the company 

can survive. By saving costs, profits go up" (Resp. 45, F, Co2, FG) 

6.4 Perceived objectives of employee share ownership schemes (ESOSs) 

In general, employees believed that employee share ownership is for sharing the 

ownership with the company prosperity. Male staff commented (focus group): "For 
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us to feel loyal to the company, as everything in the company is shared between us 
(Resp. 46, M, CO, FG). "... my understanding, the objective of employee share 

ownership scheme is basically for ownership" (Resp. 44, M, Co2, FG). 

Managers viewed ESOS as a reward (Resp. 69). "The objective is not for 

performance, but just recognition" (Resp. 76, M, Co3). "... the company objective is 

to let employee feel the ownership" (Resp. 65, M, Co2). 

Two junior female managers commented: 
"They want employees to feel part of the company, so that we are committed, 

so hopefully we would contribute more" (Resp. 64, F, Co3). 

"It is supposed to motivate us to work harder" (Resp. 23, F, Co2) 

Another supporting motivational factor, from a female financial chairman, who was 

among the policy makers for the company employee share ownership scheme, said: 

"Another factor is to motivate employees and build up their loyalty; also that it 

is a part of Government policies to get employees involved in buying shares in 

the company" (Resp. 14, F, Co2). 

Another similar view from a human resource vice chairman was: 
"The government wants the staff to have some ownership of the company. 
Though in ... (name of the company) throughout the company the number is 

small; I feel the number is not important. What is important is the feeling that 

management is looking into it, because numbers can be subjective" (Resp. 3, M, 

Co3). 

As noted above, part of the government policy is to get the employees involved in 

the shares of their companies. Many believed the purpose is to motivate workers, as 

a reward, and some related to it loyalty and commitment of the employees to the 

organization. 
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6.4.1 Employee attitudes towards employee share ownership scheme 

As most male workers in the focus groups pointed out, they feel that the 

management is unfair to them when they work for much longer years but receive 

much fewer shares as example, compared to a new executive who just graduated 
from a university and came in, and easily earns 5-6 times more shares. Many, 

especially the veterans, who have been working for decades with the company, felt 

that if they were also responsible for the prosperity of the company, then why were 

new recruits recognized before them? Or at times it is not so much for the money, or 
the fact they feel hurt, as they have been working for years, but someone new would 
just enter the organization and enjoy the success of the company. They questioned 
the concept of sharing and recognition and did not feel that they were being properly 

rewarded. What concerned them most, they argued, was the lack of justice in the 

employee share ownership scheme policy, as it did not take into consideration their 

years of contribution to the company. This was mostly felt within the male groups of 

workers. 

One technician spoke for many when he said: 
"It is unjust and not fair; we have been working so hard, and slogging through for 

fifteen years. A new executive comes in, fresh from the university, and gets 10, 

15 shares, where we only get 2-3 shares, whereas we who brought about the 

company's name" (Resp. 37, M, Co2, FG). 

Another dissatisfied male staff member said: 
"It depends on rank and grade. From the very beginning, we didn't agree to the 

allocation of the shares. What is not satisfactory is that our `group' gets two or 
three shares, and the executives get anywhere from twenty-five to one hundred 

shares" (Resp. 41, M, Co 1, FG). 

The growing distance between workers and the management over share policy was 
highlighted by most of the workers. One technician spoke for many when he said: 
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"What I find is hard to accept is the disparity; it's unbelievable, and it's too 

far" (Resp. 38, M, Co2, FG). 

Another dissatisfied technician felt strongly on the unfairness of the share allocations 

when he made quite a strong comment: 
"They (the top management) made policy to their own advantage, to satisfy 

their own greed. The directors, the vice chairman can get as high as 100 

shares, we workers working for our life here, and receive only a few shares. 

Believe me or not, no matter whatever scheme is introduced here, their attitude 

towards us the workers is still the same" (Resp. 39, M, Co2, FG). 

The comments above show strongly that the employees did not believe that the 

introduction of an EI scheme at their workplace would make any difference in the 

attitudes of top management towards workers; what this means is, that ̀ them and us' 

attitudes still remain. 

Men from the non-managerial group were very concerned about the unfairness of 

management in distributing the shares, and some even attacked the policy makers in 

relation to the employee share ownership scheme. Some women also shared their 

opinion. On the other hand, many others seemed to have low expectations of 

themselves, and the end result was that women had fewer complaints. Several 

women employees made a point of accepting their lower bracket `position' in the 

company: "Yes, we feel bad about the allocation of the shares, but anyway who are 

we to demand? " (Resp. 24, F, Co3, FG); " we realized our status of education" 

(Resp. 4, F, Co2, FG). 

`Alhamdullillah' (Quranic sentence means ̀we are very grateful') (Came from 

almost all the respondents of one focus group) 
One member of clerical staff was almost admitting the facts when she said: 

"Women are easily satisfied just like children, but men, they may not be 

satisfied when newcomers, the new executives, get much more ... it could just 

be the issue of being a man" (Resp. 35, F, Co2, FG). 
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Another woman clerk was more concerned regarding her financial ability to cope, 

when she said: 
"... I am also interested, but only if I have the money. Right now, all the 

money goes to my basic necessities" (Resp.. 40, F, Col, FG). 

On the other hand, some women staff saw the unfairness in the `gap'. Many others 

echoed one senior woman when she just said: "The gap is too large" (Resp. 34, F, Co2, 

FG). 

6.4.2 Issues in the implementation of employee share ownership schemes 

Most staff at lower levels were concerned about how the company manages the 
implementation of the employee share ownership schemes. They felt there was a 
lack of communication from management regarding implementation of the scheme, 

whereas they felt it is important that all employees, including them, be kept aware 

and informed. They claim that they were left in the dark on most of the issues in 

relation to the ESOS. Despite their attempt to voice their concerns, they were not 
being heard. Their main concern was the size of allocation of the shares. They 

claimed management refuses to listen to their complaints, and that the scheme was 

all to the advantage of the management. 
As one male staff member mentioned (focus group) 

"... we looked forward for management discussing the issue with us, but it 

never happened" (Resp. 46, M, Co2, FG). 

A similar comment by another male staff member (focus group) was: 
"We appreciate it if there is an open communication between us and 

management, where we can contribute our opinions ... 
but they (management) 

always used a loudspeaker as a means of passing down information" 

(Resp. 48). 

This shows what was happening in one of the companies where the communication 

was so poor that they were unable to communicate directly; for example, in meetings 
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or team briefings. Instead, only a broadcasting medium, in this case a loud speaker, 

was used. 

A female member staff who shared a similar view had some reservations regarding 

the issue, when she mentioned (focus group): 
"... even if there is a meeting, it is only for each section; and I am sure the 

message will get filtered by the time it gets to the top, as it needs to pass 

through layers and layers of other meetings" (Resp. 58, F, Co2, FG). 

Another female staff member had something to say about the lack of concern of 

management about the workers' welfare when she said (focus group): 
"This company has always talked about targets, but never the social aspect, 

such as employee share ownership scheme" (Resp. 42, F, Co3, FG). 

On the other hand, one female manager had yet another view on the issue of lack of 

communication in relation to concern for employee share ownership: 
"... actually the open communication system is there for them (the staff) 

whenever they are dissatisfied, but these staff seem somewhat timid to be 

open, ... scared of being blacklisted. I guess it could just be the culture rather 

than anything else" (Resp. 63, F, Col). 

The above comment shows what Hofstede called a "power distance" culture, where 

employees feel being open with management is close to disobeying. 

One female staff member commented that they did not received support from the 

members (focus group): 
"... they (management) don't really care about our welfare; the share scheme 

is all to their advantage" (Resp. 42, F, Col, FG). 

Another almost similar comment from a female staff member (focus group): 
"... we are not of importance to them, they know that at our level it is difficult 

for us to get job anywhere else. No matter how much they give us, we are here 
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to stay, unlike the managers... " (Resp. 36, F, Col, FG) 

6.4.3 ESOS allocation between management and workers 

One straightforward statement made by one of the chief executive officers regarding 
the allocation formula of the ESOS was: 

"At the workers' level they might not be able to afford it anyway, as it's not 
for free" (Resp. 1, M, Co 1). 

A more subtle statement came from one of the HR managers of another company: 
"... in my own opinion, let's say 10 lots are given to each individual in the 

company, then those in a higher earning group would be able to finance their 

shares, but it would be difficult for the staff that are unable, for example 
between an executive and an office boy. It is kind of meaningless to give it to 

them [office boys], they might just change ownership by selling to a third 

party, because they can't afford it" (Resp. 11, M, CO). 

A male company HR chief executive made a similar statement: 
"... you have to have a rational formula,... you shouldn't come to the point that 

the manager gets 100 lots and the driver I lot. ... it may be that the driver still 

get less than the manager , 
but say now the ratio becomes 50 lots to 5 lots. At 

the end of the day, the driver has to pay for all those shares, the company can't 

give shares for free ... the driver has to buy at $1,000 per lot; how much 

money can they (workers' level) muster? " (Resp. 3, M, Co3). 

At this point, the interviewer interrupted him and said, "Let me be clear. What about 

the loan, can't they get some loan as well? " He was rather blunt this time when he 

replied: 
"Sure, but the thing is, the bigger the job, the more effect that you have on the 

whole company, so it's only fair you get over and above" (Resp. 3, M, CO). 
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A somewhat similar view, but which was a little more tactful, was when a female 

financial chairman involved in setting policy for the employee share ownership 

scheme explained: 
"In the past, there was no guideline for the company to allocate numbers of 

shares among the employees. ... But now, with the existence of a 

commission, there is a guidelines that we have to follow; there is not much 
leeway for the company, all subject to rules and regulations. Of course, there 

are some who are happy and some who are not ... if share price performs, 

everybody will benefit" (Resp. 14, F, Co2). 

At this point, she was interrupted by the interviewer with a question, "Is the purpose 

of the share scheme to create loyalty for a certain level of responsibility? " She 

answered: 
"No, no. Loyalty is from everybody...! think to recognize the level of 

responsibilities, because of course when they are in a higher position, they 

have most responsibilities. It isn't that we say we don't want loyalty from 

category ̀ A', but we want loyalty from category ̀ B', because I think overall 

we create some kind of share ownership" (Resp. 14, F, Co2). 

Another similar view came from another senior manager, when he said: 
"... it's difficult about shares; given too little they are angry, and everyone 

wants more. But we have it only for certain ranks, there are limits. ... That is 

where new staff members who just joined the company for 1-2 years get the 

same as those employees who had been here 12-15 years with the company. 

This means the service in the company is not being recognized. " (Resp. 15, M, 

Col). 

Some staff acknowledged the reasoning of management that the lower earner group 

is unable to finance their shares. One respondent put his view (focus group) like this: 

"... in the beginning, when they issued the shares, they assumed that executives 

can afford to be involved in buying shares, unlike us. Later, they realized even 

some executives find it hard to cope, unless they apply for a loan. The 
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company later made such an arrangement for them. But not for us, we still 

remain in the same bracket of `non-affordable' staff. " (Resp. 62, M, Col, FG). 

Some managers did share the view of the workers: 
"I would prefer for the gap not to be too wide. It is not the problem of being 

able to pay. If given 10 shares, I still need to take out a loan. Bigger pay 
doesn't mean you have savings; you still end up in debt" (Resp. 16, M, Co 1). 

Another female district manager shared a similar view, but with somewhat different 

feeling, an indication of some empathy, when she said: 
"I think it was a wrong decision made by management. Although I am a 

manager I feel sorry for my subordinates, as they too should get the shares. In 

fact, I even feel guilty and much ashamed even to collect my shares ... as part 

of my excellence in performance is as a result of their contribution, not 

anything else" (Resp. 63, F, Col). 

One female human resource manager had a fair comment when he said: 
"I disagree with the gap, I think everyone is important to the company" 
(Resp. 8, F, Col). 

The above comments show the contradictions between theory and reality here. At 

one end, top management were saying that the main objective of introducing the 

shares was so the employees feel ownership; on the other hand, they did not see the 
logic behind why lower level employees should be given shares equal to 

management level 

6.4.4 Justification for implementing employee share ownership scheme 

A question was asked, "If nothing much has been achieved with regard to getting 
employees involved through employee share ownership, then why bother? " To that 

question by the interviewer, what one of the chief executives had to say was: 



"... but if you don't give (shares) you are in trouble, because other companies 

give (shares). Another reason why we give is a means of sharing a little of the 

benefits of the company. " (Resp. 1, M, Co1). 

This suggests that it has become management fashion with one company following 

others in the trend of adopting these practices. A similar answer, showing that it has 

become an expected benefit, came from one of the vice-chairmen: 
"Employee share ownership scheme is actually known as profit sharing, so that 

people who work for the organization have the opportunity to benefit from the 

prosperity of the organization. But if it is not managed properly it can become a 

burden, and can cause a lot of rift. I can see it has an impact if it is managed 

properly; there must be something good, otherwise why are some companies still 

using it as a main rewarding device" (Resp. 2, M, Co2). 

A different answer, indicating a concern with attitude came from the HR vice chairman 

of the other company: 
"... the fact that the staff are happy being given the shares shows at least that they 

appreciate what the company has done for them, because staff feeling towards 

the company is also important. It's not that we can see that they work more, at 
least they have positive attitude and feeling, that is just as good. If you like the 

company, surely you are willing to work hard for the company, and if you don't 

have the right feeling, things would not work" (Resp. 3, M, CO). 

Table 6.3 summarises the employee perceptions of EI schemes in general, and 

quality circles and ESOS specifically. From the employee point of view, the majority 

claimed they were not clear what quality circles are all about, as they hardly had a 

chance to attend real quality circle training, and had only received feedback from 

their supervisor or direct superior. As for ESOS, only a few amongst top 

management and management perceived that the scheme created a feeling of 

commitment. The majority of them thought it did not. The majority took for granted 

that it is part of their benefits package and believed it was just a trend. As for 

employees, they claimed the scheme was not meant for them, as the portion was too 
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small compared to middle or top management. Most of them received around 1-3 

shares, whereas middle management started with 30 shares, and top management 

received above 100 shares. 

The fact that most of the lower staff, even some middle managers, were not clear 

regarding the objectives of these schemes, may mean that they were not properly 
implemented. There seemed to be some similarities in comments regarding 
implementation problems: firstly, problems of communication, and secondly, the 

management were not clear about the objectives themselves. Management focused 

so much on winning the `project', with the ultimate aim of being nominated to 

participate at the national conventions, rather than managing the quality circle 

process, for example, by getting the employees at the worker level to be involved in 

problem solving and to share their ideas with higher levels. It was also found that 

training was overlooked. 

Apart from this, it was also clear that there existed bias from management at lower 

levels against women in terms of both schemes. For the quality circles, there was an 

absence of a conducive environment for them to take part and of support from 

superiors. The employee share ownership scheme also was seen as unfair mainly 
because the gap in the allocation of shares between management and workers was 

perceived as too big. They did not see the scheme was for them, but to 

management's advantage. With all these issues, it is not a surprise that the data 

generally suggested varied attitudes towards the schemes, and particularly from 

women employees at the workers' level. 
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6.5 Reasons for non-participation in quality circles among workers 

Table 6.4 provides a summary of the interview results providing reasons for non- 

participation in quality circles. Each of these themes is presented below. 

6.5.1 Perceived lack of support 

Section head commitment was of some concern among lower-level staff. However, 

although some staff initially welcomed quality circles, management did not play 

their roles, as they failed to reinforce and support its ideas. One junior manager 

commented: 
"After completing the quality circle course, I am interested in forming a quality 

circle team in my department, but what can I do? I want to do it but there is no 

support, only with their (top management) approval things can get started" 

(Resp. 74, F, Co3). 

There is a similar concern, expressed by one of the companies' CEOs, implying the 

lack of a participative approach among the senior management staff; 
"What is lacking and what is not visible, is more of the way the participation 

of the senior staff, as they are the ones who are running the organization" 
(Resp. 1, M, Co1). 

Initially, in the promotion of the quality circle programme, direct involvement came 

from the top-level management. As many activities were going on within the centres 

and the branches, more top-level management was needed to facilitate cross- 

organizational development. However, this was not happening, especially at the 

centres. Hence, there were problems faced, especially in the branches. First, senior 

managers were not given full authority to make decisions on areas affecting the 

development of quality circles. They still had to refer to the centres for approvals. As 

one frustrated district male manager commented: 



"... I received an instruction, `Dear Mister District Manager, please implement 

this quality circle project. '. But no one mentioned to me anything more about it, 

what job number I should charge the project to; nobody mentioned what budget I 

had... I still need to refer to a higher level. Another problem, there are two heads, 

both from different quality departments, reporting to chairmen who are from 

different corporate services... so, what is being planned at division is not properly 

seen by the corporate services in which they are the guardian. " (Resp. 70, M, 

Co2). 

190 



y 
u 

u 
:r 

u 

Cý 

a 
a 
0 
cv a 
u 

G 
a 
0 a 
0 w 
k. 0 eio 0 &. 
.a w 
3 
y 

y 
H 

0 

ct 

Ga 

d 
nn 
.a 

C'ý 

x 
.0 

to 0 
-d 
N r. 

ce b. 

9. rA 

Q 
NuE mV >° OX ce 4) E ed w 

b °N N' 9. °> c'am' 0 ý "E ýý 0 

3 
0 tu 

ö ä 'ý .o. 1-- g 'ß" a .2t ý°, " ,ý > 
> 'ti (0 1. 

U 
di 

.x 
, to 

r A °. ' >ö 
0 tu ä=ý E. 0 0 ä o ,o 2 0= cu ¢°o3 A'c ý«. 0 z Z r. 

r0 
Ü 

ar H CU 
V ; 

2 3Q 0' 0 
Q y (A , tbý Q O bb ° to Ü 

eu 

G 2 e0ä '° 
ÜO3 

¢ 
$°ö äý a ay ,2 .ca ýj ° ö 1 

ö0 
5w ß b a. 3 - . - > a V . 

w w'ti Ü 
° 

`i ° 

E ua äbl «-°v=3 
0 0' 

o 

i cu 0 (L) 

8 8 

(L) 0 
fljfl 

.x 3 
aý , 
la r. E O 'C rn 0 

Cý"ý 4i 6" V1 
62 

° tea än 33 
º r el uä 

V ' ,0 0 OO O N0o 

. ti O 
In 00 

4, 
0 y 

o cd 0 

,Z 
ßä 

"°", 0 .C N. 

" 0 0 c 
ýb0 ' bo 

a 
b> 
E r 

y 
0 6 ar. 0 

ý x . , Ci. ä E° C, ää 
ö0 000c 

.. O 

0o 
03 0 v"ý eddO 

" Ci 

In ä 
ä 
In 

ä ° ° ä 

A-9 > H vn h p4 = 

r. a 
.ý 



The above comment tends to suggest not only that a district manager lacks power to 

decide, but also that the supporting top management structures seem still too 

bureaucratic and hierarchical for the employee involvement scheme to be 

materialized. Another almost similar comment was made by another district 

administrative manager from another organization: 

"... as part of the secretariat for quality circle service (Quality Customer 

Service), I find it hard to conduct the quality system review as I require other 

sections heads' approval ... It makes it worse when most of them are at the 

HQ. " (Resp. 68) 

Another simple fact put forward by another district manager was: "... the fact that 

we are too structured, that hinders the programme" (Resp. 67, M, Co3). 

There was yet another district manager who had a similar concern on the lack of 

commitment to the schemes, from section heads themselves, and the fact that the 

organizations are still too structured and there is a strong place given to bureaucracy 

which makes involvement for the staff problematic: 
"Things get very difficult when you depend on the heads for commitment, but 

here the section heads are not committed. It is often for meetings to be postponed 
because they have other more important things to deal with. You as a coordinator 
have to send them memo after memo, still hardly any feedback, and it's really a 

waste of time. And the meeting cannot go on without their presence. Sometimes 

they only send their representative. It might be all right with the representative, 
but if the boss is still not committed, the end results are that you don't get the 

work done" (Resp. 73, M, Co 1). 

And Resp. 73 was supported by most of the workers from that section. One comment 

made by one of the male technicians (focus group) was: 

"Here problems differ, depending on different sections. Commitment normally 

will come when the circle is more active, able to conduct more meetings, then 

most problems will be solved easily. But again it so much depends on the 

section heads" (Resp. 62, M, Col, FG). 
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Most top management had anticipated lack of support within the middle 

management. One of the vice-chairmen shared his opinion: 
"... in this process of getting employees involved through quality circle, this 

group (middle managers) is not happy, because they are getting less 

responsibility and these people (the workers) are playing a greater role" 
(Resp. 2, M, Co2). 

The CEO, from one of the organizations had a slightly different opinion: 
"Managers are not positive about the programme because it is extra work 
for them; once the programme gets ritualized, once it gets routine, it can be 

dangerous; dangerous in the sense it becomes work. When it is not directed 

properly, from the top, that is what it becomes. There must be a clear reason 

why we are doing. " (Resp. 1, M, Co 1). 

This CEO of commented on the middle managers who were not supportive in accepting 

the programmes. One vice-chairman strongly felt leadership was the reason behind it 

all: 

... of course there is always a difference, some regions have more force than the 

others, because of leadership. Leadership is the number one reason that 

determines whether quality circles are a success or a failure. I have seen success 

stories created because of the leadership, not because of anything else. The leader 

who is willing to work within the culture of that, that is commitment" (Resp. 3, 

M, Co3). 

An ex-district manager shared his observation on other district managers: 
"It all depends on the initiative of the boss, as there is no hard and fast rule on 
how we run our division. Most of them (district managers) are not the sorts 
that are inclined towards a worker; that's where the root of the problem lies, in 

implementing employee involvement. And it is not easy to change such 

attitude among these managers. Top managers in the district are less particular 

on the issue of employee involvement, it is all left to the discretion of the 

district manager themselves, it all depends on their commitment" 
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(Resp. 9, M, Co 1). 

Another observation made by a quality circle key coordinator was: 
"One common reason given among the facilitators; there are very busy with 
their work, and quality circles don't make their job any simpler, as it's only 

added on. Whereas workers, they still claim they lack understanding of the 

concepts. One thing for sure, the paradigm shift is still not there" (Resp. 22, M, 

Co2). 

6.5.2 Authoritarian style of management 

A second problem regarding quality circle participation and summarised in Table 6.4 

was that most branch managers traditionally operated in a fairly authoritarian style. 
This seems to be a major problem, putting a limit to staff involvement, even in the areas 

concerning their work. Employee involvement was hardly encouraged, even if there 

were quality circles formed, quality improvements suggested by the staff had a limited 

impact. 

It appears that the most critical factor in establishing positive attitudes to the quality circle scheme 

among non-participants is the manager's support. The most common factor given as the reason why 

workers do not participate is merely because their supervisor (middle manager) never listened to their 

suggestions. One strong comment from one of the women clerks (focus group) was as 

follows: 

"To me the quality circle does not bring any kind of benefit. There is no change 
here despite that the boss had frequently attended quality circle training 

programmes and conventions. I think I kind of favour the quality control concept, 

the concept of no boss, all working together to solve work problems as a group. 
But what if the boss is still concerned about giving orders, everything remains the 

same, with no changes, the boss remains boss, the workers remain workers, there 
is no involvement here, 

... the culture will still remain despite any amount of 

quality circle exposure he went through" (Resp. 3 1, F, Co3 FG). 

Another similar comment made from another woman participant (focus group): 
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"The culture here (in that department) is that we at the lower level have no say, 

and the bosses will never listen to our ideas. It should always come from him (the 

boss); one must always refer to him, if you refer to anyone else, especially higher 

than him, you are in trouble.... There is no question about giving ideas; even 
basic communication doesn't exist between the lower level and them (referring to 

their superiors). Employee involvement has no chance, it doesn't exist here" 

(Resp. 32, F, Co3, FG). 

Another similar shared perception among these dissatisfied respondents was on the 

ongoing conflict between management and the workers on matters of authority, 

control and decision-making prerogative. A woman staff member commented (focus 

group): 

"Management does not want to let go their management influence in the 

decision- making process. It's hard for them to sit there and listen to us. It's a 
kind of role reversal type of situation. Although it may benefit employees like 

me, I believe middle managers have a hard time adjusting to the type of 

situation" (Resp. 36, F, Col, FG). 

From the above comments, some picture of the organizations' authoritarian cultures 
has been formed. In fact, even some managers shared these feelings. Some 

employees portrayed themselves as victims of an organizational culture whose 

managers are not readily participative. Some managers are perceived to prefer the 

status quo or the old autocratic management style. It is frustrating to discover that 

beside the merit of the participative management concept, they are in a context of 

managerial resistance to the very concept. 

These views were shared by one of the junior district managers: 
"The management here is too authoritarian in the extreme. This approach to the 

staff has resulted in `non-involvement' in most of the activities here, which 

includes quality circles; it has been widely frustrating, I can see a decline in the 

pride of a job done well. Commitment of the majority of the staff has gone very 

low" (Resp. 66, F, Co3). 

195 



These shared impressions vividly indicate that the organization's authoritarian 

culture stems from how people become managers. In one interview with one of the 

district managers, he tried to explain how culture shapes the manager to be 

authoritarian. 
From one district manager's own perspective: 

"... How I learned to become an authoritarian manager; you have to go back to 

how people became managers. First, they take a person who works on a line, and 

say you are best qualified in that unit because you are doing 100 per cent of the 

work and everything, which is in accordance to their standard. Then, all of a 

sudden you are the manager. As a manager you deal more with experience. From 

the day you start work you see how your manager works and these experiences 

are carried along with you. Then when you finally become a manager, you tend 

to apply what you have learned through your earlier experiences" (Resp. 67, M, 

Co2). 

6.5.3 Pressure of work and time 

A third issue, concerning district staff especially, was that they felt themselves to be 

under increasing pressure of work, so that there was insufficient time to devote to the 

quality programme. One respondent was a district section manager, and what he said 

reflects some of the constraints of middle managers that he knew of: 
"I have been involved in the quality programme, as a facilitator I can see the 

problem. I don't have the time to work with people down the line, they haven't 

got the idea, and they are not convinced. The scheme is a system, but if I don't 

have the time, on a more regular basis, then it doesn't work. They too will find 

excuses; no time, lots of work, so involvement on my part is really needed, that's 

the part where I feel really handicapped ... I have ideas, but having an idea and just 

talking about it and putting into practice are two different things. When we 

realized that the circles are not productive, we realized all we need is time most 

of us don't have. Even for the fact that we realize the importance of the quality 

circle, I don't think we (he and his peers) are putting a high enough priority on it 
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or enough effort into it. We still put priorities on our core business, or actual 
functions as a top executive here. So, until the priority problems are corrected, I 

don't think there is a chance. That's the challenge I am facing" (Resp. 20, M, 

Co2). 

Another district manager commented, regarding time pressure: 
"I find it is difficult to run quality circle activity here; it's very difficult when 

each of us (his peers) is burdened with a heavy workload, and ... we all have the 

same constraints. All this year we are unable to reduce the workload; the cycle 

time is too much" (Resp. 75, M, CO). 

Some staff did basically acknowledge that the top management does make a 

significant effort to involve workers' levels through the employee involvement 

scheme, such as the quality circles, but they felt that they did not receive proper 

support in terms of easing them from daily work activity. As one junior district 

manager observed: 
"Over here, the meetings are done during working hours; the staff is busy at 

work, and this will surely interrupt their daily work activities" (Resp. 72, F, 

Col). 

Another quality circle participant felt the same, especially about the inactive circles; 

one woman commented (focus group): 
"In my opinion, the only problem I can think of is time constraints. We work at 

shops dealing directly with customers, face-to-face; we just don't have the time 

to take a break to have quality circle meetings. We can't just leave the counter 

and everyone attend meetings; the problem is that it takes so long to proceed 
from one stage to another where quality control is concerned" (Resp. 58, F, Co2, 

FG). 

Another similar comment from a male technician (focus group) was: 



"Whenever your job is too demanding, you put priority on your work rather than 

extra activities, like quality circles, unlike some sections at the HQ; they are at an 

advantage, because they have larger headcounts. This means they can have more 

members in the group. So, while some of the members are working on quality 

circle activities, the rest can concentrate on the daily work. Hence, they can still 
have both; be active in a quality circle, and get the daily job done" (Resp. 46, M, 

Co2, FG) 

What is meant here is that most of the members felt that their work pressure was 

unable to release them to concentrate on quality circle activities. Some felt that at 
headquarters, they tended to have more staff, hence, quality circle members from the 

headquarters can afford to have more members in their groups. This `excess' staff 

will concentrate on quality circle activities on behalf of the members. This is 

normally found in clerical positions, where the jobs can be easily shared; it 

frequently happened when the circle was working towards a convention. So while 

some portions of the staff were working towards the quality circle convention or 

presentation, the rest of the members of staff would try to complete their colleagues' 

unfinished work. This seemed to work on a rotational basis. 

6.5.4 Absence of direct incentives 

Absence of direct incentives seemed to be another concern. Apart from the three main 

problems that affected especially the branch, staff felt that management was trying to 
intensify work without offering any reward in return. As one comment made by a 

woman human resource manager for one of the engineering departments shows, 
"They do practice quality circles basically in power station, and the nature of 

their work requires them to work in a team. They feel good about the project after 
being given recognition for what they have done; they think that extra time put in 

is not being rewarded, in terms of their job performance, but now we are trying to 

tie in with performance" (Resp. 8, M, Co 1). 



The concern for reward, as mentioned by the engineering human resource manager, 

seems mostly to affect the male workers more than the female. One comment made 
by one of the technicians that almost echoed the rest of the male participants (focus 

group) was: 

"... whenever your job requires you to work extra than normal hours, then you 

would be paid overtime allowance. My concern is when we need to work extra 
hours to have quality circle meetings, weekdays and even Saturdays, why we are 

not being paid the overtime allowances or any kind of reward" (Resp. 41. M, Co 1, 

FG). 

Some managers did share these concerns about not having motivational incentives to 

encourage more participation among the staff: 
"It will encourage them to participate if their contribution is recognized 
through their yearly job evaluation, that will be a kind of reward for them" 
(Resp. 13, M, Co2). 

One female senior manager observed some gender differences between her staff in 

relation to incentives: 

"I observed male staff are more concerned pertaining to monetary aspects of 

any scheme. For quality circles their argument is on overtime allowance if the 

meeting falls after office hours. Perhaps they are the `breadwinner', they have 

family to support. Whereas the ladies are easily satisfied; as long as they can 
do they job well, they are happy. I think women have this culture that they are 

easily changed, whereas, men, you really have to convince them" (Resp. 6, F, 

Co2). 

Thus, some observations seemed to show gender differences in that women by 

character were though to be more easily satisfied, whereas men needed to be more 

convinced. 



6.5.5 Extended quality circle meetings and married women (focus groups) 

Married women's explanations focused on the barriers women face in working on 

so-called `extra curricular' activities during non-working hours. Although women 

may be as interested as men in attending quality circle meetings, when they seek to 

attend those meetings they may encounter problems not faced by men. First, one 

possible barrier stems from the kinds of jobs that have been available to them. 

According to Hong (1990), the rapid growth rate of female employment in Malaysia 

arose from deliberate government policies to redress gender imbalances in public 

sector employment, as a result of which women have always been over-represented, 

especially in clerical occupations. The facts that their jobs are non-professional, non- 

technical, and non-managerial, means that these jobs are viewed as less important, 

and lacking in urgency by many, especially by their spouses. Hence, they are 

expected not to work any longer hours than their usual eight-hour routine job. The 

same principle applies when it comes to their need to attend any `extra curricular' 

activities within the company; they are viewed as unnecessary. 

One comment made by a female accounts clerk, represented many: 
"My husband is not supportive; I have to be back sharp by 5.30pm. Whenever 

he comes to fetch me I have to leave sharp by 5.15pm, otherwise he will be 

annoyed. Well, we are just clerks, we are not executives, and it is difficult to 

justify why we need to work longer hours. There is always tomorrow to 

complete any incomplete job" (Resp. 49, F, CO, FG). 

This is one view of women's clerical work, which is seen to be unimportant and 

monotonous. Secondly, many women who wish to participate may confront 

additional barriers because of family commitments and time pressures. Another 

comment made by one of the general clerks that echoed most of the women staff 

was: 

"... not that we are not interested, we just can't afford the extra time, I have 

`rows' of children (laugh) waiting for me. That is very common among us 

women staff once we are married, to come up with such an excuse such as, no 
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one to look after the children, which is real" (Resp. 26, F, Co3 FG). 

It was on this point that many of the women participants agreed; that the meeting 
times that fell outside working hours made it difficult for them to participate. Here 

again is one of the many views reflecting this point: 
"Usually once women have started to have a family, there are always similar 

reasons why they can't attend quality circles activity after working hours, there is 

no one to look after their kids or any kind of similar constraint" (Resp. 59, F, Co 1, 

FG). 

And this is one of the many women who felt, simply: 
"Actually, it is true that we have limitations, as family women" (Resp. 45, 

F, Co2, FG). 

This sums up what seems a common gender problem in EI - the time constraints felt 

by women in attending quality circles that are held after working hours. However, 

there were still many more married women who participated in the quality circle 

programmes, even with meetings after office hours. These were women who were in 

the categories of either having children above school age, or not having children, or 
having children who were well taken care of by helpers or extended family members 

or, above all, having a supportive husband. As one senior female clerk who received 

all the support explained: 
"... in my case I have someone to look after my children, and at the same time, 

my husband is supportive, so working comes naturally to me. I have no 

problem to participate in any of company's programmes" (Resp. 57, F, 

Co3, FG). 

6.5.6 Gender issues in meetings 

Generally, the perception from the women in the focus groups was that they are not 

confident in putting their ideas across in meetings, although there were some who 
felt that they were treated similarly to men in meetings. One respondent commented: 
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"I feel we are all just the same, even in the meeting both ideas being taken into 

consideration, only that we sometimes don't have many ideas, and it's best to remain 
silent" (Resp. 53, F, Col, FG). 

Some shared almost the same opinion, but felt that there are differences between 

men and women, in the sense that women are less confident when it comes to 

contributing ideas, as well as their having a different function in a meeting. As 

another participating woman commented: 
"It's quite frequent for me to attend meetings but I am there for taking down 

minutes of the meeting; obviously I have no chance to speak, just listen" 

(Resp. 59, F, Co3, FG). 

Some raised the issue of not being involved more in the meeting because they were in 

the `position' of writing the minutes (i. e., secretary), and some were simply shy 

participants: 

"When I am the only woman in a company of all men, I just can't speak, 

unless I have another friend" (Resp. 58, F, Co2, FG). 

Nevertheless, women still felt they were as good: 
"I know there are some ladies who still speak out although she is the only woman 
in a meeting" (Resp. no. 59, F, Co3, FG). 

It is also true that many active women participants feel good about the scheme, 

especially when they receive good support from their male peers: 

"I am enjoying myself working in the mixed team; the guys, they make us feel 

the confidence we need, so I feel happy about it. That makes it easy to 

contribute ideas" (Resp. 25, M, Co 2, FG). 

Some women saw QCs as a platform, which gave them a chance to prove themselves. 

One female district manager perceived participating in any scheme introduced by 

management as an opportunity, or a means of getting recognized (interview): 
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"Too frequently we hear people say men are having better leadership qualities. 

There is where I feel women have to prove themselves. We can do it, in whatever 

management-introduced schemes. A programme of this kind (QC), when we 
have a chance, we will try to prove we can do it, and always try to do it better 

than them [men]" (Resp. 63, F, Co 1). 

However, the difficulties for women were a common theme. A female executive of 

the Quality Operation Unit had this to say (interview): 

"... in group meetings, ladies will be more involved in doing all the clerical work, 

working on computers, making phone calls; ladies are there basically to do the 

paperwork. Even for technical groups where there are no ladies, they will still 

appoint a clerk to do the paperwork. Men tend to dominate and give the orders, 

women are the ones who carry out any orders. " (Resp. 7, F, Co 1). 

One male marketing section manager made the following observation (interview): 

"Regarding gender differences in participation, females in the general office tend 

to have problems of time constraints when involving married women after 

working hours, as they need to attend to their families' needs, and we understand 

that. Normally, we give them the flexibility to have meetings during working 
hours or after working hours. There are women who are really involved, but they 

are rare. [Pause] During meetings we have to close the gap, otherwise they refuse 

to talk, being management we have to think of ways to make them talk; You 

don't expect them to be closer to you, you have to move towards them. ... It so 

much depends on the leader. " (Resp. 9, M, Co 1). 

Whilst some managers were stereotypical in their approach to the gender issue, this 

was by no means representative of all the management. It seems that with some 

understanding from their bosses, women could get as involved as men in any 

participation schemes introduced by the companies. 

Revisiting Table 6.4, what seems the biggest problem that resulted in non- 

participation from the women employee is that they felt that their contributions were 
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not being recognized. In the case of quality circles, they felt that they were not being 

recognized in their `projects' that derived from their quality circle problem-solving 

activities. These ̀projects' created competition among employee levels. In this study, 

the male employees were mostly made up of technicians and the women made up the 

clerical posts. The nature of their work and positions made it hard for the women to 

compete with their `project' with the men. 

Another issue that added to their frustrations was lack of support from superiors and 
lack of training. Some of the more unavoidable reasons also were lack of support 
from spouse and having to attend to children and family needs after office hours. 

Literature on disadvantages of women does support these findings, in such a way 

that the women in this study are being disadvantaged in both worlds. In their 

working environment, they hardly received support from their superiors; most of 

them claim that the culture was not conducive for a participative scheme to take 

place. And, similarly, from the perspective of personal life, they did not receive 

enough support from their spouse to enable them to participate in a company 

involvement programme that exceeded working hours, such as a quality circle. There 

is almost a consensus view from women interviewees, regardless of whether they 

were managers or workers; they felt strongly that the positions and nature of 

women's work put them at a disadvantage. This resulted in differences of attitudes 

towards employee involvement compared to women at a higher level in the 

hierarchy. Similarly, in their attitude towards employee share ownership schemes, 

they hardly felt they belonged, because they did not believe the shares were meant 
for them and there was a gap between them and higher levels. 

As for the male employees and managers (both women and men), they were most 

concerned with non-participation mainly because of time constraint in relation to 

their work and the implementation of quality circles. Many issues were raised, 
including the unclear conceptual understanding of the quality circle itself, training 

not being done professionally, time being too short, and too many being involved in 

that short period time. The majority of the middle managers viewed that it was just a 
`lip service' thing from top management; some saw it as a joke; and some though too 



many programmes were being introduced in one short period of time - some 

observed three major programmes in a year. The question they raised was `when 

people forget about the earlier programme, then how do people gauge whether the 

programme is successful or otherwise? " Generally, some of the issues of concern to 

the managerial level were similar to those raised by women employees - in short, 
lack of support from higher levels in making the quality circle manageable. 

6.6 Attitudes towards EI and organizational commitment 

6.6.1 Attitudes towards quality circles and organizational commitment 

Table 6.5 provides a summary of interview and focus group findings related to the 

attitudes towards both types of EI (quality circle and employee share ownership 

scheme) and organizational commitment. The views of top management are 

expressed in the following comment. 
"Quality circles are important to get the involvement of employees at the lowest 

level... it can create teamwork and it can create ownership in the group.... it 

becomes our job rather than my job or your job. We share the problem 

together... [Using the example of a specific project] an output that actually 

reduces paper waste may not be as good as having a group of workers thinking it 

together, working as a team, working it together, taking the ownership of the 

problem, and that has a bigger effect on the organization. The reward is they feel 

consulted. When they start taking the ownership, the outcome will be that they 

feel more committed to the organization" (Resp. 1, M, Co 1). 

This could not be clearer in terms of the perceived effects of employee involvement 

on organizational commitment. To add to this, another respondent from senior 

management in a different organization commented: 

"In this company, the quality circle is a way of recognizing contribution by 

the workers. Management needs to make them feel part of the company not 

only as workers. The company cannot grow or survive without them, so in 

order to get their commitment; we must recognize whatever they do.... We let 

them air opinions through presentation, to share their view with management, 



rather than we do the entire managing not all that well. After the completion of 
their project, they become more motivated, which is good. In fact, we have 

many other kinds of disciplines like quality circles, quality circle service, all 
these things are to get everybody involved in whatever they do. What we 

observed, when people are doing things for commitment, contribution is 

different, so we recognize them, and we need that" (Resp. 4, M, Co 1 s). 

A similar view from a manager in the same organization as Resp. 4 noted: 
"The result of solving their work problem through the quality circle way does 

contribute to their commitment to the organization. I think the quality circle 

procedure in itself, which leads to good decision- making process, helps, as at 
the end of the day it made them realize they are working towards the company's 

goal. That could relate to changing of attitudes towards their work as well as the 

organization" (Resp. No 13, M, Co 1). 

Thus, two of the above managers were positive about QCs in relation to employee 

commitment. In contrast to the management view, a woman participant who was in 

an active circle commented in one of the focus groups: 
"It all depends on which quality circle level you are at. Anyway, it is how it 

got to be an active circle. As we are at a higher level of circle success, then 

feelings are different; we feel much more confident about our work. The 

feeling of commitment will naturally be there, together with many other good 
feelings. " (Resp. 57, F, CO, FG). 

Another female perspective given was: 
"Quality circles give us a chance to share our feelings, especially regarding 

some frustrations in relation to work. Once we can solve problems at work, it 

makes the workplace a better place" (Resp. 4 1, F, Co2). 

This was part of the focus group interviews which especially picked up on the issue 

of attitude towards QC in relation to the feeling of commitment. This shows that if 

they are allowed to participate, they do recognise the benefits, particularly the 
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feeling of confidence that follows. In earlier discussions the focus was on the fact 

that they did not even have a chance to participate, although they did recognise that 

it was beneficial in terms of being able to prove oneself to management. 

6.6.2 Attitudes to ESOSs and organizational commitment 

The question was asked by the interviewer, "does the feeling of being unfairly 

treated regarding the scheme affect your daily work or commitment towards the 

organization? " The responses among the workers in the focus groups were almost all 

the same and no gender differences were identified in the interviews. 

A clerical staff member was quick to reply: "... it never affects our work, only that 

we feel it is not fair" (Resp. 40, F, Col, FG). Another woman made a comment, 

which the rest of her focus group agreed with, including the male staff: "I hardly 

have the time even to think about it" (Resp. 41, M, Col, FG). This was referring to 

the pressure of work which was mentioned by several staff. One technician claimed: 

"All that we asked for is just some recognition from the management" 

(Resp. 46, M, Co2, FG). 

Another female respondent (who did not participate in the ESOS) said: 

"Those who are unhappy, the technical staff will quit but not clerical, ... we 

have no choice" (Resp. 58, F, Co2, FG). 

This reflects gender differences with regard to the nature of the job, where men are 

perceived as having the advantage of being able to leave the company if they are not 

satisfied, while women are perceived as having minimal choices. 
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Another respondent claimed: 
"... just because we are not offered [the opportunity for other work]; if we were 

offered we would also leave" (Resp. 41, F, Co2, FG). 

Another male staff member who was a non-participant in the ESOS spoke for many 

when he said: 
"The important fact is that we have no choice, our work still needs to be done" 

(Resp. 46, M, Co2, FG). 

A similar statement from another female staff ESOS non-participant was: 
"We feel responsibility to our job, but the feeling of unfairly treated is still 
there" (Resp. 26, F, Co 3, FG). 

Many others supported these comments, that regardless of being unfairly treated, at 
the end of the day, it is still their responsibility to get work done. Hence, 

commitment to work still exists, despite being badly treated by management. A 

somewhat concerning view was held by one of the women ESOS non-participants: 
"... it would be difficult if we have disciplinary actions, for example, being 

suspended from work, if we let that affect our work. It's different with 

executives; they can always get another job somewhere else with the 

qualifications they have" (Resp. 41, F, Co2, FG). 

Another female non-participant stated: "... it's difficult for us to leave the company" 
(Resp. 36, F, Col, FG), but a somewhat different outlook from a male member of 

staff was: 
"... why should we leave the company; all we have to do is ask the 

management to review the policy of the scheme" (Resp. 40, F, Col, FG ). 

Another similar view, but more accepting of the situation was this woman's point of 

view: 
"... there's nothing much we can do; that's all they decided to give" (Resp. 49, 

F, Co3, FG). 
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Yet another male technician felt strongly for the company when he said: 
"... for the love of the company, because they still decided to give us part of it. 

Something is always better than nothing" (Resp. 50, M, Col, FG). 

The chief executive officer of one of the organizations made the following 

observation regarding the link between the ESOS programme and commitment to the 

organization: 

"... it has to be big enough for it to be an element to gain loyalty, but in a big 

company like [name of company], where you owned only . 0001 percent of the 

company, what kind of loyalty or commitment are you talking about? " 

(Resp. 1, M, Co 1). 

And he continued to explain the fact that once the share was being exercised (sold), 

that it would be the end of a sense of `ownership'. This statement held true for 

several others, when he said: 
"... the question is, how do you get the value of your share by selling it. So, the 

very thing is that once you sell it, what do you earn? ... nothing" (Resp. 1, M, 

Col). 

Human resource managers and some of the senior managers and managers almost all 

made similar statements. For example: 
"... what are you talking about ownership, when 5,10, or 20 lots, once sold, 

there goes the ownership. I don't feel part of the owners in this company, it 

doesn't gave me any worry whether the shares go down, because the majority 
had sold them off, ... everybody is selling their shares, including me" (Resp. 16, 

M, Col). 

"... people are leaving, generally the middle managers. As the top managers 

are receiving a very high recognition by the company, there is no reason for 

them to leave" (Resp. 17, M, Co2). 
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"Shares are not the critical factor to change the employee attitude in the 

company. It is a kind of recognition, as a result we give them a kind of 

ownership" (Resp. 67, M, Co3). 

"... the way I look at it, an employee share ownership scheme does not mean ̀do 

more', it doesn't mean they are more committed: they earn some money, they 

received and they sell it. If one makes a study, one can see that not many retain 
their shares, most will sell whenever they get a chance" (Resp. 10, M, CO). 

A senior retiring manager who was once very involved in the company employee 

share ownership scheme policy remarked: 

"The ESOS in this company is meant for recognition of contribution, but only 
for all executives, that is to say to motivate executives onwards but never the 

staff. To retain all these people, nevertheless some still quit. When they 

received 30 shares, they exercised all the 30 shares. Commitment does not 

relate to shares, when the need comes they still leave, especially at the 

managerial level" (Resp. 15, M, Col). 

These quotations reflect the many views from top management that shares were not 

related to commitment. One manager stated similar view: "It's not very tangible, to 

give shares to get people committed to the company. " (Resp. 63, M, Co3), and 

another statement from one of the senior managers that rounded off the issue was: 
"... commitment has nothing to do with shares, but if you are already 

committed, regardless of shares you are still committed. The shares will just 

enhance the feeling of belonging" (Resp. 5, M, Co 1). 

From Table 6.5, it is clear that the majority perceived that there is a relationship 
between quality circles and organizational commitment but most of the respondents 

perceived no relationship between ESOSs and organizational commitment. Some 

factors in Tables 6.3 and 6.4 contribute to the above results. For example, it was 

noted that quality circles implemented well can result in them meeting the objective 

of getting a high level of commitment among employees - this relates to the feeling 



of being recognised. Employee share ownership schemes, on the other hand, have 

hardly any relationship with commitment partly due to the nature of the participants, 

especially, at the managerial level, who may see it as a perk or as an extra benefit. 

According to top-level management, adoption is because employees take for granted 

that their company will do so as other companies are doing it. 

6.7 Reasons for gender differences 

This section directly addresses Objective Two which set out to explore further the 

reasons for observed differences or similarities in the attitudes of men and women 
towards EI, and also towards women and work generally (e. g., stereotyping, 

opinions of female leaders, differential experiences in the workplace, such as 
differential treatment, discrimination). Findings from the quantitative data showed 

gender differences were identified only amongst non-participants' attitudes towards 

quality circles (more positive attitudes were found for women non-participants) and 
in attitudes towards women and work (where less favourable attitudes were held by 

men towards women and work). No gender differences were identified in job 

satisfaction, organizational commitment or attitudes towards management, and this 

was the same for both participants and non-participants of ESOS. 

Using the interviews and focus groups to explore these findings further, the findings 

can be organized into several themes. These are summarized in Table 6.6 and 
discussed further below. 
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6.7.1 Perceptions of women in workplace 

Women as the same 

Summarising first the perceptions of men who believed there were no differences 

between men and women, one district section manager voiced a typical view: 
"... if women and men working here are different, I am really not aware of it. I 

really don't think they are" (Resp. 20, M, Co2). 

Another district senior manager had a somewhat more positive view: 
"Women, they are not only similar, but in some cases they can be a better 

performer" (Resp. 65, M, CO). 

A technician had some concern for women whenever they have to do shift work 
(focus group): 

"... there is not much of a problem for ladies in clerical, they only have 

problems if they join the technical line; shift work, working late nights is tough 

for a lady" (Resp. 27, M, Co2, FG). 

Another rather strong view came from one male district manager: 
"Sometimes people said that women can't work, with which I strongly 
disagree; they are just the same, as there are men who still can't. A woman too 

has a career to be fulfilled. They are similar, I don't see any difference" 

(Resp. 70, M, Co2). 

A manager felt that it had nothing to do with gender but individual attitude instead, 

when he said: 

"Women normally working in a group, they'll get involved, be technicians or 

clerks, it is so much depends on each individual attitude" (Resp. 76, M, Co3). 

A male district manager had some strong views on comments made about women's 
lack of commitment to work when he elaborated: 
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"I tend to disagree with saying that women are less committed. Another point 

that I disagree on is how they measure commitment. Commitment is not factor 

of time, men too do take it easy at work then work a little late, whereas women 

tend to be committed when they are at work. From my observation, I feel the 

difference is women have 100% commitment, whereas men only 60%" 

(Resp. 69, M, Co2). 

Another senior vice- chairman was saying the difference is not in gender but in their 

position instead: 

"... as far as women, sex wise there is no difference, but there are a lot of 
differences between the layers in the organizations ... shows very high 

commitment around a certain area instead" (Resp. 2, M, Co2). 

Another male manager whose views are similar, reasoned that time plays a part, 

when he mentioned: 
"... my comment is men and women are at par. In those days we might think 

that their thinking/mind is being controlled by something, ... men as 
'breadwinner'... things like that, but time has changed" (Resp. 13, M, CO). 

Many women also believed there were no differences. One district female junior 

manager made a comment that there was not much difference where work is 

concerned, when she mentioned: 
"In terms of work I don't think there is any difference. Whenever I am 

required to go outstation, I just do it; I don't put any limitation to it. I am a 
family lady, I have one child, and there is someone to help me in looking after 

my child. In the technical line, if you don't have family support, then you have 

to think twice" (Resp. 23, F, Co2). 

Another female manager claimed that she saw no difference, except for the similar 

concern of the need to work harder, for domestic reasons, when she explained: 
"I don't see any difference, only that we have to work harder, because of our 
family obligation; it is harder for women actually. Harder because we've got 
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our homes and at the same time we've got our careers; you know to balance 

dual roles, there's more pressure for women. "( (Resp. 18, F, Co 2). 

A female finance vice-chairman felt no difference, when she claimed: 

"... I compete equally with them (men)... I think I also put in a lot of hard 

work. And I never felt that because I am a woman I'm prejudiced... maybe in 

the finance line it is more suitable for a woman, that could be it. I think, 

women when they do things they put patience into it, women do a lot of 
thinking which is lacking in men... even the level of commitment sometimes, I 

feel women are more patient" (Resp. 14, F, Cot) 

6.7.2 Women as different 

The majority view was that there were significant differences between men and 

women. Some observed contrasts in personality. Most male respondents felt women 

are different in many ways, behavioural as well as in terms of possessing certain 
limitations. Although some women did acknowledge their limitations, especially in 

relation to domesticity, most felt that they were being treated differently at the 

workplace. 

Taking first the perceptions of men, one comment that came from top management 

mentioned women's limitations and the differences in behaviour, but stressed that 

there was no discrimination on their part: 
"... the problem with ladies, they have some limitations, so there is always a 
limitation, a handicap. In terms of character too they are different, I find it's 

quite difficult to open up with ladies, I don't want to tell them openly as they 

are sensitive. It is OK if you stay on the boundary. But I think other than that 

they are fine, we don't have any discrimination at all" (Resp. 3, M, Co2). 

A male senior technician made an almost similar comment when he said (in a focus 

group): 

"In my own observation of women engineers, once they have a family, 



whenever the job requires them to attend to a problem in the night, they will 

never be there, they will end up delegating it to their male subordinates" 
(Resp. 44, M, Co 3). 

An HR manager made another similar claim of no discrimination on their part, but 

he had a somewhat different view, when he said: 
"There are differences in an artificial sense, discrimination no. If there is 

difference I would say more towards showing respect, towards expectations 
between gender. If there is job to be done, I wouldn't send a lady, as I know 

it's tough and rough, so those kinds of things still have effects... because of my 

concern" (Resp. 3, M, CO). 

He also had some comment to make on the differences, not only in behavioural but 
leadership style as well, when he said: 

"... Yes, they are visibly different; Women who are managers tend to be more 

picky than male managers. Even though we tell them, it is very difficult for 

them to change, because of the high standard they set themselves. It is 

difficult for them to be here last time, see, so they have to set a very high 

standard on themselves.... they can't change from managing a situation to 
leading a situation, that is what our leadership is focusing on. " (Resp. 3, M, 

Co3) 

Similar comments from senior managers and managers on behavioural differences 

and working standards are given below. 

"Ladies tend to get more emotional, though they are committed. The 

difference is they focus on insignificant issues instead of main agenda; not to 
be expected at executive level" (Resp. 75, M, CO). 

"... there is a difference, they tend to focus on petty things, small agenda" 
[laughter] (Resp. 15, M, Co 1). 



"Men tend to be more direct to handle any grievances, but women tend to just 

talk among themselves" (Resp. 67, M, Co3). 

Other comments focused on women and decision-making. Many respondents felt 

that because of their lack of confidence in character, this impeded the decision- 

making process. For women engineers, it was common to identify that they were 

often too timid in decision making. One male engineer observed: 
"... However, in my own experience I've been working for tens of years, I am 

as scared whenever I'm required to make a decision that would involve life, 

you are talking about 11 KV (to shut down a power cable). Normally, despite 

the feeling, we still go on. But in the case of ladies, they are rather different. If 

they are given a choice, they would rely on someone else for the decision" 

(Resp. 21, M, Co 1). 

A senior technician made a similar comment, when he said (in a focus group): 
"To my own point of view, I feel women lack in aggressiveness; the nature of 

work, breakdown, needs a quick decision. You need to have rather pushy 
habits or be more aggressive in tackling those issues. Women, they are more 

suitable for computer work or administration" (Resp. 48, M, Co 1, FG). 

Another difference was mentioned in relation to technicalities, when one technician 

mentioned (in a focus group): 
"... differences between them as engineers, men when they give instruction 

they still follow us and get involved, whereas women, they too give 

instructions but they just stay in their office, not involved in the physical job 

activities" (Resp. 46, M, Co 2, FG). 

A more direct opinion came from a recruitment senior manager, who summarised 

why women are "incompetent" at work, when he pointed out: 
"We prefer men, as in this line of work (hard engineering), they are more 

efficient. That is not to say that women are not successful (in the similar nature 

of the job), but it is those small issues such as harassment, that in the long run 



will affect their performance. Another reason is mobility, if women can be as 

mobile, then there is no problem, but normally it is difficult once they are 

married. For men, they are willing to try, as their wife will be following them. 

But we cannot say these to the ladies because this is their nature.. . if women 

are prepared to get dirty in overhauling engines, etc., I'm not aware of it, but 

we [representing recruitment] will still not give it to women. Another thing 

about women, when it is 4.15pm, they started to think of their family. " 

[Malaysian working hours 8: 00 a. m. to 4: 30 p. m. ] (Resp. 11, M, CO) 

This comment is particularly demoralising for women as it reflects an attitude of not 
believing in women's abilities to work for particular jobs. The recruitment personnel 
in this company reflected stereotyping and prejudice. This gives an impression of 

constrained opportunities for women, who are restricted from getting into `male' 

posts in the company. 

6.7.3 Women as bosses 

The interviewer also asked the respondents for their view on women as a boss. Most 

found it different from having a male boss, in a negative way, with few seeing it in a 

positive light. An atypical comment came from one senior district administrator who 

acknowledged the differences between male and female bosses but in a positive way: 
"There is some difference between them, women bosses tend to be more 

caring. In my experience I had this lady boss, whenever I needed to go 

outstation, she made sure that all my needs were taken care of, very detailed, 

very caring" (Resp. 68, M, Co2). 

Most others saw differences in a negative light. One senior administration manager 

spoke as follows: 

"This is not my first time having a lady boss. Because she is a lady, we try not 
to be aggressive. I think, a lady, you give a bit of discount [laughter]. With 

men you can bang on the table, with a lady you don't bang on the table, 

something inside you tells you, `she is a lady'. Sometimes, I feel it is a 



problem because she is not one of you (male worker). " (Resp. 13, M, CO). 

Another senior retiring manager touched on decision making, when he said: 
"... the difference is male bosses are more confident in making a decision but 

ladies are slightly timid (less confident), they tend to stick to guidelines. If you 
don't stick to that, then you need to answer all her questions. I feel they are a 
bit dogmatic, is not just a rule, if you don't give them a chance to explore they 

will not. Men are a bit different, but they too need to inculcate the sense of 

empowerment, freedom of work, then only they work differently" (Resp. 15, 

M, Col). 

A senior clerk found that women bosses are different, in the sense that they are 
difficult, when he said (focus group): 

`My bosses tend to be ladies. I find that it is rather difficult to work with them, 

... men are easier they are more direct. Lady bosses, they are not consistent and 

at times tend to get emotional" (Resp. 55, M, Col, FG). 

A similar view came from one of the male staff, when he said (focus group): 
"I had a lady boss. Lady bosses generally can't accept pressure... they are not 

professional in handing that kind of situation" (Resp. 37, M, Co2, FG). 

Women's views were expressed in the focus groups. Surprisingly, they mostly 

shared the same thoughts as men. A woman clerk made a comment similar to what 

other men had said, when she said: 
"Male bosses, they are more open-minded, and they are fit to be a leader. 

Whereas, lady bosses, their decisions are not very good.. . slow and also 

sensitive in personality" (Resp. no., 24, F, Co 3, FG). 

Other female members of staff stated: 
"Women bosses - they are emotional, it affects our work. They tend to raise 
their voice, though it can be solved rationally" (Resp. 45, F, Co2, FG). 



"... they are ruled by their heart" (Resp. 44, M, Co3, FG) from male technician. 

Another member of clerical staff from a company HQ made her point that women 

staff can also be discriminated against by female bosses, when she said: 
"Women bosses, in most cases, they don't accept a decision that comes from a 

woman subordinate, they prefer men. When we felt our ideas are not 

recognised, then when she asks for one next time, we just don't feel like 

contributing any more" (Resp. 35, F, Co2, FG). 

Being objective or not in their outlook in making judgements is one of the factors for 

having a contrasting view among the respondents. Basically, women workers were 

committed to work, despite it being mentioned by most respondents that the women 

are different in some ways, but basically they were committed. As one male engineer 

said: 

"... in working relationships, women are the ones who usually will come for 

advice, but nevertheless, they are committed to their work" (Resp. 21, M, Co 1). 

And another male manager defined commitment after office hours: 

"I find my lady staff are committed to their work, problems arise only if they 

are required to do extra-curricular activities after office hours, such as, attend 

quality circles. To extra-curricular work, they are not committed" (Resp. 22, 

M, Co2). 

A similar comment from a male junior district manager, where he had a fairer 

outlook on gender differences in relation to commitment: 
"... commitment just the same, men prefer to stay late to complete their work. 
Some women, when the husband is outstation, they also do the same; it's not 
that men are more committed by staying late. It could be that their efficiency is 

not as good-can't complete on time... female efficiency during working hours 

is more productive. " (Resp. 76, M, CO). 
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A human resource manager observed that the higher women get in the hierarchy, the 

more they are becoming like men. Nevertheless, he found there are still some 

differences in a certain way when he mentioned: 
"I notice women; the higher they are, the more aggressive they get [laughter]. 

I feel as though they have to maintain their status. Again, this is their culture, 
they have to prove more than men more often than not. " (Resp. 17, M, Co2). 

A further area of distinction which arose amongst managers was that differences also 

related to hierarchical level in the organization. 
"At managerial level they are equal, and at workers' level they are different. I 

think it is related to education, the higher you get, the more exposed you 
become, and then you know that is no different in terms of work life-but 

those people who are not exposed to that kind of environment, they still have 

that concept" (Resp. 16, M, Co 1). 

This manager continued by adding: 
"Like a paradox, we are talking about women and men, lower and top level, 

men at the top realise, they know women are as capable as men, whereas men 

at a lower level always feel that women are not fit, you know (laughing), not 

as good as men" (Resp. 16. M, Co 1). 

This comment shows that men at various levels in the organization view women 
differently. Men at lower levels tend to stereotype more, whereas at top levels they 

seem to accept women as capable. If this is true, then women at lower levels are the 

ones that are disadvantaged because of their peers' stereotyping outlook. 

6.7.4 Women's experiences in the workplace 

Differential treatment 

The interviewer sought opinions from women, both lower level workers and 

managers, on whether they experienced any gender differences in the workplace. 
Women's views were expressed in the focus groups as follows by one female district 
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staff member who had something to say on being unequally treated. 
"We women workers are always at a disadvantage. We are not being treated as 

those women staff in HQ [more of departmental issue than company as a 

whole]. Lately, there has been some big training going on, men are given a 

room to work in but we are not given any [unequal treatment]. During lunch, 

men staff can join the meal with the management, able to socialise, but not for 

us, we are being separated" (Resp. 31, F, CO, FG). 

Another female staff member from the same focus group voiced her frustration, 

when she said: 
"... the boss never recognised our contribution, he is not open minded. Our 

view as lower rank can never be accepted. ̀I am a senior district engineer, you 

are just a clerk' (being cynical), he goes for level, that's makes it hard" 

(Resp. 32, F, Co3, FG). 

Another female member of staff, concerned about lack of interaction with the male 

superior, said: 
"... there is not a question of lack of communication, the fact is there is 

hardly any. We are never called for meeting. And we can't even voice our 

concern, he [the boss] didn't even bother if we have things to say" (Resp. 33, F, 

Cot, FG). 

Another response, from a female staff member, who was concerned about the lack of 

understanding from her superior was as follows: 

"... I find it hard to understand, they too having a family of their own; 

similarly applies to lady bosses, they too have children like us, then how come 

they can't understand our concern? " (Resp. 35, F, Col FG). 

A female clerical staff member was equally concerned when she said: 
"... we are not asking too much, all we want is to be treated as equal as our 

male colleagues; just treat us like a friend" (Resp. 58, F, Cot, FG). 

Female junior managers, exemplified by this female district manager, agreed that 
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management treat men and women differently when she commented: 
"Management always believe that men are much better than you (ladies) I 

think maybe because the management are made of men (laugh); top 

management are men, so they always think they are always better. So, they 

think men should be the leader for everybody" (Resp. 74, F, Co3). 

In response to the interviewer's question, "What do you think of women generally? ", 

a woman manager was quite spontaneous in her reply, when she said: 
"Undervalued by management. General Manager will listen to men and in 

most cases accept men's view. With us (ladies), he will always try to add 

comments on our decisions. Even though we felt that our ideas are good 

enough, they will still come up with some other ideas. Well, in some sense, 

sometimes it is a better idea" (Resp. 63, F, Co 1). 

Almost a similar version of meetings, given by another junior manager, was: 
"In meetings, our decision tends to be overruled. I can see one potential 

weakness, in every managerial meeting the chairman is always a man. Ever 

since I worked, there has never been a female decision maker; the final 

decision must always come from them, the men" (Resp. 64, F, Co3) 

Moving to the views of female senior managers, one senior manager in head quarters 

claimed she had had a tough experience. 
"... very challenging, lots of sensitivity, we [women] are viewed little as 

compared to them [men]. They say we are supposed to be at home, so even 

though how well you work, how well you perform, the view still remains. The 

fact is that they tend to associate with femininity, regardless of our slog 

through ̀ our blood and sweat'. In my position, I have to work 3-4 times harder 

than any men, just to be as par" (Resp. 23, F, Co2). 

Thus, this data suggested that women, even at managerial levels, find it hard to 

compete with men, with the stereotypical attitude that women's place is in the home. 

With that, women have to work 3-4 times harder just to be equal to men. 



Another female HR manager who took charge of handling mostly male engineers 

and technicians had almost the same experience - that chauvinism did exist, when 

she mentioned: 
"... being a leader, I think there is some chauvinism, to prove something..., 

but I always had the opportunity to end up with a good boss. An example of 

chauvinism; they say men are better, but I think in my circle [of men] it's more 

a question of imposing opinions on you. Anyway, I find it is not a problem, it's 

only a minor group; you can be embarrassed by them, even in a circle of level- 

headed men. " (Resp. 8, F, Co 1) 

Discrimination 

The main theme which emerged from the discussion on discrimination was that 

women were not given a chance to prove themselves. This explanation for 

differential treatment was suggested by this female staff member in a focus group: 
"... since I came to work here they did not recruit any lady technicians" 

(Resp. 53, F, Co3, FG). 

Another woman from the same focus group suggested: 
"I would say they should try to recruit a lady, then see for themselves whether 
ladies can do the same job as men. As till now it is not yet proved, as they 

haven't ever had a chance" (Resp. 54, F, Co3, FG). 

Another similar opinion came from a district female manager, when she said: 
"Perhaps it is a woman's dilemma, in an actual sense we can work, but they 

[men] don't trust us. For that reason, we have to work doubly hard to prove we 

can do it. " (Resp. 23, F, Co2). 

One female manager echoed many others when she mentioned that most bosses are 

men: 
"In meetings, the ladies' voices are hardly heard; it's very difficult for their 

opinions to be heard, as most people at meetings are men, and it's made all 

the worse because the chairman is always a man ... bosses are all men here. 
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(Resp. 72, F, Co 1). 

Another female manager trying to suggest some explanation for this behaviour, 

commented: 

"... the fact is, men are comfortable to be among their own kind (other men)" 
(Resp. 64, F, Co3) 

Denial of any discrimination 

A common denial was approached among top management. At the beginning of the 
interview process, most top management denied the occurrence of any 
discrimination; not until the interviewer probed further did the other side of the 

picture appear. A remark made by a senior male engineering administrator represents 

some of the other managers also: 
"... to me, I see them all as workers, gender comes secondary. There 

shouldn't be any discrimination kind of feeling that men can work better than 

women. Here, in the general office, I think the output [between gender] is 

almost the same. There is nothing much to be expected in the office work 

anyway" (Resp. 10, M, Co2). 

In other words, where the job is not challenging, women are perceived as more 

suitable. This is noted from the sentence; "there is nothing to be expected in office 

work anyway" (the majority of female employees carried out office work). 

A CEO who was trying to claim there was no discrimination commented: 
"In my decision making, gender does not come into it, especially at a higher 

level. Of course, when I speak at district level, the male engineers are more 

robust, in terms of dealing with the contractors. But if you come at a higher 

level, women can be more efficient, because at that time their children have 

grown up; they can be as efficient as men. Usually by that age, they are very 

productive in terms of work and they are not restrictive any more" (Resp. 1, M, 

Col). 

226 



Added to that he claimed he saw no difference in women: 
"In fact, I have a few who are very vocal (real laugh). Nevertheless, it is 

subjective, it depends on personality, also environment. I don't feel any 
difference, except that when two girls sit together they tend to talk in the 

meeting, so you cannot let them sit together, you have to separate them" 

(Resp.!, M, Col) 

Stereotyping 

Some managers seemed to give reasons or excuses for stereotyping, arguing that the 

masculinity of the workplace makes the difference. As one HR manager explained: 
"Here opportunities are equal, the only difference is over here, there are more 

male senior staff, simply because [name of company] is a technically-based 

company; naturally, there are more male managers" (Resp. 11, M, CO). 

In referring to suitable jobs for women many seemed to identify a theoretical type 

rather than a physically- involved job. As one male technician explained (focus 

group): 
"Ladies can work, they can be as high as GM for example ... [here he named 

one woman general manager lady in the organization]. Once they become 

engineer or manager, then there is not so much a problem, as all they need to 

do is to give orders; they are all right in that function. Managers don't really 
have to do the job, it's more of theoretical application; whereasas, a technician 

you have to be totally involved" (Resp. 38, M, Co2, FG). 

Male staff members shared this view that for other reasons women are not suitable 
for hard engineering. One technician mentioned (focus group): 

"... women, their constraint is not so much of body structure; there are 

women who have a tough body structure, ... but it's so much in the context of 

work itself, a very high risk for them" (Resp. 28, M, Co2, FG). 

And another similar opinion came from one male in a focus group: 
"... if men were to jump up and down the lorries, who cares, ... but when a 
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lady does that, you know we, as Muslim men, feel awkward" (Resp. 44, M, 

Col, FG). 

Stereotyping was not only evident amongst men, but it was also present in women 

bosses. In one example, a female HR manager put forward the following opinion: 

"HRM is easier for ladies. I think women are better utilised in the areas that 

require thinking, rather than brute force; leave the men to do actual sweating. 
There are areas where men do better, .. .I think we are made different, we are 

created different, so it's no point wishing something against what you are by 

nature, but like when I was doing engineering, that does not mean I have to 

compete with men in a physical way, the test is on capability in what they are 

taught in school. During recruitment, we tell them about job expectations; 

actually, it's open to you to chart your own future. " (Resp. 8, F, Col). 

Another female manager who admitted herself discriminating against women 

sometimes mentioned: 
"... normally at that level, I need to ask myself who to pass the job 

responsibility to, lady or man. Because at times it is true they (women) tend to 

be committed to their families instead of work" (Resp. 18., F, Co2). 

Many reasons were given for this action; for example, that the nature of the job was 
technical or hard engineering (hence a masculine job) which made it hard for women 
to get to the top management level. Others blamed history. A woman human 

resource manager explained: 
"Back to history, education, etc. Now it is changing, in those days the majority 

of workers were male; only these days you can see many more workers are 
female. " (Resp. 8, F, Co 1). 

One CEO claimed he was sorry about the nature of the job. Referring to the example 

of a retiring female GM, he said: 
"... I don't have anybody; a lady to become general manager. But 

unfortunately for this company, we grew out of a really hard engineering 
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company, so it's the nature of the job... " (Resp 1, M, Co 1). 

He continued to claim that selection relied more on nature: 
"Now it is changing. Women are more into engineering, but women who are 

engineers are still going for soft engineering. In [name of the company] it is 

still hard engineering, which unfortunately are men, so by the time I have to 

pick the best person for the job, the persons around are all men [laugh], so a 

natural process of selection has taken place" (Resp. 1, M, Col). 

And lastly, he claimed a man is still a better worker: 
"At the moment there are more girls getting better grades ... but somehow, 
having said all that, when it comes to work, somehow, because of robustness, 

an average boy may do better in the field at the job, there is where the thing 

comes in... A production engineer, a district engineer, the supervising factors, 

... it doesn't have to be first class; so more the robustness, ruggedness, and 

manliness, that's what counts more. So, it is the nature of work" (Resp. 1, M, 

Co 1). 

Male staff too tended to share this common view. One male technician mentioned 
(focus group): 

"Men tend to be more mobile than women, whenever we need to go 

outstation. Women may have more responsibility at home, whereas men have 

less. For that reason, managers here prefer to recruit male technicians. " 

(Resp. 55, M, Col, FG). 

And another male technician whose view was similar to management's (focus group) 

said: 

... if women were to choose engineering as a career, ... 
it's acceptable if it's 

electrical, you can just use you fingers" (Resp. 44, M, Co3, FG). 
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Women and supervisor support 

Non-stereotyping bosses tend to be more ready to understand, support and encourage 

women to be involved. A male junior district manager mentioned: 
"Actually it so much depends on how the section is managed; whether women 

are motivated by their boss to achieve or not" (Resp 75, M, Co3). 

A senior manager showed understanding when he explained: 
"... I mean those who are married; the dual role syndrome. I understand when 

they have problems working extended hours, but as long as the output in the 

office (during working hours) is done, then it's not a problem ... in that sense, 

yes, women are committed. In higher levels, it depends on your standing, like 

my GM who is a lady, she works till late" (Resp. 5, M, Co 1). 

From some views of `concerned' managers, it seems that their understanding and 

support do make a lot of difference. For example, one manager, sharing his 

experience when he was a district manager argued: 
"... initially, ladies they are a little timid to speak out, but when we 
[managers] encourage them by giving them clarifications and explanations, 

they can be just as good. When we are more open, they too can come out with 

good ideas, not only just the men" (Resp. 68, M, Co2). 

A similar comment from a HR manager showed that he felt their support will decide 

whether it will impede their performance or encourage their confidence: 
"It depends on a person who managed it. In my perception, when I give the 

opportunity to somebody, I can see some difference in their performance, they 

too can do it" (Resp. 17, M, Co2). 

These remarks reflect `supportive' managers who noted that women can get 
involved, if given the opportunity and support. Company support, therefore, does 

make a difference in the gender issue. One example was the issue of women lacking 

mobility. A district manager had some comments on how the company plays a role, 
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when he mentioned: 
"On the issue of mobility, the beauty of this company is that it tries to consider 
if the ladies are married. So where mobility is concerned for ladies, they will 
take that factor into consideration in relation to their spouse's working factor. 

They will try as far as possible not to transfer the lady involved" (Resp. 69, M, 

Co2). 

Women's reasons for working 

Female employees in the focus groups provided several different reasons for why 
they worked. 

"My reason to work is as a source of income. When we have to stay at home 

and there are no children to attend to, we feel bored" (Resp. 24, F, CO, FG). 

"My first early reason was as a source of income to support my family. But as 
time goes by the reason has changed. Now I love working" (Resp33. F, Co2, 

FG). 

"I will only stop working when someone wants me to do so. Either I get 

married and my future husband prefers me to stop working, or because of a 

retirement" (Resp. 52, F, Co3, FG). 

"In my case, although I'm married, I will continue working as I have someone 

to take care of my children and I have my husband's support. We need the 

money" (Resp. 56, F, Co 1, FG). 

"To support my family" (Resp. 33, F, Co2, FG). 

"For a rainy day; you never know when your husband's work will end" (Resp. 

42, F, Col FG). 

"I have a high ambitions but it's not achievable; but I will still working even if 
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basic financial needs are met" (Resp. 54, F, Co3, FG). 

In general, women's main reason for working was financial need. However, some 

mentioned, that although that was the initial reason, this later changed when they 

found satisfaction in their work. At the same time, although most felt they needed to 

work to support their family, they continued working even when the financial need 

was met. Hence, basically, contradictory to most stereotyped beliefs that women 

prefer to stay at home, working only out of necessity; in these findings they in fact 

liked working. 

Female managers voiced similar opinions. A finance vice-chairman shared her 

reason as follows: 

"When I first worked I thought I had to work, but as I went along with 

work.. . job satisfaction ... changes as you get older. Now the reason is more for 

career". (Resp. 14, F, Co2) 

To the question by the interviewer "Will you ever stop working? " the same 

respondent replied: "I will not stop as long as the company needs me. " To the 

question, "What if you have more than enough money? ", her answer was: 

"Even then, I don't think I'll stay at home, I'll do something else to 

contribute" (Resp. 14, F, Co2). 

A similar version came from a female junior manager, when she said: 
"In my early working days, the reason for working was for money, but now 
it's more for work satisfaction. As you continue working, your attitudes 

towards work change, its much better now" (Resp. 64, F, Co3). 

To the question of whether she will ever quit if she has excessive money: 
"No, I will not quit, ... you'll get bored staying at home, and furthermore we 

get used to it" (Resp. 64, F, Co3) 
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A district female accountant manager had a common reason, when she mentioned: 
"I work for career and for my profession, of course. " (Resp, 63, F, Col) 

To the similar question, whether she will ever stop and stay at home if she had plenty 

of money, her answer was: 
"No, I think for most executives we prioritise our career, to go all out" Resp. 

18, F, Co2). 

The reasoning is more obvious for the women executives; even though initially some 

worked for money, that changed when they found satisfaction in work. Some did 

stress however, that they even began their job with a career in mind and continued 

working with their profession in mind. Nevertheless, almost all claimed that they 

would not stop working even when they exceeded their financial needs. They 
definitely would not give up their jobs to just stay at home. 

Why are these women different? 

Generally, female staffs reasons for working were for basic need (money). For the 
female executives/managers, some did initially enter the workforce for money, but 

most mentioned their career and profession. Whether it was for career or for money, 

some commented that this was related to their attitude to work generally. From most 

comments made by women managers, they felt dedication to work comes only when 

you gain satisfaction from what you are doing, in working for a career. 

One female district manager spoke for many when she explained: 
"I think, clerks, generally they work for money. When money is a factor, they 

even have to work at the job that they don't like doing. The best thing is doing 

something that you like, then you can see the dedicated workers come in 

... you might need to enrich their work" (Resp 23, F, Co2). 

Poor support from husbands was a problem, as another female manager explained: 
"I think their husbands are more domineering, ... their husband expects them 
to finish at four o'clock. I think their job is not so much on management; they 
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basically do what they are supposed to do. Their scope normally depends on 

their immediate boss" (Resp. 74, F, CO). 

A female junior manager mentioned a narrower outlook: 
"There are differences if you compare executives and the staff level. 

Executives, they are more open minded, so they tend to be more objective in 

their outlook; whereas at clerical level, where most gender differences exist, 

they tend to have many limitations in relation to their home and work 

commitment" (Resp. 19, F, Co). 

The reasons for working changed with time, according to one district manager: 
"I think the priority changes as time goes by, initially they wanted a career, but 

when later they found out that they are doing it at the expense of their family, 

and when there are more children, then they just quit. " (Resp. 23, F, Co2) 

She continued by saying that the difference with such managers is that they are 
career-orientated. 

"We are career women ... I think for most managers we did prioritise our 

career, to go all out, but if one thinks the family is more important, then they 

are willing to sacrifice their career" (Resp. 23, f, Co2). 

Here she was assuming that all managers are career-orientated and that lower level 

staff are not. In her statement, she said the managers prioritise their careers whereas 

the workers do not. Most other managers spoke of women workers who do not enjoy 
their job because of lack of commitment, without realising that these workers have 

no choices with their limited education. Some others presumed that these women 

workers sought temporary jobs as having children and taking care of home was their 

priority. 
Not surprisingly, there were some comments from workers that, besides men, even 
female managers refused to understand their constraints, even though these women 

managers had children and families of their own. 
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At this point, the interviewer was trying to get opinions from the respondents about 

some claims (e. g., Hakim, 1996) that women prefer to stay at home. She replied: 
"... if you can resolve your domestic problem, I don't think they would like to stay at 
home, they will feel bored, as they are so used to the working life" (Resp. 23, F, 

Co2). 

Work-life balance 

Work-life balance is a major issue among working women, as the whole problem is 

about responsibility at both home and workplace and the dual role this entails. It can 

result in a major difference between working mothers and men in the workplace. 
One male manager mentioned: 

"... due to the problem of balancing work life, their working hours are totally 

only during working hours for women, their efficiency and commitment are 

only during working hours. When they are single they are quite flexible. And 

when it comes to outstanding staff, seldom do you see female staff get the 

award, as they are more routine, they don't like additional responsibilities" 
(Resp. 73, M, Co 1). 

From a female vice- chairman on the point of what would help, she believed: 

"... it would help if there is a domestic help (a maid or child taker). In my 

case, my maid has been with me for eight years. I have no worries, I work 

with a peace of mind, a very practical problem. " (Resp. 14, F, Co2) 

At this point the interviewer suggested having a company child minder/nursery, 
instead. (Resp. 14). She then replied: 

"... for some jobs but not all, like mine in top rank, there are certain hours 

you have to be around, still difficult unless with computers now, maybe 

cyber technology... [working at home] (Resp. 14, F, Co2). 

A female finance senior manager made a similar comment, but she added the fact 

that it needed husband support as well: 
"... the only handicap about women is, when it comes to children, they have 
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to sacrifice sometimes. So if only they have good domestic help; of course, 
husband has got to understand. Well, nowadays, husband too wants to have a 

quality life, wants to have a lot of money" (Resp. 8, F, Co2). 

All of the reasons for differences or similarities between men and women are 

summarized in Table 6.6. In general, women are perceived as lacking commitment at 
lower levels of the hierarchy, but as equal at higher levels. Nevertheless, women 
bosses are viewed to be emotional, lacking confidence in decision-making, and as 

similar to lower level women employees; lacking in commitment when they have to 

attend to home or children. Lower level women are being discriminated against 

mostly because of the perceived nature of their job; in this study, men perceived 

women as unsuitable for a technically based job. At the same time, the findings 

suggested that some harassment has taken place against those women employees 

who associate themselves with technical jobs especially those requiring fieldwork. 

On the other hand, women had clear attitudes towards work; at the female 

managerial level, they claimed that they worked for career or for fulfilling their 

professional needs, and lower level workers claimed they mostly worked for income 

to support their family, although there were claims that they enjoyed working and 

gradually gained more satisfaction from their work the longer they were in the 

workforce. 

6.8 Chapter summary 

This chapter has provided an analysis of the interview results from the three big 

utility companies in Malaysia. The interviews covered all managerial levels, from 

junior managers to Chief Executive Officer, and the focus group interviews were 

conducted with lower level staff, the majority being clerks and technicians. The 

scope of the interviews covered their attitudes towards employee involvement (EI) 

schemes, represented by quality circles and employee share ownership schemes, as 

well as the relationship between employee involvement schemes and organizational 

commitment. The interviews and focus groups, were also trying to uncover whether 

there was a difference or similarity in gender in the scope of attitudes towards 
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employee involvement. Reasons for being different or similar are further explored in 

looking into some common gender issues in the workplace, such as commitment, 
stereotyping, and reasons for working. 

Top management claimed the rationale for employee involvement was basically for 

competitive advantage, and because of this they felt it was related to the 

organizational commitment of employees. As an example, being involved was 

thought to lead to being recognised by management, which could lead to 

commitment, and hence increase performance for the company. With regard to 

quality circles, from the employee point of view (more so, the women), the majority 

claimed they were not clear what quality circles were all about; they perceived them 

as something to do with winning a project. On the other hand, some participants 

agreed with management that it was about competitive advantage. As for the 

employee share ownership schemes, only a few among top management and 

management perceived that the scheme created a feeling of commitment. In relation 

to their perception of the relationship between employee involvement and 

organizational commitment, the majority of the management perceived there was a 

relationship between quality circle participation and organizational commitment, 

provided the quality circle was well implemented. Nevertheless, most of the 

managers perceived that there was no relationship between ESOS and organizational 

commitment.. Most participants took it as a good investment, and some took it for 

granted that it was their right to receive it. 

The majority of the managers were of the same opinion (that it was their right as part 

of their benefits), and some saw it as just a good investment. The majority also 
argued that relative to the companies' profit, the shares portion received was too 

small to create any kind of feeling of belongingness. The justification for the 
implementation of EI from top management was that competitors or other companies 
did it, and if they did not, they would be troubled by their employees. Some claimed 

that it was an increasing trend. As for employees, they felt management was unfair 
in implementing employee share ownership schemes across the company; the gap 

between them management was viewed as too great. Most of them received around 
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1-3 shares, whereas middle management started with 30 shares, and top management 

received above 100. Nevertheless, they still maintained that this did not make them 

indifferent towards their work. 

Their perceptions of the objectives of EI schemes (both QCs and ESOSs) did seem 

to be related to their attitudes towards the scheme. The fact that most of the lower 

level workers, and even some middle managers, were not clear regarding the 

objectives, may simply mean the implementation of the schemes was not properly 
done. There seemed to be some common themes emerging regarding implementation 

problems; firstly, there were problems of communication, and secondly, the 

management were not clear about the objectives themselves. Management focused 

so much on "winning the project" with the ultimate aim of being nominated for 

participating at a national convention. A thorough quality circle process itself and 
training were often overlooked. 

One thing was clear, however - the existence of bias from management at a lower 

level, mainly, against women, for both schemes. For quality circles, there was an 

absence of a conducive environment for them to take part, which included not 

getting support from superiors. For employee share ownership schemes, there was a 

perceived "big gap" between workers and management, which meant they therefore 

saw the employee share ownership scheme as not for them, but to management's 

advantage instead. With all these points, different attitudes towards the schemes 

were expressed, more so from lower level workers. 

The majority of non-participants in either the QC or ESOS programmes came from 

the women employees, and the majority of these were clerks. What seems to have 

been their biggest problem that resulted in non-participation was that they felt their 

contributions were not being recognized. Firstly, the environment was not conducive 
for any participative scheme to take place, as an authoritarian culture and 

management prerogative still existed. Secondly, they had to `compete' with male 
technicians, and given the nature of their jobs, the technicians were the ones that 

almost consistently `won' the `projects'; men therefore were more likely to be 
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recognized. As for the male employees and managers (both women and men) their 

main concerns leading to non-participation were because of time constraints related 

to their work. The majority of the middle managers viewed it as `lip service' from 

top management; for example, some saw it as a joke, with too many programmes 
being introduced in one short period of time. The root cause of the problem here is 

that management emphasize so much winning the `project', with the ultimate aim of 
being nominated in participating at the national convention, rather than managing the 

quality circle process. This attitude was shared among all participants of quality 

circles. 

The impact was mainly on women at lower levels of the workforce; the qualitative 
findings highlighted their experiences of being disadvantaged in the workplace, and 
the stereotyping attitudes around them from male managers as well as their spouses. 
The `competition' they have to go through with their peers (i. e., the majority, male 
technicians) increases the disadvantage as they are unable to be involved equally. 

There was almost a consensus view from women interviewees, regardless of whether 
they were managers or workers, although the workers level seemed to report the 

most impact; they felt strongly that their positions and the nature of women's work 

put them at disadvantage. This resulted in differences of attitudes towards employee 
involvement. The greatest impact seemed to come from women's different 

experiences at work. Results showed that women at the workers' level were at a 
disadvantage in many respects; they were mostly perceived as lacking commitment 
towards work, and as not committed towards the employee involvement 

programmes, such as quality circles. This was especially the perception of the male 

workers. Moreover, their own experience at work reflected the stereotyped outlook 

of men and management, and the significant effects of the lack of support from their 

superior at work as well as their spouse back home. Keeping other things constant, 
they were perhaps also interested in getting involved as were men. Although women 

at higher levels reported being at an advantage in their positions, they too 

experienced some disadvantages and stereotyping that women were still considered 
different from men. Men implied they were better suited for the top jobs, for 
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example, because women were emotional and lacked confidence in their decision- 

making. It seemed that the patriarchal system would ensure that no matter how many 

women entered the organization, nothing would change in terms of the perceptions 

of gender differences. 



CHAPTER SEVEN 

DISCUSSION 

7.1 Introduction 

The purpose of this chapter is to discuss findings of the empirical study presented in 

Chapters Five and Six. In Chapter Five, the quantitative analysis addressed 

Objective One, which investigated whether there is a relationship between employee 

attitudes towards employee involvement (EI) and employee organizational 

commitment for both men and women. More specific hypotheses were constructed 

to test for expected differential relationships between participants and non- 

participants' attitudes and the effects of management support. These concepts and 

their importance for understanding EI schemes were reviewed in Chapters Two and 
Three. 

Significant gender differences were found only in non-participants' attitudes towards 

quality circle schemes where women non-participants tended to be more positive 
than male non-participants. In summary, the hypothesis tests also showed a 

significant difference between non-participants and participants in their attitudes 
towards quality circles, with the latter tending to be more positive. Findings for 

attitudes towards Employee Share Ownership Schemes (ESOSs) showed there was a 

significant relationship between attitudes towards the scheme and organizational 

commitment among participants, but a non-significant relationship among non- 

participants. There was no relationship between ESOSs and organizational 

commitment. With regard to superiors' support for quality circles, the result was 

consistent with other common findings that quality circles fail due to a lack of 

management support. Moreover, management support seems to act as an important 

moderator of the relationship between attitudes toward EI and organizational 

commitment in the case of non-participants. In this research, there was no significant 

relationship between attitudes towards EI and organizational commitment for 

participants of quality circles who perceived their superior's support, but there was a 

241 



significant relationship for non-participants. It indicates that leaders play an 
important role for non-members. 

Chapter Six presented the findings for the analysis of Objective Two which explored 
the reasons for gender differences in the workplace by examining the qualitative data 

gathered from management interviews and employee focus groups. The reasons for 

gender differences or similarities that emerged focused around orientations to work, 

perceptions of women at work, and perceptions of women managers. Findings from 

the focus groups also showed that in organizational cultures where managers do not 
readily participate managers refuse to let go of old autocratic styles of leadership. 

In the present chapter, the findings for Objectives One and Two are integrated 

around the study's main themes in order to draw from the data produced by all the 

methods (survey, interviews and focus groups). The discussion is organized into six 

sections dealing with the relationship between quality circles and organizational 

commitment, between ESOSs and commitment, the role of management support in 

facilitating employee attitudes towards schemes, managerial issues, implementation 

issues, and finally, issues related to gender differences. 

7.2 Quality circles and organizational commitment 

The research found that, for participants, attitudes towards quality circles and 
organizational commitment among participants were related. This result is in line 

with the focus group findings, where participants suggested their involvement in 

decision making regarding their work is an important determinant for maintaining a 

sense of commitment to the organization. When the organization provides them with 

such a vehicle, the probability of developing such commitment is enhanced. 

For non-participants at the lower levels of the workforce, also, attitudes towards 

quality circles and organizational commitment were related even though non- 
participants, in general, tended to have less favourable attitudes towards the QC 

schemes. Both sets of positive attitudes were, unsurprisingly, related, even for the 
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generally less positive staff with respect to QCs. The findings showed, moreover, 

that there were more positive attitudes among female non-participants as compared 

to male participants. To explain this phenomenon, we may take into account the 

different positions of men and women in the organization, with the men being 

mostly technicians and the women mostly clerks. From the focus group findings, 

non-participation among women was attributed to the fact that they were not being 

recognized and being asked to `compete' with the male technicians in order to `win' 

a quality circle project. The majority also highlighted the absence of a non- 

participative climate surrounding the work area. What most concerned them was the 

authoritarian management style, which at the lower end positions put them at a 

further disadvantage. Their argument was that with such an environment they found 

it hard to believe that involvement practices can be fully implemented. 

Nevertheless, if they are being treated as equal, it may for instance even be that 

women express a stronger demand for influence than men, given their 

circumstances. This could explain the finding of a significant difference between 

genders, where non-participant women workers have more favourable attitudes 

towards the scheme than non-participant men. Another possibility is that, despite 

their position low down in the hierarchy and not being given a chance to participate, 

women's attitudes are better than men's. Women, or at least those in powerless jobs, 

may be more readily impressed by management initiated EI initiatives, as has been 

noted by Allen et al. (1991) who found that in the late 1970s/early 1980s at least, 

women were if anything more supportive of the worker-director idea. 

Findings from the interviews, suggested that even women at managerial levels claim 

that QCs are seen as a platform for them to get recognition. This points to one thing, 

that women in any position felt a disadvantage, even though it was more so at lower 

levels; they saw QCs as a chance to enhance their ability to compete with their male 

colleagues. Hence, participating in quality circles was presumed to be an advantage 

for being recognized by the management. 
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As for men at middle management, especially the district managers, they commented 

that their main constraint on participation was more time and work pressures. Most 

of them commented that top management did send directives for them to participate, 

but nevertheless top management did not fully support them in realizing their 

workload. As an example, when running QCs they felt that they were overburdened 

with extra workload but with no extra rewards. 

The root cause of the problem is that top management or management in general put 

emphasis on the wrong focus - `winning' quality circle projects. While presentation 

of the completed quality circle projects is part of the process, it is just part of the 

many other processes which need to be focused on. As an example, the processes of 
identifying a problem, of problem solving, of analyzing data, of brainstorming, of 

working as a team, and above all training are a crucial part and parcel of a quality 

circle. Workers at the lower level can never gain their confidence in quality circle 

success if not exposed to the proper training. This is where the majority of the non- 

participating women felt they were located. 

From the interviews and focus groups findings, it was apparent that there was a 
`culture' in these Malaysian public organizations that membership of QCs was 

perceived as primarily an exercise in being nominated for participating at the 

national conventions. Unfortunately, this attitude was shared by QC participants as 

well as the majority of the employees. The negative impact of this was felt mainly 
by the women at lower levels in the organization, who were further disadvantaged 

when ̀ competition' for projects was against the generally male technicians. 

The holistic approach to quality circles concerned with getting employees involved 

in their daily work activities may indeed have a positive impact on employee 

satisfaction, organizational commitment and organizational efficiency. The quality 

of work life is also expected to be enhanced as a result of employees being given an 

opportunity to participate in problem solving and decision making (Hutchins, 1985; 

Yager, 1980). Women workers should be able to demonstrate the benefits of QCs in 

achieving worker involvement in problem solving, which eventually can lead to 
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personal development and greater recognition. This will only happen, however, 

according to Robson (1984), if companies can think fully through the meaning and 
implication of developing an open participative management culture, as would be 

expected in a well-implemented quality circle. 

7.3. Employee share ownership schemes (ESOS) and organizational 

commitment 

7.3.1 The findings for ESOS members 

This questionnaire found that attitudes towards employee share ownership schemes 
(ESOSs) and organizational commitment among employees who owned shares were 

related. The argument for more positive attitudes, in this case, would see the notion 

of cognitive dissonance as a relevant factor (Festinger, 1957); in this situation, 

employees who join the scheme in the hope of making a good financial return would 
find their attitude to the company becoming more positive so as to be consistent with 

their new status as share owners (French, 1987). This reasoning is supported by 

these survey findings. 

However, it contradicts the findings from the interviews with employees, the 

majority of whom disagreed that their positive attitudes towards the share schemes 
had any relationship with their feeling of commitment towards the organization. It 

cannot be assumed that those who owned shares in these utilities had sought active 
involvement with the company through share ownership any more than it can be 

supposed that those who did not own shares had actively chosen not to `participate'. 

The great majority of those eligible for the shares in these ESOSs accepted them, but 

merely accepting to obtain company shares cannot by itself be taken for granted as 

an indication of commitment to the organization. 

Indeed, upon more careful consideration of the focus group findings with employees, 
it appears that employees often considered the scheme to be just another part of the 

benefits package, no different from other benefits like pensions, for example. A 

similar result was found by Ramsay et. al., (1990). 
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Furthermore, while there was no affective orientation noted in these findings, neither 

was there complete support for French's (1987) investment model that posits that the 

size of the investment should be an important predictor of attitudes. There was 

evidence for an investment orientation, but the size of the investment was not 

specifically a predictor of attitudinal outcomes. The results, therefore, generally 
indicated a lack of significant association between membership of the scheme and 

any attitude to the company or job. 

7.3.2 Other predictors of organizational commitment 

Referring to the survey findings, job satisfaction, satisfaction with the organization, 

educational attainment, and length of service were all positively related to 

organizational commitment. As in most studies concerned with predicting 

organizational commitment, all these variables were controlled for in the study. 
These findings are consistent with findings from other studies of the antecedents of 

commitment (Mathieu & Zajac, 1990; Meyer & Allen, 1984; Mowday, Porter & 

Steers, 1982), and the results are seen as giving an added validity to the measure of 

commitment used here. 

Considering all these points, it is possible that the participants in ESOSs are in the 

bracket of having high educational attainment and length of service. As suggested in 

most studies, length of service especially has a positive relation to organizational 

commitment. It is, then, plausible that is not the attitude of the participants to ESOS 

that relates positively to organizational commitment, but it is other characteristics of 

the participants (i. e., length of service, position in the company) that contribute 

towards organizational commitment. 

Findings from the interviews and focus groups generally indicated a lack of 

significant association between the scheme and any attitude towards the 

organization. Even executives who received more shares than their subordinates 

would leave the firm when and if they felt it was necessary. Having the shares in the 

company did not stop them from leaving. Partly, this can be attributed to the fact that 
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the shares can be sold at any point of time. The majority of employees who own 

company shares were not convinced that ownership of shares transforms their 

attitudes or behaviour. They viewed ESOSs as just another benefit given to them; 

some had even taken it for granted that most companies these days would provide 

such a scheme for their employees. 

7.3.3 The findings for non-members of ESOS 

For non-participants in any of the ESOS programmes, there was no relation between 

attitudes to the schemes and organizational commitment. Perhaps the entitlement 

policy of ESOS programmes has a role in explaining this finding. As employees, 

they have no personal choice in becoming a shareholder or not. It is all 

predetermined by policy, rank and seniority. 

In addition, employees who do not own shares also had two particular characteristics 

with regard to employment status and length of service. One possibility is that non- 

shareholders who had substantial tenure (i. e., length of service) were not given a 

chance of share ownership due to their position or employment status in the 

company. The majority of employees in this bracket were from clerical and manual 

employee ranks. Nevertheless, the suggestion made from these research findings is 

that length of service does relate to organizational commitment. 

Another possibility is that the non-shareholders qualify for rank or having a higher 

position than general workers, but they were not entitled for ESOS membership as 

they did not meet the minimal length of service criteria, e. g., being at least a year 

with the company. Hence, with these possible mixtures of characteristics among the 

non-shareholders, it is unlikely for their attitudes towards ESOSs to have had a 

relationship with organizational commitment. 

Nevertheless, common themes emerged for participants and non-participants with 
regard to the qualitative findings. The interviews, including the focus group 
interviews, showed an inclination towards no relationship between employee share 

ownership and organizational commitment. The majority of the non-participants, 
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who were unable to purchase the shares due to their non-eligibility through their 

position in the company, disagreed that employee share ownership had such a 

consequence. Regardless of negative attitudes towards the shares, they still felt 

committed to the company. The interviews revealed that most of the respondents 

shared the common understanding that large differences in the number of shares 
being allocated between managers and workers were unfair. The next other strongly 

supported statement that appeared from the focus groups was their disagreement that 

the ESOS reduced feelings of a gap between management and the employees. 

As the majority of non-shareholders were at the lowest ranks of the company (i. e., 

manual and clerical workers) these views were unexpected. Although they felt 

unappreciated by management, nevertheless the feeling of commitment to their 

companies, which they have served for years, had not changed. Perhaps the feeling 

of commitment to the organization, which has been developed over the years, could 

not be traded even for their negative attitude towards the employee share ownership 

scheme. 

If there was any difference between these two categories of employees, it was that 

those who did own shares in their company were slightly less likely to disagree that 

share ownership had any great transformative power. The divergence of opinion on 

these questions was greatest with respect to the idea that share ownership reduces 
feelings of a gap between management and employees. 

7.3.4 The size of investment in ESOSs 

As noted earlier, there have been contradictory findings noted in previous studies 

with regard to the impact of the investment size on subsequent attitudes. The finding 

from this survey and from the interview results shows that the size of the investment 

is not a significant predictor of attitudinal outcomes. It is consistent with Long's 

(1982) results, but contradicts Klein's findings (1987). Looking more closely at the 

two studies, however, there are important differences to be taken into consideration. 
For example, Klein measured attitudes across companies and compared the influence 
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of various features of different share schemes. She observed that the size of the 

company's contribution to the employee stock ownership plans was positively 

related to satisfaction with the scheme and to organization commitment. While the 

unit of analysis in Klein's study was the company, Long's study used the individual 

level of analysis. In this respect, the present study is more similar to Long's research, 

and therefore the findings would be expected to be more consistent with his results. 

This studies varied in other aspects as well. An important difference between them 

may have been the degree to which participation in the share scheme was voluntary. 
In this study, participation was completely discretionary, and employees were 
invited to opt in by contributing a portion of their salaries to the scheme. In Klein's 

study, in contrast, participation was automatic, with employees being allocated 

shares, regardless of their own interest in the share ownership, and without any 

contribution on their part. Long's study offers yet another variation in which 

employees contributed some of their own savings to the purchase of shares in a 
fairly small-scale enterprise; employees then became sole owners of the 

organization. 

Because of these differences in the schemes, it is difficult to assert definitely that one 

set of findings is more strongly supported than the other. Based upon the combined 
findings of Long (1982) and this study, it would appear that the investment size is 

not a particularly important predictor of attitudinal outcomes, but this interpretation 

should be accepted only with a degree of caution, as the differing circumstances and 
features of each scheme may have impacted in unknown and unspecified ways upon 

the findings reported. 

At the time when the company issued shares and the time when the employees sold 
them off, the share price consistently rose. The assumption must therefore be that 

employees felt they were obtaining a satisfactory return on their investment. This 

was particularly likely, as their own contributions were matched by an employer's 

contribution of equal value, thereby raising the return on their personal investment. 
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If French's (1987) hypotheses were to be upheld, then all things being equal, 

employees with larger relative investments in the schemes should have had more 

positive attitudes than employees with smaller investments. This was not the case; 

however, as the interview results showed, the size of employees' investments had no 

bearing on their subsequent attitudes, either to the company or to the job. The main 

premise was not therefore supported in this case. 

These results indicate that the scheme did not have much effect on employee 

attitudes, in this case feeling committed to the organizations. If, as may be suggested 
by the importance of the financial capacity variables noted in Chapter Five and Six, 

employees took primarily an investment-orientated view of the scheme, it was 

perhaps unrealistic to expect them to develop more positive attitudes as a result of 

their participation. 

7.4 The role of supervisory support 

When quality circle (QC) participants perceived their supervisors to have favourable 

attitudes towards the quality circle schemes there was no additional increment in the 

prediction power of their own attitudes towards the QCs and organizational 

commitment. In other words, the relation between attitudes towards the QC and 

organizational commitment already existed, and it did not matter to the participants 

whether they perceived there was support from their line managers for the scheme. 
Having a sense of confidence and success perhaps made the participants more 

confident in being independent in carrying out their quality circle programmes. 

Hence, they did not require much support from the superiors. 

For non-participants, on the other hand, the leadership or manager's orientation did 

play an important role. This finding is in line with focus group findings, where some 

of the women clerks claimed that they had very little understanding of what QCs 

were about, as their superiors seldom communicated with them. Cultures with a low 

power distance tend to encourage participation, as mentioned in Hofstede (2001). 

From Hofstede's findings, Malaysia has very high power distance scores, which may 
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partly contribute to the claims from lower level workers that there are 

communication problems between them and their superiors. On the other hand, in 

claims from QC gurus, full support of management and development of an 

organizational climate is significant for establishing a participative management 

environment. Nevertheless, this contradicts the culture mentioned by Hofstede. High 

power distance as well as high uncertainty avoidance is not a conducive environment 
for a participative management culture to grow. According to Marsh (1992), culture 

is the backbone for successful adoption of QC. 

A democratic leadership style, with the conviction that organizational objectives can 
be achieved through increased employee involvement in the decision-making 

process of the QC scheme, seemed to be critical for non-participants. In focus 

groups, most of the non-participants suggested there was no reason for them to 

participate, as their superiors (middle managers) would not listen to their 

suggestions. This was especially so among women workers, who felt strongly that 

their superiors disregarded them in any decision or contribution regarding their 

work. They seldom had a chance to attend training and this was further aggravated 
by their experience of being disadvantaged at work. In this situation, it is not 

surprising that most managers and technicians viewed women as uncommitted to the 

workplace or employee involvement schemes, although these women workers 

claimed that they were in fact interested. 

This phenomenon of women being disadvantaged, even in participative 

management, is serious given that QC or `problem-solving groups' were established 

with the threefold objectives of increasing productivity, motivating towards 

commitment and providing a forum for increased communication between 

management and lower level employee (Wilkinson, 1992). Further, according to 
Geber (1986), QCs should give employees the opportunity to exercise influence in 

decisions affecting their work. This is in contrast to the assumption that problems 

arise mainly from employees' indifference and lack of responsibilities. Findings in 

this study indicated that employees were keen about QCs, especially women. 
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According to Hill (1991) and Harley (2005), if managerial authority still remains, 
there is no room for the spontaneous formation of QC by employees. 

This phenomenon of women being disadvantaged in EI is supported by the argument 
of Alpha and Beta bias (Hare-Mustin and Marecek, 1988). They claim that women 
continue to struggle in both biases. In Alpha bias. it shows differences in men and 
women. Women continue to struggle even given the opportunity to participate as 
they try to compete against the rationalized differences between men and women. 
Similarly, in Beta bias, differences are less visible as organizations are already 

gendered masculine. Hence, women in regards to participation in EI, find few 

chances to prove themselves as the masculinity of the workplace is taken for granted. 

7.5 Managerial problems in employee involvement 

One of the shared perceptions among those dissatisfied with the participative 

management concept was the ongoing conflict between management and staff on 

matters of authority, control and decision-making prerogative. Some staff members 

portrayed themselves as victims of an organizational culture whose managers did not 

readily participate. Some managers were perceived to prefer the status quo or the old 

autocratic management style. It is unfortunate to discover that despite the merits of 
the participative management concepts, there was frequent management resistance to 

the very concept. Organizational authoritarian culture still persisted despite the 
implementation of participative management. In these findings, most managers 

suggested that participation had accomplished little and rarely broke down walls of 
bureaucracy. There was a substantial majority of staff that was very pessimistic 

about the climate of their organization. They believed that lack of trust and tension 
between managers and staff prevailed throughout the organization (two out of the 
three organizations studied reflected such a negative climate). According to 
Zamanou and Glaser (1994), participation is not all just about introducing decision- 

making into the current system, but requires commitment, fundamental 

organizational changes, and necessitates a serious effort to enhance the entire 
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organizational system. Hence, participation must be part of the organizational 

culture. 

Hierarchy is one of the defining features of bureaucratic forms of organization and 
bureaucracy, and in a variety of guises, has been one of the key features of modern 

work organizations (Thompson & McHugh, 1995). Managers are managers by virtue 

of their positions within hierarchies, which affords them the capacity to exercise 

power over their subordinates, as well as granting them a relatively high level of 

autonomy. Subordinates are subordinates by virtue of the fact that they have a lesser 

capacity to exert control over production than do managers. In this sense, as 
hierarchy remains a feature of organizational life, there are limits on the extent to 

which managers could `give away' power, in the way that Foy (1994) proposed. 

According to Harley (2005), team working suffers from management prerogatives 

and according to Warhurst and Thompson (1998), while `vertical divisions' remain 

the case, the prospects for empowerment overturning hierarchy as a key determinant 

of employee autonomy appear bleak. 

Another group of staff considered that the days of portraying the character of 

employees as passive recipients of instructions and orders were waning in the 

organization. From their perspectives, employees were becoming more involved as 

active participants in their quality circle decision-making process. 

Thus, it is impossible to avoid the conclusion that institutional, that is, management, 

support for employee involvement schemes is both instrumental and superficial, 

Management are willing to implement and support employee involvement schemes 

only so long as they yield profitable results and do not impinge on their own power 

and status. Yet these are the very constraints that limit the impact of employee 
involvement techniques on `them and us' attitudes. 



7.6 Implementation issues with quality circles 

From the interviews, it is obvious that leadership seems to be the main problem with 
the implementation of quality circles, as mentioned by one of the top management 
interviewees. His statement showed that if a quality circle is not properly managed, 

and if the employees are not clear about the purpose of such efforts, then the 

objective of the scheme will not be accomplished. In particular, it is unlikely to lead 

to increased employee commitment. 

Findings from interview and focus groups showed that most participants shared the 

perception that their organizational work culture was authoritarian. They perceived 

management as having simply introduced the concept of participative management 

because politicians or higher officials in the Civil Service mandated it, but in actual 
day-to-day operation, they were only paying lip service to participation. Their 

answers also illustrated that management had an attitude of looking down on the 

employees. For them, this attitude was antithetical to the true spirit of participation 

in decision-making. It is ironic that every management that introduced and 

implemented the participative concept in the organization was perceived by the 

employees as more interested in protecting their territories and prerogatives than in 

advocating and demonstrating openness and commitment to a participative culture. 

Exaggerated claims and attention from management gurus, for example, on teams, 

have tended to turn into typical `management fashions' (Clark, 2004; Watson, 1994). 

According to Bender and Van Veen (2001), there is a danger that fashionable 

concepts wear out through use, as prospective adopters may jump on the bandwagon 

rather than reflect critically on why teams should be implemented and, if so how. 

This increases the likelihood of failed implementations (Vallas, 2003), disillusion, 

and even large-scale abandonment. In that case, the concept itself may backfire on 
its reputation. Nevertheless, Ramsay (1991,1996), in his popular life and death 

cycles of fad and fashions, claimed this is typical to the world of EI generally rather 

than anything specific about teams or QCs. 
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From the focus groups with the lower level workers, it was shown that they felt 

communication was the main problem whenever management was concerned. 
Management did not `listen' to their issues or concerns, and one-way 

communication seemed to be the most popular means of communication among the 

managers. This `one-way flow of authority' from above arguably hampers 

employees' motivation to participate. These views were expressed most amongst the 

women who were found mostly at the lower levels of the companies. 

Management respondents appeared to give low priority to `softer' people 

management issues and skills to foster a culture of high commitment and motivation 

among staff. For example, a majority of the managers noted that they did not have 

sufficient time to operationalize both requirements, of the job and of EI. This was 
defined by Lillrank and Kano (1989) as ̀ dualism', or the failure of most companies 
to overcome and integrate QCs into the mainstream of managing. In `dualistic 

organizational structures', one side comprises the official management hierarchy, 

and the other, informal arrangements created by QC activities. This partly signals 

top management as showing a lack of commitment to the QC programme after an 
initial period of enthusiasm. 

In most research evidence, the main reason for the failure of quality circle schemes 
is because of lack of management support, which is more a closed management 

style, and also lack of management recognition (Bradly & Hill, 1983; Lillrank & 

Kano, 1989; Robson, 1984). This study comes close to these common findings; the 

only difference is that it uncovers how women are being restricted from involving 

themselves in quality circle schemes. This is because the majority of them are in the 

secondary job of clerical work, the type of work for which it is hard to gain 

recognition, even though they make an attempt to be involved. The results are in 

line with research suggestions that most individuals cannot establish higher 

commitment to the organization when the leadership excludes them from the 
decision-making process, to which they can make an important contribution (Vroom 

& Jago, 1988; Zaleznik, 1989). 
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There have been many critiques in the past and more recently that QCs fail when 

they are implemented out of their cultural context (Head, 1997; Hyman & Mason, 

1995; Ishikawa, 1985; Lillrank & Kano; 1989; Marsh, 1992; Rodriques, 1994; 

Watanabe, 1991). Ishikawa claimed that Japanese high trust and welfare corporatism 

encouraged participation among employees. Added to that, Marsh and Watanabe, 

claimed that QCs are difficult to transplant outside Japan due to misconceptions; in 

Japan, QCs are intended for identifying and solving problems. Cunningham and 

Hyman (1996) pointed out that there were a number of cultural constraints which 

appeared further to cascade against the successful implementation of empowerment. 

The teams literature emphasizes that what organizations need is a fundamental 

organization or cultural change in order to develop participative design. EI needs to 
be implemented as an organizational change and a long-term paradigm shift. There 

is a failure of some organizations to think through fully the meaning and implication 

of developing an open and participative management of which QC is part. The trend 

towards EI has meant a redefinition of the employer-employee relationship and, for 

many organizations, is a fundamental change in culture (Hyman & Mason, 1995; 

Rodriques, 1994; Troxel, 1993). Effective involvement allows employees to act 

professionally at work within their authorities. 

7.7 Gender differences 

7.7.1 Attitudes towards EI - differences between men and women 

The only gender differences found in the survey research were in non-participants' 

attitudes towards quality circles (QCs), with differences in the direction of more 
favourable attitudes for female non-participants. This finding supports previous 

empirical findings (e. g., Allen et al., 1991), which suggested that women were more 

supportive of a programme that was introduced by management, such as the worker 
director idea. However, the findings do not support claims that women are less likely 

to participate or be involved at work (e. g., Hakim, 1995). 
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The more positive attitudes from women non-participants can be partly attributed to 

characteristics of the job stratification of the organization itself, whereby the 

majority of women were employed in clerical and administrative posts, and therefore 

most of them represented the lowest income earners in the organization. From 

descriptive statistics, slightly more than half (51 %) of the respondents were the 

representatives of the lowest bracket of the organization pay levels, and the majority 

of women (68%) made up the lowest salary group. Perhaps, coming from the lowest 

level of the organization made them eager to participate whenever given a chance, as 

generally they never had any. This is in line with interview and focus groups 
findings, where some women felt that QCs gave them a chance to `prove' 

themselves to management. They saw quality circles as an achievable means of 

getting involved, over and above their daily routine, mundane job. Quality circles 

could also be a vehicle for them to gain recognition from management. In these 

companies, especially, getting the participants to compete towards contributing to 

company presentations at conventions seemed to be the main motivating factor 

keeping circles active. One respondent in an interview even saw it as an activity that 

could provide her with an opportunity to outperform male colleagues. She stressed 

that they were rarely given a chance to be involved in company activities other than 

the quality circles, hence that was the only means for them to prove themselves to 

management. Therefore, it is not a surprise that women workers showed a more 

positive attitude towards the scheme than the male workers, as they saw it as an 

advantage 

There were no other significant difference in the attitudes of male and female 

participants in the present survey. One possible reason could be that although 

women workers want to take advantage in proving themselves through quality circle, 

after a while, they realize it is difficult to `compete' with male workers, who are 

mostly made-up of technical ranks, in getting recognition from management. 
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7.7.2 Organizational commitment, job satisfaction and general attitudes 

towards management - differences between men and women 

Other studies have found that men and women differ with respect to their attitudes 
towards their workplace, organizational commitment, and even job satisfaction. 
However, the comparisons between the survey responses of men and women in the 

present study showed no significant differences in this respect women were found to 

be just like men in their attitude towards their organization. One similarity observed 

was that both felt less positive towards management in their workplace. Therefore, 

the common saying that woman are less interested and hence less committed does 

not always hold. The findings here contradict Hakim (1991), who claimed that 

women are less committed to work than men. Contrary to this, though, Hakim 

(1996) also herself counter argued that the similarities between women and men 
have been overstated, as significant numbers of women are not in workforce, and 

also because most studies of work orientations exclude them. 

For job satisfaction, too, there was no significant difference between men and 

women. Similarly, Mottaz (1986) found that, overall, work satisfaction was similar 
for women and men. Brown et al. (1983) also found that men and women have 

similar satisfaction scores for all features of work except promotion. In general, a 

common pattern starts to emerge, that despite both men and women having less 

positive attitudes towards their organization, they are similar in the sense that they 

are both committed to their organizations, and similarly they are satisfied with their 

jobs. This finding supports and complements suggestions in the literature regarding 

the positive aspects of women at work. Male employees were only a little more 

committed to work than women employees (e. g., Rose, 1994). Similar patterns of 

response were found in the interviews. 

Hence, we can conclude from these findings, generally, that perhaps women are just 

as likely as men do take their work seriously, Agassi (1992) discovered minimal 

gender differences in orientation or attitudes towards work. In fact, Martin and 
Roberts (1984) show that women have much more positive views of work than 
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might have been expected. Nevertheless, men and management still perceive women 
differently. 

7.7.3 Attitudes towards women and work - differences between men and 

women 

Many men in this study seemed to portray a stereotyped opinion of women who 

work. Hakim (2000) also claims that the `modern homemaker career' is chosen by 

over half of women of working age in Britain and reflects this in two quite distinct 

groups. Women at senior positions tend to care more about work, are as ambitious 

and equal to men in their outlook towards work, and are concentrated in male 
dominated occupations. Women who pursue a homemaker career are secondary 

earners, choose jobs for convenience factors and social interest rather than with a 

view to a long term career, are concentrated in female occupations, and have lower 

earnings. 

The findings comparing attitudes towards women at work indicate that there is a 

significant gender difference with men generally less positive. This finding does not 

come as a surprise; as mentioned above, gender stereotyping in the workplace would 

generally lead to a prediction that women will be less interested in work than men. 
To them, work for women is seen as a temporary measure, only to supplement their 
family income, whereas men see themselves as primary earners, and hence have 

more reasons to work. 

Findings from interviews and focus groups showed the female respondents' 

orientation towards work was best represented as a voluntary decision. These 

women, particularly those in the lower earning groups, had a planned and conscious 
involvement in work despite the fact that they too had childcare responsibilities 
(although some women did report that childcare responsibilities limited their 
involvement at work). 
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Nevertheless, the attitudes of most men towards women in this study fit Hakim's 

notion that women, especially at the lower end, are not as committed to their work 

compared to women in the upper echelon, although some found women were as 

committed. To list some examples, an HR manager observed that the higher women 

are in the hierarchy, the more they become like men. His comment was, "I notice the 
higher they are, the more aggressive they get" (R. 11, p270). Another manager 

commented, " at the managerial level they are equal, and at the workers' level they 

are different. I think its related to education"; another view was that men at different 

hierarchical levels perceived women differently, " ... men at the top realize, they 

know women are as capable as men, whereas men at the lower level always feel that 

women are not fit, 
... not as good as men" (R. 16, p 271). One senior manager 

claimed - "women they are not only similar, but in some cases they can be better 

performers" (R. 65, p 261) and another manager - "some people said that women 

can't work ... I strongly disagree, they are just the same, as there are men who still 

can't. A woman too has a career to be fulfilled... " (R. 70, p261). 

Many other men preferred men, especially in technical posts. In this study, it 

sometimes had serious implications, as the opinion came from a senior recruitment 

manager himself, saying "We prefer men in engineering, they are more efficient. 
That is not to say women are not successful [in similar jobs] but the issue of 
harassment, in the long run will affect their performance... "(R. 11, p. 267). 

On the other hand, the work of Hakim about women wanting to be at home fails to 

take into account changes in women's situations and in their attitudes. In this study, 

women employees, especially at the lower end, face increasing discriminatory 

treatment compared to male employees. As a clear example, in QC training mostly 

men were sent for full training, while women received training `secondary' to men's, 
as they received training from men who received the primary training. The 
justification given is because women in clerical positions are greater in number 
compared to men, hence, it is a more economical and efficient way of training. This 
is conducted regardless of whether men and women have similar attitudes towards 
EI. 
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It is, finally, the absence of any serious consideration of the constraints on the 

enactment of lifestyle preferences that is the essential weakness of Preference 

Theory. Hakim (2000) argues strongly that British and North American women in 

her sample, who live `in the new scenerio' have genuine choices about employment; 

that their preferences can be fully realized; that there are no major constraints on 
how they wish to live their lives. In taking this stance, Hakim appears not to consider 

voluntary action with genuine or uncontrained choice. Perhaps some women do 

voluntarily choose to stay home with young children when to do so may harm their 

future employment opportunities. Still, many others, as in this study, find that 

women voluntarily juggle work with children, and still others try to work harder to 

be equal to men regardless of which position the women have. For example, 

Catalyst (1999) and Gabor (1994) found that the demand of family responsibilities 

poses a major constraint for women who are engineers. 

It is also arguable that a difference in preferences results in conflicts between 

different types of women. Men, on the other hand, are much more homogeneous in 

their preferences, and thus have an advantage over heterogeneous women. On the 

other hand, it is arguable that if lifestyle preferences and work orientations have a 

strong impact on women's activities, and especially on married women's choices, 

then patriarchal values have virtually no impact on behaviour, and also have 

virtually no connection with orientations to employment and family roles. In this 

study, this was proven not true, as women do encounter problems in gaining entry 

and acceptance as an engineer or in technical jobs. Many studies stated that 

engineering is "masculine" in orientation. Gale and Cartwright (1995) and Gale 

(1992) argued on similar bases that women do encounter problems in finding jobs in 

project environments because of cultural traditional project-based industries like 

construction and engineering, which are demonstrably male-segregated, "macho" or 

masculine cultures. Another similar study in male-dominated professions in 

Malaysia (Mainunah, 2003) found that women engineers faced barriers in their 

career progression due to the male-dominated profession because of the existence of 
informal networking between male engineers and gender stereotyping. 
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These negative attitudes among male employees can be partly attributed to the 

characteristics of the organizations in this study, basically engineering utility 
companies, which were hence male-dominated. This is also in line with implications 

and suggestions in the literature that when women comprise a smaller proportion of 
the organization's workforce, they encounter greater discrimination (e. g., Fagenson, 

1986; Kanter, 1977). Kanter's (1977) theory also implies that the acceptance of 

women should be lowest in organizations such as those in the engineering sector. 

Wacjman (1998) contends that patriarchy is still largely still intact despite claims 
that the legitimacy of patriarchy has been diminishing, as women cannot escape 
patriarchy; thus, they can only be liberated through struggles to change the system 
(Cockburn, 1991). Perhaps, as Lewis and Cooper (1987) suggested, availability of 
role models and mentors, and the degree of social support both at home and work, 
may affect women's advancement at the workplace. 

7.7.4 Women's orientations to work 

The interviews and focus groups showed that, generally, women's orientation to 

work is not always fixed; rather orientations shifted towards career when they later 

found work satisfying. The implication can be drawn that, after some years of 

exposure to work, the work experience itself will shift their work orientation. Most 

respondents claimed that when they later found work interesting, their initial reason 
to work did not apply any more. Instead their reason now moved towards career, 
instead of necessity. These findings contradict Hakim's (2000) claims that the only 

people who care about work outside the home are those already in high paid 

professional jobs. 

More generally, findings from this study lend support to the argument that women's 
involvement in work may fluctuate over the life cycle according to dependent child 
care responsibilities and past work experiences (Crompton & Harris, 1998; Fagan, 

2001). Crompton and Harris pointed out that the work patterns of women are a 
product of particular circumstances, opportunities and constraints and the choices 
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they make in response to these. They suggested that work and home orientations 

might fluctuate according to occupation, life cycle and national context. Thus, the 

need for money may gain more significance with responsibilities for children and 

may be particularly important, for example, for those who have children entering 
higher studies. In this study, however, most respondents, both women and men, 

valued work for it own sake. They did not necessarily prioritize work over home but 

work was very important in their lives and was often just as important as home. 

When the `inherited money' question was put forward (e. g., "What if you inherit 

enough money that much exceeded your family requirement? "), women claimed 

they would still work, as now they found work just another part of their lives, and 

staying at home made them bored. This finding parallels men's view. This parallels 
Rose's (2000) analysis using the `lottery question', which showed that they 

continues to hold on to their work, even if the financial need to do was removed. 

Hence, from the interview and focus group findings, it can be shown that women's 

orientation to work is not always fixed, as argued by Hakim (1996,2000). The study 

has shown that orientation to work is complex, and women work for a range of 

reasons and motivations. This provides evidence that involvement in and 

commitment to work may change with changing circumstances. Similarly, work 

orientations can also change and the relationships are not as straightforward as 

Hakim claims. In the future, other literature could be considered; for example 

Kabeer's (1999) view on women as agents (mothers, spouses and daughters) when 

examining participation and commitment at the workplace. 

In line with participation in EI, the women workers demonstrated lower 

participation, for example during quality circle meetings, compared to their male 

counterparts. From the focus group findings it seemed this was because women felt 

relatively excluded over decisions at work; nevertheless, this is despite a desire 

equivalent to men for participation. Some QC non-participant women respondents 

shared a concern that they were being totally displaced from any kind of company 

activities or information, with the least involvement in QCs, which they claimed to 

have very little knowledge about. Training for quality circles was another common 
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issue that most women QC participants and non-participants showed concern about, 

as most of the male technicians who were able attend were also later informally 

`trained' by these men. These findings perhaps indicate a failure among line 

managers to appreciate important skills that are required in understanding and 

practicing QC among a majority of staff. This finding is similar to Cunningham and 
Hyman (1995), who found that half of their managers identified at least one issue 

with respect to employee relations was the lack of training and development. 

Most of the family women found it hard to participate in QC meetings which took 

place after working hours, for domestic reasons. Similarly, with ESOSs, most 

women did not participate because a majority of them were at clerical levels, at the 

lowest hierarchical level of the company; their level and pay did not meet the 

criterion to qualify as members of the ESOS programme. 

This then suggests that it is a misconception that women do not wish to participate in 

EI programmes or are uncommitted toward work; their lack of interest may be due to 

socialization within a patriarchal system. As pointed out by Gale and Cartwright 

(1995), regardless of the critical mass of women entering the labour force, this does 

not change an organizational culture with an already "masculine" orientation. 
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CHAPTER EIGHT 

CONCLUSIONS AND RECOMMENDATIONS 

8.1 Introduction 

This research investigated the association between employee involvement (EI), in 

this case quality circles (QCs) and employee share ownership schemes (ESOS), and 

organizational commitment in three public utility companies in Malaysia. Based on 
data from these companies' managers and workers, and from both participants and 

non-participants of the EI schemes, the research concluded that the mere presence of 
EI, such as share ownership, is not a guarantee of increased involvement and 

commitment for employees, highlighting instead the significance of other variables, 

particularly supervisor support and organizational culture. 

From the theoretical point of view, this study fills a gap in Malaysian literature on EI 

and gender. It also shows that findings with regard to gender in a Malaysian context 

are similar to what is found in western literature. In these Malaysian organizations, 

women did not appear to feel any differently towards EI compared to men; but 

women still were more likely to fill the secondary jobs and to lack opportunities to 

perform higher level tasks. These findings and their contribution to our 

understanding of EI and gender are discussed further in the remainder of this chapter 

with respect to the two research objectives. 

8.2 Objective One 

Objective One was to investigate the relationship between attitudes to employee 
involvement and organizational commitment in a Malaysian context, considering the 

effects of gender, participation in EI schemes, and management support as potential 

moderators. 

The findings of the study confirmed the hypothesis that there is a significant 
relationship between attitudes to employee involvement schemes (both QCs and 
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ESOSs) and organizational commitment among participants. I iowcvcr, in the case of 

non-participants, the results were less consistent . In the case of quality circles, thcrc 

was a significant relationship between attitudes to EI and organizational 

commitment among both participants and non-participants. For ESOS, the findings 

were different, with no significant relationships between attitudes to EI and 

organizational commitment among non-participants. 

Hypotheses derived under Objective One also aimed to determine whether there is a 

significant relationship between attitudes towards employee involvement (QCs only) 

and organizational commitment among participants and non-participants of the 

schemes who perceived superiors' support for the scheme. The findings of the 

survey confirmed this relationship for non-participants but not for participants. The 

attitudes towards quality circle are not related to organizational commitment for 

participants who perceived their supervisors have favourable attitudes towards the 

quality circle scheme. The attitudes towards the quality circle scheme and 

organizational commitment were related among non-participants who perceived that 

there is superiors' support towards the scheme. This finding emphasizes the 

importance of top management support especially for non-participants observing the 

scheme. Qualitative findings also showed that this was especially so for women, and 
for workers who through pressures of time and work, found it difficult to participate 
in the EI schemes. 

With respect to the expected gender differences the survey showed that there were 
few differences in male and female attitudes towards EI (both for QCs and ESOSs), 

among participants; only non-participants of quality circles showed a significant 
difference, whereby women non-participants were more positive towards the 

schemes than their male counterparts. With regard to attitudes towards women and 

work, the study also found less favourable attitudes amongst men. There was no 

significant difference, however, in men's and women's attitudes towards 

organizational commitment. This is in contrast with the common stereotyping norm 

that women will be less interested in and committed to work, and less concerned 

about workplace influence than men. This affirms Hakim's patriarchal view on 

266 



women's commitment towards work. Hakim (1995), for instance, would claim that 

women are less likely to participate or be involved at work. However, there was also 

evidence of women taking up multiple roles which influenced their participation and 

commitment at the workplace (for example, women as mothers and wives), which 

also supports notions of women as more powerful agents (Kabeer, 1999). 

The results support findings from French and Rosenstein (1984), Hammer, Landau 

and Stem (1981) and Poole and Jenkins (1990), that there are no significant 
difference between shareholders and non-shareholder in satisfaction and 

commitment. The implication for HR is that ESOSs should not be used for reasons 

of securing satisfaction or commitment among employees; it seems, rather, that these 

may be just another aspect of the benefits package to be offered employees. 

8.3 Objective Two 

The second objective was to explore the reasons for gender differences or 

similarities in the workplace. This lead to an examination of perceptions that womcn 

are essentially the same as men, that women are different, perceptions of women 
bosses, perceptions of women's commitment, and women and their experience in the 

workplace. 

The findings suggest that gender differences are due to women's unique experience 

and environment in the workplace, whereby they are treated differently from men. 
This was found to occur in provision of and chances to attend training, and in the 

attention paid to them by superiors who often disregarded them in any decision or 

contribution regarding their work. In addition, male colleagues tended to view them 

as uncommitted towards the workplace or the employee involvement schemes, 

although these women workers claimed that they were just as interested. At the same 
time, they received little support from their spouses for participating in quality 

circles which required additional working hours. 
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Hence, despite their interest in the EI schemes, they were unable to participate 

equally given the stereotyping of men and management. Otherwise, as shown by the 

survey findings especially, women and men were capable of being equally 

committed to the organization, if only they were equally treated. 

8.4 Contributions and Recommendations 

8.4.1 The importance of management trust 

The first significant contribution of the present research was to show that `them and 

us' attitudes still persisted in these workplaces despite the introduction of 
involvement schemes. This reflected divisions between workers and management, 
between men and women, and between those who were given the opportunities to 

participate in EI schemes (e. g., male technicians, those with longer tenure) and those 

who were not (lower level clerical staff, mainly women). 

The importance of management trust before implementing any new programme was 

evident from the present findings. More so, as found in this research, management 

culture in these organizations is still very much of an autocratic style, where a top 

down management style is extensively practiced. As argued earlier in the review of 

the EI literature, Cotton et at. (1988,1993) and Pennington and Hammerslcy (1997) 

show that the success or failure of participative programmes is related to 

management style. This shows that more positive relationships between members of 

the organization and better subordinate attitudes towards the enterprise will come 
from a democratic style of leadership. This finding is in line with Ramsay's (1977) 

comment that unless the organizational culture is taken into account, the decline of 
EI or life and-death cycles will continue. 

Specifically, this suggests that management must prepare before implementing any 
imported programmes. They may, for example, market the concept, make it 

acceptable to people, or communicate the benefit down to people. It is not all about 
best practice but rather getting feedback and getting the people involved before the 
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involvement scheme is introduced. This might mean changing the culture of the 

organization in order to be more receptive towards future participation schemes. 

Most of the failures in EI identified in the present and other studies were due to the 

prevailing culture in the organization, where among other factors, management 

control still persisted (Cunningham & Hyman, 1996; Hill, 1991; Kieser, 1997; 

Parnell & Crandall 2001). Once management get beneficiary consensus for the 

schemes, then, it is appropriate that they are introduced, thus making commitment to 

some extent a more realistic outcome. Heckers (1995) argues that the programmes 

requires a certain context beyond a set of techniques or programmes. In his findings, 

he shows that most managers suggested that participation has accomplished little and 

rarely breaks down a wall of bureaucracy. 

Others have argued that many schemes represent nothing more than fads and 
fashions in management (Cole 1999; Ramsay 1991,1996) which are not 
implemented with the full commitment of management. As an example, IIradly and 
Hill (1983) mentioned that they anticipated difficulties in getting QCs to flourish 

outside Japanese employment system, whose characteristic features were said to be 

high trust and a welfare corporation. 

8.4.2 The importance of context 

The second major contribution of the research is to show that the meaning of 

participation must be considered in the context in which it is to be implemented. 

Malaysian organizations appear not to be using schemes like quality circles in the 

Japanese spirit for quality; rather these schemes are being employed more in a 

symbolic sense as a kind of affiliation that would give good name to the workplace. 
Hence, once schemes become a lip service then the organization will ignore the other 
key characteristics such as problem-solving processes that will make the scheme 

effective. As mentioned by Guess et al. (1995) there is a significant gap between 

prescription and practice in implementing EI programmes. The implication then 

would be that when organizations adopt schemes that have been successful 

elsewhere, the decision makers should adopt and evaluate schemes holistically and 
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understand the concept of participation at the level of implementation and not just at 

the level of attractiveness. Similar criticisms have been identified elsewhere in the 

management literature "... we had the flavour of the month mentality" (Sam 

Malone, Worldwide Marketing Manager at Xerox, quoted in Brennan, 1994: 36). 

Participative design requires commitment, fundamental organization change, and 

necessitates serious effort in order to enhance the whole system (Zamanou & Glaser, 

1994). According to Vallas (2003), improper implementation and self-assessment 

will lead EI to gain a bad reputation and to initiatives which are not suited to their 

current state of development. Management needs to understand the questions 

underpinning the integrated system on which self-assessment is being made. Various 

elements and practices have got to be in place, such as the development of 
interpersonal skill. EI relies significantly on the employer-employee relationship, 

and for many organizations, is a fundamental change in culture (Hyman & Mason, 

1995). Hofstede (2001) indicated that reviewing each country's historical experience 

with employee participation may help to put their results into a meaningful context, 

and this can begin at an organizational level. 

8.4.3 Gender differences 

The findings of the present study also highlight the need for addressing gender issues 

in future management research. As demonstrated in the study, the majority of gender 
issues actually resulted from women working in secondary jobs, such as clerical 

roles. Hence it is important that their experience at work is considered when 

conducting research in the workplace. This is especially important if we are to 

demonstrate how women are restricted in terms of empowerment to a far greater 

extent than men. 

Literature shows the frequent occurrence of stereotyping (Degler, 1980; Dex, 1985) 

showing that women are indeed thought of as different and women themselves feel 

they are being treated as secondary employees at work. To avoid women feeling this 

way, women must be given a chance to prove themselves in so-called masculine 
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jobs. As an example, women engineers must be given a chance to prove themselves 

in higher technical jobs rather than absorbing them into administration work as their 

career progresses. This is not only important for some women to prove themselves 
but also to create mentors for those at lower levels. As there are not many female 

mentors for EI issues, recognising more women may reduce gender differences in 

involvement problems. Davidson (1987) and Lewis and Cooper (1989) suggest 

appropriate models and mentors for this situation. They also suggest that a degree of 

support both at home and work is essential for women's advancement in the 

workplace. The present study is consistent with these views. 

Furthermore, if more women participated at higher levels, this may address some of 

the major issues raised in gender theory. The argument that women are less 

committed than men (e. g., Bergmann, 1989; Hakim, 1996) does not always consider 
the opportunities afforded women to perform at a higher level. If given a chance that 
is comparable to that of men, and they do not perform as well, this may lead to the 

conclusion that men are more suitable for technical jobs than women. However, 

other issues may explain the difference between genders, for example: access to 

training, politics, socialising, government, mobility, or life outside the workplace 

including family structure and domesticity issues. 

8.4.4 The need for incentives 

A common problem associated with a company's inability to sustain quality circles 

is the failure of top management to incorporate an incentives programme through 

other human resource functions. As mentioned in other literature (e. g., l3radly &I fill 

1983), Japanese scholars anticipated difficulties in getting quality circles to flourish 

outside the Japanese employment system which gave QC members an incentive to 

search for improvements. Therefore, this study particularly makes a significant 

contribution to management of quality circles by highlighting the necessity for 

incentives. 
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8.5 Recommendations for practice and future research 

Seven recommendations for management practice or future research emerge from 

this study. Firstly, it identified some of the variables that prevent women from 

participating equally in schemes introduced by management at work. These include 

inequality in training, lack of recognition, and lack of support from both 

management and spouse. These variables should be validated in other employee 
involvement implementation studies. Future studies can be carried out in other 

companies across regions, such as Asia, Africa or Latin America, to enable 

comparison of the findings. 

Secondly, the study validates the stereotyping view of gender and suggests that more 

should be done to resolve these stereotypes. Women can perform equally as well as 

men given an environment that is more conducive to working. Women need 

employee involvement for the same reasons as men, but in many organizations, 

particularly in this Malaysian context, women's interests are not given priority; this 

is especially the case at lower levels of the hierarchy. It was notable that the gender 
findings in this study mirrored western literature in terms of women being located 

mainly in secondary level jobs relative to men and experiencing differential access to 

participation (Hare-Mustin & Maracek, 1989; Fagenson , 1986; Gutek et al., 1981; 

Kanter, 1977; Markey et al., 2002; Marvin, 1999). 

Managers wishing to provide equal access to EI opportunities for women may, for 

example, support working women by providing extended childcare facilities as has 

been suggested by family-friendly research (for example, Poelmans and Sahibzada; 

2004) This study's findings highlight that women were uncomfortable over the 
issue of domesticity, particularly child care that hinders their participation in quality 

circles. On the other hand, in some situations where it is not practicable for children 
to use child-care facilities due to mobility problems or perhaps because of their 

young age, then management can provide a child care allowance for the employee 
(see also Poelmans and Sahibzada, 2004). The study showed that the lowest level 
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employees are most affected, hence, these people may be most in need of monetary 

support. 

Women comprise a large part of the current and potential pool of labour. It is a loss 

of resources to organizations if women are opting out because of shortfalls in child- 

care or other domestic constraints. Models of `best practice' by organizations, 

including flexible working hours, may create opportunities for women, and solve 

difficulties in sustaining female ambition over the long run. The range of 

possibilities management can offer includes part-time, flexitime or staggered hours, 

home-working, a compressed working week, job share and term-time working. This 

would enable companies to move towards implementing flexible firm structures 

(Thompson & McHugh, 2002 p. 166). 

Thirdly, for women, problems at work are aggravated by problems at home. Spouses 

are found to be gender biased. They will only submit to their partners, if the scheme 

provides tangible benefits. This further emphasizes the need for effective i`URM. 

Managers need to be convinced that involvement has practical benefits and is not 

only ideological; for example, quality circle participation could be included in the 

performance appraisal and reward systems. The organization's human resource 

management system should stress compensation and appraisal systems. 

Fourthly, in implementing employee involvement schemes, managers should try to 

narrow the gap between "them and us" perceptions and be willing to recognize 

decisions made by the lower level employees. It is important that when 

implementing an involvement scheme, managers not just pay lip service to the 

objectives of the scheme and genuinely make the workers feel as though they arc 
involved. Based on this study, future researchers could further investigate whether 
ineffective human resource management is a factor that leads to ineffectiveness of 

other employee involvement schemes, such as other team working programmes, 
high-performance work system, empowerment, team briefings, and suggestion 
boxes. 
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Fifthly, apart from effective human resource management, top management support 

and effective communication are found to influence the implementation of employee 
involvement. It means getting away from the `lip service' syndrome, and instead 

ensuring that the scheme to be implemented has undergone all the necessary steps 

and is getting the concept right. Employees need to understand the scheme's 

objectives, and this can be done through an effective communication system. If 

training is required, it has to be ensured that it is effectively done right across the 

organization/people. 

Sixthly, it is important for management to recognize gender issues in the workplace. 
For example, gender stereotyping should be reduced, otherwise it would generally 
lead to a prediction that women will be less interested in and committed to work and 

concerned about workplace influence. As shown in this study, this prediction is not 

true. Top management should consider training the managers in the importance of 

management diversity, especially concerning women. Above all, 

managers/supervisors must ensure their subordinates, and the lowest level staid', 

especially women, are well taken care of. 

Management should address the seriousness of discrimination of women at the 

workplace by establishing policies in accordance to such behaviour. This is 

important as large numbers of accomplished talented women are entering 

mainstream careers, and management needs to devote their energy to maximising 

this talent, rather than not recognising them because of the stereotyping behaviour of 

men in management. 

Given the nature of such gender stereotyping and its apparent pervasiveness across 

national and organizational cultures, future researchers may use this study to further 

examine gender differences or similarities in other industries, such as services, 

research and design, and manufacturing. Future research should examine the issue of 

why stereotyping still continues to exist despite the introduction of participative 

management at the workplace. Among the recommended steps suggested by these 

findings may be providing extended childcare facilities, providing childcare 
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allowance, providing flexible working hours, convincing managers on the 
importance of involvement, tying in compensation and appraisal system in quality 

circles participation, narrowing the gap of `them and us' perceptions, recognising 

and ̀ implementing' lower level participation, and addressing gender issues. 

8.6 Limitations of the study 

The sample of this study was restricted, entirely, to three Malaysian public utility 

companies. These companies were privatized from originally government owned 

public utility companies, and hence may have had some of their own unique 

characteristics. These had certain common characteristics in that they were 
technically based companies where staff had engineering backgrounds, where the 

majority of management was dominated by men, and where women occupied the 
lowest rank in the hierarchy. As a result of these features, the findings may not be 

generalizable to the broader population or other contexts with different sample 

characteristics 
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20 November, 1996 
Employee Involvement scheme questionnaire 

PART I 

This section of the questionnaire asks about employee involvement schemes in your organisation 
(i. e. QUALITY CIRCLES & FINANCIAL SCHEMES) 

Please answer what you think about each of them even iif you are not participating. 
A. Quality Circle 

A. 1. PLEASE GIVE YOUR OPINION ON THESE STATEMENTS ABOUT QUALITY CIRCLES. For each of the 
following clairm please circle the number that shows best what you think- 

Strongly Strongly Neither Agree Strongly 

Disagree D isagree Nor Disagree A gree Agree 

1. QCs make people more conscious of quality 1 2 3 
.4 

5 

2. QCs help to build up a greater team spirit 1 2 3 4 5 

3. As a group, employees have more power to 

make important changes to the way things are done 1 2 3 4 5 

4. QCs increase work load for their members 1 2 3 4 5 
5. Management never listen to the suggestions by QC. 1 2 3 4 5 

6. QCs give employees a chance to contribute ideas 1 2 3 4 5 
7. QCs help make work more meaningful 1 2 3 4 5 
8. QCs lead to a greater sense of responsibility 
for the outcomes of work 1 2 3 4 5 
9. QC is just a talking shop which does nothing 1 2 3 4 5 
10. QCs lead to gaining recognition 
from management 1 2_ 3 4 5 

II. QCs results in greater knowledge 
for the employees 1 2 3 4 5 
12. QCs promote better communication 
between employees and management 1 2 3 4 5 
13. QCs reduce feelings of a distance 

between management and employees 1 2 3 4 5 
14. QC gives employees a chance to participate in 

management decisions relevant to them 1 2 3 4 5 
15. QC is scheme is merely a tool of management. 1 2 3 4 5 

A. 2. Are you a QC member? yes/no 
A. 3. Did you join the scheme voluntarily? yes/no 

1 



2 

f you are a QC member proceed with question A. 6 onward (page 3). 

If you are not a QC member please answer the following questions 

FOR NON-MEMBERS ONLY 

A. 4. PLEASE GIVE YOUR REASONS FOR NOT JOINING THE QC SCHEME 
Please circle the number that shows your reasons: - 

Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

1.1 don't like to work in a team 1 2 3 4 5 

2. I don't want extra responsibilities 1 2 3 4 5 

3.1 can't attend meetings outside normal 

working hours 1 2 3 4 5 

4. I don't normally have much to contribute 1 2 3 4 5 

5. I don't get extra pay for the extra time and work 1 2 3. " 4 5 

6. I haven't had the time yet to join 1 2 3 4 5 

7. It doesn't actually do anything useful 1 2 3 4 5 

8. It is just another management fad, it won't last 1 2 3 4 5 

9. The manager is not open to employee suggestion 1 2 3 4 5 

10.1 don't have confidence in my section when 
it comes to getting the job done. 1 2 3 4 5 

11. I am not interested in communicating 
with management 1 2 3 4 5 
12. It would take too much work 1 2 3 4 5 
13.1 don't want to participate in management 
decisions 1 2 3 4 5 

14.1 feel managers should do all the decisions 1 2 3 4 5 
15. Only men are listened to in the QC 1 2 3 4 5 
16. Only women are listened to. in the QC 1 2 3 4" 5 
17. Please state if you have any 

, 
other reason(s) not listed 

above 

A. 5. Are you likely to join the QC soon? 
[] Yes, definitely [] Probably [] Possibly [] No 

NON-MEMBERS PLEASE GO TO QUESTION ¢A1 ONWARDS (page S) 



FOR QC MEMBERS ONLY 

Some questions to you may seems repeated but there is a reason for doing so. 
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A. 6. IF YOU ARE IN THE QC SCHEME, PLEASE GIVE YOUR REASONS FOR JOINING Please circle 

the number that shows your reasons: - 
Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

1. As a group. I feel I 
. 
have the power to 

change regular things around here 1 2 3 . 4' 5 

2. As an employeee at this company, 
I get a chance to participate in 

management decisions relevant to me. 1 2 3 4 5 

3. I wish to do something extra for-the company 1 2 3 4 5 

4. I can contribute my own ideas 1 "2 3 .4'" 5 

5. I dislike managers taking all decisions 1 2 3 4 5 

6.1 feel a duty to serve the programme 1 2 3 4 5 

7. I can't sit back if by pushing I can 

achieve something 1 2 3 4 5 

8. A chance to get something done 1 2 3 4 5 

9. My manager is open to employees suggestions 1 2 3 4 5 

10. I can count on my supervisor as a circle leader 1 2 3 "4 5 

11. I have confidence in my section when it comes 
to getting the job done. 1 2 3 4 5 

12. It makes my work more meaningful ._ 1 2. 3 4 5 
13. I gain more knowledge 1 2. 3 4 5 
14. It makes me feel a greater sense of 

personal responsibility 1 2 3 4 5 
15. I can communicate with management 1 2 3 4 5 
16. It makes me feel less distance to management 1 2 3 4 5 
17. I like the idea of getting a chance to compete, 

among the other QC teams 1. ' 2 3 4. 5 

18. Please state if you have any reason(s) not listed above 

A. 7. What type of QC group are you in? 

Please TICK where applicable 
[] All female group. [] All male group [] Mixed group 
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A. 8. What group you would prefer to be at: 

[) All female group [j All male group [] Mixed group [] Does not make any difference 

A. 9. If your answer to Q. A8 is' does not make any difference', please explain your answer: 

A. 10. Do you have a female group leader in your QC team? 
[] Yes [] No (please proceed to Q. 22) 

A 11. How do you feel about having a female group leader ? 

[]I think it is better than a mile group leader 

(] No different 

[jI think it is worse than a male group leader 

A. 12. If it is a mixed group, how do the male members respond tö the female leaders? 

Please TICK where applicable 
[] Cooperating [] No difference [] Challenging [] Not cooperating 

A. 13. If it is a mixed group, who dominates the meeting? 
[] Male members [ ]Female Members [] No domination by any particular group 

A 14. If it is a mixed group, which of the following best describe how you feel ? 

Please tick one answer only 
[]I don't like to speak, just leave it to the men 
[]I don't like to speak, just leave to the women 
[] It doesn't make any difference 

[]I feel frustrated because my ideas are not taken seriously 
[]I find difficulty in expressing myself in the meetings 



5I 

Financial Scheme 

Please give your opinion on these statements regarding FINANCIAL PARTICIPATION* SCHFM17S in your 

Organisation (these include PROFIT SHARING, ELSOS & ESOS) 
. 

B. I For each of the following claims, please circle the number that describes best what you think. -- 

Strongly Neither Agree Strongly 

Disagree D isagree Nor Disagree Agree Agree 

I. They are very difficult to understand 1 2 3 4 5 

2. They make employees feel more a part of the 

company I 2 3 4 5 

3. They help to build up a greater team spirit 1 2 3 4 5 

4. It makes people more careful in their work 1 2 3 4 5 

5. It reduces feelings of'them 

and us' between 1 2 3 4 5 

management and employees 1 2 3 4 5 

6. The plan ties you down to the company, 

and makes leaving more difficult 1 2 3 4 5 

7. It makes people work harder 1 2 3 4 5 

8. It gives those who join something for nothing 1 2 3 4 5 

9. It gets the employees involved in 

management decision making 1 2 3 4 5 

10. It increases employee job satisfaction 1 2 3 4 5 

11. It promotes better communication 
between employees and management 1 2 3 4 5 

12. It gets the employees to feel commited to 

the company 1 2 3 4 5 

13. The scheme is merely a tool of management 1 2 3 4 5 

(* to update to a more specific scheme - after the findings from preliminary interview with the organisations in 

Malaysia) 

i 
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A2 THESE ARE QUESTIONS REGARDING THE SHARE PLAN* 

Please circle the number that shows best what you think: - 

Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

14. No matter how hard you work you can't affect 

the Company share price 

15 If the Company does badly the Plan puts employees' 

savings at risk 

16, It's hard to keep up the monthly payment 

17 Its right for employees to own part of 

their company 

18. The plan 'causes a'loss of morale among those 

people who don't join 1 

B. 3 Do you follow movements in the company share* pace closely? 

13.4 Please wNnte down what you think the share* price is today 

B. 5. Have you joined the share* plan 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

2 3 4 5 

yes/no 

yes/no/undecided 

If you are a share * scheme member proceed with question B. 9. (page 7) 

If you are not a share * scheme member please answer the following questions 

FOR NON-MEMBERS ONLY 

B. 6. PLEASE GIVE YOUR REASONS FOR NOT JOINING THE FINANCIAL SCHEME 

Please circle the number that shows reasons: - 
Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

1. I plan to leave the company soon 12 3 4 5 

2. I will be in the retirement plan soon 12 3 4 5 

3 
.I 

have other financial commitments 12 3 4 5 

4. I don't think it is a good choice for saving 12 3 4 5 

5. I don't understand how it works 12 3 4 5 

6.1 prefer to invest outside the company 12 3 4 5 
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7.1 am not interested in getting. involved in 

the company's activities 2 3 4 5 

8. I am not interested in communicating 

with the management 1 2 3 4 5 

9. I haven't got round to joining yet 1 2 3 
.4 

5 

10. I don't want to get involved in ' 

management decision making 1 2. .3 4' . 5 

11. Only men are encouraged to join 1 2. "3 4 5 

12. Only women are encouraged to join 1 2 3 ". 4 5 

13. Please state if you have any other reason(s) not listed above 

1' 

B. 7 Are you likely to join the scheme soon? yes/no/undecided 

B. 8. Please explain your answer: 

NON -MEMBERS PLEASE GO TO Q. Cl (page 8) 

FOR MEMBERS ONLY 
Some questions to you may seems repeated but there is a reason for doing so. 

B. 9. PLEASE GIVE YOUR REASONS FOR JOINING THE FINANCIAL SCHEME 

Please circle the number that shows your reasons: - 
Strongly Neither Agree Strongly 

Disagree Disagree. Nor Disagree -' Agree Agree 

1. I think, it is an investment with 
favourable conditions 

2. I think, it is a safe, long term saving 
3. I think, it Is 

something for nothing 
4. -I want to invest in the Company 
5. I want to achieve an ownership stake 

in the company ' 

6. I_want to feel part of the organisation 
7. I want to be more involved in management 
decision snaking which affects ine and my work 

8: I'want to have more information on the 

company's financial activities 

9. It is a way for me to show commitment 

to the company 

1 .2 3 4 5 

1 2 3 4' 5 

1 2 .3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3" 4 5 

1 2 3 4 5 

1 2 3 4 5 



8 

10. It is a way for me to help the company 12345 

11. It is too good an opportunity for 

me to be missed '. 12345 

12. It makes my work more challenging 12345 

13. It will help to achieve better communication 
between us and management 12345 

14. It will reduce feelings a distance between 

management and us 12345 

15. Please state if you have any reason(s) not listed above 

B. 10. What do you feel about participation in Financial Scheme generally? 
Please circle the number that shows best what you think: - 

Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

I. The share* out is unfair 12345 
2. Male employees tend to get a 
bigger share than female employees 12345 

C. The Organisation 

C. I . CONSIDER THE ORGANISATION IN WHICH YOU ARE CURRENTLY EMPLOYED. 'PLEASE 
PROVIDE SOME GENERAL INFORMATION ON WHAT YOU FEEL A*BOUT'IT ; please circle the number 
that shows best what you feel: 

1. The Company looks after its employees well 

2. The Company has a good reputation as an employer 
3. The Company pays well 

4. Leaving this organisation now would 

foregoing co. worker friendships, which in another 

organisation may take years to regain 

5. I am proud to be in my current job 

6. I feel a sense of moral obligation to 

remain in my current job 

7. Too much in my life would be disrupted if 

I were to change my current job 

8. Everi if I got an offer for a better job elsewhere, I 

would feel it would not be right to leave 

Strongly Neither Agree : Strongly 

Disagree Disagree Nor Disagree Agree Agree 

123 : 4" 
.5 

123" .4'5 
12345 

12345 

12345 

12345 

12345 
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this organisation 12345 

9. I would be happy to spend the rest of my career 

with this organisation 12345 

10.4I am willing to expend extra effort on my job 

whenever the need arises 12 "3 45 

C. 2. CONSIDER THE JOB IN WHICH YOU ARE CURRENTLY EMPLOYED (eg YOUR DEPARTMENT). 

PLEASE PROVIDE SOME BACKGROUND INFORMATION ON WHAT YOU FEEL ; 
Please circle the number that shows best what you feel: 

Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

11. Morale is generally good 12 3 4 5 

12. The physical work conditions are good 1 .2 
3 

"4 
5 

13. I am always clear about what isexpected of me 
inmyjob 12 3 4 5 

14. The company keeps the employees well informed 

regarding happenings in the company 12 3 4. '' 5 

15. I am satisfied with the amount of responsibility " ,. "" 
I am' given 12 3 4 5 

. 
16. I am satisfied with my opportum'ties to use 
my abilities ... 2 3 4 5 
17. I feel listened to when I make suggestions about 

the way things should be done " 12 3 4 5 
18. I am satisfied with the recognition I get 
for my efforts 12 3 4 5 
19. My supervisor is normally very helpful 12 3". 

"4 
5 

20. I am not satisfied with my opportunities 

for promotion 2 3 4 5 

21. I do not get useful feedback about how well 

I am performing 12 3 4 5 

22. There's too much change with too little thought 12 3 4 5 

23. Management are too authoutarian 12 3 4 5 

24. There is a strong feeling of "them and us" 12 3 4 5 

25. Whether I do my job well or badly makes 

little difference to the overall performance of 

my department or location 12 3 4 5 

26. My job is not secure with this company 
12 3 4 5 
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C. 3. IN THIS SECTION, PLEASE COMPARE MORE DIRECTLY YOUR VIEWS ON THE COMPANY IN 

GENERAL AND YOUR PLACE OF WORK IN PARTICULAR (eg, your section/ your department) 

Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

24. Management is very efficient: 
l ßu , 

a) in the Company as a whole 234,5 

b) in my particular place of work 12345 

25. Management usually keeps the best interests of 

employees in mind when making decisions: 

a) concerning the company as a whole 12345 
.". 

3 4.5 b) concerning my particular place of work 12 

26. 
-1 

feel loyalty: 

a) to the company as a whole 12345 
b) to my particular place of work 12345 

C. 4. PLEASE RANK TILE TOP THREE TYPES OF COMMUNICATION METHODS USED IN THE 
COMPANY IN ORDER OF EFFECTIVENESS 

(e. g.; company newsletter etc. ) 

1 
., 

2. 

3. - 

please e5plain why you choose number one as being the most effective method of communication: 
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PART II 

D. PERSONAL INFORMATION 

Some information about you would be helpful in making comparisons with the responses of others from other 

organisations. This data is strictly confidential, and will be used solely for the purpose of this research. Please fill in 

the blanks, and where appropriate, tick the brackets which pertain to you: 

l. Your gender 
[ ]Male [] Female 

2. Your age: 
[] 25 years and below [] 26 = 35 years 
[] 36- 45 years [] 46 - 54 years 
[] 55 and above 

3. Marital status : 
Single[ ] Separated[ ] Divorced[ ] Widowed[ ] Married[ ] 

4. SYhat is your ethnic background? 
Malay [] Chinese [] Indian [] Other [] 

5. Your highest level of formal education: 
[ ]Primary education [] Secondary education (equivalent to SPM) 
[] Vocational education [] Higher secondaryeducation (equivalent to STPM) 
[] Diploma [] Degree 

[] Other, please specify, 

6. What is your job title in this organisation; 

7. Your length of service with the present organisation 

[]2 years and below 
.[]3-5 

years 

[]5 -7 years []7- 10 years 

[) 10 years and above 
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8. What is your monthly salary; 

[J Under RM300 [J RM300 < RM500 

[] RMM500 < RM1000 [] RIv11000 < RM1500 

[ ]RM1500 < RM2000 [J RM2500 < RM3000 

[ JRM3500 and above 

9. Number of dependents living with you: [ ] 

10. Please give particulars about your children 

Are they at work or still in education 
No Age, " Living with Work College School 

you now? 

1 Yes/N6 

2 Yes/No 

3.:. Yes1No 

4 Yes/No 
.. 

5. -'Yes/No" 

11. Here is a list of things that people usually think are important as their work priorities, people you think should be 

offered the job first when there is a vacancy 

Please RANK ORDER THE THREE (I = your first choice, 2= your second choice , and 
3= your third choice). 
(Please write the numbers I to 3, in the boxes provided) 

[] Enjoyable work [] Good promotion prospects 
[] Good social life [] Friendly workmates 

[] Lots of time with the family [] Employment security 

[] Really good wage [] To be respected 

[] Make social contribution by the work you do 

[] Others, please state if you have any reason(s) not listed above 
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E. GENDER 

Some information regarding gender would be helpful to understand attitude in relation to the other issues 

in the study. 

E. 1. Here is a list of' people in dillercnt marital situations. Pcoplc yuu think- should be offered the job lirst'whcn 

; there is a vacancy. 

Please RANK ORDER 'fHI3 THREE (I = your first choice, 2= your second choice and 

3= your third choice) . 
(Please write the numbers 1,2 &3 in the boxes provided) 
'A single rnan 

[jA married man whose wile is working 

A married women whose husband is not working 
]A married man whose wife is not working 

[)A single woman 
[] A'manied woman whose husband is working 
Please state your reason for -hosing number one: 

E. 2. If my father/ my husband/ wife, or one of us won-the lottery (jr inherited enough to take the place of my pay, l 

would ............. 
Please TICK ONE answer only 

Stay at home gladly 

Continue at my present job 

Work only part-time 

Look I<or more interesting work (even with less pay ) 

Go back to study/take up a course 

Do volunteer work 

Pursue my hobbies 
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E. 3. Now long do you think women should work? 

Please TICK ONE answer only 

[] As long as they want 
[] Until retirement 

Only if someone else could look after the children 

Only if they have no young children 
Work only out of necessity 
Single women should be the only women to work 

i Women should not work 

E. 4. The following the some statements made about women. Please state your opinion regarding them 

please circle the number that shows best what you feel 

Strongly Neither Agree Strongly 

Disagree Disagree Nor Disagree Agree Agree 

1. Women are not as commited to a career as men are 1 2 3 4 5 
2. Women only work to supplement the family 
income, not because they are commited to 

their career 1 2 3 4 5 
3. Promotion decisions between male and female 

candidates, it should rest on ability alone 1 2 3 4 5 
4. Women workers generally show little 

loyalty to their company 1 2 3 4 5". 

5. Wo}nen workers lack assertiveness . 
when it comes to communicative competencies 1 2 3 4 5" 

**6. Women workers don't participate in most issues 1 2 3 4 5 
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THIS SECTION OF THE QUESTIONNAIRE IS MEANT FOR WOMEN 

ONLY 

F. I What are your reason(s) for working? 
Please RANK ORDER THE THREi. (k = your first choice, 2= your second chöice, and 

3= your third choice) your reason(s) for working. 

(Please write the numbers 1,2 &3 in the boxes provided) 
j ]Working is the normal thing to do 

[ ]Want to be independent 

[ ]The family needs money to get along 
[ ]To make use of my specific educational background 
( ITo develop my career 

] To make a social contribution through the work I do 
]To avoid boredom, to have something to do 

'1'o helve a better standard of living 

Iß. 2 Do you feel that the management is biased against women 
[] Strongly disagree [] Disagree [] No View (J Agree Strongly Agree 

F3. Please explain your answer: 
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APPENDIX III: BREAKDOWN OF THE INTERVIEWEES 

Appendix IIIa: Company 1 

Company 1 
Organizational 
Levels 

Top 
Management 

Senior 
Management 

Middle 
Man gement 

Junior 
Management 

Gender Male Female Male Female Male Female Male Female 
Number of 
respondents 

1 0 3 2 5 1 0 1 

Age <45 1 1 3 1 
46-54 1 1 2 1 
55 1 1 

Years <10 1 1 I 
of 10-20 1 1 4 1 
Tenure >20 I I 
Level 
of 

Post- 
Graduate 

I 1 

education Degree 1 2 5 1 1 
Diploma I 

Marital Married 1 3 1 5 
status Single 

Parents 
Single I 1 1 

Number of 0 1 0 1 
Dependents <3 1 1 1 3 

3-5 2 2 
6-8 
9-12 



Appendix IIIb: Company 2 

Company 2 
Organizational 
Levels 

Top 
Management 

Senior 
Management 

Middle 
Management 

Junior 
Management 

Gender Male Female Male Female Male Female Male Female 

Number of 
respondents 

1 1 3 0 5 2 0 0 

Age <45 2 
46-54 1 1 2 3 2 
55 1 

Years <10 2 
of 10-20 2 3 1 
Tenure >20 1 1 1 1 
Level 
of 

Post- 
Graduate 

education Degree 1 1 2 5 2 
_Diploma I 

Marital Married 1 1 3 5 2 
status Single 

Parents 
Sin le 

Number of 0 
Dependents <3 1 1 2 1 

3-5 3 3 1 
6-8 
9-12 



Appendix IIIc: Company 3 

Company 3 
Organizational 
Levels 

Top 
Mana ement 

Senior 
Management 

Middle 
Management 

Junior 
Management 

Gender Male Female Male Female Male Female Male Female 

Number of 
respondents 

1 0 2 1 5 1 1 1 

Age <45 1 2 1 1 
46-54 1 1 1 3 1 
55 

Years <10 1 1 2 
of 10-20 1 1 3 1 
Tenure >20 
Level 
of 

Post- 
Graduate 

1 1 

education Degree 1 1 5 1 1 1 
Diploma 

Marital Married 1 2 1 5 
status Single 

Parents 
Single 1 1 1 

Number of 0 0 1 1 
Dependents <3 1 1 1 2 

3-5 1 2 
6-8 1 
9-12 



Appendix IIId: Focus Groups 

Focus Grou s 
Com an 1 Company 2 Company 3 

Gender Male Female Male Female Male Female 
Number of respondents 6 7 9 4 3 10 
Age <45 4 4 6 2 3 6 

46-54 2 3 3 2 4 
55 

Years <10 1 3 2 2 3 5 
of 
T 

10-20 5 4 7 2 5 
enure 

Level 
>20 
Di loma 2 2 1 

of Olevel 3 6 6 3 2 8 education 
it M l 

GCE 1 1 1 1 2 
ar a 

status 

Number of 

Married 
Single 
Parents 
Sin le 
0 

5 

1 

5 
1 

1 

7 
1 

1 

3 

1 

7 
1 

2 

Dependents <3 
1 1 1 1 2 

3-5 
2 1 1 

6-8 
3 4 7 2 3 5 

9-12 
1 1 1 2 



APPENDIX IV: INTERVIEW/FOCUS GROUP QUESTIONS 

A. Management interview questions: 

1. "What are your comments about the employee involvement in your 
organization? " 

2. "What is the reason /objective of introducing EI/QC/ESOS? " 
3. "What do you think of the EI implementation on your company (QC/ESOS)? 
4. "As a manager how do you manage your time, daily work & QC"? 
5. "How does QC training conducted by your company"? 
6. "What is the reason workers participate in QC"? 
7. "What is your reason to work"? 
8. "How do you balance between work and home? Do you have a problem? " 
9. "Will you ever stop working if you have more than enough money, say you win 

a lottery"? 
10. "Do find women are different at work, or similar? " 
11. "If women are different, why do you think they are different? " 
12. "How do you feel towards a woman as your boss? " 
13. "What do you think of woman generally? " 
14. "Do you think there is any discrimination of women here? " 

B. Focus Groups questions: 

I. "What do you think is the reason/objective of management introducing 
EI/QC/ESOS? " 

2. "What do you think of QC/what is your experience in QC? " 
3. "What is the reason you participate in QC? " 
4. "Have you attended QC training"? 
5. "What do you think of ESOS"? 
6. "Does the feeling of being unfairly treated regarding the scheme affect your 

daily work or commitment towards the organization? " 
7. "How do you view the management at your workplace? " 
8. "What is your reason to work"? 
9. "How do you balance between work and home? Do you have a problem? 
10. "Will you ever stop working if you have more than enough money, say you win 

a lottery"? 
11. "Do you find women are different at work, or similar? " 
12. "If women are different, why do you think they are different? " 
13. "How do you feel towards a woman as your boss? " 

14. "As a woman do you find any difference at work? " 
15. "What do you think of woman generally? " 
16. "Do you think women is being discriminated here? " 


