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Abstract

The extent of strategic role played by the Human Resource Management department/division in Total Quality organizations operating in Singapore was explored.  A pre-tested questionnaire was mailed to 200 ISO 9000 certified companies from which 63 completed surveys were received. Results indicate that the HR departments are not fully functioning at the strategic level. A comparative analysis between the firms based on the ownership and size were carried out. The size of the organization and the length of time of ISO 9000 certification were found to have impact on the level of participation of the HR department in the TQ process.

1. Introduction

The application of Total Quality management (TQM) is unique to each organisation that adopts this philosophy.  However, five core values are common to all TQM organisations: customer-driven quality, strong quality leadership, continuous improvement, management by fact and employee participation (Calingo, 1995, p. 2).

As the level of education increases among consumers, their ability to discern superior and inferior quality of products becomes sharper.  Consumers no longer tolerate products of bad quality; instead they are pickier with regard to the choice of their purchase. Improving quality involves revamping work processes or even improving the final product.  Literature indicates that quality practitioners often overlook human resource management issues in managing their operations.

2. Objectives
(1) The objectives of this study are as follows:

(2) To explore whether the Human Resource functions as stated in Total Quality Literature are being practised in Total Quality Management companies in Singapore.

(3) To determine the level of participation and involvement of the Human Resource function in Total Quality companies in Singapore.

(4) To identify the differences (if any) between the Human Resource practices between companies in Singapore and identify the possible factors that may contribute to the differences.

3. Literature review

Total Quality Management (TQM) has become one of the most widely adopted forms of management practices.  TQM consists of continuous improvement activities involving everyone in the organization -managers and workers- in a totally integrated effort toward improving performance at every level.  This improved performance is directed toward satisfying such cross-functional goals as quality, cost, schedule, mission need, and suitability.  TQM integrates fundamental management techniques, existing improvement efforts, and technical tools under a disciplined approach focused on continued process improvement.  The activities are ultimately focused on increased customer/user satisfaction (Goetsch and Davis, 1997, pg. 4). TQM aspires to build “quality” into every conceivable aspect of organisational work.  In principle, all systems and interactions are to be reformed so as to exemplify a commitment to a philosophy of continuous improvement (Wilkinson and Willmott, 1995, p. 8). 
For a TQM program to be successful, traditional human resource policies conceived in command and control cultures have to give way to new human resource policies supportive of cultures characterised by employee commitment, co-operation and communication (Blackburn and Rosen, 1993, p. 50).  Human resource practices must evolve from a narrow personnel function to a broad leadership function (Partlow, 1996, p. 77) to be able to serve the new needs that arise from a TQM program. Partlow (1996) has identified ten human resource functions that support a TQM based culture. The functions include: Communications, Employee Involvement, Job Design, Training and Development, Performance Appraisal, Reward and Recognition, Employee Welfare, Recruitment, Selection, Promotion and Career Development, Quality Measurement Tools, and Human Resource in relation to other departments

4. Sample selection

A list of ISO certified companies was obtained from PSB Directory and Times Business Directory of Singapore.  Human Resource managers of these companies were first approached to find out whether they were willing to participate in the survey.  Questionnaires were sent to those managers who agreed to participate. 63 completed questionnaires were received.


5. Reliability and validity of the instrument

The data collected was used to test the consistency and validity of the instrument. The tests included the computation of Chronbach’s Alpha, Detailed Item Analyses and Factor Analyses. Content validity was established through literature review and pre-testing of the questionnaire by a group of TQM/HRM mangers. The instrument was found to be reliable and valid.

6. Demographic Information on the Sample

The percentages of Asian, Joint Ventures, Local and Western companies in the sample are 17.5%, 3.2%, 57.1% and 22.2% respectively. About 71% of the sample companies are SMEs while rest 29% are large companies. In terms of the years of ISO 9000 certification, about 8% are certified for 9-12 years, 48% for 5-8 years and rest 44% for 1-4 years. Regarding the style of management, about 55% of the organisations are identified as Type A companies and 25% as Type J companies.  The remaining 20% are mixture of both Type A and Type J (see Ouchi, 1981 for definitions). 

7. Findings:

The current level of involvement and participation of the HR functions in the sample organizations is relatively low (Mean 3.84 on a 6-point scale).  The extent of HR related practices are not found to be significantly different in the case of Industry type (F=1.584; p=0.191), origin of the companies (F=2.363; p=0.080) and the type of management style (F=1.275; p=0.287). However, the extent of HR related practices indicates significant difference due to size of the company (F=9.171; p=0.004) and duration of ISO 9000 certification (F=5.492; p=0.006).
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