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Abstract 

The primary objective of this research is to create an employee centric human resource management (HRM) 

system by integrating employee preferences to increase employees’ ability, motivation, and opportunity. 

The secondary objective is to explore the relationship between perceived HRM policies and satisfaction to 

justify the implementation of an employee centric HRM policy. Finally, by evaluating the effect of an HRM 

system this research will help to provide a better understanding of the Black Box Theory. 

The readymade garments (RMG) industry is the single largest source of foreign exchange in Bangladesh. 

The industry’s share of total exports increased from 12. 4 percent in 1984-1985 to 60.6 percent in 1992-

1993. Despite its growth the garment industry in Bangladesh faces severe problems related to HRM. The 

advantages of having a low-paid workforce are countered by the low productivity of these employees. 

Tensions and conflicts between garment workers and law enforcement authorities have created a crisis in 

the industry. 

Quantitative research was conducted to collect and analyse data. The questionnaire considered the cognitive 

ability of the different respondent groups and was kept as simple as possible. The survey questionnaire was 

composed of four sets of questions: two used the Likert scale, one used the best worst scale (BWS) and 

other one used dichotomous scale. Seven hundred responses were collected, and the data were analysed 

using statistical tools such as analysis of variance (ANOVA), multivariate discriminant analysis (MDA) 

and structural equation modelling (SEM). 

The BWS ranked the HRM policies according to employee preferences and further analysis with MDA 

provided evidence of different preferences among different groups of employees. The relationship between 

perceived HRM policy and satisfaction was measured by SEM. This analysis also proved that demographics 

influences the relationship of perceived HRM policy and satisfaction. Lastly, ANOVA found significant 



 

vi 
 

differences on impact of individual HRM policies on AMO dimensions according to employees’ 

perceptions. The result was not like previous studies. 

Employees’ preferred HRM policies can be implemented by obtaining data from a best-worst 

survey. This is a simple procedure for obtaining preferences provide the scope to categorise 

preferences according to different groups. The result show that employee demographics 

significantly influence their preferences for HRM policies for a few HRM policies. Employing 

HRM policies according to employee preferences will increase employee satisfaction which will 

in turn enhance employee motivation, productivity and organisational citizenship behaviour and 

deter them from counterproductive work behaviour.  

It is important to consider the difference in employee preference for HRM policies because it 

differs among employees, and demographics also influence the relationship of perceived HRM 

policies and satisfaction. This information is crucial to obtain an accurate picture of HRM and 

organisation performance. It will facilitate one of the foremost goals of the ability, motivation and 

opportunity (AMO) model, to answer the black box. 

Empirical replication of categorising HRM policies in three dimensions according to employees’ 

perceptions was not achieved given the context of this research and the respondent groups. At this 

point to operationalise the AMO model, existing categorisation according to literature can be used 

but further research is required for proper categorisation.  
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Chapter 1: Introduction 

1. 1 Introduction 

"Salaheya Khatun, 25, is one of Bangladesh’s 5 million garment workers. She 

sews T-shirts all day at a factory in the heart of the country’s capital, Dhaka. She 

is paid only $113 a month, which is slightly higher than the minimum wage, but 

far below the living wage which would cover her basic needs. She sends nearly 

half to her parents who are raising her daughter.  

I am in debt by around 1,000 Taka [$16] every month because I need to pay for 

groceries and supplies on credit," she said. "I just want to be able to support my 

family" (Esther, 2017).  

This is a common story for most garment workers in Bangladesh. Sadly, behind the 

shiny, luxurious, and comfortable shopping outlets for customers in developed 

countries there exists an oppressed story of a shabby factory in a developing country 

like Bangladesh. In another part of the world Gillett (2015), interviewed a Google 

Employee about her daily life: 

"As a Googler, I start my day by taking the shuttle from San Francisco to 

Mountain View (which has Wi-Fi so I can work if I’m awake enough!). Once at 

the office, I get freshly made breakfast and coffee to kick off the day. I then go 

to my desk, reply to urgent emails, and attend meetings. I get lunch at one of the 

three cafés on my side of the campus and will venture to new ones across campus 

if I have time. I try to take breaks by walking my co-worker's dog, getting a snack 

in the micro kitchen, or working out at the gym if I'm feeling energetic." 

This is how one of the best employers in the world treats its employees. In this 

interview there is no mention of salary or basic needs. Google is far beyond providing 

the necessities. The two scenarios described above are so different that they cannot be 

compare them. However, the common factor in both cases is that there must be a 

functional department in the organisation that looks after the employees and deals with 
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their issues. Google has undertaken many studies to reach this position with its human 

resource management (HRM) and is still conducting research to surpass the present 

standards and uphold the trend of innovation. They have already established 

themselves as a strategic business partner. But what are the drivers that will improve 

working conditions for poor garment workers?  

There is no single answer to the root cause of the problems faced by workers in the 

garment industry, but strategic human resource management (SHRM) can arguably 

provide solutions to the problems. The ever-changing field of HRM is not rigorously 

practiced or researched in Bangladesh and is yet to bring about changes to the lives of 

low paid workers. This research investigated possible solutions from an employee 

centric perspective through the theoretical guidelines established in the literature 

relating to SHRM. 

Rest of this chapter provides a brief justification of this research synchronizing the 

contemporary HRM practices of Bangladesh RMG and HRM literature. In that course 

it states the research questions and finally it summarises the overall structure of the 

thesis. At first it synopsises the global trend in HRM and finds a definition of SHRM 

that applies to this research. 

1.2 A global picture on human resource management 

At the end of the twentieth century, while implementing reforms to their civil services, 

governments were under increasing pressure to become more effective and efficient 

(Borins, 2001; Hartley, 2005). The pressure was intensified as a result of the Global 

Financial Crisis (GFC) of 2008-2009, due to growing concerns about corporate and 

national debt. This coupled with globalisation forced the HRM practices to become 
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more innovative. This saw governments reducing and “rightsizing” their workforces 

and applying “good” government principles to manage their public services. Starting 

in the late 1980s a wave of HRM reforms swept the globe. By the 1990s, reforms had 

diffused so much that organisations such as the World Bank, encouraged the adoption 

of the reforms (Bovaird & Russell, 2007). Although the reforms differed in their scope 

and goals, they aimed to improve internal HRM processes, to modernise government, 

and to reduce costs. While public sector reforms were given different labels, such as 

‘new public management’, ‘reinvention’, ‘reengineering’, ‘privatization’, and 

‘outsourcing’, the challenge was similar.  

Many countries decentralised their HR practices at the state and local government 

levels to give managers more responsibility and autonomy. Along the way they made 

innovations in their HRM services for improved efficiency and quality and 

dramatically re-conceptualized the concept of HRM (Selden, Ingraham, & Jacobson, 

2001). However, despite the significant changes, no single or absolute solution to the 

problems faced by governments were found. Instead, reformers adopted approaches 

that suited their specific national objectives.  

Globalisation served to accelerate the exchange of management knowledge and 

practices among different countries. This exchange of management theory and 

practice among businesses, and across countries and cultures, became widely 

discussed (Bigoness & Blakely, 1996). The flow of transfer of HRM know-how is 

mostly from developed nations to developing ones. Multinational corporations 

(MNCs) and local businesses face significant challenges in implementing practices of 

the western world. There is also a significant debate over the extent to which these 

practices are imitable across different boundaries. This research aimed to provide a 
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universal solution which is tailored for each culture by incorporating employee 

preferences in implementing HRM policies. 

1.3 A Comprehensive definition of strategic human resource 

management for this research  

A definition of SHRM is imperative to link the research objective to SHRM domain. 

Academics defined SHRM from different perspectives, however for this research 

Schuler’s (1992) definition provides the most comprehensive one. SHRM’s concern 

is to ensure that: 

1. human resources are fully aligned and integrated with the strategic needs of 

the firm. 

2. HRM policies fit across different areas and across hierarchies; and 

3. HRM practices are adjusted, accepted, and used by line managers and 

employees as part of their everyday work (Schuler, 1992). 

In accordance with this definition our strategy was to obtain a satisfied workforce that 

would have the necessary skills and mindset to attain the organisation’s goal. We 

proposed how different HRM policies were required to fit different areas and 

hierarchies. As a Doctor of Business Administration (DBA) research study the primary 

focus was on providing an applied solution to an existing problem, but the findings 

also contribute to answer the black box of HRM research.  

SHRM has been a means of answering many HRM related problems. However, it has 

encountered criticism relating to, the absence of an underlying grand theory, or clear 

evidence of an explicit relationship with firm performance, the black box concept. The 
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ability, motivation and opportunity (AMO) model explains how SHRM contributes 

towards organisational performance, a longstanding debate of the HRM literature 

(Mitchell & Daniels, 2003). This research expanded the breadth of the AMO model 

and operationalised it by incorporating employee preferences and perceptions in the 

context of readymade garment (RMG) Industry in Bangladesh. This research did not 

seek to validate the AMO model, rather it examined how individual HRM policies are 

distributed among the three dimensions (ability, motivation and opportunity), and 

investigated ways to incorporate employee preferences and perceptions to 

operationalise it. To attain this objective, it focused on finding the importance of 

different HRM policies from an employee perspective considering the influence of 

demographics on this preference. The HRM policies considered in this research were 

identified from existing HRM literature. It also explored the impact of perceived HRM 

policies on satisfaction to justify the importance of incorporating employee preference 

and to assist the proper evaluation of the AMO model to link HRM practice with firm 

performance.  

The findings from this research provided a potential guide for HRM professionals in 

Bangladesh and other developing economies to implement the most appropriate 

policies for their employees. The findings have relevance to HRM policy makers in 

the garments industry, which is the highest export earning sector in Bangladesh. 

However, the study’s findings should not be restricted only to Bangladesh. This 

research presents valuable information to any organisation in setting their HRM 

policies and practices by providing information on employee preferences and 

perception on HRM policies. Moreover, for researchers it illustrated how employees’ 

preferences and perceptions can be incorporated in HR research which could be a vital 

resource to answering the longstanding HR firm performance debate. 
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1.4 Capacity of human resource management in the readymade 

garments of Bangladesh 

Since the end of the twentieth century there has been rapid growth in the 

industrialisation of Bangladesh. However, most of the nation’s manufacturing 

industries remain labour-intensive, particularly the readymade garments industry. 

Although a large number of studies have been examined the relationship between 

employee attitudes and organisational performance in developed countries, very few 

studies of this type can be found in developing countries such as Bangladesh 

(Mahmood, 2004). Existing literature shows that sustainability of the RMG sector of 

Bangladesh is threatened by two major issues: operational problems and HRM 

problems.  

1.4.1 Operational problems 

One of the weaknesses of the RMG sector in Bangladesh is its heavy dependence on 

imported raw materials resulting from inefficient backward linkages in supply chains  

(Siddiqi, 2005; Habib 2009). Bangladesh is the largest importer of cotton and the 

major share if this import takes place from China and India (Hossain, Kabir, & Latifee; 

2019). These two countries are also the major competitors of Bangladesh in RMG 

sector. Better backward linkage of neighbouring countries like India, Pakistan and Sri 

Lanka poses a threat of lowering production costs in those countries (Habib, 2009). 

Weak and inadequate infrastructures such as poor energy supply, poor port facilities, 

high lead times, political unrest are common challenges faced by the RMG sector in 

Bangladesh (Haider, 2007; Rahman, Habibullah & Masum, 2017). Moreover, natural 

calamities often affect the garment industry. For instance, due to serious floods in 
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1998, garment exports of Tk 1,000 crore (US$ 125 million) could not be made on time. 

More than 300,000 workers were victims of the floods (Quddus, 1999).  

Another problem for the RMG sector in Bangladesh is product and market 

concentration; Ahmed (2004) noted that nine categories of garment products 

constituted 60 percent of Bangladesh’s RMG export to the United States (US) in 2004. 

Raihan (1999), calculated that the product concentration of Bangladeshi RMG exports 

was much higher than for India and China. Moreover, Bangladesh’s RMG exports 

have been concentrated in two markets, the European Union (EU), and the US 

respectively account for 62.2 percent and 21 percent share of the total garment exports. 

Even after two decades the RMG export is heavily dependent on these two markets 

(Hossain, Kabir & Latifee, 2019). 

RMG exports are also influenced by external factors. For instance, after the terrorist 

attack in the USA on 11 September 2001, Bangladesh RMG exports to the United 

States declined by 2.34 percent in 2003 and 13.04 percent in the middle of 2004 

(Abdin, 2008). The RMG firms in Bangladesh have also been facing immense pressure 

from international buyers for compliance with their codes of conduct to improve the 

working environment in factories (Haider, 2007). In response to a fatal collapse of one 

of the garment sector’s factory buildings in April, 2013; some North American brands 

along with few Canadian brands and one supermarket from Australia formed an 

alliance on July, 2013 for inspecting around 2,100 factories over a period of five years 

recommending closure of unsafe factories (Dominguez, 2014).  

1.4.2 Human resource management problems 

The RMG industry faces multifaceted problems in relation to its workers. The 

advantage of a low-priced labour force is countered by the inefficiency of the work 
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force (Rahman, Habibullah & Masum, 2017). Table 1.1 depicts the scenario; the 

wages of Bangladeshi workers are at least 6 years behind the wages of workers from 

other countries. Compared to countries like China the situation is worse because 

Chinese workers receive almost 3 times more than Bangladeshi workers, and the 

wages of workers from Hong Kong is beyond comparison. This low wage comes at a 

cost of severe skill gap which demands for employing foreigners at a higher cost 

(Murshid, 2016). 

Clashes between Bangladeshi garment workers and law enforcement officers have 

also created a serious crisis in this industry (Islam & Ahmad, 2010). For example, on 

11 January 2010, Bangladeshi garment workers violently protested over getting 

facilities such as lunch bills and encashment of casual leave. Forty workers were 

injured and production in 30 garment factories was halted (Hossan, Rahman, & 

Afroze, 2012). Further worker-unrest took place on 21 June 2010 over the 

implementation of minimum wages of US$ 70 a month. In that clash, two hundred 

people were injured and thirty factories were ransacked (Islam & Ahmad, 2010).  

Table 1. 1: Employee wages in different Asian countries 

Country Year Yearly wages and salaries per 

employees (US$) 

Bangladesh 1997 400 

2003 700 

China 2001 1,600 

2003 1,800 

Hong Kong SAR 1999 14,800 

India 1998 700 

Indonesia 1999 600 

Sri Lanka 1998 700 

Source: Ahmed, 2009.  
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In November 2013, hundreds of angry RMG workers set fire to three buildings of the 

Standard Group (one of the leading garment manufacturers of Bangladesh) demanding 

a pay rise. These workers also torched 31 vehicles inside the compound of which 18 

covered vans were fully loaded with goods (RISE Society, 2015). Later the workers 

of the Toba garments factory in Dhaka (capital of Bangladesh), protested and joined 

the strike over unpaid wages, which had not been paid for three months(Tuba workers 

to stage demo before BGMEA office today, 2014). These industrial disputes show that 

Bangladeshi garment workers are aware of, and concerned about, their employment 

rights, wages, working hours, incentives and other employment benefits (Rahman, 

Bhattacharya, & Moazzem, 2008).  

There are also severe health and safety issues in Bangladesh’s RMG sector. For 

example, on 24 April 2013 an eight-story building, the Rana Plaza, collapsed in Savar, 

near Dhaka (Bangladesh’s capital), killing at least 1,133 innocent people. This incident 

was the world’s deadliest industrial disaster since the Bhopal (India) tragedy of 1984, 

and it drew global attention to Bangladesh’s poor safety record and irresponsible 

supply chain management of some of the world’s best-known clothing brands. In the 

year 2013 alone another 11 accidents took place. Moreover, hazards like needle 

prickling to slippery floor are also common which could be life threatening for the 

female workers (Mahmud & Vinay, 2017). 

These incidents clearly state that the RMG employees had to take some serious and 

extreme measures to be heard. This project researched for ways to include employee 

thoughts in HRM policies. It ranked employee preferences and observed how it is 

distributed among employees of different demographics. The study also validated the 
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use of employee preference by investigating its impact on satisfaction through 

employee perception. 

1.4.3 Scope of human resource management research 

Responsible shoppers are pressuring big brands to change their practices, and this has 

become a major concern for corporate giants. Supermarkets and big brands are now 

showing interest in the well-being of the workers that produce their goods. As a result, 

producers, suppliers, sub-contractors and others in the supply chain are becoming 

more conscious of the situation. 

The examples of worker unrest and work health and safety issues provided further 

motivation for this study. In response, this research explored what SHRM policies are 

most desired by the RMG employees of Bangladesh followed by an investigation on 

importance of employee preferences and perception on employee satisfaction. Lastly, 

the study distributed the HR policies in 3 dimensions of the ability, motivation and 

opportunity (AMO) model from management level employee perspective. The AMO 

model was chosen because of its ability to categorise the overall HRM practices in 

three dimensions: ability-enhancing factors enhance the skills of employees, 

motivational-factors make employees more committed to their work and the 

organisation, and opportunity-enhancing factors create more opportunities for 

employees to perform.  

These dimensions are not discrete, rather they influence each other in a collective 

manner. All of them influence organisational operational outcomes and behavioural 

outcomes of the employees and thus affect firm performance. The existing problems 

of the RMG industry in Bangladesh require HRM policies and practices to be 

improved in all three categories. In order to provide recommendations for a holistic 



 

11 
 

HRM support it is important to accumulate practices under all three dimensions. In 

addition to categorising HRM policies, this research investigated how to measure 

employee preference for HRM policies. To implement an employee centric HRM 

system it is important to understand employee preferences. Finally, perceived HRM 

policy and satisfaction were incorporated to help validate the findings and measure the 

model. 

1.5 Ability, motivation and opportunity model 

Ability, motivation and opportunity model has been serving the HRM literature as the 

most accepted framework for explaining the HRM and organization performance 

relationship since 2000 (Marin-Garcia & Tomas, 2016). To answer this ‘black box’ 

different researchers used different mediating factors and one of the most widely 

accepted factors is satisfaction (Messersmith, Patel, Lepak, & Gould-Williams, 2011). 

A successful implementation of AMO would result in satisfied, motivated skilled 

employees. However, by linking this relationship researchers often overlook 

employees’ perception. Organizations might think they implement all the necessary 

HRM policies but if the employees do not feel that way or they do not perceive the 

HRM policies as the most desired one a void would be created. Even the best set of 

HR policies might result in mediocre performance which would again question the 

justification of HRM and stretch the “black box’ controversy. This research introduces 

employee preferences and perceptions into the AMO model to better capture the 

impact of HRM policies on employees’ satisfaction. 

Before exploring the AMO model brief descriptions of ability, motivation and 

opportunity are provided to help shape the understanding of the model. Ability denotes 

skill enhancing HRM practices. According to the AMO framework HRM practices 
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related to skills enhancement, directly help to improve employees' skills. A few such 

practices include recruitment and selection to ensure that employees with the right 

skills are selected for different tasks, and training and development to give employees 

opportunities to improve their skills in order to perform their work. Delaney and 

Huselid (1996), similarly suggested that in order to enhance the skills of a workforce 

the organisation needs to hire promising individuals and at the same time improve the 

skills in the current workforce. Prior similar researches show that proper selection and 

training practices promote employees' human capital (Takeuchi, Lepak, Wang, & 

Takeuchi, 2007; Yang & Lin, 2009; Youndt & Snell, 2004).  

Motivation is the willingness to exert and maintain an effort to achieve organisational 

goals (Franco, Bennett, & Kanfer, 2002). Motivation enhancing HRM practices are 

implemented to enhance employee motivation such as performance management, 

competitive compensation, incentive and rewards, extensive benefits etc. (Jiang, 

Lepak, Jia, & Baer, 2012). Practices such as teamwork, extensive formal participation, 

regular communication and flexible job design help to create an environment whereby 

employees can explore greater opportunities, share knowledge, and gain professional 

development by learning new skills (Combs, Liu, Hall, & Ketchen, 2006; Kehoe & 

Wright, 2013; Li-Yun, Aryee, & Law, 2007).  

The AMO model was used by Jiang, Lepak, Jia et al. (2012) when searching for a link 

between HRM and firm performance which is known as the ‘black box’ in HRM 

literature. They argued it is possible to find the influence HRM has on financial 

performance through mediating factors such as voluntary turnover and operational 

outcome.  
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The AMO model of HRM specifies HRM outcomes in terms of human capital, 

motivation, and opportunity to contribute positively to organisational and employee 

performance (Becker & Huselid, 1998; Delery & Shaw, 2001). Among the three 

factors human capital and employee motivation are the most important factors 

examined widely in the existing literature (Gardner, Wright, & Moynihan, 2011; 

Gong, Law, Chang, & Xin, 2009; Li-Yun et al., 2007; Liao, Toya, Lepak, & Hong, 

2009; Takeuchi et al., 2007; Youndt & Snell, 2004). Previous research suggests that 

human capital encompasses employee knowledge, skills, and abilities (Coff, 2002), 

while employee motivation refers to the direction, intensity, and duration of 

employees’ effort.  

Research has discussed and recognised the potential impacts of human capital on 

organisational effectiveness (Barney, 1991; Coff, 1997; Wright, Dunford, & Snell, 

2001). According to human capital theory and the resource-based view, human capital 

is the main factor in determining productivity (Dess & Shaw, 2001). It provides a 

competitive advantage if it is unique to an organisation, it is difficult to replace, and 

cannot be imitated by rivals (Coff, 1997). Therefore, organisations with many 

employees with high level human capital are more likely to obtain operational goals 

such as greater productivity, quality and innovation.  

Research also suggests a positive relationship between human capital and operational 

performance (Crook, Todd, Combs, Woehr, & Ketchen, 2011). An organisation’s 

financial outcomes depend on numerous factors, including organisational strategy and 

characteristics and the environment in which the industry operates (White & 

Hamermesh, 1981). Among these factors, business operations within an organisation 

may be a salient determinant of financial outcomes because outcomes such as 
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productivity, quality, and service are directly related to profitability. Capon, Farley 

and Hoenig (1990), found that product and service quality were positively associated 

with financial outcomes, while Crook et al. (2011) found a positive relationship 

between operational and financial outcomes.  

According to Redding (1996), a workforce that is not properly trained will result in 

low product quality. Thus, product quality is highly related to the employees’ level of 

skill and job satisfaction. Similarly Stokey (1996) found that high quality labour 

produces high quality products as satisfied employees generally means that employees 

are more dedicated to their work and company. When employees are more devoted 

and produce high quality products this will ensure that there is less cancellation of 

shipment and loss due to damaged products. These two factors directly influence the 

firm’s financial performance.  

Proponents of the behavioural perspective state that the true value of human capital 

cannot be realised unless employees are willing to use their capabilities (Jackson & 

Schuler, 1995). To allow employees to reach their full potential organisations need to 

utilize HRM practices to enhance both the intrinsic and extrinsic motivation of 

employees at work. This can further lead to desired work behaviours and efforts 

leading to positive operational outcomes (Deci & Connell, 1989). Studies have shown 

that positive work attitudes (e.g. collective commitment) and positive perceptions of 

the work environment (e. g. perceived organisational support) facilitate a positive 

relationship between high-performance work systems and operational outcomes 

(Chuang & Liao, 2010; Gelade & Ivery, 2003; Rogg, Schmidt, Shull, & Schmitt, 

2001). 
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Ryan, Schmit and Johnson (1996) examined the same relationship within the context 

of a financial organisation and also found that employee satisfaction was related to 

employee turnover and customer satisfaction. Harter, Schmidt and Hayes (2002) 

conducted a large meta-analysis of the relationship between employee satisfaction and 

performance outcomes such as customer satisfaction, productivity, profit, employee 

turnover and accidents. Their results also showed a consistent relationship between 

employee attitude and performance. Further, Combs et al. (2006) found that 

organisations that facilitate high performance workplace environment increases job 

satisfaction among employees thus helping them to contribute to productivity.  

Jiang, Lepak, Jia, et al. (2012) found voluntary turnover and operational outcomes as 

mediators of three HRM dimensions and financial outcomes. It is a complex process 

to determine the relationship between voluntary turnover and financial performance 

as it depends on numerous factors such as what kind of employees leave and whether 

they can be replaced with resources having equal human capital. The human capital 

theory states that when qualified employees leave the organisation loses the skills and 

qualifications unique to those leaving. This also results in chances that the organisation 

loses the opportunity to benefit from a return on the investment made in developing 

the human capital (Dess & Shaw, 2001).  

Irrespective of which employees leave, organisations always incur additional costs 

related to turnover (Dess & Shaw, 2001). These costs include costs incurred in 

recruitment, selection and training, and additional investment costs to search for and 

train new employees. At the same time, operational outcomes will suffer during the 

vacant and training period. A high turnover rate can also corrupt the morale of existing 

employees and motivate them to leave their jobs, thereby negatively affecting financial 
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outcomes (Hausknecht & Trevor, 2011). Empirical studies have consistently shown a 

negative relationship between voluntary turnover and financial performance (Batt, 

2002; Glebbeek & Bax, 2004; Kacmar et al. 2006; Morrow & McElroy, 2007).  

It is evident from the above discussion that proper HRM practices influence firm 

performance by motivating the employees as well as increasing their skills and 

efficiency. A three-dimensional approach is preferred than a single dimensional 

approach. With this end in view this research attempted to find out what HRM policies 

suit the RMG of Bangladesh, categorising them in three dimensions. It also provided 

the underlying reasoning for the influence of each practice to justify its dimension.  

1.6 The Research questions 

The RMG industry is the single largest source of foreign exchange in Bangladesh. 

RMG’s share of total exports increased from 12.4 percent in 1984-1985 to 60.6 percent 

in 1992-1993 (Siddiqi, 2005). Despite its growth the garment industry in Bangladesh 

faces severe problems related to HRM. The advantages of having a low-paid 

workforce are countered by the low productivity of these employees (Ahmed, 2009). 

Tensions and conflicts between garment workers and law enforcement authorities 

have created a serious crisis in this industry (Islam & Ahmad, 2010).  

1.6.1 Poor human resource management leads to conflict 

Research suggests that 74 percent of knit factories, 68 percent of woven enterprises, 

and 81 percent of sweater factories do not provide appointment letters to their workers 

(Rahman et al., 2008). The per hour cost of labour in Bangladesh is US$ 0. 25, 

compared to US$0. 34 in Indonesia, US$ 0. 34 in Pakistan, US$ 0. 46 in Sri Lanka, 

US$ 0. 48 in China and US$ 0. 57 in India (Khan, 2008). Job satisfaction amongst 
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RMG workers of Bangladesh is decreasing as a result of improper work practices that 

include insufficient salary, discrimination, unhealthy work environments, frequent 

work accidents and hazards (Abdin, 2008; Aslam, Shumaila, Azhar, & Sadaqat, 2011; 

Berik & Rodgers, 2010). Moreover, lack of facilities for working mothers keeps these 

large segment of workers unsatisfied resulting in below standard production (Akter et 

al., 2017). Due to lack of occupational health and safety (OHS) measures frequent 

accidents occur in the workplace resulting in stress and medical disorders among the 

employees (Rubel & Kee, 2013; Sarker, 2014). For example the main gates of factories 

are often locked during working hours, which can lead to death in the event of fire or 

arson (Ahmed & Peerlings, 2009).  

The issue of labour unrest is not only related to workers’ wages but also non-wage 

issues such as high overtime work, lack of leisure time and holidays, overall working 

environment, and maternity leave (Absar, 2009; Ahmed, Raihan, & Islam, 2013). 

Islam and Ahmad (2010) found that demand for conveyance, lunch bill and 

enhancement of casual leave, increased house rent, and better supply of water and gas 

are also factors causing labour unrest. However, there are also other issues such as 

gender discrimination, lack of recreational activities, job insecurity and fear of factory 

shutdown (Chowdhury, Ali, & Rahman, 2006; Rahman et al., 2008). Apu (2010), 

found that wage discrimination in organisational hierarchy, lack of labour law 

compliance (no weekly day off, no festival bonus, compulsory overtime with partial 

or no payment), and no responsible organisation that will listen to employees’ needs 

and demands are other reasons for unrest. In another study Ahmed, Raihan and Islam, 

(2013) found that the reason behind such unrest is the absence of legal and institutional 

arrangements to ensure labour rights in the RMG sector. Many of the garments 
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factories in Bangladesh are alleged not to comply with the Labour Law and ILO 

conventions.  

Workers are also unhappy with the behaviour of the management (Apu, 2010; Islam 

& Ahmad, 2010). Mistrust of employers and rude behaviour of managers are other 

reasons for conflicts in this sector. Similar findings show that line managers in the 

industry are not well trained in personnel management, there is lack of coordination 

and understanding between supervisors and workers, and as such they regularly 

descend into conflict (Rahman & Anwar, 2007). Employees were even victimised 

while implementing minimum wage Gazette ‘Wage 2019’ (Moazzem, 2019) 

1.6.2 Addressing employee problems through human resource management 

The problems discussed above require better HRM practices in the RMG industry of 

Bangladesh because a firm’s productivity and quality of services largely depend on 

the quality of human resource practices in the respective organisation (Taylor, 2008). 

Empirical evidence has shown that several work-related attitudes in organisations such 

as work ethics, job satisfaction, commitment and loyalty are related to HRM practices 

(Bhatnagar, 2007; Edgar & Geare, 2005; Joiner & Bakalis, 2006). Due to lack of 

proper HRM policies and procedures, labour-intensive manufacturing firms are facing 

a shortage of workers, and high job turnover in developing countries such as 

Bangladesh (Mahmood, 2004). As modernization takes place and technological 

replication becomes more available, human capital becomes more imperative to 

business success (Wright & Mcmahan, 2011). According to Marchington and 

Kynighou, (2012), HRM is a distinctive approach to employee management to achieve 

competitive advantage through job satisfaction and commitment. Parker (2014), found 
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that work design can be a useful tool for control and flexibility, healthy workplace, 

and learning and development.  

Line managers can enhance employees’ commitment by both effective enactment of 

HRM practices and effective relations-oriented leadership behaviour (Gilbert, De 

Winne, & Sels, 2011). This indicates a change of focus from the existence of HRM 

practices to how they are implemented which in turn implies a shift in attention from 

HRM managers to line managers (Bos-Nehles, 2010). As described earlier aggression 

shown by the garments workers of Bangladesh can be instigated by abusive 

supervision. In these cases, it is important to discover the gap in HRM practices that 

leads to this sort of abusive supervision. Comparisons of wages and working 

conditions between export processing zones (EPZ) and non-EPZ garment units show 

that the employment conditions in the EPZs tend to be far superior (Bhattacharya, 

1996; Kabeer, 2004). Given the enclave nature of the EPZs, the tasks of the 

Bangladesh Export Processing Zone Authority (BEPZA), which is vested with the 

responsibility of monitoring labour conditions in all its member firms, can more easily 

be carried out (Murayama & Yokota, 2008). 

Moreover, there are several studies relating to employee preference of individual 

policy or practice and its impact on behavioural outcome. For example, Lee, Iijima 

and Reade (2011), investigated employee preference for performance-related pay and 

its effect on organisational citizenship behaviours (OCBs). However, few studies have 

focused on employee-preferred HRM policies or practices. Pindek, Kessler, and 

Spector (2017) analysed 407 meta-analysis papers and put them in 26 categories but 

none focused on employee preference. HRM policies and practices whether they are 

effective, or ineffective is determined by the employers or the responsible HRM 
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department. This research argues that it is important to identify employee preferences 

and it describes a simple way to do so. The primary objective of this research was to 

obtain an employee centric HRM system by incorporating employees’ preferences to 

implement HRM policies that will increase employees’ ability, motivation, and 

opportunity. It identified 16 HRM policies widely used by researchers, rated them 

according to employee preferences and classified them in three AMO dimensions. 

Secondary objective is to explore the relationship between perceived HRM policies 

and satisfaction so that it justifies the implementation of an employee centric HRM 

policy. While evaluating the impact of an HRM system this research will help to 

provide a better understanding of the Black Box. Finally, it explores how HR polices 

are distributed in AMO dimensions for the RMG of Bangladesh. The Key research 

questions to answer were: 

• Q1:  How are the preferences of HR policies distributed across RMG 

employees of Bangladesh? Specifically: 

o Q1a How do the employees’ rate different HRM policies? 

o Q1b: How do these preferences differ across different groups of 

employees? 

• Q2: How do preferred HRM policies, if perceived as implemented, 

influence employees' job satisfaction? Specifically: 

o Q2a: How do perceived HRM policies impact employee 

satisfaction? 

o Q2b: Is this relationship moderated by the demographics of 

respondents? 



 

21 
 

• Q3: What are the management level employees' perceptions towards the 

three dimensions of AMO model in the export oriented RMG of 

Bangladesh? Specifically: 

o Q3a: Which HRM policies do management perceived to be ability-

enhancing policies, motivation-enhancing policies and 

opportunity-enhancing policies? 

o Q3b: Do respondents’ cognitive abilities affect these 

categorisations? 

The first question ranked HRM policies according to employee preference and helped 

to answer if different levels of employees desire different sets of HRM policies. This 

is important for implementing the AMO factors across an organisation. The second 

question examined how the obtained HRM policies suits existing employees in terms 

of their job satisfaction. This in one hand justified the implementation of employee 

preferred HRM policies and on other hand gave a direction to measure impact of HRM 

to address the “Black Box”. The last question identified the set of HRM policies 

according to the three dimensions of AMO.  

1.7 Structure of the thesis  

With the aim of establishing an employee centric HRM system for resolving the 

existing employee crisis, this thesis starts with an introduction to the study centre, 

Bangladesh and its garments industry. In chapter 3 and 4 it unfolds the concept of 

SHRM, theories underpinning it and the criticism it faces followed by investigating 

the most frequently researched HRM policies. Next it defines and explains the AMO 

model and how it resolves some existing criticisms of SHRM. In the following chapter 
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hypotheses are developed along with the incorporation of AMO model in the context 

of Bangladesh. Chapters 7, 8 and 9 are about data collection, analysis and findings. 

The last chapter discusses the findings by shedding light on the current literature and 

ends with a concluding remark and contribution towards professionals and academics. 
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Chapter 2: Bangladesh and its readymade garments 

industry 

2.1 Introduction 

The traditions of sewing and weaving in Bangladesh have a long history. The famous 

Muslin cloths from Dhaka, the capital of Bangladesh, were the royal choice and a sign 

of luxury and prestige in Europe in the 17th and 18th centuries, when the Mughal 

Empire started to export textiles in quantity  (Ahmedullah, 2014). The demand for 

Muslin declined after the industrial revolution of England in the 18th century 

(Rahman, 2015). Historians argue that this was caused by a systematic monopolisation 

and ruthless acts of cutting off the thumbs of workers by the East India Company for 

the purpose of boosting the British textile industry (Naushad, 2015).  

The textile industry evolved in Bangladesh in different ways during the late twentieth 

century, particularly after it was liberated from Pakistan in 1971. Bangladesh textiles 

gained significant recognition and acceptance for their quality, but at the same time 

they received the label of ‘sweat shops’. Despite national and international efforts to 

establish a proper HRM system this label still exists. This research has argued that an 

employee centric SHRM policies could solve the problem. It proposed employee 

preferences as the answer to achieving an employee centric SHRM policies.  

This chapter describes the evolution of the RMG industry in Bangladesh as well as its 

labour issues. It also provides an overview of Bangladesh and its socioeconomic 

conditions as well as the study centre Dhaka for a better understanding of the context 

in which this study is placed.  



 

24 
 

2.2 A brief description of Bangladesh 

Bangladesh is a developing country located in South Asia and shares its land borders 

with India and Myanmar. To its south lies the Bay of Bengal. Around 50 percent of 

the area is deltaic with a total land area of 147,570 square kilometres. Bangladesh has 

a very fertile cultivable land but is vulnerable to floods during the monsoon season. 

The north and southeast of the country are hillier and drier and with extensive forests.  

The nation of Bangladesh achieved its independence from Pakistan in 1971. 

Bangladesh was formerly known as East Pakistan and had to endure a devastating war 

to gain its independence. Before being part of Pakistan for 24 years it was governed 

by the British colonial regime for almost 200 years and was part of India. In urban 

cities, many historical influences of the Mogul and British empires can be observed in 

the architectural styles of different government buildings and infrastructures.  

Bangladesh is one of the most densely populated countries around the world ranking 

in the top ten. The total population stands at around 157.8 million and there are more 

than 1,070 people for every square kilometre with a male female ratio of 0.97. Literacy 

rate among males is 75.6 percent while the number for female is 69.9 percent (Central 

Intelligence Agency, 2017). 

Bangladesh society is primarily that of a rural culture as only 34.3 percent of 

Bangladeshis live in urban areas with approximately 18 million living in the capital 

city Dhaka. Statistics shows that more than 60 percent of the population consists of 

age groups below 25 years, reflecting that the country consists of a young population 

(Bangladesh Bank, 2017). This majority of the population are Muslim, and the 

country’s official language is Bengali. 
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A young country with a majority of youth population makes Bangladesh a very 

productive country. After the liberation from Pakistan people of Bangladesh were 

proud of their recently achieved identity and eager to do something establishing this 

new brand. Nonetheless, the instinct for survival also made the young population work 

as hard as they can. As a result, the journey begun without the need for any structured 

or strategic HRM system. This desperation of the young population, and the 

geographical position made Bangladesh a very lucrative country for the world 

retailers. 

2.3 The economy 

The currency of Bangladesh is the Taka (BDT). Bangladesh is a market-based 

economy with a per capita income of US $848 in 2012. The gross domestic product 

(GDP) at current price is US $242.69 billion having a growth rate of 7.24 percent 

(Kamal, 2013). The annual per capita GDP has been calculated at US $1,500.38. Even 

though per capita GDP has been following an increasing trend over the last few 

decades, poverty remains a significant issue. In many parts of Bangladesh, poverty 

rates are still significantly high. Since the imports are higher than the exports, 

Bangladesh has a trade deficit of US $10,432.39 million (DSE, 2018). The large and 

medium scale industries have a higher growth rate than the small-scale industry. 

In recent years, the inflation rate has spiralled upwards from FY 2000. It rose from 1.9 

percent in FY 2001 to 9.9 percent in FY 2008. The reason for the increase in the price 

index is mainly because of the high costs of construction materials and the weakening 

of government subsidies on oil and fuels. However, the inflation rate has been 

relatively stable in the past four years with an existing inflation rate below 6 percent. 

From the period FY 2010 to FY 2016 the unemployment rate was below 5 percent. In 
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FY 2016, it remained unchanged at 4.1 percent from FY 2015 (Trading Economics, 

2017a). 

Bangladesh’s current account balance has a relatively stable ratio and during 2002 and 

2005 the ratio had breakeven positions. The economy of Bangladesh has a current 

account balance surplus from the period 2005 to 2010 and in 2010 the ratio reached 

approximately 1.5 times. In this regard, the contribution of RMG exports is 

particularly notable. In addition, remittances from Bangladeshi nationals working 

overseas, mainly in the Middle East countries, is another major source of foreign 

exchange earnings contributing to almost USD$1,185.78 million on an average from 

2012 to 2017 (Trading Economics, 2017b). 

2.4 Industry overview 

The service sector makes the highest contribution to GDP and accounts for more than 

50 percent. Industry has the second highest contribution whereas agriculture has the 

least contribution to GDP in Bangladesh’s economy. Even though most of the labour 

force is distributed to the agriculture and service sector, the productivity of the 

industrial sector has been the most significant. The industrial production growth rate 

has increased steadily in the past two decades. However, from FY 2012 to FY 2016 it 

had dropped slightly from 9.5 percent to 8.4 percent. (Index mundi 2017). Service 

sector may have the largest contribution to the GDP, but its growth rate is lower than 

industry and agriculture sectors.  

The country’s historically agrarian economy is gradually moving to one with a greater 

contribution from the service sector. Agriculture is showing a declining rate whereas 

the industry is showing the highest growth rate in the economy.  



 

27 
 

Table 2. 1: Trend of Sector Contribution to GDP (%) 

Contributing Sector Year 

2000* 2005* 2010* 2017** 

Agriculture  25.03 22.27 20.16 14.2 

Manufacturing  26.20 28.31 29.95 29.2 

Service 48.77 49.42 49.90 56.5 

*Source: Bangladesh Economic Review 2010, cited in Islam, Musa and Kanti Das (2012).  
**Source: (Central Intelligence Agency, 2017) 

 

 

2.5 The readymade garments industry 

The concept of ‘textile complex’ or ‘textile chain’ includes the ginning of fibre, 

spinning yarn, weaving fabrics and operations like dyeing, processing, printing, 

finishing the fabrics, and finally making the RMG. The textile and garments industries 

are completely interdependent. The output of the textile industry namely, fabric, does 

not have value unless it is converted to ready to wear apparels by the garment industry. 

On the other hand, RMG industry cannot operate if the textile industry does not 

produce fabrics. The fabric is cut and stitched according to the given designs and made 

into apparels. The readymade garment industry can be defined as: 

‘Those establishments which cuts and/ or stitches/make up garments out of the 

woven or knitted fabrics without being involved in the manufacture of fabrics’ 

(Siddiqi 2005, p. 1). 

The growth and development of RMG industry of Bangladesh has a distinctive feature. 

In most countries, particularly in the developed country apparel industry was 

developed in response to domestic demand. However, (Tuba Workers, 2014) in case 

of Bangladesh like Caribbean Basin Initiative and sub-Saharan countries, domestic 

demand was too low to attract large scale investment. It was the external force, the 
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urge of the high wage countries to relocate production to the low wage countries that 

triggered the development of RMG. At present there are 5,400 factories in the country 

and over four million workers ('BGMEA', 2018). 

The RMG sector has given an image boost to the country and Bangladeshi women in 

the last decade of the twentieth century. The revolution of the RMG sector has made 

Bangladesh a major player in the international market. This has led to socio economic 

developments and changed the employment status of women. Most of work force in 

this sector is composed of women and has the highest ratio of female to male than any 

other industry. 

2.6 Evolution of the garments industry  

The history of the weaving industry in Bangladesh can be traced back 300 years 

(Hossain, 2011). It is believed that fabrics from Bengal were used in Egyptian tombs, 

and were exchanged with the Chinese and Roman Empires in the Middle Ages (Yunus, 

2010). It was during the colonial period and since then that the region has gained a 

reputation for producing quality garments.  

The RMG industry of Bangladesh formally started around the late 1970s and since 

then it became a key player in the economy within a short period of time. This sector 

has made a significant contribution towards export earnings, foreign exchange 

earnings and female empowerment. A competitive advantage in the labour market and 

the support of the international buyers through export quotas has led to an expansion 

and revolution in the garments industry for the last three decades. It has gradually 

replaced the jute industry and become a dominant force in the economy.  
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Bangladesh started exporting garments in 1976 (Hossan, Sarker, & Afroze, 2012). 

Bangladesh’s quota free access to developed countries and low labour costs caught the 

attention of South Korean emerging garment manufacturer Daewoo Corporation, 

which was suffering massively because of the quota restrictions (Mottaleb & Sonobe, 

2009). The company wanted to base its production in Bangladesh and collaborated 

with a new Bangladeshi garment firm named Desh Ltd in the late 1970s. In 1979, 

‘Desh sent 130 new employees to Daewoo’s factory in South Korea’ for receiving 

training (Mottaleb & Sonobe, 2009). Under Daewoo’s supervision Bangladeshis 

received some training on sewing skills, factory management and international 

marketing (Rhee, Katterbach, & White, 1990). These trained employees eventually 

left their employer Desh Ltd. and after a few years, they established their own garment 

factories gradually (‘Rhee, 1990 as cited in Mottaleb & Sonobe, 2009'). 

Over the years, the RMG sector has experienced a remarkable export growth. In the 

financial year 2012-13 RMG export was USD 21.5 billion ("BGMEA", 2018). At 

present, the RMG sector is the single largest source for earning foreign exchange in 

Bangladesh. RMG share in the total export increased from 12.4 percent in 1984-1985 

to 60.64 percent in 1992-1993 (Siddiqi 2005). In 2009-10 this share became 77.1 

percent with more than 4 million people employed (BGMEA,2014). The woven RMG 

sector employs mostly women workers and knitted RMG employs mostly men 

(Ahmed & Peerlings, 2009). Bakht and Yunus, (2008) found that the incidence of 

women’s employment in the knitwear industry is only about 33 percent. This is 

because of differences in skill requirements in these two types of factories.  

The emergence of garments industry of Bangladesh was quite dramatic. In 1991 it 

became the eighth largest RMG exporters to the United States within a span of only 
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15 years (Ahmed, 2004). In FY 1992 and FY 1993, RMG of Bangladesh has been the 

largest T-shirt and shirt exporter to the EU. Moreover, in FY 1992, it was the ninth 

largest exporter to Canada. 

If we look at history, the period of political unrest in Sri Lanka and the anti-export 

environment in India – the two major South Asian RMG producers until the early 

1980s – induced buyers to shift attention to Bangladesh (Spinanger, 2001). This 

coupled with favourable external conditions created by the Multi-Fibre Arrangement 

(MFA), contributed to the sector’s subsequent take-off (Ahmed et al., 2013). 

According to Rashid (2000), two factors significantly contributed to the initial  

development of the garment industry in Bangladesh: a) the MFA quota system that 

stimulated a favourable exporting environment and b) cheap labour. Another 

important factor for the growth of RMG in Bangladesh was the Generalised System 

of Preference (GSP) scheme that allowed tariff and import quota-free access to the EU 

if Bangladesh met the rules of origin requirement. Since 2005, clothing exports have 

grown at an average annual rate of 25percent despite concerns that the end of the quota 

system enshrined in the MFA would reduce the industry’s foreign sales (Rahman et 

al., 2008). 

One step taken by the Bangladesh Government which deserves much credit for 

supporting the industry is introduction of Back to Back Letter of Credit (BBLC) 

(Siddiqi 2005). This was an initiative to provide the entrepreneurs with working 

capital support. Exporters of RMG need to buy fabrics or other accessories to complete 

their order. Sometimes they buy the goods locally but in general they must import 

them from overseas. With the help of BBLC an exporter with an export Letter of Credit 

(LC), which is also called Master LC, can open an import LC to buy the necessary 
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goods without any fees or commission. The value of the import LC can be up to 80 

percent of the master LC depending on the specific case. This was a win-win situation 

for both banks and exporters. For banks it was a safe commission-based income 

without involvement of any fund. On the other hand, the exporters did not have to 

think about the initial expense of importing the raw materials. 

Bonded warehouse facilities allow imported goods to be cleared through the customs 

against export orders without paying any import duty. This enables export-oriented 

RMG factories to access imported goods at zero-tariff. Approximately 75 percent of 

the total value of the products can be stored on factory premises. This allows the RMG 

units to evade the difficulties involved with paying the duty and later putting claims 

on those taxes (Yunus & Yamagata, 2012). 

In 1982, the Bangladesh Garment Manufacturers and Exporters Association 

(BGMEA) was established to secure the interests of manufacturers and exporters of 

readymade garments. Since its establishment, BGMEA has been working to ensure 

the collective needs of the factory owners nationally and internationally (Yunus & 

Yamagata, 2012). 

There are many RMGs in export processing zones (EPZ). EPZ was established as a 

strategic tool to attract direct foreign investment (FDI) (Aggarwal, 2005). There are 

501 operating units in these zones all over the country. More than 30 countries have 

invested in the different EPZ projects. RMG and textile commodities account for more 

than 50 percent of these projects (Rahman, 2015). EPZ played avital role in flourishing 

the RMG as it provided both good governance and incentives (Aggarwal, 2005). 
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2.7 Description of the garment industry  

It is reasonable to take a quick glance at the industry structure and the economies of 

scale it presents before exploring the strategic options for the industry. BGMEA 

Members’ Directory 2004-2005 enlisted 3,560 member firms among which there are 

100 knitting factories, 525 sweater factories, and the outstanding 2,275 are women’s 

garment units. Furthermore, Bangladesh Knitwear Manufacturers and Exporters 

Association (BKMEA) has 860 knitwear firms as members among which some 300 

are also members with BGMEA. The remaining 560 firms have exclusive BKMEA 

membership. The garment industry in Bangladesh is largely classified into knitwear, 

woven, specialty/ linen including terry towels and others. 

The ready-made garments manufactured in Bangladesh are divided into two broad 

categories: woven products and knit products. Among the main woven products there 

are shirts, t-shirts, and trousers, while undergarments, stocking, t-shirts, socks, 

sweaters, and casual and soft garments fall under the main knit products. While the 

share of knit garment products has been increasing since the early 1990s and currently 

account for more than 40 percent of the total RMG export earnings, women garment 

products still dominate the garment export earnings of the country. Even though there 

are various types of garments that are being manufactured in the country, only a 

handful of categories such as t-shirts, trousers, sweaters and jackets comprise the 

major production-share (BGMEA, 2018). 

There are more than 4,000 RMG firms in Bangladesh currently. With an exception of 

a few foreign firms situated in export processing zones, more than 95 percent of those 

firms are locally owned (Gonzales, 2002). The RMG firms vary in size and they are 

in three main cities: the capital city Dhaka, the port city Chittagong and the industrial 
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city Narayangonj. According to a data based on Bangladesh Garment Manufacturers 

and Exporters Association (BGMEA), Mainuddin, (2000), found out that more than 

75 percent of the firms employed a maximum of 400 employees each in 1997.  

The success of any industry greatly depends on how efficiently its backward and 

forward linkages operate (Siddiqi, 2005). If the manufacturer has effective control 

over the supply of raw materials, components and ancillary services needed to produce 

the final product, then the production flow is unlikely to be interrupted. For RMG of 

Bangladesh backward linkages are related to fabric, yarn and processing facilities. The 

components of backward linkages differ depending on the type of apparel produced 

(i.e. woven garments, cut-and-sew knitted garments or knitted garments). In 

Bangladesh, several firms have established backward and forward linkage industries. 

Some of them had originally started as RMG ‘supplies’ only. As they did well in 

business, they expanded backward to spinning, weaving and dyeing. Unfortunately, 

Bangladesh is lagging behind on integrating backward linkage (Mohibullah, Takebira, 

Abir, & Jannat, 2016). 

Backward integration needs to be supported by forward linkages. Forward linkages 

are the integration of a chain of functions necessary to continually create/ diversify 

market to sell/export finished products at optimum profit. At present marketing 

activities, including market research to develop new designs in response to changes in 

customer taste, are mostly undertaken by foreign buyers. These marketers keep almost 

60 percent of the price at which the products are sold by the retailers (Siddiqi, 2005). 

Bangladeshi subcontractors/exporters earn relatively small margins on cut, make, and 

trim charges. Until 1989 Bangladesh used to export only quota items. Later, as large 
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exporters gained experience and got marketing expertise, they started diversification 

into non-quota items. 

2.8 The export oriented readymade garment industry 

Earnings generated from the garments industry are the main source of foreign 

exchange earnings. The share of RMG on the total merchandise export has been 

following an increasing trend. In FY 2016-2017, the share of RMG on the total export 

earnings was more than 80 percent. Around 95 percent of the textile factories are 

owned by local investors. 

The readymade garments (woven and knitwear) generate more than three fourth of the 

total export earnings. It is the most influential player in the industry sector. In FY 2016 

garments industry in Bangladesh generated US $28.67 billion having a growth rate of 

approximately 8 percent from the previous period. The expansion of export of woven 

garments significantly contributed to this growth. Export Promotion Bureau reports 

that the total export in FY 2015-2016 was US $28.09 billion having a growth rate of 

10.21 percent from the previous year. In FY 2016, 47.9 percent of knitwear and 52.07 

percent of woven products consisted of the total export earnings ("RMG export jumps 

over 18% in July-November", 2018). However, it must be noted that net foreign 

exchange earnings were much lower because Bangladesh needs to spend a huge 

amount of foreign exchange (almost 70 percent of the total exports) to import fabrics 

and other materials to keep the export oriented RMG running. Nevertheless, after 

adjusting the import content of the RMG export, its net earnings were the highest. 

The Bangladesh RMG had an average yearly growth rate of 12.84 percent during the 

period FY 2007-2016 following a positive trend that indicated significant potential 
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growth of the industry. The growth rate in FY 2011 was almost 30 percent. However, 

the average growth rate over the last five years has declined to 8.47 percent indicating 

that the potential of the industry is yet to be maximised. The vision of this sector is to 

generate US $50 billion by FY 2021. Bangladesh Bank statistics stated that FDI was 

US $396 million having a growth rate of 11 percent from the previous year. The textile 

sector made the highest contribution in achieving this growth.  

Currently, the EU is the largest buyer of RMG products. The other emerging markets 

are China, India, Brazil, Turkey and UAE. Since EU is its largest target segment, 

industry specialists are trying to address issues related to Brexit and weak economy of 

big European countries like France and Germany. The withdrawal of generalized 

preference system (GSP) by America, that Bangladesh garments enjoyed earlier, had 

made it difficult to penetrate the US market. The increase in barriers to entry in the US 

market coupled with competition from India may disrupt the RMG performance. 

On the supply chain side, the human capital revolves around cheap unskilled labour 

(Berg 2011). This gives Bangladesh RMG competitive advantage over other countries. 

Moreover, subcontracting is a common practice. Production from many sources 

facilitates smoother distribution for potential buyers and provides them with a cushion 

of safety against any form of labour violations. Buying Houses play a major role in 

the distribution process. They act as a middleman between buyer and seller and 

generates their revenues through commission. 

The structure and supply chain of this business squizzes the profit. In most of the cases 

value addition comes from just the laborious work since the intellectual site is almost 

absent. As a result, RMG focuses on cost cutting as the competitive advantage. A low 
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skill work with readily available workforce management of RMG never feel the need 

to listen to the employees.  

2.9 Demographics of the readymade garment industry 

Bangladesh has been dependent on women for its industrialisation since the 1990s. 

Women are increasingly contributing to the industry and at the same time enjoying 

greater empowerment (Wright, 2000). Currently female employees make up of 90 

percent of the RMG workforce. Investors have greater preference for female workers 

because they are cheaper, and more available and manageable than their male 

counterparts. They are also more flexible in their employment terms. The World Bank 

estimated that the female work force has increased from 50,000 in the 1980s to over 3 

million in the current scenario.  

These rural based female workers are uneducated and have low income source. They 

are more vulnerable than men and are less likely to form labour unions. Hence, they 

are paid far less than the male workers. However, in a third world society where 

women are expected to be dependent on their family, the garments industry has given 

them the opportunity to be financially independent and be part of a formal workforce. 

At the same time this industry enjoyed low paid workforce with high obedience. As a 

result, the HRM policies were developed according to management convenience with 

little or no focus on employees. 

In the early 1990s child labour was a significant issue in the industry. Even though the 

government reports suggest that child labour has been taken care of in the current 

scenario, some international reports such as Bureau of International Labour Affairs' 
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List of Goods Produced by Child Labour or Forced Labour show that child labour still 

exists (Child labor and forced labor report, 2016).  

2.10 Why RMG is labelled as ‘sweat shops’ 

Despite the industry being a highly profitable export-oriented sector, the benefits 

rarely go to the workers. The RMG sector has failed to comply with the International 

Labour Organisation (ILO) conventions in spite of being a signatory member (Ahmed, 

Greenleaf, & Sacks, 2014).  

There are many causes of labour unrest. The most evident is the longstanding 

grievance of the workers. There is always a concern for job security and timely 

payments, and it has become important for these aspects to be examined. The 

recruitment system is designed to simply 'hire and fire' and it is a widely known fact 

that wages are low; salaries and overtime bills and bonuses are often not paid on time 

or not paid at all. The workers usually do not have any knowledge about their job 

contract. The day to day struggles at the workplace includes being poorly treated by 

the owners and mid-level officers, having to work for long hours in a substandard 

environment without adequate rest, and lack of basic facilities such as nutritious food, 

health care and the right to protest against different forms of manipulation. Incidents 

like factory building collapse, fire accident and stampedes injure workers or even cost 

their lives. If any worker decides to protest owners or management, they are threatened 

and put through various types of harassment such as dismissal, arrest or sometimes 

physical assault. 
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2.10.1 A lack of standard HRM practices 

Basic requirements such as eight-hour work, weekly holidays and minimum wages are 

not met (Ahamed, 2014). Labour standards and rights are not up to the standard and 

are commonly ignored in the RMG factories in Bangladesh. Some of the poor practices 

include absence of trade unions, irregular payments, sudden termination, long working 

hours, wage discrimination, child labour and informal recruitment (Ahamed, 2013).  

The number of informal recruitments is very high compared to western standards and 

there are no written formal contracts and appointment letters (Ahamed, 2015). They 

do not receive any appointment letters and identity cards, which puts them at the risk 

of being dismissed by the owners for any reason at any time. On December 23, 2016, 

Bangladesh garment factories sacked 1,500 workers because of protests that 

compelled a week-long closing at dozens of sites supplying to top European and 

American brands (Safi, 2016). In this regard, Ferdous (2015) found in a survey that 

low enforcement of existing labour law (BLA-2006) at workplaces and weak labour 

inspections are also causing dissatisfaction among workers. 

2.10.2 Oppressive behaviour 

It does not matter how unrealistic such targets may be, but the workers are expected 

to complete their tasks before they can leave their factory premises. The workers are 

concerned with excessive work or double consecutive shifts with unsafe environment 

to work in, and wage and gender discriminations (Ahamed, 2013). Refusal or 

reluctance to comply with such targets will put them at risk. Supervisors are also under 

constant pressure from the upper bodies to meet targets on time. This has created a 

pathway for different types of harassment to take place. Studies show that sexual 

coercion has simultaneously increased (Siddiqi, 2009) 
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There is evidence found of various types of deprivation, especially for women workers 

(Kabeer, 2004). For example, Absar (2009) found women had less access to higher-

paid white-collar and management positions. They were not only oppressed through 

low wages and long working hours but were also subject to various types of physical 

and verbal abuse. Further, there has been increased pressure to increase productivity 

to maintain profit levels after recent unrest calling for higher wages and decreasing 

price for Bangladeshi products in the global market (Siddiqi, 2009).  

This oppression sometimes led to protests and vandalism by workers. Workers 

gathered and protested even in the absence of organized labour unions (Muhammad, 

2011).  Thus, in 2016, almost 115 incidents took place in the RMG industry (Munni, 

2017a).  

2.10.3 Domination of employee voice 

RMG enterprise owners are aware of the trade unions that may form among the 

workers for collective bargaining towards higher wages and other benefits. This has 

alerted the owners to the threat of unionisation and in order to prevent such threats, 

the owners often employ their relatives so that they can gather inside information on 

any kind of labour movement in advance. The combination of threats and multiclass 

workforce within the factory has caused the women to be reluctant to unionise 

(Ahmed, 2004).  

2.10.4 Prevalence of dissatisfied employees 

Huda et al. (2011) found that garment workers were not satisfied with wage or 

promotion policies. This dissatisfaction was caused by low wages and irregular 

payments (Islam, Faruk, Khatun, & Rahman, 2014). Workers' dissatisfaction comes 
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from perceptions that may or may not be accurate, as workers lack  knowledge of  the 

standards of others’ working environments (Khatun & Shamsuzzaman, 2015). Due to 

the lack of awareness of labour rights, workers do not recognise occupational safety 

and health issues (Fatema & Nasrin, 2014). A major causes of labour dissatisfaction 

in the readymade garments industry is workers’ sub-standard living conditions 

(Ferdous, 2015). Huda et al. (2011), noted workers were not satisfied with safety 

facilities, leave policies and owners’ behaviour.  

2.10.5 Government initiatives 

Under these circumstances the government of Bangladesh has taken initiatives to 

address these injustices by setting a minimum wage for the industry. In this aspect the 

government consulted with various social stakeholders and formed a high-powered 

board to recommend the minimum wage. The members were also asked to prepare a 

report on the nutritional needs of the garment workers by consulting the Institute of 

Food and Nutrition of the University of Dhaka, Sramik Karmachari Oikya Parishad 

and other garment workers’ association (Yunus and Yamagata 2012). Minimum 

wages were recommended by the board by taking 10 issues into account: cost of living, 

living standards, productivity, production cost, cost of the goods produced, inflation 

rate, business capacity, job pattern and associated risks, socioeconomic condition of 

the specific industrial sector and the country as well as other relevant issues. From 

January 1, 2014 minimum wage of Tk 5,300 or almost $65 per month became effective 

(bdnews24, 2018).  

Existing problems within the RMG industry are interconnected. As a result, a holistic 

approach is required. The industry needs satisfied employees whose voices are heard 

if the industry is to remain competitive. To attain this endeavour this research 
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operationalised the AMO model by implementing an employee centric HRM policies 

and considered integration of employee preferences. Furthermore, influence of 

employees’ perception on employees’ satisfaction was measured. These two in 

combination would be able to provide an explanation on how to attain employee 

satisfaction with the right skill set, as these two are the most prevalent problems in 

RMG of Bangladesh right now. 

2.11 Dhaka, the study centre  

As most of the garment factories reside in Dhaka, the capital of Bangladesh, data has 

been collected from this region for research purposes. The city being known as a 

financial hub of the country, major garment developments have been Dhaka centric 

(S. Hossain, 2008). Other reasons that facilitated the growth of garment industry in 

this region are source of cheap Bangladeshi natural gas and all international 

communications in Bangladesh being mostly based in Dhaka.  

Dhaka is the one of the largest megacities in the world with more than 18 million 

people in 2016 and a population density of 13,473 (World Population Review, 2018). 

There are five municipal areas in Dhaka  (Savar, Narayanganj, Gazipur, Kadamrasul 

and Tongi) (Alam & Rabbani, 2007). The Buriganga River runs through the city to the 

South, the Balu and Shitalakhya Rivers to the east, the Tongi canal runs to the North 

and the Turag River to the west (Alam and Rabbani, 2007). The flow of rivers through 

Dhaka has been another reason for the growth of the garment industry in this region. 

According to the 2001 census, there was an unbalanced gender ratio in Dhaka with 

approximately 5.98 million males and 4.70 million females. However, this imbalance 

has been reduced due to the migration of single females in search of jobs and women 
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reuniting with their husbands living in the city (Hossain, 2008). In most cases they 

become employed with the garment factories. 

Dhaka city was developed over a long period of time, and human settlement and 

infrastructural development began in the 16th century. It was under different kings and 

rulers (Hossain, 2008) and was under the rule of Subader (Bengal ruler) Islam Khan 

Chisti during 1608 when the city became a capital of the Bengal province (Hossain, 

2008). The city has witnessed historical, political and demographic changes in the last 

400 years. Dhaka has been enlarged to nearly 40 kilometres from North to South, and 

14 kilometres from east to west (Alam and Rabbani, 2007).  

The development of Bangladesh since its independence in 1971 from Pakistan has 

been Dhaka centric. The expansion of private and public enterprises, opening of 

international and national businesses, and infrastructure developments have made 

Dhaka a source of destination for millions of fortune seekers from rural areas. As a 

result, Dhaka has developed in an unplanned way (Alam & Rabbani, 2007). One of 

Dhaka’s major problems is its rapid population growth due to rural-urban migration 

that has led to an increased number of slums, causing hazards in the city (Alam & 

Rabbani, 2007). The huge contrast between the rich and poor is visible, as there are 

many slums near high-rise buildings that show disparity between such groups. Apart 

from growing industrialisation and increasing population, there are other problems 

such as air pollution, poor sewage management, surface water contamination, water 

logging and traffic jam (Alam & Rabbani, 2007). Although the utility services have 

increased for the city dwellers, they are not up to the standard in comparison with the 

rising population in the city. 
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A detailed discussion of the socioeconomic conditions of Bangladesh, along with the 

history and status of the RMG industry, especially its labour conditions, were 

indispensable to understanding the context of this research. The next few chapters 

discuss the theoretical framework of this research before clarifying the study’s specific 

research hypotheses.  
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Chapter 3: Strategic human resource management 

3.1 Introduction 

Strategic human resource management is an evolving field of study. It has been going 

through a continuous evolution to find a balance between meeting the organisation’s 

need to address intensive business competition, and the employees needs for a 

productive, safe and motivating workplace (Lengnick-Hall, Lengnick-Hall, Andrade, 

& Drake, 2009). Globalisation places competitive pressure on business to undertake 

constant product innovation, enhance quality and lower prices as technology becomes 

easily imitable. A ripple effect of this situation is that HRM must widen its boundaries, 

from being merely an administrative department, to becoming a centre of innovation 

and change facilitation. HRM has become more strategically integrated within the 

overall business, and responsible for managing a much wider range of human 

activities. Employee related problems are multifaceted, so just solving a single 

problem is usually not enough. Solutions must come as a complete package aligned 

with the organisation's business strategy. 

The exploitation of employees is a growing concern within the wider community, and 

is one of the core concerns of HRM (Raisch, Birkinshaw, Probst, & Tushman, 2009). 

However, its solution requires a holistic approach that will meet the basic needs of 

employees and at the same time motivate them and make them perform their job 

properly. It demands a strategic move towards managing people and that is why human 

resource management has become more strategic.  
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This chapter illustrates why SHRM has been considered as the theoretical framework 

for this research through a systematic analysis of the development of SHRM and 

theories underpinning it. It started with explaining the term strategy followed by the 

evolution of SHRM. It later elucidated on the theories of SHRM and the common 

criticism it faces. Lastly, it ended with an overall justification of considering SHRM 

as the body of knowledge for the solution of existing HR problems in RMG of 

Bangladesh by operationalizing the AMO model. 

3.2 The term ‘strategy’  

The origins of the term strategy relate to war strategy, and stem from the Greek word 

"strategos," which means a General in command of an army. The use of this term can 

be traced back as early as 550 BC (Evered, 1983). It was much later incorporated in 

management studies. According to Bracker(1980), Von Neumann and Morgenstern 

were the first writers to incorporate the term ‘strategy’ in business in 1947. They 

described strategy as "a series of actions that are decided according to a particular 

situation." A very simple definition was given by Mintzberg, (1994), “Strategy is a 

plan, a 'how,' a means of getting from here to there.” According to Porter, (1996) 

strategy is the process of delivering a unique value by performing a set of a unique 

activities. Perhaps the definition most closely related to HRM was suggested by 

Evered (1983, p. 1):  

‘The concept we call ‘strategy’ refers to a familiar human activity, particularly 

human activity in organized settings, that is apparently crucially important, 

subtly complex and excruciatingly elusive to conceptualize with any precision. 

The word strategy occurs in fields that deal with the practical management of 

human affairs, whether in business, in government, in warfare or in the 

development and transformation of society. Each subfield of human affairs 
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management has evolved its own particular conceptualization of strategy with 

very little concern for how other subfields have conceptualized it.’  

3.3 Evolution of strategic human resource management from 

personnel administration  

The warlike antecedents of strategy have migrated into the realm of business, e.g. 

‘business is a peaceful alternative to war’ (Boulding, 1973). Faced with increasingly 

complex and competitive market conditions, businesses have sought to retain the 

upper hand by maintaining a competent workforce that is in sync with a company’s 

business strategy. As a result, HRM has gone through a strategic paradigm shift. The 

early stage of HRM was known as personnel administration, which progressed to 

human resource management. Today, the focus is mostly on SHRM, where each 

human resource practice has been driven by organisational strategy. 

According to Lundy and Cowling (1996) in 1970s the HRM literature started 

recommending broadening the scope of HRM professionals' functional area by 

acknowledging the employees as an organisational resource, and this was the time 

when the term HRM started emerging. Some researchers refer to the work of Taylor 

(1911) as the beginning of HRM (Muller-Jentsch & Bochum, 2004). However, from 

a historical perspective, human beings have been managed since the ancient times. As 

humans became more civilised, the mode of management gradually changed. In the 

contemporary times, due to the implementation of different laws and regulations it 

became necessary to open a separate division or department that would comply with 

those laws and this division exists as the HR department in most large organisations.  

Due to developments in business needs, advances in the behavioural and social 

sciences, the means of effective management practice has undergone many changes 
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over the past century (Ehrlich, 1997; Lundy & Cowling, 1996). The emergence of 

personnel management as a function of managerial practice is usually attributed to the 

influence of scientific management (Thornthwaite, 2012). The recognition of 

personnel administration as a subject for study within a collegiate education was first 

introduced in 1917 by Tuck School of Dartmouth as a five-year course. Problems of 

labour mobilization and the depression of 1930s were the early events that required 

improved functioning of personnel administration (Mahoney & Deckop, 1986). They 

also suggested that a shift was noticed by Yoder (1959), from personnel administration 

to human resource management due to the change in view of people as resource. Legge 

(1989), found some distinguishing features of personnel management and human 

resource management: 

• Focus: Personnel management focused on non-managers while HRM was 

more concerned with managerial staff than non-managers. 

• Integration: Personnel management influenced line management while HRM 

was more of an integrated line management activity. 

• Emphasis: Personnel management emphasised unitarist while HRM 

emphasised senior management culture. 

The term HRM was used by academics and practitioners to address different types of 

management issues but it was rather disjoint as they used it differently; sometimes as 

a map, a model or a theory (Brewster, 1999). At the core, human resources 

management is described as the ability to obtain, maintain, and develop critical human 

resources and talent (Donahue, Selden, & Ingraham, 2000). Definitions of HRM since 

the 1990s have focused on areas such as "link between HRM and performance” 

(Connell & Teo, 2010); and "alignment between HRM and internal and external 

contexts of an organisation” (Boselie, 2010a) . According to Gubman (1996, p. 33): 
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"The basic mission of human resources will 9always be to acquire, develop, and 

retain talent; align the workforce with the business; and be an excellent 

contributor to the business. Those three challenges will never change."  

With time as globalisation took place and competition increased HRM became one of 

the core competencies of a firm, and the concept of SHRM started to develop. 

As discussed in Chapter 1, increasing attention was given to the HRM process during 

the last decades of the twentieth century and this has continued to the present. Among 

the scholars, Bowen and Ostroff (2004), were one of the first to criticise a one-sided 

content based approach and thus, introduced the HRM process. These scholars put 

forward the covariation principle of attribution theory to the domain of HRM. They 

developed a framework that would help to understand how HRM as a system can be 

used to improve the performance of employees by motivating them towards desired 

attitudes and behaviours so that they are in alignment with that of the organisational 

goals. Employees should see HRM as being distinctive, consistent, and consensual in 

a uniform manner, so that they have an improved and shared understanding of the type 

of behaviour management expects and rewards (Schneider, Brief, & Guzzo, 1996). 

Some researchers identify SHRM as a subdivision of HRM. HRM is an area of 

knowledge and practices that deal with the organisation of work and the management 

of employment relations. The mainstream literature identifies three major sub-

domains of knowledge: micro, strategic and international . 

The largest sub-domain refers to micro HRM, which is concerned with managing 

individual employees and small work groups. It covers areas such as HRM planning, 

job design, recruitment and selection, performance management, training and 

development, and rewards (Boxall & MacKy, 2009). These HRM sub-functions cover 
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practices, training techniques and payment systems. Many of them are informed by 

psychology-oriented studies of work (Warr, 2008). The second sub-domain is strategic 

HRM (SHRM), which concerns itself with the process of linking HRM strategies to 

business strategies and measuring the effects on organisational performance. The third 

sub-domain is international HRM, which focuses on the management of people in 

companies operating in more than one country. 

Lengnick-Hall et al. (2009), argued that SHRM is not a new idea because a relatively 

small elite group of employers sought to replace the traditional command and control 

system of management with a different approach that emphasised unity of interest, 

cooperation and investment in human resource around 1920s. They also identified a 

study by Tichy, Fombrun and Devanna (1982), as one of the earliest SHRM papers, 

where the main arguments were: i) that human resource activities have a major 

influence on individual performance and therefore productivity and organisational 

performance; ii) that the cycle of human resource activities is interdependent; and iii) 

that effective strategic management requires effective human resource management. 

Wright and McMahan (1992), in their influential paper defined SHRM as planned 

human resource deployments and activities that will enable an organisation to achieve 

its goals. Table 3.1 shows how SHRM gradually evolved from these different models. 
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Table 3. 1 Development of SHRM from HRM models 

Model Proposed by Focal Point SHRM 

Tichy, Fombrun and 

Devanna 

Tichy, Fombrun and 
Devanna,  (1982) 

Achieving HRM goals by 
selection, appraisal, 
development and rewards. 

Not mentioned 

The Harvard Model 

 

Beer et al. (1984) First comprehensive statement 

based on six basic 
components: 
Situational factors, stake 
holder interest, HRM 
outcomes, long term 
consequence, feedback 

 

Strategy incorporated but 

was not the focus 

The Guest Model  

 

Guest (1987) A set of HRM performance 
A set of HRM outcomes 

Behavioural outcomes 
Performance outcomes 
Financial outcomes 

 

Strategy narrowly 
defined as HRM strategy 

The Warwick Model Hendry and Pettigrew 
(1990) 

The model takes account of 
business strategy, and HRM 
practices, the external and 
internal context in which these 
activities take place and the 

processes by which such 
changes take place. 

 

Strategy incorporated 

The Storey Model Storey (1992) This is the "ideal type" of 
HRM practice. 
The four main elements in this 
HRM framework are: i) Belief 
and assumption; ii) Strategic 
aspect; iii) Role of line 

managers; iv) Key levers. 

 

Strategy incorporated 

Ulrich Strategic 

Partner Model 

Ulrich (1996) Strategic partner 
Change agent 
Administrative expert 
Employee champion 

 

Strategy incorporated 

 

It is evident that HRM is ever evolving. It is slowly integrating with the human aspect 

and becoming more of a strategic partner rather than just a transactional department 

within an organization. This evolution is also evident in the way’s researchers have 

conducted their research. Considering the researchers' approach, research on SHRM 

can be divided into four categories. A brief description of those categories is outlined 

in Table 3.2. 
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Table 3. 2 SHRM Research Perspective 

 Universalistic 

Perspective 

Contingent 

Perspective 

Configurational 

Perspective 

Contextual 

Perspective 

Proposition There are certain ways 

of managing human 

resources that are 

always preferable 

(Becker and Gerhart, 

1996). 

The variables of 

HRM practice 

are interactive so 

the best practice 

will depend on 

the HRM policy 

(Wright et al. 

2001). 

It offers a synergic 

integration of 

different variables 

considering both 

internal and external 

factors (Delery and 

Doty, 1996). 

Drawing on 

contingent 

perspective it re-

analyses 

environmental 

influences 

integrating HRM 

strategies into a 

social macro system 

(Brewster, 1999). 

Contributions Demonstration of the 

importance of human 

capital in 

organisations. 

High level of statistical 

significance is the test 

of this proposition. 

Inclusion of 

other variables 

that mediate the 

relationship 

between HRM 

and 

performance. 

It has stronger 

theoretical basis. 

Internal analysis of 

the HRM system. 

Consideration of 

synergy and 

interdependence 

between the different 

elements of the 

system. 

Assumption that 

different HRM 

configurations can be 

equally efficient. 

Introduction of the 

social dimension of 

HRM. 

Integration of the 

HRM system in a 

macro-social 

context. 

Reconsideration of 

manager's autonomy 

of decision. 

Large series of data. 

Limitations Deficient theoretical 

foundations. 

Narrow objective. 

Mechanistic and 

rational explanations. 

Conceptual limitations 

in the establishment of 

casual relationships. 

Performance measures 

based exclusively on 

financial indicators. 

Strategic change not 

explained. 

HRM considered as a 

black box. 

Micro-

orientation. 

The statistical 

techniques 

mainly used 

(regressions) 

lead to 

universalistic 

conclusions. 

Excessive 

emphasis on "fit" 

issues. 

No consideration 

of political 

variables. 

HRM considered 

as a black box. 

The definition of 

management patterns 

is a simplification of 

reality. 

More complex 

methodologies 

required. 

Deficient empirical 

foundations. 

Deficient empirical 

treatment based 

mainly on 

descriptive 

statistical 

techniques. 

Theoretical 

foundations differ 

from the rest of 

perspectives and are 

based mainly on 

Industrial Relations 

approach. 

Source: Alcázar, Fernández and Gardey (2005)  

This study is an extension of the contingent approach that relies on the argument that 

job satisfaction mediates the HR performance, but it introduces moderating effects of 

environmental factors to address the black box. It differs from the contextual 
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perspective as it developed from multiple theories influencing paradigm shift of 

SHRM and it can present replicable empirical evidence to justify its contribution. 

3.4 Theories influencing the development and paradigm shift of 

strategic human resource management  

SHRM contributes to organisational performance through the systematic and strategic 

management and development of human resources. It deals with psychological aspects 

as well as resource and skill aspects. As a result, it has to embrace heterogeneous ideas 

and a variety of theories (Boxall & Purcell, 2008; Kepes & Delery, 2009). A short 

description of the different theories is addressed to elucidate the theoretical 

background of SHRM. 

3.4.1 The resourced based view (RBV) 

The RBV suggests that relative firm performance depends on interactions between 

human, physical and organisational resources over time (Barney, 1991). It 

recommends that a sustainable competitive advantage derives from a firm's physical, 

human and organisational resource base (Colbert, 2004). In order to achieve 

competitive advantage and value-creation strategies, human capital resources 

including training, experience, relationship, judgment, intelligence and the 

understanding of individual managers and employees in an organisation are extremely 

vital (Barney, 1991). Thus, there is an integration of  RBV of the firm into SHRM 

literature and the assertion that SHRM is naturally associated with the RBV of 

competitive advantage (Wright et al., 2001). 

According to Colbert (2004) the guidelines of the RBV assist the SHRM field in two 

ways. On the one hand, RBV has caused HRM research on borrowing human capital, 
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discretionary efforts and desired employee behaviours and attitudes (Bowen & 

Ostroff, 2004). Positive employee attitudes such as commitment and job satisfaction 

add value to the organisation (Wright, McMahan, & McWilliams, 1994). HRM 

policies and practices that are considered as organisational competences play an 

important role in this aspect by building knowledge and skill base that bring about 

relevant responses and behaviours (Razouk, 2011). On the other hand, it is argued that 

competitive advantage is in-built in the human resources themselves (for example, 

highly skilled and highly motivated labour force), and not in the practices used to 

employ, utilize or retain them, as these practices can be easily applied by the 

competitors (Ferligoj, Prašnikar, & Jordan, 1997).  

However, according to Barney and Wright (1998) and Becker and Huselid (1998) 

HRM is a complex, ambiguous and dynamic process, and because of this ambiguity 

and complexity it reduces the ability of the competitors to imitate such resources. 

Furthermore, the unique past conditions within each firm make it even more difficult 

for the competitors to acquire the same quality of human capital (Barney, 1991; 

Razouk, 2011; Sheehan, 2014). Even if the rivals realize that HRM practices improve 

the competitiveness, it is still not easy to exactly imitate and reproduce it as time, 

money and management are involved in its development and application (Becker & 

Gerhart, 1996; Razouk, 2011). Regardless of the explanation, both views suggest that 

human resource plays a significant role in successful firms and with the help of 

sophisticated, well-defined, complementary HRM practices and policies it will lead to 

a better organisational performance.  
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3.4.2 Human capital theory 

HRM practices comprise investments in human capital (Flamholtz & Lacey, 1981), 

which are the skills, experience and knowledge that people possess and can contribute 

to the economic value of a firm. This theory was applied to selection, compensation, 

training and human resource management practices during the 1980s and 1990s 

(Cascio, 1991; Flamholtz & Lacey, 1981; Wallace & Fay, 1988), even though it was 

primarily developed to study the economic value of education (Schultz, 1960). 

According to Quinn (1992), employee assets can be classified as core or peripheral 

assets. Core assets are very important to the competitive advantage of an organisation 

(Porter, 1985). They also require continual internal development (Quinn, 1992). If 

such skills are outsourced, then it may put the competitive advantage of a firm at risk 

by weakening its core skills stock. The uniqueness of human capital lies in the fact 

that unlike people's financial and physical assets, their knowledge, skills, health and 

values cannot be separated (Nishii & Wright, 2007).  

Several research studies have focused on the assessment of cognitive ability and its 

relationship with different aspects of job performance (Gottfredson, 1997; Jensen, 

1998; Schmidt & Hunter, 1998). Furthermore, the techniques that organisations 

impose on people, through which human capital is developed in individuals, are 

regularly studied by psychologists instead of examining individual's choice to develop 

their skill (Bell & Kozlowski, 2008). HRM is criticised for not having a grand or 

integrative theory (Mahoney & Deckop, 1986). In addition, HRM is seen as being an 

a theoretical, problem-driven field (Galang & Ferris, 1997). HRM has been formed as 

a result of diverse theoretical roots, including the fact that earlier academic pursuits of 

HRM were designed to address present and immediate practitioner-focused problems 
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(Dulebohn, Molloy, Pichler, & Murray, 2009) however, these aims have deviated over 

the years (Schneider et al., 1996). 

3.4.3 Management by objectives 

According to various studies, management by objectives (MBO) is widely used in both 

the private (O’Donnell & O’Donnell, 1983) and public sectors (Poister & Streib, 

1999). However, there are huge differences in the form of MBO programs that have 

been installed (Rodgers & Hunter, 1991) and the impact that MBO programs have had 

(Kopelman, 1986), despite widespread use of MBO. Uduji (2013) noted that the 

principle objective of MBO is to obtain optimum performance of members in an 

organisation so that its effectiveness and efficiency is improved. The idea of MBO 

was to add a systematic approach to manage the process of combining individual 

contributions to organisational objectives, and ever since its introduction, the concept 

of MBO (Drucker, 1954) has spread throughout all scopes and types of organisations. 

MBO is used by many researchers as a strategic way to manage people and for its 

impact on job satisfaction and organisational performance (Daniels, Wang, Lawong, 

& Ferris, 2017). 

3.4.4 Institutional theory 

SHRM is considered by numerous HRM theorists as a critical yet contemporary field 

which has resulted in various conceptual and practical approaches for linking HRM 

practices with business strategies (Boselie, 2010b; Connell & Teo, 2010; Schuler & 

Jackson, 2007). The relevance of institutional theory to SHRM stems from a view that 

organisational processes are a set of highly established and culturally oriented actions 

and expectations  (Brewster, Wood & Brookes, 2008). 
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Institutional theory has been developing over the past few decades by numerous 

distinguished theorists from diverse fields such as economics, political science and 

sociology. There is a continuous disagreement between old institutionalisms and neo-

institutionalisms (Scott, 2004).The three core topics of institutionalism are: 

• Institutional Field: a group of organisations that constitute a domain of life, 

are characterized by structured network relations, and share a set of institutions 

(Lawrence & Phillips, 2004).  

• Institutional Isomorphism: is a process that forces one unit in a population 

to resemble or imitate others (DiMaggio & Powell, 1983).It is a useful tool in 

evaluating the politics that pervade many modern organisations (Dacin, Munir, 

& Tracey, 2010).  

• Institutional Entrepreneurs: are actors who leverage resources to create new 

or transform existing institutions (Battilana, Leca, & Boxenbaum, 2009). 

Bray, Waring and Cooper (2004) identified that Webb (1894) and Commons (1913) 

were among the pioneers who introduced institutional theory to industrial relations. 

These early scholars explored the origin of trade unionism, employees’ role in the 

workplace and development of collective bargaining. Later numerous researchers 

found the application of institutional theory in HRM in the following areas: 

recruitment (Dessler, 2013), training (Wright and McMahan 1992), and international 

HRM (Cox, 2014). Lee (2011),  explored that the theoretical background of SHRM 

can be described as a paradigm shift of institutional theory. 

3.4.5 Leader member exchange 

The Leader Member Exchange (LMX) theory stated that the quality of the relationship 

between a leader and a follower projects outcome at the individual, group, and 

organisational levels. After more than twenty five years of empirical research and 
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theoretical development, LMX continues to provide an alternative to the traditional 

leadership approaches focused on leader traits and behaviours (Bass, 1999). Stringer 

(2006), stated that high quality LMX is positively related to job satisfaction, which 

leads to productive outcomes for organisations and ultimately provides organisations 

the solution for remaining competitive in this new economy. 

3.4.6 Organizational citizenship behaviours (OCB) 

Several studies investigated the influence of OCB on organizational performance 

considering employees as mediators (Podsakoff, Mackenzie, Paine, & Bachrach, 

2000). In progression of those researches, OCB has been found to have positive 

impacts on job satisfaction (Basu, Pradhan, & Tewari, 2017). Since OCB regulated 

several behavioural aspects of employees (Shin et al., 2017) it affected the HRM 

literature and practice.  

3.4.7 Counterproductive work behaviours (CWB) 

CWB refers to a broad range of deliberately carried out unethical and illegal employee 

conduct, and mitigating the damages, especially those targeting the organisation (e.g., 

theft, fraud), is a potential concern for companies around the world. In trying to 

understand the context of CWB, researchers have studied personality traits and 

situational stressors, as well as the relationships between them (Berry, Ones, & 

Sackett, 2007). Specifically, personality traits have been shown to influence 

individuals’ perceptions and reactions to situational stressors (Cullen & Sackett, 

2003). One such situational stressor that has been associated with CWB is abusive 

supervision (Thau, Bennett, Mitchell, & Marrs, 2009).  
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3.4.8 Organisational culture  

An organisational culture must fit the values of growth or development. With a culture 

of innovation, firms are more likely to have innovative performance and outcomes 

(Miron, Erez, & Naveh, 2004). Hempel and Chang (2002), observed that some 

traditional Chinese cultural values are not consistent with the type of innovation 

culture needed in Taiwan's high-tech firms. As a result, HRM practices have been 

changed to accommodate these needs, thereby enabling a transition from a 'traditional 

business model' to a 'hi-tech model' by providing more responsibility for workers, 

better person-organisation fit, and more focus on conflict resolution. Organisation 

culture is a valuable resource for companies as it has a key role to play in the HRM 

and firm performance link (Chan, Shaffer, & Snape, 2004). Bowen and Ostroff (2004) 

suggested that the strength of organisational culture is an important mediator between 

HRM system and firm performance. They argued that a strong culture affects how 

individuals share a common interpretation of what behaviours are expected and 

rewarded, and hence a situation is created for higher organisational effectiveness. Lau 

and Ngo (2004)  found that an HRM system that emphasizes extensive training, 

performance-based reward and team development is necessary to create an 

organisational culture that is favourable for product innovation.  

One aspect of the progression of SHRM is evident from the pro employee culture 

adopted in different organizations. At present the cultural aspect is more focused on 

skill enhancing, but an inclusive organizational culture would make the employee 

more satisfied and efficient. 
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3.4.9 Strategic management 

At its simplest strategic management can be defined as the articulation, execution, and 

evaluation of managerial actions that enhance the value of a business enterprise 

(Teece, 1992). Strategic management is one of the theories that can explain SHRM. 

Other than similar terminology both are combination of multiple field of studies. 

According to Hambrick (2004) strategic management is a dynamic amalgamation of 

psychology, marketing, finance, sociology and economics. SHRM became more 

credible among practitioners and academics when it was linked and explained with 

academic models and theory of strategic management (Jackson, Schuler & Jiang, 

2014). They also suggested that when HRM policies and practices became a means 

for attaining specific strategic objectives, SHRM started getting its authority in 

publications. Such instance can be found as early as 1980s when Miles and Snow 

(1984), explained HRM policies and practices with the help of strategic terms such as 

'analyse', 'defend', 'prospect' and 'react'. Cook and Ferris (1986), distinguished between 

HRM practices used by high and low performing firms of industries going through 

depression. 

Theories underpinning SHRM explicitly support the impact of paradigm shift, human 

skill, motivation, sustainability, relationship management and causation in business. 

This research aimed to provide a sustainable solution for the existing unrest in the 

HRM of RMG of Bangladesh. This research aimed to improve employee firm 

relationship to establish organisation citizenship behaviour and deal with counter 

productive work behaviour. At the same time overall organisational strategy should 

be met by achieving the human capital and motivational status of the employees. We 

believed a synchronization of employee preference with AMO model would provide 
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the perfect combination to solve the problem. This would also address the long-

standing criticism of HRM practice and firm performance. 

3.5 Criticism of HRM research 

The desire of human resource practitioners to demonstrate the value of what they do 

for the organisation has a long history. In 1954 Drucker highlighted that “personnel” 

managers are worried about “their inability to prove that they are making a 

contribution to the organisation” (Wright, Gardner, Moynihan, & Allen, 2005). On the 

other hand despite substantial empirical evidences, researchers in the field of HRM 

are still pursuing theory about HRM (what is mean by it), theory about performance 

(what kind of performance) and theory about how they are linked (Paauwe, 2009).  

The concept of HRM is controversial as it has two conflicting roles: to increase 

employee efficiency, and at the same time criticise the values of management (Hendry 

& Pettigrew, 1990). Despite extensive research in the field of HRM and considerable 

empirical evidence, researchers are still debating what HRM means, what HRM 

performance should be, and how they are connected (Paauwe, 2009). 

In the mid-1990s the field of HRM was characterized by conceptual studies on the 

nature of HRM and its potential added value to organisations, employees, and 

societies. One new idea emerged with the publications of Arthur (1994), Huselid 

(1995), and Macduffie (1995) in what is now called the HRM and performance debate. 

The majority of empirical research in the HRM and performance debate takes a single-

country, best-practice view of HRM, builds on the interests of the organisations' 

managers, lacks a critical attitude towards effects on other stakeholders and mainly 

focuses on the core employees of organisations (Janssens & Steyaert, 2009; Keegan 
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& Boselie, 2006; Paauwe & Boselie, 2005). Overall, there is a general agreement that 

HRM can have a positive impact on performance (Paauwe, 2009), although there is a 

general lack of attention to potential negative outcomes, for example, those caused by 

labour intensification (Godard, 2004).  

Table 3. 3 Controversy on HRM and firm performance 

Author Statement 

Becker and Gerhart,(1996) There is a lack of understanding about the process through which HRM 

creates organisational value and increases performance. 

Huselid and Becker (1996) Properly designed and deployed HRM represents a significant asset for an 

organisation. It does not, however, provide direct evidence of how such a 

system creates that value. To date there is very little research that describes 

the processes through which HRM influences the principal variables that 

ultimately affect organisation performance. 

Delery (1998) There is a little understanding of the processes through which HRM practices 

influence effectiveness. 

(Purcell, Kinnie, 

Hutchinson, Rayton, & 

Swart, 2003) 

Many previous studies have examined the link between HRM practices and 

performance and there is a positive relationship, but none has explained the 

nature of this connection–how and why HRM practices impact performance. 

Wright and Gardner (2003) Much of the research has demonstrated statistically positive relationships 

between HRM practices and firm profitability. However, they have revealed 

very little regarding the processes through which this value is created. 

Boselie et al., (2005) Between the input (i.e. some form of HRM intervention) and output (i.e. 

some indicator of performance) – moderated by intervening variables – lies 

what HRM does to improve performance, but little attention is paid to 

examining the “linking mechanisms” and the “mediating effects of key 

variables“ in this relationship. 

Ordóñez de Pablos and 

Lytras (2008) 

There is a gap explaining how HRM contributes to the creation of a sustained 

competitive advantage. 

Theriou and Chatzoglou 

(2009) 

Despite the quantity and diversity of empirical studies, examining the impact 

of different HRM practices on organisational performance, little attention has 

focused on the concept or understanding of the methods through which HRM 

practices influence performance.  

 

 

Empirical studies suggested HRM practices are not necessarily effective (Wall & 

Wood, 2005). After critically analysing 25 of the best-cited studies in reputable 

journals, they came to conclusion that it was too early to suggest that there exists a 

relationship between HRM systems and organisational performance due to their 
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insufficient research design and limitations in methodology. Ferris et al. (1998), have 

stated that HRM "somehow make organisations perform more effectively" which 

indicates that there is still room for more research as they are not exactly sure how 

HRM influences organisational performance even after three decades of study. 

The lack of understanding of mediating variables and their effect on HRM-

performance is referred to the “black box”(Boselie, Dietz, & Boon, 2005). Table 3.3 

shows how different researchers have expressed their doubts on the HRM- 

performance linkage. It is evident that both practitioners and researchers are still trying 

to figure out the missing elements of the HRM practice and performance link of the 

firm.  

A strong concept against HRM could also be the growing trends towards HRM 

outsourcing (Cooke, Shen, & Mcbride, 2005) .We can see the rise in independent HR 

companies who are managing the HRM activities on behalf of different organisations. 

It was interesting to find in a study by (Braun, Pull, Alewell, Störmer, & Thommes, 

2011)  that outsourcing is more effective in firms who adopt a conventional HRM 

practice.  

There has been considerable opposition to the shift in the use of HRM (and particularly 

strategic HRM), both from within the profession and outside of it. As some critics 

from within have pointed out, HRM uses employees as resources instead of taking 

them as assets that require to be developed. They lack an employee perspective; thus, 

critics have addressed HRM as 'implicitly managerial (Caldwell, 2008; Van Buren, 

Greenwood, & Sheehan, 2011). According to Keegan and Francis, (2010), even 

though HRM is attractive to the practitioners, this approach can lead to a path that is 

mostly concerned with the contributions of HRM in organisational goals rather than 
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considering concerns of all stakeholders. Unfortunately, the success has been limited 

after the implementation of the model. There are several reasons that lead to problems 

according to Hird, Sparrow and Marsh (2010, P:31): i) Off-the-shelf application of a 

new HRM structure; ii) Disintegration of HRM structures; iii) Lack of understanding 

and skills required amongst line managers about the new model; and iv) Differences 

among business partners doing executive work and centres of expertise. 

It has also been found that business partners in HRM strategy are not as central to 

strategy formulations as it may look like. According to Marchington and Kynighou 

(2012), this is mainly caused by the fact that they are called upon to align HRM after 

decisions have already been made on broader issues. Van Burren et al. (2011, p209) 

point out that HRM managers have a 'strategic mindset' that marginalizes employee 

focused HRM responsibilities and ethical activities.  

This research addresses some of the criticisms HRM faces. In addition to categorising 

HRM policies in three dimensions, it ranked them according to employee preference, 

thus, incorporating stakeholders in HRM strategy making. Furthermore, by exploring 

the relationship between employee preference, perceptions and satisfaction it also 

extends the black box research. This research assumed that impact of HRM policies 

on satisfaction depends on employees’ perception and preferences. It also investigated 

the environmental factors namely demographics and governance. Thus, evaluating the 

HRM policy and firm performance relationship considering the moderating factors 

and employee preferences and perceptions can lead to an analysis resulting in the 

precise outcome.  
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3.6 Rationalising strategic human resource management as the 

theoretical framework 

SHRM as a field of study has been questioned for its fundamental aspects like 

theoretical background or impact on firm performance. In its infancy it was very 

difficult to address those criticisms as SHRM is a combination of multiple theories 

and it has both active and passive influence on organisational performance. 

Organisational performance depends on so many factors that it is nearly impossible to 

create a control environment to evaluate the effects of any single variable, and because 

of the involvement of humane factor it is not possible to create a simulation as well. 

But the researchers kept themselves devoted in their endeavour and as a result meta-

analyses are producing more credible and pragmatic answers to previous criticisms. 

SHRM Researchers are trying to overcome existing controversies and resolve new 

problems. Ones, Viswesvaran and Schmidt (2017) identifies two characteristics of 

HRM that are like other scientific studies: i) formation of cumulative knowledge that 

is based on reliable empirical evidence and ii) support of applied practices based on 

evidentiary science. SHRM has been a source of answer for various human related 

problems. Pindek, Kessler and Spector (2017) analysed 407 meta-analysis on human 

resource management and found they covered as many as 26 topic areas related to 

human resource management. 

According to Boxall and Purcell (2008), the term HRM encompasses all activities in 

relation to the management of people in an organisation. The essence of HRM arises 

from the fact that knowledge, health, skills, and values are fundamental characteristics 

of human beings and they cannot be separated from these characteristics in the way 

they can be separated from their financial or materialistic aspects (Becker, 2008). The 
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inherent dilemma of increasing employee efficiency and criticizing management 

actions made  the role of HRM critical and controversial (Hendry & Pettigrew, 1990). 

Researchers have continuously attempted to justify the significance and clarify the 

scope of this field (Boxall & MacKy, 2009). 

In addition, two competing views stand out in the literature with respect to the position 

of employee wellbeing in the HRM–organisational performance link. In the first view, 

employers and employees both benefit from HRM (Appelbaum, Bailey, Berg, & 

Kalleberg, 2000) : the so-called ‘mutual gains’ perspective. In contrast, in the second 

view, authors argue that HRM pays off in terms of organisational performance but has 

no, or even a negative, impact on employee well-being (Legge, 1995; Ramsay, 

Scholarios, & Harley, 2000): the so-called ‘conflicting outcomes’ perspective. 

To understand HRM performance on organisation one group of researchers have 

adopted a behavioural perspective to propose that organisational goals can be affected 

by influencing employee behaviours. That is if employees behave or perform in ways 

that are aligned with a company's mission the performance is bound to improve ( 

Becker & Huselid, 1998). One of the most fundamental factors that influence 

productivity is the behaviour of employees, and it has been found that many highly 

competent employees can demonstrate average or even poor performance (Wright & 

Mcmahan, 2011). There are other researchers who have taken more of a human capital 

and resource-based approach, giving more focus on employees' competencies such as 

their skill, knowledge, and abilities. Even though employees' contributions are made 

through their competencies as well as actions, most researchers have concentrated on 

only one aspect, to understand how HRM practices impact organisational outcomes 

(Lepak & Snell, 1999; Ployhart & Moliterno, 2011; Wright et al., 2001). 
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Lepak et al. (2006), suggested that it would be more productive to conceptualize HRM 

practices as falling into one of three primary categories: skill-enhancing HRM 

practices, motivation-enhancing HRM practices, and opportunity-enhancing HRM 

practices. Similarly it has been suggested that HRM practices designed for enhancing 

employee performance are composed of three dimensions to improve skills, 

motivation, and the opportunity to contribute positively (Appelbaum et al., 2000; 

Boxall and Purcell, 2008; Delery and Shaw, 2001; Gerhart, 2007).This framework has 

been widely adopted and validated in the recent times by different empirical studies 

(e.g. Batt, 2002; Gardner et al., 2011; Huselid, 1995; Kehoe and Wright, 2013; Liao 

et al., 2009; Subramony, 2009, Marin-Garcia & Tomas, 2016). 

In investigating a more balanced approach, which pays attention to both the 

managerial perspective (HRM and organisational performance) and the employee 

perspective (employee well-being), only studies that jointly investigate the effects of 

HRM on both employee well-being and performance need to be reviewed (Paauwe, 

2009). In congruence with this school of thought we combined preferences and 

perceptions with AMO to deploy an employee centric strategic human resources 

system. The impact of demographics and governance has also been investigated to 

give practitioners a holistic picture to implement HRM system and researchers a better 

opportunity to measure the HRM and performance relationship. 

This chapter justified conducting the research under the SHRM umbrella. SHRM with 

its multidimensional impact on employee and firm related crises surely can be a source 

of answer for any future problems. This research focused on exploring the employee 

preferred HRM policies and categorising them in AMO dimensions. In view with that 
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the next chapter identifies the most widely researched HRM policies in the literature 

which are later used for data collection and analysis.  
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Chapter 4: Frequently researched SHRM policies 

4.1 Introduction 

This chapter outlines the rationale for the selection of HRM policies that were 

examined in this study. Although in the literature the terms 'policy' and 'practice' are 

used interchangeably, there is a distinct difference between them. For example, 

different organisations can establish a formal recruitment system in different ways. 

For some it may consist of many steps and for others it may be just be a couple of 

steps. The entire system should be considered as a policy and a subset of the system 

should be considered as practice. Literature that talked about HRM practices at a 

general level without mentioning any by name should be considered as literature on 

policies and not on practices. For instance, if some papers identified relationship 

between recruitment (considered recruitment as an HRM practice) and firm 

performance without stating the exact HRM practice, for the purpose of this research 

it would be considered as recruitment policy. A short description of each of the 16 

HRM policies is outlined in the following sections. 

The selection of the policies could have been done through focus group discussions or 

interviews of the HRM professional, however the selection was from the literature 

because it was intended that a comprehensive list of HRM policies would be provided 

to the respondents so that even if some were not practiced in their organisation they 

could rate it. The existing literature on RMG of Bangladesh indicated that HRM 

system is not contemporary enough to include some high level HRM policies like 

organisation redesign, process redesign or even participation in decision making in 
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some cases. Nonetheless, incorporating all of them provided us with a holistic picture 

of employees’ preferences and some of the underlying reasons for such preferences. 

4.2. Compensation 

The main reason for employees to work in an organisation is to obtain economic 

resources by offering their services (Sung, Choi & Kang, 2017). Thus, among the 

various HRM practices compensation is the most straightforward reward that fulfils 

the basic needs of employees among the various HRM practices. The dominant HRM 

practice that firms use in order to assess and reward employees’ actions is the 

performance-based compensation (Collins & Clark, 2003). The view that 

performance-based compensation has a positive impact upon employee and 

organisational performance is supported by a consensus (Cardon & Stevens, 2004). 

Fey, Bjorkman, and Pavlovskaya (2000) conducted their study on foreign firms in 

Russia. It found that the salary level was highly related with firm performance in case 

of both managers and non-managers. Compensation practices and policies must be in 

line with organisational goals in order for it to be effective (Vlachos, 2008). 

Performance-based compensation can encourage employees and can sometimes be 

perceived as a management mechanism by the employees to control their behaviour 

(Ahmad & Schroeder 2003). In cases like these, employees are more likely to be less 

loyal and dedicated, which in turn can cause compensation plans to have opposite 

effect to the desired outcome (Ahmad & Schroeder, 2003). 

Employee motivations that are based on seeming expectations can create an 

association between compensation and performance. According to expectancy theory, 

employees’ performances will be influenced by the pay level when (a) employees 



 

70 
 

consider that a relationship exists between their efforts and performance and (b) 

employees achieve specific benefits based on their performance (Ngo, Turban, Lau, 

& Lui, 1998). Empirical studies conducted on the relationship between performance-

related pay and company performance have usually shown a positive relationship. 

However, it has also been found by a growing number of empirical evidence that not 

only pay level but also pay structure matters (Wimbush, 2005). Delery and Doty 

(1996) recognised performance-based compensation as the sole strongest predictor of 

firm performance. Performance-based compensation and merit-based promotion both 

can be regarded as components in organisational incentive systems that work to 

promote individual performance and retention (Yang & Lin, 2009).  

Widener and Widener (2006), developed a binary logit model for the relationship 

between two human resource practices (dependence on human capital and the firm’s 

pay structure) with the use of non-financial measures in top managers’ bonus 

compensation contracts. Results showed that firm’s pay structure had moderated this 

relationship. More specifically, this relationship was stronger in firms that used a 

hierarchical pay structure, and such firms had a higher chance of relying on human 

resource measures.  

According to Ngo et al. (1998), retention-oriented compensation was associated with 

various measures of firm performance. In a research conducted by Collins and Clark 

(2003), where 73 high-technology firms were studied, it has been shown that the 

relationships between HRM practices and firm performance (sales growth and stock 

growth) were moderated through their top managers’ social networks. There was an 

important role of executive compensation for affecting the composition and 

interactions of top executive teams (Gerhart & Milkovich, 1990). 
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The establishment of minimum wage has been one of the major struggles RMG 

employees of Bangladesh are going through. Even the latest minimum wage of August 

2018 left every 4 out of 5 employees unsatisfied (Moazzem, 2019). It is expected to 

be one of the most preferred HRM policies but for different level of employees the 

preference might vary. 

4.3 Training 

Murphy and DeNisi (2008) found performance management activities are designed to 

motivate employees to give better performance. However, for scenarios where 

performance cannot be improved through motivation, training is recommended as an 

appropriate solution. Schaufeli and Salanova (2007), advocated that the best way to 

keep employees engaged is to allow them to continue to develop and grow throughout 

their careers. By comparing firms having rapid and slow growth rates Barringer, Jones 

and Neubaum (2005), concluded that rapidly growing organisations are highly 

dependent on the efforts and skills of their employees in order to nurture and sustain 

their growth-oriented strategies. In order to achieve their goals, firms with a faster 

growth rate used extensive training programs and other means to improve employee 

development as opposed to their slow growing counterparts. This shows that training 

interventions and employee development policies and practices are more extensively 

used in rapid-growth firms than slow-growth ones.  

Training and development affect firm performance in many ways. First, training 

interventions help to improve employee skills and firm productivity and, in the 

process, reduce job dissatisfaction and employee turnover (Huselid 1995). Second, 

training helps to reduce the costs and risks of selecting and, hiring workforce from 
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external labour markets (Vlachos, 2008). This helps to improve employee productivity 

and reduce turnover.  

According to Huselid (1995), there is a significant effect of employees’ education and 

development on both personnel productivity and short and long-term indicators of 

organisational performance. Kahn (1990), suggested that, in the context of 

psychological conditions, training is particularly important for providing employees 

with the resources that will give them the capacity to entirely engage in their roles. 

Harel and Tzafrir (1999), found out that training is the only HRM variable that affects 

the perceived organisational performance.  

The effect of corporate investment in tuition reimbursement programs on employee 

turnover in a manufacturing company was investigated by Benson and Finegold 

(2004). The results showed tuition reimbursement programs where employees could 

achieve certificates and other credentials had a positive effect on turnover. In the 

manufacturing industry in Spain, De Cerio (2003), found that quality management 

practices that were related to product design and development along with HRM 

practices, were the most important predictors of operational performance.  

In previous chapters it was identified in the context of RMG of Bangladesh that the 

workers are relatively unskilled compared to other countries. Researchers have also 

found that even for midlevel employees the skill is very low (Islam & Islam, 2018). 

Most of these skill gaps are filled in by foreign experts (Rahman, 2017). No doubt 

they claim multiple times as remuneration than the locals. Moreover, local employees 

also expressed their dissatisfaction on existing training facilities (Akterujjaman & 

Herok, 2016). Thus, existing circumstances demand opportunity for training for 

employee satisfaction. 
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4.4 Recruitment 

As Dineen and Soltis (2011), highlight, regardless of the type of organisation, it is 

usually accepted that an employer’s success is closely connected to the type of workers 

it employs. Employee recruitment and selection and development activities are some 

of the factors that could develop both basic and higher-order skills need of 

organisations (Ferguson & Reio, 2010). This practice can ensure that the right people 

having desirable characteristics and knowledge are in the right place, so that they feel 

compatible in the culture and the climate of the organisation. In addition, identifying 

the right employees would reduce the cost of employees’ education and development. 

Vlachos (2008), argued that selective hiring is a principle practice that enables to 

create profits.  

Although Huselid (1995) after examining HRM practices of high-performance 

companies found that selecting and attracting the right employees improves employee 

productivity and contributes to a reduction in turnover, it is different when it comes to 

small companies (Cardon and Stevens 2004). In small companies, recruiting is quite 

often troublesome due to several factors, such as limited financial and material 

resources and jobs with vague responsibilities, and this in turn reduces their potential 

to hire qualified candidates. However, among all the practices used in high 

performance work process (HPWP), it is not necessary that all will achieve significant 

relationships with the different organisational results. According to Luna-Arocas and 

Camps, (2007), sophisticated recruitment practices are commonly praised in the 

literature.  
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Between selective hiring and organisational performance, a probable indirect link 

could be the creation of internal bonds between managers and employees that establish 

the right culture for the growth of productivity (Michie & Shehhan-Quinn, 2001). 

According to Collins and Smith (2006), the practice of selective hiring would proceed 

towards sales growth. Paul and (Paul & Anantharaman, 2003) cited that an effective 

hiring process would ensure the presence of employees with appropriate qualifications 

that will lead to the production of quality products, which in turn would improve 

economic performance. When pre-employment tests are used in selective hiring, once 

employed these tests can choose employees that stay with the company for a longer 

time, moreover successfully passing these pre-employment tests can give the applicant 

a sense of belongingness to the company that leads to higher levels of commitment if 

employed (Vlachos, 2008). 

Readymade garment industry has a bad reputation of having a very informal 

recruitment system (Baral, 2010; Niluthpaul, Khaled, & Kohinur, 2016). The 

employment trend is changing with many graduates entering in this industry and 

increasing the rate of hiring foreign experts (Akter, 2019). So, it is expected to have 

greater impact on the business and employees in the coming days. 

4.5 Incentive pay and bonuses 

The view that rational workers will choose to improve their performance in response 

to a scheme that gives rewards to such improvements with financial incentives has 

usually been supported by traditional economic theory (Lazear, 2000). In the recent 

years it has been widely recognised that the growing use of incentive systems link pay 

to performance, at both individual and group levels (Marsden & Belfield, 2010). Sung, 

Choi and Kang (2017), explored the effects of incentive pay on employee outcomes, 
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such as commitment and competence, and firm performance under different 

environmental conditions. 

It has been identified by the strategy researchers that the performance contingent 

incentives or bonuses act as a key strategic tool to stimulate managerial behaviour and 

encourage organisational effectiveness (Chng, Rodgers, Shih, & Song, 2012; Wowak 

& Hambrick, 2010). The central point for studies conducted on strategic rewards have 

mostly been on the relationship between executive compensation and firm 

performance. They are also often based on agency theory which recognises incentive 

pay as an effective contracting mechanism that helps to place the interests and 

behaviours of managers with the aims of owners (Cadsby, Song, & Tapon, 2007). 

Firms are willing to use the incentive pay system when the expected outcomes from 

workers are greater than the resources they have to invest (Coff & Kryscynski, 2011). 

Firms are also more likely to hire and retain more qualified workers than their 

competitors. According to the efficiency wage theory, there are better chances for 

firms with incentive pay to acquire and sustain superior human capital in the labour 

market (Lazear, 2000). 

In Bangladesh most of the organisations pay festival bonuses. As majority of the 

population is Muslim, these festival bonuses are given when two Eids (religious 

festival for Muslims). It is a general expectation of everyone to get a bonus during this 

time which carries immense emotional value. However, for the RMG workers it has 

always been a topic of uncertainty. Even in 2017, almost 40 percent of the garments 

did not pay the festival bonuses (Munni, 2017b). In 2015 the number of garments who 

did not pay this bonus was 1,372 and employees of these garments came out on the 



 

76 
 

streets to protest (RISE Society, 2015). In the context of Bangladesh festival bonus is 

a very vital and sensitive issue. 

4.6 Performance evaluation 

An appraisal system can be regarded as an effective one that not only takes into 

account the accurate measures of current performance levels, but one that also contains 

mechanisms for reinforcing strengths, indicating deficiencies and delivering such 

information back to employees so that they can have better future performance (Baird 

& Meshoulam, 1988). The process of identifying, measuring and developing human 

performance is known as performance appraisals in organisations. The appraisal is 

known to work as a lever that is used to enhance performance, train employees on how 

to do better, and take necessary steps on people who have reached their plateaus or 

showed declining levels in their performance.  

Appraisal and assessment of employee performance is known to be a key and 

fundamental component of the performance management process. Many researches 

was conducted to understand appraisals as they play a key role in managing human 

resources (Cardy & Dobbins, 1996). Gruman and Saks (2011) argued that in addition 

to job performance, this process should also include an evaluation of an employee’s 

engagement behaviours, such as persistence, pro-activity, adaptability, and role 

expansion although the main activities during this period are performance appraisals 

and feedback. However, trust and justice perceptions are also very important when it 

comes to enhancing engagement processes.  

Supervisors can use appraisals as tools to evaluate and reason the effectiveness of their 

employees. Supervisors can also use these evaluations to identify employee needs in 
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terms of training, personnel assignment, set goals and objectives while also 

maintaining accountability to the public (Cruz, 1994). Psychologists have always 

given consideration to the issue of understanding, defining and evaluating 

performance within work contexts (Arvey & Murphy, 1998). One of the benefits of 

performance appraisal is that it can be used at any time; especially when employees 

need recognition for jobs that they have done well or to motivate employees. Thus, 

appraisal becomes a supplement to the formal training of jobs and is used to underline 

the behaviours of subordinates that the manager perceives (Patten, 1982). Employees 

usually perceive themselves to be good at their job tasks, however, if they are never 

presented with performance feedback, they may regard themselves to have satisfactory 

performances when in reality they do not (Chow, Harrison, McKinnon, & Wu, 1999). 

According to Latham et al, (2005), an effective performance management system must 

be regarded as a system that is fair, and also the factors that contribute to fairness such 

as procedural justice, distributive justice, interactional justice and voice. Procedural, 

distributive and interactional justice all are related to both task and contextual 

performance (Cropanzano et al., 2007).  

Elicker, Levy and Hall (2006) found out that a positive relationship exists between 

employee perceptions of voice during performance management reviews and post 

sessions justice judgments. There was higher perceived fairness, satisfaction and 

motivation to do better among the employees who participated in the performance 

management process (Cawley, Keeping, & Levy, 1998). 

Islam (2015) suggested that RMG industries of Bangladesh should adhere to fair 

performance appraisal process since it motivates employees. Similar suggestion was 

made by Miah and Talukder (2012) that proper performance appraisal influences job 
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satisfaction of RMG employees in Bangladesh. Recent research also resonated the 

same theme (Alam & Akter, 2016). Apart from enhancing employee satisfaction 

personal appraisal can shed a greater impact by alleviating existing employee unrest 

and boosting commitment. Performance appraisal has significantly affected employee 

commitment of RMG employees in Bangladesh (Hasan & Reza, 2018). 

4.7 Promotion opportunity 

Promotion opportunity is one of the two most important predictors of job satisfaction 

along with pay satisfaction (Hackman & Oldham, 1976). Individuals satisfied with 

their job and promotion become more positively focused with their job while lack of 

promotion opportunity brings dissatisfaction to employees (Mathieu & Zajac, 1990). 

Promoting managers based on merit was positively correlated with firm performance 

(Fey et al., 2000). 

According to Abdulkadir, Isiaka and Adedoyin (2012), career planning is the 

deliberate process through which it makes someone aware of his/her personal interests, 

skills, knowledge, motivations and other characteristics; gathers information about the 

opportunities and options available; recognises career-related goals; and sets action 

plans to achieve specific goals. It is an integral part to the career development process 

(Rogers & Creed, 2011) and also places strategy in alignment with future human 

resources and needs (Carstensen et al., 2011). 

In order to be successful in one’s career, there is growing need that employees today 

know how to balance the relationship between their wants for career growth and their 

attitudes towards their current organisation (Weng & McElroy, 2017). Research 

showed that career growth opportunities are a vital determinant of employee-
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organisational relationships. As Tsui et al., (1997), highlighted there is a mutual type 

of relationship with employees that is developed in an organisation where mechanisms 

for employee career growth are created. Such relationship links career growth to 

important outcomes such as organisational commitment (Weng, McElroy, Morrow, & 

Liu, 2010). While Salamin and Hom (2005), found that there is a negative relationship 

between promotions and salary growth and turnover, individuals who seek career 

growth have higher expectations within the organisation they work in (Chang, 1999).  

Much of the research by vocational psychologists and organisational scholars on the 

effects of career growth focuses on objective and subjective measures of one's career 

success, (e.g. NG et al., 2005) work life, or career stage, and across organisations. This 

contrasts with viewing career growth experiences from the perspective of one's 

experiences within their current organisation. Individuals who view that there has been 

little progress in meeting their career goals or opportunities for their professional 

development, there is very little to lose by choosing to leave that organisation as they 

feel they are under-rewarded in terms of promotional opportunities or compensation 

(Weng & McElory, 2017). 

The gender distribution of RMG in Bangladesh must play a crucial role on how 

employees perceive promotion opportunity. With a workforce dominated by female 

workers this is expected since there is a lack of recognition for women in a male 

dominant world (Jaafar & Othman, 2013). In the context of Bangladesh this is no 

difference (Jantan, Hashim, Chong, & Abdullah, 2018). Researchers also found strong 

negative relationship between promotion opportunity and intention to quit (Rubel & 

Kee, 2015). Thus, promotion opportunity is believed to be one of the influencing HRM 

policies to be considered. 
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4.8 Complaints process 

A commonly practiced organisational arbitration process is grievance which is an 

employee-initiated process (Daley, 2007). Results from various studies in union 

grievance procedures have shown that there are lower quit rates when there is stronger 

protection for workers. For example, when (Rees, 1991) investigated collectively 

bargained grievance procedures, it was found that relatively stronger procedures tend 

to reduce quit rates as compared to weaker procedures. In the study conducted by 

Delery et al. (2000), there were negative associations between formal grievance 

procedures and quit rates, however, the relationship resulted to be statistically 

insignificant in regression equations that controlled for unionisation. Research also 

showed that, there are higher chances that employees will choose the voice option 

instead of quitting if they find the grievance procedure to be more effective (Boroff & 

Lewin, 1997). 

Extensive research into unionized workplaces suggests that when there are higher 

grievance rates it mainly indicates that there are higher levels of workplace 

disagreements and reduced organisational performance (Cutcher-Gershenfeld, 

1991).There are more chances that employees who believe they are not being treated 

correctly or justly in terms of compensation, promotion, job assignment, overtime 

assignments, disciplinary actions, or layoffs will file for grievances than those who 

perceive themselves to be treated fairly (Allen & Keaveny, 1985). In a way, the high 

number of claims made against sexual and racial based discriminations indicate that 

there is a positive relationship between employees' perceptions of racial and sexual 

discrimination and their tendency to file grievances (Ensher, Grant-Vallone, & 

Donaldson, 2001).  
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According to Walker and Hamilton (2011), although the focus has been on employee 

perspective it is time that this focus is broadened to model a progression through a 

sequence of stages. This will help to emphasize on the role of employers who are 

responsible for designing and managing grievance processes that are effective and just. 

Research shows that employees place a great deal of importance to the perceived 

fairness of formal grievance and disciplinary procedures. It is more likely that 

employees will try to understand the conditions that make the process fair instead of 

having to understand the circumstances underlying with certain decisions (Haraway, 

2005). 

The frequency and way RMG employees of Bangladesh has been demonstrating 

industrial action indicates the absence of a complaint process. The functions of trade 

unions or other workers’ organisation has been yet to be recognised or encouraged 

(Moazzem & Azim, 2018). Researchers recommended to listen and solve employees’ 

complaints at the earliest possible time prioritizing it as of high importance (Arif, 

2015). Thus, this HRM policy should have some profound impact on employees. 

4.9 Relationships and organisational culture 

Schein (1996), p. 236 defined organisational culture as: 

“The set of shared, taken-for-granted implicit assumptions that a group holds and 

that determines how it perceives, thinks about and reacts to its various 

environments." 

Though there is no consensus on definition of organisational culture (Abu-jarad, 

Yusof, & Nikbin, 2010) researchers found existence of different types of cultures such 

as clan, adhocracy, market and hierarchy. The common aspect of any of these 
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organisational cultures is based on trust and nurtured by communication. Hartnell, Ou 

and Kinicki (2011), found distinguishing and positive relationship of three of these 

cultural types (clan, adhocracy and market) with organisational effectiveness. Awadh 

and Saad, (2013), argued that before initiating any improvements for performance or 

profitability one should consider the organisational norm first. This aspect may seem 

invisible but substantially affects everyone in the organisation. 

After carrying out a research on 39 organisations, Varma et al. (1999), found that the 

organisations are more likely to have improvements in operational and financial 

performance when they concentrated their changes on the internal work culture of the 

company as well as on their HRM practices as part of HPWP design. 

Communication or information sharing is not a common HRM practice because many 

firms are unwilling to share critical information with their employees as there is a 

chance that this will lead to employees becoming more powerful and companies may 

start to lose control (Pfeffer 1998). Moreover, there is always a danger that information 

sharing may leak important information to competitors (Rønde, 2001). According to 

Vlachos (2008) there can be dual effects from sharing of information: first, it delivers 

a positive meaning to the employees that the companies trust them, second, it is 

important for employees to have access to critical information in order to make 

informed decisions. In addition, information sharing facilitates organisational 

transparency that can reduce turnover (Ahmad and Schroeder 2003) and stimulates a 

synergistic working interaction among employees (Nonaka, 2007). 

It is unlikely to have productive performance conversations that would foster positive 

results if lack of trust exists in the relationship between a manager and subordinate 

(Pulakos & O’Leary, 2011). Macey and Schneider (2008), pointed out that trust is a 
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key factor in the engagement process as employees have faith and trust that their 

investment of time, energy and personal resources will be rewarded. Without trust it 

is difficult to expect that employees will be engaged as trust and fairness are the basic 

foundations for employees to feel and act engaged. 

Organisational culture also impacts the performance of RMG employees in 

Bangladesh. A study by Rubel and Kee (2013) found that perceived support positively 

influences performance of RMG employees. This research has been advanced by 

establishing a negative relationship between ethical climate and turnover intention of 

RMG employees in Bangladesh (Rubel, Kee, Quah & Rimi, 2017). Moreover, 

researchers also found the positive impact of organisational culture on organisational 

citizenship behaviour (Saoula, Johari & Fareed, 2008). This HRM policy has been 

incorporated considering the above-mentioned reasons. 

4.10 Specific job descriptions 

Manning, Borton and Rumovitz (2012), illustrated job description as a living viable 

document that dictates success or on the contrary, in its absence, will create an 

environment of confusion, poor work practices, vague and subjective performance 

assessments, and organisational disharmony. Huff-Eibl, Voyles and Brewer (2011), 

explained that a job description is a written description of what the responsibilities of 

the person in a job would be, how they must carry it out, and the rationale for required 

job procedures.  

A job description is best defined as the blueprint of the position. It creates a layout on 

what the essential duties and responsibilities are expected from the employee and the 

basic purpose of the work the employee is expected to perform (Gan & Kleiner, 2005). 
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According to Manning and Suire (1996), when a job description is provided, it shows 

what the concrete expectations from peers are and this is especially important when it 

comes to employment success.  

The descriptions need to be accurate for the success of incumbent in his/her job. This 

is because it will help to ensure that the recruitment and selection process has been 

executed properly and the most suitable candidate is hired for the job (Jacobson, 

Trojanowski, & Dewa, 2012). In addition, they serve to guide the objectives and 

activities of the incumbent when he/she is selected for the job. Job descriptions 

consider the job analysis, or the process of collecting and assessing job information, 

including data on job responsibilities, duties and context, along with critical 

components such as required competencies and characteristics.  

Most of the hiring mistakes could be avoided if the people appointed for hiring did a 

better job of determining exactly what they were looking for before they started to 

look for the candidate (Palazzo & Kleiner, 2002). As Manning, Borton and Rumovitz 

(2012), mentioned that appropriate job description and specification would clearly 

state the responsibilities, duties, working conditions and expected skills of a candidate 

in carrying out a job. When job analysis has been conducted and employees provided 

with job description it reduces the situation that employees are unaware or do not know 

what is expected of them (Abeysekera, 2007). A direct relationship exists between the 

strength and effectiveness of an organisation with the quality of job descriptions 

(Manning et al., 2012). 
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4.11 Participation in decision making 

Participation is a procedure that enables work dialogue among workers and gives them 

the opportunity to exchange information and ideas (Adel, 2010). It creates an 

environment in which it ensures that employees feel that they are given the opportunity 

to influence in the decision-making process in management and contribute to the 

enhancement of organisational performance (Abdulkadir et al., 2012).When the 

impact of organisational change was analysed by Black, Lynch and Krivelyova 

(2004), it was found that there is a connection between self-managed teams and greater 

employment reductions.  

It is important to develop the “can do” mindset in order to encourage employees’ self-

efficacy (Latham et al., 2005). Self-efficacy is also known as psychological capital 

due to its more comprehensive and higher-order construct (Luthans & Youssef, 2007). 

Furthermore, psychological capital constitutes of hope, optimism, and resilience 

besides self-efficacy. Hope is the faith that one has on discovering new pathways to 

his/her goals in life including the right motivation to find such pathways (Snyder, 

Rand, & Sigmon, 2002). Optimism allows for a person to always be positive and 

expect for good things to happen. Resilience involves supporting positivity, adjusting 

successfully, and the ability to bounce back in spite of challenging conditions, 

including those that involve a positive change (Luthans, 2002; Luthans & Youssef, 

2007). 

According to Osman et al. (2011), there is evidence that suggests that employee 

participation can increase the effectiveness and performance of firms. It is important 

to manufacture excellence, competitiveness, and allow for continued innovation by 
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the firm to be able to depend on the participation and engagement of employees at 

different levels (Morris, Bakan, & Wood, 2006).  

In the context of RMG in Bangladesh, participation in decision making positively 

influences employee satisfaction yet this practice is absent (Bhuiyan, 2010). A high 

proportion of female employees and lack of encouragement for female leadership 

made this practice even restricted (Islam, Jantan & Saimoon, 2017). The lack of 

participation in decision making also reflects the ongoing issues like minimum wage, 

work life balance etc. Though this has not been one of the highly recognised HRM 

policies this might be the root cause of many of the problems. This research aimed to 

incorporate employee voice by integrating their preferences. 

4.12 Health and safety 

It is estimated that the cost of safety-related outcomes is huge. Workplace fatalities, 

injuries and illnesses incur losses ranging from 4 to 5 percent of gross domestic 

product (World Health Organization, 2008). Morgeson and Hofmann (1999), 

mentioned that according to research there is a negative relation between safety 

communication and accidents. Neal and Griffin (2006) cited that when there are 

improvements in the average level of safety behaviours within groups it can reduce 

accidents at the group level.  

Under the safety context, risks and hazards comprise of environmental and 

occupational hazards or exposures that may include adverse consequences such as 

possible loss of life, injury, or chances of danger. Exposures to noise, dust, heat, 

chemicals, hazardous tools and equipment can also be regarded as safety issues. Frone 

(1998), pointed that earlier research found that high work pressure and hazards can 
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lead to depression and somatic symptoms. It is important to have knowledge on safety 

procedures as it provides a resource for employees to draw from and reduce demands. 

Research suggests that there is a negative relationship between safety-related training 

and stress (Fogarty, 2005). Employees can be eased from anxiety, stress, and burnout 

if they have support for safety. This will help them deal with safety issues or risks or 

hazards effectively (Halbesleben, 2006). For the construction workers, it was found 

that a safe environment is negatively related to physical and psychological symptoms 

such as anger, insomnia, and pain (Goldenhar, Williams, & Swanson, 2003). 

This has been one of the most criticised HRM policies and came a long way with the 

cost of thousands of lives. After the Rana Plaza incident all the major retailers 

demanded strict health and safety measures for all the export oriented RMGs in 

Bangladesh which resulted in great progress (Ansary & Barua, 2015). They also 

conducted a third-year evaluation survey after Rana Plaza collapse and found 

compelling results (Barua & Ansary, 2017). This HRM policy has drawn substantial 

attention and grown self-consciousness among the employees.  

4.13 Encouraging innovation 

If innovation is regarded as the intersection of knowledge and people, then HRM can 

play a vital role in shaping and aligning these two aspects (Scarbrough, 2003). In order 

to facilitate innovation, Kozlowski (1987), over two decades ago called for HRM to 

be distinctly implanted with organisational strategy. During a similar time, Roberts 

(1988), suggested that the four dimensions of staffing, structure, strategy and system 

were the key towards successful innovation. 
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Top managers of an organisation can significantly affect employee creativity and 

innovation in several ways. Firstly, they can provide guidelines about the professional 

framework within which employees can define goal, and find solutions to problems 

(Amabile, 1998). Companies with long term visions focus on outcomes such as growth 

and value rather than quarterly profits. Leaders in these types of companies usually 

guide employees towards creative work processes and outcomes (Amabile, 1996).  

In broader terms, leaders of an organisation are a principal source of influence on 

organisational culture (Schein, 1996). When an organisational climate and culture that 

cultivates creative efforts and facilitates dissemination of learning is created and more 

importantly, sustained, then leaders can add to considerably boost the organisational 

creativity (Chi & Gursoy, 2009). Finally, top managers can help to develop and 

maintain an ambience that rewards and values creative performance through 

compensation and other HRM policies. Employees will be motivated to constantly 

engage in innovative activities when a company provides intrinsic and extrinsic 

rewards for their efforts. They will be eager to obtain new skills and to experiment 

with creative work approaches (Jung, 2001). 

According to Laursen and Foss (2003), adoption of individual HRM practices can have 

an influential impact on the innovation performance, however, if a package of 

complementary HRM practices is adopted, then the effect is supposed to be much 

stronger. Research carried out by Shipton et al. (2006), features the involvement of 

effective human resource management practices to innovation success. 

A sustained organisational performance is rooted in carrying out both existing 

products and innovations simultaneously (Christensen, 1997). Although long-term 

performance depends on the ability of the organisation to adapt and transform through 
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innovation, these organisations must also continue to perform in the short term as well 

(S. L. Brown & Eisenhardt, 1997). Evidence has been found from several empirical 

studies that an organisation’s climate for innovation is an important determinant of 

innovation (Jung, Chow, & Wu, 2003). 

4.14 Process redesigning  

Organisations operate through an interconnected set of processes to generate products 

or services from different objects or inputs. Business process management is the 

practice of managing these processes to gain dynamic capabilities (Milan et al., 2014). 

As Leggat et al. (2015) noted, the success of process redesign methodologies is highly 

dependent on the performance-based human resource management practices. There is 

a positive impact of business process reengineering (BPR) and talent pool on 

organisation performance. The relationship between business process reengineering, 

talent pool development and organisation performance are mediated by talent 

management (Majeed, 2013).  

BPR is known to be an essential management tool used for business process 

examination and redesign in order to improve cost and service efficiency (Abdolvand, 

Albadvi, & Ferdowsi, 2008). Magutu (2010), highlighted the importance of BPR as a 

means of increasing competitiveness and sustainability at times of higher competition, 

economic stability, and the changes that are reflected in globalisation and 

internationalization.  

There is a strong, positive relationship between strategic alignment and performance 

measurement and BPR success (Herzog, Tonchia, & Polajnar, 2009). According to 

Maull, Tranfield and Maull (2003), organisations that apply strategic BPR are more 
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likely to be effective in comparison to those that undertake process-focus and cost-

focus BPR. Ahadi (2004), cited a positive relationship between resource, top 

management support, change management, and centralization of decision making and 

formalisation of procedures and BPR success.  

4.15 Benefits 

The most relevant factor for remaining competitive in the labour market is employee 

benefit policies, though surprisingly, a great deal of attention is missing in this area 

when human resource management (HRM) literature is reviewed (Dulebohn et al., 

2009). When Deadrick and Gibson (2007), analysed the gaps between HRM academic 

research and practitioner interests, it showed that the largest gap existed in the areas 

of compensation and benefits. Even though employee benefits have been taken as a 

major area of HRM practice, little has been done to take adequate steps in this area.  

In the 20th century, employees were given higher economic security by providing 

them with benefits besides compensation. Employer-sponsored benefits have been 

created by social, cultural, and legislative forces like other HRM policies (Kaufman, 

2004). The logic for employers to voluntarily provide benefits is that such offerings 

are related to employee benefit satisfaction, and this in turn can result in attitudes and 

behaviours in alignment with employer’s interests (Harris & Fink, 1994). The idea that 

employee satisfaction is a unidimensional construct that captures the value of benefits 

has historically been conceptualized (Dreher, Ash, & Bretz, 1988). 

Differences in benefit preferences are common in individuals and they particularly 

emerge from the particular employment relationships that the individuals have most 

experience with (Dencker, Joshi, & Martocchio, 2007). Williams (1995), found that 
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the employees’ perceived level of benefits was more related with their own satisfaction 

rather than the actual value of the benefits itself.  

RMG workers of Bangladesh appreciate benefits and researchers found positive 

relationship between these two aspects (Islam, Mustafi, Islam & Islam, 2016). Nusrat 

and Solaiman (2016), recommended that productivity could be increased significantly 

if organisation can arrange benefits like housing facility, affordable food supply, 

recreation etc. Though little research focused on benefits, this HRM policy could play 

an important role in moving the employees the extra mile.  

4.16 Organisational redesigning 

According to Luthans and Sommer (1999), organisation redesign strategy mainly 

focuses to eliminate work instead of reducing the number of employees. It comprises 

of activities such as decreasing work hours; abolishing hierarchical levels; redesigning 

tasks; consolidating, merging, or eliminating units; and eliminating functions and 

products (Farrell & Mavondo, 2004). Gandolfi (2013), recognises that organisation 

redesign strategies are viewed as difficult to implement easily and quickly as doing so 

would require advanced analysis of the areas concerned. 

There are differing perspectives on how to design organisations so that there is an 

opportunity to both explore and exploit (Tushman, Smith, Wood, Westerman, & 

O’Reilly, 2010). Organisational designs that are in alignment with strategic and/or 

technological aspects are effective (Nadler, Tushman, Tushman, & Nadler, 1997). 

Firms use associations, acquisitions, and joint ventures to promote innovation in order 

to overcome the limiting effects of senior team inertia and cultural lock-in (Bhide, 

1999). Raisch et al. (2009), were showed consensus with Duncan (1976), 
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organisations exercise the innovation process by altering between organic structures 

in the early phases of an innovation to mechanistic structures in the implementation 

phase. The role of the senior team is to establish these dual designs and build senior 

team processes that would deal with any disagreements and costs associated with 

altering designs with time (Tushman et al., 2010).  

4.17 Job rotation 

Job rotation can be described as a practice of job designing process. In this research 

this term is used to represent all job design policies for the convenience of the 

respondents.  Khan et al. (2014), found a positive relationship between job rotation, 

performance and organisational commitment among the employees. Job rotation 

means that an employee can systematically move from one position to another in the 

same department (Malinski, 2002). It includes periodically shifting an employee from 

a specific work to another where the different tasks require different experiences, 

obligations, and expertise (Robbins & Judge, 2013). Job rotation helps to instil 

enthusiasm and motivation among employees within the organisation, and increases 

talent among the workers (Kaymaz, 2010). It helps to avoid the pitfalls of having 

employees getting bored or exhausted from doing the same tasks (Olorunsola, 2000). 

According to Faegri, Dybå and Dingsøyr (2010), job rotation not only up lifts team 

effectiveness and but also facilitates promotion opportunities after successful 

completion of job rotation programs. Job rotation is a very useful tool for enhancing 

employee commitment and performance, which are key elements for the smooth and 

productive functioning of an organisation (Schein, 2004). 

There are several benefits of job rotation. It helps to construct views and double 

productivity in resources and to increase organisation performance by multi-skilled 



 

93 
 

workers. Origo and Pagani (2008), consider job rotation to be an effective operational 

system that has the capability to enhance human capital performance and improve 

productivity, which in turn will lead to facilitating operations, and save time and 

resources. There are several benefits of moving from one position to another for 

specific time periods such as mobility, new acquired skills, new environment, new 

social dialogue, new professional fields, new experiences that will help employees to 

overcome the monotonous job on a daily basis. This will increase morale and 

motivation (Adomi, 2006). Research conducted by Kaymaz (2010) shows that there is 

a positive impact on motivation from job rotation practices.  

This chapter outlined the importance of 16 HRM policies, as described by different 

researchers in various research settings. These were later used to identify the most 

preferred HRM policies and to categorise HRM policies within the AMO model, 

which is discussed in detail in the next chapter. 
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Chapter 5: The ability, motivation and opportunity model 

5.1 Introduction 

Researchers and professionals are continuously evolving the concept of SHRM in 

response to the rapid evolution of the field. Professionals introduce new policies and 

practices, while researchers examine their effectiveness. It is from this evolutionary 

activity that the AMO model emerged. By translating theory to practice this research 

tried to operationalise AMO theory from an employee point of view. The concepts of 

ability, motivation and opportunity have been extensively examined within the fields 

of psychology and performance management, where it has been known as Motivation, 

Opportunity and Ability (MOA) theory. This chapter explains the contribution and 

development of the AMO framework within the SHRM literature, starting with the 

definition of ability, motivation and opportunity, followed by an introduction to MOA 

theory. 

5.2 Definition of ability, motivation and opportunity  

A brief definition of these three dimensions will be followed by the MOA theory. 

These terms will be defined from different perspectives because MOA theory has been 

used as a source of answer for many knowledge areas before being used to explain 

HRM activities. 

5.2.1 Motivation 

Among all the variables of the MOA theory, motivation has brought up the highest 

debate and discussion in the literature (T. R. Mitchell & Daniels, 2003). According to 

Ambrose and Kulik (1999), motivation has been replaced with more specific measures 
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of employee behaviours. Although motivation theories may predict individual 

behaviours, they are rarely used by the researchers as a distinct construct. Ambrose 

and Kulik (1999) describe that the biggest constraint with motivational research is to 

define motivation and measure the mediating effects of motivation. 

Motivation is a vastly researched topic in different fields. Though the perspective may 

vary the core message is same. In a very simple term motivation can be defined as 

‘goal-directed arousal’  (Parks, 1985) or motivation reflects the direction of the effort 

that the employee exerts (Subramony, 2009). Motivation encompasses both the 

processes involved in setting goals and a desire to achieve them (Bagozzi & Dhollakia, 

2006). McClelland (1985) has defined motivation more generally as ‘anything that 

influenced the tendency to respond’. Rothschild (1999), found ‘self-interest’ as an 

influential factor of motivation. Similar definition is suggested by Sherif, Nimran and 

Prasetya (2014); motivation is the strength of the people to make them able to choose 

specific work, to stay and work hard in the given position.  

Marketing research looks into ways how customers can be driven towards their goals 

through motivational behaviours, processing information, and making the right 

decisions (Maclnnis & Jaworski, 1989). Macinnis, Moorman and Jaworski (1991), 

defined motivation from motivation, opportunity and ability perspective as readiness, 

willingness, interest, and desire to engage in information processing. They also gave 

a similar definition from branding point of view; consumers’ desire or readiness to 

process information about a brand during the reception of advertising content 

(Macinnis, Moorman and Jaworski, 1991). According to Kini and Hobson (2002, p. 

607) one of the most comprehensive definitions is given by Greenberg et al. (1993):  
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"Motivation is the set of process that arouse (drive behind behaviours), direct 

(directed behaviours), and maintain (maintaining the behaviours in meeting the 

goal) human behaviours toward attaining a goal." 

From the above discussion a definition of motivation is obtained in the context of 

human resource management; motivation is the spontaneous or induced effort 

employees exercise to perform. Although induced behaviours do not mean compelling 

someone by threat, it might be a bad practice of some organisations, a practice that is 

neither desirable nor sustainable. In this research these negative forceful policies have 

not been considered as motivating factors. Some commonly used HRM policies that 

motivate employees are performance management policy, compensation policy, 

incentive and reward policy etc. (Lepak et al., 2006). 

5.2.2 Opportunity 

Opportunity is the environmental factor that makes a situation favourable to achieve a 

desired outcome. Opportunity was introduced to MOA theory by Blumberg and 

Pringle (1982). They gave a classical example to clarify the role of opportunity: one 

of the authors went to visit a coal mine, he saw that the most able and motivated miners 

could not produce coal due to a severe cave-in that occurred. An argument against this 

could be that miners' ability to mine coal was affected, or miners did not try in the first 

place as they were not motivated to do so because they had low expectations from it. 

To define ability so broadly as to include everything except motivational influences is 

contrary to general usage and renders the concept incapable of predicting and 

explaining performance. Also, this situation was influenced by environmental 

unpredictability in individual motivation, which was not considered, and if it did then 

one would conclude that it is important to consider only motivating environments and 

not workers.  
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Opportunity or empowerment refers to the extent to which employees have at their 

disposal all the necessary resources for completing job relevant tasks (Delery & Shaw, 

2001). From marketing perspective opportunity is defined as the extent to which the 

consumer can process information without any environmental restrictions (Macinnis 

et al., 1991). According to Rothschild (1999), opportunity is that environmental 

mechanism at hand which aids consumers in what they want to do. In other words, in 

absence of proper opportunity even though someone is motivated they cannot act 

according to their will. Binney, Hall and Shaw (2003), defined opportunity in social 

marketing context; opportunity occurs when the consumer is not limited in their desire 

to act by factors in their external environment such as time, money and external 

controls. There are several factors that work when it comes to utilizing opportunity 

such as time availability, attention given, number of distractions, or number of 

repetitions all of which that can either be seen as a positive view of availability, or a 

negative aspect of impediments (Macinnis et al., 1991). Workers gifted with abilities 

and motivation to exert their maximum effort may need the opportunity to display 

their potential contribution to the organisation (Gerhart, 2007). 

This discussion leads to the understanding of opportunity as the organisational issues 

(policies or practices) which provide the employees with the perfect platform to 

perform. Involvement policy, job design policy, team policy are some policies 

organisations undertake to give the employees better opportunity to work (Lepak et al. 

2006). 
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5.2.3 Ability 

Ability is the set of factors that make an employee capable of doing their job. Jepson, 

Clarke and Ragsdell (2014), defined ability as a combination of qualities like 

experience, skills, awareness, knowledge, financial resources and accessibility to 

information. Ability is the employees' capability to achieve the organisational goals 

through the implementation of HRM practices such as recruitment and selection 

process, training and development etc. (Guerci, Radaelli, Siletti, Cirella, & Rami 

Shani, 2015). Ability enhancing practices make sure that the organisation has 

sufficient number of skilled and knowledgeable employees. Trošt, Miha, 

Anzengruber, Miha, and Anzengruber (2016), gave the simplest definition; ability is 

the skill and capability to perform an action. According to Rothschild (1999), ability 

refers to consumers' skill at problem solving or knowing how to act. For Pieters et al. 

(1998), it is the consumers' capabilities and resources availability to behave. In the 

MOA theory, ability is defined as the consumers' skills or knowledge in deriving brand 

information in an ad (Macinnis et al., 1991).  

Researchers of organisational ethics found ability related practices contributing 

towards better ethical performance (Foote & Ruona, 2008; Sekerka, 2009). It helps to 

identify employee with proper fit with the organisation and at the same time it instils 

compliance behaviours in the employees. According to international human capital 

research, global competence, global mindset, international orientation, cultural 

intelligence, cross cultural competence refers to the ability that employees of a global 

organisation need to handle cultural heterogeneity (Shapiro, Ozanne, & Saatcioglu, 

2008). From the preceding discussion, ability is more of an internal skill set, whereas 

opportunity demonstrates external environmental factors.  
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5.3 Exploring MOA theory 

The MOA framework originates from research and theories of industrial and social 

psychologists (Siemsen, Roth, & Balasubramanian, 2008). Psychologists believe that 

performance is a function of selection, placement, and training, while social 

psychologists underline the motivational factors of a performance. Industrial 

psychologists have considered performance to be a result of selection and training that 

improve the ability of employees to perform. Social psychologists have aligned the 

motivational aspect to perform (Siemsen et al., 2008). In the later stage opportunity 

was added to this framework to address factors that stop employees from performing 

well (Peters & O’Connor, 1980). Vroom (1964) followed Maier (1955) and 

formulated an interactive relationship that took all of them into account: Performance 

= (ability x motivation) (Blumberg & Pringle, 1982).  

According to Campbell and Pritchard (1976), this formulation has not been successful 

in explaining additional variance in performance. The shortcomings get more obvious 

when it is made to measure work performance. Blumberg and Pringle (1982) introduce 

opportunity to address this problem. They did it with the help of a simple metaphor:  

"There are many authors who consider the importance of forces (other than 

ability and motivation) in their own performance but not in their theories of 

performance. To cite an example, Vroom (1964) acknowledges his wife, 

students, colleagues and Ford Foundation for the completion of his book. 

However, all these are external elements which cannot be explained by the 

formulation (ability x motivation). Overall, this formulation is unable to predict 

situations that are environmentally influenced, and they cannot also account for 

performance such as leadership, attitude, and satisfaction (pp. 562-563)." 

Researchers have used the MOA framework as a well-recognised theoretical 

foundation for explaining performance (Blumberg & Pringle, 1982; Boudreau, Hopp, 
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McClain, & Thomas, 2003). Johnson and Friend (2015), found the impact of MOA on 

performance and job satisfaction of cross selling and up selling employees. It has been 

the tool for elucidating a wide array of behaviours such as social capital activation 

(Adler & Kwon, 2002; Binney, Hall, & Oppenheim, 2006), consumer choice 

(Macinnis et al., 1991), and firm-level decision making (Y. Wu, Balasubramanian, & 

Mahajan, 2004). Lately, it has been used as a conceptual organizing framework for 

knowledge-management practices (Argote, McEvily, & Reagans, 2003). 

MOA theory has been applied in various contexts due to its effectiveness in changing 

social behaviours through marketing interventions (Binney et al., 2006). It has also 

been applied in the hospitality field considering that online platform is like a social 

media and it is important for knowledge sharing. For instance, it has been applied to 

online air ticket purchases and benefits associated with it (convenience, financial 

benefits, different range of services, and pleasure) that work as motivation (Bigné, 

Hernández, Ruiz, & Andreu, 2010). The results showed that MOA theory is a good 

predictor of online air ticket purchase intentions, in which motivation and ability are 

more important aspects than opportunity. In order to explain organisational 

performance (Clark, Abela, & Ambler, 2005), organisational knowledge management 

(Argote, McEvily, and Reagans, 2003), and technology/innovation adoption 

(Azadegan & Teich, 2010; Sääksjärvi & Samiee, 2011), this theory was tailored to 

change from individual behaviours to organisational behaviours studies. 

Classic work performance theories assume that there needs to be a moderate 

synergistic effect among the MOA variables. They present action as a multiplicative 

function of motivation, opportunity, and ability (Blumberg & Pringle, 1982). The 

general understanding is that moderate complementarity among these variables will 
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exist even if complementarity has not been accurate. For instance, according to a 

situation summarized by Schwab and Cummings (1976), a certain amount of 

interaction of either ability or motivation should take place as no amount of motivation 

will work if a person has zero ability to complete a task. In the same way, some amount 

of motivation is required despite one's ability to do work. However, it is unclear how 

much a person contributes in the predictability of employee performance if he has 

minimal ability of both ability and motivation. Blumberg and Pringle (1982), proposed 

a model (illustrated in Figure 5.1) showing the influence of MOA on performance and 

the relationship among the variables.  

Figure 5. 1: Complementarity of the MOA Construct 

 

  Source: Blumberg and Pringle, 1982 

 

 

The brief discussion on MOA theory outlined above shows its role as an established 

predictor in behavioural research. This research explains a wide array of human 
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actions, whether it resides in the regime of consumer behaviours or knowledge 

sharing. Nevertheless, it is also one of the prominent theories explaining performance 

as a subset of human action. Later HRM researchers utilized this concept to link the 

effectiveness of HRM activities with organisational performance. 

5.4 Introducing the AMO model 

The AMO model arose from the theories of psychology in which: i) motivation is 

considered as the desire to behave a certain way; ii) ability is the capabilities required 

to conduct a certain behaviour; and iii) opportunity is related to the contextual and 

situational constraints relevant to the performance of the behaviours. The AMO model 

has been offered as a solution for many HRM dilemmas. Each HRM domain consists 

of certain HRM policies (Jiang, Lepak, Han, et al., 2012). The ability domain 

comprises of HRM policies and practices that influence competencies of employees. 

The common HRM policies in this domain are recruitment policy and training policy. 

The policies and practices in the motivation domain encourage employees to exert 

substantial effort during their work performance. The common motivational policies 

are performance management, compensation, and incentives. The opportunity domain 

offers proper environment and facilities to perform. Job design and involvement are 

the most common HRM policies in this domain. 

The model was an attempt to establish the relationship between HRM practices and 

firm-level or employee-level outcomes. There are many theories that directly and 

indirectly underpin this model. For example, Appelbaum et al. (2000) first proposed 

this model as an extension of behavioural approach based on expectancy theory. The 

AMO framework is assembled from basic concepts of psychology (Trošt et al., 2016). 

It is one of the most frequently used concepts associated with HRM systems (Jiang, 
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Lepak, Han, et al., 2012; Knies, Boselie, Gould-Williams, & Vandenabeele, 2015; 

Lepak et al., 2006), in particular to empirically establish the impact of HRM practices 

on organisational performances, such as profit and voluntary turnover (Gardner et al., 

2011; Jiang, Lepak, Han, et al., 2012; Subramony, 2009). Increasing numbers of 

researchers have been applying AMO theories at the organisational level of analysis, 

particularly in the SHRM and strategic decision-making areas (Jiang, Lepak, Jia, et 

al., 2012; Schijven & Hitt, 2012; Y. Wu et al., 2004). 

The contribution of AMO is multi-dimensional., as it presents HRM as a system rather 

than individual practice. AMO groups HRM policies and practices into three 

dimensions and these dimensions influence each other. It provides the basis for 

establishing the relationship of HRM practice and firm performance. Under the AMO 

system, a viable HRM methodology requires the advancement of three parts (e.g. 

ability, motivation and opportunity). Ability refers to the important skills needed by 

employees to make any HRM effort significant. These abilities are usually associated 

with practices such as recruitment, selection and extensive training (Appelbaum et al., 

2000; Bayo-Moriones & Galdon-Sanchez, 2010; Jiang, Lepak, Han, et al., 2012).  

Motivation in HRM considers the fact that workers need the appropriate motivation to 

put in discretionary effort. This component is usually related to practices such as 

compensation systems, incentives, performance management practices, internal 

promotion and job stability (Appelbaum et al., 2000; Jiang, Lepak, Han, et al., 2012). 

Finally, workers should have the opportunity to participate in workplace decisions 

about the way their work is organized. Thus, practices around information sharing, 

autonomy or teamwork reflect the organisation of work and the way tasks are usually 
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carried out (Appelbaum et al., 2000; Ichniowski, Shaw, & Prennushi, 1997; Jiang, 

Lepak, Han, et al., 2012) 

Research has explored the AMO construct to explain different HRM concepts and 

dilemmas. For example, Alfes, Antunes and Shantz (2017), analysed how HRM 

practice can improve volunteers' performance as well as benefit non-profit 

organisation by using AMO as a guiding framework. Chin and Yean (2017), clarified 

the influence of AMO on corporate citizenship behaviours and found that only ability 

influences corporate citizenship behaviours. Innovative behaviours are critical to 

desired outcome and are influenced by employees' ability, motivation and opportunity 

(Schimansky, 2014). 

Kundu and Gahlawat (2016), suggested affective commitment as the mediator of 

relationship between opportunity enhancing HRM practice and firm performance. 

They also found the same construct as the partial mediator of the relationships of 

ability-enhancing and motivation-enhancing human resource practices with firm 

performance. 

Chang and Peng (2012), use the AMO framework to study how firms can leverage 

firm-level expatriate competencies to improve subsidiary performance. Research 

findings of Guerci et al., (2015), showed that ability and opportunity enhancing 

practices improve organisational ethics, and practices that enhance motivation 

improve self-centred aspects. 

Fabi, Lacoursière and Raymond (2015), studied the effect of high-performance work 

system HPWS on intention to quit. They considered job satisfaction and organisational 

commitment as the mediating factors. They concluded that combined effect of ability-
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motivation-opportunity enhancing HRM practices is greater than the sum of each set 

taken separately.  

Kim, Pathak and Werner (2015), examined how firms can capitalize their international 

human capital using the AMO perspective. They tested three alternative AMO models 

and found that the multiplicative model is most effective. Innovative use of 

combination of HRM practices proved to be beneficial for a steel company ( 

Ichniowski, Shaw, & Prennushi, 1997). They came to this conclusion after grouping 

the HRM practices through cluster analysis. Delery and Gupta (2016), compared the 

results from different methodological approaches to conduct a direct examination of 

system perspective. They found that AMO dimensions interact with each other to 

influence organisational outcome. 

5.5 Development of the AMO model 

When examining the impact of HRM on organisational performance it is preferred to 

consider a bundle of HRM practices instead of individual practice (Huselid, 1995; 

Macduffie, 1995). A similar suggestion was made by Lado and Wilson (1994), who 

suggested the HRM system is a dynamic combination of different HRM practices 

intended to achieve certain goals. But the number and nature of HRM practices in the 

systems also vary (Combs, Liu, Hall, & Ketchen, 2006). Delery and Doty (1996), 

emphasised the complementarity of HRM practices and proposed that within a HR 

system, HRM practices can be a supplement, substitute, or have either negative or 

positive impact on each other. Other research observed this relationship, but only few 

studies tested it (Gerhart, 2007; Kepes & Delery, 2009; Lepak et al., 2006). 
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Research investigating this problem has found that inconsistent conceptualization of 

HRM systems, and a lack of structured knowledge are the prime contributors 

(Chadwick, 2010; Lepak et al., 2006). These issues have been coupled with a lack of 

theoretical framework expressing the relationship of HRM practice and firm 

performance (Delery, 1998). There are several HRM concepts which helped in the 

development of the AMO model: i) the HRM system concept; ii) the vertical and 

horizontal fit, and iii) the HRM practice and firm performance dilemma. Each of these 

elements is discussed in more detail below. 

5.5.1 HRM system concept 

The HRM system is a program of numerous policies that are considered to achieve 

some results for the organisation. Unlike the traditional ‘isolated’ point of view 

regarding HRM, studies in recent years have shifted their focus to the ‘systems’ view 

where HRM practices are seen as interrelated components of a system (Gong, Chang, 

& Cheung, 2010; Kundu & Gahlawat, 2016; Macduffie, 1995). HRM systems like 

HPWS (Huselid, 1995) is considered helpful for organisations under certain contexts 

but the specific nature of this relationship remains unclear. Lepak et al. (2006) 

observed the downside of the existing HRM system perspective as they identified 

inconsistencies regarding what constitutes a system, lack of agreement on 

conceptualization of underlying policies and multiple conceptualizations of HRM 

systems proliferate the literature. A brief description of some well researched HRM 

systems are given below, each of the systems can successfully capture a one-

dimensional organisational objective but fail to address multiple objectives. AMO 

model describes why a system was able to meet a certain organisational objective. 

5.5.1.1 Control human resource systems 
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Researchers initially suggested HRM practices might be either seen as control or 

commitment oriented in nature (Arthur, 1994; Wood & De Menezes, 1998). A control-

oriented approach in HRM prioritizes more on narrow, well-defined jobs, central 

decision-making that requires little training, less interdependence, lower skill demands 

and so on.  

‘‘The goal of control human resource systems is to reduce direct labour costs, or 

improve efficiency, by enforcing employee compliance with specified rules and 

procedures and basing employee rewards on some measurable output criteria’’ 

(Arthur (1994, P. 672).  

In agreement with that, Guthrie (2001) stated that, ‘‘In control oriented HRM systems, 

the thinking and controlling part of the work is separated from the doing of the work 

(P.181).” Using such systems will help minimize the impact of labour on the labour 

process, which is why workers are viewed more like a commodity who can be easily 

replaced. This explains why a strategic objective of a control oriented HRM is to 

improve the efficiency/productivity of the employees by stressing the importance of 

rules and regulations, and close monitoring to control their behaviours (Wood & de 

Menezes, 1998). 

5.5.1.2 High-commitment HRM systems 

In high commitment HRM systems, the objective is to create conditions that will 

encourage the employees to recognise the goals of the organisation and strive to 

accomplish them instead of relying on compliance of employees with the rules and 

regulations (Whitener, 2001). Arthur (1994) has pointed that high commitment human 

resource practice tailor employee behaviours by building psychological relations 

between employee and organisational goals. For example, their aim lies to develop 

committed employees who can be trusted with the confidentiality of the organisations 
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to perform tasks in ways that are consistent with its goals. Unlike control oriented 

HRM systems that rely on compliance, high commitment HRM systems work in a way 

that would encourage employees to identify organisational goals and strive towards 

achieving them. This would increase organisational effectiveness (Arthur, 1994; 

Whitener, 2010; Wood and de Menezes, 1998). In order to build a stronger 

psychological link between employees and organisations, commitment oriented HRM 

systems carry out practices such as intensive training, promotion from within, high 

level of compensation, and selective staffing.  

5.5.1.3 High-involvement HRM systems 

HRM involvement systems are somewhat related to high-commitment HRM systems. 

High-involvement HRM systems emphasize more on incorporating the interests of the 

employees with that of the organisation and apply certain HRM practices that could 

influence the nature and scope of the tasks performed by employees. For instance, 

MacDuffie (1995) concentrated on the use of formal work groups, employee 

involvement groups, product-related suggestions made and executed by employees, 

job rotation within and across teams, and performance of quality tasks. Osterman 

(1994) studied flexible work systems and concentrated on the use of self-directed work 

teams, employee problem-solving groups, job rotation and total quality management.  

5.5.1.4 High performance work systems 

If there is any HRM concept that has received the most attention in literature it would 

be high-performance work systems (HPWS) (L. Wu, Wei, Zhang, & Han, 2011). As 

described by Huselid (1995), high performance practice can improve knowledge, 

skills, and abilities of the current and potential employees in a firm, boost their 

motivation, decrease their negligence while withholding the quality employees and 



 

109 
 

encouraging the non-performers to take in elements of both high-commitment and 

high-involvement HRM system approach, but they are broader in scope. These 

systems give special importance to the competitive advantages that are to be 

understood by the employees through HRM practices that give respect to the workers, 

invest in their development and cultivate trust in both management and commitment 

to achieve organisational goals. It comprises almost all types of best practices 

including selective staffing, individual and group benefits and incentives, employee 

involvement, intensive training, appraisal of work performance, work-life balancing 

programs and information sharing. According to Huselid (1995), researchers have 

shown the application of HPWS to be associated with employee turnover along with 

financial and market-based measures of organisational effectiveness. 

Figure 5. 2: Impact HPWS has on Job Satisfaction, Organisational Culture and 

Intention to Quit 

 

Source: Fabi, Lacoursière and Raymond (2015) 
 

 

Fabi, Lacoursière and Raymond (2015), explained the relationship of HPWS and job 

satisfaction, intention to quit and organisational commitment (Figure 5.2). They found 
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HPWS directly influences job satisfaction and indirectly influences organisational 

commitment and intention to quit where job satisfaction acts as the mediating factor. 

They quantified the significance of HPWS on job satisfaction and showed the 

synergistic effect of ability, motivation and opportunity.  

The AMO model also supports the concept of HRM system and emphasizes that 

human resource management is about different HRM practices and not an isolated 

consequence of individual HRM practice. It considers the individual HRM practices 

as a part of integrated system with synergistic effect on each other (Fabi et al., 2015). 

Lepak et al. (2006) divided the HRM activities in three levels depending on the level 

of abstraction. The lowest level comprised of specific HRM practice or organisational 

action to achieve a specific outcome. The level above is HRM policy level, which is 

employee focused program that determines the choice of HRM practice. To obtain 

certain HRM policy different HRM practices can be used. For example, to obtain a 

pay-for-performance policy different HRM practices such as profit sharing and piece 

rate of commission can be used. The highest level of abstraction is HRM system which 

is a combination of multiple HRM policies.  

Some HRM systems focus on employee related practices such as participation, 

empowerment, and voice (Godard, 2004; Ichniowski et al., 1997; Kochan, Gittell, & 

Lautsch, 1995), while others focus on HRM practices related to training, performance 

management, or compensation (Bartel, 2004; Datta, Guthrie, & Wright, 2005; Youndt, 

Snell, Dean, & Lepak, 1996). AMO can solve the existing HRM system problem by 

connecting the HRM system with three policy dimensions (Lepak et al., 2006). For 

instance, high commitment HRM system will be more focused on the motivation 
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policy domain and executed by several HRM practices which enhance employee 

motivation. Figure 5.3 outlines this structure. 

Figure 5. 3: HRM System and AMO 

 

Source: Lepak et al. (2006). 
 

 

  

5.5.2 The vertical and horizontal fit  

HPWS researchers believe each constituent has similar effects if outcomes are 

identical (Boselie et al., 2005; M. Huselid, 1995). On the other hand, the AMO model 

suggests that HRM practices effect organisational outcome in different ways 

(Subramony, 2009; Gardner, Wright, & Moynihan, 2011). Many researchers 

highlighted the fit and interplay among HRM practices (Wright and McMahan, 1992; 

Delery, 1998; Boxall & Purcell, 2000). They did not disregard the significance of 

vertical fit but advocated for a configurational approach and addressed the need for 

both vertical and horizontal fit (Delery & Doty, 1996).  
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In a similar notion MacDuffie (1995) proposed HRM bundle and empirically proved 

that HRM practices interact with each other in a complex way. In a reversed manner 

Becker, Huselid, Pickus, & Spratt (1997), suggested that organisations should be 

refrained from using "deadly combinations." By deadly combination they meant HRM 

practices which are beneficial when implemented individually but can have a negative 

impact when used in combination. Drawing upon these ideas, Jiang, Lepak, Jia, et al. 

(2012), emphasised the synergistic relationships among bundles of HRM practices 

(e.g. abilities, motivation and opportunities), which simultaneously may influence 

employee performance, rather than the substitutive or additive relationships. 

This segregation is justified by the configurational perspective. It explains that a firm’s 

performance is influenced by the holistic pattern of synergistic HRM practices, rather 

than the mere combination of HRM practices in an additive manner (Gooderham & 

Ringdal, 2008). Moreover, recent studies have suggested that the different subsets of 

HPWS may vary in their effects on performance; even if they may influence the 

performance through distinct routes (Park, 2015; Subramony, 2009). The AMO model 

represents the strategic relevance of HPWS in an explicit manner by concentrating 

specifically on those HRM practices that effectively enhance the discretionary 

behaviours among employees (Appelbaum et al., 2000). 

Although the AMO framework has been largely applied at the individual level (Boxall 

& Purcell, 2011), it represents a meta-theoretic principle that “transcends specific 

topics and domains of study” and can therefore account for empirical phenomena 

“across a wide variety of contexts and situations” (Aguinis, O’Boyle, Gonzalez-Mulé, 

Mulé, & Joo, 2016). As a result, it encouraged looking beyond vertical fit. It has been 

suggested long back that a combination of vertical and horizontal fit can explicit the 
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relationship of HRM practice performance dilemma. Basis of this idea can be found 

in the "internal" or "horizontal" fit (Baird & Meshoulam, 1988; Wright & McMahan, 

1992).  

5.5.3 The human resource management practice and firm performance dilemma 

Although some researchers have sought to clarify the relationship between HRM 

practices and firm performance (Bae, Chen, & Lawler, 1998; Jiang, Lepak, Han, et al., 

2012), a lack of agreement still exists regarding which features of firm performance 

need to be identified that can measure the effects of HRM practices. According to 

Paauwe (2009), firm performance is a multifaceted concept that is very similar to the 

concept of organisational effectiveness. There are several performance outcomes that 

research studies have used to assess firm performance such as:  productivity (Datta, 

Guthrie & Wright, 2005), employee commitment (Whitener, 2010), return on 

investment (Reed, Lubatkin, & Srinivasan, 2006), accident rates (Preuss, 2003), and 

the quality of products and services (MacDuffie, 1995). The appropriateness of these 

measures, such as number and nature, depends upon the level of investigation required 

in the study. In some research, such as in the context of emerging economies, the 

perceptive measures were more accessible than objective indicators for HRM-

performance studies (Bae et al., 1998; Fey et al., 2000). Poor regulatory mechanisms, 

less lucidity in financial reporting, and provision of fabricated financial information 

are some of the major issues that cause a barrier in exact measurement of financial 

indicators in emerging economies (Hoskisson, Chung, Lau, & Wright, 2000).  

An examination of relevant literature suggests that the statistically significant 

relationship between a firm's HPWS and its performance are not unobtrusive (Li-Yun 

et al., 2007). Resource-based view of firm in the theoretical elucidations on HPWS-
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firm performance linkage is the most discussed one. This perspective is based on the 

argument that an organisation's internal resources that are valuable, rare, inimitable, 

and non-replaceable give a competitive advantage (Barney, 1991).The main principle 

is that human resources (an internal asset) has the potential to become a barrier to 

imitation and if developed and managed correctly, can be emerged as a unique source 

of competitive advantage (Wright & McMahan, 1992).  

Extending this logic, it is expected that the use of high-performance HRM practices in 

organisations can help improve AMO to perform in employees creating them as a 

source of competitive advantage. This helps in the long term to result in positive 

organisational outcomes. Ability-enhancing HRM practices related to training and 

staffing assist to improve the employees' knowledge, skills, and abilities which also 

help them to produce high-quality products and services and make them better able to 

adapt to changes (Birdi et al., 2008). 

Figure 5. 4: AMO and firm performance  

 

Source: (Jiang, Lepak, Han, et al., 2012) 
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Further to this discussion, Huselid (1995) and Kinnie et al. (2005), suggested that 

motivation-enhancing HRM practices such as result-oriented performance appraisal 

and performance-contingent compensation, assist in improving a firm’s performance 

by making employees self-sufficient, encouraging them to work flexibly and 

passionately that will also reduce the cost of supervision (Parker, Williams, & Turner, 

2006). Researchers consider affective commitment a highly essential predictor for 

performance. This is because of its inheritance of affective element and its direct 

connection with employee motivation (Gong et al., 2009). It has been found out that 

the committed employees perform tasks in ways that are in alignment with the 

organisational values and goals (Arthur, 1994). Jiang, Lepak, Jia, et al. (2012), showed 

the impact of AMO on financial performance considering voluntary turnover and 

operational outcome as mediating factors (Figure 5.4). 

All these researchers investigate the causation of HR dimensions. This research 

focused on implementing the dimensions in the organisational system by distributing 

the HR policies in three dimensions according to management level employee 

perception. Furthermore, to operationalise the AMO model employee preferences 

were considered in selecting the HRM policies. In broadening HRM practice and firm 

performance relationship, employee perception on firm’s HRM policies were included 

to investigate whether satisfaction was influenced by perception. If perception affects 

satisfaction, then evaluating the HRM practice and firm performance relationship 

using satisfaction or similar mediating performance should consider employee 

perception on firm’s HRM practices not that is in organisational guideline. An 

advancement in this regard is suggested, by integrating demographic as a moderator 

of the relationship of employee perception of HRM policies and firm performance. 
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This chapter detailed the concept of AMO and its development. It also explained the 

contribution of some peripheral theories related to AMO. This provides the foundation 

for the later chapters of this research which will explore the policies related to AMO 

dimension in the context of Bangladesh readymade garments.  
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Chapter 6: Hypotheses formulation by incorporating the 

ability, motivation and opportunity model in the context of 

RMG in Bangladesh 

6.1 Introduction 

The previous chapters elaborated the research objectives and their practical and 

theoretical contexts. This chapter integrated the ideas of previous chapters to specify 

the scope of the research before explaining the research methodology in the next 

chapter. In pursuing that we discussed the existing problems of RMG in Bangladesh 

considering SHRM, specifying them with employee preferences, satisfaction and the 

AMO model. To operationalise the AMO model HRM policies were distributed to 

AMO dimensions from management level employees’ perceptions and the 

implementation of these policies was suggested according to employee preferences.  

Consequently, this chapter develops specific hypothesis regarding how employee 

preferences are distributed based on employees’ demographics. To verify the impact 

of preferences, an investigation examined whether the presence of preferred HR 

policies made employees feel more satisfied. This would also clarify the effect of HR 

policies on moderating factors like satisfaction. In line with this, hypotheses were 

developed regarding the relationship between employee perception of HR policies and 

satisfaction and moderating effects of demographics on this relationship. 
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6.2 Research into human resource management practices in 

Bangladesh’s readymade garments industry 

There are few research papers that have examined HRM practice of Bangladesh’s 

RMG industry and explained its impact, operations or current status. Papers related to 

HRM can be divided into four categories: i) existing HRM practices; ii) labour unrest 

and probable solutions; iii) HRM practices leading to outcomes, and iv) governance 

issues. Brief descriptions of the existing literature will explain where this research fits 

within this study. 

6.2.1 Existing human resource management practice 

Papers in this group explain existing HRM practices in the RMG. In the early days 

local capitalists along with international giants were benefited from the sweatshops of 

Bangladesh by exploiting the economic misery of workers (mostly women) 

(Muhammad, 2011). Similar notion was mentioned by Bhuiyan in 2012 who found 

that the garments workers were exploited to work extra hours with unsatisfactory 

payments because of their poor socio-economic conditions.  

Farhana, Syduzzaman and Munir (2015), from their survey found that garment 

workers were pursuing and working very hard for a better life. Given the hard work 

they were giving only a few positive changes were seen in their lives such as sending 

their kids to school and getting a fixed minimum wage as set by the government.  

Employees were not happy with the existing HRM practices and the initiatives taken 

by the government and management to improve the conditions were negligible. There 

was a lot of scope for improvement by implementing modern HRM practices by 

channelling them through a proper HRM department (Ahmed 2014). In order to be 
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competitive, improvement was required in most of the HRM practices (Islam, 2013). 

This process could have been facilitated by a central monitoring system for 

compliance and an upgraded code of conduct by the government. 

However, it is not so bad everywhere. There are some garments factory owned and 

operated by both locals and foreigners where HRM practices are quite standardised 

(Haq, 2016). This is a unique paper considering its findings, but the drawback is that 

it is a case study on only one garment, Univogue Garment Company Limited and the 

case study findings were generalized. 

Differences in HR practices in most RMG are determined by their strategies like buyer 

attraction, cost minimisation, audit compliance, brand value enhancement and the 

employee management relationship (Khan, Arafin, & Hossain, 2017). Employee 

preference and employee satisfaction are the least of the issues.  

6.2.2 Labour unrest and probable solution 

Researchers examining the reasons for labour unrest offer some probable solutions. 

For example, Islam and Zahid (2012), investigated the reasons for fierce RMG worker 

movements from 2006 onwards and found a few underlying causes, such as low wages 

and unethical behaviour. For example, giving only 20 percent extra for overtime when 

the employees were eligible for 50 percent is a major factor in causing labour unrest. 

These factors, coupled with uncertain and abusive work practices such as not making 

workers permanent, pushing for longer working hours, verbal and physical abuse, 

risky and unhealthy working conditions make the employees stand up for their rights. 

In a quantitative research by Uddin and Tangem (2015), the respondents emphasised 

on the absence of appropriate infrastructural facilities, unjust wage system, mental 

harassment, and nonexistence of recreation facilities as the primary reasons for labour 
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unrest. Had the government and the appropriate authorities of the RMG industry 

sincerely focused on these issues, much of the labour unrest could have been avoided.  

Ahmed, Raihan and Islam (2013), considered a broader perspective that included 

existing HRM policies as well as local and international politics and socioeconomic 

conditions. Their research covered factors like health and safety issues, substandard 

living, international conspiracy, aggressive role of law enforcement agency, deferred 

payment, and rumours and influences of local terrorists. Islam and Ahmed (2014), 

concluded that policymakers of Bangladesh should look into the following issues to 

avoid conflict with the labours: lack of motivation, lack of additional benefits, deferred 

festival bonuses, irregularities in payment of overtime, demand for the minimum wage 

and adverse perception of social class segmentation. 

Choudhury and Rahman (2017), in their qualitative research found that low wage and 

extended working hours are the primary reasons for job dissatisfaction which 

eventually lead to labour unrest. The study conducted by Sarker & Afroze (2014), 

found that proper implementation of both pecuniary and non-pecuniary benefits play 

an important role in making the workers satisfied, which in turn would make the 

employees less likely to get involved in any type of violent activities. A slightly 

different perspective was cited by Hossan, Rahman and Afroze (2012), who suggested 

that though the primary reason for present labour conflict stems from the unfortunate 

relationship between workers there is also a growing concern of work life balance 

among the workers which could lead to future labour unrest as well. Most of these 

researches had a common aspect of employee voices not being heard and absence of 

proper HRM system. An integration of both is the objective of this research. 
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6.2.3 Outcomes of human resource management practices 

Relatively little research has been undertaken to investigate the effects of HRM 

practices on employee behaviour and performance in the context of Bangladesh. 

However, Rubel and Kee, (2013), suggested that employee performance is mostly 

dependent on perceived organisational support, while Bhuiyan (2010), indicated that 

there is a significant positive correlation between decision making, motivation, and 

performance. 

In a quantitative study, Sarker and Afroze (2014) investigated the influence of 

financial and non-financial factors on job satisfaction. They focused on 35 garments 

and did a survey of 200 personnel from managerial and non-managerial positions and 

concluded that both financial and non-financial factors impact job satisfaction. In 

search for factors affecting workers satisfaction Ferdous (2015) conducted a survey of 

208 respondents within three industrial zones (Savar, Ashulia and Gazipur), and found 

that satisfactory salary and timely payment, supervisors' behaviour, admissible 

benefits, acceptable working environment, medical facility and a hygienic canteen 

were all significant factors affecting workers’ satisfaction. 

Ahmed and Peerlings (2009), examined the economy-wide effects of increasing the 

real wage and improving physical working conditions. They found a 10 percent 

increase in productivity due to improved physical working conditions, but they did not 

justify how that 10 percent improvement occurred. Ahmed, Ahmad and Joarder 

(2016), through a content analysis, proposed a framework suggesting that employee 

engagement and performance are influenced by HRM practices.  

The influence of incentive pay was investigated by Shafiqul (2014), who found a 

positive relationship between incentive pay and firm performance. The scant literature 
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on HRM and performances shows the impact of perceived HRM practices on 

employee satisfaction and performance. This research reinvestigated the relationship 

of perceived HRM policies and satisfaction with a further notion of the moderating 

effect of demographics and relationship with preferred HR policies. 

6.2.4 Governance issues 

The RMG sector is regulated by the Bangladesh Labour Act 2006. Ahmed, Greenleaf 

and Sacks (2014), explained how poor governance in Bangladesh acts as a catalyst for 

the growth of its garment industry. They argue that RMG authorities take advantage 

of poor governance to give workers minimum wages. Mawla, Chawdhury and Mina 

(2013), examined the existing labour act and identified the following limitations. First, 

compensation schemes such as 0.10 million takas for death, 0.125 million takas for 

any form of permanent disability and 10 thousand takas only for damages or injuries 

incurred by young labours (age 13-18) are highly inadequate and inhumane. Second, 

the 5-year review of the minimum wage seems too long considering recent price hike 

of commodities. Third, trade unions are not encouraged. Fourth, basic environmental 

standards such as adequate light, air circulation, sanitation, and drinking water in the 

workplace are not enough. Although there are rules for the adequate provision of these 

facilities they are not properly explained, leaving room for ambiguity and 

misinterpretation of the law. Fifth, violations of ILO Conventions 29 and 105 (Forced 

Labour Convention; Abolition of Forced Labour Convention) extensively occur 

through wage cuts for voluntarily engaging in strikes (section 126), taking 

unauthorised leave (section 125), and dismissing an employee for misconduct without 

compensation. 
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It is apparent that there is a desire for better HRM practices in most of the research 

papers related to RMG of Bangladesh. The overall HRM policy of an organisation 

should meet the employee expectation and organisational strategy. It is important to 

have this employee centric HRM policy because the mediator used to measure HRM 

practice firm performance are mostly related to satisfaction. The AMO model can 

direct towards an HRM system which has balanced HRM policies to achieve 

organisational goals. This research focuses on first identifying employee preferences 

followed by its impact on employee satisfaction and lastly examining the distribution 

of HR policies in AMO dimensions. 

Moreover, most of the abovementioned studies did not distinguish between different 

demographic features. A large portion of the employees in the woven garment sector 

are women, so it is important to identify whether there are any differences between 

expectations of male and female workers. There is a remarkable difference in the 

educational background of the employees hence it is likely that expectation will vary 

among these groups as well.  

6.3 Explanation of the existing employee crisis by human resource 

management theories 

There are both behavioural and competency issues with the employees of RMG in 

Bangladesh. This section explains these crises through some core theories of SHRM.  

6.3.1 Behavioural issues 

The aggressive behaviour of the garment employees can be termed as  ‘deviance;’ it 

is purposeful behaviour that violates organisational norms and is intended to harm the 

organisation, its employees, or both (Bennett & Robinson, 2003). Robinson and 
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Bennett (1995) defined two basic types of workplace deviances: organisational and 

interpersonal. As the name suggests organisational deviance is directed towards the 

organisation (e.g., skipping hours, not doing the work properly or purposefully 

extending overtime), and interpersonal deviance is directed toward individuals (e.g., 

verbal abuse, sexual harassment).  

Recent research distinguishes between two types of interpersonal deviance: 

behaviours targeted against supervisors and, behaviours targeted towards other 

individuals of the organisation (Hershcovis et al., 2007). Negative workplace emotions 

such as frustration, feeling of injustice, and potential threats to self are primary 

antecedents to employee deviance (Bennett and Robinson, 2003). Saks and Ashforth, 

(1997), suggested that workers feel helpless, frustrated, and alienated when they are 

subjected to abusive supervision. Mitchell & Ambrose (2007), in a study of abusive 

supervision found that this results in employee workplace deviance in two ways. First, 

employees may seek to avenge their supervisors, and second, they may target the 

organisation or other individuals.  

In HRM terms, retaliation  occurs when employees seek to "avenge" or “make the 

wrongdoer pay” for any  event that threatens or harms the employee in some way 

(Skarlicki & Folger, 1997). Brown (1968), found that hateful or offensive behaviours 

such as verbal abuse and social humiliation resulted in strong retaliatory reactions. 

Similarly, Bies and Tripp (1996), found that it is a natural inclination for individuals 

to seek revenge against those who harm them. A meta-analysis demonstrates that when 

individuals attribute responsibility to a harm doer, they respond with anger and 

retaliation (Rudolph, Roesch, Greitemeyer, & Weiner, 2004). 
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Managers are constantly seeking ways to generate greater employee commitment 

because of its association with desirable outcomes, such as reduced absenteeism, 

reduced turnover, improved job and firm performance (Chew & Sharma, 2005; Joiner 

& Bakalis, 2006). The results support that the relationship between abusive 

supervision and supervisor-directed deviance would be stronger when individuals hold 

higher negative reciprocity beliefs (Mitchell & Ambrose, 2007). 

The destructive behaviour of the garments worker can be termed as counter productive 

work behaviour (CWB), which is defined as a behaviour that harms organisations or 

organisational stakeholders (Spector & Fox, 2010). CWB includes a variety of 

behaviours that can be directed toward organisations (CWB-O) or toward other people 

(CWB-P) (Bennett, 1995). Examples of CWB-O include destroying organisational 

property, purposely doing work incorrectly, and taking unauthorized work breaks, 

whereas aggression towards a co-worker, insulting others, and yelling at someone are 

forms of CWB-P. CWB is considered an umbrella term that includes harmful 

behaviours at work, including aggression (Neuman & Baron, 1998; O’Leary-Kelly, 

Griffin, & Glew, 1996), deviance (Aquino & Lamertz, 2005; Bennett, 1995), 

retaliation (Skarlicki & Folger, 1997), and revenge (Bies & Tripp, 1996), although 

there are conceptual distinctions among these related constructs (Pearson, Andersson, 

& Porath, 2005). 

A lack of organisational citizenship behaviour (OCB) can also be identified as one of 

the factors for the accidents and destruction taking place in the RMG sector in 

Bangladesh. OCB was initially conceptualised by Organ (1988) as individual 

behaviour that is discretionary, not directly or explicitly recognised by the formal 



 

126 
 

reward system, and that in the aggregate promotes the effective functioning of the 

organisation.  

Job performance is increasingly believed to encompass constructs such as 

organisational citizenship behaviour (OCB) and counterproductive work behaviour 

(CWB). To clarify the OCB–CWB relationship, a meta-analysis was conducted. 

Results indicate a modest negative relationship (Dalal, 2005). Some researchers 

(Rotundo & Sackett, 2002) have suggested that there are three broad performance 

domains: task performance, organisational citizenship behaviour (OCB), and 

counterproductive work behaviour (CWB). However, there is growing evidence that 

at times CWB and OCB can be positively related and might be the by-product of some 

common antecedents (Fox, Spector, Goh, Bruursema, & Kessler, 2012; Spector & 

Fox, 2010). 

In a professional environment the term ‘behaviour’ is a dynamic and a highly complex 

relation between different individuals and the work environment. Individuals can 

engage in both CWB and OCB, and at times they will engage in either one and not the 

other (Spector and Fox 2010). Likewise, there are variables that will relate similarly 

to both and other variables that will relate oppositely. A proper understanding on 

boundary conditions is needed so that it can be predicted when CWB and OCB will 

either be positively or negatively related to one another and other variables. 

Attributions are one key to understanding the complexities of these employee 

behaviours in the workplace (Spector & Fox, 2010). For example, it could be that line 

managers do not implement practices or implement them in a proper way. Nishii, 

Lepak and Schneider (2008), have also found that workers' perception about the 

practices could have an impact on their response.  
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There is no doubt organisational policies and practices strengthen organisational 

citizenship behaviour (Graham, 1991). With a negative relationship of CWB and OCB 

(Dalal, 2005) improving OCB will bring positive changes to employee behaviour. To 

bring this change this research suggested incorporation of employee preferences which 

would create a sense of fairness and organisational support for employees. Fairness 

can be incorporated to managerial practices like selection, conflict resolution, theft 

protection etc. which would enhance OCB (Cropanzano & Greenberg, 1997). 

Conversely, organisational support is considered as the mediator of OCB and 

procedural justice (Moorman, Blakely, & Niehoff, 1998). The positive impact of 

procedural justice and job satisfaction on OCB has also been empirically proven 

(Moorman, 1991).  

6.3.2 Competency issues 

Most researchers who have focused on the competency aspect of HRM are driven by 

the human capital theory and the RBV theory of the firm. On one hand human capital 

theory emphasizes that employees’ skills, knowledge and abilities are the driving force 

of organisational performance when human capital exceeds labour cost (Ployhart & 

Moliterno, 2011); on the other hand, RBV provides the explanation why human capital 

can help organisations to outperform competitors. The key theme or idea of the 

resource-based view is that in order for a firm to acquire and maintain a state of 

constant competitive advantage it needs to gain and control resources that are not only 

valuable and rare but also inimitable and non-substitutable. The organisation must also 

be adequately equipped to take in and properly apply the resources to the company's 

benefit (Barney, 1991). This view is commonly shared by other fields of knowledge 

such as: core competences (Hamel & Prahalad, 2003), dynamic capabilities (Helfat & 



 

128 
 

Peteraf, 2002; Teece, Pisano, & Shuen, 1997), and the knowledge-based view (Grant, 

1996). 

Bangladesh has the key advantage of cheap labour force whereas other countries have 

advantages of skilled labour forces with superior productivity, political stability, and 

modern infrastructures (Abdullah, 2005). The downside of cheap labour force is that 

majority of the labours have low productivity as they are unskilled which in turn 

increases per unit cost of production (Chowdhury et al., 2006). This weakness can be 

easily overcome by proper training. Spinanger (2001) mentions that the only abundant 

and valuable resource in the RMG sector is its employees as they are highly reliable, 

adaptable, and responsive to training. Empirical studies have proved that any expenses 

for improving working conditions are offset by the productivity gains in the case of 

RMG sector (Berik & Rodgers, 2010). Savery and Luks (2004), found that an increase 

in the number of people who are offered training is directly related to level of 

profitability. RMG industry of Bangladesh needs proper SHRM practices for skill 

management and development in order to reap the benefits of having a large pool of 

workforce. 

The AMO model can be used to provide a balanced HR system for organisations in 

accordance with its strategy. By analysing the scope of improvement organisations 

can implement HR policies from relevant dimensions of AMO model. To be more 

employee centric this research suggests distributing the HR policies in AMO 

dimension from employee perspective and ranking those policies according to 

employee preference.  
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6.4 Why strategic human resource management is a possible 

solution for solving issues in the RMG 

Bangladesh has recently experienced rapid industrial growth where most of the 

manufacturing companies, particularly the RMG, are labour intensive (Huda, Karim, 

& Ahmed, 2007) . Although a large number of studies exist on organisational 

performance and employee attitudes in developed countries, very few studies can be 

found in the context of developing countries such as Bangladesh (Mahmood, 2004).  

From the history it is evident that apart from  external opportunities like Multi-Fibre 

Arrangement (MFA) or Generalized System of Preference (GSP) facility or cheap 

labour, people of this region are culturally well reputed in RMG (Mohammad Yunus, 

2010).  

A brief SWOT analysis of the Bangladesh RMG sector would clarify the concept. The 

primary advantages of Bangladesh are related to its labour force as Berg (2011), 

identified that the key strengths of RMG are competitive price and capacity to supply 

the required volume. Few key weaknesses such as unhappy and untrained workers are 

also related to human resource management. It's dependence on imported raw 

materials is another major weakness as only 25-30 percent value addition takes place 

at present (Habib, 2009). On a positive note, many western garment buyers suggest 

that they will shift the sourcing from China to other countries like Bangladesh and Sri 

Lanka (Berg, 2011). Better backward linkage of neighbouring countries like India, 

Pakistan and Sri Lanka poses a threat of lowering production costs in those countries 

(Habib, 2009). Poor infrastructure and non-compliance with international laws, and an 

instable political situation can also threaten growth of the industry (Berg 2011). 

SHRM can play a crucial role in every segment. For instance, the greatest strength is 
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cheap labour; key weaknesses are unskilled and dissatisfied labour and lead time; 

opportunity includes exploring other international markets and threats include 

imposition of compliance issued by buyers. All these issues are directly related to 

human resource management. Problems like lead time can be addressed by a proper 

combination of casual and permanent employees. Smooth production during strikes 

can be attained by providing accommodation to the employees near the factories. 

Moreover, the human resource division must ensure compliance related to health and 

safety to attract foreign buyers. According to Hasan (2013), improving human 

resource can assist RMG sector in facing competitive challenge after the MFA. There 

is enough space to uphold the HRM practice for a better future of RMG sector in 

Bangladesh (Chowdhury, 2015). 

One of the reasons for unrest in the garment industry is legal and institutional failures 

to ensure labour rights (Islam and Ahmed 2010). Most of the garment factories in 

Bangladesh do not follow the labour law and ILO conventions (Islam and Ahmed 

2010). Issues such as unresolved labour conflict and poor teamwork result in firm’s 

ineffectiveness, low motivation, and boredom from specialized work (Abdullah 2005). 

Insufficient or lack of proper HRM practices will bring down employee morale and 

motivation which in turn will create high job turnover. An organisation with high 

employee turnover rate develops negative attitudes among existing workers and 

reduces employee motivation to work and perform better (Holtom, Mitchell, Lee, & 

Inderrieden, 2005). The organisation further loses job specific skills, incurs disruption 

in production and higher costs of hiring and training new workers (Hughes & 

Bozionelos, 2007). Taylor (2008), suggests that workers with lower motivation and 

commitment always try to move from the organisation. Moreover, in a research titled 
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“Bangladesh Apparel Sector in Post-MFA Era: A Study on the Ongoing Restructuring 

Process” it is mentioned that a continuing dialogue between workers and management 

is essential, particularly in view of changing employment composition and new types 

of demands created for the satisfaction of the workers (Islam et al., 2014). 

SHRM theories can explain the existing employee related problems of RMG of 

Bangladesh. Proper implementation of SHRM can certainly address some of these 

issues but there are no proper guidelines on how to implement these HRM policies. 

This research explained how HRM policies can be implemented through a strategy 

which improves employee involvement, satisfaction and at the same time meets 

required organisational skills and knowledge. 

6.5 Strategic implementation of human resource management 

policies 

HRM research is shifting from the concept of homogeneity to heterogeneity in 

employee preference. The best practice concept of HRM advocated for the first one 

whereas the usual practice of elderly employee policies or equal opportunity policies 

justifies that HRM policies inherently adopted the idea of heterogeneity. A review of 

HRM literature suggests that there are at least three perspectives for theorizing HR 

practices and firm performance: universalistic, contingency and configurational. 

According to the universalistic approach an identifiable set of best practices exist, 

which when executed could lead to organisational improvements (T. A. Kochan & 

Osterman, 1994; Pfeffer, 1998). In line with this view Huselid (1995) showed how a 

set of HRM practices affect better firm performance and termed it as high performance 

work system. The contingency approach attempts to contextualize the various HRM 

practices to different organisational settings and strategies (Arthur, 1994). Later 
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Youndt et al. (1996) identified certain combinations of HRM practices as performance 

indicators.  

Research undertaken in New Zealand by Guthrie (2001), found that some HRM 

practices specifically influence firm turnover and profitability. The configurational 

approach argues that a good fit between various HRM practices and organisational 

strategy would improve the HRM-firm performance relationship (Becker & Gerhart, 

1996). According to Ichniowski & Shaw (2003), U.S. businesses have increasingly 

adopted multiple HRM innovations since the 1980s. Lepak, Marrone and Takeuchi 

(2004), advocated for unique approaches for different organisations. A similar 

suggestion has been provided by different researchers as they found that work 

processes and people management vary within and across employee groups, 

organisations, occupations, industries, and societies  (Nishii & Wright, 2007). A meta-

analysis of 239 firms derived from 65 studies reveals that HRM bundles have 

significantly larger magnitudes of effects than their constituent individual practices, 

and are positively related to business outcomes (Subramony, 2009). According to 

Mello (2006), the most important requirement of SHRM is that there is no one best 

way to manage people. Clark (2001), further found that employee motivation based 

on the effects of employment characteristics differ  significantly by gender, age and 

hours of work. 

The effectiveness of individual HRM practice and bundle of HRM practices got 

significant attention in HRM research. Researchers established the influence of HRM 

practices in moderating employees' behaviour and performance. Substantial research 

has been done to link impact of HRM practice on firm performance. The AMO 

framework explains how a bundle of some mediating factors affect firm performance. 



 

133 
 

The impact of HRM practice has been explored from both employee and organisation 

levels. This research will investigate how human resource management can be 

implemented from a policy level. The arguments presented are from HRM practice 

literature as most researches did not differentiate between policy and practice level. 

An employee perspective is chosen as the AMO framework takes account of variables 

at the individual level (Paauwe, 2009). 

Sets of HRM practices were recommended by different researchers for different 

settings. This research explored employee preference of RMG of Bangladesh and 

investigated whether any differences exist in relation to employee demographics or if 

governance had any impact on these preferences as two different settings were 

considered: export processing zone and outside export processing zone. This data was 

later harmonized with relationship of employee perception of HR policies and 

satisfaction to measure the impact of employee preferences on satisfaction. Lastly, HR 

policies were distributed to AMO dimensions according to management level 

employees. All together this would help an organisation to implement HR policies 

from an employee perspective to increase OCB and human capital for achieving 

organisational goals.  

6.5.1 Employee preference on human resource management policies 

Our first research question ranks the most prevalent HRM policies according to 

employee preferences and argues that these preferences varies for different employees. 

We believed a  work environment which suits employee's personal characteristic will 

provide the employee with positive experiences (Pervin, 1968). It also suggested that 

if employees are informed and involved in all the activities by the organisation that 

affect them it makes them feel valuable (Sherif, Nimran and Prasetya 2014). This also 
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increases the sense of fairness which enhances the sense of procedural justice to 

employees (Ngodo, 2008) and ultimately produces satisfaction among employees 

(Qureshi & Harani, 2014). These school of thoughts lead to the idea that if HRM 

policies were established according to employee preferences it would have a greater 

impact on employee satisfaction and fit with that organisation and job. 

Bretz and Judge, (1994), stated that the match between employee and organisational 

environment can be described as person-environment (P-E) fit. They also argue that 

through the activities of HRM employees develop their perception on organisational 

context and strategy. Similar thought was suggested by Rousseau and Greller (1994), 

employees' experience in an organisation is shaped by the HRM practice through 

personal interpretation and social constructions. A similar concept to P-E is person-

organisation (P-O) fit. It takes place when any or both of the following conditions are 

met: i) at least one party offers what the other needs and, ii) their fundamental 

characteristics are similar. Another very important synchronization needed for a 

successful performance is person-job (P-J) fit. It is the match between the job 

requirement and employee's knowledge, skills and abilities (Carless, 2005). Human 

resource management department through implementation of proper HRM practices 

is responsible for both P-J and P-O fit. 

Fundamentally the expectancy theory argues that the intensity of a tendency to behave 

in a certain way depends on the strength of an expectation that the act will have a 

certain expected outcome and on the degree of desire on that outcome (Robbins & 

Judge, 2013). Selection of HRM policies can be done in different ways. It could be 

according to employee preference or it could be an attempt to fill a gap or a 

combination of both. When an HRM related problem can be solved by multiple HRM 
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policies then management can choose the one which is most preferred by the 

employees. 

Researchers in human capital have put substantial effort on finding what non-financial 

benefits a job may offer to address the heterogeneity of employee preferences 

(Campbell, Coff & Kryscynski, 2012). Agarwal and Ohyama (2013), found more 

evidence to support it as they discovered employee preference is one of the key factors 

shaping retention outcomes. This research rated the HRM policies on employee 

preferences and examined whether any heterogeneity exists in terms of employee 

demographics or organisational governance policy.  

6.5.2 Source of heterogeneity of employee preferences 

Demographics have been considered as a source of significant differences for several 

disciplines which the HRM researches often ignored (Barak, Cherin, & Berkman, 

1998). Some researchers argued this has created the vagueness in relationship of HRM 

policies and organisation performance that is called the “Black Box” (Lawrence, 1997; 

Pfeffer, 1985). There is evidence of demographic influence on employee preference 

and perception of HRM practices (Edgar & Geare, 2004). Researchers found culture 

influences on employee preferences in developing countries (Ahmad & Allen, 2015). 

This research investigated impact of some demographic factors on employee 

preferences and perceptions on HRM policies. 

6.5.2.1 Gender influence 

The relevance of gender differences as a moderator of behaviours and attitudes has 

been conclusively proven by many researchers (Konrad & Linnehan, 1995). 

Significant differences were observed in various types of business preferences like 
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risk, social and competition (Croson & Gneezy, 2009). In workplace research this 

picture has been reflected, as women are more attracted towards HRM policies and 

practices that promote equal employment opportunities in the organisation (Konrad & 

Linnehan 1995). This is even true for pre-employment scenario as women tended to 

be more comfortable for applying for jobs classified as female than classified as men 

(Lawrence, 1997). Worthley et al. (2009), in a research conducted in Japan, found that 

Japanese male workers gave more value to intrinsic motivators than extrinsic 

motivators while the female workers preferred the opposite. In case of choosing 

manager's gender, male and female employees demonstrate different preferences 

(Preko, 2012).  

According to Jiang, Lepak, Han, et al. (2012), the traditional HRM research was 

concentrated only on the impact of individual HRM practices, whereas the strategic 

perspective on HRM research emphasizes HRM practices as a combined tool. 

However, none of the papers talked about HRM practiced at an intra-organisational 

level. They considered an HRM system but did not measure the practices at different 

levels of an organisational structure. For example, a set of HRM practices may be very 

desirable for female workers but not so desirable for male workers. In that case if any 

of the groups dominate a survey the results will not be accurate. Therefore, employee 

centric HRM policies should address the difference in preferences of male and female 

employees. To establish the standing, we started with testing the hypothesis that 

preference varies according to gender in our study setting. 

H1: The preference for HRM practices is different for male and female workers 
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6.5.2.2 Impact of age 

Different generation of workers show different behavioural characteristics and 

preference over their need and want. To attract and retain the perfect talent pool from 

all these groups, organisations have to modify their HRM practices (Stone & Deadrick, 

2015). Research suggests that work preference and motivation vary markedly between 

baby boomers and generation X (Twenge, Campbell, Hoffman, & Lance, 2010). For 

example, hard work and achievement, intrinsic reward, and loyalty to the organisation 

were the priorities of baby boomers (born1946-1964) whereas for generation X (born 

1965-1981) some of the most important organisational HRM practices are promotion 

opportunity, steady employment, leisure time, extrinsic reward and work-family 

balance (Cennamo & Gardner, 2008). 

Another research revealed that initially people are mostly concerned about their pay, 

but once a higher level of pay is reached, relative comparisons and pay distributions 

become the major factors of pay satisfaction (Cropanzano & Greenberg, 1997). Money 

is important to satisfy various needs, however, as those needs become fulfilled, money 

becomes less of a motivator (Alderfer, 1972). Tang (1995), reported older people tend 

to budget more and view money in a less negative way while younger people are less 

careful with money. 

One method might be to identify what rewards different individuals prefer and build 

a reward system that would include an aggregate amount of benefits to be received by 

the employees. From this the employees can choose different rewards or benefits. For 

example, an employee might select more holiday time with respect to pay whereas 

another employee might select more work and pay instead of vacation time. 
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An extensive review of literature shows that only two studies exist that have examined 

and taken into account the age factor in similar conditions (Kooij, Jansen, Dikkers, & 

Lange, 2010). A study in 2004 by Conway shows the relationship between change of 

commitment and HRM practices with changes in different stages of the career. This 

study found that training was strongly associated with commitment among the seniors 

(>41) than the middle (31-40) and younger (<30) aged groups. Finegold, Mohrman 

and Spreitzer (2002), studied whether employment relationship factors such as 

commitment and eagerness to shift companies varied among different age groups. 

Their study found two things. Among older workers there was a strong link between 

job security and commitment, whereas among employees aged below 30 there was a 

more negative association between the intention to leave and to grow one's skills and 

having the salary linked to performance. It is necessary to incorporate this difference 

in preference while implementing or evaluating HRM policies. For these reasons we 

considered age as the second demographic factor contributing to differences in 

preferences. 

H2: The preference for HRM practices is different for young and aged employees. 

6.5.2.3 Influence of education and designation 

The influence of demographic factors such as education or designation on employee 

preference has been little researched. In other fields of knowledge these two factors 

are found to be of significant influence on lifestyle and satisfaction. Employee 

attitudes are governed by their position (Ely & Thomas, 2001). This status entails 

several aspects like designation, education, financial condition, influences etc. where 

the latter are the products of the initial two aspects. As a result the motivators are 

different for different levels of employees like workers and supervisors (Kovach, 
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1987). Long back it has been established that education influences reflective thinking 

(Baron, 1981) and in line with that researchers also found strong relationship between 

education and preferences (Stelmach, 2004). Education also strongly influences life 

satisfaction (Fernandez-Ballesteros, Zamarron, & Ruiz, 2001).  

As early as 1943, Maslow had stated that employees and, in general, people are 

inspired by the need or desire to acquire and maintain the different conditions based 

on which the core satisfactions rest. In a publication by McClelland in The Achieving 

Society in 1961 it was described how the theory of needs focused on the following 

three aspects: power, affiliation and achievement. The equity theory describes how 

individuals are not only concerned with the amount of benefits or rewards they receive 

for their hard work or efforts but also how it is related to the amount that others receive. 

Factors such as efforts, education, competence and experience help to compare 

outcomes such as salary amount, increments, recognition and other similar factors. So, 

we assumed education and designations are two other demographic factors that would 

influence employee preference of HRM policies. We tested the following two 

hypotheses to verify our assumption: 

H3: The preference for HRM practices is different for people with different 

educational backgrounds. 

H4: The preference for HRM practices is different for lower, middle and top-

level employees. 

6.5.2.4 The impact of governance: EPZ and outside EPZ 

Governance setting influences the employee attitudes (Edgar & Geare, 2004). This 

notion led us to examine whether any difference exists in the preference of employees 
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within EPZ and outside EPZ. Export Processing Zones in developing countries offer 

various incentives to attract foreign investment (Papadopoulos & Malhotra, 2007). 

Comparisons of wages and working conditions between Export Processing Zone 

(EPZ) and non-EPZ garment units show that the employment conditions in the EPZs 

tend to be far superior (Bhattacharya, 1998; Kabeer & Mahmud, 2004). Because of 

the enclave nature of the EPZs, the tasks of Bangladesh Export Processing Zone 

Authority (BEPZA), which is vested with the responsibility of monitoring labour 

conditions in all its member firms, can more easily be carried out (Murayama and 

Yokota, 2008). Claeson (2012), found that the failure of garment factories to 

implement the minimum wage set for garment workers and a lack of recognised labour 

unions were the key reasons for the recent unrest. Therefore, with better labour 

conditions employee satisfaction should be more for EPZ employees. 

For HRM researchers one of the major challenges is to identify the differences or gaps 

between the theories and practices (Khilji & Wang, 2006b). Similarly, the model 

proposed by Wright & Nishii (2007), shows that employees' perception of HRM 

practices greatly influence the effects of HRM practices on their behaviours and 

attitudes. In other words, the model proposes that it is the employees' experience of 

HRM practices that influence employee outcome rather than the actual documented 

HRM practices by the policy makers. How much an HRM policy will bring results 

will depend on the extent to which the employees think that these practices are indeed 

being offered to them. According to them the deviation or variance between actual and 

perceived HRM practices will occur because of differences in what is practiced or 

offered to the employees. Another reason for the deviance is the differences in how 

individuals perceive the offered practice. As a result, the influence of governance and 

formality would also impact the preferences of the employees. 
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H5: The preference for HRM practices is different for employees of EPZ and 

non EPZ. 

As can be seen from the above discussion motivators are different for different groups 

of people. The structure of the AMO dimensions is therefore expected to be different 

for different groups of employees. If it appears that the dimensions are different for 

different levels of employees, it will have an obvious impact on evaluating firm's HRM 

practice. While recommending implementation of AMO dimensions, this research will 

consider the uniqueness of HRM practices depending on the circumstances and 

recipients.  

6.5.3 Incorporating employee satisfaction to validate results  

The incorporation of employee preferences into the implementation of HRM policy 

has been justified by observing its relationship with job satisfaction. That is why the 

second research question investigates the relationship of job satisfaction and 

employee’s perception on HRM policies. We also assume that if preference is 

influenced by demographics then the same must be true for the relationship of 

perceived HRM policy and satisfaction.  

Job satisfaction has been used by researchers as a mediating factor in AMO model 

linking HRM practices and organisation performance (Fabi, Lacoursière & Raymond, 

2015). Other factors such as turnover and operational outcomes have also been used 

as mediating factors (Jiang, Lepak, Jia, et al., 2012). It is evident that both turnover 

and productivity are directly related to satisfaction (Hackman & Oldham, 1976). There 

are several researchers who found a negative correlation between job satisfaction and 

turnover in different industries (Amah, 2009; Griffeth, Hom, & Gaertner, 2000; Khilji 

& Wang, 2006a).  
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Employee satisfaction also directly impacts productivity. Several researchers found 

that satisfied employees are key to customer satisfaction (Chi & Gursoy, 2009). 

Edmans (2011), found that employee satisfaction influences shareholders’ return. A 

meta-analysis conducted by Harter, Schmidt and Hayes (2002), found substantial 

impact of employee satisfaction on business outcomes and organisational citizenship 

behaviour.  

Research further suggests that organisations that had proper compensation, adequate 

benefits, and job security helped to attract promising employees and retain them. The 

social exchange theory (Blau, 1964) and the norm of reciprocity (Gouldner, 1960), 

state that employees who find an organisation's actions toward them as positive and 

beneficial are motivated to work harder and reciprocate the organisations’ favours 

towards them. It has been found that motivation-enhancing HRM practices such as 

performance-based compensation, job security, and incentives and benefits enhance 

employee extrinsic motivation that connects their efforts to rewards. On the other hand 

HRM practices such as employee participation, team work, and flexible job design 

enhance employee intrinsic motivation, which in turn helps them to face challenges at 

work (Ryan & Deci, 2000). Furthermore, skill-enhancing HRM practices such as 

recruitment and training help employees in career development and create 

opportunities for promotion (Tharenou, Saks, & Moore, 2007). Empirical research by 

Gardner, Wright and Moynihan (2011), examined the influence of three HRM 

dimensions on employee affective commitment and found a positive relationship. 

Jiang, Lepak, Jia, et al. (2012), found that three dimensions of HRM systems are 

positively related to employee motivation to different degrees. It is expected that if 

employees preferred HRM polices match with perceived HRM policies, they become 

more satisfied. We verified it by testing two hypotheses. The first one explored the 
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relationship of job satisfaction with employees’ perception of HRM policies and 

second one examined whether the presence of preferred HR policies make the 

employees happier. The following hypothesis has been tested to identify the validity: 

H6: Employees who’s perceived HRM practices closely match with the 

desired HRM practices obtained from this research, are more satisfied. 

The previous section descried how the demographic influences employee preferences 

and perceptions. Extending the same concept in the relationship between perceived 

HRM and satisfaction it is assumed that this relationship will also depend on 

demographic factors. That is, satisfaction of two different groups will vary even 

though they perceived that the organisation has implemented the same HRM policies. 

H7: The relationship between perceived HRM policies and satisfaction is 

moderated by demographics. 

6.5.4 Identifying effective combinations of HRM policies 

A major distinguishing factor of SHRM from HRM is the consideration of a system 

approach instead of individual HRM practice (Lepak et al., 2006). HRM literature 

talks about individual HRM practices while SHRM considers it as a system. They also 

argued that the objective of the system approach should be achieving knowledge, skill 

ability, motivating employees and providing the employees enough opportunity to 

perform. Kundu and Gahlawa (2016) suggested that proper design and implementation 

of high-performance HRM practices like extensive training, compensation, rigorous 

staffing, self-managed teams, empowerment, performance-based appraisal and 

flexible work arrangement is a must to achieve AMO required by the firm for 

improved performance. Our third research question categorised these HR policies in 

three dimensions. 
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Jiang, Lepak, Jia, et al. (2012), found that motivation enhancing HRM practices had 

positive impact on employee turnover while opportunity enhancing HRM practices 

had negative impact. On the other hand, skill enhancing HRM practices had indirect 

negative impact on turnover. They also suggested that an HRM practice can influence 

all the dimensions, but it will be primarily associated with one dimension. 

While implementing a strategy it is necessary to recognise which HRM policy 

represents which dimension so that the gap can be filled with the appropriate HRM 

policy. For this reason, individual policies need to be identified because of its 

suitability in ability, motivation or opportunity dimension. Previous researches either 

used a very educated respondent group to categorise HRM practices in three 

dimensions or used an anecdotal process. We categorised it from employee 

perspective. While categorising this research focuses on whether there is any cognitive 

impact on this categorisation. 

This chapter discussed the main objectives of this research along with some 

background information. It also singled out several hypotheses to make it more 

specific. The next chapter discusses the methods used to meet these objectives. 
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Chapter 7: Methodology 

7.1 Introduction 

Strategic human resource management is a well-established academic domain, but 

little research has focused on Bangladesh’s garment workers. Few articles gave a clear 

picture of HRM policies and practices in Bangladesh’s garment industry and, further, 

garment workers are not very familiar with research, so are not open to surveys or 

interviews. The data collection process was therefore kept very simple. A quantitative 

approach was used, with the questionnaire written in Bengali to ensure the participants 

understood the information required. The questionnaire was first written in English, 

then translated in Bengali and re-translated to English to validate the Bengali 

questionnaire.  

Data collection was a very interesting venture in this research. The twists and turns of 

a complicated project management were felt while collecting the data. In addition to 

describing this experience, the chapter explains the research method, the reasons for 

selecting variables, and data collection tools. The methodology is divided into the 

organisation of the research tools and the implementation of these research tools. 

In the first phase, 16 HRM policies were chosen from the literature (as discussed in 

Chapter 4), and data collection tools were finalised to collect the data required for this 

research. This research used several scales to collect data which includes Best-Worst 

scaling (BWS), Likert-type Scales and Dichotomous (yes-no) Scales. In the second 

phase decisions were made on issues such as data collection points, sample size, 

methods of data collection and, lastly, data collection in the field and data storage to 

enable subsequent analysis.  
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This chapter describes the scales and implementation of research tools while chapter 

7 explains the reasoning behind selecting the 16 HRM policies. This is done mainly 

to maintain a symmetrical chapter length and to make it more readable. Before 

outlining the methods, a quick summary of the research focus and its reflection on the 

questionnaire would help to justify the methods. 

7.2 Research focus 

This study explored how the AMO model might be operationalised from an employee 

perspective. This required two steps: i) identifying employee’s preferred HRM 

policies are and seeing how they might be executed and ii) finding ability, motivation 

and opportunity enhancing policies and then implementing them.   

With this end in view the first section of the questionnaire was designed to see how 

management level employees think HRM policies are categorised using the ability, 

motivation and opportunity HRM dimensions. In order to determine employees' 

perceptions of HRM policies the second part used the best-worst scaling (BWS) 

method to estimate such preferences. Differences in preferences among different 

groups of employees (determined by age, gender, education, experience and 

workplace designation) were also examined to provide answers to the study’s the two 

primary objectives. Preferences for employees in factories in the EPZ and outside the 

EPZ were also examined. 

The third section of the questionnaire asked participants about their organisations’ HR 

policies, and the last section measured satisfaction. These two measures were included 

to see whether HRM policies shape employee satisfaction and if the use of more 

preferred HRM policies affect employee satisfaction. 
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7.3 Organisation of the research tools 

In this phase of research data collection tools were identified and shaped according to 

the research need. Sixteen HRM policies considered to be most important were 

identified from the literature. Simultaneously, different tools and scales were explored 

to come up with the best fit for the survey group.  

7.3.1 Questionnaire preparation 

The questionnaire was kept as simple as possible to ensure its suitability for the 

targeted audience, as the major participant group had limited literacy skills. As noted 

earlier, the questionnaire was translated to Bengali and re-translated to English to 

validate the translation process. The motivation and validation of the questionnaire are 

presented below: 

7.3.1.1 Categorising HRM policies into three dimensions 

Subramony (2009) found a bundle of HRM practices has a synergistic effect; making 

it more effective than when executed alone. On the other hand, Backer (1997) devised 

the term "deadly combination" for a set of HRM practices. Scholars of human resource 

management have divided all the HRM practices in three dimensions. Bello-Pintado 

(2015), found that there is a strong synergistic effect among the dimensions. As a 

result, motivations enhancing HRM practices have a synergistic impact on ability and 

opportunity enhancing HRM practices and vice versa, and ability and opportunity 

enhancing HRM practices also influence each other. This research examined how the 

HRM policies were distributed in these three categories. It identifies whether a clear 

demarcation line can be drawn among the HRM policies or if there are overlapping 

areas. This should help HRM practitioners in two ways: 
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• When aligning HRM policy with firm strategy they will be able to prioritize 

the HRM policies. For instance, if HRM finds that employees lack motivation 

they can select and employ HRM practices from motivation enhancing HRM 

policies. 

• It will help HRM practitioners to choose the right bundle. 

This should also help categorise HRM policies into three dimensions (Kundu and 

Gahlawat, 2016). This section was inspired by Gardner, Wright and Moynihan's 

(2011)  study, with some modifications to account for the present research context. 

This questionnaire kept the three dimensions together and asked participants to rate 

each HRM policy on each dimension, which had some added benefits. As all three 

dimensions were together, respondents could rate an HRM policy across each 

dimension. One criticism of rating scales is that respondents do not use ratings the 

same way across categories, and hence, the meaning respondents associate to the 

categories influence the perceived distance between categories (Cohen, 2009). In this 

case the respondents rated the dimensions simultaneously, thereby reducing such 

errors and the number of questions.  

7.3.2 Best-worst scaling 

Managers and researchers are interested in measuring and forecasting the importance 

and preferences for product attributes to better fit products to consumers’ expectations 

and demands (Cohen, 2009). Inspired by this idea, the current research attempted to 

examine employees’ HRM policy preferences.  

Response bias can be a source of error in  survey research (Fischer, 2004), such biases 

include : i) social desirability bias, which is a tendency to provide “socially expected” 

answers; ii) acquiescence bias, which is a tendency to agree and iii) extreme response 
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bias, which is a tendency to use extreme points on a scale. Best-worst scaling (BWS) 

is a new approach that overcomes these issues (Lee, Soutar, & Louviere, 2008). In 

BWS, respondents cannot use extreme end points or middle points. Further, BWS does 

not use numbers, which has advantages when undertaking research across countries. 

Regardless of respondents’ cultural background, language or country, BWS is 

universal in its application, avoids problems of rating bias and reduces cross-cultural 

issues. In the present Bangladesh context, it has some added advantages, as most 

garments workers have no formal education (Kabeer & Mahmud, 2004) and BWS 

items are easier to answer (Lee, Soutar, & Louviere, 2007). Finally, as BWS asks 

respondents to choose extreme options and forces them to trade off among different 

options, predictive validity is improved as there is maximum discrimination between 

items (Chrzan & Golovashkina, 2006).  

Another very important feature of BWS is its suitability in a broad spectrum of 

contexts and its applicability when examining a variety of problems (Massey, Wang, 

Waller, & Lanasier, 2015). Thus, Cohen (2009) used it to understand wine preferences, 

Louviere & Islam, (2006) used it to examine willingness to pay, Massey et al. (2015) 

tested the impact of an advertisement and Vanschoenwinkel et al., (2014) used it to 

design a solar cooking product. Further, Flynn et al. (2007) used BWS in a health care 

sector context, while Coltman et al., (2011) used it in a third party logistic context. It 

can also be more effective than traditional rating personal values scales, such as 

Kahle’s list of values (Lee, Soutar, & Louviere, 2007) and Schwartz’s basic human 

values (Lee, Soutar, & Louviere, 2008).  

BWS, which was developed in the 1980s, uses subsets of items determined by an 

appropriate experimental design (e.g. a balanced incomplete block design) and asks 
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participants to choose the best and worst item from these subsets (Cohen, 2009), from 

which scores for each item can be determined for each participant. A commonly used 

simple scaling approach is: 

Score = (#times j is best - #time j is worst)/#subsets in which j appears (1), 

where j =item j 

This ensures the scores range from -1 (always worst) to +1 (always best), with higher 

scores (i.e. closer to +1) suggesting more favourable preferences. There are more 

complex scoring options, including a “ratio scale version” (Lee, Soutar, and Louviere, 

2008, p. 339), which was used here, as it provides a useful way to determine a 

standardised score for each option (HRM policy in this case). 

A balanced incomplete block design (BIBD) was used here to create the needed 

subsets, as this design ensures occurrence and co-occurrences are  constant, which 

makes scaling more efficient (Marley & Flynn, 2015). As sixteen HRM policies had 

been identified, a 20-subset design in which each subset had 4 items and each item 

appeared 5 times was used in this case. 

7.3.3 Perceived presence of human resource management policies 

Perceived HRM practice is the result of employees’ experience, person-organisation 

fit and person-job fit (Boon, Hartog, Boselie, & Paauwe, 2011). It can be different 

from what policymakers are offering.  Different researchers have measured existing 

HRM practices in different ways.  For example, Lee, Lee, and Wu (2010), identified 

HRM practices using a strongly disagree to strongly agree Likert-type scale, as did 

Kundu and Gahlawat (2016).  Ferguson and Reio (2010) followed a different 

procedure. Rather than exploring individual HRM practices, they measured 
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employees’ perceptions of the organisation’s overall skills, again on a Likert-type 

scale. However, inspired by Wright and Gardner (2003), this research used a 

dichotomous scale.  While they used "yes", "no" or "I don't know" alternatives, the 

third option was eliminated, as other research has suggested "I don't know" implies 

"no" (Groothuis & Whitehead, 2002). 

The questionnaire developed by Warr, Cook and Wall (1979) was  used to measure 

employee satisfaction. It is a 15 item, 7-point Likert-type scale. Some background 

information (e.g. gender, age, work experience, experience in the existing company, 

present role and education) was also collected in the final section of the questionnaire. 

7.4 Sampling 

There are more than four million RMG workers in Bangladesh. This research obtained 

responses from 400 workers, which is more than the minimum sample size suggested 

by Ferdous (2015), who used a formula suggested by Krejcie (1970) to suggest 

appropriate guidelines. Samples of 150 supervisors and 150 managers were also 

obtained, with both being large enough for the expected analysis. 

Data were collected from Export Processing Zones (EPZ) and areas surrounding 

Dhaka. The first EPZ in Bangladesh was set up in South Halishahar in Chittagong in 

1983. Encouraged by its success, the government set up the country’s second EPZ at 

Savar near Dhaka in 1993 (Fakir, Miah, & Hossain, 2014). There are now eight EPZs. 

including Narayanganj, which is close to Dhaka. These EPZs have an investment of 

USD 1517 million and generate employment for more than 230,000 people (Rahman, 

2015).  
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Employees were surveyed within and outside these EPZs and employees from two 

readymade garment industries were surveyed (i.e. factories that directly export 

garments and factories that supply buying houses). A summary of data collection 

centres is provided in Figure 7.1. 

Figure 7. 1: The Data Collection Centres 

 

7.5 Data collection procedures 

Several academics and professionals were consulted before planning the data 

collection process. Dhaka was visited to manage the data collection process in the best 

possible way. A professional market survey team was involved in the data collection 

for several reasons, as is discussed subsequently. 

7.5.1 Justification for using a professional market survey team 

Dhaka is a densely populated city, which puts pressure on road infrastructure. A recent 

World Bank study found the average traffic speed in Dhaka city is about seven 

km/hour (Mahbub, 2017), which suggests that peak hour speeds are much lower. The 

distance from Dhaka to Narayonganj or Savar is about 21 kilometres, which suggests 

average it would have taken 3 hours each way, making impossible for one person to 

collect 700 surveys. Further, RMG workers are not very literate. Even supervisors and 
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management level employees are not very familiar with the basic concepts of research. 

It was not feasible to use survey monkey or other online survey tools, including 

emailing. The questionnaire had to be presented in person and, in many cases, the 

questionnaire explained. These conditions suggested a team effort was needed to 

collect the data. 

Further, employee-employer tension is common in the RMG industry. A lack of trust 

means garment workers fear of losing their job. Consequently, they do not want to be 

involved in research. To overcome this situation, those collecting the data needed to 

establish a sense of trust and make potential participants comfortable.  Professional 

survey teams are experts in this, which made their use desirable. 

7.5.2 The initial plan 

Although the data were collected by a professional team, the execution plan was 

designed by the researcher. Initially it was agreed that the data would be collected 

during the lunch hour or at the end of a shift when the data collection team can get 

several workers together to save time. Business premises were avoided to reduce the 

need to obtain permission from authorities, as there are always ongoing issues between 

management and employees. Sympathetic strikes and sit-down strikes are very 

common. To avoid these RMG owners try to control external interaction with workers 

in business premises. However, the project did not move according to plan as a terror 

attack took place in Dhaka that killed several foreign RMG investors. 

7.5.3 The terror attack   

On July 1, 2016 five men with guns and swords attacked Holey Artisan Bakery, a cafe 

situated in one of the most affluent areas of Dhaka, which is also the diplomatic zone. 
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It was the first time a terror attack of this magnitude and gravity took place in 

Bangladesh. The 12-hour siege ended with military intervention but, by that time, it 

had cost the lives of 20 hostages, 2 policemen and 2 bakery staff, while almost 50 were 

injured, most of whom were policemen. It was carried out by five young men, a few 

of them were from well to do families. Nine Italians, seven Japanese, two 

Bangladeshis, one Indian, and 1 American were killed. The nine Italians were 

investors or professionals working in the RMG industry, some of whom owners of 

multinational fashion design houses. All the Japanese nationals killed were RMG 

consultants. 

7.5.4 Aftermath of the attack 

This incident affected the garments industry directly, spreading a sense of mistrust and 

fear at an individual and organisational level. In an interview with Reuters (2016), the 

Managing Director of Ananta Garments, Mr. Shahidul Haque Mukul, said: 

 “An incident like this will definitely impact us, in as much as our importers from 

places such as (the) U.S. and China will be wary to visit because of security 

concerns” (Paul & Mukherjee, 2016). 

The attack left everyone shocked and terrorized. The Government undertook several 

missions to find the masterminds behind the attack and destroy them. A special law 

enforcement authority against terrorism carried out operations to catch or kill the 

militants. This hampered daily life and severely obstructed businesses. People became 

more cautious talking to strangers and organisations became more vigilant about 

outsiders. This made it became very difficult to collect survey data, especially as 

authorities in RMG factories were very rigid about allowing anyone into their sites 

and garment workers were very wary about getting involved.  
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A new strategy was needed to overcome these problems. Rather than asking garment 

workers to complete surveys in their factories, the research team went to their 

residences during the weekends. Most garments workers live in groups and it was 

hoped they would be more open towards us in their comfort zone. It also had an added 

advantage, as getting one worker to participate ensured participation from the whole 

group.  

7.6 Ethical consideration 

This research put great attention to its participant’s confidentiality and convenience. 

Keeping in mind the vulnerable group, the questionnaire was designed in such a way 

so that it does not create any conflict between employees and employers. No sensitive 

information was collected, and the data has been presented in such a way that none of 

respondent’s identity was exposed. 

Prior to conducting the data collection ethic approval was taken from the Ethics 

Committee of University of Western Australia. The full questionnaire, participant 

information form and participant consent form were provided to the Ethics Committee 

for approval as well. No issues relating to ethics were detected during the data 

collection process.  

7.7 Data management process 

The data were initially input into Microsoft Office Excel, as it was easily available. It 

was the imported into SPSS for further analysis. The BWS scores were calculated 

separately and these values were added to the SPSS data file. A soft copy of the data 

was saved on Google drive and the hard copies were kept in a safe place. 
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This chapter illustrated the data collection tools and the rationale behind selecting 

them. It also described the data collection procedure and portrayed the situation of the 

respondents and the study centre. A descriptive analysis of the data collected has been 

given in the next chapter prior to launching the main analysis. 
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Chapter 8: Some Initial Results 

8.1 Introduction 

This chapter discusses some relevant descriptive statistics. The aim was to get a better 

understanding of the data prior to undertaking further analysis. A detailed description 

of the respondents’ demographics is provided, followed by a discussion of the 

questionnaire’s various items that is provided in line with the study’s research 

questions. Initially the data were examined to check for missing data and erroneous 

inputs. There were no missing data, some errors were noted and corrected by referring 

these issues to the original responses. 

8.2 The sample 

As was noted earlier, a total of 700 responses were obtained. As can be seen in Table 

8.1, responses came from three geographic areas (Dhaka (n = 366), Savar (n = 174) 

and Narayanganj (n = 160)). Two hundred and twenty-seven responses were obtained 

from factories within the EPZ, with the rest coming from outside the EPZ.  

Table 8. 1: Cross Tabulation of Study Centre with Zone 

Study Centre EPZ Non EPZ Total 

Dhaka 111 255 366 

Narayangonj 62 112 174 

Savar 54 106 160 

Total 227 473 700 
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8.3 Respondents’ backgrounds 

Some background information was collected, and this is discussed in subsequent 

paragraphs.  The sample comprised 304 female employees and 396 male employees, 

while there were 381 workers, 20 supervisors and 299 management level employees. 

In general, there are more female than male workers employed in the RMG sector in 

Bangladesh. The data reflected this, as 254 of the 304 female employees were the 

workers, while 252 of the 396 males were management level employees. Thus, 

workers were predominantly female, while the supervisors and managers were 

predominantly male, which is not unusual in a male dominant society such as 

Bangladesh. 

Table 8. 2:  Work Designation and Gender by Zone 

Designation Male Female Total 

Worker 127 254 381 

Supervisor 17 3 20 

Management 252 47 299 

Total 396 304 700 

 

The respondents’ ages ranged from 15 to 64 years, with a mean age of 29.  Almost 

70% of the respondents were 30 years or younger. There was a significant difference 

between the mean age of the males and females (31.30 compared to 25.25). Further, 

no female respondent was older than 40, while more than 15% of the male respondents 

were aged between 40 and 64. Not surprisingly, given the gender distribution, the 

workers were significantly younger than the supervisors and managers, but there was 

no difference in the mean ages of the supervisors and managers. Following Conway's 
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(2004), suggestion and, as can be seen in Table 8.3, respondents were classified as 

young (<30), middle-aged (30 and 39) and older (>39). 

Table 8. 3: Age Group Frequencies 

Group Frequency Percent 

Young (<30) 415 59.3 

Middle (30-39) 209 29.9 

Senior (>39) 76 10.9 

Total 700 100.0 

 

Respondents’ average work experience was seven years, with almost 30% having less 

than three years’ experience. Almost all the workers (90%) had less than 10 years of 

experience, while 35% of the managers had more than 10 years’ experience. Not 

surprisingly, there was a significant difference between workers’ and managers’ 

experience.   

An enquiry on education shows that there are 9 employees without any literacy and 

11 employees who are literate but have no institutional education. Most of the 

employees have education between Secondary School Certificate (SSC) and Higher 

Secondary School Certificate (HSC) and they are mostly employed at the management 

level. Most supervisors and some workers have the same qualifications as well. This 

group has 262 members which is very similar to the second largest group of 258 

members whose level of education is class 5 to 10. Most of the members of this group 

are workers (247), 7 are supervisors and 4 are management level employees. 

Surprisingly there are 3 respondents whose education is below the primary level but 

work as managers. There is one respondent who has a BA degree and 15 years of work 

experience yet is employed as an operator. Only 30 respondents have university 
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degree. Similar results appear from a cross tabulation of gender and education. Most 

of the female respondents did not pass class 10 and there are only 11 female 

respondents with a diploma. In comparison there are 96 male respondents over that 

qualification. 

8.4 The best-worst scaling (BWS) data  

The first research question examined preferred HRM policies. As was noted in chapter 

7, the data used to measure HRM policy preferences were obtained through BWS, 

with the 700 respondents answering these questions. This section describes 

respondents’ HRM policy preferences. The scores in this case were calculated using 

the square root ratio approach suggested by Lee, Soutar and Louviere (2008), as this 

allowed the computation of standardised scores that indicated the relative preferences 

attached to each policy (Mueller & Rungie, 2009). Table 8.4 shows the overall 

preferences for the sample, with higher scores implying greater preference, and the 

standardised scores suggested the relative preference of each HRM policy. 

The results suggested "bonuses" was the most preferred policy for the overall sample, 

followed by "promotion opportunities" and "building relationships and developing 

organisational culture". The least desired HRM policies were "encouraging 

innovation", "organisational redesigning" and "process redesigning". Using the 

standardising approach suggested by Mueller and Rungie (2009), it was clear that all 

of the policies were reasonably important, as “encouraging innovation” (the least 

preferred policy) was about half as important as “bonuses” (the most preferred policy). 

Thus, all these HRM policies need to be considered. 
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Table 8. 4: Preferences of HRM Policies 

HRM Policies Mean BW Score Standardised 

BW Score 

Bonuses 2.10 1.00 

Promotion opportunities 1.96 0.93 

Building relationship and developing organisational 

culture 

1.93 
0.92 

Structured formal recruitment process 1.92 0.91 

Formal training 1.88 0.90 

Benefits (such as work-family assistance practices, 

transportation, accommodation) 

1.67 
0.80 

Formal performance evaluation 1.63 0.78 

Ensuring health and safety 1.61 0.77 

Competitive salaries and wages 1.51 0.72 

Job rotation 1.50 0.71 

Complaint process 1.49 0.71 

Participation in decision making 1.47 0.70 

Specific job description 1.44 0.69 

Process redesigning 1.32 0.63 

Organisational redesigning 1.30 0.62 

Encouraging innovation 1.18 0.56 

 

8.4.1 Background variables and preferred human resource management policies 

Differences between male and female participants were examined first. The most 

desired HRM policy (bonuses) was the same, regardless of gender, but there was a 

difference in the second choice. For female employees, a structured formal recruitment 

process was the second most desired HRM policy whereas, for males, this was ranked 

in the sixth position, with promotion opportunity being second. However, Spearman’s 

rank correlation between the two genders was 0.92, suggesting there was strong 

agreement about the order of their preferences.  This was also true when worker and 

supervisor/manager preferences were examined, as the rank correlation in this case 

was 0.81. 
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Further, when the preferences of the three age groups mentioned earlier were 

examined, the orderings were similar, as the rank correlations in this case were 0.88 

between young and middle-aged participants, 0.76 between young and older 

participants and 0.80 between middle-aged and older participants. Clearly, there are 

strong similarities in the preference orderings across the three age groups, although 

there were some differences, especially between the young and older participants. The 

biggest difference was in the importance attached to competitive salaries, which were 

relatively unimportant to younger participants (ranked 13th) and middle age 

participants (ranked 9th) but very important to older participants (ranked 2nd). For 

young employees, entry level salaries are standard and there is little bargaining power 

whereas up the ladder employees have more bargaining power and the salary structure 

varies. The other reason could be that responsibilities increase with age and monetary 

benefits therefore become more important. Relationships and culture were a little more 

important to younger participants than older participants (ranked second compared to 

sixth), as were complaint processes (ranked ninth compared to 13th). Interestingly, 

except for competitive salaries, there was strong agreement about the most preferred 

and least preferred policies. 

Some small differences were observed when comparing the preferred HRM policies 

of EPZ and non EPZ employees. The top five most preferred HRM policies were same 

for both the groups, although preferences varied (e.g. formal training was the second 

most preferred HRM policy for EPZ employees and the fifth most preferred for non-

EPZ employees).  However, Spearman’s rank correlation in this case was 0.92, 

suggesting strong agreement between the two groups of participants. 
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It appeared that preferences for HR policies were relatively stable across the different 

groups examined in this analysis, apart from competitive salaries, which were much 

more important to older participants than to younger participants. Despite this, it is 

clear there is a consensus in the ordering and that organisations can decide about their 

HR policies without worrying greatly that they will be viewed very differently by 

employees with different backgrounds. 

Figure 8. 1: Policy Importance and Heterogeneity 

 
However, it may be there is heterogeneity within the responses that are not related to 

these background variables. Mueller and Rungie (2009) have suggested a useful way 

to examine this issue through a diagram showing the means and standard deviations 

of the options evaluated (HRM policies in this case), although the -1 to +1 simple 

BWS scores are used in this case. The results obtained here can be seen in Figure 8.1. 

Mueller and Rungie (2009, p, 29) suggested organisations “should optimise those 

attributes with high importance (and) pay special attention to those attributes that show 
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a high amount of heterogeneity and reasonable importance implying that they are very 

important to a subset of their customers (employees in this case), even though they 

may not be important to all.”  These policies can be found in the upper right-hand 

corner of Figure 8.1. In this case, it seems bonuses, recruitment processes, promotion 

opportunities, organisational culture, formal training and competitive compensation 

are in this category. Thus, it would be worthwhile examining sample heterogeneity in 

more detail.  

Table 8. 5: Mean Preference Scores for the Four Clusters 

HRM Policy Cluster 1 Cluster 2 Cluster 3  Cluster 4 

Recruitment processes -0.06 -0.35 0.44 0.33 

Formal Training 0.08 0.13 0.61 0.54 

Formal performance evaluation 0.05 0.08 -0.41 0.46 

Competitive compensation 0.11 -0.52 -0.82 0.86 

Bonuses 0.11 0.79 0.63 0.17 

Promotion opportunities 0.08 0.28 0.56 0.60 

Complaint processes 0.01 0.04 -0.68 -0.22 

Job rotation -0.04 -0.11 -0.35 -0.29 

Organisational culture 0.07 0.53 0.44 -0.31 

Specific job description -0.01 -0.25 -0.35 -0.09 

Benefits -0.02 0.19 0.07 0.10 

Participation in decision making 0.00 -0.18 -0.21 -0.31 

Ensuring health and safety  -0.03 0.11 0.04 -0.03 

Encouraging innovation -0.05 0.21 -0.34 -0.52 

Process redesign -0.15 -0.45 0.13 -0.61 

Organisational redesign -0.17 -0.51 0.23 -0.69 

Cluster Size 394 133 124 49 
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Heterogeneity was examined by cluster analysing the full data set to see whether there 

were meaningful subgroups. Ward's (1963) hierarchical clustering procedure was used 

in this case, as it "maximizes intercluster differences, tends to produce clusters of 

relatively similar size and is relatively insensitive to outliers" (Viswanathan et al., 

2007, p. 95).  Results were obtained for cluster solutions ranging from two clusters to 

eight clusters. However, the size of some of the clusters fell below 30 when more than 

six clusters were obtained, and these solutions were not examined further. The point 

biserial correlation (Milligan & Mahajan, 1980; Sweeney, Soutar, & McColl-

Kennedy, 2011) was then used to determine the appropriate number of clusters. In this 

case, the point biserial correlations ranged from 0.23 to 0.49, with the highest being 

obtained for the four-cluster solution. Consequently, these clusters were used in the 

subsequent analysis. The mean simple BW scores for the sixteen HRM policies in each 

of the four clusters can be seen in Table 8.5.  

Figure 8. 2: Discriminating HR Policies for Different Clusters 
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A discriminant analysis was conducted to better understand the cluster formation. 

Figure 8.2 shows how the HR policies discriminate among the different clusters. It 

produced a similar result like the heterogeneity analysis. In the next chapter a more 

detailed analysis has been performed to identify the impact of these policies and 

employees’ demographics.  

8.5 The presence of human resource management policies 

Respondents’ perceptions about the presence of HRM policies were measured through 

a dichotomous scale, on which a zero implied the absence of that HRM policy and a 

one implied such an HRM policy had been implemented. Consequently, the mean 

scores, which range from zero to one, suggest the HRM that are more common. 

Overall, respondents felt that most of the HRM policies were being used in their 

enterprises, as the only proportions below 0.60 were competitive salaries (0.41) and 

decision-making (0.57), as can be seen in Table 8.6. The five HRM policies that had 

mean scores above 80 were also the five most preferred HRM policies, suggesting 

their employing enterprises were meeting most of their needs in this area.  

Interestingly, almost 60 percent of the respondents felt all the HRM policies were 

being used in their organisations.  

The data were examined to see if these scores were impacted by respondents’ 

backgrounds. A simple comparison of proportions was used for variable such as 

gender, designation and governance, while an ANOVA was used to compare 

differences among the different age groups. The comparison of proportions indicated 

there was a significant difference between how male and female employees perceived 

the presence of HR policies. Differences were found for 14 of the 16 policies, with 

bonuses and promotion opportunities being the exceptions. In general males felt more 
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policies were present. Workers and management level employees also differed, with 

bonuses being the only HRM policy for which workers and management level 

employees’ opinion did not differ significantly. EPZ and non EPZ employees’ views 

only differed about three HRM policies (recruitment, complaint processes and 

encouraging innovation).   

Table 8. 6: Score of Individual Perceived HRM Policy  

Policy Mean 

Bonuses 0.93 

Relationship and organisational culture 0.89 

Formal Training 0.88 

 Recruitment Process 0.87 

Promotion opportunities 0.86 

Health and safety  0.77 

Benefits  0.75 

Organisational redesigning 0.74 

Encouraging innovation 0.71 

Complaint process 0.70 

Process redesigning 0.68 

Formal performance evaluation 0.65 

Job description 0.64 

Job rotation 0.63 

Decision Making 0.57 

Competitive salary/ wages 0.41 

 

As the EPZ is more regulated, it is not unreasonable that EPZ employees would see 

recruitment processes as being undertaken in a better way. Non EPZ employees felt 

they have better complaint processes and that their organisations support innovation 

more.  Views about the presence of HRM policies did differ among the age groups. 

For most, such differences were between senior and young employees, with senior 

employees being more positive about the presence of the various policies. An 
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explanation for this trend could be that with age and experience employees can more 

relate the HRM policies with their jobs. Interestingly, all three age groups differed in 

their opinion about the presence of competitive salary, and the mean value increased 

with age. This could be because with age and designation bargaining power increases 

and employees can negotiate a more acceptable salary. 

8.6 Job satisfaction scale 

Job satisfaction was measured using the 15-item scale developed by Warr et al. (1979), 

which was measured here using a 7-point Likert type scale. The scale’s Cronbach's 

Alpha was 0.82, suggesting it was reliable and that the items could be combined.  

Satisfaction data was not normal. The highest satisfaction value was 109 while the 

lowest value was 21. Cook's distance showed that there are 53 outliers when measured 

with the criterion of 3 times of Cook's mean distance (0.002*3=0.006). After 

excluding the outliers, the maximum score became 85 and minimum 41. The mean 

value changed from 66.7 to 67.7 but the median remained the same at 69. It meant 

most of the employees were less than satisfied and no one was extremely satisfied. On 

the other hand, there was no one who is extremely unsatisfied or very unsatisfied.  

Significant difference was between male and female employees where male 

employees were more satisfied. No difference was found for age. An ANOVA showed 

that university graduates, Masters and BA/ B. Com degree holders were more satisfied 

than employees who have no literacy. There was no difference among different levels 

of employees. Employees outside EPZ were more satisfied than the EPZ employees.  
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This chapter provided an initial understanding of the data with some basic statistical 

analysis. In the next chapter a more systematic analysis has been presented focusing 

on individual research question. 
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Chapter 9: Analysis and findings 

9.1 Introduction 

This chapter described the analysis and findings for all three research questions. It first 

outlines the research question and the statistical tools used in the analysis, and then 

presents the results. The chapter concludes with a summary of the results obtained in 

this process. 

9.2 Research question 1 

The first research question asked whether respondents’ preferences for HR policies 

distributed across RMG employees of Bangladesh. Specifically: 

▪ Q1a How do employees rate the different HRM policies? 

▪ Q1b: How do these preferences differ across different 

groups of employees? 

The groups that were used to examine Q1b were initially determined using a single 

background variable (e.g. gender). Subsequently, some of these variables were 

combined to create more complex groups. For example, in one analysis, group 

membership was identified by zone (Export Processing Zone or non EPZ) and 

employee designation (workers or managers) (i.e. EPZ workers, EPZ management, 

non EPZ workers and non EPZ managers).  

The multivariate discriminant analysis (MDA) procedure in the SPSS statistical 

software package (IBM SPSS Statistics version 24) was used to see if there were 

differences across these groups. MDA is a useful way to examine group differences 
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when the dependent variable is non-metric (categorical in this case) and the 

independent variables are metric (Hair, Black, Babin, & Anderson, 2010). ‘A stepwise 

approach was used because of the exploratory nature’ of these analyses (Huang, 

Soutar, & Brown, 2001, p. 56).  

9.2.1 Gender Differences 

Differences between male and female employees’ preferences were examined first. As 

there were only two groups, only one discriminant function was obtained (Hair et al., 

2010), which was significant, suggesting there were differences. However, only four 

HRM policies had structural correlations above the suggested cut-off point of an 

absolute value of 0.40 (Soutar & Clarke, 1981) and these can be seen in Table 9.1.  As 

the male group centroid was -0.23 and the female group centroid was 0.23, it was clear 

competitive salaries and job descriptions were more important to males and bonuses 

and structured recruitment were more important to females. 

Table 9.1: Structural Correlations (Gender) 

HRM Policy Structural Correlations 

Competitive Salary -0.66 

Job Descriptions -0.63 

Bonuses 0.57 

Structured Recruitment 0.39 

 9.2.2 Designation Differences 

The preference differences of employees with different designations were also 

examined. Although people were initially classified as workers, supervisors and 

managements, it became apparent that only two groups should be considered because 

of the small number of supervisors (i.e. workers and managers). As was the case with 

the previous analysis, as there were only two groups, only one discriminant function 
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could be estimated. Here, only three HRM policies had structural correlations greater 

than the cut-off and these can be seen in Table 9.2. As the workers’ centroid was 0.48 

and the managers’ centroid was -0.61, it is clear bonuses were more important to 

workers and competitive salaries and job descriptions were more important to 

managers. 

Table 9. 2: Structural Correlations (Designation) 

HRM Policy Structural Correlation 

Competitive Salary -0.69 

Bonuses  0.65 

Job Description -0.45 

9.2.3 Zone Differences 

The differences between employees in EPZ and non EPZ enterprises were also 

examined.  Once again, as there were only two groups, only one discriminant function 

could be estimated. Here, three HRM policies had structural correlations greater the 

cut-off and these can be seen in Table 9.3. As the EPZ centroid was 0.52 and the non-

EPZ centroid was -0.25, it is clear respondents in EPZ enterprises felt structured 

recruitment and formal training were more important, while non-EPZ respondents felt 

it was more important to encourage innovation.  

Table 9. 3: Structural Correlations (Zone) 

HRM Policy Structural Correlation 

Structured Recruitment 0.62 

Formal Training 0.50 

Encouraging Innovation -0.49 
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9.2.4 Education Differences 

Differences between employees with different levels of education were also examined, 

with three groups being included in this case (i.e. group 1 - class 1 to 10, group 2 – 

completed the Secondary School Certificate (SSC) or a diploma or a degree from a 

polytechnic institution and group 3 had at least a university degree). As there were 

three groups, two discriminant functions could be estimated and, in this case, both 

were significant. The relevant structural correlations that met the cut-off criterion on 

at least one discriminant function, can be seen in Table 9.4.   

Table 9. 4: Discriminant Function Results for Education 

HRM Policy Function 1 

Discriminant Loading 

Function 2 Discriminant 

Loading 

Encouraging Innovation 0.42 0.09 

Competitive Salary -0.76 0.23 

Bonuses 0.51 -0.30 

Job Description -0.17 0.49 

Structured Recruitment 0.01 -0.45 

Process Redesign 0.41 0.53 

 

Table 9.4 suggests encouraging innovation, competitive salary and bonuses were more 

related to discriminant function 1, whereas job description and structured recruitment 

were more related to discriminant function 2. Process redesign was related to both 

functions. These results can be shown graphically, as suggested by Soutar and Clarke 

(1981). The structural correlations were first varimax rotated to obtain simple structure 

(Soutar & McLeod, 1993) and the results obtained can be seen in Figure 9.1.  In the 

figure, the policies are shown as vectors with their length indicating their strength in 

differentiating the groups and the direction shows the relationship between the policies 
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and the two discriminant functions (Soutar & Clarke, 1981). The groups can also be 

placed in this space using their centroid values. 

The Figure suggests the three groups differed markedly from each other, which was 

supported by the F-statistics based on the Mahalanobis distance between the groups 

(Rasmi et al., 2014), as all three F-statistics were significant well beyond the one 

percent level. For university graduates, a competitive salary was the most important 

HRM policy, while SSC employees were more concerned about job descriptions and 

process redesign. The less well-educated employees were more concerned about 

bonuses, encouraging innovation and structured recruitment practices. 

Figure 9. 1 Structural Loadings and Group Centroids (Education)  

 

9.2.5 Age Differences 

Here people were grouped into three groups (group 1 < 30, group 2 between 30 and 

39 and group 3 > 40). While two functions could be estimated, only one was significant 

and only one HRM policy met the cut-off.  Competitive salary was the only HRM 

policy contributing in discriminating among these 3 groups. The group centroids 
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suggested that the older employees felt competitive salary was a more important HRM 

policy.  

9.2.6 Type of Zone and Designation Difference 

In this analysis, zone type and employee designation were used to create four groups 

EPZ workers, EPZ management, non EPZ workers and non EPZ management). As 

there were four groups, three discriminant functions could be estimated, and all were 

significant. However, as the first two functions explained 96% of the intergroup 

differences, only these functions were considered. Seven HRM policies that had a 

score more than the cut-off point are shown in Table 9.5. Job description, competitive 

salary and bonuses were associated with Function 1, while structured recruitment, 

formal training, encouraging innovation and complaint process were associated with 

Function 2.  

Table 9. 5: Discriminant Function Results for Types of Zone and Designation 

HRM Policy Function 1 Discriminant 

Loading 
Function 2 Discriminant 

Loading 

Competitive Salary 0.65 0.19 

Bonuses -0.73 0.19 

Job Description 0.43 0.35 

Structured Recruitment -0.14 -0.64 

Formal Training -0.01 -0.72 

Encouraging Innovation -0.27 0.48 

Complaint Process 0.18 0.42 

 

As there were two functions, the results can be shown graphically, as in Figure 9.2. 

The Figure suggests the groups do differ from each other, which was again confirmed 

by the F-statistics between them, all of which were significant well beyond the 1% 



 

176 
 

level.  However, it is clear there was more agreement about the HRM policies’ 

importance between EPZ workers and EPZ managers than any of the other groups. 

The directions and magnitude of the importance attached to formal training and 

structured formal recruitment process were similar. In previous studies these aspects 

were ability enhancing policies, reflecting the importance of organisation's effort to 

increase internal skills, which may explain this outcome.  Competitive salary and 

specific job descriptions appeared to differentiate the groups in the same way. 

Employees seemed to be concerned about what they were doing and how much they 

were getting back. It seems employees see themselves as individual entities and 

measure their salary against the tasks they are performing. Encouraging innovation 

and bonuses were the same direction and had similar magnitude. Both these policies 

enhance employees’ sense of belonging. Bonuses motivate employees and lets them 

know their efforts are appreciated, while encouraging innovation suggests a sense of 

trust and reliance.  

Figure 9. 2 Structural Loadings and Group Centroids (Zone and Designation) 
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9.2.7 Type of zone and gender 

Zone and gender were also used to create groups.  Here, four groups were examined 

(EPZ male, EPZ female, non EPZ male and non EPZ female). As there were four 

groups, three discriminant functions could be estimated, and all were significant. 

However, as the first two functions explained 93% of the intergroup differences, only 

these functions were considered. After the varimax rotation of these two functions to 

obtain simple structure, five HRM policies had structural correlations above the cut-

off point and these are shown in Table 5.9. Structured recruitment, formal training and 

bonuses were more related to the first function, while job descriptions and encouraging 

innovation were more related to function 2. 

Table 9. 6: Discriminant Function Results for Type of Zone and Designation 

HRM Policy Function 1              

Discriminant Loading 

Function 2           

Discriminant Loading 

Structured Recruitment 0.40 0.55 

Formal Training 0.47 0.37 

Bonuses   -0.58 0.39 

Job Description 0.16 -0.80 

Encouraging Innovation -0.55 -0.01 

 

Once again, as there were two functions, the results can be shown graphically, as in 

Figure 9.3. It is clear the groups differ from each other, which was again confirmed 

by the F-statistics between them, all of which were significant well beyond the 1% 

level.  
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Figure 9. 3 Structural Loadings and Group Centroids (Zone and Gender)  

 
9.2.8 Gender and Designation 

The last analysis examined group differences based on gender and designation (i.e. 

male workers, female workers, male managers and female managers).  As there were 

four groups, three discriminant functions could be estimated, and all were significant. 

However, only one function was significant in this case, which the I-squared statistic 

suggested explained 37.9% of the intergroup differences.  The structural correlations 

for this function can be seen in Table 9.7.   

Table 9. 7: Discriminant Function Results for Gender and Designation 

HRM Policy Structural Correlation  

Competitive Salary -0.74 

Bonuses 0.69 

Job Description -0.52 

 

The group centroid for the male workers was 0.55 and male managers was -0.65, it is 

clear bonuses were more important to male workers and competitive salaries and job 

descriptions were more important to male managers.  The group centroid for female 
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workers was 0.40, suggesting this group felt bonuses were more important, whereas 

female managers had a group centroid of -0.19, suggesting more preference for job 

description. 

9.3 Research question 2 

The second research question investigated the influence HRM policies had on 

employee satisfaction and examined whether background variables had a moderating 

effect. The research question asked whether preferred HRM policies, if perceived as 

being implemented, influenced employees' job satisfaction. Specifically, it asked: 

• Q2a: How do perceived HRM policies impact employee satisfaction? 

• Q2b: Are these relationships moderated by respondents’ backgrounds? 

Previous research had suggested there is a positive relationship between HRM 

practices and satisfaction (Sattar, Ahmad, & Hassan, 2015), which is why the present 

question was examined. It was anticipated that more expected HRM policies would 

have greater influence on satisfaction than would less expected policies. As was 

pointed out in chapter 8, job satisfaction was measured through Warr et al.’s (1979) 

scale.  In this case, while the scale’s reliability was acceptable, as both the alpha 

coefficient and the composite reliability exceeded 0.80, convergent validity could not 

be assumed as the average variance extracted score was 0.25, which was well below 

the suggested minimum of 0.50 (Fornell & Larcker, 1981). Even for a well-established 

scale this could happen as the validity of a job satisfaction scale may vary for different 

groups of people (Macdonald & Maclntyre, 1997) and the respondent group for this 

research was very different from any workforce in a developed country. 
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Consequently, an exploratory factor analysis was undertaken to better understand the 

problem. Three factors were found that had eigenvalues greater than one that, together, 

explained 50% of the variation in the data. These factors were rotated using the 

oblimin method to obtain a simple structure and the resulting loadings obtained from 

the pattern matrix can be seen in Table 9.8, in which loadings below 0.50 were 

excluded to improve readability. Job satisfaction is a multidimensional construct and 

numerous studies have suggested that there are different areas of job satisfaction  

(Koustelios & Bagiatis, 1997).  As Warr et al.’s (1979) scale is a comprehensive one, 

it was perhaps not surprising that more than one factor was found.  However, as can 

also be seen in Table 9.8, only the first factor had acceptable measurement properties. 

The four items that had loadings greater than 0.50 suggested this factor could be 

termed workplace environment satisfaction and these factors was used in the 

subsequent analysis to examine the impact of HR policies 

Table 9. 8: Job Satisfaction Loadings: Varimax Rotation 

Satisfaction Item Factor 1 Factor 2 Factor 3 

The physical work conditions 0.87   

Your fellow workers 0.79   

Freedom to choose own way of working 0.74   

The recognition you get for good work 0.53   

Your chance of promotion    

Your opportunity to use your abilities  0.68  

The attention paid to suggestions you make  0.62  

Your rate of pay  0.61  

The amount of responsibility you are given  0.60  

Your hours of work  0.53  

Your job security   0.73 

Your immediate boss   0.59 

The way your firm is managed   0.58 

The amount of variety in your job    

Cronbach’s alpha 0.79 0.54 0.53 

AVE Score 0.62 0.52 0.52 
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A partial least square structural equation modelling (PLS-SEM) approach was used to 

examine this issue for two reasons (Hair, Sarstedt, Hopkins, & Kuppelwieser, 2014). 

First, PLS-SEM uses a bootstrapping approach for estimation and, as a result, the 

impact of non-normality is reduced. Thus, even though some of the models could have 

been estimated using ordinary regression procedures, all were estimated using PLS-

SEM procedures. Further, the bootstrapping approach made it easier to examine 

differences in the size of the paths in the various models, as their standard errors were 

based on the bootstrapped results and did not assume underlying normal distributions. 

Second, PLS-SEM allows constructs’ moderating roles to be examined easily. These 

moderating roles were seen to be important, as the impact HRM policies have on 

satisfaction might be insignificant to some groups but very significant to other groups. 

9.3.1 The relationships between human resource management policies and 

satisfaction 

The models of interest were estimated using the WarpPLS version 6.0 program. In 

each case, the linear model was used, and the Stable 3 resampling approach was used, 

as it is the most accurate of the various approaches (Kock, 2017). The initial model 

examined the impact the 16 HRM policies had on satisfaction. However, six of the 

HRM polices did not have a significant impact and these were removed, and the model 

was re-estimated.  In this case, the R2 statistic was 0.35, suggesting the presence of 

these HRM strategies did play a role in explaining satisfaction. The estimated 

standardised path coefficients are shown in Table 9.9.  
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Table 9. 9: SEM Summary for Significant HRM policies 

HRM policy Path Coefficient P Value 

Promotion Opportunity 0.22 <0.001 

Structured Recruitment 0.14 <0.001 

Formal Training 0.22 <0.001 

Bonuses 0.21 <0.001 

Organisational Redesign 0.12 <0.001 

Organisational Culture 0.11 <0.001 

Complaint Process -0.09 0.008 

Job Description -0.12 0.003 

Competitive Salary -0.19 0.001 

Performance Evaluation -0.25 <0.001 

 

Seven of these 10 HRM policies were among the nine most preferred HRM polices. 

While job description, complaint process and organisational redesign were the least 

preferred HRM policies, they did influence satisfaction. Performance evaluation, 

competitive salary, job description and complaint process had a negative influence on 

satisfaction, although they were desired by employees, perhaps because employees 

did not think the process was fair. For RMG workers in Bangladesh, establishing a 

minimum wage standard has been a long-fought issue, which may have led them to 

feel the complaint process is weak and that there is little organisational justice. 

9.3.2 Moderating effect of the background variables 

Previous analysis found preferred HRM policies varied between different groups of 

employees (e.g. gender, designation, level of education and type of factory in which 

they worked). In this section only the high impact single level background variables 

were examined to wee whether they had a moderating effect. Their moderating impact 
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was analysed for each of the 10 HRM policies that had an impact on satisfaction in 

turn. As the background variables examined here were all categorical, a multi-group 

analysis was used in each case. Following Kock's (2017), suggestion, Satterthwaite's  

(1946) method was used to conduct this analysis. The results are presented in Table 

9.10. 

Table 9. 10: The Moderating Effects of the Background Variables 

HRM Policy Moderator 

Gender Designation Zone Education 

P Value P Value P Value P Value 

Promotion Opportunity 0.21 0.72 0.07 0.31 

Structured Recruitment <0.01 <0.01 0.58 

 

<0.01 

Formal Training <0.01 <0.01 <0.01 0.42 

Bonuses <0.01 <0.01 <0.01 <0.01 

Organisational Redesign <0.01 <0.01 <0.01 0.06 

Organisational Culture 0.14 <0.01 <0.01 0.07 

Complaint Process 0.02 0.09 <0.01 0.41 

Job Description <0.01 <0.01 <0.01 <0.01 

Competitive Salary 0.01 <0.01 <0.01 0.10 

Performance Evaluation 0.29 <0.01 <0.01 0.07 

 

9.4 Research question 3 

The final research question was concerned about whether the HRM policies examined 

here enhanced employees’ ability, motivation and opportunity.  This was seen as 

important, as Applebaum et al. (2000) and Boxall and Purcell (2003) have argued 

“employees will perform well when they are able to do so (i.e. abilities); they have the 

motivation to do so (i.e. motivation); and when their work environment provides the 
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necessary support for them to express themselves (i.e. opportunity to participate)” 

(Obeidat, Mitchell, & Bray, 2016, p. 580) (i.e. the three dimensions of the AMO 

model). Thus, this research question asked: 

Research Question 3: What are management level employees' perceptions of the three 

dimensions of the AMO model in Bangladesh’s export oriented RMG? Specifically: 

• Q3a: Which HRM policies do management consider as ability enhancing 

policies, motivation enhancing policies and opportunity enhancing 

policies? 

• Q3b: Do respondents’ cognitive abilities affect these categorisations? 

Inspired by Gardner, Wright and Moynihan's (2011) study, this research question was 

designed to examine the impact the included HRM policies had on the three AMO 

dimensions.  Data for this question were collected only from the management level 

employees because the workers and factory supervisors were not believed to able to 

answer these questions. A similar procedure to that used by Gardner et al. (2011) was 

followed here to make the desired categorisation and the results obtained are discussed 

in subsequent sections. 

9.4.1 Examining the ability, motivation and opportunity dimensions 

Following Gardner et al. (2011), a one-way analysis of variance (ANOVA) with a 

Duncan post hoc test was used to examine the differences in the effects of the HRM 

policies. While ANOVA is robust to non-normal data (Blanca, Alarcón, Arnau, Bono, 

& Bendayan, 2017), a Kruskal-Wallis nonparametric test was also undertaken.  As 

similar results were obtained in both cases, only the ANOVA results, which were 

obtained using the SPSS (version 24) program, are presented here.  
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Table 9. 11: The ANOVA Results (AMO Dimensions) 

HRM Policy A M O Significant differences 

Relationship and organisational culture 3.75 3.91** 3.66 Motivation significantly differs 

from ability and opportunity 

Bonuses 3.86 3.97* 3.79 Motivation significantly differs 

from opportunity only 

Promotion opportunities 3.78 3.91* 3.76 Motivation significantly differs 

from opportunity only 

Health and safety issue 3.80 3.89* 3.71 Motivation significantly differs 

from opportunity only 

Organisational redesigning 3.81 3.86* 3.71 Motivation significantly differs 

from opportunity only 

Process redesigning 3.76 3.83* 3.67 Motivation significantly differs 

from opportunity only 

Recruitment process 3.67 3.83* 3.72 Motivation significantly differs 

from opportunity only 

Benefits  3.73 3.80* 3.65 Motivation significantly differs 

from opportunity only 

Competitive salary 3.67 3.79* 3.63 Motivation significantly differs 

from opportunity only 

Complaint process 3.64 3.74* 3.59 Motivation significantly differs 

from opportunity only 

Encouraging innovation 3.79* 3.81* 3.62 Motivation and ability 

significantly differ from 

opportunity 

Specific job description 3.76* 3.80 3.61 Motivation and ability 

significantly differ from 

opportunity 

Formal training 3.79* 3.77 3.65 Ability significantly differs 

from opportunity 

Participation in decision making 3.64 3.77 3.65 No significant difference 

Job rotation 3.68 3.76 3.68 No significant difference 

Performance evaluation 3.66 3.68 3.60 No significant difference 

**Significantly different from both dimension 

* Significantly different from only one dimension 

 

As can be seen in Table 9.11 some HRM policies enhanced employees’ motivation 

significantly more than their opportunity (i.e. recruitment process, competitive salary, 

bonuses, promotion opportunity, complaint process, relationship and organisational 
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culture, benefits, process redesign and organisational redesign). The mean score for 

motivation for these HRM policies differed significantly from the mean score for 

opportunity.  Two HRM policies had mean scores for ability and motivation that 

differed significantly from the mean score for opportunity, although the difference 

between ability and motivation is not significant. These HRM policies were ‘job 

description’ and ‘encouraging innovation’. ‘Relationship and organisational culture’ 

were the only HRM policy for which the mean motivation score differed significantly 

from the other two dimensions. On the other hand, ‘formal training’ was the only HRM 

policy for which the mean ability score was significantly greater than for the other two 

dimensions. No significant differences were found for performance evaluation, job 

rotation or participation in decision making. 

9.4.2 Influence of education on respondents’ ability, motivation and opportunity 

evaluations 

As there were only two education groups (i.e. one with a diploma or better 

qualification and one without a diploma), t-tests were used to examine the influence 

education had on employees' AMO views. As can be seen in Table 9.12, the analysis 

came up with 48 comparisons of means. Among the 48 comparisons only 7 did not 

have a significant difference of means. In other words, there were only 7 instances 

where the mean score of HRM policies did not vary significantly between two groups 

according to education. For all HRM policies the mean score was higher for 

respondents with a level of education equal to or above diploma than those having 

level of education less than diploma. However, the difference could not surpass one 

similarity between the groups that is for both the groups most HRM policies influenced 

respondents' motivation followed by ability and lastly opportunity. 



 

187 
 

Table 9. 12: The t-test Results for the Education Groups (AMO Dimensions) 

HRM Policies 

Category Ability Motivation Opportunity 

Mean Sig, Mean Sig, Mean Sig, 

Recruitment process 

<Diploma 3.57 0.000 3.76 0.000 3.67 0.000 

≥ Diploma 3.97 4.04 3.91 

Formal training 
<Diploma 3.70 0.012 3.66 0.072 3.59 0.000 

≥ Diploma 4.10 4.12 3.86 

Performance evaluation 
<Diploma 3.58 0.699 3.59 0.014 3.52 0.000 

≥ Diploma 3.93 3.97 3.87 

Competitive salary 

<Diploma 3.55 0.000 3.69 0.040 3.55 0.003 

≥ Diploma 4.04 4.12 3.87 

Bonuses 
<Diploma 3.78 0.028 3.89 0.801 3.74 0.003 

≥ Diploma 4.13 4.26 3.96 

Promotion opportunities 
<Diploma 3.67 0.061 3.82 0.872 3.68 0.012 

≥ Diploma 4.14 4.19 4.04 

Complaint process 
<Diploma 3.52 0.000 3.66 0.001 3.50 0.005 

≥ Diploma 4.03 4.01 3.88 

Job rotation 

<Diploma 3.57 0.000 3.69 0.003 3.58 0.000 

≥ Diploma 4.04 3.97 4.00 

Relationship and 

organisational culture 

<Diploma 3.68 0.001 3.87 0.001 3.60 0.087 

≥ Diploma 3.96 4.04 3.86 

Specific job description 

<Diploma 3.68 0.000 3.73 0.025 3.51 0.000 

≥ Diploma 4.03 4.04 3.93 

Benefits 
<Diploma 3.66 0.082 3.71 0.017 3.57 0.003 

≥ Diploma 3.96 4.09 3.90 

Participation in decision 

making 

<Diploma 3.57 0.014 3.67 0.003 3.59 0.003 

≥ Diploma 3.86 4.10 3.86 

Ensuring health and safety 

issue 

<Diploma 3.74 0.000 3.84 0.012 3.66 0.016 

≥ Diploma 3.99 4.06 3.87 

Encouraging innovation 
<Diploma 3.73 0.004 3.75 0.000 3.57 0.003 

≥ Diploma 3.99 4.01 3.81 

Process redesigning 

<Diploma 3.67 0.000 3.73 0.000 3.60 0.000 

≥ Diploma 4.06 4.14 3.91 

Organisational redesigning 
<Diploma 3.73 0.004 3.83 0.018 3.62 0.000 

≥ Diploma 4.07 3.99 3.99 
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This chapter analysed the data using different statistical tools. A summary of the 

findings from the data is given below, with the details discussed in the next chapter. 

The first research question identified that employees’ preferences for HR policies 

varies for different employees. Not all the HR policies contributed in this variation, 

rather there were certain HR policies which influenced this discrimination. Though 

these preferences were affected by employees’ demographics, all the demographic 

variables did not impact equally. 

The second research question observed positive impact of perceived HR policy on 

satisfaction. In line with the findings of research question 1 it also observed that this 

impact varies for different HR policies, the relationship moderated by demographics 

as well. Lastly, the negative influence of some HR policies on satisfaction implied the 

existence of lack of trust between employee and employer relationship in the RMG of 

Bangladesh and indicated the influence of organisational justice on the relationship of 

perceived HR policies and satisfaction. 

Lastly, research question 3 explored that for this respondent group HRM policies 

cannot be categorised in three dimensions as shown in previous researches. The 

motivation dimension was too broad a term for this respondent group. The data 

showed a difference in the value of how different employee groups according to 

education level perceive HRM policies. However, there is no difference in how they 

have categorised the policies in the three dimensions. 
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Chapter 10: Discussion and Conclusion 

10.1 Introduction 

The aim of this research was to incorporate perceived and preferred HRM policies in 

the AMO framework to operationalise it for an employee centric HRM system and 

answer the black box. This chapter discusses all the findings considering the existing 

literature by addressing each research question.  

10.2 Research question 1: preference of human resource 

management policies 

The result of the Best Worst Scaling (BWS) ranked the HRM policies according to 

employee preferences. Findings from this study incorporated differences for 

preferences due to demographic, social status and environmental factors in human 

resource management policies. Though these are common variables used to explain 

variance in other fields of studies such as psychology, consumer behaviour, and health 

science, HRM research has never really focused on employee preferences or the 

factors that shape these preferences. Despite the strong support for values and validity 

of best practice it is important to embrace change and variety (Sherer & Leblebici, 

2001). They also recognised that the changes were introduced from top management 

either due to growth strategies or legislative issues. However, the bottom up strategy, 

which is changes due to employee preferences has not been discussed primarily. This 

research adopted an employee centric approach and found significant evidence to 

support integrating it to theory and practice. The findings are discussed below: 

10.2.1 Evidence of existence of differences in employee preferences 
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According to attribution theory people assign different meanings to the same social 

stimuli which explains why HRM practices appeal differently to different employees 

(Nishi, Lepak, & Schinder 2008). Findings from this research provide further 

affirmation of this statement. This research supports gender differences as one of the 

key criteria of differentiating employee HRM policy preferences. Gender is one of the 

most researched and applied grouping variables. In choosing between policies gender 

difference also creates an impact. Shapiro and Mahajan (1986) analysed social survey 

questions of two decades (1960-1980) and concluded that significant differences exist 

between policy preferences of men and women. Sheykh (2015), found that 

Bangladeshi female bankers prefer some specific HRM practices. Men and women 

play very different roles in family and society and there is a difference in expectation 

placed on them by their family, society and work (Bailyn, 2011). Gender does not only 

refer to sexual orientation rather it is a complex and subtle amalgamation of principles, 

practices and attitudes that distinguish lives of men and women  (Ridgeway, 2009). 

This supports findings from the present research that significant differences exist 

between men and women while choosing HRM policies. 

Kovach (1987), noticed a difference in response of workers and managers in response 

to what motivates them. Similar finding was made by Wiley (1997), who analysed 

previous 40 years of survey data and found that there was a substantial difference in 

the motivational context depending on different designations. Deery and Mahony 

(1994), suggested that there is significant difference in attitude towards flexible 

working hours among three levels of employees (full time, part time, and casual). Data 

from this research also suggest that significant differences exist in preferences in terms 

of designation and age. Westerman and Yamamura (2007), found that there is 

difference in preference for different generations. As employees grow by position and 
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age their social status, needs and wants also to change. This has been the focal point 

of Maslow’s need theory. Moreover, aging improves emotional regulation(Carstensen 

et al., 2011), and job satisfaction also increases with aging (Jepsen & Sheu, 2003). It 

is therefore expected that preferences would vary according to these factors. The other 

status factor that influences preferences for HRM policies is education. The prime 

objective of education is to deepen the cognitive process so that an intelligent thinking 

process can take place. An intelligent thinking process consists of recognizing the 

problem, enumerating the probable solutions, reasoning, revision and assessment 

(Baron, 1981). In accordance with this result Stelmach (2004), found that education 

has strong influence on lifestyle. Later, Burks et al. (2009), found that strategic 

behaviour and economic preferences are also shaped by cognitive skills which is a 

result of education. 

Lastly, governance also has significant effect on shaping the employee’s preferences. 

In general, EPZs of Bangladesh are deemed to be provided with a more formalised 

work environment set by Bangladesh Export processing Zone Authority (Zohir, 2007). 

Besides work regulation it provides better quality of work life as well (Islam & 

Siengthai, 2009). Therefore, the level of preference is different for these two groups 

of employees. A further investigation shows that there is better congruency between 

EPZ employees which indicates that there is better information sharing and 

formalisation within EPZ than outside EPZ. Formalisation improves working status of 

the protected class (Konrad & Linnehan, 1995). It also generates a sense of trust, and 

as a result even though female workers receive a lower salary than male workers, they 

do not recognise the discrimination (Zohir, 2007).  

 



 

192 
 

10.2.2 Policies contributing to discrimination 

Among the initial 16 polices only 7 contributed to discrimination. Among these seven 

only four got discriminating capabilities for 3 or more categories. This means that 

while packaging HRM policies only these four HRM policies need to be made flexible 

keeping the rest fixed. Table 10.1 shows different groups of people with differentiating 

characteristics. Considering designation and education 3 HRM policies are the same 

for both. It is expected that a person with a higher education would be higher in 

designation.  

The BWS score from chapter 8 shows that the value for competitive salary is lower 

for groups with lower level of education and lower designation where the expectation 

for bonus is higher for these groups and job description is preferred by the group with 

higher level of education and designation. This reflects the existing scenario in 

Bangladesh’s garments where workers stride for basic salary (Haq, 2016). 

Competitive salary is not their concern whereas the top employees are more concerned 

about it. Bonus is crucial to workers as it gives them a little buffer to meet the basics 

(Sarker & Afroze, 2014). For employees with higher designation, it is about meeting 

the luxury. With various work responsibilities employees top in the hierarchy look for 

specific job description while workers with repetitive duties do not seem as concerned 

about it (Khosla, 2009).  

Job description also discriminated between male and female because women workers 

are considered to be more obedient than men in performing repetitive work (Wright, 

2000). It is also one of the prime reasons of having more female workers in the RMG 

industry. When considering type of zones because of the more formalised work 

environment employees of EPZ recognise the importance of structured recruitment 
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and formal training more than the non EPZ employees. The non EPZ employees prefer 

encouraging innovation more than EPZ employees maybe because the lack of 

regulation may instil a fear of losing the job, so they want some sense of security and 

belongingness. On the other side of the coin EPZ firms are under strict regulation and 

governed by the foreign counter parts which leaves little or no room for innovation or 

process redesign. Employment policy and enforcement of labour standard provides 

better job security (Berik & Rodgers, 2010).  

Table 10. 1: HRM Policies and Corresponding Discriminant Loading 

HRM Policies Discriminant Loading 

Education Gender Type of Zone Designation Age 

Competitive salary 0.759 0.660  0.688 1.00 

Bonuses 0.506 0.570  0.651  

Job Description 0.485 0.634  0.449  

Structured Recruitment 0.446 0.389 0.620   

Encouraging Innovation 0.418  0.488   

Formal Training   0.589   

Process Redesign 0.528     

 

10.2.3 Classification power varies  

According to the following table (Table 10.2), for this sample, the most accurate 

classification comes with designation (72.4%) whereas the lowest accuracy comes 

with gender and designation (37.9%). There are different age groups in workers and 

management level employees and as a result age has very low classification power. 

Single level categories are more efficient than multilevel categorisation. This implies 

that while creating a package of HRM policies too many variations are not required. 
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Table 10. 2: Classification Power According to Different Categories 

Categories Gende

r 

Designati

on 

Zon

e 

Educatio

n 

Ag

e 

Zone 

Designati

on 

Zone 

Gende

r 

Gender 

Designati

on 

% of 

Overall 

Classificati

on 

64.8 72.4 65.1 55.4 44.

0 
51.5 40.1 37.9 

 

There is continuous debate among researchers on whether there is a set of HRM 

practices which can be termed as best practice or is it unique to the people and 

environment. Guthrie (2001) found that some HRM practices influence firm turnover 

and profitability. However, according to Ichniowski & Shaw (2003), US businesses 

have increasingly adopted multiple human resource management innovations since the 

1980s. Lepak, Marrone, and Takeuchi (2004) advocated for unique approaches for 

different organisations.  

A similar suggestion has been provided by different researchers as they stated that the 

work processes and people management vary within and across employee groups, 

organisations, occupations, industries, and societies (Nishii & Wright, 2007). It also 

suggests there is no one best way to manage people (Mello, 2006).) The meaning of 

HRM practices resides in its receiver and thus it differs according to personality, 

values and other individual variables (Nishi and Wirght, 2007). This research supports 

this notion by providing evidence of different employee preference over different 

HRM policies depending on their socio economic and cognitive status as well as work 

environment. 
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10.3 Research question 2: perceived human resource management 

policies-satisfaction relationship 

This research found significant impact of perceived HRM policy on satisfaction which 

varies for different HRM policies and significantly moderated by demographics. 

Furthermore, highly preferred HRM policies can negatively influence satisfaction 

depending on employee’s perception on how the policy is being implemented. A 

discussion on these issues is given below. 

10.3.1 Impact of perceived HRM policies on satisfaction 

The first finding that is, a significant impact of perceived HRM policies on satisfaction 

was in accordance with what many other researchers have conducted to establish the 

HRM practice-satisfaction relationship. Some research acknowledged the impact of 

individual HRM practices such as recruitment (Breaugh, 2013), pay and rewards 

(Kalleberg & Moody, 1994; Williams, McDaniel, & Nguyen, 2006), health 

management (DeGroot & Kiker, 2003), organisational culture (Rodgers, Hunter, & 

Rogers, 1993), and promotion opportunity (Cotton & Tuttle, 1986). Some researchers 

considered it from a system perspective (Fabi et al., 2015; Kehoe & Wright, 2013). 

This is an important piece of information for researchers as one of the significant 

aspects of this relationship is to use satisfaction as a mediator to connect HRM practice 

and firm performance (Nwahanye, 2016). Human resource management professionals 

can use HRM policies to make the employees more satisfied to control many unwanted 

behaviours. Satisfaction has been found to have positive impact on ethical climate 

(Guerci et al., 2015), turnover (Mudor & Phadett, 2011), and motivation (Locke & 

Latham, 1990; Vandenberg, Richardson, & Eastman, 1999). Dalal (2005), in his 
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metanalysis on the relationship of counterproductive work behaviour and 

organisational citizenship behaviour found that the latter is positively corelated with 

satisfaction while the earlier one is negatively corelated. Thus, increasing satisfaction 

can be one of the strategies to deal with the labour unrest in the RMG of Bangladesh. 

10.3.2 Magnitude of impact varies from policy to policy  

This analysis also found that the impact of perceived HRM policies on satisfaction is 

not same across the policies. This supports the study’s previous findings on difference 

in preferred HRM polices and that the most preferred HRM policies have greater 

impact on satisfaction. This is the theory of expectation and satisfaction (Oliver, 1980). 

It also supported the fact that psychological contract fulfillment enhances job 

satisfaction (Sobaih, Ibrahim, & Gabry, 2019). The effectiveness of HPWS also lies 

on this as researchers found that there is a strong relationship between high 

performance work practice and satisfaction (Becker et al., 1997). Generally, HPWS 

includes HRM practices like incentive compensation, employee participation, 

training, flexible work arrangements and selectivity (Pfeffer, 1998; Huselid, 1995). If 

these practices were not the ones that influence perceived HRM policies-satisfaction 

relationship, then a reliable result would not have been achieved. Here the argument 

is that HRM policies carry different weights on satisfaction, which varies for different 

demographics. Therefore, this weight will vary in every sample. Before any empirical 

study on HRM practice-satisfaction it is necessary to find out whether practices 

important for that group were included or not.  

10.3.3 Demographics moderate this relationship  

This research found significant moderating effects of demographics on HRM policies-

satisfaction relationship. As per the studies conducted previously, researches on job 
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satisfaction suggest that there are two different types of variables which affect job 

satisfaction (Steijn, 2002). Firstly, individual characteristics such as race, gender, 

educational level and age (Reiner & Jihong Zhao, 1999). While they elaborate a 

significant effect on age, Ting (1997), explains both age and race related effects on 

job satisfaction. Secondly, as supported by most studies, work environment is taken 

as the primary determinant of employee job satisfaction, which is also supported by 

Herzberg (1966). According to Mudor and Phadett (2011), job satisfaction is a blend 

of both cognitive and non-cognitive reactions to the varying interpretations of what an 

employee would want to receive as compared to what he/she actually receives. 

Gerhart et al. (2000), proposed how better reliability estimates can be achieved when 

respondents are included as an additional source of error. In previous researches 

individual level factors such as age, education, experience, and organisational level 

factors such as technology, degree of unionisation, capital industry were considered 

as control variables (Boselie et al., 2005; Paauwe & Richardson, 1997). However, their 

impact was never quantified, though researchers realised it from different instances. 

Employees’ perceptions and experience are the primary mediating variables that is 

visualized by ‘black box’ studies (Bowen & Ostroff, 2004; Wright & Boswell, 2002). 

This finding strengthens the previous discussion on the variable impact of HRM 

policies on HRM policies-satisfaction relationship and provides a reasoning for that. 

10.3.4 Organisational justice shaping the relationship    

Even though the department of HRM might oversee designing and evaluating 

employee management policy and practices, there are many cases including many 

normative models of strategic HRM where the frontline managers and supervisors 

execute the actions (Purcell et al., 2003; Harney & Jordan, 2008). The fourth finding 
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from this analysis supports this as procedural justice is a statistically significant 

indicator of satisfaction (Fulford, 2005). Though competitive salary and performance 

evaluation were highly preferred policies, they exert a negative impact on satisfaction. 

This implies that there is a lack of procedural justice among the employees. One of the 

prime reasons of employee unrest in RMG of Bangladesh is cantered around minimum 

standard wage limit. This research reflects it, as well as the lack of trust of employees 

towards management. 

This employee perception implies that for this respondent group there is still the issue 

of us versus them. They are not yet convinced that the organisation cares about them. 

According to Allen, Shore and Griffeth (2003), perceptions of an organisation’s HRM 

practices depend on how well the employee-organisation relationship is defined. 

Depending on the quality of this relationship employees may think that an organisation 

is more focused on self-interest policies instead of genuine concern for workers 

(Corsun & Enz, 1999). In cases like this, the quality of the employee-organisation 

relationship (EOR) can hamper the connection between employee performance and 

HRM practices. This is often visible in the RMG of Bangladesh in the form of 

employee unrest. 

This also indicates that while using satisfaction as a mediator of HRM practice and 

firm performance it is important to consider employee preference rather than the 

management views on existing HRM policies. The presence of an HRM policy only 

on pen and paper does not enhance employee satisfaction. On the hind side a lack of 

procedural justice may exert negative impact of that HRM policy on satisfaction. 
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10.4 Research question 3: Categorising HRM policies in three 

dimensions 

The third research question aims to categorise HRM policies in three dimensions and 

search for existence of any underlying pattern for categorising these policies. Previous 

researchers used a well-educated respondent group for this classification and inspired 

by that this research explored whether cognitive ability of the respondents had any 

impact on the categorisation. 

10.4.1 Employee perception of categorising HRM policies 

Categorising HRM policies according to employee perception did not produce similar 

outcomes as originally found by Gardner, Wright and Moynihan (2011) or Subramony 

(2009) who used an empirical study to categorise HRM practices in 3 dimensions. For 

many other studies (e.g. Jiang, Takeuchi and Lepak, 2013; Bello-Pintado, 2015; 

Kundu and Gahlawat, 2016), it was more of an anecdotal process to categorise HRM 

practices in AMO dimensions. In this research, the results showed that for all HRM 

policies except formal training, the motivation dimension has the highest score. That 

suggests that the respondents to this research thought any HRM policies motivated 

them more than it increased their skill or gave them opportunity to perform their job. 

This could be because of one or more of the following reasons discussed below. 

10.4.1.1 Perceived obligation 

If management level employees perceive there is any policy which is in place for their 

benefit or the organisation's benefit without harming them then that motivates them. 

Research into social exchange indicates that the incentive behind such behaviour is 
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highly influenced by the quality of the employee-organisation relationship (EOR) 

(Coyle-Shapiro, Shore, Taylor, & Tetrick, 2004).  

Empirical evidence suggests that employees are more likely to respond in positive 

ways when organisations create inducements such as positive and beneficial actions 

directed at them (Settoon, Bennett, & Liden, 1996). It is believed that a greater 

investment in employee development will lead to greater obligation by employees 

towards the organisation. This in turn will increase motivation and endeavour of the 

employees to support organisational effectiveness (Lee & Bruvold, 2003). As a result, 

even though a policy might focus on improving employee’s ability or creating an 

environment to perform it might motivate the employee. Similarly, the theories that 

are based on the concept of employment as a social exchange (e.g., Blau,1964), imply 

that the provision of various incentives, such as pay, benefits, and internal mobility, 

can lead employees to view their organisation as valuing their contributions (Allen et 

al., 2003; Rhoades & Eisenberger, 2002). Thus, employees feel obligated to respond 

by showing positive attitudes towards the organisation and engage themselves in 

suitable job-specific or citizenship behaviours (Wayne, Shore, Bommer, & Tetrick, 

2002). 

10.4.1.2 Multidimensional impact of HRM policies 

Another factor is that HRM policies cannot always be categorised in the existing 

dimensions because of the multidimensional impact of each HRM policy. Research 

into HRM practices suggests that variability exists in the HRM practices that are 

argued to be linked with each of the three HRM policy domains. However, it is also 

true that while HRM practices may be more inclined to be associated with certain 

policy domains, it is necessary to comprehend that the practices may be associated 
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with more than one HRM policy domain (Jiang, Lepak, Han, et al., 2012). It is argued 

that training, staffing and compensation related HRM practices are associated with 

both employees’ level of knowledge, skills, and abilities and their motivation. On the 

other hand, performance appraisals and job design policies were argued to be related 

with both employee motivation and employee empowerment.  

10.4.1.3 Impact of HRM practices within an HRM policy 

A further issue is that within each HRM policy there are several HRM practices. As a 

result, an HRM policy can be implemented in different ways through a combination 

of different HRM practices (Lepak et al., 2006). While addressing the question of 

categorising HRM policies in three dimensions, the respondent may consider more on 

how it will help them and as a result they answered more towards motivation. 

Therefore, the categorisation of the policies is not as distinct as the categorisation of 

practices. As noted by Becker and Gerhart (1996), and Schuler (1992), distinction 

between policies and practices is in the level of abstraction. HRM practices tend to be 

specific activities that are employed to execute an HRM policy.  

A wide variety of HRM practices such as behavioural interviews, employee 

socialization, hourly pay, 360 performance, feedback etc. is available from which 

firms may choose to supervise employees. HRM policies are at a higher level of 

abstraction which reflect an employee-focused program that affects the choice of 

HRM practices. Such an example includes an HRM policy reflecting an assurance to 

pay-for-performance and several different HRM practices like profit sharing, 

commission, piece rate systems, might be executed to achieve this policy. When 

policies are focused it allows for equifinality across organisational units or referent 

groups about the HRM practices used to attain the policy (Lepak et al. 2006).  
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10.4.1.4 Cognitive issue 

It could be a cognitive issue. Maybe the respondents did not have enough knowledge 

in the subject matter and as a result tried to answer in the mid-range. For this reason 

previous researchers like Gardner, Wright and Moynihan (2011), or Subramony 

(2009) used a highly educated group. 

10.4.1.5 Wide spectrum meaning of the term “motivation” 

The use of the word "motivation" as an HRM policy dimension may be a too 

generalized term for this respondent group. It might not depict the exact influence the 

HRM policy is having on employees. Therefore, for this respondent group evaluating 

the influence of HRM policies, the motivation dimension may seem to be a misnomer. 

There are two major reasons why a more specific term replacing "motivation" is 

needed when measuring the influence of HRM policies or even the HRM practices on 

employees. 

First, motivation is used as a policy domain and as a mediating factor in many previous 

studies simultaneously which makes the impact of motivation too broad. For example, 

Jiang, Lepak, Han, et al. (2012), used motivation as a mediating factor of HRM 

practice and firm performance. Gardner, Wright and Moynihan (2011), and Kundu 

and Gahlawat (2016) used affective commitment as a mediating factor to determine 

the impact of AMO on voluntary turnover. Commitment is considered as one of the 

several factors stimulating motivation (Meyer, Becker, & Vandenberghe, 2004). There 

are several other researchers who used motivation a mediating factor (Gong et al., 

2009; Liao et al., 2009; Takeuchi et al., 2007).  
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Second, different theories of motivation by different researchers showed that each 

HRM policy influences employees in one way or another. Most of the motivation 

theories fall into two categories: content theory and process theory (Ranjan & Charles, 

2002). Content theories are assuming each person has different needs which causes 

them to act in certain ways. Proponents of the content theories include Maslow (1954), 

McClelland (1961), Herzberg (1966), and Alderfer (1969), who are famous for their 

work in this field. Process theories identify relationships among the different factors 

of motivation. Renowned theorists in this field include Heider (1958), Vroom (1964), 

Adams (1965), Locke (1976), and Lawler (1973). 

Several need theories which are categorised as content theory explains how different 

HRM policies meet different employee needs. In other words, all the HRM policies 

satisfy some level of need to motivate an employee depending on the individual's 

social and psychological status. With significant influence by Maslow’s hierarchy of 

needs, Malone and Lepper (1987) have integrated a large amount of motivational 

research into a summary of several ways the leadership of organisations can design 

environments that are self-motivating: i) Motivation through Challenges; ii) 

Motivation through Curiosity; iii) Motivation through Control; iv) Motivation through 

Fantasy; v) Motivation through Competition; vi) Motivation through Cooperation; vii) 

Motivation through Recognition (Jerome, 2013). He also provided an explanation on 

each of Maslow’s need dimension with HRM practices from industries. The following 

table will illustrate Maslow's need dimension with Jerome's example and 

corresponding HRM policy dimension. 

According to Arnolds and Boshoff (2002), the criticism of Maslow's theory lies in the 

fact that it explains human development more than work motivation, and this criticism 



 

204 
 

can be addressed by Alderfer's ERG (Existence, Relatedness and Growth) theory. 

They further explained that the existence need is closely related to physiological and 

safety needs, the relatedness reflects the social acceptance status and belongingness. 

Lastly the growth need represents development, self-actualization and self-fulfilment. 

This theory clearly encompasses all the three HRM dimensions. Teck-Hong and 

Waheed (2011), tested several HRM practices influencing job satisfaction using 

Herzberg's motivation theory. In that research the HRM practices they used can be 

categorised in any of the ability, motivation or opportunity dimensions. 

Table 10. 3: Maslow's motivation theory with Jerome's example  

Motivation 

Theory 

Need Dimension HRM Practices HRM Policy Dimension 

Maslow's 

Hierarchy of 

Needs 

Physiological Staff meal, allowance Motivation 

Safety Protective gear, fair pay, 

stable career 

Motivation, Opportunity 

Social  Relationship, work family 

balance, participation in 

decision making 

Opportunity 

Esteem  Promotion opportunity, merit 

pay, tuition reimbursement   

Motivation, Ability 

Self-actualization Encouraging innovation, 

competitive performance 

Opportunity 

 

Like content theories of motivation, process theories also encompass all the HRM 

practices. For example, Adam's equity theory suggests that a sense of justice or 

injustice makes employees motivated or demotivated. This can be influenced by HRM 

policies like structured recruitment system, performance evaluation, complaint system 
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etc. Lawler III (1969), influenced by Vroom's expectancy theory proposed that 

motivation to perform effectively depends on 1. effort reward probability and 2. 

concept of reward value. We can translate this to existing HRM practices as well. Most 

of the HRM policies have this impact on employees, for example direct benefits and 

remuneration, performance evaluation, training opportunity, job design all can be 

explained by this theory. Therefore, considering all the HRM policies that motivate 

employees, the “motivation” dimension of AMO becomes too broad a scope. 

Table 10. 4: Drives that Motivate Employees  

Drive Primary Lever Actions 

1. Achieve Reward System Differentiate good employees or performers from the 

others 

Link reward with performance 

Remuneration should be competitive 

2. Bond Culture Nurture friendship and reliability among employees 

Emphasize teamwork and collaboration 

Promote best practices 

3. Comprehend Job Design Design jobs with important and distinct roles 

Design jobs which employees will find meaningful 

and will feel they can contribute 

4. Defend Performance-

Management and 

Resource-Allocation 

Processes 

Improve transparency throughout different work 

processes 

Ensure fairness 

Establish trust by practicing fairness and transparency 

in giving rewards and other recognitions. 

Source: Nohria, Groysberg and Lee, 2008 
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Nohria, Groysberg and Lee (2008), suggested that there are 4 drivers which act as 

basic instinct to shape employee behaviour. They linked these instincts with HRM 

practices to show how different HRM practices motivate employees.  

According to the existing motivation theory all HRM policies motivate employees one 

way or another. HRM researchers have also used motivation as a mediating factor to 

establish the relationship between HRM practice and firm performance. Considering 

this and the present data for this response group the term "motivation" as an HRM 

policy dimension may be too generic. Other terminologies in this regard will improve 

researchers' understanding of employee perception.  

10.4.2 Difference in opinion due to different levels of education 

Previous researchers who categorised HRM practices in three dimensions empirically 

obtained data from a very educated respondent group. For example, Gardner, Wright 

and Moynihan (2011), conducted their survey with 122 undergraduate / post graduate 

students and HRM practitioners and Subramony (2009) obtained his data from 5 

faculties and 5 final year students. This research also found that though significant 

differences exist on how employees perceived HRM policies, it does not impact the 

categorisation of HRM policies in three dimensions. As cognitive ability is strongly 

influenced by education (Falch & Massih, 2011), for this kind of categorisation it is 

justified to use a more educated respondent group. This also reflects on how the two 

groups with different levels of education rate the HR policies in AMO dimensions. 

The more educated group having more confidence on their decision put higher scores, 

as a result for all HRM policies the mean score is higher for respondents with higher 

level of education. 
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Coinciding all the discussion reveals that it is difficult to categorise HRM policies in 

three dimensions according to an employee’s perception. At this point to 

operationalise the AMO model, existing categorisation according to literature can be 

used but further research is required for proper categorisation. During the 

operationalization phase employees’ preferred HRM policies can be implemented by 

obtaining data from a best-worst survey. This is a simple procedure for obtaining 

preference and gives the scope to categorise preference according to different groups. 

 Employing HRM policies according to employee preference will make the employees 

more satisfied which will enhance employee motivation, productivity, organisational 

citizenship behaviour and deter them from counter productive work behaviour. It is 

important to consider the difference in employees’ preference of HRM policies as it 

differs for different employees and demographics also influence the relationship of 

perceived HRM policies and satisfaction. To achieve an accurate picture of human 

resource management and organisation performance this information will be very 

crucial. It will facilitate one of the foremost goals of the AMO model, to answer the 

Black Box. 

10.5 Contributions 

This research aimed to integrate employee preference and perception with the AMO 

model to find out an employee centric HRM policy. In this process it addressed 

contemporary issues encountered by practitioners and researchers. Though the theory 

and practice influence each other the implication on practice and research is given 

separately to explicitly state the contribution of this research. 
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10.5.1 Significance to practitioners 

The primary motivation for this research was to mitigate the sorrows of RMG workers 

of Bangladesh by implementing proper HRM. It was expected that this would be 

helpful in mitigating employee unrest and upholding employee morale and motivation. 

Results from this study support this and demonstrated multi-fold findings with 

implications beyond the political and cultural border. This research firstly argued that 

an employee centric HRM policies can be implemented by incorporating employee 

preferences. A proper integration of employees’ preference in HRM system would 

enhance organisational citizenship behaviour and lessen counter productive work 

behaviour. This will not only be a great remedy for existing employee tensions but 

also increase their morale and productivity. This will also break the shackles of 

traditional top down HRM system and incorporate and align employees with 

organizational strategy. 

Secondly, it provided an easy procedure to identify employee preferences and factors 

influencing these preferences. Since employee preference varies according to their 

demographics, it is essential to consider these demographic influences while 

implementing the HRM policies. In case of any disruption due to employee unrest 

HRM policy makers can easily understand which segment of employees has not been 

served properly.  

Thirdly, this research reiterated the importance of a sense of organizational justice. 

Even a holistic HRM system can be proved inadequate if the employees lack in trust. 

It also emphasized the importance of line managers’ behaviours who in many cases 

implement the HRM policies. 
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10.5.2 Significance to academics 

This research contributes to existing SHRM research by revealing some novel ideas 

and scopes for new research. Firstly, employees’ preferences are not a well-researched 

within SHRM. This study presented the importance of employees’ preference to 

achieve employee satisfaction and productivity. It also showed that employees’ 

preferences are influenced by various demographic factors like, gender, designation, 

organisational culture etc. This research showed that the relationship between 

perceived HRM policies and satisfaction is moderated by demographic factors and 

employee’s perception on procedural justice.  

One of the primary endeavours of this research was to contribute to the black box. 

With this end in view this research introduced the importance of employee preferences 

on HRM literature. It identified few reasons why even the most comprehensive 

researches were unable to link satisfaction and performance accurately. Firstly, the 

relationship between perceived HRM policies and satisfaction is significantly 

influenced by preferred HRM policies. Secondly, this relationship is also influenced 

by demographics. Thirdly, the data showed that it is important to use employee 

perception of HRM policies on measuring HRM impact on firm performance through 

moderating effect of satisfaction as organisational justice shapes the relationship. This 

information should be considered while linking HRM practice with firm performance 

by satisfaction. 

This research explored and utilized methodology from other disciplines which might 

help future researchers to answer the existing issues considering theories from other 

disciplines. It also provided a very reliable and easy way to discover employee 

preferences using best-worst scaling. 
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In management research it is important to repeat the same research in different 

contexts since these results are influenced by culture and practice. This research re-

explored the influence of HRM policies and satisfaction in a different context. 

 The present research context did not support a reverse implementation of AMO 

model. That is, researchers’ in strategic human resource management came up with 

AMO model by investigating the existing research where they categorised all the 

HRM practices in three dimensions. But replicating a similar methodology for 

garments employee of Bangladesh did not provide a categorisation like previous 

studies.  

The respondents of this research believed that most of the HRM policies affect their 

motivation than the other two dimensions. This perception could result from several 

reasons like respondents’ cognitive ability, the connotation and influence of 

motivation as a dimension, or the context itself driven by employee organisation 

relationship.  

10.6 Limitations 

The quantitative analysis followed by a qualitative research would enhance the 

validity of the research greatly. It would have been great if we could manage FGD 

with different levels of employees to get some sort of authenticity of the acquired 

result. Nevertheless, this has kept opportunity for future research.  

A more comprehensive questionnaire could have been used but considering the 

cognitive ability of the participants it was kept as simple as possible. Moreover, the 

respondents were not very used to participating in these types of surveys and always 
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had the fear of losing their job. This also restricted the length and wording of the 

questionnaire. 

10.7 Scope for future research 

A qualitative research can be conducted as a continuation of this research to achieve 

in depth reasoning of the results obtained. Further research can be conducted to 

explore how to categorise the HRM policies and restructure the impact of motivation 

on AMO model. BWS can be used to identify and classify HRM practices according 

to employee preferences. While evaluating the relationship of HRM practice and firm 

performance in AMO research, impact of the moderating factors like demographics 

can be considered to observe any change in the overall result.  

10.8 Conclusions 

Employee unrest in the RMG sector of Bangladesh is not only an industry specific 

problem rather it is a social problem related to the attitude of employers to employees. 

In search for an answer to solve this, a void has been discovered. It is the lack of 

incorporation of employees’ preferences and perceptions both in HRM practice and 

research. Even arguably the most comprehensive model (AMO) has not taken into 

consideration these humane aspects while determining the influence of HRM on 

organization performance. 

It is evident from this research that employee preferences and perceptions impact their 

job satisfaction. And while implementing an HRM system it is important to 

acknowledge employees’ preference along with the impact of demographics and 

environment as well.  
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A sincere effort to meet employees’ need and involving them in the core business 

should come with listening to them first. What could be a better step stone to do so 

other than starting with the HRM policies, since HRM policies are meant for employee 

benefits. Implementing an employee centric HRM system by recognizing employee 

preference could start a new era in HRM practice and research. 
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Appendix A: Survey Questionnaire (English)  

Question 1. Categorising HRM practices in Three Dimensions 

Respondents: Directors and Management Level Employees 

Instructions: Please rate the influence of each HRM practice under each of the three 

HRM dimensions. 1 denotes least influent and 5 most influent. Please rate in all three 

categories.  

1. Structured formal recruitment process 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

2. Formal training  

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

3. Formal performance evaluation 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

4. Competitive salary/ wages  

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

5. Bonuses 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

6. Promotion opportunities  

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

7. Complaint process 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

8. Job rotation 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

9. Building relationship and developing organisational culture 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

Skill or Ability: The 

ability enhancing factors 

enhance the skills of 

employees. 

Motivation: The 

motivational factors make 

the employees more 

committed to their work 

and organization. 

Opportunity: The 

opportunity enhancing 

factors create greater 

opportunity for the 

employees to perform.  
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10. Specific job description 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

11.Benefits (Work-family assistance practices, transportation, accommodation etc.) 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

12. Participation in decision making 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

13. Ensuring health and safety issue 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

14. Encouraging innovation 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

15. Process redesigning 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

16. Organisational redesigning 

Ability Motivation Opportunity 

1 2 3 4 5 1 2 3 4 5 1 2 3 4 5 

 

Question 2. Best-Worst Questionnaire for Measuring the HRM Practice Preference 

Among Different Levels of Employees   

Questionnaire Design: Design of the questionnaire has been made by following a (16,4,1) 

balanced incomplete block design. The design is obtained using the software RStudio. 

Demographic Information of Participant: 

Age:  Sex: 

Years of experience: 

Years with this organisation: 

Position:  

Highest level of education: 

Instructions: Choose the best and worst option from each set of HRM practice. Please put a 

 for the most desired option and X for the least desired option.  

1. 



 

276 
 

Formal performance 

evaluation 

  

Competitive salary / wages   

Complaint process and justice   

Ensuring health and safety   

2.  

Structured formal recruitment 

process 

  

Bonuses   

Complaint process and justice   

Organisational redesign   

3. 

Formal performance evaluation   

Bonuses   

Promotion opportunity   

Benefits (work-family assistance, 

transportation accommodation) 

  

4. 

Competitive salary / 

wages 
  

Bonuses   

Job Rotation   

Process redesign   

5.  

Complaint process and justice   

Building relationship and organisational 

culture 

  

Specific job description   

Participation in decision making   

6.  

Structured formal recruitment process   

Job Rotation   

Building relationship and organisational 

culture 

  

Ensuring health and safety   

7.  

Job Rotation   

Specific job 

description 

  

Encouraging 

Innovation 
  

Organisational 

redesign 

  

8.  

Structured formal recruitment 

process 
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Formal training   

Formal performance evaluation   

Specific job description   

9.  

Formal training   

Formal performance 

evaluation 
  

Job Rotation   

Participation in decision 

making 
  

10.  

Structured formal recruitment process   

Benefits (work-family assistance, transportation 

accommodation) 

  

Participation in decision making   

Process redesign   

11.  

Formal performance evaluation   

Building relationship and organisational 

culture 
  

Process redesign   

Organisational redesign   

12.  

Competitive salary / wages   

Bonuses   

Building relationship and organisational 

culture 
  

Specific job description   

13.  

Competitive salary / wages   

Promotion opportunity   

Participation in decision 

making 

  

Organisational redesign   

14.  

Formal training   

Benefits (work-family assistance, transportation, 

accommodation) 

  

Ensuring health and safety   

Organisational redesign   

15.  

Bonuses   

participation in decision 

making 
  

Ensuring health and safety   

Encouraging Innovation   
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16.  

Promotion opportunity   

Complaint process and justice   

Job Rotation   

Benefits (work-family assistance, transportation, 

accommodation) 
  

17.  

Promotion opportunity   

Specific job description   

Ensuring health and 

safety 
  

Process redesign   

18.  

Formal training   

Promotion opportunity   

Building relationship and organisational 

culture 

  

Encouraging Innovation   

19. 

Structured formal recruitment process   

Competitive salary / wages   

Benefits (work-family assistance, transportation, 

accommodation) 
  

Encouraging Innovation   

20.  

Formal training   

Complaint process and 

justice 
  

Encouraging Innovation   

Process redesign   

 

Question 3: Perceived HRM Practice 

Demographic Information of Participants: 

Age:  Sex: 

Years of Experience: 

Years with this Organisation:  

Position:  

Highest level of education: 

Please put a   in the HRM practices listed below which you think your organisation has 

implemented. 
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1 Structured formal recruitment process   

2 Formal training   

3 Formal performance evaluation   

4 Competitive salary/ wages   

5 Bonuses   

6 Promotion opportunities   

7 Complaint process   

8 Job rotation   

9 Building relationship and developing organisational culture   

10 Specific job description   

11 Benefits (Work-family assistance practices, transportation, accommodation 

etc.) 

  

12 Participation in decision making   

13 Ensuring health and safety issue   

14 Encouraging innovation   

15 Process redesigning   

16 Organisational redesigning   

 

Question 4. Job Satisfaction 

Demographic Information of Participants: 

Age:  Sex: 

Years of Experience: 

Years with this Organisation:  

Position:  

Highest level of education: 

Likert scale 1 to 7 where 1 denotes extremely unsatisfied and 7 denotes extremely satisfied 

1. The physical work conditions 

2. The freedom to choose your own method of working 

3. Your fellow workers 

4. The recognition you get for good work 

5. Your immediate boss 

6. The amount of responsibility you are given 

7. Your rate of pay 

8. Your opportunity to use your abilities 
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9. Industrial relations between management and workers in your firm 

10. Your chance of promotion 

11. The way your firm is managed 

12. The attention paid to suggestions you make 

13. Your hours of work 

14. The amount of variety in your job 

15. Your job security 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  



 

281 
 

Appendix B: Survey Questionnaire (Bengali)  

 

Database Record 
Number 

     

বিভাগ  ঢাকা  
জেলা  ১ গােীপুর  ২ নারায়গঙ্গ  ৩ সািার  
Type ১ EPZ ২ Non-EPZ 

 
Sub type 

১ 
Direct export 

২ Sub-
contractor 

ঠিকানা  
নাম   
স্থান   

উত্তর দাতা/দাতী 
বিিরণ  

নাম   

পদিী   

স্থান   

জ ান 
নাম্বার  

 

 

 

আসসালামু ওয়ালাইকুম আবম___________________________ বিবদত জসালুসান্স জেকক 
একসবি। আমরা একটি গকিষনা সংস্থা, আমরা বিবভন্ন সমকয় বিবভন্ন বিষয় সম্পককে  
েরীপ পবরচালনা ককর োবক। িতে মাকন এরকম একটি েরীকপর িযপাকর আপনার 
মূলযিান মতামত চাইবি। দয়াককর আমাকক বকিুটা সময় বদকয় সহক াবগতা করকিন। 
[আপনার মতামত শুধুমাত্র সবিবলত ভাকি গকিষনার কাকে িযিহৃত হকি, অনযককান কাকে িযিহৃত হকি না] 

 

বিবনক পাটে ঃ  
EPZ ১। No EPZ ২। 
পন রপ্তাবনঃ  ১ সরাসবর  ২ তৃতীয় পক্ষ দারা  

 

১। এইচ আর প্রাকটিস –এর তিন মাত্রা তিতিক তিিাজন 

উত্তরদাতাাঃডিরেটেএবংম্যারেজরম্ন্ট পর্ যায়ের কর্ যচারী  

নির্দেশিাাঃআপোেম্তােযুায়ীকম্ মচােীেদক্ষতাবদৃ্ধিরত(enhancing skill), নিয়ের কাে ও 

প্রনিষ্ঠায়ির প্রনি আিুগিয বৃদ্ধিরত(enhancing motivation/ 

commitment)এবংকম্ মক্ষম্তাবৃদ্ধিেসুরযাগততডে(creating opportunity to enhance 

performance) কেরতেীরচেডবষয়গুরোকতখাডেপ্রভাবরেরেতা১ থেরক ৫ 
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এেম্রযযরযরকােএকটটসংখযাটটক( )দ্বাোডেরদমশকরুে। অডতঅল্পপ্রভাব ১ 

দ্বাোএবংঅডতরবডশপ্রভাব ৫ দ্বাোডেরদমডশতহরব। 

নিষে 

 

দক্ষিা িদৃ্ধি আিুগিয বৃদ্ধি কম্ মক্ষম্তাবৃদ্ধিেসুরযাগততডে 

১ ২ ৩ ৪ ৫ ১ ২ ৩ ৪ ৫ ১ ২ ৩ ৪ ৫ 

সুনিনদযষ্টনিয়োগ কাঠায়র্া                

প্রানিষ্ঠানিক প্রনিক্ষণ                

কর্ যক্ষর্িার নিেনর্ি 

র্ূল্যােি  

               

প্রনিয়র্ানগিার্ূল্ক বিিি                

থবাোস                

পরদান্নডতেসুরযাগ                

অনিয়র্াগ পিনি ও 

সুনিচার 

               

পাল্াক্রনর্ক কাে                

কর্ীয়দর র্য়যয সুসম্পকয 

এিং একটি প্রানিষ্ঠানিক 

সংসৃ্কনি গয়ে বিাল্া 

               

দানেয়ের সনুিনদযষ্ট নিিরণ                

অিযািয সুনিযা (িাসস্থাি, 

র্ািাোি ইিযানদ) 

               

নসিান্ত গ্রহয়ি অংিগ্রহণ                

স্বাস্থয ও নিরাপত্তা 

নিদ্ধিিকরণ 

               

উদ্ভািয়ি উৎসানহিকরণ                

পিনিগি পিুগ যঠি                 

প্রানিষ্ঠানিক পুিগ যঠি                

 

২। বিবিন্নপর্যায়েরকর্যচারীয়েরকীধরয়েরএইচআরপ্রাকটিসপছন্দতাপবরর্াপয়করজন্য ‘িাল া-মন্দ’ তনিভ র 

প্রশ্নাি ী 

উত্তরদাতাাঃম্যারেজরম্ন্টএবংঅেযােযপর্ যায়ের কর্ যচারী  

উত্তেদাতােিযদ্ধিগি িথ্য: 

বয়সঃ  পুরুষ/ োেী 
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কম্ মঅডভজ্ঞতাঃ ….........বছে ……… ম্াস 

এইপ্রডতষ্ঠারেকম্ মঅডভজ্ঞতাঃ….........বছে ……… ম্াস 

পদঃ 

সরব মাচ্চডশক্ষাগতরযাগযতাঃ 

নির্দেশিাাঃআপোেম্তােযুায়ীেীরচে২০ 

থসটএইচআেপ্রাকটটরসেপ্রডতটটরতরকােডবষয়টটকাম্যঅেবাকাম্যেয়তাদয়াকরেউরেখকরুে

। সবরচরয়কাম্যডবষয়টটটটক ( )দ্বাোএবংসুবরচরয়অকাম্যডবসয়টটক্রস(X) দ্বাোডেরদমডশতহরব। 

১। 

কর্ মক্ষর্তার নিয়নর্ত র্ূল্যায়ি   

প্রনতয ানিতার্ূল্ক বেতি   

অনিয াি পদ্ধনত ও সুনেচার   

স্বাস্থ্য ও নিরাপত্তা নিশ্চিতকরণ   

২। 

সুনিনদমষ্টনিযয়াি কাঠাযর্া   

ব ািাস   

অনিয াি পদ্ধনত ও সুনেচার   

প্রানতষ্ঠানিক পুিি মঠি   

৩। 

কর্ মক্ষর্তার নিয়নর্ত র্ূল্যায়ি   

ব ািাস   

পর্দান্ননতরসুর্ াগ   

অিযািয সুনেধা (োসস্থ্াি,  াতায়াত ইতযানদ))   

৪। 

প্রনতয ানিতার্ূল্ক বেতি   

ব ািাস   

পাল্াক্রনর্ক কাজ   

পদ্ধনতিত পুিি মঠি   

৫। 

অনিয াি পদ্ধনত ও সুনেচার   

কর্ীযদর র্যধয সুসম্পকম এেং একটি প্রানতষ্ঠানিক 

সংসৃ্কনত িযে বতাল্া 

  

দানয়যের সুনিনদমষ্ট নেেরণ   

নসদ্ধান্ত গ্রহযি অংশগ্রহণ   

৬। 

সুনিনদমষ্টনিযয়াি কাঠাযর্া   

পাল্াক্রনর্ক কাজ   

কর্ীযদর র্যধয সুসম্পকম এেং একটি প্রানতষ্ঠানিক 

সংসৃ্কনত িযে বতাল্া 

  

স্বাস্থ্য ও নিরাপত্তা নিশ্চিতকরণ   
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৭। 

পাল্াক্রনর্ক কাজ   

দানয়যের সুনিনদমষ্ট 

নেেরণ 

  

উদ্ভােযি 

উৎসানহতকরণ 

  

প্রানতষ্ঠানিক পুিি মঠি   

৮। 

সুনিনদমষ্টনিযয়াি কাঠাযর্া   

প্রানতষ্ঠানিক প্রনশক্ষণ   

কর্ মক্ষর্তার নিয়নর্ত র্ূল্যায়ি   

দানয়যের সুনিনদমষ্ট নেেরণ   

৯। 

প্রানতষ্ঠানিক প্রনশক্ষণ   

কর্ মক্ষর্তার নিয়নর্ত র্ূল্যায়ি   

পাল্াক্রনর্ক কাজ   

নসদ্ধান্ত গ্রহযি অংশগ্রহণ   

১০। 

সুনিনদমষ্টনিযয়াি কাঠাযর্া   

অিযািয সুনেধা (োসস্থ্াি,  াতায়াত ইতযানদ)   

নসদ্ধান্ত গ্রহযি অংশগ্রহণ   

পদ্ধনতিত পুিি মঠি   

১১। 

কর্ মক্ষর্তার নিয়নর্ত র্ূল্যায়ি   

কর্ীযদর র্যধয সুসম্পকম এেং একটি প্রানতষ্ঠানিক 

সংসৃ্কনত িযে বতাল্া 

  

পদ্ধনতিত পুিি মঠি   

প্রানতষ্ঠানিক পুিি মঠি   

১২। 

প্রনতয ানিতার্ূল্ক বেতি   

ব ািাস   

কর্ীযদর র্যধয সুসম্পকম এেং একটি প্রানতষ্ঠানিক 

সংসৃ্কনত িযে বতাল্া 

  

দানয়যের সুনিনদমষ্ট নেেরণ   

১৩। 

প্রনতয ানিতার্ূল্ক বেতি   

পর্দান্ননতরসুর্ াগ   

নসদ্ধান্ত গ্রহযি অংশগ্রহণ   

Organisational redesign   

১৪। 

প্রানতষ্ঠানিক প্রনশক্ষণ   

অিযািয সুনেধা (োসস্থ্াি,  াতায়াত ইতযানদ)   



 

285 
 

স্বাস্থ্য ও নিরাপত্তা নিশ্চিতকরণ   

প্রানতষ্ঠানিক পুিি মঠি   

১৫। 

ব ািাস   

নসদ্ধান্ত গ্রহযি অংশগ্রহণ   

স্বাস্থ্য ও নিরাপত্তা নিশ্চিতকরণ   

উদ্ভােযি উৎসানহতকরণ   

১৬। 

পর্দান্ননতরসুর্ াগ   

অনিয াি পদ্ধনত ও সুনেচার   

পাল্াক্রনর্ক কাজ   

অিযািয সুনেধা (োসস্থ্াি,  াতায়াত ইতযানদ)   

১৭। 

পর্দান্ননতরসুর্ াগ   

দানয়যের সুনিনদমষ্ট নেেরণ   

স্বাস্থ্য ও নিরাপত্তা 

নিশ্চিতকরণ 

  

পদ্ধনতিত পুিি মঠি   

১৮। 

প্রানতষ্ঠানিক প্রনশক্ষণ   

পর্দান্ননতরসুর্ াগ   

কর্ীযদর র্যধয সুসম্পকম এেং একটি প্রানতষ্ঠানিক 

সংসৃ্কনত িযে বতাল্া 

  

উদ্ভােযি উৎসানহতকরণ   

১৯। 

সুনিনদমষ্টনিযয়াি কাঠাযর্া   

প্রনতয ানিতার্ূল্ক বেতি   

অিযািয সুনেধা (োসস্থ্াি,  াতায়াত ইতযানদ)   

উদ্ভােযি উৎসানহতকরণ   

২০। 

প্রানতষ্ঠানিক প্রনশক্ষণ   

অনিয াি পদ্ধনত ও সুনেচার   

উদ্ভােযি উৎসানহতকরণ   

পদ্ধনতিত পুিি মঠি   

৩। কর্যচারীরদৃবিয়তএইচআরপ্রাকটিস 

উত্তেদাতাঃম্যারেজরম্ন্টএবংঅেযােযপর্ যায়ের কর্ যচারী  

উত্তেদাতােিযদ্ধিগি িথ্য: 

বয়সঃ  পুরুষ/ োেী 

কম্ মঅডভজ্ঞতাঃ ….........বছে ……… ম্াস 
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এইপ্রডতষ্ঠারেকম্ মঅডভজ্ঞতাঃ….........বছে ……… ম্াস 

পদঃ 

সরব মাচ্চডশক্ষাগতরযাগযতাঃ 

এইপ্রডতষ্ঠারেেীরচেরযসকেডবষয়িাস্তিানেি হে িয়ল্ আপনি র্য়ি কয়রি বসগুয়ল্া দো কয়র 

টিক ( )দ্বাোডেরদমশকরুে। 

১ সুনিনদেষ্টনির্ াগকাঠার্ া   

২ প্রাডতষ্ঠাডেকপ্রডশক্ষণ   

৩ কম্ মক্ষম্তােডেয়ডম্তমূ্েযায়ে   

৪ প্রডতরযাডগতামূ্েকরবতে   

৫ থবাোস   

৬ পরদান্নডতেসুরযাগ   

৭ অডভরযাগপিডত ও সুডবচাে   

৮ পাোক্রডম্ককাজ   

৯ কম্ীরদেম্রযযসুসম্পকমএবংএকটটপ্রাডতষ্ঠাডেকসংসৃ্কডতগরেরতাো   

১০ দাডয়রেেসুডেডদমষ্টডববেণ   

১১ অেযােযসুডবযা (বাসস্থাে, যাতায়াতইতযাডদ)   

১২ ডসিান্তগ্রহরেঅংশগ্রহণ   

১৩ স্বাস্থয ও ডেোপত্তাডেদ্ধিতকেণ   

১৪ উদ্ভাবরেউৎসাডহতকেণ   

১৫ পিডতগতপুেগ মঠে   

১৬ প্রাডতষ্ঠাডেকপুেগ মঠে   

 

৪। চাকুরীবিষেকসন্তুবি 

উত্তরদাতাাঃম্যারেজরম্ন্টএবংঅেযােযপর্ যায়ের কর্ যচারী  

উত্তেদাতােিযদ্ধিগি িথ্য: 

বয়সঃ  পুরুষ/ োেী 

কম্ মঅডভজ্ঞতাঃ ….........বছে ……… ম্াস 

এইপ্রডতষ্ঠারেকম্ মঅডভজ্ঞতাঃ….........বছে ……… ম্াস 
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পদঃ 

সরব মাচ্চডশক্ষাগতরযাগযতাঃ 

প্রশ্না লীরন িযাসউৎসাঃ(Warr et. al., 1979) 

নির্দেশিাাঃেীরচেডবষয়গুরোডেরয়আপডেকম্ মরক্ষরেকতখাডেসন্তুষ্টতা ১ থেরক ৫ 

এেম্রযযরযরকােএকটটসংখযাটটকডদরয়ডেরদমশকরুে। অডতঅল্পসরন্তাষ ১ 

দ্বাোএবংঅডতরবডশসরন্তাষ৭দ্বাোডেরদমডশতহরব। 

নিষে ১ ২ ৩ ৪ ৫ ৬ ৭ 

কায়ের িানহযক পনরয়িি        

নিয়ের কার্ যপিনি িাছাই করার স্বাযীিিা        

সহকর্ীিৃন্দ        

িায়ল্া কায়ের স্বীকৃনি        

ঊিযিি কর্ যকিযা (এক যাপ)        

আথোনপি দানেয়ের পনরর্াণ        

বিিি হার        

কর্ যক্ষর্িা িযিহায়রর সুয়র্াগ        

র্যায়িেয়র্ন্ট পর্ যায়ের ও অিযািয কর্ যচারীয়দর 

র্য়যয প্রানিষ্ঠানিক সম্পকয 

       

পয়দান্ননির সুয়র্াগ        

প্রনিষ্ঠায়ির িযিস্থাপিা        

আপিার বদো পরার্য়ি যর প্রনি প্রনিষ্ঠায়ির 

র্য়িায়র্াগ  

       

কায়ের সর্ে সীর্া        

কায়ের বিনচত্র্য        

কায়ের নিরাপত্তা        
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Appendix C: SPSS Syntax Factor Analysis 

DATASET ACTIVATE DataSet1. 

FACTOR 

  /VARIABLES Q1.1A Q1.2A Q1.3A Q1.4A Q1.5A Q1.6A Q1.7A Q1.8A Q1.9A Q1.10A Q1.11A 

Q1.12A Q1.13A  

    Q1.14A Q1.15A Q1.16A 

  /MISSING LISTWISE  

  /ANALYSIS Q1.1A Q1.2A Q1.3A Q1.4A Q1.5A Q1.6A Q1.7A Q1.8A Q1.9A Q1.10A Q1.11A 

Q1.12A Q1.13A  

    Q1.14A Q1.15A Q1.16A 

  /PRINT INITIAL CORRELATION KMO REPR AIC EXTRACTION ROTATION 

  /FORMAT SORT BLANK(.10) 

  /PLOT EIGEN 

  /CRITERIA MINEIGEN(1) ITERATE(25) 

  /EXTRACTION PC 

  /CRITERIA ITERATE(25) 

  /ROTATION VARIMAX 

  /SAVE REG(ALL) 

  /METHOD=CORRELATION. 
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Appendix D: SPSS Syntax MDA 

 

* Encoding: UTF-8. 

 

DISCRIMINANT 

  /GROUPS=EPZDesig(1 4) 

  /VARIABLES=Q2SR Q2FT Q2PE Q2CS Q2BO Q2PO Q2CP Q2JR Q2OC Q2JD Q2BE Q2PDM 

Q2HS Q2EI Q2PR Q2OR 

  /ANALYSIS ALL/FUNCTIONS=2 

  /METHOD=RAO  

  /VIN=0 

  /FIN=3.84 

  /FOUT=2.71 

  /PRIORS EQUAL  

  /HISTORY/ROTATE=STRUCTURE 

  /STATISTICS=MEAN STDDEV UNIVF FPAIR TABLE CROSSVALID  

  /CLASSIFY=NONMISSING POOLED. 

 




