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ABSTRACT 

The Quality Management has been one of the topics that most interest has had 

in the field of the study of organizations in the last years. The following paper analyzes 

the relationship between quality management and design of jobs taking into account 

how this affects the behavior of employees in the organization. Thus, it has analyzed 

what human resources practices are the most suitable for the implantation of total 

quality system. Later, the variables that affect the design of jobs proposed by Hackman 

and OIdham (1976) are determined. Finally, it is shown the importance of the design of 

jobs for human factor. Along with the theoretical review of the different theories two 

empirical analyses have been carried out. This paper study the effects of quality 

management on employees and how companies with a higher level of quality 

management involve in major measure their employees in some human resources 

practices. Also it has been analyzed the relationship between the variables of design of 

jobs and the human factor in the company "Unión de Mutuas". 

Keywords: Human Factor, Total Quality Management, variable of jobs design 

and employee behavior. 
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1. Introduction 
 

The Total Quality Management has been considered as a strategy that allows to 

improve the quality of products and services, and thereby the productivity of 

organizations. Zairi (2002) defines total quality management (TQM) as "an integrated, 

continuous and professional system based on the commitment of employees and the 

high management and in collaboration with customers where confluence the needs of 

all of them." 

A Quality Management System requires the participation of all members of the 

organization, since all employees are responsible for complying the quality 

requirements. Therefore, the implementation of a system of TQM must include the 

design of policies and actions that promote autonomy and self-control among 

employees. It has been indicated that in the Total Quality Management must be taken 

care the social aspects must be taken care by means of the management of human 

resources (Bou y Beltrán, 2005). 

Many companies that have implemented a Total Quality System have obtained 

a high business growth and improvements in the results in last years (e.g., Hendricks y 

Singhal, 1997; Easton y Jarrell, 1998). In the literature it has analyzed how the Total 

Quality Management can influence the performance of the organization, by contrasting 

in many studies a positive relationship. This way, for example, Easton and Jarrell 

(1998) have verified how an effective implementation of total quality management 

improves in long term the profitability, while works such as Hendricks and Singhal 

(1997) focus on comparing companies that have won awards related to quality and 

how these get higher performance related to the ordinary results of the activity. 

Nevertheless, in spite of its popularity, it is checking that quality systems are not 

always producing the expected effects. Not always to implement a Total Quality 

System generates improvements in business performance (Camisón, Cruz y González, 

2007: 1092). In spite of the great popularity that enjoys practices of total quality 

management (TQM) and of these results, there is uncertainty as to its ability to create 

value.  There are evidences that prove the existence of failures in implementing the 

Quality Management System. For example, Lawler, Mohrman and Benson (2001) 

demonstrate a decrease in Fortune 1000 companies which implement and/or maintain 

initiatives of quality management. Between the most important reasons of this fact it is 

the inability of the quality systems to change the attitudes and values of the members 



Bachelor's Degree Final Project 

 

 

~ 6 ~ 
 

of the organization with the goal of achieving the necessary commitment to obtain 

greater performance and continuous effort in the improvement of the processes and 

products (Lawler, Mohrman and Benson, 2001). These studies raise the need of an 

internal congruence between the requirements of total quality management system and 

other subsystems of direction (Dowerty, 1996, Soltani, et al. 2004).  

Some causes related to the failure of the quality management depend on 

aspects related to the human factor, such as lack of commitment and resistance to 

change or the resistance to acquire new responsibilities (Flood, 1993). Employees 

already have habits acquired by time and they reject any new form of work. Moreover 

they do not feel committed above all because they do not understand that means to 

them the quality or they are not motivated to support to senior management. 

In order prevent this from happening, some authors like Wilkinson, Redman, 

Snape y Archington (1998) suggest that organizations should implement a quality 

management system to adopt specific approaches of human resources management 

so that employees are more committed and they are willing to achieve the objectives 

and continuous improvement of the organization. The participative management that 

promotes the total quality management system supposes that they assume the ability 

to take decisions. 

Some works have studied the relationship of human resources management 

with the quality management systems (Lawler, 1994), how human resources practices 

can affect this system (Bou y Beltrán, 2005), and what practices are "ideal” and its 

influence on the members of the organization. Different studies have demonstrated to 

recognize that human resource practices can influence positively on organizational 

performance (Balkin y Gómez- Mejía, 1987; Huselid, 1995; Frey et al., 2000; Khatri, 

2000). Nevertheless, there are few studies that have commented the relationship 

between total quality system and design jobs (Blackburn y Rosen, 1993; Merino, 1999; 

2001). 

In this study we will focus on the importance of jobs design and its 

characteristics more favorable to implement a total quality system. The design of jobs 

is important, since it involves involving the persons in their tasks and increase their 

talent and ability to achieve good results. For it, first thing that is required is to 

understand what is the design of jobs and on what they are based to design it correctly. 

In this way, it will show how it affects each of the variables that allow designing a job. 
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The design of a job involves the identification and description of the tasks to be 

performed, the technical methods to apply, machines, tools and materials to use, as 

well as persons with whom the occupant of the post will relate (Chiavenato, 1983; 

Walker, 1992). Following Hackman and Oldham (1975) are five the variables to 

consider in the job design: variety of skills, identity of the task, autonomy, importance of 

the task and knowledge of the results of work. 

Very few companies have present that the job also requires design and a viable 

profile for the person who holds it. A wrong job design work is the main source of 

demotivation, dissatisfaction and low productivity of human resources (Malik, 2000). 

This work presents a dual objective. First, check the importance of Human 

Resources in Total Quality System, in addition to analyze what HR practices are 

congruent with the principles and orientations of Total Quality Management. According 

to Crosby (1979), workers must be made aware regarding to topics related to quality 

management. The management of human resources is important for quality 

management systems, since the quality is responsible of the members of the 

organization and so that it can achieve the continuous improvement of quality it is 

necessary that all members of the company are committed. 

The second objective is the importance of the design of jobs, to contribute to 

see how it affects the implementation of a quality system to each of the variables that 

allow designing a job and if the companies that carry out these practices obtain better 

results in terms of quality. 

The structure of the work is the following. In the first part, it will be defined that it 

is a Total Quality System, the reasons why it does not give the expected results, the 

importance of the human factor, and it will identify that human resources are the most 

appropriate to increase the commitment of members of the organization and to achieve 

an improvement of the system. Special emphasis it is dedicated to the design of jobs. 

In the second part, it will be defined that it is design of jobs, characteristics or variables 

that influence the design and the importance of design of jobs for the human factor. In 

the third section, it will be analyzed the influence of quality management system on the 

design of jobs and how this affects employees of the organization. Finally, an empirical 

study will be done and it will comment the conclusions, the implications about the 

behavior of employees and proposals for future studies. 

For it, it will be realized a theoretical review of the design of jobs and practices 

that must be carried out for a good implementation of a quality management system. 
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2. The importance of the human factor in Quality 

Management 
 

Quality Management has been defined of diverse ways (see table 1). Hansson 

and Klefsjö (2003) define the management of the quality as a system of direction in 

continuous change, which is based on a set of values, methods and tools whose main 

objective is increase the satisfaction of external and internal client with a reduced 

quantity of resources. Flynn, Schroeder and Sakakibara (1994) define total Quality 

Management (TQM) as an effort integrated to achieve and maintain products of high 

quality, based on the maintenance of the constant improvement of processes and 

prevention of mistakes at all levels and in all functions of the organization , aiming to 

achieve and even to exceed the expectations of the consumers. Oakland (1989) 

conceives Quality Management as an approach to improve the effectiveness and 

flexibility of the whole organization and a method to involve everyone in the 

organization in the processes of improvement. Other authors (Belohlav, 1993; Garvin, 

1988; Stahl and Grigsby, 1997) understand that TQM is a strategic option to achieve 

competitive advantages in costs and differentiation through actions oriented towards 

the customer and the cohesion of all resources of the company. 

Ishikawa (1954), a key piece in the birth of this new human approach of the 

management of the quality, promotes a model primarily directed toward people rather 

than statistics, since it is necessary involve all members, not only to top management. 

Also, Juran (1991) incorporates two aspects related to personnel management and 

proposes leadership and formation as the only variables necessary for the 

implementation of the model. 

This overview of quality management is adopted by Evans (1992), who defines 

total quality management as "the initiative in business management focused on people 

whose goal is continuous customer satisfaction in the way most efficient as possible. It 

is a systems approach, and an integral part of corporate strategy, works horizontally 

across all functions and departments, involves all employees, from the highest to the 

lowest of the organization, and extends beyond the borders of the company to include 

customers and suppliers. Emphasizes into learning and continuous improvement as 

key to competitive success”. Therefore, it is considered that the adoption of systems of 

Total Quality Management can be beneficial to the organization. It produces a 

continuous improvement that provokes major efficiency, reductions of costs, and a 
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major satisfaction of the customers, which can contribute to greater benefits (Hammer 

and Stanton, 1999; Harry and Schroeder, 2000).  

The previous definitions suggest that there is a high content of human resource 

management and it must have a perspective different from the traditional. However, a 

limitation is that none of the orientations talk about specific practices. Quality scholars 

have established the importance of the human factor is for the improvement and 

implementation of models of Total Quality Management (Deming 1982). In addition, it 

insists on that no organization can survive without good persons, persons who are 

continuously improving. People design and improve processes that they themselves 

carry out and control it. Managers must obtain the commitment of people to design, to 

control and to improve processes so that they remain productive. The result of all this is 

a high quality (Richard y Walton, 1985). 

As stated in the review of the literature on the critical factors, the commitment of 

all staff is very important to implant successfully the management of the quality. 

Empowerment is a way of achieving this involvement; it requires a high degree of 

involvement in which employees take decisions and they are responsible for their 

results (Conger and Kanungo, 1988).  It is a form of transfer of authority to give 

empower to the employee, always accompanied by information, providing to him all the 

necessary elements that allow him to attend and solve all situations that arise him at 

their level. 
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Table 1: Definitions of quality management 

Author Definition 

Hansson y Klefsjö (2003) Increasing the satisfaction of client with a 
reduced quantity of resources. 

Flynn, Schroeder y Sakakibara (1994) Exceeding the expectations of consumers 
through the maintenance of the constant 
improvement of processes and prevention 
of mistakes. 

Oakland (1989) Improving the effectiveness and flexibility 
of the whole organization. 

Belohlav (1993); Garvin (1988); Stahl y 
Grigsby (1997) 

Achieving competitive advantages in 
costs and differentiation through actions 
oriented towards the customer. 

Ishikawa (1954) Involving all people of the organization.. 

Juran (1991) Leadership and training as the only 
variables necessary to implement the 
model of TQM. 

Evans (1992) Continuous customer satisfaction in the 
way most efficient possible. 

Source: Own elaboration 

 

2.1 What practices of HR are best suited to implant a 

system of total quality? 
 

The relationship between quality management and human factor suggests that 

the implementation of any quality initiative requires effective management of the human 

resources. The behaviors and attitudes of employees are critical to the quality 

management and management of human resources is the main instrument to influence 

the behaviors and attitudes (Schonberger, 1994). 

It was noted that human resources can become a source of competitive 

advantage for the organization, but for this, human resource practices must develop 

the potential of his personnel and guide their behavior in the same direction that the 

organizational objectives (Wright, McMahan, y McWilliams, 1994). Thus, the 

implementation of a quality management system involves all employees of the 

organization requiring their participation and commitment. 

In this way, management must trust on their employees and create the enabling 

environment to have employees motivated (Steininger 1994). This will facilitate that the 
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employees elaborate goods and quality services (Schonberger, 1994). In this sense, a 

company capable to create quality staff is halfway to produce a quality item (Imai, 

1989). This situation will influence positively the quality of the company and will 

improve the satisfaction of the customers. Therefore, human resource plans can be 

integrated with quality plans (Blackburn y Rosen, 1993; Evans y Lindsay, 1999). 

However, in practice there is little integration between both (Cruise, 1995) because 

companies that implant quality systems are focused on their technical aspects, and 

they give less attention to humans (Moreno, 1993a; Lam, 1995; Van der Wiele et al., 

1996).  

Of the contributions of the "gurus" of the Quality also is gathered the idea that 

the Management of the Quality has important implications on the Human resources 

management (Deming 1982). From the moment that quality becomes the responsibility 

of all members of the organization and its achievement depends on the commitment of 

each individual, Human Resources become a key factor for the success of the quality 

initiative. To achieve this commitment and effort of employees to improve products, 

services and processes, it proposes to give self-control and some degree of autonomy 

to the lower levels of the organization, therefore, it aims to create a climate of trust that 

facilitates transparent communication and the identification of the employee with the 

goals of the organization (Wilkinson et al., 1998). If it gives major responsibility to the 

employee, this one will experience intrinsic motivation and he will commit with the goals 

of the organization. 

The definition of the role to be played by each of the members of the 

organization and the way how it want them to act, is conditioned by the way in which 

management defines the mission of the organization and its results, by the 

management of the technical system and by the design of the structure of the 

organization. In turn, the definition of jobs determines both the design of the context in 

which it is carried out, as the choice of policies applicable human resources: criteria of 

selection, systems of assessment of the performance, incentive systems and how to 

influence the members of the organization from the area of the management. 

Therefore, it is possible to affirm that design of jobs is the link between two areas of 

investigation intimately related: organizational design (structure and processes) and 

Human Resources policies. 

The practices of Human Resources (selection processes, evolution of 

performance, training, salaries etc.) determine, in large measure, the experiences of 

individuals in organizations. Each of these activities represents a choice of the 
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organization on how to treat employees, who to hire, who will be promoted, who will 

receive an increase in pay etc. Likewise, each of these practices has a great influence 

on the choices made by individuals regarding the organization: decision to participate, 

degree of effort, period of permanency. Management activities of human resources 

contribute, therefore, to the configuration of the relationship between the organization 

and its employees (Rousseau and Greller, 1994). 

The literature indicates that there is a positive relationship between quality 

management and the human resources (Blackburn y Rosen, 1993; Wilkinson et al., 

1997; Bayo-Moriones y Merino Díaz, 2001). Therefore, it is necessary that the human 

resource strategies facilitate the motivation of the employees (Steininger, 1994). 

Likewise, the European model of quality management states that the 

organization must develop the potential of its persons and encourage their involvement 

in the activities of the company. For it, the organization can develop and manage 

policies of personnel; these policies align with the strategy of the company, to promote 

the participation of employees of an individual and collective way in the activities of 

improvement and to facilitate the vertical and horizontal communication. All this can 

influence in the motivation and satisfaction of the employees like shown in the figure 1. 

The implication is an element necessary for the success of a quality system, 

however, to get it, it is necessary that there exists an identical management of human 

resources to the new situation of the company (Collard, 1992). 
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Figure 1: Influence of System of Total Quality Management and HR practices on employees 

Source: Own elaboration as from Powell (1995), Hackman y Lawler (1971); Gómez y Mejía 

(2001), Rousseau y Greller (1994), Wilkinson et al.,(1998), Deming (1982), Wright, McMahan, y 

McWilliams  (1994). 

 

2.1.1 Human Resources practices in a context of Total Quality 

Management 
 

The literature on human resources has identified the existence of some "best 

practices" which are based on certain principles and values as shared commitment (O, 

Dell, 1996), relationships of long term work (Cappelli y Crocker-Hefter, 1996), equality 

on the treatment towards employees (Schuler y Jackson, 1987a) and especially 

consciousness to promote employees fully identified with corporate culture (Devanna et 

al., 1984). Many of these principles and values are consistent with total quality 

(Blackburn y Rosen, 1993) and with the need for human resource practices create a 

suitable climate for quality improvement. 
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Now them, the policies of human resources have to be implemented an 

integrated way to get better results in quality. In this paragraph are described a set of 

practices of Human Resources that have an orientation towards the Total Quality. In 

the Table 2 summarize its principal characteristics. 

One of the practices that must be carried out is the recruitment and selection. It 

is a set of design variables of great importance, since, of its correct joint depends on 

the endowment of human capital of the company (Wright, Mcmahan y McWilliams, 

1994).  

The recruitment is the set of processes orientated to identifying and attracting 

persons with the knowledge, skills and attitudes adequate to perform a certain role 

(Chiavenato, 1983; Gómez- Mejía et al., 1997, 2001; Werther y Davis, 1991). It is 

about of a process orientated to identify persons whose qualities (knowledge, skills, 

attitudes and values) are compatible with the strategy of the company, the quality 

approach adopted, the nature of work to develop and the culture of the organization. 

To define recruitment policy are essential three elements (internal or external 

candidates for the company, criteria of search and channels of recruitment). 

The recruitment of employees inside the organization presents as advantage 

the development and retention of the human resources that already are integrated to 

the company.  In addition, it allows preserving a homogeneous workforce, which is 

important when the company wants to retain and to take advantage of the knowledge 

and experience accumulated in the company, promote confidence relations and sustain 

an intense internal communication (Aoki, 1990; Asanuma, 1994; Baron y Kreps, 1999). 

On the contrary, when the competitive strategy requires the attraction and recruitment 

of talent, the origin of recruiting candidates will be external (Pfeffer, 2001). 

The criterion of search will focus on work or on the characteristics of the person, 

and within these, in the knowledge, skills or attitudes. Also in the design of these 

variables the strategy of the company is taken into account. This way, companies that 

base the relationship with their workers on trust and commitment, they will give priority 

to criteria related to the values, beliefs and attitudes of the individuals and their 

compatibility with those of the company (Baron, 2001; Baron, Burton y Hannan, 2000). 

On the contrary, when the capabilities to develop require talent acquisition, are the 

knowledge and skills accredited the predominant criterion (Baron, 2001; Pfeffer, 2001). 
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The selection of the channel of recruitment (internal circulars to employees of 

the company, news, employment agency, recommendations and references etc.) must 

be consistent with the information sought about the candidates. For example, when the 

search criterion is attitudes, employee references are the best channel (Baron y Kreps, 

1999; Dessler, G., 1993).  

Selection is the process through which a person is chosen to play a role, which 

becomes a member of the organization (Chiavenato, 1983; Gómez- Mejía et al., 1997, 

2001). To define this politics of Human Resources two elements of the process are 

identified: selection techniques and criteria of selection. 

Selection techniques can be classified into three groups: trial periods, suitability 

tests and interviews (Werther y Davis, 1991). Trial periods are appropriate when there 

is no way to know if the skills and attitudes of candidates are appropriate (Baron y 

Kreps, 1999). Interviews are a good selection technique when it comes to assessing 

the interpersonal skills of the individual and his capacity of react to unexpected facts. 

Finally, when it comes to assessing a few physical or intellectual skills easily 

observable and related to performance of task, the test and suitability tests are 

appropriate. 

The criteria of selection constitute from the perspective of quality management, 

a key element in the incorporation and retention of people with appropriate skills. Thus, 

when the company seeks talent, knowledge tests will have a preponderant place; on 

the other hand, if what matters are the skills and attitudes, the emphasis will be on 

performance tests and in interviews of provocation of tension and problem solving. 

When the quality system implanted affects in the customer service as a key factor of 

success, are the attitudes of the candidate and his compatibility with the rest of the 

team the criterion with more weight (Baron y Kreps, 1999; Baron, 2001). 

The need of systematic and careful internal recruitment (Waldman, 1994) that 

promotes behaviors and attitudes towards the quality (Dale, 2003) and a process of 

selection orientated towards the culture (Blackburn y Rosen, 1993), promotes the 

potential of the individual and not the deficit of skills (Soltani, Meer y Gennard, 2003). It 

is important the development of teamwork within the organization, for this reason the 

participation plays an important role, as well as the own job design. 

The design of jobs must be made clear and explicit way (Blackburn y Rosen, 

1993; Schuler y Jackson, 1987 a), with tasks increasingly wide and therefore with 

major enrichment (O´Dell, 1996). According to Capelli y Crocker-Hefter, (1996); 
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Blackburn y Rosen (1993); Schuler y Jackson (1987); O’Dell (1996), it must design 

wide and pre-established jobs and long-term relationships. Also there must be 

formalization in the processes of planning and organization of Human Resources 

(Huselid (1995); Snell (1992). In addition, employees will have great autonomy to carry 

out their tasks (Arthur (1994): Blackburn y Rosen (1993); Cardy y Robbins (1996); 

Schuler y Jackson (1987)). Thereby, it provides greater employee participation in 

decision making (decentralization) (Arthur, 1994; Blackburn y Rosen, 1993; Cardy y 

Robbins, 1996; O´Dell, 1996; Schuler y Jackson, 1987 a y b). There are several 

studies that demonstrate how companies with implantation of quality systems have 

greater internal flexibility (Escrig, et al., 2007). This practice of human resources will be 

analyzed in more depth in the following sections. 

Another important question is the relative to training policies that it should be 

implemented. This one must be extensive and continued to all the members of the 

organization (Schuler y Jacson, 1987a), with a focus towards the quality (Blackburn y 

Rosen, 1993). Training is basic to develop quality management (Ishikawa, 1990; 

Bowen y Lawler, 1992b) and has been the policy of human resources most treated by 

the defenders of the quality. In the practice, organizations that implant quality system 

give training to their employees. It becomes necessary that the training is evaluated to 

improve processes and employee training (Oakland, 2004). Therefore, training will be 

one of the questions to be promoted in the companies with an orientation towards 

continuous improvement (Cardy y Robbins, 1996; Finegold y Mason, 1996; Pfeffer, 

1981). 

As for promotion, this policy has been little treated by the literature. In general, 

when a quality system is implanted no great change is perceived in the opportunities of 

promotion (Lam, 1995). Nevertheless, the orientation of the quality system means 

giving greater emphasis to the multifunctional career and, in some cases, to the 

horizontal reassignments (Bowen y Lawler, 1992b) because managerial roles change 

from one oriented to the direction and the control to other one based on coaching 

(Evans y Lindsay, 1999). 

Regarding assessment systems, assessment systems are the set of formal 

processes of identification and measurement of the performance of individuals, groups 

and units within an organization (Gibson, Ivancevich y Donnelly, 1994; Gómez-Mejía et 

al., 1994). There is a division between the defenders of the philosophy of quality. On 

the one hand, Deming (1989), Gerst (1995) y Starcher (1992) point out that the 

assessment of individual performance is negative for the organization and must be 
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eliminated, as recognition that it implies. On the other hand, many companies carry out 

some form of performance assessment generating positive effects on quality and 

productivity (Crosby, 1987; Imai, 1989; Juran, 1990; Prince, 1996). In this context, in 

general, the literature indicates that the system of assessment and recognition can be 

efficient if it is based both on individual and collective achievements (Blackburn y 

Rosen, 1993; Waldman, 1993, 1994; Simmons et al., 1995; Kluge, 1996; Campbell et 

al., 1998) since, the processes are not managed by a single individual. Therefore, this 

approach implies establishing a system to keep a balance between individual and 

group assessment. This approach also involves an assessment of the performance 

orientated to the development of skills and to provide a feedback to employees that 

fosters the continuous improvement process (Bou & Escrig, 2005). 

In this sense, Schonberger (1994) proposes that the performance assessment 

must be multidirectional (including colleagues, suppliers, customers, etc.), rather than 

on judgments of the management, and be formed by a set of rewards that can be not 

monetary and monetary. For their part, Evans and Lindsay (1999) propose a system 

orientated towards best practices and continuous quality improvement. Therefore, 

assessment systems have to be standardized (Cardy y Robbins, 1996) and focused on 

the skills and abilities of individuals with high employee participation (Inhara, 1997) and 

using so much individual and group criteria (Schuler y Jackson, 1987 a y b; Soltani, 

Meer y Gennard, 2003). 

Regarding compensation systems, these can be defined as the set of 

cuantificables rewards that an employee receives for his work (Gómez-Mejía L. R., 

Balkin D. y Cardy R. L.; 2004). It is emphasized the equity between employees, 

recognition of the results of the group and of the attaining of skills, more than 

remuneration based in the achievement of Individual objectives. The recognition 

system must encourage cooperation and teamwork (Bou & Escrig, 2005). The policy of 

assessment of the performance has to be linked with the wage policy to reward the 

improvement of the quality obtained by the group (Blackburn y Rosen, 1993; O´Dell, 

1996), predominating over high wages (Arthur, 1994; Blackburn y Rosen, 1993) and 

using high, participatory and public tangible and intangibles incentives (Blackburn y 

Rosen, 1993). Also it will be promoted the teamwork, the high degree of commitment of 

the employees and the low rotation (O, Dell (1996)). 

Therefore, Human Resources policies focused towards quality differ from 

traditional Human Resources practices (O´Dell, 1996) that have carried out the small 

and medium enterprises and suggest flexible forms of human resource management to 
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achieve improvements in the total quality. It is about to ensure success in quality 

results using appropriate human resources practices, that give a greater importance to 

the employee and the climate of collaboration and commitment and not only economic 

results (efficiency). 

Through the implementation of these practices of human resources, satisfaction 

and commitment is improved among the employees. The implementation of these 

practices can create value through a greater understanding of customer needs, 

improving internal communication and problem solving, including through a greater 

commitment of employees, who are more motivated and committed to the company, 

and through the establishment of stronger relations with suppliers, and thereby helping 

to reduce errors and losses (Powell, 1995). 

Some studies on industrial psychology speak of the rule of reciprocity 

(Gouldner, 1960), when an employee recognizes that managers take into account his 

needs, care about their insights and value their contribution to the organization, then 

the employee in correspondence tends to work with more dedication (Bishop, et al., 

2000; Eisenberger et al. 1986; Wayne et al., 1997).  
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Table 2: Characteristics of human resources practices according to the total quality system 

PRACTICES OF HUMAN 
RESOURCES 

CHARACTERISTICS ACCORDING TQM 

 
 
 

RECRUITMENT 

 Internal recruitment is preferred. 

 Values and attitudes over skills and 
knowledge.  

 Means with which to catch persons with 
certain approach of life, internal circular 
letters and agents related to the 
organization, employees, former employees, 
suppliers, clients. 

 
 

SELECTION 

 Periods of test and interviews that 
participate managers and future peers. 

 According to the criteria, skills of the 
individual are preferred (team). 

 
 

DESIGN OF JOBS 

 Clear and explicit. 

 Wide tasks. 

 Formalization in the processes of planning 
and organization. 

 Autonomy of employees. 

 Decentralization. 

TRAINING  

 Extensive and continued to all members. 

PROMOTION  Few changes.  

 Multifunctional career.  

 Horizontal reassignments. 

 
 

ASSESSMENT SYSTEMS 

 Standardized assessment systems and 
focused on skills and attitudes, not only in 
outcomes. 

 Assessment of the contribution to group 
results. 

 Assessment according to individual and 
group criteria. 

 Feedback to employees. 

 
COMPENSATION SYSTEMS 

 Related to the system of assessment. 

 Incentives and salary according to skills. 

 Incentives based on the contribution to the 
group. 

Source: Own elaboration as from Bou y Escrig (2005), Schuler y Jacson (1987a),  Huselid 

(1995), Pfeffer (2001), Baron  (2001), Blacburn y Rosen (1993),  Schuler y Jackson (1987 a), 

O’Dell (1996), Schuler y Jacson (1987a), Bowen y Lawler (1992b), Bou y Escrig  (2005), 

Schonberger (1994), Inhara (1997), Cardy y Robbins  (1996). 
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3. Job design and employee behavior 
 

3.1 Job concept 
 

A job is the precise location occupied by a person within a company. A job not 

only involves the occupation of a physical space, but also the performance of a role 

that uses diverse tasks to accomplish certain goals (Chiavenato, 1992).  

Chiavenato (2000, p.291, 292) defines a job as “a unit of the organization, 

whose set of duties and responsibilities distinguish it from other charges. The duties 

and responsibilities of a charge which corresponds to the employee, who performs it, 

provide the means for employees contribute to the achievement of the aims of the 

organization. " 

Therefore, an organization first before beginning to work must define its goals, 

in order to identify the jobs that are required to be able to achieve them. This is what is 

called design of jobs and is a task performed by the Human Resources department, 

which must achieve the effective creation of a comfortable job, clear and capable of 

satisfying the needs of the one who realizes it to avoid later problems such as working 

rotation. 

 

3.2 Concept and evolution of jobs design 
 

Traditionally, the design of jobs has referred to the specification of activities, 

methods and relations of work necessary to satisfy the requirements of technical, social 

and personal character of the occupant of the post and needs of performance of the 

organization (Chiavenato, 1983; Walker, 1992).  

Mondy (1997) indicates that job design consists of determining the specific 

activities that must develop, methods used to develop them, and how the job is related 

to other works in the organization.  

According to Gómez-Mejía (2001), job design is the process of organization of 

the work through the necessary tasks to perform a specific charge. 
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Therefore, the design of a job involves the identification and description of the 

functions or tasks that have to perform, the technical methods to be applied, machines, 

tools and materials to be used and the persons with whom the occupant of the post is 

related (Chiavenato, 1983; Walker, 1992). 

This traditional definition of jobs design focused on the functions and how to 

perform them currently has some shortcomings (Lawler, 1994). Nowadays, the works 

suffer big changes and employees should have flexibility to adapt to the changes that 

taking place. Therefore, assign to the workers fixed activities not make much sense 

(Lawler, 1996). Because of it, now it is more important that jobs are designed 

depending on the skills, attitudes and knowledge instead of the activities and tasks 

(Lawler, 2000). In this way, people will be the basic element and not the jobs. 

Considering that each job requires different skills, qualities and skill levels, is 

necessary an effective planning of human resources that takes into account these 

requirements for jobs. For this purpose, nowadays, managers must invest more of their 

time preparing teams responsible for designing of key jobs in the company. 

Other elements to consider are both the ability and availability of employees, 

furthermore of take into account the social environment. The degree of acceptance of 

an employment is also influenced by the demands and expectations of the social 

environment. A skillful designer will give to the jobs that he designs characteristics that 

it make desirable (job enrichments1). “If jobs are designed well and are performed 

properly, the organization is on track to achieve its goals “(Werther y Davis, 1990: 66). 

 

3.3 Variables of the design of jobs  
 

One of the approaches commonly used for the study of the characteristics of 

the job is the Model of the Characteristics of Job, initially proposed by Hackman y 

Oldham (1975). Such model specifies how the interaction between a set of job 

characteristics and individual differences of the occupants (in knowledge, skills, etc.) 

influence on motivation, satisfaction, productivity and trends of abandonment. 

                                                           
1
 Job enrichment is a common motivational technique used by organizations to give an employee 

greater satisfaction in his work.  An enriched job gives the employee more self-management in his 
duties. 
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Hackman y Oldman (1976) identify five variables (see figure 2) that represent 

features to consider to design a job, based on the idea that employees will be more 

motivated and more satisfied with their work when this one has certain basic 

characteristics. Therefore, these authors came closer to determine how the work can 

be structured in order that individuals are unceasingly and intrinsically motivated. 

These characteristics contribute to create the conditions that allow employees to 

experience critical psychological states related to labor beneficial results, including a 

great work motivation. 

The first variable is the variety of skills, which is the degree to which the job 

requires for its implementation a variety of different activities, therefore, requires 

employees use various qualities, skills and talents (horizontal specialization). When the 

task requires different skills for its execution, is increased the sense of competition of 

the subject and is generated commitment, but the greater the perceived routine, less 

stimulating will be and less commitment will be generated (Hackman y Oldham, 1975; 

Antón, 1999). The lack of variety can produce boredom, which in turn leads to 

mistakes, fatigue and accidents. On the contrary, when a job is based on various skills 

of an employee, this may encounter on the job a great personal meaning, even if the 

work is not of great importance (Hackman, 1976). 

The second variable is the identity of the task, which is the degree in which a 

person can do the work from start to finish with a visible result. The identity of the task 

is high when the individual works from the beginning to the end of a project and he can 

see tangible results (Hackman y Oldham, 1975; Antón, 1999). 

The third variable is the importance of the task, which is the degree to which 

the job has a substantial impact on the lives or work of other persons in the immediate 

organization or in the external environment, that is, the work has recognition by others. 

The work is more satisfactory if people believe that it makes the difference and it is 

providing something of value to peers, to the organization or the community in general. 

A greater importance perceived, greater commitment (Hackman y Oldham, 1975; 

Antón, 1999). 

The fourth variable is autonomy, which is the degree to which a person who 

carries out the work has freedom, responsibility, independence and discretion to 

organize his work, decide how to do it and control the outcome. Therefore, autonomy is 

the degree to which the worker feels free and independent at work to take decisions 

related to his duties, in addition, he accompanies a sense of responsibility on the 
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realized work and his results, in this way, it is generated the sense of competition that 

facilitates the development of commitment (Hackman y Oldham, 1975; Antón, 1999). 

And finally, knowledge of the results of work, which is the degree in which 

the performance of the work provides to the individual clear and direct information 

about his effectiveness and performance (feedback). When to employees are not 

provided feedback on their performance, they have few reason to improve their 

performance. The Information can come directly or through other persons (clients, 

colleagues or supervisors) (Hackman y Oldham, 1975). 

These five variables are summarized in an overall concept called Motivating 

Potential Score (MPS). Motivating Potential Score is an integrated tool used by work 

evaluators to assess the capacity of a job to motivate. MPS model was develop to 

reflect the psychological state of worker, motivational characteristics of  the work, and 

personal attributes that influence response to challenging and complex jobs (Hackman 

& Oldham, 1975). The tool is useful in informing managers concerning employee 

performance motivation and the need for job redesign2. 

The Model of Characteristics of the Work, of Hackman and Oldham (1975, 

1976, 1980), allows to obtain the so-called “Motivational Potential Score” (MPS), which 

is interpreted as the total value of the employment perceived by the employees in 

terms of their content motivational. Therefore, this is a mathematical index that 

measures five aspects of motivation i.e. variety of skills, identity of tasks, importance of 

the tasks, autonomy and feedback. 

The formula of MPS is equal to:  

 

 

 

The necessary condition in order that a high motivation exists is that three 

critical psychological states are present. These critical states will be explained in the 

next points. 

                                                           
2
 Job redesign is a popular term in management research and is commonly applied in improving 

motivation and productivity of workers. 

((Variety of skills (VS) +Identity of tasks (IT) +Importance of the tasks (IMT)) /3) 

x (Autonomy (A) x Feedback (F)) 



Bachelor's Degree Final Project 

 

 

~ 24 ~ 
 

As shown in the formula, an increase in either the central dimensions will 

increase the MPS; but because of the multiplier relation between its components, if any 

of the three main components of the MPS is low, the resultant MPS also will be low. 

Therefore, the model predicts that when motivating potential score increases, 

the critical psychological states are positively modified and from there it increases the 

level of internal motivation, the degree of general satisfaction, the level of effectiveness 

in performance, and lowers the level of absenteeism and abandonment of staff 

(González, 1995a). In particular, the model specifies that enriching certain elements of 

jobs alters people’s psychological states in a manner that enhances their work 

effectiveness. 

Figure 2: Variables of design of jobs 

Source: Own elaboration as from of Hackman and Oldham (1975), Antón (1999), Hackman y 

Oldham (1976). 

  

• Degree to which the job requires for its 
implementation a variety of different 
activities, therefore, requires employees 
use diverse qualities, skills and talents. 

Variety of Skills 

 

• Degree in which a person can do the work 
from start to finish with a visible result.  

Identity of the task 

• Degree to which the job has a substantial 
impact on the lives or work of other 
persons in the immediate organization or 
in the external environment. 

Importance of the task 

• Degree to which the job has a substantial 
impact on the lives or work of other persons 
in the immediate organization or in the 
external environment. 

Autonomy 

• Degree in which the performance of the 
work provides to the individual clear and 
direct information about his effectiveness 
and performance (feedback). 

Knowledge of the 
results of work 
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3.4 Importance of the jobs design for the human factor 
 

Job characteristics theory proposed by Hackman and Oldham (1976) 

establishes that in order that an employee has a high degree of internal motivation, he 

must have satisfied three types of personal development needs, what is called "critical 

psychological states". Hackman & Oldham (1976) relate five characteristics of jobs 

with critical psychological states as shown in Figure 3. Critical psychological states 

refer to the positive effects that have on the individuals the fact of perform well in a 

work. Serve it as internal incentives that motivate people to continue doing things right. 

It constitutes a cycle of positive motivation based on internal rewards. These 

psychological states were proposed to improve the intrinsic motivation of the 

employees, job satisfaction, job quality and performance, while reducing staff turnover 

and absenteeism. 

The three critical psychological states that are affected by job characteristics 

mentioned above are: experienced meaningfulness, experienced responsibility and 

knowledge of the results. 

The experienced meaningfulness is the degree to which the employee feels 

that his work is important, valuable and that is worth, which is obtained through the first 

three variables that define a job, so consider that he possesses variety of skills, 

identifying the tasks he performs, and he finds a meaning to these tasks. It is not about 

that an employee performs all tasks in his job, but rather that he can perform 

adequately a good number of them, so he can develop various capacities, skills and 

knowledge that allow him to escape the monotony and boredom. For example, if an 

employee has full knowledge about the results of work, but he experiences such a 

trivial task or he does not feel any personal responsibility for the results of work, 

motivation will not be high. 

The experienced responsibility is the degree to which the employee feels 

personally responsible for the results of his work and for the results that he has 

produced, since he enjoys autonomy. He should feel responsible for the achievement 

obtained, perceiving that this one is based on his effort or initiative, which gets for 

having autonomy (fourth variable). To the extent that a job has a great autonomy, 

results depend increasingly on their own efforts, initiatives and decisions, rather than 

the adequacy of management's instructions in a manual of procedures of work. In such 

circumstances, the employee must feel a strong personal responsibility for the 
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successes and failures that he experiences at work. For example, if an employee feels 

fully responsible for the work results in a significant task, but not of how well it is 

carrying out, it is doubtful that he experiences internal rewards that it may encourage to 

the self-generated motivation. 

And the last psychological state is the knowledge of the results, which is the 

degree in which the employee normally understood if he is performing his labor 

effectively or not. This depends on the fifth variable of jobs design (feedback). When 

this information does not exist, the worker will have few motives for doing that his 

performance improves. With these guidelines he carries out his work, which will 

produce a number of deviations or successes regarding anticipated. The feedback 

allows him to incorporate that information to the actual performance. 

The more these psychological statements are presented, major will be the 

motivation, performance and satisfaction of individuals, and minors will be the 

absenteeism and the probability that employees leave the organization. 

In later revisions of the model, Hackman, J. R. (1980), Oldham, G. R., & 

Hackman, J. R. (1980), Hackman, J. R., & Oldham, G. R. (1980), Hackman, J. R. 

(1981), Oldham, G. R., & Hackman, J. R. (1981), Oldham, G. R., & Hackman, J. R. 

(2005) include a moderator variables to critical psychological states, which explain why 

employees in similar jobs may present individual differences very marked, being able to 

influence in the job variables and in the personal and organizational outcomes. These 

are: knowledge and skills; satisfaction with the work environment and the need for self-

realization. 

The knowledge and skills of the person expresses to us the degree in which 

the employee has the appropriate knowledge and ability to carry out successfully the 

work. 

The satisfaction with the labor context is the satisfaction of the individual 

with a number of elements of the work environment (pay, security, peers, supervision, 

etc.). Employees are able to value and respond to the inherent richness to work when 

they are satisfied the moderators factors, however, the motivating potential of job to 

cause intrinsic motivation can be influenced, since workers will focus their attention on 

the problems that present contextual factors.  

By last, only workers who have high need of growth or self-growth will 

respond positively to critical psychological states. In consequence, the degree of 
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satisfaction with the factors of the context and the need of self-realization modulate the 

relationships between the basic characteristics of tasks and the wished results of the 

work. 

The advance experienced by a worker on critical psychological states, it would 

act as a multiplier factor in his internal motivation, his labor satisfaction, quality of work 

done, in the decrease of the absenteeism and desire of change of employment, 

satisfaction of the need for self-realization as individual and organizational results. 

A job that has some characteristics that allow an employee experiment the 

three critical psychological states generates an internal reward that keeps motivation. 

These rewards come from having a job in which the person can learn (knowledge of 

results), he can see that has done a good job (experienced responsibility) and that he 

worries (experienced meaningfulness). This situation derives in certain beneficial 

results for the organization: high internal motivation, high satisfaction in the work, high 

need for self-fulfillment and high quality of performance. The theory of the 

characteristics of job argues that jobs must be designed taking into account the 

characteristics that employees consider gratifying or motivating. 



Bachelor's Degree Final Project 

 

 

~ 28 ~ 
 

Figure 3: Critical psychological states 

Source: Own elaboration as from of Hackman and Oldham (1976) “Motivation through the 

Design of Work: Test of a Theory, Organizational Behavior and Human Performance, Vol 16.2, 

pp250-279. 

 

A study realized by Hackman and Lawler (1971) provides evidence that the 

characteristics of the jobs can directly affect to the attitudes and behaviors of 

employees at work. These authors suggested that employees should react positively to 

these basic dimensions (variety of skills, identifying of tasks, importance of the tasks, 

autonomy and feedback). 

The study results generally supported the hypothesis that employees working in 

positions of jobs with high basic dimensions show high motivation for work, satisfaction, 

performance and attendance. In addition, Hackman and Lawler (1971) found that 

employees with high measures of growth needs and personal development respond 
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more positively to the positions of complex job that the employees with low need for 

personal growth3.  

By contrast, when in an organization there are significant deficiencies in the 

design of jobs,  may occur phenomena such as staff turnover, absenteeism, 

complaints, protests, low internal motivation, little satisfaction, poor quality of 

performance among others, so the design of jobs take time, since the functions of job 

design affect the entire organization. 

  

                                                           
3
 Personal growth obeys to the needs of self-improvement experienced by each individual. 
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4. Influence of Quality Management System on jobs 

design 
 

The Quality Management requires a work organization different from the traditional 

one and a different way of understanding labor relations of the organization. Three 

assumptions describes this way of understanding the relationships with employees: 

 Humans feel attracted by perfection, the beauty and the precision (Hackman y 

Wageman, 1995). 

 What is good for the organization should be good for the worker (Evans y 

Lindsay, 2000). 

 If the job allows to know what it must do, have the autonomy to perform the 

work and it is provided with information that allows to know the result of it, then 

it gives necessary conditions  in order that the result of the work has quality and 

provides satisfaction  to who performs it (Shirley y Gryna, 1988). 

These assumptions coincide with those of Hackman and Oldman (1980) when they 

affirm that if a worker understands the purpose of his task and its importance, he has 

the knowledge and necessary skills, he possesses autonomy to decide on aspects of 

his work and he receives relevant information about the result of his effort, he will be 

motivated to perform an effective and quality work. 

Once established conceptual frame from which the Quality Management addresses 

the direction and the job design, it is considered how it affects the implantation of a 

quality system on each of the variables that allow designing a job (table 3). 

As to the variable variety of skills, in the measure in which it proposes an 

extension of the variety of tasks to perform and the establishment of relationships 

internal supplier – internal customer, it needs to extend the base of knowledge and 

skills of employees to address their new responsibilities and to manage relationships 

with his internal customers. To extend the base of knowledge of the members of the 

organization it requires actions orientated to transmitting and sharing these knowledges 

and skills. Besides the actions of formation, also teams of work play a role 

fundamentally since in them interact narrowly persons who contribute diverse 

knowledge and experiences (Hackman y Wageman (1995).  

With the approach of TQM, the base of knowledge, skills, attitudes and values is 

extended, including, in addition to technical knowledge (related to the task, safety 
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techniques, methods of evaluation and coordination),  social or interpersonal skills 

(teamwork, administration of  time, techniques of presentation of ideas, and of 

management customer relations). It also takes into consideration the personal 

competences in the aspects related with to know to be, that is, it is considered 

necessary that whoever performs a job in the organization shows a number of behavior 

and attitudes, and internalize a set of principles and values. Thus, it is proposes to 

extend three types of knowledge of workers: general knowledge on methods to 

improve quality; specialized knowledge to confront the assigned tasks; knowledge of 

the values, principles and guidelines of behavior necessary to satisfy customer 

(Camisón, et al., 2007). 

Regarding the variable identity of the task, the implementation of a quality 

management system involves an extension of the variety of tasks assigned to each 

position, which facilitates that employee understands the purpose and transcendence 

of his work. The horizontal enlargement of jobs is usually accompanied by the previous 

formalization of processes, procedures and tasks, which facilitates the division of labor 

in logical units and endowed with sense.  

With the approach of TQM it is imperative design jobs with a variety of tasks that 

allows visualizing and understanding the importance of the work done. In the measure 

in which is pursues satisfaction of customer and continuous improvement, it turns out 

fundamental that employee feels part of the company and understands the 

transcendence of his contribution on the final result of the same one. 

Regarding the variable autonomy, if it wants to take advantage the knowledge 

base of employees, that they are involved in achieving of aims of the company and 

they assume full responsibility for their work and results, it is necessary to give them 

autonomy in order that they decide the best way to do it and controlling their outcome 

to obtain information on their performance, which allow them to modify and correct their 

guidelines for action. One question that has been discussed in the specialized literature 

is whether the implantation of a quality management system involves the cession of 

more autonomy to the worker. Do employees have more autonomy when all processes 

and procedures performed in the company are formalized? 

According to Hackman and Wageman (1995), the approaches of quality 

management less advanced replace the direct supervision by the formalization of tasks 

and processes and from standardized processes and tasks it is possible to give of the 

worker the ability to control the outcome of his job. 
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With the approach of TQM, the employee can organize and plan his tasks, to 

choose the best way to make it and control his outcome to obtain information about his 

performance, which allows him to modify and to correct his guidelines of action. 

Regarding the variable importance of the task, firstly, through standardization and 

documentation of processes and procedures, it identifies existing interdependencies, 

which facilitates its management. Secondly when team work is encouraged and it 

implants equipment oriented to solve of problems and the continuous improvement or 

groups self-directed, it is incremented the need and intensity of interactions since it 

increases the number of interdependencies of team.  

With a focus of TQM, when it is promotes the intense and widespread use of the 

team works, the reciprocal interdependences and of team will be increase. 

Finally, the variable of knowledge of the results of work (feedback), the quality 

management assumes that in order that the worker perceives that he controls his tasks 

and he takes responsibility for the result, it is necessary that he receives immediate 

information about his performance. For this, it is proposed to remove all obstacles that 

interpose between the worker and the flows of feedback which measure the result of 

his actions.  

With an approach of TQM, the employee must have access to information about his 

performance in the organization that explains the performance of the processes and 

procedures in which he participates. Facilitating to employees this information it 

pretends to take advantage their base of knowledge and promote their ability to 

analyze problems, propose solutions and develop alternatives (Hackman y Oldham, 

1980). 

Therefore, the implementation of a quality management system supposes an 

increase in the number and variety of skills assigned to each post; the extension of the 

base of knowledge, skills, attitudes and personal values required for its performance; 

the transfer of autonomy to decide how executing the work and to control its results; 

the intensification of the interdependences of team, and the increase of direct and 

immediate feedback on work outcomes. A summary of the implications of the 

implementation of quality management system on design of jobs shown in Table 3. 

A job that adjusts to the conditions exposed in the Table 3 fulfills the necessary 

requirements to motivate to whom performs it and he allows to enjoy a work well done, 

or he feels fully responsible for an incomplete or deficient work. Some results of this 
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way of designing and directing the work are: the satisfaction achieved with the 

performance of the same one; the satisfaction that generates learning and personal 

growth and greater efficiency in the performance (Hackman y Oldham, 1980).  Hence, 

there is a direct relationship between a place of work well-designed and quality of 

results since these affect directly on worker satisfaction (Hackman y Oldham, 1980). 

 

Table 3: Repercussions of the implementation of TQM on design of jobs 

Features of the jobs design Total Quality Management System 

 
 

Variety of skills 
 

Training actions. The employee needs the 
knowledge, skills, attitudes and personal 
values necessary to perform his tasks 
correctly. 

 
 

Identity of the task 
 

Decrease in the degree of horizontal 
specialization. The employee performs 
more tasks that allow him to finish a 
complete portion of working with an 
identifiable output. 

 
 

Autonomy 

Employee organizes and plans his tasks, 
how to perform them and he controls the 
result obtained. He gets information about 
his performance that allows him to modify 
his guidelines for action. 

Importance of the task Reciprocal and group interdependencies 
are encouraged. 

 
Knowledge of the results of work 

The employee obtains information about 
his performance and operation of business 
area in which develops his tasks to 
analyze problems and propose solutions. 

Source: Own elaboration as from of Hackman y Wageman (1995), Hackman y Oldman (1980), 

Shirley y Gryna, 1988. 
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5. Study of the relationship between possession of 

a quality certificate and Human Resources 

practices 
 

Table 4: Mean analysis 

HR PRACTICES TQM Mean Frequency 

TRAINING 

Company with quality certificate 5,8089147 172 

Company without quality certificate 5,1317757 107 

PROMOTION 

Company with quality certificate 5,3859649 171 

Company without quality certificate 5,1588785 107 

ASSESSMENT 

Company with quality certificate 5,4147287 172 

Company without quality certificate 5,1900312 107 

COMPENSATION 
SYSTEM 

Company with quality certificate 5,2221893 169 

Company without quality certificate 5,0482866 107 

DESIGN OF JOBS 

Company with quality certificate 5,8331384 171 

Company without quality certificate 5,2791277 107 

Source: Own Elaboration 
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Table 5: Analysis of Variance 

Analysis of Variance (ANOVA) 

HR PRACTICES 
Source of 
variability 

Sum of 
Squares 

(SS) 

Degrees of 

Freedom (DF) 

Mean Square 
(MS) 

F P-valor 

TRAINING 

Between 

groups 30,24571 1 30,2457065 

29,23 0,0000 
Within 

groups 286,6539 277 1,03485145 

PROMOTION 

Between 

groups 3,394043 1 3,39404325 

3,19 0,0750 
Within 

groups 293,3254 276 1,06277312 

ASSESSMENT 

Between 

groups 3,330463 1 3,33046324 

2,25 0,1345 
Within 

groups 409,5521 277 1,47852727 

COMPENSATION 
SYSTEM 

Between 

groups 1,981409 1 1,98140942 

2,18 0,1410 
Within 

groups 249,1098 274 0,90915995 

DESIGN OF JOBS 

Between 

groups 20,20096 1 20,2009269 

16,1 0,0001 
Within 

groups 346,1978 276 1,25433989 

Source: Own Elaboration 

 

The table 4 shows the degree of use of Human Resources practices of 

companies with and without a quality certificate. In the table 5 it is analyzed whether 

these differences are significant by means of an Analysis of Variance (ANOVA). The 

null hypothesis (Ho) to contrast is if the differences between the means of different 

groups (companies with quality certificate and company without quality certificate) are 

statistically significant. On the other hand, the alternative hypothesis (H1) stipulates 

that the differences between the means are significant. In the analysis, not to reject the 

null hypothesis implies that the differences between the means of the groups are not 

significant.   
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In relation with the analysis of means between the company groups, the Table 4 

shows that, regard to the practice of training, companies that possess a quality 

certificate offer, on average, more training for their employees (5,808) major that the 

companies without quality certificate (5,131); that is, they provide more resources to 

training of their workers. These companies with total quality initiatives offer more 

intensive training programs and continuously both for new employees as for existing 

employees. In this way, it is intended to improve skills and technical skills of employees 

in their tasks and also for the resolution of problems. Moreover, not only they acquire 

knowledge and skills for their jobs, but also for other positions in the company. As 

shown in Table 5, the analysis of variance indicates that the null hypothesis (Ho) (F 

(29,23), p-value <0.05) is rejected having evidence that the greatest differences are 

inter-group against intra-group. Therefore, we can conclude that there are significant 

differences between companies that have a quality certificate and companies that do 

not have it. 

As for promotion practice, companies with quality management initiatives have 

a superior mean in regards to the promotion of workers (5,385) with regard to the firms 

without quality certificate (5,158). Therefore, in these companies when an employee 

wishes to promote, he has more opportunities to ascend to more than one position. In 

addition, in general, internal promotion is a basic aim for the employees of these 

companies. As the analysis of the variance indicates, differences that exist in the 

practice of promotion between companies that possess quality certificate of those that 

it does not possess it there are not significant, as shown the statistical F-

Snedecor=3,19 with a p-value (0,0750), top at the significance level 0,05. 

Regarding assessment practice, companies with quality certificate have a 

higher average (5,414) in this practice, that is, more performance evaluations of 

employees are carried out in companies with quality initiatives. They perform employee 

assessments based on their behavior with high frequency, with the goal of contributing 

to their development. According to the analysis of variance, the results obtained show a 

statistical F-Snedecor = 2.25, and a p-value of 0.1345, top at the significance level (0, 

05). It is observed, therefore, that the differences between companies with quality 

certificate of those which do not possess quality certificate are not relevant in the 

Ho = no existen diferencias significativas 

H1= existen diferencias significativas 
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practice of human resources performance evaluation. Therefore, both companies with 

and without quality certificate, perform periodic and formalized assessments to 

employees to improve their development. 

As regards the practice of compensation, companies with quality certificate 

have more into account this practice, since they possess a higher average (5,222) than 

companies without quality certificate (5,048). Although among companies with quality 

initiatives and without quality initiatives it is not appreciate significant differences in the 

compensation system, since the statistic F = 2.18 is lower than 3.84 and p-value = 

0.1410, is greater than the level of significance (0,05). 

Finally, as to the design of jobs, companies that possess a quality certificate 

have a higher mean in the practice of design of jobs (5,833) with respect to the 

companies that it does not possess (5,279). Therefore, as shown in the table, in this 

case, there are significant differences between both companies, since the statistical F 

= 16.1, and p-value = 0.0001, is lower than 0.05. That is, companies with quality 

management initiatives dedicate more time and resources in the design of jobs. 

 

5.1 Conclusions and limitations  

 

This work is a first approximation to the study of the relationship between the 

companies that are implied with quality management and possess a certificate of 

quality and human resources practices. According to the results obtained in this study 

between different companies, practices in which there are significant differences are 

training and job design. Companies with quality initiatives value more these practices 

and they provide more time and resources in them for the good functioning of the 

organization. 

Regarding training, companies with quality certificate offer more training 

programs to employees of an intensive way helping them to acquire new abilities and 

skills and greater quickness in the resolution of problems. In addition, thanks to the 

training that they acquire they can perform new tasks not only in their workplace, but 

also in other positions of the company. In the practice of design of jobs, these 

companies spend more time in specifying of tasks that employees must realize and the 

necessary skills, but allowing freedom to employees to carry out them to their own way 

and even defining themselves the tasks. According to McElwee and Warren (2000), it 
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is possible to conclude that the true quality begins for recognizing the value of the 

worker and manage him as a good professional and not only as a one more resource. 

One of the main contributions of this study and which is derived from the review 

of the literature in quality management is the definition of the principal policies of 

human resources chord with quality management models. The authors on quality 

management attach great importance to the human factor but not always they 

determine exactly what policies must be implemented in companies that help to 

achieve better results. The problem is that the majority of the companies do not put in 

practice all these policies defined orientated towards the quality, but they put into 

practice only some of them, thus finding a lack of congruence between them and 

thereby obtaining acceptable results in terms of quality but not optimal. 

This work also presents some limitations that should be taken into account in 

the interpretation of the results. Although it has been carried out a review of the 

principal authors on this topic it should go deeper into other variables that also affect 

the results of quality and not only those related to human factors such as business 

strategy. In addition, this study has analyzed the congruence between the model of 

quality management and human resource policies but there are other functional areas 

of the company that have not been studied and that can give similar results. For future 

research it can analyze the congruence between trade policies that carry out the 

company, organizational policies and even financial policies. 

  



The relationship of the total quality management with the design of Jobs and its influence on employees 

 

 

~ 39 ~ 
 

6. Study of the relationship of variables of design of 

jobs with employee behavior 
 

The sample is constituted by 38 persons belonging to the company Unión de 

Mutuas of Castellón. 

The questionnaire realized measures the variables that relate to the richness of 

the job (variety of skills, identity of task, importance of the task, autonomy and 

feedback) and employees behavior. 

The questionnaire consists of 42 items and it was applied mainly to the 

personnel of department of computing to know how they conceive the characteristics of 

their jobs and the motivation, commitment and involvement in their areas of labor 

performance. 

The motivation was measured using the scale of measure proposed by Warr, 

P. B., Cook, J.D. & Walll, T.D. (1979). This scale is formed by 6 items that assess 

different facets of job (mood in job, personal satisfaction, pride of a job well done ...). 

The items are evaluated using a Likert scale with five alternatives, from 1 "totally 

disagree" to 5 "strongly agree". 

The commitment was measured using the measure developed by Bal, P. M., 

Kooij, D. T., & De Jong, S. B. (2013) y Allen, N. J., & Meyer, J. P. (1990). This scale is 

formed by 8 ítems, that are evaluated though a Likert scale of five alternatives, from 1 

"totally disagree" to 5 "strongly agree". 

The involvement was measured by 7 items. The survey questions were 

extracted from Schaufeli, W. B. and Bakker, A. B. (2004); Salanova, M., Schaufeli, W., 

Llorens, S., Peiro, J., & Grau, R. (2000) and Bal, PM, Kooij, DT, & De Jong, SB (2013), 

with a scale of five alternatives, from 1 "totally disagree" to 5 "strongly agree". 

The Table 6 shows the effect of Motivational Potential Score (MPS) on 

employee behavior. The obtained results show that MPS has a significant and positive 

effect on the commitment (0,0017; p-value < 0,05) and the degree of involvement of 

employees ((0,0360; p-value < 0,05). The effect on motivation is also positive (1.13), 

but not significant (p-value = 0.264). The existence of not significant relationships may 

be due to the fact the sample size is very small. 
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Table 6: Employee behavior 

Comportamiento 
empleados 

Nº P-value T 

Motivación 38 0,2642 1,13 

Compromiso 38 0,0017 3,40 

Implicación 38 0,0360 2,18 
                                    Source: Own elaboration 

Job characteristics were evaluated by the questionnaire Leonard, E.C. (2013). 

The variables of design of jobs (variety of skills, identity of the task, importance of the 

task, autonomy and feedback) were measured through 21 items with a scale of five 

alternatives, from 1 " very little descriptive “to 5 "very descriptive". Motivational 

Potential Score (MPS) was calculated as the product index, as Hackman y Oldham 

describe: 

 

 

From the results obtained, it can be done diverse comments about the validity 

of the Model of Characteristics of Job. According to the Table 7, the variables that 

lowest score have obtained are: identity of the task, importance of the task and 

autonomy, being the feedback and the variety of skills those that have obtained the 

highest score in the questionnaire. The MPS is 64,99 in a range from 1 to 125, 

therefore, the overall result is positive. However, its reliability is not very high because 

the sample is small. 

Table 7: Motivational Potential Score 

 

Variedad de 
habilidades 

Identidad 
de tareas 

Importancia 
de la tarea 

Autonomía Retroalimentación 

Mean 4,31 3,7 3,97 3,96 4,11 

MPS 64,99 
Source: Own elaboration 

 

On the other hand, the Table 8 shows the relationship between employee’s 

behavior (motivation, commitment and involvement) and the variables of the design of 

jobs. 

MPS = [Variety of Skills + Identity of the Task + Importance of the task)/ 3] x Autonomy 

x Feedback 
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Regarding to the motivation, the variables of the design of jobs are not 

significant, although in general are positive except the variable of autonomy. 

As for the commitment of the employee, the variable of feedback has a 

significant effect (0,002, p-value < 0,05). Of the rest of variables, the variety of skills 

and the importance of the task have a positive effect and the identity of the task and 

autonomy negative, although not significant. 

Finally, with regard to the involvement, none variable has a significant effect. 

Autonomy is negative, although not significant. The rest of variables does not have 

significant effect, but neither negative. When it works with a small sample is difficult to 

find significant relationships. 

 

Table 8:  Regression of employee behavior with the dimensions of the MPS 

 Motivacion  Compromiso  Implicación 

Variables Coef. p-value  Coef. p-value  Coef. p-value 

Variety of skills  1,15 0,258  1,08 0,286  1,86 0,072 

Identity of tasks 0,27 0,786  -0,42 0,679  1,94 0,061 

Importance of the 
task 

0,91 0,372 
 

1,61 0,118 
 

0,47 0,639 

Autonomy 0,117 -1,61  -0,46 0,648  -0,78 0,439 

Feedback 0,133 1,54 
 

3,37 0,002 
 

1,09 0,285 

Source: Own elaboration 

 

6.1 Conclusions and limitations 
 

The main contribution of this paper consists of showing evidence that 

motivation, commitment and involvement of the employees is related to the 

characteristics of jobs, which puts in evidence the need of deepen in theoretical and 

empirical studies, in order to facilitate to the personnel of human resources the 

alignment of the personal results with the results of the organizations. 

The job enrichment can be implemented in the organizations to enhance 

desirable labor conducts, from the Model of Characteristics of Job of Hackman and 
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Oldham (1974, 1975, 1976, 1980); so it is proposed for other investigations 

operationalize all model, to study how different elements behave and to look for 

relationships, in order to have more approximation to the human factor and to provide 

the conditions for the development inside the labor area. Hackman and Oldham (1980) 

established that job characteristics would have a greater effect on the critical 

psychological states and on the results of the work in those persons who feel with 

greater competition for the job and greater need of personal growth. 

In general, the relationship between job characteristics and employee behavior 

are not significant but it has a positive effect. A limitation that is appreciated in the 

study is that the sample is small; therefore it is very difficult to establish significant 

relationships. 
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7. Conclusions 
 

The total quality management (TQM) has been one of the phenomena that 

more interest has aroused in the companies in recent years. According to Evans (1992) 

TQM is the initiative in business management focused on the persons, whose goal is 

continuous satisfaction of the customers in the most efficient manner possible. This 

paper reflects a review of the literature on personnel policies consistent with quality 

management and its influence on employees. Therefore, it stands out the importance 

of human resources to increase the level of TQM, that is, workers of an organization 

allow increasing the probability of successful TQM. 

Many organizations that have implanted total quality system have improved its 

results and its competitive position. To make this possible, companies need that human 

resource practices and the requirements of system quality management are congruent, 

since some causes of the failure of TQM is due to human factors (motivation, 

commitment, involvement ...). Thus, when high management takes into account the 

needs of employees and values them, they will be more committed and motivated, it 

will improve internal communication and the resolution of problems. 

The main HR practice that has been studied in this paper is the design of jobs. 

The jobs must be designed according to the skills, attitudes and knowledge of people. 

According to the model of the characteristics of job de Hackman and Oldham (1975), 

the variables to consider in the design of jobs are five: variety of skills, identity of tasks, 

importance of the task, autonomy and knowledge of the results of the work. Employees 

need to develop skills to improve their tasks, performing tasks with visible results, 

feeling that their work is beneficial for other persons of the organization, having 

autonomy to take decisions regarding their tasks and obtaining information about how it 

is doing his job. These variables influence on the motivation, commitment and 

involvement of members of the company. As a consequence, a job poorly designed 

causes demotivation and employees are less committed with the organization. In 

addition, if the three critical psychological states (experienced meaningfulness, 

experienced responsibility and knowledge of results) are present, there will be a high 

motivation and satisfaction of individuals and there will be less probability that 

employees leave the organization. The moderating variables of critical psychological 

states (knowledge and skills, satisfaction with the labor context and the need for self-

realization) show the difference between individuals who have a similar job, influencing 

in the variables of job and personal and organizational results. 
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Thus, there is a relationship between a work place well designed according to previous 

variables and the quality of results of the organization, focusing on motivation and 

satisfaction of the employees. 

Training is also one of the most important practices in organizations with quality 

initiatives. These companies provide continuously training to all members of the 

company to improve the processes that are carried out and skills of employees. 

Also, companies that have implemented TQM offer greater autonomy and 

flexibility to employees in their jobs, that is, they are able to take decisions. 

On the other hand, one of the studies realized contributes empirical evidence of 

how firms with quality certificate emphasize more on the relationship with its employees 

through human resources practices, especially in training and in the design of jobs, 

contributing more resources and time to carry out it.  

A limitation is that often the companies do not carry out correctly some HR 

practices to motivate the employees in their jobs, therefore, it could also study different 

techniques to apply to carry out it. 

Finally, the study of the relationship between the variables of design of jobs and 

behavior of employees, mainly a positive effect is observed. Although the results 

obtained are generally not significant because the sample is small and obtain 

meaningful results is very difficult. Therefore it has the limitation that has been done on 

a particular company, so that, future researches should focus on a larger sample of 

companies to ratify this relationship and identify what to do or what methods use to 

implement these aspects in the organizations. It is also proposed to study possible 

approaches to the human factor and provide the conditions for his development in the 

labor environment. 

To conclude, the contribution of the work consists on the evidence that there 

are relationships between the total quality management and the design of jobs. In 

addition, labor motivation is related to the characteristics of the job, which makes 

evident the need to deepen on theoretical and empirical studies, to facilitate to human 

resources department the alignment of personal results with the results of the 

organization. 
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