
1129 

The Human Factors Communicating Towards a 
Sustaining Quality Management System 

in Military Organization 
 

W.L. Wong, Hasan Al-Banna Mohamed, Jessica Ong Hai Liaw, 
Norlaila Mazura Mohaiyadin 

Faculty of Defence Studies and Management, National Defence University of Malaysia, 
Malaysia 

 

Hilmi Azani Husain 
Language Centre, National Defence University of Malaysia, Malaysia 

Abstract 
The purpose of this study is to identify the human factors communicating towards a sustaining 
quality management system (QMS) for military organisation in Malaysia. Through a 
comprehensive literature review on QMS, this study had identified several human factors 
which are significant factors in sustaining QMS for military organisation. Questionnaire items 
were developed for this quantitative research to identify the relationship between these 
human factors and QMS in military organisation. A total of 350 questionnaires were 
distributed to respondents from military organisation all over Peninsular Malaysia which are 
implementing QMS at formation and unit. All data were analysed using Statistical Package for 
the Social Sciences (SPSS) version 23 and the results revealed that leadership commitment, 
employee participation, training and; reward and recognition are the human factors 
communicating towards sustainable QMS in military organisation. This study is expected to 
assist military organisation in Malaysia to improve its QMS in managing human resources and 
military assets in order to strengthen its strategic requirement. This study contributes to a 
better understanding in implementing QMS within the military context in Malaysia.  
Keywords: Human Factors, Quality Management System, Leadership Commitment, Employee 
Participation, Training, Reward and Recognition.  
 
Introduction 
Over the past years, military organisation in Malaysia has become a focus of interest for 
government organisations and management researchers, along with the awareness of the 
important role it has played in the global security. Presently, many researchers have been 
involved in conducting research projects in relation to military in various fields such as culture, 
organisational studies, technology transfer and marketing. Research on military organisation 
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quality management domain in Malaysia, however, has not attracted much attention. As a 
result, limited research has been conducted in this field, especially on sustaining quality 
management system (QMS) in military organisation. Currently, limited empirical survey has 
been conducted to study the relationship of human factors (soft factors) with QMS. The lack 
of sufficient findings have contributed to a number of ineffective QMS in military 
organisation. 
 From the literature, it has identified the key human factors for sustaining QMS in 
organisation. The human factors are the behavioural aspects of management such as 
leadership, human resource management (HRM), employee’s involvement and 
empowerment (Ahmad et al., 2013). Several scholars have identified the human factors in 
quality management which have a positive influence on QMS (Daud, Jamaludin, & Ramanr, 
2012). Alongside with these studies, there were also some other general studies that had 
been carried out specifically in Malaysian context which have also identified the human 
factors related to QMS such as leadership, employee training, communication, employee 
reward and education (Ahmad et al., 2013).  
 Through this study, new knowledge is generated from existing QMS domain 
integrated with the behaviour of military organisation. After reviewing the existing literature, 
it has become clear that leadership commitment, employee’s participation, training and; 
reward and recognition are related to QMS in military context in Malaysia. Hence, these 
human factors are the key to sustaining QMS because they have a positive impact on 
organisational performance. 
 
Research Objectives 

a. To identify the relationship between leadership commitment, employee’s 
participation, training and; reward and recognition with QMS for military 
organisation in Malaysia. 

b. To identify to what extent the human factors related to QMS for military 
organisation in Malaysia. 

 
Literature Review 

Leadership Commitment 
Leadership is the ability to inspire confidence and support among those needed to achieve 
organisational goals. Ab Wahid (2010) explained the concept of leadership as: The ability of 
top management to establish, practice, and lead a long-term vision for the firm, driven by 
changing customer requirements, as opposed to an internal management control role. 
Leadership is thus exemplified by clarity of vision, long-term orientation, coaching 
management style, participative change, employee’s empowerment, and planning and 
implementing; organisational change (Ahmad et al., 2013). According to Juran (1999), certain 
roles of top management can be identified as: Establish quality policies, establish and deploy 
quality goals, provide resources, provide problem-oriented training, and stimulate 
improvement. Davies (2004) recognised the crucial role of leadership in creating the goals, 
values and systems that guide the pursuit of continuous performance improvement. 
Recognition of the critical role of leadership and its responsibility in pursuit of continuous 
quality improvement echoes the arguments put forward by quality gurus such as Deming 
(1986) and Juran (1999). Thus, the concept of leadership in this study can be defined as the 
ability of top management to lead the firm in continuously pursuing long-term overall 
business success. This is exemplified by top management participation, top management 
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encouragement, employee’s empowerment, top management learning, top management 
commitment to employee’s education and training; and top management pursuit of product 
quality and long-term business success. 
 
Employee’s Participation 
Employee’s participation can be defined as the degree to which employees in a firm engage 
in various quality management (QM) activities (Zahid, 2014). By personally participating in 
QM activities, employees acquire new knowledge, see the benefits of the quality disciplines, 
and obtain a sense of accomplishment by solving quality problems. Participation is decisive in 
inspiring action on QM (Juran, 1999). Employee’s participation is exemplified by things such 
as teamwork, employee’s suggestions, and employee’s commitment. A remarkable 
characteristic of employee’s participation is teamwork and within-functional teams. The aim 
of a team is to improve the input and output of any stage (Ali, 2013). A team may well be 
composed of people from different staff areas, everyone having a chance to contribute ideas, 
plans and figures. Teamwork is sorely needed throughout the firm and it can compensate 
one’s strength for another’s weakness (Deming, 1986).  

Group work and group decision-making offer several advantages over individual 
effort. If several knowledgeable people are brought into the decision-making process, a 
number of worthwhile possibilities may be uncovered making synergy a possible benefit. 
Group members often evaluate each other’s thinking, thus the team is likely to avoid major 
errors (Samat, 2004). Cross-functional quality teams and task forces are among the most 
common features of QM firms. Teamwork can be characterised as collaboration between 
managers and non-managers, between different functions (Ooi, Bakar, Arumugam, Vellapan, 
& Loke, 2007). Teamwork practices include identifying the needs of all groups and firms 
involved in decision-making, trying to find solutions that will benefit everyone involved and 
sharing responsibility and credit. Such practices are often implemented by forming teams. Al-
Ababneh (2011) stated that the single most commonly used QM implementation practice is 
formation of short-term problem-solving teams.  
 Problem-solving teams work on a wide variety of tasks, ranging from cross- functional 
involvement in tackling quality problems related to many functional departments to solving 
within-functional quality problems. Zhang (2000) suggested that internal cooperation among 
employees enables higher individual performance by creating mutually beneficial situations 
among organisational members and between organisational members and the firm as a 
whole. 
 
Training 
Training refers to the acquisition of specific skills or knowledge (Zahid, 2014). Training 
programs attempt to teach employees how to perform particular activities or a specific job. 
Zhang (2000) suggested that training requires a systematic approach. The development of a 
sound training program requires systematically gathering data about the employees or the 
firm’s needs. A good assessment includes an analysis of the following: 

a. How well the firm is achieving its goals. 
b. The skills needed by the workforce to accomplish these goals. 

 c.   Strengths and weaknesses of the current workforce.  
 

A careful analysis of these items provides valuable information to design effective 
training activities. Investment in training is vitally important for ensuring the success of 
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education and training programs. According to Mustafa (2015), training is the second most 
commonly used QMS practice in the United States. Firms that implement QMS invest heavily 
in training for employees at different levels. Deming (1986) spoke often of the importance of 
properly training workers in performing their work. Otherwise, it is difficult to improve their 
work. The cross-functional quality teams among the characteristics of QMS firms stack the 
cards in favour of learning by the simple fact that they are cross-functional; individual 
members are exposed to more, and more diverse points of view than would be the case if 
they worked mostly by themselves or in within-functional teams.  

Learning is the ability and willingness of the firm to engage in learning or knowledge 
seeking activities at the individual, group or team, and organisational levels (Toga, 2017). In 
order to have effective learning activities, a firm should continually encourage employees to 
accept education and training. The QMS aspiration of continuous improvement in meeting 
customer requirements is supported by a thorough learning orientation, including substantial 
investments in training and the widespread use of statistical and interpersonal techniques 
designed to promote individual and team learning (Al-Ababneh, 2011). According to Deming 
(1986), Japanese firms obviously regard their employees as their most significant competitive 
assets and provide good general orientation as well as training in specific skills. The 
investment in employee’s training is to pursue long-term overall business excellence. In fact, 
employees are valuable resources worthy of receiving training throughout their career 
development. 
 

Reward and Recognition 
Recognition is defined as the public acknowledgment of superior performance of specific 
activities (Zahid, 2014). Reward is defined as benefits such as increased salary, bonuses and 
promotion, which are conferred for generally superior performance with respect to goals 
(Juran, 1999). Public recognition is an important source of human motivation. It almost goes 
without saying that an important feature of any quality improvement program is the showing 
of due recognition for improved performance by any individual, section, department or 
division within the organisation (Deming, 1986). To effectively support their quality effort, 
firms must implement an employee’s compensation system that strongly links quality and 
customer satisfaction with pay. Deming (1986) and Ishikawa (1985) identified one source of 
human motivation at work as social motivation, the energy that comes from cooperation with 
others on a shared task and the incentive provided by recognition from others. A large 
majority of firms implementing QMS modify their performance measurement and reward 
systems so that achievement of specific quality goals can be assessed and rewarded (Berk, 
2002). QMS implementation relies increasingly on performance measurement and 
performance contingent rewards to motivate and control employees. According to the review 
results by Cherng Yee (2018), 85% of QMS firms have developed programs to reward 
individuals and teams for quality achievements. Daud et al., (2012) stated that punishment is 
a behaviour modification strategy. Punishment is the presentation of an undesirable 
consequence or the removal of a desirable consequence because of unacceptable behaviour, 
and is regarded as negative motivator. Zhang (2000) further proposed that a reward and 
recognition system should be equitable. Workers who achieve the same level of performance 
should receive comparable rewards. Similarly, workers who fail to obtain certain levels of 
performance should receive comparable punishment. In this regard, punishment is a special 
recognition and ‘reward’ for employees who do not perform well (Irianto, 2005). It is 
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important to note that employee’s recognition and rewards should be based on equity. 
Effective recognition and reward activities can stimulate employees’ commitment to the firm. 
 
Summary of Literature Review 
After the review of four main human factors, it was evident that each factor has its own 
distinctive relationship. Their intuitions offer a solid foundation for conducting this study and 
it can be summarised as follows: 

a. It is management responsibility to provide commitment, leadership, 
empowerment, encouragement, and the appropriate support to technical and 
human processes. It is top management responsibility to determine the 
environment and framework of operations within a firm.  

b. It is imperative that the participation of the employees in QMS, and develops a 
quality culture by changing perception and attitudes toward quality. 

c. The importance of employee’s training is emphasised in changing employees’ 
belief, behaviour, and attitudes; enhancing employees’ abilities in carrying out 
their duties. 

d. Employees should be rewarded for their quality improvement efforts. 
  

Research Framework 
The comprehensive literature form the basis of this research conceptual framework. 
 

                                                        
 
                                                       Figure 1: The Conceptual Framework 
 
Methodology 
This study employs quantitative research method using questionnaire survey. Questionnaire 
survey allows collection of large amount of data from a sizeable population in a highly 
economical way. Collected data are standardised, easy to understand and allows easy 
comparison. It gives more control over the research process. Data collected by this method 
may not be as wide ranging as those collected by qualitative research methods.  
 
Data Collection 
This study focusses on military personnel throughout Peninsular Malaysia who are directly 
involved in QMS. A purposive sampling method was adopted to collect data from officers and 
other ranks. A total of 350 questionnaires were distributed to the respondents and 300 valid 
questionnaires were collected.  Data was collected using pre-designed and structured 
questionnaires. Before the actual survey were conducted, the questionnaires were pre-tested 
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and reviewed for structure, readability, ambiguity and completeness, and the survey 
instrument was refined in light of comments from the respondents. Data for the 
questionnaire was developed by reviewing journals, media articles, internet documents and 
information, and relevant publications and personal observations in military organisations. 
The questionnaire contains five (5) parts: Leadership commitment, Employee’s participation, 
Training, Reward and recognition; and Sustaining QMS. The respondents were asked to rate 
the answer of each question on a five-point Likert-type scale ranging from one (1) (Strongly 
Disagree) to five (5) (Strongly Agree) to what extent the statement fits the situation in their 
organisation.  
 
Data Analysis 
SPSS version 23 was used to provide a descriptive statistical analysis of participant 
demographics. The Pearson’s correlation coefficient was used to analyse the relationship 
between Leadership commitment, Employee’s participation, Training; Reward and 
recognition; with Sustaining QMS. The regression was chosen to identify the extent of 
Leadership commitment, Employee’s participation, Training, Reward and recognition with 
Sustaining QMS. 
 
Result and Discussion 
The Relationship between Leadership Commitment, Employee’s Participation, Training 

and; 
Reward and Recognition with Sustaining QMS 
The relationship between Leadership Commitment (X1), Employee’s Participation (X2), 
Training (X3) and; Reward and Recognition (X4) with Sustaining QMS (Y), was investigated 
using Pearson product-moment correlation coefficients. Preliminary analyses were 
performed to ensure no violation of the assumptions of normality and linearity. Since there 
were four (4) Bivariate pairs, the Bonferroni Adjusted Alpha of 0.0125 (0.05/4) was used to 
test null hypothesis of the bivariate correlations.     
 
Table 1 
Zero-order correlations between leadership commitment, employee participation, training 
and; reward and recognition with sustaining QMS 

Variables Y X1 X2 X3 X4 

Y  Sustaining QMS 1     
X1  Leadership 

Commitment 
0.450 1    

X2  Employee 
Participation 

0.542 0.626 1   

X3  Training 0.572 0.544 0.679 1  
X4  Reward and 

Recognition  
0.561 0.500 0.550 0.615 1 

Notes: zero-order coefficients p < .01, Bonferroni adjusted alpha = 0.0125 (0.05/4) 
 
As depicted in Table 1, the strongest linear relationship was found to exist between training 
(X3) with sustaining QMS (Y) (r = .57, p = .0001). The positive correlation coefficient of .57 
indicates that as the score for training increases so do the rating for sustaining QMS. The 
second highest was found between reward and recognition (X4) with QMS (Y) (r = .56, p = 
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.0001) and the correlation coefficient of .56 indicates that there was moderate positive linear 
relationship between reward and recognition (X4) with sustaining QMS. The next highest was 
between employee participation (X2) with sustaining QMS (Y) (r = .54, p = .0001) and a value 
of .54 indicates a moderate positive linear relationship. Finally, leadership commitment (X1) 
showed a low positive correlation with sustaining QMS (Y) (r = .45, p = .0001). The relationship 
of human factors with sustaining QMS are supported in this study as suggested by numerous 
studies (Zhang, 2000).  The results of this study suggest that human factors are important 
towards a sustaining QMS in military organisation. 
 
To Identify to What Extent the Human Factors Related to Sustaining QMS for Military 
Organisation in Malaysia 
The extent the human factors related to QMS was determined according to regression 
analysis results. The chosen variables include leadership commitment, employee’s 
participation, training and; reward and recognition. Before undertaking the regression 
analysis, tests were conducted on the hypothesis which includes normal distribution, 
independency of independent variables auto correlation and linear modelling goodness of fit. 
From Table 2, it shows that reward and recognition have the highest reading of .287 for the 
standardised coefficient and p<0.05. Employee’s participation has the lowest reading of .185 
for standardised coefficient and p<0.05. Foregoing results show that reward and recognition 
are the most significant factor impacting on sustaining QMS while impact of employee’s 
participation is less obvious. This supports the importance of reward and recognition in 
sustaining QMS as suggested by numerous studies (Mustafa, 2015). 
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Table 2 
The regression coefficient for sustaining QMS 
 
 

 
Conclusion  

The main findings of this study reveal that leadership commitment, employee’s 
participation, training and; reward and recognition were all positively related 
to sustaining QMS. Among them, reward and recognition were the most 
significant human factors in explaining QMS followed by training and 
employee’s participation. In conclusion, these findings can assist the top 
management of military organisation in Malaysia to better understand the 
human factors especially in sustaining QMS. 
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