ISSN (Online): 2455-366

‘. ss EPRAInternational Journal of Multidisciplinary Research (IJMR) - Peer Reviewed Journal
Volume: 6 | Issue: 7 | July 2020 || Journal DOI: 10.36713 /epra2013 || SJIF Impact Factor: 7.032||ISI Value: 1.188

COMPANY MANAGERS’ PROPENSITY FOR
PARTICIPATIVE DECISION MAKING —A
MIXED-METHOD STUDY AMONG TEXTILE
INDUSTRIES IN BANGLADESH

Lt Col Md Enamul Islam psc
PhD Research Scholar,
Limkokwing University of Creative Technology,

Dr Valiappan Raju
Senior Lecturer,
Limkokwing University of Creative
Technology,

Article DOI: https://doi.org/10.36713 /epra4851

ABSTRACT

The study intended to identify if the assumptions of the “Theory Z” serve as predictors of the manager’s propensity for
participative decision making. Earlier research reports that apart from employee’s intent to join in decision-making forum,
the manager’s tendency is equally essential. The seven assumptions of the “Theory Z” were assessed for finding managers
penchant for participative decision making. This study follows an explanatory sequential mixed method research approach
with an emphasis on quantitative results. The sample comprises managers (strategical, tactical and operational) from thirteen
Bangladeshi Textile Industries. Findings suggest that Ouchi’s assertion of the assumptions of the Theory Z (leadership style,
trust, and organisational culture) have reliable predictability for manager’s propensity for participative decision making. The
study theoretically contributes to the managers’ propensity for participative decision-making study by assessing the
assumptions of the “Theory Z”. Practically, the findings present a convincing argument for managers to challenge their
employees’ perceptions continually and to analyse objectively how their bias affects their decision-making processes in the
least developed countries.

KEYWORDS: Theory Z, managers’ propensity for participative decision making, leadership, trust, organisational
culture, Bangladesh

1. INTRODUCTION

Participation is people’s mental and emotional
involvement in group situations, which allows them to
participate and share responsibility for group goals
(Bamidele & Comfort, 2014). Participative decision-
making (PDM) is a mechanism for employee
involvement, administration in sharing decision-related
information, and problem-solving (Wagner 111, 1994).
Although individuals may employ PDM at different
organisational levels, this study is concerned entirely
with managers utilising PDM. A couple of well-known
management theories like Likert’s management system
theory (1957), McGregor’s Theory X/Y (1964), Vroom
and  Yatton’s  redefined  autocratic-democratic
continuum model (1985), and the Theory of
Accountability by Kumar (2010) promote PDM.

Recent researches have shifted from the analysis
of the method, purpose and modus-operandi of PDM to
study why PDM sometimes fails. PDM is a well-
practised business tool for managing people at work
and increase in productivity allowing employees to
have a voice in the decision making, little is known
about the manager’s propensity for participative
decision making (PPDM). Theoretically, this research
joins the queue of PPDM study along with studies
carried out by Parnell and Crandall (2001); Parnell
(2010); and Parnell, Koseoglu and Dent (2012). The
previous PPDM studies were conducted in developed
and developing nations with quantitative data. PDM is
studied in every part of the world, with a focus on the
style of leadership, not on specific theories like Theory
Z.
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Enamul and Nilufar (2018) have opined that
managers in the Bangladeshi textile industry often
superimpose their will and desire on to the employees.
Managers do not solicit any feedback from the
employees. Islam, Nilufar and Mohammad (2018) in
their research, stated that there is a lack of solidarity in
Bangladeshi ready-made garments industries which
often create chaos and confusion in the industry.
Despite several theoretical models describing the
degrees of “freedom” that managers grant employees in
PDM, there is still a lack of a clear picture of the
strengths that influence managers’ penchant for PDM.
There is a growing need to understand if managers of
the Bangladeshi textile industry pose definite proclivity
for allowing employees to have to say in the decision-
making forum. While addressing the literature gap
found in the PPDM study, this study also addresses a
burning issue of identifying the managers’ PPDM in
Bangladeshi textile industries. From a scholarly
standpoint, this study can extend our understanding of
how the individual-difference variables of managers
can vary in the degree to which employees are involved
in PDM.

This study addresses if assumptions of “Theory
Z” predict as managers’ PPDM in Bangladeshi textile
industries. An explanatory sequential mixed-method
design was used, first gathering quantitative data and
then describing quantitative findings with in-depth
qualitative data (McKim, 2017).

2. LITERATURE REVIEW

PDM is associated with workers involved in
decisions that typically fall within the domain of the
manager (Parnell et al., 2012). Numerous studies
suggest that subordinate often prefers participative
decision-making regardless of their influence in the
organisation (Shaed, Ishak, & Ramli, 2015). Many
researchers argue that participatory decision-making is
a broad construct that necessarily associates success
with numerous contextual factors (Parnell et al., 2012).
The structures of the process of decision making can
vary depending on the organisation (Chan et al., 2016).
For example, one company may find that PDM is
productive and beneficial. Another company may not
promote PDM in the organisation (Timming, 2015).
Parnell and Crandall (2001, p.531) opined that different
organisations might exhibit different reasons for their
success or failure in implementing PDM. For example,
an organisational culture that promotes participatory

approaches and admires productivity can cause
reluctant ~ managers to adopt  participatory
(commitment) attitudes. Managers who reject

participation initiatives due to low commitment or
perceived power loss may create a culture of
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indecisiveness (Zubair, Bashir, Abrar, Baig, & Hassan,
2015).

PPDM study got momentum with the empirical
study of Parnell (2010); Parnell & Crandall (2003);
Parnell et al. (2012); and Russ (2011, 2013). These
authors have empirically researched managers’ PPDM
in developed and developing nations considering of
various management theories. Like Russ (2011)
conducted a study to find out if assumptions of
McGregor’s Theory X/Z serves as the predictor of
managers’ PPDM in the USA. The author suggested
that future research may find out if assumptions of the
Theory Z serve as predictors of the manager’s
propensity for participative decision making. Till today
no known research has studied whether the
assumptions of the Theory Z are predicting the
manager’s PPDM. In 1981, William Ouchi’s “Theory
Z” ideas were featured in Time magazine as an
elaboration of Japan’s economic success. Business
Week considered him as a founding father of
participative management along with Mayo, Maslow,
McGregor, and Argyris. Although at first sight, it might
be a bit confusing that Theory Z might be a sequel to
McGregor’s Theory X and Theory Y, it is not. Ouchi’s
study of participative management is an explanation of
Japanese management success. American corporate
world was familiar with the concept of employee
involvement in the decision-making process but
wondering how the Japanese were doing ahead of
them. E. Islam & Kalimuthu (2020) in their study have
found that the assumptions of Theory Z are a great tool
to motivate people at work.

Aydin (2012), in his study, said that Theory Z
offers the concept of a hybrid management style which
is a combination of a strict American and Japanese
management style. Theory Z expresses that an
organisational culture that mirrors the Japanese culture
in which workers are participative informed and take
pride in their works. Theory Z stresses certain things
such as job rotation, broadening of skills, generalisation
versus specialisation, and the need for continuous
training of workers. He also summarised that while
McGregor’s Theory X talks about autocratic leadership
and management style, Theory Y is more of setting up
targets and needs persuasion. At the same time, Theory
Z seems to be a more democratic approach. Theory Z
hypothesise that some of the assumptions about
employees include that workers prefer to build
cooperative and friendly working relationships. Theory
Z workers have specific needs to be fulfilled by the
company and create a higher value working
environment while taking care of the worker’s family
welfare also (Aydin, 2012). Workers following Theory
Z assumptions have a very well-developed sense of
belongings, discipline, high morale, and a sense of
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cohesion and have trust in themselves so extended
management can provide a conducive environment
(Pandey & Wali, 2010; Sullivan, 1983).
21 The Link among the Assumptions of
Theory Z and Studied Variables

Drushal (1992) have categorised seven
assumptions of Theory Z into four dimensions such as
leadership, trust, communication and participative
decision making. The present study has pigeon-holed
the seven assumptions into three dimensions and
justified that the seven assumptions fall under these
dimensions.
2.1.1 Leadership Style

Theory Z premise that human management is
more important than machine management (Aithal and
Kumar, 2016, p. 4). Managers are necessary for any
organisation, while leaders are essential. This study is
not about discussing the controversy of managers or
leaders’ attributes. However, managers should have
some leadership quality to manage people at work.
There are two types of leaders often seen in any
organisation, participative and directive. Theory Z
postulates participative leadership style. A leader can
take the workers along with the day to day business and
lead them to attain organisational goals. Theory Z
postulate that a leader should follow a democratic
approach while dealing with workers. If the managers
are not motivated to take advantage of PDM, it would
rarely be possible to manage people at the workplace.
Hence, a hypothesis can be developed that leadership
style has a significant positive impact on managers’
PPDM (H)).
2.1.2 Trust

Theory Z manager believes that employees are
motivated by a strong sense of commitment.
Employees will always seek opportunities for taking
responsibility, and they will learn more about the
company. Here the manager believes that employees
learn the business through long-time employment and
by making it possible for/her to have “lifetime
employment” (Braden, 2000). As stated by Aithal and
Kumar, (2016) “Theory Z emphasises the importance
of adopting an organisational culture associated with
trust, freedom, and collaboration by addressing
employees individual needs, personalities, and goals.”
The fundamental belief of Theory Z is that average
workers want to work and take part in company
management (Braden, 2000). Building trust and
confidence between employee and employer is also
crucial for those enterprises that want to increase
productivity. Once proclivity for participative decision-
making process has a positive sign if he trusts his
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employees. This argument leads us to hypothesise that
managers who trust their employees and find a
trustworthy environment in his organisation are more
likely to have a definite propensity for the participative
decision-making process. Therefore, we can say that
trust (between manager and worker) has a significant
influence on the manager’s proclivity for PDM (H»).
2.1.3 Organisational Culture

Organisational culture is critical for the effective
implementation of employee participation. Managers’
propensity is determined by prevailing organisational
culture. When the participatory decision-making
process is considered as a tool rather than a long-term
philosophy are found less successful in the decision-
making process (Appelbaum et al., 2013; Bhatti &
Qureshi, 2007). Managers are likely to go for a
participatory decision-making process if they think it
will give a good quality decision and provided it does
not take away their power to control the decision
(Hollander et al., 1973). Participatory management
style is highly successful in an individualistic and low-
power distance society.

In contrast, the authoritarian management style
is well suited in a cultural situation where high-power
distance prevails in the superior and subordinate
relationship (Parnell et al., 2012). In South Asian
society, the management style is likely to be both
hierarchical and paternalistic. The degree to which
workers adhere to the organisation’s principles and
goals most likely be decided by the organisation’s
predominant management style. A  preferred
management style, however, is not evident in all
organisations (Basit, Sebastian, & Hassan, 2017).

Dr Willium Ouchi, through his Theory Z
philosophy, assumes that managers should have a
strong philosophical understanding supported by
organisational culture setting. Therefore, it can be
assumed that organisational culture has an impact on
managers’ propensity for the participative decision-
making process (Hs). Figure 1 shows the pictorial view
of the causal relationship between the variables. Three
independent variables are leadership style, trust and
organisational culture and the dependent variable is
PPDM.
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Figure 1: Conceptual Framework and Hypothetical direction

Conceptual Framework and Working Hypotheses

Organizational Culture

Leadership Traits

3.METHODOLOGY

This research study follows an explanatory
sequential mixed-method approach. The study focuses
on the managers’ penchant for adoption or declination
of PDM in day to day business operation. Therefore
beside quantitative data, qualitative research is likely to
provide rich text data that can be thematically analysed
(Creswell & David, 2018; Greamer, 2018). The unit of
analysis is the individual manager working in the
textile industries. Managers at all levels (strategic,
tactical and operational level) were selected randomly.
The research instruments were adapted from existing
literature. Research instrument developed by Aarons,
Ehrhart and Farahnak (2014) was used for measuring
leadership style. Trust scale was adapted from Tzafrir
and Dolan (2004). Organisational culture scale is
adapted from the Denison Organizational Culture
Survey (Denison & Neale, 1996). The PPDM scale was
adapted from a scale developed by Parnell and Crandall
(2001). All research instrument has a five-point Likert
scale where 1 measured that the respondent strongly
disagrees with the given statement, and 5 measured that
they strongly agree. The research instrument were pilot
tested before going for main study.

The qualitative study used purposive sampling
to increase the transferability of the data. Data
saturation was decided to be the cut-off point for
stopping the qualitative sampling size. Because of
COVID-19’s  effect along the countryside in
Bangladesh, 12 out of 21 interviews were conducted
online using Zoom Tele broadcasting software. The
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research instrument contains seven semi-structured
open-ended questions asked to all participants.
4. RESULT AND DISCUSSION

The research study has two-part. In the first part,
the researchers have collected primary data from 364
respondents. The data were analysed to test a given set
of hypotheses. The first part of the result will discuss
quantitative data analysis. In the second part, the
researchers have presented the qualitative findings after
collecting rich text data from 21 interviews. This
following section will give out quantitative data
analysis and qualitative findings.
4.1 Study 1 — Quantitative Data Analysis

The broad objective of this research paper is to
identify if the assumptions of Theory Z serve as
predictors of managers’ PPDM in Bangladeshi textile
industries. The research adopts the Structural Equation
Model (SEM) for data analysis. SEM can test the
previous theoretical assumptions against empirical data,
statistically. =~ The researchers have conducted a
normality test of the data using Mahalobish Distance
test using SPSS and found that there are no multivariate
outliers in the data set; however, the data are not
normally distributed. The model presented in the study
is a reflective model where the indicators are pointing
towards the latent constructs. As can be seen in Table
1, Cronbach’s “a” is >.7 and composite reliability
values are above 0.70. Therefore, it can be assumed
that the result indicates good internal consistency and
reliability of primary data. The study also achieved
convergent validity and discriminant validity (referring
to Table 1 and Figure 1).
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Table 1: Reliability and Validity of data

Average
Cronbach’s Composite | Variance
Latent Constructs Alpha rho A Reliability | Extracted
(AVE)
Leadership Trait (Ldr Trait) 0.920 0.943 | 0.939 0.725
Organisational Culture (Org Cul) 0.923 0.937 | 0.942 0.764
PPDM 0.957 0.958 | 0.965 0.823
Trust 0.934 0.940 | 0.949 0.790
Source: Researcher’s Primary Data Analysis (SmartPLS)
Figure 1: Path Model showing outer loadings and path coefficient
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4.1.1 Result of Hypotheses Testing
Hypothesis H; proposed that a leader’s traits

quantitative analysis should prove that mutual trust has
a substantive effect on managers’ proclivity for

have a significant influence on their propensity for
participative decision-making. The t value is 7.488
while and p <0.05 (0.000). The result indicates that
this hypothesis is supported. Hence this research
rejects the null hypothesis in favour of the alternative
hypothesis. (see Table 2 for detail).

Hypothesis H; - trust (between the managers and

participative decision-making. The path relationship is
significant at 1 percent (t=2.651; p-value is 0.008). This
statistical analysis is rejecting the null hypothesis
(referring to Table 2 for detail). There is a positive
effect of trust on ones’ proclivity for participative
decision-making. Therefore, the study rejects the null
hypothesis and found that the alternative hypothesis is

subordinates) influences managers’ PPDM. The supported.
Table 2: The structural estimates (Direct effect)
Hypothetical . Sample | Standard i
Relationship Hypothesis Mean Deviation T Statistics P Values
Ldr Trait -> PPDM Hi 0.429 0.057 7.488 0.000
Trust -> PPDM H; 0.128 0.048 2.651 0.008
Org Cul -> PPDM Hs 0.278 0.058 4.843 0.000
Source: Researcher’s primary data analysis
Hypothesis Hs3 . organisational culture might the participative decision-making process. The
have a significant effect on managers’ propensity for quantitative  analysis should demonstrate that
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organisational culture has a functional effect on
managers’ proclivity for participative decision-making.
The path relationship is significant at 1 percent
(t=4.843; p-value is 0.000). This statistical analysis
rejected the null hypothesis that there is no effect of
organisational culture on ones’ proclivity for
participative decision-making (see Table 2). Therefore,
the alternative hypothesis is supported.
4.2 Study 2 — Qualitative Findings

The study examined if the assumptions of
Theory Z contribute to predicting managers’ use or
avoidance of PDM. All three hypotheses were
supported. It was imperative to see if the participants
have the same view when opinion is sought. The
interview received rich text data from which to draw
many codes. The data were analysed thematically with
the aid of Atlas ti software. Due to space and word
limitation, only summary of important findings is
presented.
4.2.4 Summary of the Qualitative findings
Most managers view this topic as new to them.
Primarily the lower-level managers were found having
no idea about the formal or informal participative
decision-making process. However, the participants felt
interested while taking interview being something new
to discuss and learn. Significant findings from the
qualitative discussion point of view are summarised
below:

a. Organisational culture not only influences
the way managers to treat their workers
but also demonstrates how workers
conduct themselves in a specific way.

b. The managers do not have confidence in
their employees. The organisation is
ignoring a few essential issues such as
goal setting, positive feedback, open
channel  of  communication  and
participation, and innovative suggestions.
Traditional aspects of managers denying
figuring out new ways to manage people
at work.

c. There prevails a high-power within the
relationship of the superior and
subordinate. Managers penchant for
denying sharing their decision-making
power is extreme. Making a decision is
believed to be absolutely manager’s
prerogative - a concern which is not
suitable for participative decision-making
environment.

d. Decision-making process in the case
industries is more centralised and
executed in a decentralised fashion. The
reason behind in autocratic style of taking
a decision is that management at the top
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hierarchal level is not very keen to assign
responsibility to the employees at a lower
level due to the cultural norms, fear of
unknown and stubborn attitude.

e. The hierarchical structure in the case
industries is incredibly centralised and
formal. Age, seniority and appointment
are respected blindly without asking
questions and feedback of employees are
not considered at all.

f. Industries are yet to develop emotional
bondage. Managers are highly concern
about information leak. Managers have a
firm belief that workers may not sacrifice
for the betterment of the organisation and
will only remain concerned about wage
and benefit.

g. Managers also have the belief that
workers might misuse decision making
power, and corruption may increase.

h. Managers communication ability is not
praiseworthy, which refrain them from
communicating with the employees.

i.  Dominating character of the managers
also posses’ severe barriers for PDM.

j-  Dishonest and lose character often leads
to decide alone and impose forcefully.

k. Disagreement is viewed negatively and a
fearful environment refrain employee to
take part in decision-making.

5. CONCLUSION AND GUIDELINE
FOR FUTURE RESEARCH

Dr William Ouchi’s Theory Z suggest how the
USA managers can gain more productivity following
the Japanese management strategies, researchers have
proofed that the assumptions are equally applicable to
other nations. Even there are many criticisms on this
Theory, yet many developed nations have followed it
and achieved success in business. The focus of this
paper was to understand if the assumptions of Theory Z
predicts as managers’ PPDM in Bangladeshi textile
industries. The quantitative study supported all three
hypotheses. Manager’s leadership trait has a significant
effect on the manager’s PPDM. The research found that
mutual trust is also another essential dimension
affecting managers’ PPDM. The organisational culture
embedded with strong philosophy like delegation of
authority, holistic concern for employees’ family, long-
term employment, slow promotion and evaluation is
paramount important. The qualitative study justified
that Bangladeshi managers do not poeses required
proclivity for PDM. Employee loyalty is affected by
salary and wages. Employees should be trusted and
empowered with responsibility. Managers should
believe that consensus in decision-making is likely to
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produce a good quality decision and reduce resistance
to change. Managers did not agree with the slow
promotion and evaluation process. This idea may not
be suitable for a Bangladeshi perspective. Also, long-
term employment did not find enough positive response
from the participants. These two assumptions may not
be effective in Bangladesh. However, managers agreed
with sharing some decision-making power. Holistic
concern for families was found an excellent tool to
motivate employees.

There are certain limitations to the study. The
study was conducted on 13 textile industries out of 312.
The sample should have been considered from the
maximum number of industries. Only three variables
are considered while more attention should have been
given like job satisfaction, motivation, organisational
climate and managers’ locus of control. However,
being a pioneer study on managers’ PPDM in the least
developed country, this research opens many avenues
for future research. Future researchers may consider
employees’ perspective and learn how they think about
the implementation of the assumptions for Theory Z.
Subsequent studies may wish to extend this line of
research by considering managers’ avoiding tendency
for PDM concerning the Theory of planned behaviour.
More considerable attention is needed from researchers
and practitioners to understand if an organisational
climate influences managers’ PPDM.

The researchers hope that current research will
instill interest among the managers of Bangladeshi
textile industries and other manufacturing industries as
well as facilitating to identify the required penchant of
the managers for participative management.
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