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Abstract 

The voices clamouring for improved quality of worklife (QWL) in African work organsiations 

are getting ever louder. Opponents argue that the current QWL level does not provide an 

adequate incentive for work. Also they argue that an increase in QWL will have only a very 

minor impact on jobs if management do not encourage its continuous improvement. However, 

these arguments seem not to have been grounded in facts and philosophy. The impact of raising 

QWL in African work organisation therefore tends not to have yielded many results. All credible 

research studies have come to the same conclusion. This paper therefore provides basic 

philosophy of QWL, which will guide management in attracting, appointing, getting out the best 

and retaining its workforce to the advantage of the workers, organisation and society. 

Introduction 

In Nigeria and other countries of the world, one of the major obstacles to the achievement of 

high productivity and organisational effectiveness is employees‟ quality of worklife (QWL). Employees 

are the central fulcrums of all socio-economic activities. They are the basic factor on which depends the 

success or failure of the organization. It is not surprising therefore that current opinions have it that 

organizational policies and practices be employee-centred and that practices/approaches be developed 

not only to tap the natural capabilities and potentials of the organizational members but also to cater for 

their well-being (Cialdini, 1993; Jaja, 1995a). It is on the basis of this, that most modem organizations 

who recognise that their employees are their most valuable assets have focused their attention on 

organizational approaches/managerial desiderata aimed at attracting and retaining the dedicated, loyal, 

highly motivated, energetic, creative and well-trained workforce needed to accomplish organisational 

goals. An approach, which is a panacea to this managerial need, is the Quality of Worklife process. This 

is essentially concerned with humanization of work, workplace democracy and work structuring/job 

design, interpersonal/interaction processes of workers and other work values that influence people's 

behaviour at work. 

Fast developments and sweeping changes are making work systems and processes getting „de-

humanised. There is therefore, evidence of growing concern about the manner in which work is 

organized. A process of re-examination is on how to re-humanise work by making work more 

meaningful and satisfying without sacrificing the aspect of efficiency of productivity. This is the 

outcome of pressures from different sources. Firstly an increasing unrest among the employees, 

particularly the young against jobs that are monotonous with little changes and apparent lack of 

responsibility; and secondly a realisation that technology and new systems in the process of application 

pose problems of adjustment. People are alarmed at the increasing hazards to health, safety and the 

environment that go with the new system. Employees are also concerned about their protection of their 

jobs and right as workers. This is the domain of quality of worklife - the subject that have captured our 

focus on its philosophy. 

Meaning and Nature 

Quality has no concise definition. It means different things to different people. These 

differences in meaning greatly influence people‟s approach to managing quality of worklife and the 

impressions people make and have of others at work in given circumstances (Jaja, 1995b). Specifically, 

it affects the impression portrayed by managers to their subordinates. Many definitions describe 

„quality‟ as a measure of excellence. Some management experts however, define quality as a reflection 

of „fitness for purpose‟ or user‟s (beneficiary‟s) satisfaction (Crosby, 1979; Dale, 1996; Robinson, 

1996). These definitions highlight the beneficiary‟s objective evaluation as central to the concept of 

quality. The International Standards Organization (ISO) 8402, quoted in Da Silva (1998) defines quality 

as “the totality of features and characteristics (conditions) of a product or service^ which bears on its 

ability to satisfy needs”. This is a more embracing meaning of quality and from a holistic standpoint 

needs all components to be meaningful (Dale, 1996). After examining the various 
views in details, Garvin (1988), identified eight attributes of quality namely: performance, conditions of 
work, reliability, security, serviceability, aesthetics and perceived quality. 

It is important to note that quality may be seen from the perspective of freedom from deficiencies 
in which case higher quality, say in personnel management, enables a manager to reduce the rate of 



conflicts such as strikes, work to rule, morale problems of absenteeism and labour turnover. Quality may 
also be seen as work conditions that meet employees' satisfaction. By this view, higher quality enables an 
organisation to increase employee‟s satisfaction, make potential people want to work for the organization 
as well as increase societal relationships. Under the foregoing considerations, quality can be defined as the 
totality of features, conditions, characteristics that bears on ability to satisfy needs whether stated or 
implied. The need may be qualitative or psychogenic such as respect for mankind, recognition of 
achievement, parity of authority with responsibility, self actualization, ego-enhancing, ego -defensive, or 
biogenic such as salary to meet basic or primary needs of life and conformity arising from interpersonal 
relationship, policy/administrative policies. 

Quality of Worklife Programmes 

Quality of worklife programmes aim at combating alienation, integrating workers and 

encouraging worker involvement in formal organisations. They also aim at increasing worker motivation 

and instilling a sense of responsibility as well as at changing work organization so as to reduce costs and 

increase flexibility. The model QWL agreement was the one entered into between General Motors and the 

United Auto workers' Union in 1973, and many other enterprises followed but QWL programmes 

emerged in the USA during the 1970s and 1980s and initially concentrated on improving work place 

environment and motivating workers and subsequently on enhancing productivity and quality. 

In defining the concept of QWL, the originators of the concept, Chems and Davis (1975) 

emphasized the "component values of individual and group autonomy, individual responsibility and 

interpersonal interdependence" in work organization and job design. The authors explained that the QWL 

approach subscribes to certain work values, which include a preference for autonomy rather than 

dependence, high levels of skill rather than low skill levels, looking for learning opportunities in work and 

orientation towards a high degree of self-involvement in work. Their notion about QWL triggered off a lot 

of conferences and research in different parts of the Western World. Empirical studies which sought to 

determine the effectiveness of QWL programmes have found positive effects of such programmes on 

reducing absenteeism, grievances, quits, and increasing job satisfaction, health and safety practices 

(Sharma, 1992). 

According to Shamir and Solomon (1985), the concept has to do with individual's job-related 

well-being and the extent to which his work experience is rewarding, fulfilling and devoid of stress and 

other negative personal consequences. Ahiauzu (1999) observed that since well-being is a psychological 

state or feeling, the exact nature and level of well-being experienced by an individual at work can only be 

determined by his observed affective response to work activities, which is bound to be largely influenced 

by his perception of the relative importance of the outcome of his work activities: The author further 

argued that the individual's perceived quality of work-life (pQWL) must be focused on, in order to 

ascertain the nature of his QWL. According to him the pQWL is the set of affective impressions and 

beliefs, which the individual holds and directs towards the outcome of the activities in the work domain of 

his life. The outcome of work activities may include financial and other material benefits, opportunity for 

self-actualization, security of employment, advancement opportunities and good social relations at work. 

Saxena (1999) in his opinion refers to QWL as new forms of work organisation, industrial 

democracy and work re-design. The author categorised QWL into two: the first equates QWL with the 

existence of certain set of organizational conditions on practices. This definition argues that a better 

"quality of life can come about when democratic management practices are used, employees jobs are 

enriched, they are treated with dignity and safe working condition exist. The second category equates 

QWL with impact of working conditions on employee's well being. This definition emphasizes that it is 

the degree to which workers are accident free, enjoy good health, express satisfaction and are able to grow 

and develop as good human being. In short, it equates QWL with the work place in which the full range of 

human needs and aspirations are met. 

The implication here is that the early phase of QWL laid emphasis on job design in such a way 

that jobs could be reduced to simple routinised operations. There is now a shift from this self- evident 

routinisalion. The design of work is derived from the nature of work itself as well as the social and 

cultural setting in which work takes place. The intrinsic characteristics of this are identified as autonomy, 

high-level skill, learning and a high degree of self-investment with work, provided the work itself offers 

opportunities for growth and satisfaction. This further suggests that people tend to work better when they 

are more relaxed and happy with their work. Improvement of QWL thus helps build greater efficiency and 

organizational effectiveness. 



Shalala (1998) identified three objectives of QWL in addressing employee commitment and 

morale during times of unprecedented change and uncertainty. The three objectives include: improvement 

of employee satisfaction, strengthening of work place learning and better management of on-going change 

and transition. The author recognized that a critical ingredient in the achievement of the objectives was the 

handsome leadership provided by the management. The author further stated that it is absolutely necessary 

for management to communicate in words and deeds its commitment to making a difference in the quality 

of work life for employees. This requires identifying and addressing individual and organisational 

interests and needs and communicating as well as working with employees to ensure that their 

expectations and that of management are being met. 

Quality ofWorklife Culture 

Since the 1970s when the notion of QWL was conceived, researchers and management 

executives have focused a great deal of attention on it. Quality of worklife concept has been considered as 

a natural and desirable component of any organization philosophy for achieving sustained rate of 

productivity improvements usually by arousing employee motivation, their involvement and participation 

under an open management system. The extent to which the attention paid to QWL is based on the 

exercise of a genuine social responsibility or the pursuit of increased economic efficiency is not always 

easy to determine. The attention given to QWL is likely to be motivated by a combination of concern with 

two related issues: (1) a moral or ethical motivation based on the recognition of broader educational 

standards, changing social values and wider expectations of QWL, including the satisfaction that people 

derive from their work, and the functioning and management of organizations; and (2) motivation through 

good business practice and enlightened self-interest, the need for cost competitiveness, and attempts to 

overcome high levels of absenteeism, staff turnover and dissatisfaction, and other obstacles to the search 

for improved organizational performance (Mullins, 1996). 

According to Mullins (1996), QWL has captured attention because its culture is a necessary 

foundation for the successful strategy of total quality management (TQM). Quality of worklife can be 

translated into practice if it is seen as a goal, that is, as a process for achieving that goal and as a 

philosophy setting out the way people should be managed. As a result of the emphasis on QWL, the 

satisfaction of people's needs and expectations at work, job design and work organization, styles of 

managerial behaviour, attention to the relationships between quality of worklife and employee 

commitment, levels of work performance and productivity have received great attention. This also falls 

within the realm of TQM. 

Total Quality Management (TQM) is a corporate business management philosophy, which 

recognizes that customer needs, and business goals are inseparable. It ensures maximum effectiveness and 

secures leadership by putting in place processes and systems which will promote excellence, prevent 

errors and ensure that every aspect of the business is aligned to customer (employee) needs and the 

advancement of goals without duplication or waste of efforts. 

The commitment of TQM originates at the chief executive level in a business and is promoted in 

all human activities. The accomplishment of quality is thus achieved by personal involvement and 

improvement process, with measurable levels of performance by all concerned. It involves every 

department, function and process in a business and the active commitment of all employees to meeting 

customer‟s needs. In this regard the "customers" of each employee are separately and individually 

identified. 

According to Toby (1996), TQM encompasses all related devices aimed at re-orienting the 

production process so that it delivers products or services of consistent quality in a timely fashion, which 

at least meet the requirement of customers. This is very relevant to our case. The active factor 

in the production process is the employee. Without meeting his requirements, it is difficult for him to 

galvanize his motivation to achieve the objectives of TQM as stated by Toby, (1996). In other words, his 

QWL must be properly addressed. This is implied in Mullins (1996:127) statement in which he noted that: 
World standard of organizational effectiveness are not achievable without fully 

developed and committed people at all levels within an organization. 

New technologies, new systems, and new concepts may, of themselves produce some 

improvement in effectiveness and hence competitiveness but even in the short term 

the improvement will be stunted without an organization culture, which engenders 

commitment of people across the organization. 



The author put forward a contention that TQM initiatives will not succeed unless rooted in a 

supportive QWL culture. 

Concluding Remarks 

The Quality of Worklife culture is aimed at creating a lcar-frec organization in which employee 
involvement is pursued vigorously and it generates a high degree of reciprocal commitment between the 
needs and development of the individual, and the goals and developments of the organization. A QWL 
cultural underpinning anchors the development of total quality and is essential to a successful TQM 
strategy. 
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