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Abstract 
 
This paper reports results of an empirical investigation into the formal processes that 
apparel manufacturing companies use to develop their managers. The findings of the study 
shed light on the formal development processes that are commonly used in the industry 
and on differences across companies of different ownership. The investigations revealed 
that not all human resource managers actively engage in the provision of different formal 
management development processes. Instead, some development processes are solely 
provided by the heads of the departments within their departments without having any 
specific organisation-led development initiative. The implications of the findings are 
discussed.  
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Introduction 
The environmental factors have been changing theorists and practitioners’ views on 
competitiveness and organisations have realised that competitive advantages are internal 
to the organisation (Ulrich and Lake, 1990). In the international business context too 
learning, knowledge acquisition and adaptation are important rationales for creating and 
managing successful international business organisations (Lyles and Salk, 1996). 
Organisations can adopt two human resource management (HRM) practices to enhance 
managerial skills- organisations can buy skills through selection or can improve the 
quality of current managers by providing management development (MD) programmes 
(Delanney and Huselid, 1996; Olian et al, 1998). In the latter case, considerable evidence 
suggests that investment in MD produces beneficial organisational outcomes (Knoke and 
Kallaberg, 1994; Russel et al, 1985). Thus, by understanding the value of MD, the 
theorists and practitioners suggest that organisations should actively undertake measures 
to develop their managers. Therefore, the main purpose of this investigation is to examine 
formal processes that apparel manufacturing industry in Sri Lanka uses to develop their 
managers.  
 
Formal MD processes are institutionally sponsored, planned and deliberate processes, 
which are often monitored and controlled by people and forces other than the individual 
manager involved (Marsick and Watkins, 1997; Mumford, 1997). The processes such as, 
coaching, action learning groups, project assignments, job rotation and self development 
are identified as the constituents of formal processes of MD (Armstrong, 1999; Mole, 
2000; Mumford, 1997; Mumford et al, 1987; Peel, 1984; Storey, 1994; Woodall, 2000). 
Though there are varieties of MD processes that can be used, none of the processes are
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superior to others. However, it is important to select and use appropriately different formal 
processes than wedded to a single one (Huczynski, 1993; Wills, 1998).  
 
As informal processes are by products of organisational activities such as task 
accomplishment or interpersonal interaction, managers may not set out intentionally and 
explicitly to learn something through pre-planned means (Armstrong, 1999; Marsick and 
Watkins, 1997; Mumford, 1997). Therefore, there are major deficiencies in total reliance 
on informal processes, which emphasise the value of formal MD processes (Mumford, 
1997). First, carefully acquired experience of how to do a managerial job may well 
become out of date. Second, closest relationships with bosses and colleagues may be 
excellent providers of advice and good models of effective behaviour- or they may be 
neither. Third, though people develop skills from the “natural” processes of doing the job 
and finding out whether the way they do it works, the skills they have acquired may be 
inappropriate and at worst it may even be the wrong kind of skills. Finally, it is possible 
for a manager’s work experience to be extremely narrow in terms of jobs, functions, and 
kinds of organization and sizes of organization, but this does not mean that a manager 
should not learn about general aspects of management. Therefore, in MD, formal 
processes play an important role.  
 
In Sri Lanka, it is accepted that human resource has and will continue to play a significant 
role in the global competition. The introduction of open economic policies in 1977 has 
made a significant impact on the realisation of the importance of MD as a major factor in 
the organisational process. The Sri Lankan literature suggests that with the advent of the 
open economy, the enhancement of organisational effectiveness has become a matter of 
vital importance in meeting complex demands of the new business environment. 
Therefore, organisations have taken concrete measures to provide organise MD 
programmes (Central Bank of Sri Lanka, 2000; Department of National Planning, 1992).  
 
However, Sri Lankan literature on organisational practices suggests that companies mainly 
perceive human resource development (HRD) as a short-term activity that aims at 
providing the employees with bare minimum skills required for executing tasks assigned 
to them. Therefore, the main focus of HRD programmes was limited to those specific 
skills and disciplines that had an immediate and direct relevance to the employees’ job 
performance (Chandratilake, 1997; Fonseka, 1998; Gunawardana, 1999; TT&SC, 1999; 
Wijetunge, 1992). Further, it is found that many organisations have over emphasised the 
importance of off-the-job development programmes and most organisations rely on 
publicly run year round courses in developing their personnel (Fonseka, 1998; Wijetunge, 
1992). 
 
In the Sri Lankan apparel manufacturing industry context, by early 1990s, in-company 
development programmes were primarily focused on the operator level employees with 
little emphasis on upgrading managerial skills (Fonseka and Fonseka, 1998). However, the 
ever-changing technologies demand higher skills, not only at the operational level but also 
at the managerial level, both in improving technical and behavioural skills (Tennekoon, 
1998; TT&SC, 1999). The recent literature suggests that the importance given to 
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development aspects of human resource by the Sri Lankan apparel manufacturing industry 
has been increasing (Gunawardena, 1999; Thennekoon, 1998). With the establishment of 
considerable number of foreign owned companies and joint venture companies, new 
systems of management have been “imported”, which were alien to the indigenous 
industrial set-up of the country (Thennekoon, 1998). Further, attitudes in managing human 
resource are somewhat different in these foreign owned apparel manufacturing companies; 
they have started to develop human resource having identified it as a key to improvements 
in the industry (Gunawardena, 1999). Therefore, it can be assumed that they might have 
brought in their own MD practices challenging and changing the nature of prevalent 
practices in the Sri Lankan private sector. In this context, apart from the contribution made 
by joint venture and foreign owned companies to the economic growth of the country, they 
have brought into Sri Lanka not only modern plants and equipment, but also management 
expertise and practices.  
 

The Context of the Study: The Sri Lankan Apparel Manufacturing 
Industry 

Sri Lanka has faced severe challenges in the sphere of industrialisation since 1948. With 
high unemployment and insufficient indigenous capital, the attraction of foreign 
investment became a major priority. Having realised the benefits of foreign direct 
investment, there has been a firm commitment to maintain open economic policies and to 
further strengthen the market friendly economic policy framework that existed since 1977 
(Central Bank of Sri Lanka, 1998). On the other hand, in response to several reasons such 
as increasing global competition, lower labour cost in Sri Lanka and inducements from the 
Sri Lankan government, the number of international businesses coming into Sri Lanka has 
been increasing since 1977.  
 
With the introduction of open economic policies, new investment opportunities have been 
created in manufacturing, trade, services, and construction industry. Thus, sectoral 
composition of the GDP has also undergone significant changes. Meanwhile, the 
manufacturing and export structures have become diversified with new export items such 
as, apparel, successfully entering into international markets (Central Bank of Sri Lanka, 
1998). Though Sri Lanka first began to promote the apparel manufacturing industry as an 
import substitution industry during 1960, the period after the late 1970s saw a rapid 
expansion in the industry. Given the easy separability of the apparel manufacturing 
industry into different stages, overseas producers have been able to disintegrate their 
production lines into low production cost countries such as Sri Lanka, without much 
difficulty (Karunatilake, 1999; Senanayake, 2001; Waidyanatha, 1999). In the 
circumstances, investment by East Asian and European manufacturers fuelled the growth 
of the Sri Lankan apparel manufacturing industry. At present, apart from the wholly local 
owned companies(used as “local” throughout this paper), several apparel manufacturing 
companies have been set up in Sri Lanka as wholly foreign owned companies (used as 
“foreign” throughout this paper) and as local and foreign joint venture companies (used as 
“joint venture” throughout this paper). These foreign and joint venture companies can be, 
further, classified by the continent of origin as shown in table 1.  
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Table: 1 Ownership of the Companies by the Continent of Origin  
Continent of origin Number of companies 

100% foreign to Sri Lanka = 68 
European  12 
American  2 
Asian  48 
Mix of continents 7 
  

Joint ventures with Sri Lankans = 57 
European  14 
American  5 
Asian  32 
Mix of continents 6 

Source: BOI, 2000b 
 
As the number of foreign companies that come into Sri Lanka increased, the foreign 
investments contribution to the economy also increased. For instance, in 1979, there were 
total 9 apparel manufacturing companies with foreign investment of Sri Lankan Rupees 
Million 68.0 (includes investment of wholly foreign owned companies and foreign 
investment component of the foreign/local joint venture companies) and local investment 
of Sri Lankan Rupees Million 58.3 (includes investment of wholly local owned companies 
and local investment component of the foreign/local joint venture companies). By 1989, a 
decade latter, there were total 43 apparel manufacturing companies with foreign 
investment of Sri Lankan Rupees Million 2372.8 and local investment of Sri Lankan 
Rupees Million 1111.8. Two decades latter, by October 2000, there were total 207 apparel 
manufacturing companies with foreign investment of Sri Lankan Rupees Million 12126.4 
and local investment of Sri Lankan Rupees Million 11054.5 (BOI, 2000a). The above 
figures show how foreign investment has increased over time. In the mean time, this 
industry has become the leading manufacturing and export industry in Sri Lanka by 1990s 
and the country’s largest single employment provider in the industrial sector. Hence, 
policy makers of today have placed heavy emphasis on the apparel manufacturing industry 
as a means of promoting employment and generating foreign exchange earnings and as the 
main contributor to the overall economic development.  
 

Objectives of the Study 
Literature suggests that there are number of different and equally successful ways of 
organising management in the market economy (Chen, 1995; Whitley, 1994). Further, 
when companies locate their businesses abroad, they retain and transfer the unique sets of 
management practices that they are accustom to, which are reflected in specific 
management structures, decision-making processes, etc (Sparrow et al, 2000). Therefore, it 
can be expected that there will be significant differences in MD practices across the 
apparel manufacturing companies of different ownership. Further, it is documented in the 
literature on international management that host country business partners can learn from 
their joint venture partners, and may have access to knowledge that would not have been 
available in the absence of collaboration. Further, this knowledge transfer has primarily 
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occurred in the areas of manufacturing processes and HRM (Inkpen and Dinur, 1998; Liu 
and Vince, 1999; Schuler, 2001). Therefore, it can be assumed that foreign companies 
might have brought in their own practices challenging and changing the nature of 
prevalent practices in the Sri Lankan private sector. 
 
In widening a firm’s strategic focus beyond the confines of its national boundaries, the 
human element becomes paramount (Bournois and Metcalfe, 1991). However, attention 
has been mainly devoted to international comparisons of production systems, and 
comparison of HRM systems has until recently been overlooked (Sparrow et al, 2000). 
Similarly, although there has been much scholarly and popular debate on the transfer of 
management practices in the context of Europe and America, less attention has been paid 
to Asian countries (Cunningham et al, 1996; Taylor, 2001). On the other hand, though 
there are studies on transfer of knowledge, the main emphasis has been placed on how 
organisations involved in alliances can use their alliance experience as a basis for 
managing and creating knowledge and on knowledge management processes in creating 
and establishing joint ventures (Griffith et al, 2001; Inkpen and Beamish, 1997; Inkpen 
and Dinur, 1998; Liu and Vince, 1999). However, lack of attention has been paid to 
understand differences in MD practices and transfer of MD practices with the foreign 
investment. Specifically none of the studies have been conducted in the context of Sri 
Lanka, where international business operations have been increasing and have a high 
profile. Therefore, this study aims to fill this gap in the literature by investigating formal 
MD processes used by the apparel manufacturing companies and identifying differences 
across companies of different ownership. And by doing so determine the extent to which 
formal MD processes are utilized in the Sri Lankan context.  
 
Within the above context, to guide this study two research questions have been raised. 
First, if the purpose of providing managers with development programmes is mainly to 
assist in the attainment of organisational objectives, then what has to be learnt can not be 
left purely to chance. A good deal of dissatisfaction remains with the state of MD research 
revolving around lack of detailed information about the formal processes by which 
development takes place in organizations (Thomson et al, 1998). Further, research requires 
re-examine recent evidence claiming a growing use of MD in workplaces to help 
managers learn (Woodall 2000). Therefore, it is questioned that what formal MD 
processes are used by the apparel manufacturing companies and to what extent those 
companies differ in terms of ownership in the usage of formal MD processes. For the 
investigation, formal MD processes are categorised into four main groups, namely, job 
redesign methods (such as, job rotation), on-the-job methods (such as, coaching), off-the-
job methods (such as, attendance at conferences) and self-development methods (such as, 
provision of library facilities) that are sponsored by the organisations. Further, in gathering 
data, human resource (HR) managers’ views were explored to find out their experiences in 
providing formal MD processes while managers’ views were explored to find out their 
experiences in receiving these. The study sought to identify differences and similarities 
across local, foreign and joint venture companies. This is based on the assumption that 
because foreign companies transfer their management practices abroad, certain differences 
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would be found across companies of different ownership. Therefore, following are 
hypothesised.  
 
Hypothesis 1: There will be significant differences across ownership types regarding the 

provision of different formal development processes by HR managers. It is 
expected that HR managers from foreign companies will be more likely to be 
involved in providing varieties of formal development processes for 
managers than that of HR managers from other two types of ownership (i.e., 
local and joint venture).  

 
Hypothesis2: There will be significant differences across ownership types regarding 

experiencing different formal development processes by managers. It is 
expected that managers from foreign companies will be more likely to 
experience varieties of formal development processes than that of managers 
from other two types of ownership (i.e., local and joint venture). 

 
Second, it is documented in the literature that when companies locate their businesses 
abroad, they retain and transfer their unique sets of management practices across cultures 
providing a platform for organisational learning, giving access to skills and capabilities of 
partners. By considering the changes that have been occurred since 1977 in the ownership 
of the companies, it can be assumed that the entrance of global enterprises into the country 
has an enormous influence on HRD practices. International businesses operate as foreign 
and joint venture companies. Therefore, it is questioned whether foreign and joint venture 
companies brought into Sri Lanka their practices and how significant the differences are 
across companies of different ownership.    
 

Methodology 
Population and Sample 
The apparel manufacturing companies registered under Board of Investment of Sri Lanka 
(BOI) served as the population of the study. There are three main reasons in selecting this 
as the study population. First, BOI is the primary government authority responsible for 
identifying, promoting and facilitating both foreign and local investments in Sri Lanka 
(BOI, a) and apparel manufacturing is the major industrial category under BOI (BOI, a). 
Second, it is compulsory by law that all foreign investments (wholly foreign owned and 
foreign/local joint venture) should come into the country through BOI (BOI, a; BOI, b). 
Therefore, this provides easy and systematic access to foreign and joint venture 
companies. Third, it is compulsory by law that all BOI registered companies should export 
at least 90 percent of the manufactured output (BOI, a; BOI, b). Thus all local companies, 
foreign companies and joint venture companies that come under this study population are 
homogeneous in nature in terms of business operations. 
 
At the time of the study there were 207 (82 local, 68 foreign, 57 joint venture) apparel 
manufacturing companies registered under BOI. From the study population, a 
proportionate stratified random sample of 100 companies based on ownership type was 
initially obtained. In selecting a sample of 100 companies, initial contacts were made over 
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the telephone using the random sample method within each stratum until the required 
number of companies, for each stratum, agree to participate in the study. There are 
disadvantages of collecting survey data from one source; researchers are encouraged to 
collect data using several sources (Ichniowski et al, 1996; Nichols, 1986). Therefore, from 
these 100 companies, 100 HR managers and 400 Managers were selected. There were no 
problems in selecting the sample of 100 HR managers as there is only one HR manager 
per each randomly selected company. In selecting a sample of 400 managers, initial 
contacts were made using simple random sample method with 4 managers who are not 
working in the same managerial function in the 100 companies previously selected 
(100x4). Table 2 provides information on the stratification of the populations and how 
they were proportionately broken down into a sample of 100 HR managers and 400 
managers. 
 
Table: 2 Stratification of the Study Population 
Ownership of 
the company 

No. of 
companies in 
the population  

Proportion of 
companies for 
each strata 

Proportion of 
HR mangers 
for each strata  

Proportion 
of mangers 
for each 
strata 

Local  82 40 40 160 
Foreign  68 33 33 132 
Joint venture 57 27 27 108 
Total  207 100 100 400 

 
 
However, due to various reasons, the total number of responses obtained from HR 
managers amounted to 78 instead of 100; the total number of responses obtained from 
managers amounted to 219 instead of 400. The actual number of HR managers and 
managers that had participated in the study are shown in table 3. As can be seen from the 
table, the number of HR managers in each category (local, foreign, joint venture) of the 
sample consisted of more than 35 per cent of the HR managers in each category of the 
population (for example, HR managers from local companies: 32/82x100=39%). Further, 
the number of managers in each category (local, foreign, joint venture) of the sample 
consisted of more than 46 per cent of the managers in each category of the population (for 
example, managers from local companies: 104/160x100=65%). 
 
Table: 3 Classification of Respondents in terms of Ownership 

Respondents to 
questionnaire  

Respondents to interview Ownership of the 
company 

HR 
managers 

Managers HR 
managers 

Managers 

Local  32 104 7 10 
Foreign  26 65 6 8 
Joint venture 20 50 5 7 
Total 78 219 18 25 
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Methods of Data Collection  
There are several ways of conducting social research, such as experiments, surveys, case 
studies, histories and the analysis of archival information (Yin, 1994). The selection of a 
research method depends on purpose and nature of the study. This study is exploratory as 
well as descriptive in nature. Hence questionnaire method complemented with structured 
interviews was chosen in order to capture the two dimensions of the investigation (Yin, 
1994). In the study two different perspectives on formal MD processes were probed using 
two set of samples- HR managers and managers of the apparel manufacturing companies. 
Hence, two different survey questionnaires were prepared. As shown in table 3, 78 HR 
managers (32 local, 26, foreign, 20 joint venture) and 219 managers (104 local, 65, 
foreign, 50 joint venture) responded to the self-administrated questionnaires. Semi-
structured interviews were deemed necessary to complement the survey questionnaires. 
Therefore, two separate interview guides were developed to corroborate the information 
that had been gathered from the survey questionnaires and to elaborate the field by 
exploring a greater variety of experiences offered by HR managers and managers. 25 
managers (10 local, 8, foreign, 7 joint venture) and 18 HR managers (7 local, 6 foreign, 5 
joint venture) from the stratified random sample willingly agreed to participate in the 
interviews.  
 
On one hand, selection of a larger sample using proportionately stratified random sample 
method help to estimate population parameters of the aspects under study. Further, the 
investigation was carried out based on the information collected from multiple 
instruments- questionnaires and interviews. Furthermore, to maintain consistency 
throughout, in administering both instruments, same questions were asked from all 
respondents. These helped to maintain reliability of the instruments. On the other hand, 
questionnaire and interview items were selected after thorough review of literature; items 
were designed only to measure that particular aspect and not something else. Further, both 
questionnaires and interview guides were reviewed by academics and professionals in the 
field of conducting survey based research and HRD (researcher especially acknowledge 
the guidance received from Cathy-Marsh Centre for Survey Research at University of 
Manchester, UK). The both questionnaires and interview guides were pilot tested in Sri 
Lanka and made necessary alterations to improve the reliability and face validity. 
 
Data Analysing Techniques  
In testing hypothesis, analysis of variance (ANOVA) was used.  Hypotheses were tested at 
the 95 per cent confidence level. In the research design no participant took part in more 
than one level of the treatment factor. The companies that stated “local” in terms of 
ownership are independent of the other two ownership categories, therefore, between-
subjects ANOVA design was used (Brace et al, 2000, Bryman and Cramer, 2001, Runyon 
et al, 2000). Respondents’ comments were categorised and incorporated into the 
discussion of the survey results.  
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Analysis 

Characteristics of the samples 
The information provided by the HR managers was used to identify certain characteristics 
of the companies in which they have been employed in. These characteristics are 
identified in terms of number of managers employed in the companies, number of 
employees in the companies and existence of a HRD department/unit. With regard to the 
number of managers employed in the companies, 59 per cent of the companies have 
employed more than 10 managers. 82 per cent of the companies have employed less than 
1001 employees. 52 per cent of the companies have HRD units.  
 
Based on the information provided by the managers, the characteristics of the managers 
represented in the sample are identified in terms of gender, age, academic qualifications, 
etc. with regard to gender, 78 per cent is Male. This high percentage of males in the 
sample is a common occurrence (Gunawardena, 1999). With regard to the age distribution 
of managers, 89 per cent is below 41 years of age. With regard to the educational 
attainment of managers, 43 per cent has degrees or equivalent academic qualifications; 25 
per cent has Diplomas. With regard to professional qualifications, 76 per cent of the 
sample is professionally qualified. With regard to the years of service of managers, 77 per 
cent is with their current employer as a manager for less than five years. With regard to the 
level of management they are employed in, 45 per cent of the managers come from the 
middle level management. However, the number of managers from the each category of 
lower level and middle level management consisted of more than 20 per cent of the 
sample. With regard to the ownership of the companies in which managers are employed 
in, 48 per cent of the managers are employed in local companies. With regard to the 
existence of HRD department/unit in the companies in which managers are employed in, 
52 per cent come from companies that have separate HRD department/unit.  
 
Findings and Discussion 
First, HR managers’ experiences in providing different formal MD processes were probed 
by asking a set of questions on a Likert type five-point scale. Their responses are shown in 
table 4. 
 
Table: 4 Provision of Formal MD Processes for Managers (in percentages) 
Item  Always  Often  Some 

times  
Almost 
never 

Never  Total Mean  STD 

Job redesign 
methods 

5.1 19.2 32.1 34.6 9.0 100 2.77 1.03 

On-the- job 
methods 

12.8 43.6 30.8 7.7 5.1 100 3.51 0.99 

Off-the-job 
methods 

20.5 34.6 29.5 10.3 5.1 100 3.55 1.09 

Self-development 
methods 

2.6 22.1 33.8 24.7 16.9 100 2.69 1.08 
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The data shown in table 4 suggests that companies are more likely to provide “off-the-job 
methods” (X‾ =3.55) followed by “on-the- job methods” (X‾ =3.51).  In fact, the mean 
difference between the two categories is negligible (0.03).  However, “redesigning jobs” 
for development purposes (5.1%) and encouraging managers for “self-development 
methods” (2.6%) are not popular. These findings are consistent with Chandratilake (1997) 
who found that export manufacturing companies at managerial levels provided broad on-
the-job development programmes together with off-the-job in-house development 
programmes. Companies also provide off-site development programmes arranged through 
both local institutions, and tailor made programmes and workshops arranged at various 
intervals on off-the-job in-house basis. Further, these findings are consistent with the 
findings of Storey et al (1997) that MD in Britain was frequently seen as a matter of 
“going on courses”. Furthermore, these findings are consistent with the findings of Lawler 
et al (1995) that HR managers in Thailand were less apt to use on-the-job development 
methods and more apt to use off-the-job development methods. However, these findings 
are not consistent with Storey et al’s (1997) observations in Japan. Though there is an 
increased recognition that self-development is an important concept in the whole 
programme for MD (Beach, 1975; Handy, 1987; Romiszowski, 1990), in the Sri Lankan 
context self-development methods provided by the companies are not popular. 
 
To determine variation in the provision of formal MD processes for managers, hypothesis 
1 is tested. The results are shown in table 5.  
 
Table: 5 ANOVA of Provision of Formal MD Processes for Managers  

Mean Item 
Local   Foreign  Joint 

venture  

F Sig. 

Job redesign methods 2.28 3.12 3.10 7.032 0.002 
On-the- job methods 3.13 3.73 3.85 4.646 0.013 
Off-the-job methods 3.56 3.54 3.55 0.003 0.997 
Self-development methods 2.09 2.96 3.25 10.179 0.000 

 
The results reveal that there are no significant differences across companies of different 
ownership in providing off-the-job methods. However, there are significant differences 
across companies in providing other three types of formal development processes. 
Therefore, the Least Significant Differences (LSD) are computed to compare each group 
with every other group and computed the significance of the difference. The results 
showed that foreign and joint venture companies are more likely to provide “on-the-job 
methods”, to use “job redesign methods” and “self-development methods” that are 
sponsored by the companies for managers than that of the local companies. Further, the 
mean values shown in table 5 also confirm this. On the other hand, there are no significant 
differences between foreign and joint venture companies in the provision of any of the 
formal development processes. Hence, hypothesis is partially accepted. 
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As total reliance on one group of respondents leads to bias, views of managers on 
receiving company sponsored formal MD processes were also explored. Their responses 
are shown in table 6.  
 
Table: 6 Managers’ Experiences of Receiving Formal MD Processes 
Item  Always  Often  Some 

times  
Almost 
never 

Never Total Mean  STD 

Job redesign 
methods 

13.1 25.0 26.4 12.7 22.8 100 2.902 1.001 

On-the- job methods 7.5 21.9 26.0 18.5 26.1 100 2.639 1.064 
Off-the-job methods 8.2 18.8 24.1 16.5 32.4 100 2.422 1.445 
Self-development 
methods 

4.9 9.4 15.4 18.7 51.6 100 1.886 1.243 

 
The data shown in table 6 suggests that managers are more likely to experience “job 
redesign methods” (X‾ =2.9) followed by “on-the-job methods” (X‾ =2.63). The mean 
difference between the two categories is 0.27. Managers have ranked “self-development 
methods” last.  
 
To determine variation in experiencing formal MD processes by managers, hypothesis 2 is 
tested. The results are shown in table 7.  
 
Table 7: ANOVA of Experiencing Formal MD Processes by Managers 

Mean Item 
Local   Foreign  Joint 

venture  

F Sig. 

Job redesign methods 2.912 2.926 2.850 0.092 0.912 
On-the- job methods 2.590 2.658 2.715 0.241 0.786 
Off-the-job methods 2.319 2.465 2.555 0.531 0.589 
Self-development 
methods 

1.649 2.092 2.110 3.682 0.027 

 
The results reveal that there are no significant differences across companies of different 
ownership in managers receiving “job redesign methods”, “on-the-job methods” and “off-
the-job methods”.  However, there are significant differences across companies in 
experiencing self-development methods sponsored by the companies. The results of the 
LSD showed that managers in foreign and joint venture companies are more likely to 
experience “self-development methods” provided by the companies than that of managers 
in the local companies.  
 
When managers’ responses and HR managers’ responses are compared, HR managers 
stated that companies most often provide off-the-job methods, but managers’ responses 
reveal that they experience job redesign methods most often. As there are differences in 
the HR managers’ responses for providing (table 4) and managers’ responses for receiving 
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formal MD processes (table 6), managers’ responses were in-depth analysed.  Their 
responses are shown in table 8. 
 
Table: 8 Detailed Breakdown of Formal MD Processes experienced by Managers  

(in percentages) 
Item  Always  Often  Some 

times  
Almost 
never 

Never  Mean  STD 

Job redesign methods 
Job rotation     9.3 10.3 24.8 15.9 39.7 2.34 1.34 
Given more responsibilities 
to learn    

17.1 41.2 24.5 5.1 12.0 3.46 1.19 

Work in special groups  12.5 27.3 26.4 15.7 18.1 3.00 1.29 
Assignments in committees/ 
task groups   

13.5 21.4 29.8 14.0 21.4 2.92 1.32 

On-the- job methods 
Coaching  7.0 20.2 30.5 17.4 24.9 2.67 1.47 
Counselling   5.6 20.9 23.3 20.0 30.2 2.52 1.27 
Mentoring   11.0 21.7 24.0 18.0 25.3 2.84 1.55 
Action learning   7.4 24.7 25.6 18.6 23.7 2.73 1.27 

Off-the-job methods 
In-company programmes   10.6 23.5 25.3 19.4 21.2 2.83 1.29 
External courses such as, 
Diploma, MBA,  

7.9 17.1 22.2 14.8 38.0 2.42 1.35 

Attendance at seminars/ 
conferences   

13.0 29.6 26.9 14.4 16.2 3.09 1.27 

Distance learning    1.4 5.1 22.0 17.3 54.2 1.82 1.03 
Self-development methods 

Reading  3.7 9.8 18.1 19.5 48.8 1.99 1.18 
Guided reflection 6.1 8.9 12.7 17.8 54.5 1.92 1.23 

 
The data shown in table 8 suggests that the majority of managers have experienced 
“adding more responsibilities to learn” (X‾ =3.46). The second most experienced form is 
“attending at seminars and conferences” (X‾ =3.09). With regard to on-the-job methods, 
“mentoring” (X‾ =2.84) and “action learning” (X‾ =2.73) have been experienced by the 
majority of managers. Within the category of off-the-job methods, in-company 
programmes have been experienced by the majority of managers (X‾ =2.83). However, 
“attendance at external courses” is ranked 10th (X‾ =2.42). When the data shown in table 8 
is compared with other studies conducted in Sri Lanka, the data is not consistent with the 
findings of Fonseka (1998), or Wijetunge (1992). They observed that managers 
experienced a limited number of formal MD processes mainly through off-the-job 
methods. However, none of those studies are conducted in the apparel manufacturing 
industry. Further, the data shown in table 8 is not consistent with Lawler et al’s (1995) 
observation in Thailand and Storey et al’s (1997) observation in Britain as they revealed 
that formal processes to a greater extent rely on “courses” provided by outside vendors. 
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However, the findings are consistent with the findings of Henderson et al (2000) and 
Avery et al (1999) as this study also reveals that attendance at short courses or seminars on 
specific topics have often experienced by managers (ranked 2nd). Though Institute of 
Management, UK (1994) observed a trend towards a greater preference for coaches and 
mentors, in this Sri Lankan study those are not highly ranked (5th and 6th respectively). 
“Distance learning” is the least experienced method (X‾ =1.82, ranked 14th). With regard 
reading (X‾ =1.99) and guided reflection (X‾ =1.92), those received low responses. As a 
category, self-development methods are the least provided for and experienced by the 
managers. This is also visible from table 4 and 6.  
 
The data shown in table 6 reveal that managers more frequently experience job redesign 
methods as a formal MD process. This is further confirmed by the data shown in table 8 as 
1st, 2nd, and 3rd ranks of managers’ responses belong to the job redesign methods. Thus, it 
can be concluded that managers most frequently experience job redesign methods as a 
formal development category. However, this contrasts with HR managers’ responses as 
table 4 reveals that they frequently provide off-the-job methods. Therefore, during the 
interviews attention is paid to further probe managers’ and HR managers’ responses. It is 
observed that in some companies HR managers with the heads of the departments involve 
in providing on-the-job methods, job redesign methods, off-the-job methods and self-
development methods. However, in some other companies development processes such as 
on-the-job methods, job redesign methods and self- development methods are solely 
provided by the heads of the departments within their departments. Therefore, managers in 
such companies are experiencing formal MD processes, which are not only provided by 
HR managers, but also by the initiation of managers’ superiors. Most of such processes are 
designed and planned by the heads of departments without having any specific 
organisation led development initiative. However, in the companies that maintain certain 
level of consistency in providing these formal development processes, either with or 
without the initiation of the HR managers, managers have experienced these in daily 
organisational life. However, in the latter case, all managers might not have felt and 
experienced the same. The development activities that are initiated by the heads of 
departments are less likely to be deliberately planned or contrived for the purpose of 
shaping the developmental aspects of managers. Hence, it could assume that these are 
incomplete as formal MD processes and moreover incomplete in the areas of most crucial 
concern to managerial learning. The formal MD processes that are initiated without HR 
managers’ involvement are “hidden”- not seen as one of the main routes to develop 
managers. Therefore, such development processes are restricted to the departments 
concerned. On the other hand, HR managers in such companies are busy in designing and 
planning off-the-job development processes, which are not highly ranked by the managers 
as their frequent formal development experiences. The HR managers of those companies 
regard that formal MD processes have to be based on off-the-job methods as education in 
Sri Lanka has traditionally been more instructor-oriented and less learner-oriented. If those 
HR managers had exposed to varieties of formal MD processes, MD would have been a 
mix of on-the-job methods, job redesign methods, off-the-job methods and self-
development methods.  All these may lead to find out differences across ownership types 
in table 5.  
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In answering the second research question, when Sri Lanka opened its door to foreign 
investment in 1977, those investors might have brought into Sri Lanka their practices and 
they retained and transferred those practices to their local operations to some extent, which 
lead to find higher mean values for foreign and joint venture companies than that of local 
companies in the provision of MD processes. However, though local companies have less 
frequently provided some of the formal MD processes they are not alien to them- they are 
also practising them to some extent. This could have led to find that managers from all the 
three types of ownership experience similar formal MD processes. This situation could be 
better described as being less “in degree” rather than “in kind”. In this context, several 
aspects have emerged from the results of the investigations for the local companies’ 
familiarity with current formal MD processes that are in use. And the design of the study 
made it possible to generalise these in a broader perspective to Sri Lankan organisations. 
  
First, Veblen (1954) and Kerr et al (1960) argued that industrialisation would ensure that 
managerial attitudes, values and behaviour would become increasingly uniform. This has 
recently also been emphasised by Chen (1995), who showed that all the Asian 
management systems are currently undergoing a rapid process of modernisation, where 
companies drive to modernise its management by grafting foreign work practices; thus, 
systems are becoming more similar. In this connection, while business systems are 
competing in world markets, they have to adapt to dominant patterns in those markets. 
Thus, foreign management concepts enter into the play in the forms of the requirements of 
foreign buyers and international standards and those have a high degree of legitimacy. 
This situation is explicit in the Sri Lankan context. It should not be forgotten that all 
apparel manufacturers manufacture the products for the global market, which is mainly the 
US and the EU (Karunatilake, 1999). Though it is not compulsory, apparel manufacturers 
identify international standards of certification as a source of competitive advantage, 
especially to face recently entered countries to the apparel manufacturing industry. 
Though international standards do not specify requirements of HRD/MD in their 
standards, international standards have resulted in a growing awareness about HRD/MD. 
Further, in many cases, the first step organisations take towards provision of HRD/MD is 
to abide by ISO 9000 standards, which led to more universal HRD/MD practices.  In this 
context, when whole conceptual framework of HRD/MD itself relatively recent and 
developed on the basis of implicit western assumptions (Hofstede, 1993), the countries 
have no choice but to use them, thus, having foreign features as the fundamental nature.  
 
Second, as Whitley (1994) noted, internationalisation of markets and firms is not a simple 
matter of transferring managerial technologies to foreign subsidiaries, and thereby 
transforming “backward” economies. Thus, it is not a case of exporting their practices to 
host countries.  Thus, building on previous theory and empirical evidence, the 
development of business systems in host countries, in particular the ability of 
multinationals to transplant domestic practices to overseas subsidiaries and establish them 
successfully there, depend on several organisational and environmental factors (Beechler 
and Yang 1994, Naylor 2000, Whitley 1994). In Sri Lanka, though there are several 
investors from the Asia Pacific region established companies in the industry, the study had 
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not found any attempts made by those investors to introduce MD processes, such as job 
rotation with their original features as those are practiced in their home countries. 
Therefore, in the Sri Lankan context, three such aspects can be identified that could be 
working as constraints in establishing their original MD processes, which are a) the extent 
to which foreign multinationals’ organisational structures and value systems have already 
converged (even before entering into Sri Lanka) and evolved some practices that are 
different to their original management practices, b) strength of current local practices and 
cohesion of institutions in Sri Lanka, c) the nature of apparel manufacturing industry, 
itself.   
 

a) When considering the details of the countries of origin of apparel manufacturing 
companies that operate in Sri Lanka as wholly foreign owned companies, majority 
of them are joint venture multinational companies (for example, Hong 
Kong/German collaborations, South Korea/Hong Kong/USA collaborations).  
Further, foreign investment components of the local/foreign joint ventures also 
revealed a similar situation. The broad legislative differences between countries, 
differing political, cultural and social concerns create quite different conditions for 
HRM practices within these multinational companies, which influence the extent to 
which they will be able to practice their own original management practices in 
such multinationals. Therefore, examples of foreign investments like above 
operating in Sri Lanka emphasise that their organisational structures and value 
systems have already inevitably converged and evolved some practices that are 
different to their original management practices. This could work as a constraint in 
transferring original management practices of different management systems, such 
as Japanese and South Korean. In this context, as Whitley (1994) argued more a 
particular business system and its characteristics are mutually reinforcing, more 
difficult will they find it to alter established procedures and rationalities, therefore, 
they are less likely to adopt novel practices in foreign subsidiaries, could not be 
applied to the Sri Lankan context.  

 
b) Strength of current local practices and cohesion of institutions in Sri Lanka could 

work as constraints in transferring management practices. Cohesion of local 
institutions may be due to the colonial legacy left by the British. The findings of 
Wijewardena and Wimalasiri (1996) show that due to the invasions of Western 
rulers, which had prevailed for hundreds of years, the indigenous management 
practices of Sri Lanka have disappeared and management practices brought by 
western rulers have become dominant. It is a fact that several centuries of British 
rule left its mark on the system of administration, industry and commerce in Sri 
Lanka. Policies were determined unilaterally by the colonial administrators and 
implemented through a network of administrative officials who were considered to 
be loyal to the authority. In addition to the total control over the administrative 
mechanism in the public sector, the private sector enterprises were placed under 
the foreign management. All major industries during the colonial rule such as tea, 
rubber, coconut, and spice were run by the foreign managers. Thus, even after the 
colonial period, the indigenous people had to follow the footsteps of running a 
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business using western systems. Sri Lankan literature provides ample evidence for 
the influences of western colonial rule on administrative and managerial 
development since independence (Chinniah, 1986; Manuratna 1986; Minks and 
Withana, 1977; Nanayakkara, 1992). As the studies of Laburn (1994) and Lawler 
et al (1995) revealed in the context of South Africa, India and Thailand, the British 
colonial system had enormous influence on MD practices in the case of Sri Lanka. 
Therefore, though Bournois (1992) and Schein (1986) state that practices of 
management of human resource have to be derived from and strongly reflect the 
national culture of the country in which an organisation is located, in the Sri 
Lankan context, already available formal MD processes are closely related to the 
western world. In this context, in the construction of HRD/MD systems, the 
foreign investors have to rely on local industrial relations and personnel experts, 
which could lead foreign investors to adapt their operations to host country 
environments and alter policies in different ways depending on the issue. 
Therefore, local organisations that depict more uniform practices could work as a 
constraint in the transfer of management practices.  

 
c) The nature of apparel manufacturing industry itself may be working as a constraint 

in the Sri Lankan context. The issues of addressing economic growth and 
industrialisation influence government strategies to attract foreign investment and 
modern technology. Though the strength and role of the state and foreign 
investment governing local institutions can often prevent the direct transfer of 
managerial practices (Beechler and Yang, 1994; Whitley, 1994), with minimum 
legal requirements from BOI, foreign investors are free to introduce their 
distinctive ways of MD. Another related point is that Sri Lanka being a smaller 
developing economy, foreign companies from dominant economies are in a strong 
position to bring in and operate their distinctive ways of MD. The significant 
feature of the apparel manufacturing industry is the easy separability of the 
manufacturing process into different stages and overseas investors have been able 
to disintegrate their production lines into low production cost countries, without 
much difficulty. This prompts a continuous search on the part of the investors for 
lower cost locations making it a “foot loose” or highly mobile industry. In this 
context, though there are less barriers from the Sri Lankan government and other 
legal institutions, foreign investors may not be prepared to spend sufficient time to 
transplant their MD processes in Sri Lanka. In such a situation, foreign investors’ 
preferred MD processes have been tailored to meet business objectives conditioned 
by the global competitive environment.  

 
By considering all these, although the data analysis revealed that both foreign and joint 
venture companies are more likely to attend to the provision of MD than local companies. 
This situation could be explained largely by organisational level factors rather than macro 
level factors such as the economic, historical and global environment. Among 
organisational factors, learning might play a vital role. It is well documented by 
researchers that to be successful, organisations must not only process information but also 
create new information and knowledge (Inkpen and Dinur 1998). Each foreign or joint 



Sri Lankan Journal of Human Resource Management 

 
 
Formal Process of Managerial Learning….. 

 
   
  30 

venture partner has knowledge that, at least part, should be considered valuable by the 
other partner(s).  Hence, there can be a significant payoff in co-operating in knowledge 
creation, which could strengthen and reinforce a company’s competitive strategy. 
Therefore, this makes it possible for joint venture partners not only to adapt, but also to 
transform through mutual learning. Therefore, it can be assumed that foreign and joint 
venture companies have provided a supportive environment in which both partners are 
engaged in learning to create more effective organisational context.   
 

Conclusion 
The intellectual origin and justification for the study was derived from the changing nature 
of formal MD processes in use and to describe the situation in Sri Lanka. The results of 
the investigation revealed differences in HR managers’ responses and managers’ 
responses for providing and experiencing formal MD processes. Further investigations 
revealed that not all HR managers actively engage in the provision of different formal MD 
processes. Instead, development processes such as on-the-job methods, job redesign 
methods and self- development methods are solely provided by the heads of the 
departments within their departments without having any specific organisation led MD 
initiative. However, in the companies that maintain certain level of consistency in 
providing these formal MD processes, either with or without the initiation of the HR 
managers, managers have experienced those in daily organisational life. Therefore, the 
findings of the study imply a contrast to the Sri Lankan literature that companies use more 
off-the-job processes (see- Jayaratna, 1996). 
 
The influences of globalisation, requirements of foreign buyers, international standards, 
etc make Sri Lanka not detached from the rest of the world, which they might have had a 
few decades ago. On the other hand, as foreign investors have knowledge that, at least 
part, should be considered valuable by the other partner (s).  Hence, there can be a 
significant payoff in co-operating in knowledge creation, which could strengthen and 
reinforce a company’s competitive strategy. In this sense, foreign and joint venture 
investors could have brought into Sri Lanka not only “hardware” such as modern plans 
and equipment, but also “software” including MD systems and practices.  
 
Several researchers emphasise the need of developing frameworks in MD field for the 
development of theoretical knowledge. Noon (1993) said that until research is conducted 
that tests specific hypotheses arising from the ideas, they remain helpful ‘maps’ rather 
than rigorous models.  Therefore, this study attempted to add knowledge to an already 
existing body of knowledge on international MD practices to provide a solution to the 
empirical problem of the absence of coherent and exploratory frameworks for testing 
hypothesis by successfully integrating several dimensions of MD under scrutiny. Further, 
the study placed an interest in and emphasis on identifying the significance of the 
ownership type of the companies on the practices of MD in Sri Lanka. The design of the 
study made it possible to generalise some of the findings in a broader perspective to 
strengthen an already existing body of knowledge on international HRD/MD practices 
under export-led industrialisation strategy. 
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However, Hofstede (1993) has shown that concepts of HRM and HRD are both countries 
specific. On one hand, the concepts of HRD would never have been invented in Asia; it 
comes as a foreign idea, to be adapted to the different local situations (Hofstede 1993). On 
the other hand, though the countries move fast, old values do not disappear overnight, and 
often survive in new settings; the systems of management must still respect continuity 
with old values and traditions. As the arguments leading up to the theory suggest that there 
is a two-way learning between the local and the foreign management, in depth analysis of 
MD systems could lead to not only find specific areas of learning from foreigners to locals 
but also the other way round. Therefore, in the Sri Lankan context, this emphasises the 
need of further in depth case studies of comparative analysis. Further, while it is quite 
feasible that all the formal MD processes may not apply in different cultures, it is 
important to hypothesize the role of culture in influencing the differences across 
nations/cultures. As this investigation does not present any culture-based rationale for 
expecting differences between what might be expected to happen in the West or other 
Asian countries that is different from what might be expected to happen in Sri Lanka. All 
these open areas of further research.  
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